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ABSTRACT

Currently there is a widely shared understanding that Business Process Reengineering

has transformed the service delivery performance of many government institutions at
federal, regional as well as local levels. Processes which had been taking months or
years with high cost have been made to be performed in hours and or days with lowest
possible cost. The court system at federal and regional levels, municipal services at
kebeles' in Addis Ababa city administration and many other institutions can be
mentioned as an example.

This study was conducted to assess the service delivery performance of Ethiopian Civil
Aviation Authority in the aftermath of implementing BPR. The study is initiated due to
the prevailing mass dissatisfactions and instability in the organization since the time of
the implementation of BPR. Accordingly the study has examined the attitudes of ECAA
employees and customers’ eval uation about the changes brought by BPR implementation.
To this purpose a comparative employee attitude analysis was made on the service
delivery performance of the organization between the pre and post BPR implementation
periods using pearsons correlation and T-test as statistical tools. Furthermore, clients of
the Authority evaluated its' service delivery performance using ten quality dimensions
and their scores are analyzed based on the service quality model of parsmanma. The
opinions of the management members have also been included in the assessment using
semi structured interview. The finding has revealed that the Authority has not attained
the required transformation from both the opinions of its employees and clients. The
aggregate attitude

Based on the findings of the study the researcher recommends the authority to revisit the
BPR study and to work on improving the attitudes of its employees. A concerted effort has
to be made to maintain its skilled human power. Especially the management of Ethiopian
Civil Aviation Authority has to learn from the consequences of false promise to carry out
a specified task and avoid such promises at any cost. Moreover, proper planning and
timing is the key for successful implementation of programs and attainment of
organizational objectives. Therefore, it is the time for Ethiopian Civil Aviation Authority
to wake up and commit itself on investigating why the organization failed to attain the
required transformation and find out solutions for further intervention.
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CHAPTER ONE
INTRODUCTION

1.1 BACKGROUND OF THE STUDY

Air transport in general, plays a crucia role in the process of international as well as
national integration and affects the development of other sectors of an economy. It is
essential for the development of the international tourism sector and for setting and
maintaining business relationships between distant economies. Its importance is crucial
for countries like Ethiopia, where there is high population size, rugged and terrain
topography and no out let to the sea. Furthermore, the fact that Addis Ababa is the seat of
many international organizations like the UN and AU, air transport becomes very much

important to the country.

Due to its enormous importance, air transport has rapidly expanded in the last few
decades. Passenger traffic experienced an average annua increase of about nine percent
between 1960 and 2000 and five percent between 2000 and 2005(Hanlon 2006 and WTO,
2007). Cargo shipped by air (measured in ton-mile) increased in the period 1997-2004 at
an annud rate of over ten percent. Recent estimates show that air cargo account for over

one third of the value of world merchandise (Hubner and sauve, 2001).

In Ethiopia, air transport has a long history of more than half a century years. The
technology was introduced to the country only twenty-five years after the first attempt
made in the year 1903 by the Wright brothers to fly in the air and two years after
humankinds were able to cross the Atlantic Ocean in an airplane (ECAA, 2004).
Ethiopia is believed to be one of the first nations in Africa to adopt the air transport
technology. The country was aso one of the founding members of the International Civil
Aviation Organization (ICAO) on December 7, 1944. However; the development of the
air transport service delivery is not in line with the age of the technology in the country.

Besides the continued demand of the service in the market, there have been chronic

1



problems related to availability and provision of quality service .This is due to various
reasons related to the different stakeholders in the aviation industry. One of the main
actorsin the aviation industry is the Ethiopian civil aviation authority which controls and
regulates each activity in the sector. To this end, Ethiopian Civil Aviation Authority has
carried out in-depth study on the processes of its maor activities and has implemented
the BPR since 2006 aiming at increasing the service delivery performance of the
Authority. This was done as part of the Ethiopian government initiative for improved
management and service delivery in government ministries and agencies and it was
based on detailed study of the flow of activitiesin the process of ddivering its services.
According to the report of consultants from Ethiopian Management Institute assigned to
support the study of BPR in the Authority, the following are some of the identified
problemsin the pre BPR period in the authority:-

> Problems with the five years  strategic plan in which it lacked
with the Authority,

> Existence of activities operating below the standard of the International Civil
Aviation Organization reported by the safety audit committee,

> Interruption of the result oriented performance appraisal system started in 1994
and inability to perform activities as per the reform program,

» Traditional Bureaucratic chain of organizational structure which hindered fast
decision and efficient service delivery ,

» Low customers satisfaction with the services provided by the authority,

» Absence of pre planed clear requirements for service usersto fulfill before they
request to receive service and prolonged process up on their request,

> Inability of the authority to update itself with the continuously changing
environment,

» Existenceof activities not performed but which ought to be carried out by the
authority and

» Poor organizational performance



These problems can definitely harm the performance of the authority and may lead to
weak control and regulation of the sector, which intern result in loosely regulated air
operators, below standard airports, inefficient aviation personnel, and unreliable

(insecure) air transport service etc...

Based on the report of the consultants from Ethiopian Management Institute the
following processes were identified and work designs were developed in order to
overcome the problems mentioned above:-
» Accident prevention and investigation,
Aircraft registration and airworthiness certification,
Air operators certification and surveillance,
Aviation personnel and training organizations certification,
Aerodrome safety and standards,
Air transport and planning,
Security and facilitation,
Air navigation regulation,
Aeronautical information service,

Search and rescue services,

YV V.V V V V V V V VY

Air space management,

» Communication, navigation, and surveillance,
Based on such background, this study will try to assess the service delivery performance
of Ethiopian Civil Aviation Authority in the post BPR implementation period and find

out the challenges and opportunities faced during implementation.

1.2 RATIONALE FOR ADOPTING BPR IN ETHIOPIA

Ethiopia's transformation agenda has evolved over three phases(1992,1996-2000 and
2001 onwards) in response to a growing awareness that pervasive deficits in capacity
have hampered the ability of the state to secure the fundamentals of poverty reduction
and democratic development including responsive service deivery, citizen
empowerment, and good governance (ministry of capacity building,2004).



According to the proceeding of the first annual conference of Ethiopian management
professionals association on BPR, Agencies and bureaus clearly lacked the capacity to
implement government’s policies and programmes. There were many reasons for this.
Some reasons were structural. Most bureaucracies were traditional, vertically integrated
hierarchies organized into groups of like functions. These, of course, made employee
supervision easy and maximized the managerial span of control. But vertical integration
also encouraged “silo” management mentalities and it impeded the lateral communication

of policy and of manageria requirementsin the delivery of services.

The proceeding further states that in those traditional, centrally administered departments,
outcomes and outputs were not clearly articulated. Bureaucracies responded to centrally
impose rules that often had little, if anything, to do with what the organizations real
public Purposes were or what they should have been. Rules, over many years had cometo
obscure those purposes. As aresult, services were delivered inefficiently with little regard
for the impacts that such inefficiency had on the customers and taxpayers. These all call
for the civil service reform and business process reengineering concepts to be adapted to
the Ethiopian public administration system.

1.3 BACKGROUND OF THE ORGANIZATION

Ethiopian Civil Aviation Authority was established in 1944 to control and regulate the air
transport industry in the country (ibid,2004).The Authority had been engaged in
developing and expanding air ports ,providing air traffic control service ,licensing of
aviation personnel. The Authority was re-established severa times since the time of its
initial establishment with adjustments to its duties and responsibilities. For example, it
was re established in 2002 following the enactment of the Ethiopian Civil Aviation
Authority re-establishment proclamation No273/2002 in which the authority relived from
its responsibilities of developing, expanding, administering and operating airports and the
Ethiopian Airports Enterprise established to perform these activities. Recently the
Authority is again reestablished by proclamation No 616/2008.

1.3.1 Vision of the Authority



To see awell-developed civil aviation that provides safe, efficient and reliable service to

the public.

1.3.2 Mission of the Authority

Building the executing capacity of civil aviation as well as enforcing relevant national
and international rules, regulations, and directives so that the public gets access to safe
and efficient services

1.3.3 Objectives of the Authority
Ethiopian Civil Aviation Authority has the following general objectives

» To promote and maintain an efficient and economical civil air service and
general aviation service system and to ensure the provision of highly secure
and safe air service.

» To develop domestic and internationa air transportation networks and to
ensure areliable and sustainable air transport system.

» To implement and enforce lows regulations, and directives relating to civil

aviation as well as treaties to which Ethiopiais a party.

1.3.4 Power s and Duties of the Authority
The authority has the following statutory powers and duties
» To regulate the legdlity of manufacturing ,possession, operation, sale, import and
export of any aircraft;

» Tolicense aviation personnel,

A\

To inspect, license and regulate airports,

» To provide air traffic ,navigation, aeronautical communication and information
services within and outside the Ethiopian airspace,

» License and regulate the operators of air service and general aviation services,

» Revoke or suspend any license or certificate for good cause,

» Determine the condition under which passengers ,goods and maill may be

transported in aircraft,



» Conduct research with regard to the development of aviation industry in Ethiopia,
prepare plans and programs and formulate policy for the use of navigable airspace
and other projects relating to aviation,

» Prescribe air traffic rules and standards governing the flight of aircraft,

» Ensure that the provision of air transport service to the public is safe, expeditious
and adequate,

» Register any civil aircraft and any right relating thereto; assign registration
marks; issue aircraft registration certificate, issue airworthiness certificate ;specify
the type of service to which the aircraft is to be used; prescribe conditions as to
the maintenance and repair of the aircraft;

» Issue, when delegated by the concerned authority, radio licenses for aircrafts
registered and approved air worthy in Ethiopia;

» Put in to use frequencies assigned to it by the regional or continental bureaus of
the international civil aviation organization for civil aviation in accordance with
the treaties that have assigned separate frequencies for civil aviation and to which
Ethiopia is a party and upon submitting prior notification to the authority which
supervise the use of frequenciesin the country;

» ldentify air routes to be used within Ethiopia and prescribe the conditions for air
navigation and admissions to and departure from Ethiopian territory; designate
and specify restricted ,prohibited and danger areas and air routes and enforce the
implementation thereof in cooperation with other government agencies;

» Collect in accordance with the rate approved by the council of ministers, fees and
charges, for licenses and services provided ;

» Take measures to minimize to the extent possible ,any disturbance to the public
and adverse effect on environment from noise, vibration, atmospheric pollution or
any other cause attributable to the use of aircraft for the purpose of civil aviation

» Implement and enforce regulations and directives issued and

» Carry out other activities as may be necessary for the fulfillment of its objectives

1.4 STATEMENT OF THE PROBLEM



Ethiopian Civil Aviation Authority has a number of clients using its services. The service
users are; Air operators (national as well as international), Ethiopian Airport Enterprise,
aviation personnel and others. The duties and responsibilities of the Authority are so
wide and critical that need due attention and professional knowledge. The Authority has
to deliver its services as to the standards set by the International Civil Aviation
Organization (ICAO) and is subject to the periodic safety audit undertaken by delegates
from ICAOQ. Inability to fulfill the standards and requirements of the International Civil
Aviation Organization may negatively affect the operations of airlines in the country to
the extent of preventing them from participating in internationa flights as well as
avoiding the Ethiopian air space from international en-route operation. This implies that
Ethiopiawill lose a reasonable amount of foreign exchange, which can be collected from
international operators using its air space and result in the collapse of arline operators
including the Ethiopian airlines enterprise by losing al its international flight market.
Therefore, an efficient and well-developed civil aviation equipped with the necessary
human and material resource is mandatory to the development of the air transport

industry in the country.

Effective organizational performance of all the stakeholders in delivering services in the
air transport sector is essential to be able to remain in the transport market. Particularly,
Ethiopian Civil Aviation Authority; which has the responsibility of promoting and
maintaining an efficient, reliable and economical civil air transport service needs greater
organizational performance in al its activities. Such activities like ; licensing aviation
personndl, certifying aircrafts operating capacity, setting and monitoring airport standards
providing air traffic control and navigational services, managing the Ethiopian air space
etc... requires high professional knowledge and expertise . Any mistake, delay, or
inefficient performance in carrying out such activities will have a negative effect on safe
and reliable air transport and may result in loss of life and property. With the objective of
enhancing its performance in delivering quality services with less cost and more speed
the Authority has implemented the business process re engineering. Business process
reengineering is the redesign of processes to gain significant improvements in key areas

of performance such as service quality, speed, and cost. Business Process Reengineering



is described by Hammer and Champy (1993,) as “the fundamental reconsideration and
the radical redesign of organizational processes, in order to achieve a drastic

improvement of current performance in cost, quality, and speed.

However, since the time of the implementation of Business Process Re-engineering in the
Authority, a number of complains and dissatisfactions emanated from employees, and
high number of skilled work force turnover recorded. This has obliged the Authority to
set up a reform committee to investigate and revisit the BPR study and come up with

possible solutions.

Almost all employees from each department filed their disappointment to the reform
committee through their representatives. Concurrently a number of skilled work forces
left the organization and this has created workload on the remaining employees,
particularly in the area of air traffic controlling where the job is stressful by its nature, a
controller is obliged to be on duty for more than hundred hours per month because of
overtime work. This is not alowed by the International Civil Aviation Organization and
leads to inefficient performance of the controller on duty. The works of other departments
was aso observed being crowded. Low individual performance of the work force could
lead to decreased overal organizationa performance. Such complains and
dissatisfactions from the side of the employee indicate low motivation and consequently
low individual performance; the cumulative effect of which is low organizational

performance.

Therefore, the aim of this research isto assess the current service delivery performance of
the Authority in light of the changes brought by the business process reengineering and
try to empirically investigate the level of customers’ satisfaction in the aftermath of BPR
implementation period. It also looks for the challenges and opportunities encountered
during BPR implementation and how it has affected the human side of the organization.

1.5 RESEARCH QUESTIONS



The following fundamental questions are expected to be answered by the findings of the
study;-
I. What major changes are brought by the implementation of the BPR with
regard to service delivery performancein ECAA?
1. How do service users see the service delivery performance of ECAA in the
aftermath of BPR implementation period compared to the pre BPR period?
I11. How do the employees of ECAA compare the service delivery performance
of the organization beforeand after BPR implementation
IV. What were the magjor challenges and opportunities encountered during the

implementation process and there after?

1.6 OBJECTIVESOF THE STUDY
1.6.1 General Objective

The general objective of this study is to assess and examine the service delivery
performance of Ethiopian Civil Aviation Authority in post Business Process Re-
engineering implementation period using different performance measuring instruments
(indicators) and identify the benefits gained from the implementation of the BPR to let
other organizations learn from the practical experience of Ethiopian Civil Aviation
Authority.

1.6.2 Specific Objectives
The specific objectives of the study are-

» To assess the service delivery performance of Ethiopian Civil Aviation
Authority since it has implemented the BPR.

» To investigate the pre and post BPR implementation period performance of the
organization, and unveil its current true status

» Toinvestigate the level of customers satisfaction on the services provided by the
organization,

» To find out any performance gaps in attaining the overall objectives of the
organization and recommend possible solutions based on the findings of the
study, and



» To look for the contributions of the redesigned processes to the overal
organizational performance and identify any unrecognized process in the

redesign process.

1.7 Hypothesis
Based on the statement of the problem and objectives of the study the following
hypothesis was developed and tested using empirical investigation.

Ho=Thereis no change in service delivery performance (quality) of ECAA inthe
Aftermaths of BPR implementation period.

Ha= Thereis change in service delivery performance (quality) of ECAA in the

Aftermaths of BPR implementation period.

1.8 SIGNIFICANCE OF THE STUDY

This study is significant for Ethiopian civil aviation authority to identify its strength and
weakness in delivering its services and be able to increase its overall organizational
performance. It is aso helpful for both public and private organizations dealing with the
implementation of Business Process Re-engineering to share the practical experiences of
Ethiopian Civil Aviation and identify the possible out comes of Business Process
Reengineering on performance and excellence of service delivery.

It may also be useful for users that are interested to have an insight about the outcomes of
Business Process Re-engineering implementation on service delivery performance and

may trigger researchersto undertake an in-depth investigation on the subject matter.

1.9METHODOLOGY
1.9.1 THEORETICAL FRAMEWORK

The emergence of service quality and its assessment has attracted the attention of
numerous researchers in the past two decades or so. In this sense, there are two main lines

of thoughts on measuring service quality (Kang and James, 2004): an American and a
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European perspective. Brady and Cronin (2001) suggest that researchers generally adopt
one of the two conceptualizations in their work. The focus on functiona quality attributes
is referred to as the American perspective of service quality while the European

perspective suggests that service quality considers two more components.

The European perspective considers additional aspects other than the process of service
delivery. Gronroos (1984), for instance, noted that the quality of a service as perceived by
customers consists of three dimensions. functiona (the process of service ddivery to
customers), technical (the outcomes generated by the service to the customers), and
image (how the customers view the company). Considering those dimensions, the quality
of the service is dependent upon two variables: the expected service and the perceived

service Gronroos (1984).

Functional quality of a serviceis often assessed by measures of customers’ attitudes, asin
customer satisfaction questionnaires. As described by Hayes (1997), the process of
identifying customers’ attitudes begins with determining customers’ requirements or
quality dimensions. Parasuraman et a. (1985) identified in a first study 10 quality
dimensions based on a series of focus group sessions. From this study, the authors
concluded that customers use the same criteria to assess service quality independently of

the type of service.

For Hayes (1997), however, some quality dimensions are generalized across many
services, but some will apply only to specific types of services, and it is necessary to
understand quality dimensions to be able to develop measures to assess them. The author
explains then two ways of identifying important quality dimensions of services: quality
dimension development approach and critical incident approach. The first one uses
different sources of information, such as opinions of providers and literature. The other

one is a process to obtain information from customers.

The 10 determinants of service quality established by Parasuraman et al. (1985) provide a
list that can guide investigation on the first approach. The authors subsequently
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developed SERVQUAL (Parasuraman et al., 1988), a two-part instrument for measuring
service quality that was refined later (Parasuraman et a., 1991). Much of the research to
date has focused on measuring service quality using this approach and its use has become
quite widespread (Brown et al., 1993; Kang and James, 2004).

SERVQUAL instrument consists of a 22-item instrument for assessing service quality
based on customer’s perceptions, which is, by its turn, the difference between the
customer’s perceived quality and his’/her expectation. The perceived qudity is assessed
based on service quality dimensions that correspond to the criteria used by consumers
when assessing service quality. There are 10 potentially overlapping dimensions:
tangibles, reliability, responsiveness, communication, credibility, assurance, competence,
courtesy, understanding/knowing the customer, and access. A more detailed description
of those dimensions can be found in Zeithan et al. (1990). Afterwards, these dimensions
were reduced to five, namely: Tangibles, Reliability, Responsiveness, Assurance, and
Empathy. Using those 10 or 5 dimensions as the evaluation criteria, the specification of
service quality becomes the gap between customers expectations and their perceptions
(Parasuraman et al 1985)

This performance-expectation model was used to assess customers expectations and
their perception about the qualities of services provided by Ethiopian civil aviation
authority in the aftermath of BPR implementation.

Furthermore, the employee attitude about the changes brought by the BPR
implementation on the overall organizational performance is surveyed.

1.9.2 METHODS OF THE STUDY

Descriptive method of research was applied to investigate what changes have been
brought by the implementation of the business process re-engineering. In order to obtain
a more accurate data the researcher used both qualitative and quantitative data that were
collected from primary and secondary data sources. A sample survey was conducted to
collect primary data from the service users as well as service providers. In here the data

collection from the employees was accomplished through approximating longitudinal
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survey. In here the researcher has tried to take advantage of the method. In principle
approximating longitudinal survey follows both cross sectional survey (for collecting data
from a given population in a specific place and time) and longitudinal survey (to ask
employees furnish responses by remembering situations that happened in the past). To
make this effective both open and closed-ended questions (Semi- structured
guestionnaire) were administered to assess the dStuation of the service deivery

performance in Ethiopian Civil Aviation Authority before and after BPR implementation.

In addition to this, in order to collect data from service providers and service users
separate sets of questioners were administered. Moreover, semi-structured interview was
conducted with directors of selected directorates based on purposive sampling technique.
Secondary data was collected from Ethiopian Civil Aviation Authority internal sources
such as manuals, reports, International Civil Aviation (ICAO) documents and from other
external sources like journals, books and electronic sources that were relevant to the
subject matter. In general the data is presented and analyzed by using SPSS and its
different statistical tools like tables and graphs.

The various characteristics of the sample population such as sex, age of employees,
educational status, work experience, and marital status are presented and analyzed by

using both quantitative and qualitative methods.

1.9.3 SAMPLE PLAN (TECHNIQUE)

Primarily as a background, the researcher has tried to analyze the sampling frame (the
population from which the study population was selected) from different perspectives.
Accordingly, based on the new structure of Ethiopian Civil Aviation Authority, there are
twelve directorates directly involving in operational activities. Five of them are directly
providing services while the remaining six deal with regulatory activities. There are aso
other entities in the new structure that include a support services directorate, one Audit
service section, and an Accident Prevention and Investigation Bureau. It was also
identified that the latter three elements of the structure which were not directly involved

in the actual operational activities of the authority but have an essential contribution to
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the effective and efficient performance of the overall organizational operations. In
addition to these sampling frames the researcher has noted that there are different
organizations that should be considered in the analysis of performance of service delivery
by ECAA. These are service users, which include different airline operators like the
Ethiopian airlines, as well as Ethiopian airports enterprise and other service users. To be
able to make the sample size true representative of the population the following sampling
techniques were applied.

The techniques involved were stratified systematic random sampling, disproportionate
sampling and convenient sampling techniques. The stratified systematic random sampling
was accomplished by arranging the sampling frame (ECAA) names list into 23 clusters
using pay zones as a criteria and assigning a unique three letter random number for each
entry. After assigning the random numbers, the researcher used SPSS to generate a
sample of 30% of the employees in the Authority. The result was a sample population of
110 respondents from 367 active employees. Following that, the researcher has tried to
figure out the representative ness of the sample in the male dominated organization. It
was true that there were only 13 women which were selected randomly from the
population. Thus, the situation forced the researcher to rethink about the sampling
method in order to have a true representative image of the sampling frame. In doing so,
the researcher increased the femae population using disproportionate sampling
procedure. Accordingly, there were 50 female employees in the sampling frame and the
researcher decided to include all of them. However, out of them it was only possible to
administer the questionnaire for 43 of the female employees due to annua leave,

maternal |eave and training abroad.

Lastly, the researcher tried to include service users like airline operators and
organizations like Ethiopian Airports Enterprise to be represented by a convenient
sample. In the case of airline operators the researcher has taken into consideration in
those areas like filing flight plan it is unlikely to assume a sampling frame and its random
sample from the general population of pilots and/or airline agents. Thus the researcher to
put 100 questionnaires at the flight information services center (usualy known as

Briefing office) to be filled by customers. The researcher has also kept another 100
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questionnaires to assess the attitude of customers in Aviation Personnel Registration and

licensing directorate located at the head office of the organization.

In general the total study population was composed of 220 elements. That was consisting
of ECAA employees, airline operators, and Ethiopian Airports Enterprise as well as
aviation personnel.

1.10 SCOPE OF THE STUDY

This study is concerned with the service delivery performance of Ethiopian Civil
Aviation Authority in the aftermath of BPR implementation period. Although it tries to
see the changes brought by the BPR its scope is limited to the assessment of the overal
change in service deliver performance. This research is also time bound it assesses the
service delivery performance of the authority since 1994 up to present (i.e. four years
before implementation and another four years after implementation ). Structural
problems associated with BPR implementation and other problems will not be
independently analyzed within the scope of this study. However, their negative or
positive contribution to the overall organizational performance can be cited.
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CHAPTER TWO
REVIEW OF RELATED LITERATURE

Introduction
This chapter generally deds with the theoretical (conceptual framework) of service

quality and organizational performance, It provides definitions and meanings to different
concepts related to services, BPR, and performance provided by different authors. It also

tries to explain the maor service quality and performance models.

Furthermore, this chapter tries to show the conceptua linkage between organizational
performance and business process reengineering. It also deals with factors affecting
organizational performance and how they can synchronize with the principles of Business
Process Reengineering.

This chapter also treats key concepts like what are services and their components with
reference to the aviation industry. In addition to this, it tries to look for the different

theories, principles, and concepts of performance and service quality

In addition, the chapter also incorporates the need for Business Process Reengineering in
the system of Ethiopian public administration. Moreover, the relationship of Business
Process Reengineering with other management tools as Total quality management and
result oriented performance appraisal will also be discussed.

Finally, based on the analyzed theoretical framework, a conclusion will be drowning out
which high light and link the subject under study.

2.1 DEFINITIONS OF TERMS AND CONCEPTS

2.1.1 WHAT IS BUSINESS PROCESS REENGINEERING?

Business Process Reengineering as its name implies is redesigning the processes of the
business under consideration with aim of achieving significant improvement in result
areas of the business such as quality, cost, and time. One of the best ways to explain the
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concepts and principle of Business Process Reengineering (BPR) is through the definition
given by Hammer and Champy (1993), who are one of the best-known figuresin the field
define Business Process Reengineering (BPR) as:

" Business Process Reengineering is the fundamental rethinking and radical redesign of
Business processes to achieve dramatic improvementsin critical, contemporary measures
of performance, such as cost, quality, and speed.”

This definition contains four important words. These key words would help clarify the
concepts imbedded in Business Process Reengineering. The first key word is
“fundamental”. In doing reengineering, businesses must ask the most basic questions
about their companies and how they operate: Why do we do what we do? And why do we
do it the way we do it? Asking these fundamental questions forces people to look at the
embedded rule and assumptions that underlie the way they conduct their business. Often,

these rules turn out to be obsolete, erroneous, or inappropriate.

Reengineering starts with no assumptions and no givens. In fact, companies that
undertake reengineering must guard against the assumptions that most processes aready
have embedded in them. To ask “How can we improve this or that process?* assumes that
this or that process must be checked. What if the processis not required or is costly to do
it in the first place. Reengineering first determines what a company must do, and then
how to do it. Reengineering takes nothing for granted. It ignores what is and concentrates
on what should be.

The second key word in the definition is “radical”, which is derived from the Latin word
"radix”, meaning root. Radical redesign means getting to the root of things, not making

superficial or cosmetic changes or playing around with what is already in place.

The third key word is “dramatic’. Reengineering isn't about making margina or
incremental improvements but about achieving quantum leaps in performance. If a
company falls 10 percent short of where it should be, if it costs became 10 percent too

high, if its quality is 10 percent too low, if it's customer service performance needs a 10
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percent boost, that company does not need reengineering. More conventional methods,
from better planning to establishment of a quality program, can pull out the company
from the 10 percent whole. Reengineering should be brought in only when a need exists
for heavy change. Margina improvement requires fine-tuning; dramatic improvement

demands blowing up the old and replacing it with new.

The fourth keyword is “process’. This word is the most important in the definition. The
process of a business is a collection of activities that takes one or more input and creates
an output that is of a value to the customer. The concept of a process is not as familiar as
it is expected to be to most business managers. The reason is that, most business people
are not “process-oriented” ; they are focused on tasks, on jobs, on people, on structure, but

not on process.

Task-based thinking, that is the fragmentation of work into its simplest components and
thelr assignment to specialist workers, has influenced the organizational design of
companies for the last two hundred years. The time has come to shift to process based

thinking, and Business Process Reengineering promises to deliver just that.

2.1.2 WHAT ARE SERVICES?

For many people service is synonymous with servitude and brings to mind workers
flipping hamburgers and waiting on tables. However, the service sector that has grown
significantly over the past 50 years cannot be accurately described as composed only  of
low wage or low skill jobs in department stores and fast food restaurants. Instead, the
fastest growing jobs within the service sector are in miscellaneous services (e.g., hedth,

education, professional services)

Today, service industries are the sources of economic leadership. During the past thirty
years, more than 44milion new jobs have been created in the service sector to absorb the
influx of women in to the work force and to provide an aternative to the lack of job

opportunities in manufacturing (J.Fizsimmons 2006, p19)
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Different scholars have defined service in many ways. Out of these, the following

represent a sample of service definitions:-

(i)

(i)

(iii)

Services are deeds, processes, and performance(Vaarie A.Zeithaml and Marry
Jo Bitner 1996,p5)

A serviceis an activity or series of activities of more or less intangible nature
that normally ,but not necessarily ,take place in interactions between customer
and service employees and/or physical resources or goods and or systems of
the service provider, which are provided as solutions to customer

problems.(C.Gornoroos 1990,p27)

A service is atime perishable, intangible experience performed for a customer

acting in the role of co-producer.(J.Fizs mmons2006,p19)

2.1.2.1 Peculiar Characteristics of Services

Unlike the manufacturing process, services have the following peculiar characteristics

» Simultaneity:-the fact that services are created and consumed

simultaneously and thus cannot be stored in a critical feature in the
management of services. Thisinability to inventory service precludes using
the traditional manufacturing strategy of relying on inventory as a buffer to
absorb fluctuations in demand. An inventory of finished goods serves as a
convenient system boundary for a manufacturer, separating the internal
operations of planning and control from the external environment .thus the
manufacturing facility can be operated at a constant level of out put that is
most efficient. The factory is operated as a closed system, with inventory
decoupling the productive system from customer demand. Services,
however, operate as open systems, with the full impact of demand

variations being transmitted to the system.

Inventory also can be used to decouple the stages in manufacturing
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process. For services, the decoupling is achieved through customer
waiting. Inventory control is a major issue in manufacturing operations,
whereas in services, the corresponding problem is customer waiting .the
problem of selecting service capacity, facility utilization, and use of idle

time all are balanced against customer waiting time

The simultaneous production and consumption in services aso eliminates
many opportunities for quality control interventions. A product can be
inspected before delivery, but services must rely on other measures to

ensure the quality of services delivered.

Perishability: - a service is a perishable commodity, Consider an empty
airline seat, unoccupied hospital or hotel room, in each case, a lost
opportunity has occurred. Because a service cannot be stored, it is lost
forever when not used. The full utilization of service capacity becomes a
management challenge, because customer demand exhibits considerable
variation and building inventory to absorb these fluctuations is not an
option.

Intangibility:-services are ideas and concepts, products are things.
Therefore, it follows that service innovations are not patentable. To secure
the benefits of a novel service concept, the firm must expand extremely

rapidly and preempt any competitors.

The intangible nature of services also presents a problem for customers.
When buying a product, the customer is able to see it, fedl it and test its
performance before purchase. For a service, however, the customer must
rely on the reputation of the service firm .governments has intervened to
guarantee acceptable service performance. Through the use of registration,
licensing, and regulation.

Heterogeneity:-the combination of the intangible nature of services and
the customer as a participant in the service delivery system results in

variation of service from customer to customer. The interaction between

20



customer and employee in services, however, creates the possibility of a
more complete human work experience. In services, work activity

generally is oriented toward people rather than toward things.
2.1.2.2 NATURE OF SERVICE ORGANIZATIONS

Service organizations are unique in their character to require special management
approaches that go beyond the simple adoption of the management techniques found in
manufacturing a product. The distinctive characteristics suggest enlarging the system
view to include the customer as a participant in the service process. Because the customer
Is viewed as, an input that is transformed by the service process in to an out put with

some degree of satisfaction.

In services, it is the human element that is central to effective operations. For example,
the unavoidable interaction between service providers and consumer is a source of great
opportunity, asin direct selling. However, this interaction seldom can be fully controlled;
thus, service quality may suffer. For this reason, the attitude and appearance of personnel

in service organizations are important considerations.

The traditional manufacturing separation of the production and marketing functions with

finished goods inventory as the interface, is neither possible nor appropriate in services.
Marketing performs two important operations

(1) Educating the consumer to play a role as an active participant in the service

process and
(2) Smoothing demand to match service capacity

For service organizations, the process is the product. The presence of the customer in
the service process negates the closed system perspective that is taken in
manufacturing .the techniques to control operationsin an isolated factory producing a
tangible good are inadequate for services. No longer are the process machine paced
and the output easily measured for compliance with specifications. Instead, customers

arrive with different demands on the services; thus, multiple measures of performance
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are necessary.

Service employees interact directly with the customer, with little opportunity for
management intervention. This requires extensive training and empowerment of
employees to act appropriately in the absence of direct supervision. Further,
customer impression of service quality is based on the total service experience. Not
just on the explicit service that is performed. A concern for employee attitude and
training becomes a necessity to ensure that the customers also appreciate the implicit
service. When viewed from the customers perspective the entire service process
raises concerns ranging from the aesthetic design of the facility to the pleasant

diversionsin waiting areas.

Peter.F Drucker in his book people and performance indicated that yet the evidence

for performance in the service institutions is not impressive. Schools, hospitals,
universities have grown today beyond the imagination of an earlier generation. They
all dispose of astronomical budgets. Y et everywhere they are “in crisis.” A generation
or two ago, their performance was taken for granted. Today, they are being attacked
for lack of performance. In every country, citizens complain ever more loudly of
“bureaucracy” and mismanagement in the institutions that are supposed to serve
them.

2.1.2.3THE ROLESOF SERVICESIN AN ECONOMY

According to Peter F. Drucker, service ingtitutions are an increasingly important part
of our society. Schools and universities; research laboratories, public utilities;
hospitals and other health care ingtitutions;, professionals, industries and trade
associations; and many others are as much “institutions’ as is the business firm, and
therefore, are equally in need of management. They all have people who are
designated to exercise the management function. According to him, these public
service institutions are the real growth sectors of a modern society. Indeed, what we
have now is a “multi-institutional” society rather than a “business’ society. The
growth of the service institutions in this century is thus the best testimonial to the

success of business in discharging its economic task. Y et unlike the early 19" century
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university, the service institutions are not mere “luxury” or “ornament”.

They are so to speak, main pillars of a modern society, |oad-bearing members of the
main structure. They have to perform if society and economy are to function.

James A. Fitzssmmons in his book service management operation, strategy, information
technology, pointed out that government services play acritical role in providing a stable
environment for investment and economic growth. Services such as public education,
health care, well-maintained roads, safe drinking water, clean air and public safety are
necessary for any nation’s economy to survive and people to prosper. Thus, it is
imperative to recognize that services are not peripheral activities but rather integral parts
of the society. They are central to a functioning and healthy economy and lie at the heart
of that economy. Services are the crucial force for today’s change toward a global
economy. For example in Ethiopia services are the second highly growing economic
activity. According to the report of the Ethiopian central statistics agency it has grown by
12.8,13.3, 13.3, 17, and 17.3 percent during the past five year and it is the second highest

contributor to the national GDP next to agriculture.

2.1.2.4 SERVICE PACKAGE

The service package is defined as bundle of goods and services that is provided in some
environment. This bundle consists of the following five features:

1. Supporting facility :-the physical resources that must be in place before a service

can be offered .examples are agolf course, a hospital and an airplane

2. Facilitating goods: - The material purchased or consumed by the buyer, or the
items provided by the customer. Examples are golf clubs, skis, food items and

medica supplies

3. Information: - operations data or information that is provided by the customer to
enable efficient and customized service. Examples include patient medical
records, seats available on a flight, customer preferences from prior visits, and
location of customer to dispatch ataxi.
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4. Explicit services - the benefits that are readily observable by the senses and that
consist of the essentia or intrinsic features of the service. Examples are the

absence of pain after atooth is repaired.

5. Implicit services: - psychological benefits that the customer may sense only
vaguely, or the extrinsic feature of the service. Example is the status of adegree

from auniversity.

All of these features are experienced by the customers and form the basis of his or her
perception of the service. It isimportant that the service manager offer atotal experience

for the customer that is consistent with the desired service package.

2.1.3 DEFINING PERFORMANCE

If you cannot define performance, you cannot measure or manage it. It has been pointed
out by Bates and Holton (1995) that ‘ Performance is a multi-dimensiona construct, the
measurement of which varies, depending on avariety of factors. ‘ They also state that it is
important to determine whether the measurement objective is to assess performance

outcomes or behavior.

There are of course different views on what performance is. It can be regarded as simply
the record of outcomes achieved. On an individua basis, it is a record of a person’s
accomplishments. Kane (1996) argues that performance is something that the person
leaves behind and that exists apart from the purpose’. Bernadin, Kane, Ross, Spina and
Johnson (1995) are concerned that:

Performance should be defined as the outcomes of work because they proved the
strongest linkage to the strategic goals of the organization, customer satisfaction, and

economic contributions.

The Oxford English Dictionary defines performance as the ‘accomplishment, execution,
carrying out’” working out of anything ordered or undertaken.” This refers to outputs/out
comes (accomplishment), but also states that performance is about doing the work, as
well as being about the results achieved. Performance could therefore be regarded as

behavior- the way in which organizations, teams and individuals get work done.
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Campbell (1990) believes that * Performance is behavior and should be distinguished from

the outcomes because they can be contaminated by systems factors.’

A more comprehensive view of performance is achieved if it is defined as embracing
both behavior and outcomes. Thisiswell put by Brumbrach (1988):

Performance means both behaviors and results. Behaviors emanate from the performer and
transform performance from abstraction to action. Not just the instruments for results,
behaviors are also outcomes in their own right- the product of mental and physical effort

applied to tasks — and can be judged apart from results.

This definition of performance leads to the conclusion that, when one is managing the
performance of teams and individuals, both inputs (behavior) and outputs (results) should
be considered. Performance is about how things are done as well aswhat is done. Thisis
the so-caled ‘mixed of performance management (Hartle 1995), which covers
competency levels and achievements as well as objective-setting and review.

2.1.3.1FACTORSAFFECTING PERFORMANCE

Performance is affected by a number of factors, al of which should be taken in to

account. These comprise:

Personal factors- the individuals skill, competence, motivation and

commitment

» Leadership factors- the quality of encouragement, guidance and support

provided by managers and team leaders
» Team factors-the quality of support provided by colleagues

» Systems factorsthe system of work and facilities provided by the
organization

» Contextual (situational) factors —internal and externa environmental
pressures and changes
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Cardy and Dobbins (1994) point out that traditional approache to performance
appraisal attribute variations in performance to personal factors, when they could
be caused in part or entirely by situational or systems factors. Deming (1986)
made the same point even more forcibly. Performance reviews must therefore
consider not only what individuals have done but also the circumstance in which
they have had to perform. And, importantly, this analysis should extend to the

performance of the manager as a leader.

2.2MEASURING SERVICE QUALITY BY ITSDIMENSIONS
2.2.1 DIMENSIONS OF SERVICE QUALITY

Marketing researchers studying several different service categories, appliance repair,
retail banking, long-distance telephone service, securities brokerage, and credit card
companies identified the dimensions of service quality. They identified five principal
dimensions that customers use to judge service quality — reliability, responsiveness,
assurance, empathy, and tangibles, which are listed in order of declining relative

importance to customers.

A) Reliability: - The ability to perform the promised services both dependably and
accurately. Reliable service performance is a customer expectation and means that the
service is accomplished on time, in the same manner, and without errors every time. For
example, receiving mail at approximately the same time each day is important to most
people. Reliability aso extends into the back office, where accuracy in billing and record

keeping is expected.

B) Responsiveness: - The willingness to help customers and to provide prompts service.
Keeping customers waiting, particularly for no apparent reason, creates unnecessary
negative perceptions of quality. If a service failure occurs, the ability to recover quickly
and with professionalism can create very positive perceptions of quality. For example,
servicing complimentary drinks on a delayed flight can turn a potentially poor customer

experience into one that is remembered favorably.
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C) Assurance: - The knowledge and courtesy of employees as well as their ability to
convey trust and confidence. The assurance dimension includes the following features:
competence to perform the service, politeness and respect for the customer, effective
communication with the customer, and the genera attitude that the server has the
customer’ s best interests at heart.

D) Empathy: - The provision of caring, individualized attention to customers. Empathy
includes the following features: approachability, sensitivity, and effort to understand the
customer’s needs. One example of empathy is the ability of an airline gate attendant to

make a customer’ s missed connection the attendant’ s own problem and to find a solution.

E) Tangibles. - The appearance of physical facilities, equipment, personnel, and
communication materials. The condition of the physical surroundings (e.g., cleanliness) is
tangible evidence of the care and attention to detail that are exhibited by the service
provider. This assessment dimension also can extend to the conduct of other customersin

the service (e.g., anoisy guest in the next room at a hotel).

Customers use these five dimensions to form their judgments of service quality, which
are based on a comparison between expected and perceived service. The gap between
expected and perceived service is a measure of service quality; satisfaction is either
negative or positive.

2.2.2 SERVICE QUALITY MODEL (SERVQUAL)

Service quality is a complex topic and measuring service quality is a challenge because
customer satisfaction is determined by many intangible factors. Unlike a product with
physical features that can be objectively measured (e.g., the fit and finish of a car),
service quality contains many psychological features (e.g., the ambiance of a restaurant).
In addition, service quality often extends beyond the immediate encounter because, asin
the case of health care, it has an impact on a person’s future quality of life. The multiple
dimensions of service quality are captured in the SERVOUAL instrument, which is an
effective tool for surveying customer satisfaction that is based on the service quality gap
model.
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The five service quality dimensions are used to introduce the concept of a service quality

gap. This gap is based on the difference between a customer’s expectations of a service
and the perceptions of the service that is delivered. A survey instrument that measures
service quality, called SERVQUAL, is based on implementing the service quality gap
concept. Service quality is further defined by content, process, structure, outcome, and
impact, which will be, treated letter in this chapter.

Figure 2.1, Service quality model

Word of mouth Personal needs Past experience

v

Expected service
Dimensions of » Perceived Service Quality
Service Quality 1. Expectations exceeded
Reliability ES < PS (Qudlity Surprise)
Responsiveness » 2. Expectations met
Assurance Empathy ES = PS (Satisfactory Quality)
Tangibles »  Perceived sarvice 3. Expectations not met

ES > PS (Unacceptable quality)

Source Parasuraman et al. (1985, 1988)

For services, the assessment of quality is made during the service delivery process. Each
customer contact is referred to as a moment of truth, an opportunity to satisfy or
dissatisfy the customer. Customer satisfaction with a service can be defined by comparing
perceptions of service received with expectations of service desired. When expectations
are exceeded, service is percelved to be of exceptional quality- and to be a pleasant
surprise. When expectations are not met, however, service quality is deemed
unacceptable. When expectations are confirmed by perceived service, quality is
satisfactory. As shown in figure.1l, these expectations are based on several sources,

including word of mouth, personal needs, and past experience.

The service quality framework is based on three prepositions
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Proposition | Service quality is a function of the difference between perceived service
and expected service (GAP 5 -difference between expected and
Perceived)
Proposition |1 The difference between perceived servicesand expected serviceisa
Function of four different gaps (i.e.Gap5=f (Gapl, Gap2, Gap3, Gap4))
Gap 1 The difference between customer expectations or quality
Determinants and managements' perception of such customer expectations
Gap 2 Difference between managements perceived quality determinants and
service
Specification (i.e. the critical- to-quality specifications)
Gap 3 difference between quality specifications and actual service delivery
Gap 4 differences between actual service delivery and the organization's
external Communication about service delivery (e.g. word of mouth, brand,
past experience)
Proposition 111 people tend to evaluate service quality primarily based on experience
characteristics

In this model
» Search attributes are :- credibility and tangibles

» Experience attributes :- are access ,communication reliability,

responsiveness, understanding
» Credence attributes are :- competence and security

For each dimensions listed in the service quality model above, the SERVQUAL scale
Provides a score for customer expectations (E) and a score for customer perception (P) of
service quality. The differences between the two scores on each dimension are called
Gap scores. According to parasuraman and his coll eagues, the key to optimizing service
quality is to maximize these Gap scores, and the associated gap equation (Q=P-E)
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Figure2.2: Service Quality Gap Model

Customer Customer
Perception D > Expectation
/i i\
Managing the
Evidence o Communication Market Research N Conformance
R GAP4 GAP1 .
» ¢
. M anagement
Service ag'
Delivery Perceptions of
Customer
Expectations
¥, ~ Communication Communication v
GAP5 GAP2
Conformance N ,x’/ Service Design
A Service ol
Standards

Source Parasuraman et al. (1985, 196y

The market research gap is the discrepancy between customer expectations and
management perceptions of these expectations. GAP 1 arises from management’s lack of
full understanding about how customers formulate their expectations on the gases of a
number of sources:. advertising, past experience with the firm and its competitors,
personal needs, and communications with friends. Strategies for closing this gap include
improving market research, fostering better communication between management and its
contact employees, and reducing the number of levels of management that distance the
customer.

The design gap results from management’s inability to formulate target levels of service
quality to meet perceptions of customer expectations and trandate these into workable

specifications. GAP 2 may result from a lack of management commitment to service
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quality or a perception of the unfeasibility of meeting customers expectations; however,
setting goal s and standardizing service delivery tasks can close this gap.

The conformance gap occurs because actual delivery of the service does not meet the
specifications set by management. GAP 3 can arise for a number of reasons, including
lack of teamwork, poor employee selection, inadequate training, and inappropriate job

design.

Customer expectations of the service are formed by media advertising and other
communications from the firm, GAP 4 is the discrepancy between service delivery and
external communications in the form of exaggerated promises and lack of information

provided to contact personnel.

The numbering of the gaps from 1 to 5 represents the sequence of steps (i.e., market
research, design, conformance, communication, and customer satisfaction) that should be

followed in new service process design.

2.3MEASURING SERVICE QUALITY BY ITSSCOPE

A comprehensive view of the service system is necessary to identify the possible
measures of service quality. In here, quality can be viewed from five perspectives:
namely: content, process, structure, outcome, and impact. For example in health care, the
scope of service quality obviously extends beyond the quality of care that is provided for
the patient; it aso includes the impact on the family and community. This comprehensive
view of service quality need not be limited to heath care, however, as demonstrated by
the negative economic impact of failed savings- and loan institutions on their customers
as well as on the community as a whole. When it comes to the aviation industry the
impact of service quality becomes national and international and the consequences of

poor quality will lead to loss of life and huge amount of property.
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A. Content
Are standard procedures being followed? For example, is the dentist following accepted
dental practices when extracting a tooth? For routine services, standard operating
procedures generally are developed, and service personnel are expected to follow these
established procedures. In the aviation industry there are standard operating procedures
developed by the international civil aviation organization in which al service (aviation)
personnel are expected to follow these established procedures.

B. Process
Is the sequence of events in the service process appropriate? The primary concern hereis
maintaining a logical sequence of activities and a well-coordinated use of service
resources. Interactions between the customer and the service personnel are monitored.
Also of interest are the interactions and communi cations among the service workers. For
emergency services such as fire and ambulance, disaster drills in a redlistic setting are
used to test a unit’s performance: problems with coordination and activity sequencing can

be identified and corrected through these practice sessions.

C. Structure
Are the physica facilities and organizational design adequate for the service? The
physical facilities and support equipment are only part of the structural dimension,
however. Qualifications of the personnel and the organizationa design aso are important
quality dimensions. For example, the quality of medical care in a group practice can be
enhanced by an on-site |aboratory and x-ray facilities. More important, the organization
may facilitate consultations among the participating physicians. A group medical practice
also provides the opportunity for peer pressure to control the quality of care that its
members provide.

Adequacy of the physical facilities and equipment can be determined by comparison with
set standards for quality conformance. One well- known fast-food restaurant is
recognized for its attention to cleanliness. Store managers are subjected to surprise

inspections in which they are held responsible for the appearance of the parking lot,

32



sidewak, and restaurant interior. Personnel qualifications for hiring, promotion, and
merit increases also are matters of meeting standards. University professors seldom are
granted tenure unless they have published, because the ability to publish in a referred
journal is considered to be independent evidence of research quality.

A measure of organizational effectivenessin controlling quality would be the presence of

active self-evaluation procedures and members' knowledge of their peers’ performances.

D. Outcome

What change in status has the service effected? The ultimate measure of service quality is
a study of the end result. Is the consumer satisfied? We are al familiar with the cards on
restaurant tables that request our comments on the quality of service. Complaints by
consumers are one of the most effective measures of the quality outcome dimension. For
public services, the assumption often is made that the status quo is acceptable unless the
level of complaints begins to rise. The concept of monitoring output quality by tracking
some measure (e.g., the number of complaints) is widely used. For example, the
performance of a hospital is monitored by comparing certain measures against industry
norms. Theinfection rate per 1,000 surgeries might be used to identify hospital that might
be using substandard operating room procedures.

Clever approaches to measuring outcome quality often are employed. For example, the
quality of trash pickup in a city can be documented by taking pictures of the city streets
after the trash vehicles have made their rounds. One often-forgotten measure of outcome

quality is the satisfaction of empowered service personnel with their own performance.

E. Impact
What is the long-range effect of the service on the consumer? Are the citizens of a
community able to walk the streets at night with a sense of security? The result of a poll
asking that question would be a measure of the impact of police performance. The overal
impact of health care often is measured by life expectancy or the infant mortality rate,
and the impact of education often is measured by literacy rates and performance on
nationally standardized tests.
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It should be noted, however, that the impact also must include a measure of service and
accessibility, which usually is quoted as the population served per unit area. Health care
in the United States is criticized for the financial barriers to patient accessibility in
general but especialy in rural and large inner-city areas. As result, this country’s impact
measures of life expectancy and infant mortality are far worse than those in al other
industrial countries and even several Third World countries. In a similar fashion, the
literacy rate is a measure of the impact of the education system, and again, the United
States lags behind many other nations. Health care and education are perhaps the two
most essential services in the United States today. Clearly, they are in great need of
managers who can devise and implement excellent and innovative service operations

strategies.

Table2.1 Measuring Service Quality for an Air Traffic Control Service

Quality Description Possible M easur es

Per spective

Content Evaluation of air traffic | Review controlling log books (records) for
control service practice conformance with international standards

Process The sequence of eventsin | Use checkliststo monitor conformance with
the delivery of air traffic procedures. Conduct exist interviews with
control service and the pilots
interactions between pilots
and air traffic controllers.

Structure The physical facilities, Record the times pilots wait to depart, arrive,
equipment, staffing or get clearance from air traffic controllers to
patterns, and qualifications | climb to or descend to acertain flight level.
of air traffic personnel. Note availability of adequate licensed air

traffic controllers. Record utilization of
equipment.

Outcome The changein the flights Record number of flight incidents and
safety statusasaresult of | accidents as a measure of failures. Note the
care. level of pilots’ dissatisfaction by recording the

number of complaints.
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Impact

Appropriateness,

expeditious air transport

service

availahility, accessibility,
and overall effect on the

development of safe and

Note number of airline operators turned away
from using the Ethiopian air space because of
lack of effective and efficient air traffic

control service.

As can be seen, models for measuring service quality is either viewed as a measure of the

degree of discrepancy between consumers perceptions and expectations (e.g.

Parasuraman et al., 1985) or atool for assessing the perceived quality (Teas, 1993). Y€,

further alternative models have been offered by other authors (Cronin and Taylor, 1992;

Bolton and Drew, 1991) the following table summarizes some of these aternatives with

their characteristics

Table 2.2 Proposed modelsfor measuring service quality

Author Model Main Characteristics Application
Gronroos There is no mathematical | Quality is a function of expectations, | Different
(1984) representation outcome and image types of
services
Parasuraman SERVQUAL 22-item scale using 5 quality dimensions | Different
et a. (1985, Qi= Pi—Ei types of
1988) services
Brown and Qiin—Di Use 10 quality dimensions defined by | Medica
Swartz (1989) Parasuraman et al. (1985) surgery
Bolton  and [ Assessment  model of | Use four dimensions developed by | Telephone
Drew (1991) service and value. Parasuraman et d (1988) and introduce | services
the concept of value for quality
assessment
Cronin  and | SERVPERF Use 5 quality dimensions defined by | Different
Taylor (1992) Qi= Pi Parasuraman et al. (1988) types of
services
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Teas (1993) Model of ideal performance | Use 5 quality dimensions defined by

Parasuraman et al. (1988) Retail
QSk = iEjletij —Ejk) stores

Source Cauchick Miguel and Salomi, 2004).

24 OTHER METHODS OF CHECKING SERVICE QUALITY

Service quality can also be checked by the following methods which are only described
briefly

» Tauchi Method which deals with analyzing design and
Standard operating systems
» Poka-Yoke (Fasifying)  Deaswith cost ,process, and routine
Quality control mechanisms
» Quality Function Deployment which deals with customers desire
And test in designing a product or
Service

2.5 MEASURING PERFORMANCE

To improve performance, you have to know what current performance is. As Daniels
(1987) comments: Anything can be measured and if it can be measured it can be
improved.” Agreeing and reviewing objectives is an important aspect of performance
management, but there is no point to this process unless all concerned are clear about the
performance measures that can be used. It is equally pointless to encourage people to
monitor and manage their own performance unless they can measure progress towards
their goals.

Oakland (1993) suggests that appropriate performance measurement:

e ensures customer requirements have been met
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e provides standards for establishing comparisons

e provides visibility and provides a ‘scoreboard’ for people to monitor their own
performance levels

¢ highlights quality problems and determines which areas require priority attention
e givesanindication of the costs of poor quality

e judtifiesthe use of resources

e Provides feedback for driving the improvement effort.

Measurement is an important concept in performance management. It is the basis for
providing and generating feedback, it identifies where things are going well to provide
the foundations for building further success, and it indicates where things are not going so
well, so that corrective action can be taken. In general, it provides the basis for answering
two fundamental questions: Is what is being done worth doing? and ‘Has it been done

well?
2.5.1 PROCESSESFOR MANAGING PERFORMANCE

It has been well said by Mohrman and Mohrman (1995) that managing performance is
‘running the businesses. It is not a set of techniques, and it is certainly not all about
performance-management systems’ (although performance-management processes can
play an important part). Kermally (1997) believes that ‘ performance management should
support corporate strategy formulation and monitor value drivers, i.e. those elements that

really make the business profitable.’

If an al-embracing or holistic approach to the management of performance is adopted,
the following aspects of what makes organizations, teams and individuals perform well

must be considered:
» The context of the organization
= Culture
* Functionality
= Job design (for individuals)
37



»  Teamwork

» Organizational development
» Purpose and value statements
= Strategic management

= Human resource management

i.  Organizational context

Organizations can be regarded as open systems that are continually dependent upon and
influenced by their environment. As Katz and Kahn (1964) wrote, ‘ Systems theory is
basically concerned with problems of relationship, of structure and of interdependence.
The emphasis is on transactions across boundaries-between the system and the
environment, and between the different parts of the system. The socio-technical model of
organization is based on the principle that, in any system of organization, the technical or
task aspects are interrelated with the human aspects. Managing aspects are interrelated
with the human aspects. Management performance is about managing within this context.

So far as possible it is concerned with managing the context, or at least influencing it.

The externa global and national environment-business, economics, politics and society-is
constantly changing, and indeed may be turbulent, even chaotic. It imposes changes on
the performance requirements of the organization, including the need for continuous
improvement to maintain competitive edge. The social and technical systems in the
internal environment are therefore also in a constant state of change, so performance-

management processes must help to shape this change, as well as respond to it.

Contingency theory suggests that the internal structure of an organization and its systems
are a direct function of its environment. The action theory contingency mode as
developed by Silverman (1970) traces the factors linking organizational performance to
critical environmental pressures. Contingency theory states that whatever is done within

an organization must fit its circumstance. That is why no performance-management
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‘system’ can safely be transferred from the organization to another. Best fit is therefore

more crucial than best practice.
ii.  Culture

Culture can be described as the glue that holds organizations together and performance
management, both in philosophy and design, is inevitably influenced by the prevailing
organizational culture. This may be embedded in deeply held beliefs, reflecting what has
worked in the past and composed of responses that have been accepted because they have
met with success. Culture will dominate the internal environment of the organization,
which will aso be influenced by structure, size, working practices, the employee-
relations climate and the type of people employed. Culture determines both the behavior
and the attitudes of individuals.

iii.  Functionality

How organizations function is a contextual factor that directly affects the design and
operation of performance-management processes. There are three issues that affect

performance management:

1. The organization may operate globally or, for example, across Europe. It may be
controlled rigidly from head-quarters not only as regards the results it has to
achieve, but also how those results are achieved. This centralization can extend to
HR processes, including performance management. At the other extreme, the
centre will be concerned only with business plans and achievements, and will
leave the local plant to develop its own HR and other practices. Between these
two extremes, the centre may provide guidelines on practices such as performance
management, for example insisting that it is carried out in accordance with certain
general principles, but will leave local management to decide how to apply the

principlesin their own environment.

2. Organizations within one country may devolve authority to a greater or lesser
degree to business units, subsidiaries or divisions. Again there may be total

central control, total freedom, or freedom to act within certain parameters.
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3.

Organizations structures impinge on performance because, in a sense, they are the
framework for getting things done. The traditional view of an organization as
being highly structured with extended hierarchies and clearly defined lines of
command and control is no longer valid in the new situations that organizations
are finding themselves in. such structures can inhibit rather than enhance
performance if, as is usually the case today, the emphasis is on flexibility,

teamwork and rapid response.

Pascale (1990) believes that the new organization paradigm functions by moving: From

the image of organizations as machines, with the emphasis on concrete strategy, structure

and systems to the idea of organizations as organisms, with the emphasis on the ‘ soft’

dimensions — style, staff and shared values

From a hierarchical model, with step-by-step problem-solving, to a network
model, with parallel nodes of intelligence that surround problems until they are
eliminated

From the status-driven view that managers think and works do as they are told to
a view of managers as ‘facilitators’, with workers empowered to initiate

improvements and change

From an emphasis on ‘vertica tasks within functional units to an emphasis on

‘horizontal tasks' and collaboration across units

From afocus on ‘ content’ and the prescribed use of specific tools and techniques

to afocuson ‘process’ and a halistic synthesis of techniques

From amilitary model to acommunities model.

This list not only describes the basis upon which new organizations are being structured

to meet contextual challenges but is also a useful guide to the organizational factors that

should be taken into account when devel oping performance-management processes.

iv.

JOb design
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Job design for individual contributors can be defined as the specification of the contents,
methods and relationships of jobs in order to satisfy technological and organizational
requirements as the social and personal requirements of the jobholders.

v. Teamwork

Flatter and process-based organizations emerged as the most favored structure in the

1990s through processes of de-layering and business process re-engineering.

One of the most important developments emerging from these initiatives was the
perceived need for better teamwork arising from the used of multifunctional,
multidiscipline teams and the needs of production for single-cell manufacture and other
forms of organization. This move was accelerated by the introduction of new technology
such as CIM (computer-integrated manufacturing and the emphasis on providing
customer focus through teamsin financial and service industries, often self-managed.

It seems logical; therefore, that more attention should be given to performance
management for teams as well as individuals. But one of the more remarkable findings
from our research was the almost total neglect of this aspect of managing for
performance.

vi.  Organizational development

Organizational development is concerned with the planning and implementation of
programmes (interventions) designed to improve the effectiveness with which an

organization functions and manages change.

Organizational development approaches have a strong humanistic foundation. The basic
philosophy was defined by Bennis (1960) as follows:

e A new concept of people, based on increased knowledge of their complex and
shifting needs, which replaces an oversimplified, push-button notion of people

e A new concept of power, based on collaboration and reason, which replaces a
model of power based on coercion and threats
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e A new concept of organizational values, based on humanistic-democratic idea,

which replace the mechanistic value system of bureaucracy.

vii.  Purpose and value statements

High-level performance that meets the needs of al stakeholders is more likely to be
achieved if it is purposeful and in accordance with an agreed set of core values. A

statement of purpose defines overall what the organization is setting out to do.

It is therefore more outcome-oriented that a typical mission statement and can provide a
lead in formulating statements of functional, team and individual role purposes. Purpose
statements define the behavior expects as teamwork, quality, customer care and respect
for the individual. Bass Brewers is a good example of a company that has predicated its
performance-management processes on the statements of purpose and values prepared by

its parent company, Bass plc.
viii.  Strategic management
Strategic management has been defined by Pearce and Robinson (1988) as:

“The set of decisions and actions resulting in the formulation and implementation

of strategies designed to achieve the objectives of an organization” .

The purpose of strategic management has been expressed by Rosabeth Moss Kanter
(1984), who states that strategic plans ‘elicit the present actions for the future’ and

become ‘ action vehicles- integrating and institutionalizing mechanisms for change.’

A frequently expressed aim of performance management is to integrate individual or
team objectives with those of the organization-often described as a ‘cascading’ process,
which implies that it is entirely top-down. This concept is chalenged by the philosophy
of empowerment, which suggests that employees should contribute to the formulation of
the objectives that directly affect them.
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Michael Porter (1997) suggests that strategy is about choice that is, not just about
winning the race, but about choosing the right race to win. He states that companies are
collections of discrete activities in which competitive advantage resides. The aim of
strategy isto achieve, maintain and extend best practice by:

e Employing the most up-to-date equipment, inputs, information technology and
management techniques

e Eliminating waste, defects and delays
e Stimulating continuous organizationa improvement
e Operating closer to the productivity frontier.
Strategic management sets the scene for the management of performance, and Porter
believes that the general manager as strategist:
e Defines and communicates the company’ s unique position
e Decide which industry change and customer needs to respond to

e Guides people in making choices that arise in their individual activities and in
day-to-day decisions.

iX.  Human resource management
All human resource management (HRM) activities are, or should be, business-driven and
focused on improving performance by acquiring and developing a competent, well-
motivated and committed workforce. Formal perform-once-management processes are

simply part of what should be an integrated and coherent approach to the management of
performance. As David Guest (1996) points out:

While performance management is potentially useful in directing attention to
performance ...It risks becoming too bureaucratic, it risks being misused. Too many
appraisal schemes are narrow and individualistic in focus.

Guest suggests that the following are high-performance HRM practices:

e Harmonized terms and conditions for all staff
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e Useof psychological testsin selecting al staff

e Formal system of communicating values to staff

e Deliberate development of alearning organization

e Design of jobsto make full use of skills and abilities
o Staff being responsible for their own quaity

e Regular use of attitude survey

e Formal appraisal of al staff at least annually

o Staff being informed about company performance and prospects
e Internal promotion if at all possible]

e A policy of job security |

e A merit element in the pay of staff.

Guest suggests that the HRM route to high performance should be built on the
requirements for commitment, quality and flexibility. Fit is important-that is, with the

business strategy and across the various aspects of HRM strategy.
252 PRINCIPLESOF MEASUREMENT

Three principles governing the development of performance measures as a means of
increasing organizationa effectiveness have been advanced by Thor (1994):

1. What to measure is ultimately determined by what the customer considers
important.

2. The customers needs are trandated into strategic priorities and a strategic plan
indicating what should be measured.

3. Supplying improvement teams with measured results of key strategic priorities
contributes to further improvement by providing both team motivation and

information on what works and does not work.



2.5.3 CRITERIA FOR PERFORMANCE MEASURES

Performance measures should:

Berelated to the strategic goas and measures that are organizationally significant
and drive business performance

Be relevant to the objectives and accountabilities of the teams and individuals
concerned-they are effective only if they are derived from statements of
accountabilities or are based on well-researched competence frameworks, or both
Focus on measurable outputs and accomplishments and, as Bailey (1983) puts it,
‘ranges of behavior which can be precisely and clearly defined’ (behavior is how
people act and how they conduct themselves, which is observable asit occurs)
Indicate the data or evidence that will be available as the basis for measurement
Be verifiable- provide information that will confirm the extent to which
expectations have been met

Be as precise as possible in accordance with the purpose of the measurement and
the availability of data

Provide a sound basis for feedback and action

Be comprehensive, covering all the key aspects of performance so that afamily of
measures is available, bearing in mind, as stated by Walters (1995), that

‘Effective performance is measured not merely by the delivery of results (however

outstanding) in one area, but by delivering satisfactory performance across all the

measures.’

Although it is important to identify a basket of measures, it might still be appropriate to

give some indication of their relative significance.

2.54 CLASSIFICATION OF MEASURING PERFORMANCE
There are various types of measures, selected on the basis of the criteria listed above, the

most important being that they are relevant, significant and comprehensive. Sun life, for

example, uses the three criteria of work quality; output and timeliness (e.g. number of
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cases dealt with over a period of time). It has been suggested by Kane (1996) that the key

measures are concerned with quantity, quality and cost effectiveness.

Measures or metrics can be classified under the following headings:

Finance-income, shareholder value, added value, rates of return, costs
Output-units produced or processed, throughout, new accounts
Impact-attainment of a standard (quality, level of service etc), changes in
behavior (internal and externa customers), completion of work/project, level of
take-up of aservice, innovation

Reacting-judgment by others, colleagues, interna and external customers
Time- speed of response or turnaround, achievements compared with

timetables, amount of backlog, time to market, delivery times.

The Audit Commission (1987) has recommended that the following indicators be used in

local government:

Productive indicators that focus on the amount of work completed within a
defined length of time

Utilization rates that refer to the extent to which available services are used-for
example, occupancy rates of school places

Time targets that refer to the average time taken to carry out defined units of
work-for example, the time to process appeals

Volume of service-for example, the number of housing repairs completed
Demand/service provision, which refers to such indicators at the number of

nursery school places compared with the relevant child population.

2.5.5 EXPRESSING MEASURES
Measures can be expressed in four different ways, as defined by Boyett and coon (1995):

1
2.

Counts- the number of times an accomplishment takes place
Ratios — the number of times an accomplishment takes place divided by the

number of times it could have taken place

3. Percentages- the proportion of actual achievement to total avail able achievement

4. Financia impact-of achieving or failing to achieve a result.
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2.5.6 MEASURING ORGANIZATIONAL PERFORMANCE
Jack Welch, CEO of the Genera Electric Company, believes that the three most
important things you need to measure in a business are customer satisfaction, employee
satisfaction and cash flow. More specifically, the different approaches to measuring
organizational performanceQare:

e A balance scorecard

e The European Foundation for Quality Management (EFQM) model

e Economic value added

e Other traditional financial measures.

For the purpose of this study only the first two approaches will be explained

25.6.1 THE BALANCED SCORECARD

The concept of the balanced scorecard as originally developed by Kaplan and Norton
(1992) address this requirement. They take the view that ‘what you measure is what you
get, and emphasize that no single measure can provide a clear performance target or
focus attention on the criticad areas of the business. Managers want a balanced

presentation of both financial and operational measures.’

Kaplan and Norton therefore devised what they call the ‘balanced scorecard’: a set of
measures that gives top managers a fast but comprehensive view of the business. Their
scorecard requires managers to answer four basic questions, which means looking at the
business from four related perspectives:

e How do customers see us (customer perspective)?

e What must we excdl at (internal perspective)?

e Can we continue to improve and create value (innovation and learning

perspective)?

e How do welook at shareholders (financial perspectives)?
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Kaplan and Norton emphasize that the balanced scorecard approach ‘puts strategy and
vision, not control at the center. They suggest that although it defines goals, it assumes
that people will adopt whatever behaviors and take whatever actions are required to
achieve those goals: * Senior managers may know what the end result should be but they
cannot tell employees exactly how to achieve that result, if only because the conditions in
which employees operate are constantly changing.” They clam that this approach to
performance management is consistent with new initiatives under way in many
companies in such areas as cross-functiona integration, continuous improvement, and

team rather than individual accountability.

Exponents of the balanced scorecard approach as described by van de Vliet (1997) see it
as a way of implementing strategy, linking strategy to action and making strategy
understandable to those on the front line as well as to senior managers. David Norton, as
quoted by van de Vliet, believes that, although the balanced scorecard is a measuring
system, like any such system it cannot live in isolation. Inevitably it becomes tied into
budgets, goal-setting programmes, incentives and compensation. He uses the example of
Kenyon Stores, a fashion retailer, whose financial objectives were profitable growth,
increased penetration and improved productivity, to be measured by operating income
growth, sales per store, and expenses as a percentage of sales. Customer objectives of
right product, image and ideal shopping experience were measured by average annual
purchase growth, premium on branded items, and customer surveys. The internal
processes included brand dominance, sourcing and distribution, and shopping experience,
measured by market share, out-of-stock incidence, and sales per square foot; and the
learning objectives of developing strategic skills, providing strategic information and

aligning personal goals with the scorecard were measured accordingly.

Kaplan and Norton (1996a) emphasize that building a score card enables a company to
link its financial budgets with its strategic goals. They emphasize that the balanced
scorecard can help to align employees’ individual performance with the overall strategy:
‘Scorecard users generally engage in three activities: communicating and educating,

setting goals and linking rewards to performance measures.” They quote the exploration

48



group of a large oil company (shell) that has developed a technique to enable and
encourage individuals to set goals for themselves that are consistent with the
organizations. These ‘ personal scorecards contain three levels of information:

(1) Corporate objectives, measures and targets,

(2) Business unit targets (trand ated from corporate targets), and

(3) Team/individual objectives and initiatives.

Team and individuals are expected to define how their objectives are consistent with
business-unit and corporate objectives, to indicate what initiatives they propose to take to
achieve their objective, to list up to five performance measures for each objectives, and to
set targets for each measure.

This personal scorecard is method of communicating corporate and unit objectives to the
people and teams performing the whole. It ‘communicates a holistic model that links
individual efforts and accomplishment to business unit objectives (Kaplan and Norton,
1996b). It can therefore be incorporated as a performance-management process at
individual, team, unit and corporate levels. To summarize, Kaplan and Norton (19964)
comment that:
Many people think of measurement as a tool to control behavior and to evaluate past
performance. The measures on a Balanced Scorecard, however, should be used as the
corner stone of a management system that communicates strategy, aligns individuals and
teams to the strategy, establishes long term strategic targets, aligns initiatives, allocates

long- and short-term resources and, finally, provides feedback and learning about the

strategy.

2.5.6.2 The European Foundation for Quality Management (EFQM)

The EFQM model as shown in Figure2.3 indicates that customer satisfaction, people
(employee) satisfaction and impact on society are achieved through leadership. This
drives the policy and strategy, people management, resources and processes leading to
excellence in business results.
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Figure2.3 the EFQM Model

People <> .| People P o
<«—p Management Satisfaction | |
Leadership Processes Business
Customer | results
< Resources > saisfaction <>
PR - Impact on
> policyand e < society —
Strategy
Enablers Results

Source: Michael Armstrong and Angela Baron 1998

The nine e ements in the model are defined as follows:

Leadership- how the behavior and actions of the executive team and all other
leaders inspire, support and promote a culture of total quality management.

Policy and strategy- how the organization formulates, deploys and reviews its
policy and strategy and turns it into plans and actions.

People management-how the organization realizes the full potential of its people.
Resources-how the organization manages resources effectively and efficiently.
Processes-how the organization identifies, manages, reviews and improves its
Processes.

Customer satisfaction- what the organization is achieving in relation to the
satisfaction of its external customers.

People satisfaction-what the organization is achieving in relation to the
satisfaction of its people.

Impact on society-what the organization is achieving in satisfying the needs and

the expectations of the local, national and international community.
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e Business results-what the organization is achieving in relation to its planned
business objectives and in satisfying the needs and expectations of everyone with
afinancial interest or stake in the organization.

2.5.7 PERFORMANCE INDICATORS

The terms ‘performance measures and ‘performance indicators are sometimes used
interchangeably. Some organizations, however, distinguish between the two by treating
performance measures as dealing with results that can be quantified and providing data
after the event. Performance indicators are taken to refer to activities that can only be
judged more qualitatively on the basis of observable behavior. Performance indicators
may also suggest a prospective rather than retrospective viewpoint, in that they point the
way to aspect of performance that will need to be observed enables employees to know
what is required of them and on what basis their performance and contribution will be
assessed.

2.5.8 PERFORMANCE MEASURES

Performance measures need to be agreed when setting objectives. It is necessary to define
not only what is to be achieved but how those concerned will know what it has been
achieved. Performance measures should identity the verifiable evidence on the extent to
which the expected result has been achieved and the degree to which the individual or

team has contributed to that result.

2.5.9 PERFORMANCE STANDARDS

A performance standard can be defined as a statement of the conditions that exist when a
job is being performed effectively. Performance standards are used when it is not possible
to set time-based targets. Standard are sometimes described as standing or continuing
objectives, because, their essential nature may not change significantly from one review
period to the next if the key task remains unaltered, although they may be modified if

new circumstances arise.
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Performance standards should have been broadly defined in outcome terms in the *why’
part of the accountability/ task definition. But the broad definition should be expanded
and as far as possible, particularized. They should preferably be quantified in terms, for
example, of level of service or speed of response. Where the standard cannot be
quantified, in which case the standard of performance definition would in effect state
‘This job or task will have been well done if ...(the following things happen).” Junior or
more routine jobs are likely to have a higher proportion of standing objectives to which

performance standards are attached than senior and more flexible or output-oriented jobs.

The following are some examples of performance standards that spell out the results
required in quantitative terms:
e Prepare and distribute management accounts to managers within three working
days of the end of the accounting period.
e Dea with 90 per cent of customer complaints within 24 hours- the remaining to
be acknowledged the same day and answered within five working days.
e Herejob evaluation appeals within five working days
e Maintain a level of customer satisfaction in which complaints do not exceed
1:1,000 transactions.

e Acknowledge all customer orders within 24 working hours of rece pt.

In each of these examples, the figures expressing standards of performance may be
changed occasionaly, but the underlying objectives (levels of service, customer
satisfaction, bad debt control, delivery to time, swift turn around of customer orders) are

standing features of the job.

It may not always be possible to quantify performance standards as in the examples given
above. The results required may have to be defined in qualitative terms. But the fact that
it is difficult or impossible to set quantifiable objectives for some jobs or segments of
jobs do not mean that some form of measurement cannot take place. What can be doneis
to compare the results achieved in factual behavioral terms with the results expected,

defined as standards of performance and also expressed in factual or behavioral terms.
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It is often assumed that qualitative performance standards are difficult to define. But all
managers make judgments about the standards of performance they expect and obtain
from their staff, and most people have some idea of whether or not they are doing a good
job. The problem is that these views are often subjective and are seldom articulated. Even
if, as often happens, the final definition of a performance standard is somewhat bland and
unspecific, the discipline of working through the requirementsin itself will lead to greater
mutual understanding of performance will be up to standard if a desirable, specified and
observable result happens. This result could be defined in terms of::

e Achievement of aready defined operationa norms in such areas as
administrative procedures, good employment practices, customer or client
satisfaction and public image

e Maesting dready defined service-delivery standards

e Proportion of take up of a service o facility

e Change in the behavior of employees, customers, clients o other people of
importance to the organization

e The reaction or opinions clients, customers (internal and externa) and outside
bodies to the service provided

e The degree to which behavior and performance support core values in such areas
as quality, care for people and team working

e Speed of activity or response to requests

e Ability to meet deadlines for ‘deliverables

e Existence of abacklog

e Mesting defined standards of accuracy.

2.6 RESEARCH STUDIESIN THE SUBJECT AREA IN ETHIOPIA

There are limited research studies on the impact of BPR on performance or on quality
service delivery this probably is because of the newness of the concept, social, or political
reasons. Review of the existing limited studies like that of Ethiopian management
professionals association indicates a positive impact both in building the capacity of the

civil service and increasing the efficiency and effectiveness of the civil service
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organizations in terms of cost, speed, and accuracy. Although the purpose of this study is
purely academic, the findings can be used as stepping stone for further study and add

something to the existing knowledge of the subject matter.



CHAPTER THREE
DATA PRESENTATION, ANALYSIS AND INTERPRETATION
3.1INTRODUCTION

In this part of the thesis, the data collected from different primary and secondary sources
are presented, analyzed and interpreted accordingly. The chapter is divided into three
main parts. The first part deal with the analysis and interpretation of data collected from
employees of Ethiopian Civil Aviation authority, the second part dea with the customers’
response analysis and interpretation, the third one is related to the analysis of responses

from the management of Ethiopian Civil Aviation Authority.

In order to assess the service delivery performance of Ethiopian Civil Aviation Authority
before and after implementation of BPR, the researcher conducted employee attitude
survey (to analyze the internal perspective) and the service quality instrument (to analyze

the external perspective).

The employee attitude survey is developed consisting of forty item survey questionnaire
each of which having two column side by side four scale response, one for their attitude
before the implementation and the other for their attitude after implementation. The
aggregate value describing their attitude at each period was analyzed using the statistical
package for social science version 17 (SPSS 17.0). In doing so, five independent and two
dependant variables are selected. (Seetable3.1)

The externa perspectives was seen using the costumers response in which they were
provided with a three-column format questionnaire that generates separate ratings of
“expected” (E), “perceived” (P), and “minimal acceptable” (M) with three identicd,
side-by-side 9 -point scales,
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3.2 CONCEPTUALIZATION AND OPERATIONALIZATION OF

CONCEPTS

Table 3.1 Dependent and I ndependent Variables

Independent variables

Dependent variables

Sex

Age

Educational Status

Attitude of respondents towards service
delivery performance before the

implementation of BPR

Marital Status

Work Experience

Attitude of respondents towards service
deivery  performance  after  the

implementation of BPR

Figure 3.1 Diagrammatic presentation of therelationship between

dependent and independent variables

Sex

Age Marital status

Attitude of employees
towards performance of
service delivery before

Educational status

Marital status

implementation of BPR

A

A

Attitude of employees

Work experience
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a) Conceptualization (definition of concepts)

For this particular research endeavor the variables or concepts used in employees’

and customers' response analysis are defined as follows

Vi.

Vii.

viii.

Sex- the condition of being naturally male or female.

Age-the numerical segregation of one's life and its category in which the
individua fallswithin.

Educational status-the formal education attainment of the employee. The
literate or illiterate group that the employee belongs to.

Work experience- the accumulated service years by the individual
empl oyee within the organization

Marital statusthe condition of being single, married, divorced or
widowed.

Reliability - consistency of performance and dependability; performs
service right at the first time; honors its promises; keeps accurate records,
correct billing, and performs services at the designated times
Responsiveness — readiness to provide the service; timeliness; setting up
appointments promptly

Assurance — knowledge, competence and courtesy of employees; convey
trust and confidence; has the required skills and knowledge; polite,
respectful, considerate, friendly; trustworthiness, believability, honesty
Empathy — caring; individualized attention, approachability, ease of

contact; effort in understanding the customers' needs

b) Operationalization and levels of measur ement

In order to address the objectives of the study the operational definition of the

concepts in the research are summarized in the following table.

57



Table 3.2 Operationalization and levels of measurement

Serial | Variable/concept | Variable Operational Definition L evels of
no. Attribute Measure
ment
1. Sex Mae Being naturally male Nominal
Female Being naturally female
2. Age Less than 25| Respondents whose age| |nterval
years fallen below 25 years
26-35 years Respondents whose age was
between 26-35 years
36-45 years Respondents whose age was
between 36-45 years
Above 45 | Respondents whose age was
years above 25 years
3. Educational First degree or | Respondents whose | Nominal
Status above educational qualification or
enrollment was first degree
or above
Diploma Respondents whose
educational  qualification
was diploma award or
diploma level of education
enrollment
High school Respondents who were high
school students or high
school graduates
Elementary Respondents who
completed or | completed/ enrolled in an
below elementary level of
education
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4, Work

Experience

<6 years

Respondents whose work
experience was Six years or
below

7-12 years

Respondents whose work
experience was between 7-
12

13-18 years

Respondents whose work
experience was between 13-
18

Above

years

18

Respondents whose work
experience was 19 years or

above

Interval/

ratio

5. Marital Status

Single

Respondent/s who  has
never been married

Married

Respondent who is wedded
to some one

Divorced

Respondent who  was
married to someone by now
living adone as a divorcee

by law

Widowed

Female respondent who |ost
her husband for death

Nominal

3.3EMPLOYEE RESPONSE ANALYSISAND INTERPRETATION
As indicated in the first chapter of this thesis the employees of Ethiopian Civil Aviation

Authority are provided with questionnaires to assess their attitudes towards the changes

brought by the implementation of Business Process Reengineering. The prime objective

of the assessment was that to know what the employees feel about the expected dramatic

transformation of the activities performed by the Authority in the aftermath of BPR

implementation. To analyze the data collected from the employees” of Ethiopian Civil

Aviation Authority, statistical package for social science version 17 (SPSS 17.0) was

59




introduced. For customers' response anaysis, the service quality model of parsuraman is

applied.

3.3.1 GENERAL CHARACTERISTICSOF THE STUDY POPULATION

In general, 110 questionnaires are administered to 30 percent of the 367 employees at
Ethiopian Civil Aviation Authority. Out of the 110 questionnaires administered, 104 were
returned back to the researcher. However, four of them were discarded automatically for
improper or partia responses. In addition to that, five of them were avoided for not
following instructions correctly and answering a questionnaire element more than once..
Out of the total returned 104 questionnaires, only the 95 questionnaires are used for the
entire analysis of attitude of respondents towards service delivery Performance after the
implementation of BPR. This accounts for 86.4 percent of the totally distributed

questionnaires

i.  Sexdistribution
As it can be clearly seen from the statistics of the human resource department of
Ethiopian Civil Aviation Authority, the magjority of the employees are male employees.
The researcher observed that this might affect the representativeness of the sample and
applied disproportionate sampling procedure to have a representative sample of femae

employees in addition to systematic random sampl e selection.

Table 3.3 Sex distributions of Respondents from ECAA

Sex of Respondents

Sex Frequency Percent Cumulative
Percent

Female |38 40.0 40.0

Mae 57 60.0 100.0

Total 95 100.0

Source: own survey data (March, 2010)
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Table 3.3 above shows that the sample includes 40 percent of female respondents and 60
percent male respondents. From this, it is possible to figure out that the proportion of
female respondents is 20 percent less than that of males. Thisis a clear indication of the
relatively smaller number of female employees and represented as follows using a pie
chart.

Sex of Respondents

Figure 3.2 Sex distribution
ii. Agedistribution
Table 3. 4 Age distribution of Respondents from ECAA

Age of Respondents Frequency | Percent Cumulative
Percent

Lessthan 25 Years 27 284 284

26-35 Years 30 316 60.0

36-45 Y ears 14 14.7 74.7

Above 45 Y ears 24 253 100.0

Total 95 100.0

Source: Own field survey (March, 2010)

Age category was made to be representative of the whole population. In doing so, the
researcher segregated age of respondents into four categories. Accordingly, 27 percent of
the respondents fal under the age category of less than 25 years. The next category (26-
35) represents the maximum proportion of respondents having 30 percent of the
employees. Age categories 36-45 and above 46 include 14 percent and 24 percent
respectively. Therefore, the sum of the former two categories took the major share of the

employees. The two age categories incorporate about 52 percent of the sample. From this,
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one can see the younger agedness of the employees at ECAA. Graphicaly it is

represented as follows

Histogram

407 Mean =2.37
Std. Dev. =1.149
N =95

G

Frequency
i

N

T T T T T
o 1 2 3 4 5
Age of Respondents

Figure 3.3, Age distribution of respondents

iii.  Work experience
Table 3.5 Work Experience of Respondents

Work Experience of Respondents
Freguency Percent Vaid Percent Cumulative Percent
Lessthan 6 Years 31 32.6 32.6 32.6
7-12 Years 31 32.6 32.6 65.3
13-18 Years 10 10.5 10.5 75.8
Above 18 Y ears 23 24.2 24.2 100.0
Total 95 100.0 100.0

Source; Own field survey (March, 2010)

Like age of respondents, work experience was also segregated into four categories.

Accordingly, out of the total sample, having experiences less than six years and those

who have seven to twelve years of experiencewas foundto be32.6 percent for each.

Thirteen to eighteen yearswas found to be 10 percent and that of above eighteen years

was 23 percent. In relation to this variable the

Focus Group Discussion and a

documentary analysis from the authority’s Human Resource Management archive has

comeup with the following evidences. Accordingly, the discussions reflected that the
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proportion of less experienced workers in the authority is generally a result of high
turnover rate. Thisimplies the less experienced nature of employees in the authority.

Figure 3.4 Work Experiences of Respondents

Work Experience of Respondents

407

30

Frequency

T T T T
Less than 6 Years 7-12 Years 13-18 Years Above 18 Years

Work Experience of Respondents

iv. Marital Status
Table 3. 6, Marital Status

Marital Status

Frequency | Percent Valid Cumulative
Percent Percent

Single 40 42.1 42.1 42.1
Married 44 46.3 46.3 88.4
Divorced |11 11.6 11.6 100.0
Total 95 100.0 100.0

Source: own survey data (March, 2010)
The statistics that was found from the questionnaires in relation to marriage revealed that
there were three types of respondents. Thus, single respondents were 40 percent, married

were 44 percent and divorced took 11 percent of the share. However, the data has never
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Brought any widowed women from the study population. As to the researcher’s

assumption if there were widows in the population they were given with a high value of

Likert scale negative response for desperation in their social life. In any case, the three

were taken for further computation.

Figure3.5 Marital Status

Marital Status

v. Educational status

Education is one of the maor backbones of successful interventions. To this effect, the

researcher has tried to assess the educational background of respondents. In doing so, it

was discovered that 44.2 percent of the respondents had firs degree or above qualification

and 9.2 percent of the respondents were diploma holders. In addition to that 43.2 percent

of respondents were having a high school educationa background, where as 3.2 percent

of them were elementary completed or below.
Table 3.7 Educational Status

Education Status Frequency | Percent Valid Percent | Cumulative Percent
1 | First Degree and above 42 44.2 44.2 44.2
2 | Diploma 9 9.5 9.5 53.7
3 | High School 41 43.2 43.2 96.8
3 | Elementary Completed or below 3 3.2 3.2 100.0
4 | Totd 95 100.0 100.0

Source: own survey Data (March, 2010)
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Asit can clearly be seen on the graph the mgjority of respondents, (87.7 percent) are from
either from a first degree/above qualification of high school background. It is also
observed that elementary school background is the minimum so does the diploma level.
A possible explanation for the dwindling low-level educational background can be the
educational benefit plan of the organization. This is owing to the fact that the
organization pays the educational cost of its employees. In addition to that except some
departments like air navigation the rest of the departmentsin ECAA encourage them who
want to upgrade their level through education.

Figure 3.6 Respondents Educational Status

507
407
Fd
2 a0
[
S
-3
13
[
20
10
T T T T
First Degree and above Diploma High school Bementary Completed or

Respondents Educational Status

i.  Respondents Knowledge about Business Process Reengineering
Table 3.8: Respondent’s knowledge about BPR (cllents)

..R..E%?:F?.‘?.f!ﬁ.‘% .........................................................................
..99.‘?.?.!'.9[‘.? ........ LT 1. [ S X Somehow .
Freq % Freq % Freq %

Massasssssssassssssssssssssslasssssssiessssdessassssasastessassssdasasadannnnsnanasnsanfasansanasnananstananannnannnand

 knowledge
iaboutBPR 44 i4r4i16 1168 i34 1358
i Accessihility of

i the

means(Tralnlng

Workshopand

Source; Own field surveyaata(March 2010)
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According to Table 3.8, the mgjority of the respondents 47.3 percent (45) reported that
they have sufficient knowledge about the principles and importance of BPR. About, 16.8
percent (16) of them have totally no knowledge about BPR. About 36.8 percent ( 35) of
the respondents reported that they have some knowledge about the essence of BPR but
they confirmed that this is not adequate enough to understand the importance of this new
management system. Thus one can understand from the Table 3.8 that more than 50
percent of the respondents have either only insufficient knowledge about BPR or no
knowledge about BPR in the study area.

3.3.2DATA ANALYSISAND INTERPRETATION

This part is dealt with the analysis and interpretation of the data collected from the ECAA
employees. The section entertains two types of data analysis methods. Primarily the data
analysis concentrates on correlation of the five independent variables with attitude or the
dependent variable. Following that, the researcher runs T-test for dependent variables.
Regarding the former, it is understood that the data was collected in a way that enabled
the researcher to collect both the independent variables and the dependent variable. Thus,
having the data at hand it was analyzed to show the correlation of independent variables

with attitude of employees before and after the intervention of BPR

3321 SEX AND ATTITUDE OF RESPONDENTS TOWARDS SERVICE
DELIVERY PERFORMANCE BEFORE THE IMPLEMENTATION OF BPR

As can be seen in Table 3.9 below, the researcher explores the correlation for sex and
attitude of female employees towards the changes brought by implementation of BPR in
the organization. To do this a-value was assumed at a significance level of 0.01 for two
tailed significance test. After the analysis, it was found out that sex was in a slightly
moderate correlation with attitude during the pre BPR implementation period. To this
effect the Pearson product moment indicated 0.338 whereby this relationship was
confirmed that it was statistically significant because the significance level was 0.001.
This indicates that though sex has little correlation with attitude of respondents towards
the performance of service delivery before the implementation of BPR in ECAA, it was
statistically significant.
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Table 3.9 (a) Correlation between Sex and attitude of respondents towards service

deivery performance before the implementation of BPR

Sex of | Attitude of respondents towards Service
respondents | delivery performance before  the
implementation of BPR
Pearson
Sex of respondents correlation 1 .338**
Sig. (2-tailed) .001
N 95

**_Correlation is significant at the 0.01 level (2-tailed).
Source:  Own field survey data (March, 2010

Table 3.9 (b) Sex and attitude of respondents towards service delivery performance

after theimplementation of BPR

Sex of Attitude of Respondents towards
Respondents | service Delivery Performance
after the implementation of BPR
Pearson 1 353 *
Sex of Respondents | correlation
Sig. (2-tailed) .000
N 95 95

Correlation is significant at the 0.01 level (2-tailed).
Source own survey Data (March, 2010)

However, the correlation between sex and attitude towards performance of service

delivery was found to be dlightly changed in the after math of BPR implementation. This

was indicated by a correlation of Pearson product moment value of 0.353 and it was

statistically significant due to the significance level for two-tailed test was found to be

0.000. To recall back, corrdation of sex and attitude was done based on an association of

large values to male and smaller values to female respondents. Therefore, if that is the

case male respondents might have faced confrontation from the implementation. Thisis
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to mean that males were found to be associated with the largest aggregate of attitude
values and females with the vice versa. The point was triangulated with the FGD output.
During the FGD one female respondent indicated that there were problems from the male
employees during this period. Accordingly, the discussant suggested females were given
positions at this period that the previous time which may have raised underestimation of
the performance by BPR.

In any case, the correlation value is so minimal to claim that there was significant

indication of the situation.

3.3.2.2 EDUCATIONAL STATUS AND ATTITUDE OF RESPONDENTSIN THE
PRE AND POST BPR IMPLEMENTATION PERIOD

Educational status and attitude of employees are correlated to indicate the strength of
their association. In here the researcher assumed a connection between high educationa
status with high level of agreement and low educational status with negative or high level
of disagreement. After running correlation of Pearson product moment by considering a-
value of 0.01 for two-tailed significant test the coefficient resulted in a0.175 output. This
indicates the dlight association between educational status and attitude of employees
towards performance of service delivery. In other words during the pre BPR period
employees educational status was rather correlated in reverse order. Meaning that the
lower the educational status the affirmative the attitude of the employee and the higher
the educational status of the employee the negative hig/attitude.

The researcher’ s assumption was improved better in the aftermath. During the period the
correlation coefficient was found to be 0.40 a dslightly moderate correlation between
educational status and attitude of employees towards the performance of service delivery.
Whatever the statistical value is the output was observed to be statistically insignificant.
During the pre-BPR period, the significance level was 0.90. Even though the post-BPR
period has shown improvements in correlation of educationa status and attitude towards
performance, the 0.703 significance level was also a proof of its insignificance. Both
cases have shown an error above the acceptable 0.05 significance level in social sciences.

The issue forced the researcher to accept the aternative hypothesis rather than the null
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hypothesis. Therefore, there is a statistically significant difference between educational

status and attitude of employees in both periods.

Having this in mind, a cross validation of this output with FGD ideas confirmed that the

period witnessed consideration of educated employees to new positions. So having thisin

mind the employees responded in favor of the performance. Nevertheless, it is undeniable

that the period has assured a slightly moderate correlation between the two variablesit is

still important to consider that the correlation is rather stronger in the reverse order.

Table 3.10 Correlation between educational statusand aggregate attitude

Attitude of Respondents|

Attitude of Respondents

Respondents towards Service Delivery|towards Service Delivery
Educational Performance before thePerformance after the
Status implementation of BPR |implementation of BPR
Respondents Educational Status |Pearson 1 75 .040
Correlation
Sig. (2-tailed) .090 703
N 95 95 95
Attitude of Respondents Pearson 175 1 897"
towards Service Delivery Correlation
Performance before the Sig. (2-tailed) |.090 .000
implementation of BPR
N 95 95 95
Attitude of Respondents Pearson .040 897" 1
towards Service Delivery Correlation
Performance after the Sig. (2-tailed) |.703 .000
implementation of BPR
N 95 95 95

**_Correlation is significant at the 0.01 level (2-tailed)
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3.3.23 AGE AND ATTITUDE OF RESPONDENTS DURING THE PRE AND
POST BPR IMPLEMENTATION PERIODS

As can be seen from Table 3.11 below correlation of employees’ age and their attitude
towards performance of service delivery before as well as after the implementation of
BPR were computed. The interpretation of Table 3.11 is as follows.

As noted above Table 3.11, age of employees is primarily correlated with attitude of
empl oyees towards performance of service delivery before the implementation of BPR in
ECAA. Accordingly the Pearson product moment resulted in a dightly negative
correlation (-0.317) between the two variables with highly significance level for two
tailled test (0.002). Thus the researcher accepted the null hypothesis. This means that
those who are aged selected agreement or disagreement. And those who are of lower age
selected strong agreement or disagreement. In any case the coefficient of correlation was
not stronger. Thus, before the implementation of BPR in the Authority age did not a
strong impact on attitude of employees towards performance of service delivery.

In the aftermath of the BPR implementation period an insignificant coefficient of
correlation is computed from the collected data. During this period the coefficient of
correlation is -0.154 with a significance level of 0.137 which is greater than the
acceptable 0.05 error probability level. The researcher rather accepted the alternative
hypothesis that age had correlation with attitude.

In general during the pre-BPR implementation period the correlation was significant and
slightly moderate. Nevertheless in the post-BPR implementation period the correlation
coefficient is rather insignificant to the null hypothesis. From the assessment of both
periods it can be known that age is not a major factor that shaped the attitude of
employees towards the performance of service delivery. Because in the pre-BPR
implementation the correlation was too weak and it was statistically significant. The post-
BPR implementation period has a weak coefficient of correlation which was statistically
insignificant. It is true that the researcher accepted the aternative hypothesis but the

correlation coefficient was too weak to form relationship between the two variables.

70



Table 3. 11 Correlations between Age and Aggregate Attitude

Age of Respondents

Attitude of Respondents
towards Service Delivery
Performance before the

implementation of BPR

Attitude of Respondents
towards Service Ddivery
Performance after the

implementation of BPR

Pearson 1 -0.317** -0.154
Correlation
Age of Respondents Sig.(2-tailed) 0.002 0.137
N 95 95 95
Attitude of Respondents | Pearson -0.317** 1 .897**
towards Service Delivery | Correlation
Performance before the | Sig. (2-tailed) 0.002 0.000
implementation of BPR N 95 95 95
Attitude of Respondents | Pearson
towards Service Délivery | Correlation -0.154 0.897** 1
Performance after the
implementation of BPR Sig. (2-tailed) 0.137 0.000 95
N 95 95 95

** Correlation issignificant at the 0.01 leve (2-tailed).

Source:

Own field survey data (March, 2010)

3.3.2 .4 WORK EXPERIENCE AND ATTITUDE OF RESPONDENTS DURING
THE PRE AND POST BPR IMPLEMENTATION PERIOD

In the fourth attempt to correlate employee’s attitude towards performance of service

delivery, the researcher has took work experience as an independent variable.

During the pre-BPR implementation period the Pearson product moment from running

Bivariate correlation for work experience and attitude of respondents towards service

delivery performance was -0.179 which was insignificant at alevel of 0.82 which is much

larger than the acceptable 0.05 error level. Thus, the researcher accept the aternative

hypothesis. Thus, even though it seems that there is only a slight correlation between the

two variablesit wasin general statistically significant.
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The post- BPR implementation period also has shown similar association between the

two variables. The researcher has run Bivariate correlation for work experience and

attitude of respondents towards service delivery performance after the implementation of

BPR. The period witnesses a Pearson product moment of -0.191 with a significance level

of 0.064, which is greater than the acceptable 0.05 error level. Thus, similar to the pre-

BPR period the researcher accepts rather the alternative hypothesis. This means there is

correlation between the two variables. But the correlation is negative and wesk.

Table 3.12 Work Experience and attitude of respondents in the pre and post BPR

implementation period

Attitude of Respondents

the implementation
of BPR

Work towards Service Delivery | Attitude of Respondents towards
Experienceof| Performance before the Service Delivery Performance
employees implementation of BPR | after the implementation of BPR
Work Experience of |Pearson Correlation 1 -0.179 -0.191
employees Sg. (2-tailed) 0.082 0.064
N 95 95 95
Attitude of Pearson Correlation -0.179 1 897"
Respondents towards| ¢ “(>_tgjled) 0.082 0.000
Service Delivery
Performance before |N 95 95 95
the implementation
of BPR
Attitude of Pearson Correlation -.0191 0.897" 1
Respondents towards
=P Sig. (2-tailed) 0.064 0.000
Service Delivery
Performance after [N 95 95 95

** Correlationissignificant a the 0.01 leve (2-tailed).
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3.3.25MARITAL STATUSAND ATTITUDE OF RESPONDENTS DURING THE
PRE-AND POST-BPR IMPLEMENTATION PERIOD

In a fifth attempt to notice the correlation between different independent variables and
dependent variables the researcher tried to correlate marital status of employees with their
attitudes towards performance of service delivery before and after the implementation of
BPR in the authority. Accordingly, the researcher has run a Bivariate correlation on the
one hand for the pre-implementation period and for the post-BPR period on the other
hand. In genera as we have noted above the questionnaire responses regarding marital
status discovered that there were no widow from the whole study population.

Primarily, the correlation between employees’ marital status was correlated with attitude

towards performance of service delivery before implementation of BPR in the Authority.

Consequently, astatistically significant (0.033) relatively weak negative correlation
(-0.219) was obtained. Thus the researcher has accepted the null hypothesis that says
there was no correlation between the two variables. Here, it should be noted that it is
clear that there is a weak relation between the two variables but the computation also
witnesses that it is not statistically significant to establish correlation between the two
variables.

The aftermath brought a different figure than the pre-BPR implementation period. During
this period employees marital status and their attitude towards performance of service
delivery is observed to be correlated. To recall back, the researcher assumed that those
who are single are hypothetically positive to the performance of service delivery and
believed to strongly agree with the contents in the instrument, married employees to
simply agree, those who are divorced to disagree and widowed to strongly disagree with
contents. In addition to their agreement level the weight is also different for each type of
choice. Thus, it has followed an incremental level that coincided with a lower value for
the strong agreement through a medium value for smple agreement and disagreement to
the strong agreement that hold a higher value from the Likert scale choices. In general the
interpretation of the correlation which can be seen in the Table 3.12 below is as follows.
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The researcher primarily has run a Bivariate correlation between marital status and
attitude of employees towards performance of service delivery before the BPR
intervention. The researcher found out that there is a statistically significant (0.33) weak
negative correlation (-0.219) between the two variables. This has led to accept the null
hypothesis which indicates to accept that there is no correlation between the two
variables. But here it has to be born in mind that by accepting the null hypothesis the
weak correlation must not be thrown away from being investigated.

The post-BPR implementation period has shown a different image from the pre-
intervention period. At this time the correlation of marital status with attitude of
respondents towards service delivery performance after the implementation of BPR in the
authority indicated that there was very weak negative correlation (-0.057). It is aso
gathered from the computation that the weak negative correlation between the two
variables is statistically insignificant (0.581) probability level for two tailed test. Thus the
researcher was forced rather to accept the alternative hypothesis that ensures a correlation
between the two variables.

Table 3.13 Correlation of Marital Statusand Aggregate Attitude

Attitude of Attitude of
Respondentstowards | Respondentstowards
. Service Delivery Service Delivery
Marital status Performance before | Performance after the
theimplementation of | implementation of
BPR BPR
Pearson Correlation | 1 -219 -.057
Marital Status Sg. (2-taled) 033 581
N 95 95 95

Attitude of Pearson Correlation | -.219° 1 897

Respondents towards c -

Senvioe Daivary Sg (2t@led) | .033 1000

Performance before N 95 95 95

the implementation of

BPR

Attitude of Pearson Correlation | -.057 897 1

Respondents towards _ _

Service Ddivery Sig. (2-tailed) 581 .000

Performance after the N 95 o5 o5

implementation of

BPR

*. Correlation is significant at the 0.05 level (2-tailed).
Source:  Own field survey data (March, 2010)
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3.3.2.6 T-test Analysisfor Dependent Variables

The T-test for the two dependent variables was computed to indicate the comparison of
their mean values. The researcher tried to take advantage of the test bearing its principles
in mind. In principle the paired-samples t test is appropriate whenever two related sample
means are to be compared. Accordingly the two variables were dependent one another for
the reason that they are variables taken before or after the intervention i.e. BPR
implementation. In addition to that the employees responded them simultaneously. Thus
this simultaneous response in general cannot be regarded as an independent output.

The description of computed output is summarized as follows. After running the T- Test
for dependent variables it is found out that negative attitude increases slightly in the post
BPR implementation period. This was clearly indicated by the average value of
aggregated attitude measurement. The average value during the pre BPR implementation
period was 66.21 where as in the aftermath period it was 66.82. Even though it seems a
minimum value which is situated after a decimal point it has to be understood that it is an
output from an aggregate attitudinal measurement. Thus, it is more than the superficial
nature of decimal numbers. The adaptation of this value to the research indicates that
rather than the development of positive attitude because of the intervention there was a
development of negative attitude towards performance of service delivery. In simple
terms the mean attitudinal value is much larger to conclude that the performance

In addition to the standard deviations for pre- and post-BPR implementation attitude
measurements reveal that the responses of employees were mere variables with respect to
the performance of service delivery. To this effect the computation resulted in a standard
deviation of 11.684 and 13.061 during the pre and post BPR implementation periods
respectively.

On the other hand, the Pearson correlation between the two periods was 0.897, ailmost a
perfect correlation. This clearly indicates the nature of the intervention. Had the
intervention been so perfect, there would be a different story. In general the stronger
correlation between the two attitudinal values entails a number of things with in itself.
Most importantly the correlation should not be closer to one. A value closer to one cannot

indicate the output of the intervention. Because, the intervention must bring enormous
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positive or negative attitude. Thusif this was perfectly true the output might have resulted

in a completely or partially different attitude towards service delivery performance. In

general the output indicates that BPR is not an instrument of change in the organization.
Table 3.14 Paired Sampletest for Dependent Variables

Mean N Std. Deviation | Std. Error Mean
Pairl Altitude of respondents towards | §6.21 95 11.684 1.199
service Delivery performance before
theimplementation of BPR
Altitude of respondents towards | §6.82 o5 13.061 1.340
service Ddivery performance after
theimplementation of BPR

sources Source:  Own field survey data (March, 2010)

3.4 CUSTOMER'SRESPONSE ANALYSIS

Asitis known, Ethiopian Civil Aviation Authority has undefined number of both internal
(Ethiopians) and externa (none Ethiopians) customers. Some of the maor services
provided to its customers are seasonal on demand in nature and this had created problem

in devel oping the sample frame of the whole client population.

However, the researcher took the currently operating clients having at least one agent
here in Addis Ababa on behalf of the air transport operator who has frequent contact with
the Authority based on convenient sampling method. And regarding the local clients of
the authority, the researcher took the weekly average number of customers as a base line.
Accordingly a total sample of 110 elements are selected to represent the clients with
frequent demand to the services of the Authority which include aviation personnel
working in Ethiopian air lines, Ethiopian airports enterprise and private air operators. 30
percent of the 110 elements of the sample composed of clients in the non- operational

activities while the remaining 70 percent include clients in the operational activities.

Two data sets addressing the ten evaluation criteria (dimensions) has been created from
the research—one for the customers in operational activities and one for the customers in
none operational activities answers. For each dimension, the averages of respondents’
answers are computed for each of the three columns: perception of performance (P),
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expected service level (E) and minimum service level (M). Service quality of a given
dimension is assessed by P menus E and importance is assessed by M.

Two hundred questionnaires were distributed to customers, though the offices of the
organization with the highest number of customers contact on frequent bases, hence
above the minimal sample. The questionnaire included a covering letter detailing the
objectives of the study as well as a statement of confidentiaity. In addition to this the
researcher conducted four night visits in the flight information center and briefing offices

to meet some of the customersinvolved in operational activities.

Data were collected through an instruments developed using five service quality
dimensions (Tangibles, Reliability, Responsiveness, Competence, Courtesy, Credibility,
Assurance, Access, Communication, And Customer Understanding) with 10 questions
aiming at reducing questionnaire size and then improving the response rate The answers
were offered using a 9-point Lickert-type scale anchored by “1 — extremely poor” to “9

extremely high”.

Moreover, according to Parasuraman (Parasuraman et al., 1994), customers have a range
of expectations (named zone of tolerance) bounded by desired service — the service level
customer believe that companies can and should deliver — and adequate service, i.e. the
minimum service level customers consider acceptable. Hence, three-column format
guestionnaire that generates separate ratings of “expected” (E), “perceived” (P), and
“Minimal acceptable” (M) with three identical, side-by-side 7-point scales, mentioned
earlier. The assessment was targeted to customers in two separate analyses. “Minimal
acceptable” measures the importance of the dimension while P minus E assesses the

service quality of a given dimension/question calculated as:

1 T
QSk=-— Z(ij — Ejk)
i
=1

Where:
Qs = Service Quality in the Dimension k
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Pix = Performance Perception in the Dimension K to Customer |
Eix = Expected Performancein the Dimension K to Customer |

The data collection was carried out in two stages. The first was a pilot test used to clarify
the overall structure and approach to the project whilst validating the measuring
instrument to be used. Problems of misinterpreting questions occurred in the pilot
resulting in improving the questionnaire in both form and content (e.g. lay out of
questions and alternatives, difficult to understand questions, improvement of instructions,
etc.).

A totd of 105 questionnaires (75 from customers involved in operational activities and 30
from customers exclusively involved in none operationa activities) were returned,
yielding an approximately 52% response rate. The data collected is summarized in the
following Tables.

Table 3.15 Data from Clientsin Operational Activities

Questions | P E M P-E M P-E Remark
(Ranking) | (Ranking)

Q1 705 [857 [643 [-152 [, 10 Tangibles

Q2 781 |88 [738 |-105 [g" g Reliability

Q3 848 [876 |78 [-029 |,% o Responsiveness

Q4 810 [857 [738 |-048 [g" 3" Competence

Q5 762 |89 [762 |[-1.29 |8&" 9" Courtesy

Q6 838 [862 [757 |-024 |[j"° 1 Credibility

Q7 810 [890 [752 |-081 |, " 6 Assurance

Q8 752 [819 [e681 |-067 |;" 4" Access

Q9 762 [838 [68 |-076 |g" 5" Communication

Q10 771 |857 |68 |-086 |g" 7" Customer

understanding

Source:  Own field survey data (March, 2010)
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Table 3.16 Data from none operational clients

Questions | P E M P-E |M P-E Remark
(Ranking) | (Ranking)

Q1 758 [804 |68L |-046 |q4" o Tangibles

Q2 790 [846 [732 |-056 |;" 17 Reliability

Q3 807 [833 |726 |-026 |g" g Responsiveness

Q4 799 [843 |753 |-044 |," 3" Competence

Q5 825 [856 [759 [-031 |j3° 6 Courtesy

Q6 809 |841 [765 |-032 |, 5" Credibility

Q7 820 [849 |78 |-029 | % 7" Assurance

Q8 773 808 [709 |-034 |q" 4" Access

Q9 812 |83 [740 |-023 |g" 9" Communication

Q10 804 [825 [737 |-021 [g" 10 Customer

understanding

Source:  Own field survey data (March, 2010)

As can be seen by results from the Table 3.15 and Table 3.16 above , service quality is
negative for al dimensions in the opinion of both types of customers, that is, perception
of performance is minor than the desired level. For operational clients, tangibles
(dimension 5) are evaluated as the worst quality dimension of the service (-1.52); this
implies that the organization does not have adequate up to date facilities to provide its
services. For example the air traffic controlling service is being provided using
procedural control system which is old and is not supported with radar. The required
facilities for effective and efficient provision of services as per the study of business
process reengineering were not fulfilled. This can be the justification for the dimension to
be evauated as the worst quality dimension. However, during an interview, some
members of the management of the Authority pointed out that the organization is trying

to adopt a modern radar control system.
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This dimension (tangibles) is aso the second most important of the ten dimensions. For
the higher importance attributed to this issue, confirmed by the customers data set, its
correction would be demanding.

Dimension 3, responsiveness, is of higher importance for operation clients. Although it
has a negative evaluation, it has the second minor gap among the ten dimensions,
suggesting that it is relatively closer to the desired quality level.

The evaluation of dimension 5, courtesy, was the worst of al next to the first dimension
(tangibles): although it is very important for clients in operational activities, its
performance is mediocre. Courtesy is low-rated on the column P minus E, and still more,
the percelved quality coincides with the minimum acceptable. All this together suggests
high priority for actions.

Dimension 7 (assurance) is the most important issue for customers; as for performance, it
is among the 5 better evaluated. Dimension 10 was evaluated as best quality dimension
having the least gap between the perceived and the expected services (i.e. P-E) is doesn’t
mean that the quality at this dimension is higher than the expected level.

From customers points of views, al the dimensions need to be improved since none
presents a positive value from P minus E. Nevertheless, the priority of the corrective
actions is dlight different for the groups. For the customers in the operational activities,
questions 5 (courtesy), 2 (reliability) and 1 (tangibles) must be faced with priority. The
other quality service issues must be improved following the classification of importance.
For none operational customers, issues 6 (credibility) and 4 (competence) are high
priority, the remaining could follow the order of importance to introduce improvement
changes. The five more important issues, which have a higher negative value and at the
same time having highest importance with regard to each group are shown in the
following Table 3.17.
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Table 3.17 Ranking of Importance

Costumersin operation Costumers in none operation
1 Q3 Responsiveness 1St Q7 Assurance

2 Q5 Courtesy 2 Q6 Credibility

3 Q6 Credibility 3 Q5 Courtesy

4th Q7 Assurance 4 Q4 Competence

5 Q2 Reliability 5 Q9 Communication

Source: Own field survey data (March, 2010)

3.5INTERNAL SOURCESAND MANAGEMENT INTERVIEW ANALYSIS

The anaysis of data collected from  customers and employees of Ethiopian Civil
Aviation Authority reveals that there is no significant change in delivering its services.
The aggregate attitudes of the employees show negative and the customers’ evaluation in
the ten dimensions reveals a lesser quality than the desired level. This entails that the
objectives set in the study of BPR are not fully achieved.

In order to crosscheck the above finding the researcher conducted interviews with some
members of the management and supervisors

The first question was about the changes brought by the implementation of BPR with
regard to service delivery and al the Directors replied that there have taken a number of
changes after the implementation of BPR. They pointed out that the organizational
structure of the Authority was too hierarchical before the implementation but now it is
flatter and the work flow became faster. Internal communication across the different work

groupsis also facilitated which can increase the overall performance the organization.

The magjority of the Supervisors disagreed with what the directors said. They stated that
BPR did not bring the required change not because of its scientific  nature but due to
misuse by the people who have studied it and inadequate investigation of consequences

of each process.
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For example look to the new processes, on one hand in the name of a generalist approach;
they put six different work processes which are typical in nature and requiring different
training for their operation. And on the other hand they created unjustified work process

for their own sake. According to their explanations the following are the work processes

as mentioned above

Table3.18 Work process

Processes put together by BPR

Newly created processes

Navigation aid

Aircraft registration and airworthiness certification,

Flight calibration

Air operators certification and surveillance,

VVHFcommunication

Aviation personnel and training organizations certification

AMSSS system

Aeronautical mechanical system

Source: Own field interview data (March, 2010)

The Supervisors indicated that the above processes are clear indicators of the inadequacy
of the BPR in the Authority. The three processes in the second column of Table 3.18
deal with giving certification whether the certified entities are aviation personds,
operators, aircrafts or training organizations; the primary purpose is the same. But the
processes in the first column of Table 3.18 are different in nature. It is true that the
technicians took similar entry courses at the beginning and specialize latter to fit each of
the mentioned areas. Practically each of these areas needs intensive training to come up
with skilled work force capable of fixing them maintaining them and operating them
effectively to help the smooth and safe operation of air transport. They told the researcher
that the Supervisors have advised the management to take corrective actions and provide
them with alternative solution. But until now they are working as per the new structure
but due to problems created during the early implementation period the technicians are
assigned on the basis of their speciaizations in the pre BPR implementation period(the
generalist approach which dictates any technician assigned should have to operate

maintain and fix all facilities and system isfailed)
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The second question was about the complains in the redesign process and the works of
the reform committee organized by the order of the Ministry of Transport and
Communication, Concerning this question majority of the interviewed management
members replied that it isin process while some of the Supervisors confirmed that also al
the designed process except the air traffic control service directorate have filed their
dissatisfaction with the study under the mentioned committee still noting have been made
to solve the problem. The researcher also perused some of the documents of the Reform
Committee and confirmed the facts.

The third question dealt with the attainment of the objectives set during the BPR study.
The majority of the management members replied they haven't conducted any study to
quantitatively explain this. But they stated that quality of service in terms of speed and
cost has reached at least 80 percent. They further explained that according to assessment
made during the initial period of BPR implementation certification of aviation personnel
which had 22work levels, taking 775 minutes and incurred cost of 252.31 birr before the
implementation has been reduced to3 work levels, taking 140 minutes and incurring cost
of 50.40 birr after implementation. in which the earlier is 17%and the | etter is 80%.

The next question was related to skilled workforce turn over. According to the archives of
the HRM department those significant numbers of skilled work force have left the
organization. From 1998 onwards, on average 20 employees are left the organization
which means 5.4% of the employees are leaving the organization every year. It isrecalled
that the participants of the FGD stated that the problem is not limited to the figure but
extends to inability of substituting the work force from the labor market. To produce for

example one chief air traffic controller at least 15 solid years search is required.

Concerning this issue some of the interviewed Directors confirmed that people are
leaving the organization not because of implementation BPR but due to their own
problem. Do you think that the organization has adequate benefit packages and salary to
retain its employee?’ they were asked. The mgority of them replied compared to other

civil service organizations the Authority does have better salary and benefit packages.

83



However, the Supervisors and the employees claim that the responsibilities and salaries
assigned to each work unit are not compatible. They explained that for example a person
who is assigned to a position of  air traffic controlling is fully responsible for safe
efficient and expeditious flow by providing accurate information, reliable separation and
guidance to avoid collision between aircrafts flying in the whole air space of Ethiopia
The consequence of committing a slight error is catastrophic which result in loss of life

and property

Cognizant to this problem the management said that the Authority is undertaking
intensive study on the salaries and benefit packages to retain the work force and attract

new entrants to the organization.

The last question was about the challenges during and after implementation of BPR.
Accordingly most of the interviewed management members replied that a lot of
problems are encountered. In line with this, experts, consultants and reengineering
team and process owners from Ministry of Capacity Building, Ethiopian Management
Institute , Ethiopian Civil Service College and the officials from the Authority have
also agreed that serious challenges are encountered during the implementation of BPR
in many government institutions in general and the Ethiopian Civil Aviation Authority
in particular. Some of these challenges were

> Existence of outstanding problems,

» Knowledge gap between and among employees of the different public sector

institutions.

> Inability to fulfill the required facilities on time

» Conflict of interest in the study of the work processes

> Existence of some change opposing employees

» Lack of knowledge and skill
Above al, higher government officias also dislike the change due to the fact that the
positional Authority of the individual and non- value added privileges are expected to
be taken away. Thus this will definitely harass those people. Due to this and other

problems people are very much resistant to changes.
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CHAPTER FOUR
SUMMARY, FINDINGS, CONCLUSIONS AND
RECOMMENDATIONS

4.1 SUMMARY
The first part of the thesis has dealt with a number of issues. It has started by discussing

the rationale behind air transport service especialy in Ethiopia. In view of this the chapter
stresses that ECAA plays an important role among the different actors in the air transport
sector and suggested improvement of its service delivery performance. Having this in
mind the chapter recalled that the Authority implemented BPR since 2007. Following a
number of introductory arguments the chapter provided background information about
ECAA since its establishment. Moreover, in the pursuing section it entertained the
problem statement whereby it suggested that ECAA has a number of clients who seek
efficient services. Nevertheless, however highly the Authority strived to improve its
service by implementing BPR there were a number of problems. Thus the study was
necessitated having this problem at hand. In the continuing parts it has listed research
guestions, objectives of the study, as well as significance of the study. Methodologically,
the study introduced SERVQUAL and employee attitude survey into the yardstick as a
framework. In addition to this, the chapter underlined the use of descriptive methods with
three types of sampling techniques (stratified random sample method, disproportionate
and convenient sampling techniques) and the scope of the study. Finally, the chapter
entertained identification of dependent as well as independent variables with their
conceptual and operational definitions to be included in the structure of the thesis.

In the second chapter the thesis described the yardstick from different secondary
materials, articles point of view to indicate service quality and organizational

performance defining concepts.

The third chapter incorporated the main research undertaking. In this part the research
endeavor subscribed the following major points. Primarily it described genera
characteristics of the study population i.e. sex, age, educational status, marital status and
work experience. Secondly, the chapter read the correlation of all the five independent
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variables with the two dependent variables. More over the costumers evaluation on the
service delivery performance of ECAA analyzed and interpreted in same chapter. Here in
this chapter four summary of the activities carried out, and the findings of the research
are presented. Accordingly the drawn conclusions and the suggested recommendations

based on the research are subsequently displayed

4.2 FINDINGS OF THE RESEARCH
Based on the investigations conducted throughout the research process and the results of
the analyzed data the researcher has come up with the following points,

4.2.1 Thereisavery high proportion of male employees than female employees.

4.2.2 Thereisamost aproportional age distribution among employees. However,
the tendency is towards the young employees.

4.2.3 Most of the employees have fallen into less experienced employee category.

424 Marita status is profoundly composed of single and married accounts. But
there are no widowed from the whole study popul ation.

4.25 Educationa status is one of the amazing features in the authority. In hereit is
witnessed that there is a small proportion of elementary and diploma
education. In contrast, there is a very high proportion of high school and
degree educational status. Thisis mainly due to the Authority’s intervention in

educating the employees.

The correlation between the independent variables and the two dependent variables
(Attitude of respondents towards service delivery performance before and after the
implementation of BPR) is summarized as follows-

4.2 (i) Sex and attitude have a very weak correlation in both periods. But there
is a dight variation in correlation during the aftermath mainly for gender
consideration in this period.

4.2 (ii) Age has correlation with attitude in the both periods. Even though it is a
weak correlation the test has shown a statistically significant outpuit.

4.2 (iii) There is a dight correlation between work experience and attitude in
both pre intervention and post intervention periods. However, the correlation

isin general statistically significant.
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4.2 (iv) Correlation between marital status and attitude was weak in both periods
but there is improvement in the aftermath.

4.2 (v) Findly, the T-test between the two dependent variables indicated their
strong correlation with one another, meaning that no matter the intervention is

made towards service performance due to BPR attitude was amost the same.

4.3 CONCLUSIONS

From the above findings of the whole research, the researcher has concluded that
Ethiopian Civil Aviation Authority is not able to register service performance excellence
both from its employees point of view as well as customers evaluation result.

Accordingly the following conclusions are drawn:

4.3.1 Thereisno significant change in service delivery performancein the
aftermath of implementing BPR.

4.3.2 The clients evaluation result shows negative score in al the criteria
(dimensions of service quality) which indicates poor quality of the
services provided by the Authority. (i.e. the organization is operating
below the desired quality level). If the difference between the perceived
and expected quality at each dimension has been zero, the organization is
said to be operating at the minimum acceptable level.

4.3.3 The correlation of the aggregate employee attitude towards service
delivery performance of the Authority before and after the implementation
of BPR is amost perfect showing no significant difference (the Pearson
correlation between the two periods was 0.897,).

434 The Authority faced chalenges internaly from the employees as
explained through the interview for not adequately studying the work
processes and inappropriate designing (there are positions which were
cancelled by the BPR study but still operating as before) and
contradictions are observed between the standards set by the BPR and
ICAO laws and procedures.
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4.3.5 The secondary sources (reports of the reform committee organized by the
order of the Ministry of Transport and Communication) show
unrecognized work processes by the BPR study which has crested
problem having no one responsible for handling them.

44 RECOMMENDATIONS
In general the researcher recommends the following

44.1

4.4.2

4.4.3
4.4.4

4.4.5

4.4.6

The Authority must revisit the BPR study and the work design process to fill in
the gaps identified.

The Authority must be committed in improving its service delivery performance.
by applying different techniques of management in addition to BPR.

The management should work to improve the attitudes of its work force.

The Authority must strive to work on gender equality and equality of opportunity,
work in retaining experienced workers, development of human resources.

Almost all of the independent variables are not much correlated with employees
attitude. Therefore, the service delivery performance of the Authority was not
serioudy affected by these variables. This indicates that there must be other
variables that should be discovered in further investigations to improve the quality
and quantity of servicesin the organization.

The Authority should conduct research studies which help it acquire the required

real transformation.

S,
End
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Appendix |, Employee Attitude Survey Questionnaire
ADDISABABA UNIVERSITY
SCHOOL OF GRADUATE STUDIES
Department of Public Administration and Development M anagement
Survey questionnaire to be filled by employees of Ethiopian civil Aviation Authority
The purpose of this questionnaire is to assess employees attitude towards the changes
brought by the implementation of business process reengineering on the overal
organizational performance of Ethiopian Civil Aviation Authority. Kindly fill up the

guestionnaire. The researcher wants to underline that the data collected are kept confidential
and used only for academic purpose.

General Description
e |tisnot necessary to write your name
e Try to follow the respective directions and give your answers accordingly
e Kindly, do not hesitate to explain your true feeling

Thank You In Advance for Sparing Your Precious Timeto Fill This Questionnaire
Yourssincerely
Habtamu
Section|. Demographic I nformation
Please indicate by circling on the number that follows that best explain about you
Q) Carmier POSITION.......ociiiiiecec ettt

b) Sex
1. Femde 2. Mde

c) Educational status

1. First degree or above
3. High schooal

2. Diploma 4. Elementary completed or below
d) Age

1. Lessthan 25years 3. 36-45 years

2. 26-35years 4. Above 45 years
€) Work experience

1. <6years 3. 13-18 years

2. 7-12 years 4.>19 years
f) Marita status

1. Single 3. Divorced

2. Married 4. Widowed

Section |1. Awareness of BPR
Please indicate by marking (X) in the box that follows the best explanation about your
awareness regarding BPR (you can mark more than one box).
What do you understand by the term business process reengineering?
- It makes organizational structure flatter )

X



-1t brings greater efficiency and cost effectiveness
-1t isfashion of the day
-1t increases responsibility and accountability

-1t brings radical change in the way things are being done
-Other (please specify)

Section |11. Employees attitude towar ds service performance
Direction-Please circle the number that contains the extent to which you agree or disagree
with the following statements as descriptions of the changesin delivery of services before

and after BPR implementation on each items indicated in the table

1. Feed back

Before the implementation of BPR

After theimplementation of BPR

Strongly
Agree

Agree

Disagree

Strongly
Disagree

Strongly
Agree

Agree

Disagree

Strongly
Disagree

| am given
adequate feedback
about my
performance.

| have an
opportunity to
participatein the
goal setting
process.

My supervisor
gives me
recognition when |
do agood job.

2. Opportunities
for Growth

Before the implementation of BPR

After theimplementation of BPR

Strongly
Agree

Agree

Disagree

Strongly
Disagree

Strongly
Agree

Agree

Disagree

Strongly
Disagree

| have adequate
opportunities for
Professional
growth in this
organization.

1

4

1

4

| receivethe
training | need to
do my job well.

My work is
challenging.

Xi




My work is
rewarding.

1 2 3 4 1 2 3 4
Before the implementation of BPR After theimplementation of BPR
3. Teamwor k
Strongly | Agree | Disagree | Strongly | Strongly | Agree | Disagree | Strongly
Agree Disagree | Agree Disagree
Teamwork is
encouraged in this
organi zation. 1 2 3 4 1 2 3 4

4. Mission and
Purpose

Before the implementation of BPR

After theimplementation of BPR

Strongly
Agree

Agree

Disagree

Strongly
Disagree

Strongly
Agree

Agree

Disagree

Strongly
Disagree

| have agood
understanding of
the goals of this
organization.

1

4

1

4

| understand how
my work directly
contributes to the
overall success of
the organi zation.

My job isimportant
in accomplishing
the mission of the
organization.

Doing my job well
gives me a sense of
personal
satisfaction.

5. Stressand
Work Place

Before the implementation of BPR

After theimplementation of BPR

Strongly
Agree

Agree

Disagree

Strongly
Disagree

Strongly
Agree

Agree

Disagree

Strongly
Disagree

The environment in
this organization
supports a balance
between work and
persond life.

| am not forced to
choose between job
and family
obligations.
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The pace of the

work in this
organization 1 2 3 4 1 2 3 4
enables meto do a
good jab.
The organization
has reasonable
expectations of its 1 2 3 4 1 2 3 4
employees.
Before the implementation of BPR After theimplementation of BPR
6.
Compensation Strongly | Agree | Disagree | Strongly | Strongly | Agree | Disagree | Strongly
Agree Disagree | Agree Disagree

| am paid fairly for
thework | do. 1 2 3 4 1 2 3 4
My salary is
competitive with
similar jobs | might | 1 2 3 4 1 2 3 4
find el sewhere.
| understand my
benefit plan.

i 1 2 |3 4 1 2 |3 4

7.Communication

Before the implementation of BPR

After theimplementation of BPR

Strongly | Agree | DisaAgr | Strongly | Strongly | Agree | Disagree | Strongly
Agree ee Disagree | Agree Disagree
Communicationis
encouraged in this
organi zation. 1 2 3 4 1 2 3 4
Senior management
communi cates well
withtherest of the | L 2 3 4 1 2 3 4
organi zation.
8.Personal
Expression/ Before theimplementation of BPR |  After theimplementation of BPR
Diversity of ideas
Strongly | Agree | Disagree | Strongly | Strongly | Agree | Disagree | Strongly
Agree Disagree | Agree Disagree
People who
challenge the status
quo are valued. 1 2 3 4 1 2 3 4
| am comfortable
sharing my
opinions at work. 1 2 3 4 1 2 3 4

Sum (To be calculated by the Resear

THANK YOU VERY MUCH ONCE AGAIN!!
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Appendix Il Customers Survey Questionnaire
ADDISABABA UNIVERSITY
SCHOOL OF GRADUATE STUDIES
DEPARTMENT OF PUBLIC ADMINISTRATION AND DEVELOPMENT
MANAGEMENT
The SERVQUAL Instrument
DIRECTIONS
This survey deals with your opinions of the services provided by Ethiopian Civil Aviation
Authority. Please show the extent to which you think this organization offering aviation
related services should possess the features described by each statement. Do this by picking
one of the seven numbers next to each statement. If you strongly agree that this organization
should possess a feature, circle the number 9. If you strongly disagree that this organization
should possess a feature circle 1, if your feelings are not strong, circle one of the numbersin
the middle. There are no right or wrong answers. The objective is to find a number that best
shows your Expectations, Perceptions, and Minimal Acceptable Level of quality of
services provided by Ethiopian Civil Aviation Authority. The following definitions will help
you understand the features.

Reliability - consistency of performance and dependability; performs service right at the
first time; honours its promises; keeps accurate records, correct billing, and
performs services at the designated times

Responsiveness — readiness to provide the service; timeliness; setting up appointments
promptly

Assurance — knowledge, competence and courtesy of employees; convey trust and
confidence; has the required skills and knowledge; polite, respectful,
considerate, friendly; trustworthiness, believability, honesty

Empathy — caring; individualized attention, approachability, ease of contact; effort in
understanding the customers’ needs

Tangibles — physical evidence of the service; physical facilities, tools and equipment;
appearance of providers; appearance of other customersin the service facility

Thank You Very Much for Your Cooperation and theTimeYou
Spent In Filling This Questionnaire

Y ours Habtamu Haile March 2010
Addis Ababa
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QUALITY EXPECTATION(E) PERCEPTION(P)
DIMENSION
(K)
Tangibles E1) Ethiopian Civil Aviation Authority should P1) Ethiopian Civil Aviation Auth
have up-to- date equipment has up-to-date equipment.
1 2 3 4 5 6 789 1 2 3 4 5 6 7 ¢
Reliability E2) Customers should be ableto feel safein their P2) You feel safe in your transacti
transactions with these firm’'s empl oyees. with Ethiopian Civil Aviation
Authority employees.
1 2 3 4 5 6 7
1 2 3 4 5 6 7 89 9
Responsiveness | E3) Its employees do not always have to be willing | P3) Employees of Ethiopian Civil
to help customers. Aviation Authority are not always
willing to help customers.
1 2 3 4 5 6 789 1 2 3 4 5 6 7
9
Competence E4) Ethiopian Civil Aviation Authority should keep | P4 Ethiopian Civil Aviation Authc
their records accurately. keeps its records accurately,
1 2 3 4 5 67 8
1 2 3 4 5 6 7 89
Courtesy E5 employees of Ethiopian Civil Aviation Authority | P5 Employees of Ethiopian Civil
should be palite. Aviation Authority are polite.
1 2 3 4 5 6 7 8 9 1 2 3 4 5 6 7
9
[
Credibility E6) Customers should be able to trust employees of | P6) Y ou can trust employees of
Ethiopian Civil Aviation Authority. Ethiopian Civil Aviation Authority
1 2 3 4 5 6 7 8 9
1 2 3 4 5 6 7
Assurance E7( Ethiopian Civil Aviation Authority should P7) Ethiopian Civil Aviation Auth
provide its services at the time it promise to do so. service provides its services at the
it promises to do so.
1 2 3 4 5 6
1 2 3 4 5 6 7 89 9
Access E8) The employees should get adequate support P8) Employees get adequate suppc

from Ethiopian Civil Aviation Authority to do their
jobs well.

1 2 3 4 5 6 789

from to do their jobs well
1 2 3 4 5 6 7

Communication

E9) Ethiopian Civil Aviation Authority shouldn’'t be
expected to tell customers exactly when services

P9) Ethiopian Civil Aviation Auth
does not tell customers exactly wh

XV



will be performed. services will be performed.
1 2 3 4 5 6 7 89 1 2 3 4 5 6
9

Customer E10)When customers have problem, this P10) When you have problems,
understanding | organization should be sympathetic and reassuring | Ethiopian Civil Aviation Authorit)
service is sympathetic and reassuri

1 2 3 4 5 6
1 2 3 4 5 6 7 89 9

Thank you very much for your cooperation and thetimeyou spent in filling this
guestionnaire!!

XVi



Appendix Il semi-structured interview
NAL%N0 ANA RLNCAL POHING AhSoLn0 4hdvt
PUHNG A°T1TS ANTS8LC T9°VCT hFA
LVL °LP TCVUI

NATeEEe ANA ANLT NANAMT oo/l hPP ¢ LeAPT PALPT (Process
Owners) 49 7t PS ALLNTCET IC 71847 C20 avm@P (Interview)

PHY PAaoMLP AN NANAN haow!ldP P24 181 AT 1IN¢ N71A
PHTiD? P¢ &0t KTrEFS o-mITrt AooaoCaooCS  P-haolll A@-(MT7
Aol AN NAI° PECEERT € 24 hdA09° AT AP TS Pooql'd VAN N°784A
PLCEET AT 121 AZ1TH A7 P7LNOM@- ovlf oo-p lov-h ATI°VCHP
AATY PLOAG NTTPES NTLATC PULEH 1032 NaoP'r9° PP 26 1T DALPT
POLOATTT UG AN (e LT U 0T fA URIPTT 0971500
PAaoMEET NavooAn A7 THANEGT N2TANC APMPCPU- AdoANY® L PSTU- 7S

ALY FAooMLP APATU-T L NPLOLE hAN AaoNIGAY-::

1 CA e AN ANLTT 0ANANT hoo I T@OC 1998 A.9° E9°C
oWl P C4 1T ADT 6P hLCAN: Aol ECAA
TRMNP ADT A9°TA? hooM A PGS PG av)Am DT 9°7F
7°7 ST@? hagoMpy P°N30+k 9177 102

2 NoowlFP P74 120 AT TS+ oP1 LCe&E SH hH1rtom 07
A% NAL7I8I8 P08 T @NT N30 ¢ 80 Noof Phi09° A®-T

AZ10aoHN NG 2V AaN7T HAnkN 087

3 PoowlFP P4 YLt AT AMS PIE AATY O(HETT MNP
(empowerment) N&-“1IF@ 24 AL ool A28 21247 1@+ (R

Héfe 9°7 Ptwi- 74 hA?

4 NoowlFP Pr2e- 1L AT oowlFP HINYAN HOTEG A Mavs.
POLTN We-PTT (W1 AL 912477 (Generalist rather than specialist)

Lme PN hv IC +LLH NECE+E: h40h aoPPC
PoLivtnl €4 18T oo LF R AR 9O 10-?
+ ANLTT TCORA LPE aotmit
+ PANCT Ago- 2D RG T/1%1 9°0nC ®L+T
+ CA@-CTAT 9°HING PNLé- NPT 2L
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+ PAPC ATSHTCH NPT 71210 (CHAT

5 MA787& 0240 1T @0T QAT PANT@® 24-PF At SOAA? hHY
IC OH2PH Lomao- TICT ha?

6 PADT 4@ hhHINL0T AR E9°C NA%The Nhovt- h15-20 PoLLCH
weAtET (MTS4+: oo0lt CPA N4+La €424 ool tooN@- PINS
WeAET) WeALe 2150 NCIT A@ PHAA TPI°G 224 01T WA+ d
ALOA STAN IPSI° WU T a0 U3 ATC N P74 AN PAP°
@-LL49° hGFE 1@ Chlexe AN ANPTH° PAAMYT PO@- 1807
ALM ov'lS. S18PA HNA- LFeoGN hHv IC N HEPH PT¢ (turnover)
°Nre T ICIETI? OV oo b ATIOP OHLLT TSPT h 087
AP TLLT PO Paoihdh, A24-PT NAT? CATE SCET ¢ h409°
AN L PTF avhhA PAAMY PO SLAT (skilled work force) EH P78
Toedh78 1o hHY ATC 9°7 2AN?

7 WetF®m hd 18t PALPT e 1L ALPT hwietFoe OC
PAT @ aotvEINC W71 LING-TA?

8 NoowlFP P4 1817 AMT TSTS TMe- AL W81 PoTPTF PIN4S
LUTIP ATITGTS Cooibdh 1PN AZT1PLA A7 b +EeT® ATLINC
LH3mAN:: PHY holk 24 @l 9°7 £LA? PoTPEN T PCLPA ®L?

9 NACHL hevpnh- Mav OFT Ph 2P MDA ALLNT APOM LA
ANINT CHPAATS LIPNGETT PoLeLh NoowlF P P26 18T AT
TMNE-@ ChPaom AATIPTT Lah 1@ LAN? NPT (IAB-NT?

10 NoowlF3P ¢4 18T AT 1045 hHL9° N7IA £omov FICT hi-
NIAO-ANT?

ANFNNCE 02,99 haoOIGAU-:
ao I+ 2002
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Appendix IV SPSSversion 17 data view page
Sour ce own survey result

Code | sex Edu.status Age Work Mar .st | Aggregate | Aggregate
exp attitude attitude
beforeBPR | AFTER
Imp BPR imp
001 Above | Above 18
Female Diploma 45 Years Years Married 69 61
002 Less
than 25 | Less than
Male Diploma Years 6 Years Single 74 81
003 26-35 7-12
Male Diploma Years Years Divorced 79 80
004 Less
First Degree | than 25 | Lessthan
Male and above Years 6 Years Single 72 70
005 First Degree Above | Above 18
Male and above 45 Years Years Married 52 58
006 First Degree 36-45 13-18
Male and above Years Years Married 55 55
007 Less
First Degree | than 25 | Lessthan
Female | and above Years 6 Years Single 51 42
008 First Degree 26-35 7-12
Male and above Years Years Married 73 75
009 Elementary
Completed or | Above | Above 18
Male below 45 Years Years Married 53 55
010 Less
than 25 | Less than
Male Diploma Years 6 Years Married 82 84
011 First Degree 36-45 13-18
Male and above Years Years Single 78 81
012 36-45 13-18
Male Diploma Years Years Single 76 75
013 First Degree 26-35 7-12
Male and above Years Years Single 78 76
014 Less
First Degree | than 25 | Lessthan
Female | and above Years 6 Years Married 70 70
015 26-35 7-12
Female Diploma Years Years Single 88 83
016 Above | Above 18
Male Diploma 45 Years Years Married 56 57
017 First Degree 26-35 7-12
Male and above Years Years Single 75 78
018 | Male Diploma Less Less than | Married 75 76
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than 25 6 Years
Years
019 First Degree 26-35 Above 18
Male and above Years Years Single 64 67
020 Less
than 25 7-12
Female Diploma Years Years Divorced 52 46
021 First Degree Above Less than
Female | and above 45 Years | 6 Years Married 40 49
022 First Degree Above | Above 18
Female | and above 45 Years Years Married 59 66
023 26-35 Above 18
Male Diploma Years Years Single 70 57
024 Less
than 25 7-12
Male Diploma Years Years Married 72 76
025 26-35 Less than
Female Diploma Years 6 Years Single 50 44
026 First Degree 26-35 7-12
Female | and above Years Years Married 53 51
027 36-45 7-12
Female | High School Years Years Divorced 67 81
028 Above | Lessthan
Female Diploma 45 Years | 6 Years Single 74 78
029 Above | Above 18
Female Diploma 45 Years Years Married 69 61
030 Less
than 25 | Less than
Male High School Years 6 Years Single 74 81
031 26-35 7-12
Male Diploma Years Years Divorced 79 80
032 Less
than 25 | Less than
Male High School Years 6 Years Single 72 70
033 First Degree Above | Above 18
Male and above 45 Years Years Married 52 58
034 36-45 13-18
Male High School Years Years Married 55 55
035 Less
than 25 | Lessthan
Female | High School Years 6 Years Single 51 42
036 First Degree 26-35 7-12
Male and above Years Years Married 73 75
037 Elementary
Completed or | Above | Above 18
Male below 45 Years Years Married 53 55
038 Male Diploma Less Less than | Married 82 84
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than 25 6 Years
Years
039 First Degree 36-45 13-18
Male and above Years Years Single 78 81
040 36-45 13-18
Male Diploma Years Years Single 76 75
041 First Degree 26-35 7-12
Male and above Years Years Single 78 76
042 Less
First Degree | than 25 | Lessthan
Female | and above Years 6 Years Married 70 70
043 26-35 7-12
Female | High School Years Years Single 88 83
044 Above | Above 18
Male Diploma 45 Years Years Married 56 57
045 First Degree 26-35 7-12
Male and above Years Years Single 75 78
046 Less
than 25 | Less than
Male Diploma Years 6 Years Married 75 76
047 First Degree 26-35 Above 18
Male and above Years Years Single 64 67
048 Less
than 25 7-12
Female Diploma Years Years Divorced 52 46
049 First Degree Above | Lessthan
Female | and above 45 Years | 6 Years Married 40 49
050 First Degree Above | Above 18
Female | and above 45 Years Years Married 59 66
051 26-35 Above 18
Male Diploma Years Years Single 70 57
052 Less
than 25 7-12
Male Diploma Years Years Married 72 76
053 26-35 Less than
Female Diploma Years 6 Years Single 50 44
054 First Degree 26-35 7-12
Female | and above Years Years Married 53 51
055 First Degree 36-45 7-12
Female | and above Years Years Divorced 67 81
056 Above Less than
Female Diploma 45 Years 6 Years Single 74 78
057 Above | Above 18
Female Diploma 45 Years Years Married 69 61
058 Less
than 25 | Less than
Male Diploma Years 6 Years Single 74 81
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059 26-35 7-12
Male Diploma Years Years Divorced 79 80
060 Less
First Degree | than 25 | Lessthan
Male and above Years 6 Years Single 72 70
061 First Degree Above | Above 18
Male and above 45 Years Years Married 52 58
062 First Degree 36-45 13-18
Male and above Years Years Married 55 55
063 Less
First Degree | than 25 | Lessthan
Female | and above Years 6 Years Single 51 42
064 First Degree 26-35 7-12
Male and above Years Years Married 73 75
065 Elementary
Completed or | Above | Above 18
Male below 45 Years Years Married 53 55
066 Less
than 25 | Less than
Male Diploma Years 6 Years Married 82 84
067 First Degree 36-45 13-18
Male and above Years Years Single 78 81
068 36-45 13-18
Male Diploma Years Years Single 76 75
069 First Degree 26-35 7-12
Male and above Years Years Single 78 76
070 Less
First Degree | than 25 | Lessthan
Female | and above Years 6 Years Married 70 70
071 26-35 7-12
Female Diploma Years Years Single 88 83
072 Above | Above 18
Male Diploma 45 Years Years Married 56 57
073 First Degree 26-35 7-12
Male and above Years Years Single 75 78
074 Less
than 25 | Less than
Male Diploma Years 6 Years Married 75 76
075 First Degree 26-35 Above 18
Male and above Years Years Single 64 67
076 Less
than 25 7-12
Female Diploma Years Years Divorced 52 46
077 First Degree Above | Lessthan
Female | and above 45 Years | 6 Years Married 40 49
078 First Degree Above | Above 18
Female | and above 45 Years Years Married 59 66
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079 26-35 Above 18
Male Diploma Years Years Single 70 57
080 Less
than 25 7-12
Male Diploma Years Years Married 72 76
081 26-35 Less than
Female Diploma Years 6 Years Single 50 44
082 First Degree 26-35 7-12
Female | and above Years Years Married 53 51
083 First Degree 36-45 7-12
Female | and above Years Years Divorced 67 81
084 Above Less than
Female Diploma 45 Years 6 Years Single 74 78
085 26-35 7-12
Female | High School Years Years Married 53 51
086 First Degree 36-45 7-12
Female | and above Years Years Divorced 67 81
087 Above | Lessthan
Female Diploma 45 Years | 6 Years Single 74 78
088 Above | Above 18
Female Diploma 45 Years Years Married 69 61
089 Less
than 25 | Less than
Male Diploma Years 6 Years Single 74 81
090 26-35 7-12
Male Diploma Years Years Divorced 79 80
091 Less
First Degree | than 25 | Lessthan
Male and above Years 6 Years Single 72 70
092 Above | Above 18
Male High School | 45 Years Years Married 52 58
093 36-45 13-18
Male High School Years Years Married 55 55
094 Less
First Degree | than 25 | Lessthan
Female | and above Years 6 Years Single 51 42
095 First Degree 26-35 7-12
Male and above Years Years Married 73 75
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Appendix Va: Organizational Structure of ECAA before BPR

Ministry of Transport and Communication
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Appendix Vb

Organizational Structure after BPR

Ministry of Transport and Communication

Director General Civil Aviation Authority

Support Services Director
Finance Procurement & Property Administration

. . .. Human Resource Management
Accident Prevention and Investigation Bureau . J :
Transport & Maintenance Service

Legal Service
Information Technology
Public Relation Service

i

Aviation Regulation Deputy Director

Aircraft
Registrations
& Airworthine
s Directorate

Air Operators
Certification
&
Surveillance
Directorate

Aviation
Personnel And
Training Org
Certification
Directorate

Aerodrome
safety & std
directorate

Air navigation services deputy director

AlIS
ATS .
MGT

CNS

Air transport & B Secyrity
planning &facilitation
directorate directorate

Air navigation

regulation Directorate :
Directorate
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