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ABSTRACT

Although the new public management (NPM)-inspired performance management reform has been embraced in
Ethiopian civil service since 2001, no attempt has been made by scholars and practitioners to empirically
investigate the institutionalization status of such an intervention and its relationship with the administrative culture
that is presumed to shape and influence civil servants behavior within the civil service. In other words, those extant
empirical studies on performance management reforms in Ethiopia have rarely made references to the nature of
administrative culture and its relation with the institutionalization process of performance management reform.
Where there have been some references, they often based on no more than anecdotal evidence and as such do not
provide a systematic basis for assessing the real influence of administrative culture on the institutionalization of the
reform. This research was thus undertaken to look for empirical evidence of the nature of administrative culture and
its relationship with the institutionalization status of the performance management reform in the Ethiopian civil

service with a particular focus on the state level civil service of the Amhara National Regional State (ANRS).

In so doing, the study has adopted a cultural approach to studying the administrative reforms and defining
administrative culture as values, beliefs, norms, and practices of civil servants; and principally a quantitative
methodology that incorporates to some degree the qualitative approach was employed in investigating the
administrative culture within the civil service in question. The institutionalization level of each aspect of the
performance management reform, including the overall performance management reform, was also assessed and
the relationships between this reform institutionalization measures and the administrative cultural orientation of

civil servants were examined.

The analysis of the data revealed that performance management reform failed to take root within the civil service of
ANRS partly because the administrative cultural orientations of the majority of civil servants appeared incompatible
with the reform requirements. The research particularly revealed that high power distance, strong uncertainty
avoidance, and collectivistic orientation were incompatible with the performance management reform which sought
to manage individual performance without considering the unequal distribution of power, collectivistic orientation
and fear of innovation or new ways of doing things. The research has also demonstrated that the low performance
orientation culture and political patronage in the civil service were the other stumbling blocks to the performance
management reform to take root in the civil service of the ANRS because they were opposed to meritocracy which is

the central element of the performance management reform.

The findings of this research support the thesis that administrative culture matters and sustained applicability of a
Western-rooted performance management system cannot be taken for granted in a non-western context. It is
therefore recommended that in order for the performance management reform to take root, the reformers should
engage in the redesign of the reform to comply with the hard to change aspects of the prevailing administrative
culture within the civil service. At the same time, they should come up with a cultural change program with the

purpose of weeding out obstructive elements of the administrative culture within the civil service in question.
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CHAPTER ONE

INTRODUCTION

This chapter presents the background of the research, statement of the problem and objectives of
the study. A brief discussion of the research methodology, research significance and scope of the

study is also presented, followed by an outline of the way the dissertation is structured.
1.1 Background of the study

Administrative reform has preoccupied many governments since the 1980s (Caiden 2007;
Caiden and Sundaram, 2004; Larbi, 2003, 2006). The search has long been for efficient and
effective public organizations that place the highest priority on public service delivery while
achieving value for money. Many countries, particularly those in the Organization for Economic
Co-operation and Development (OECD), and some developing nations in conjunction with some
international organizations, embarked on changing the nature of the state through a number of
similar policy initiatives (Caiden and Sundaram, 2004; Flynn, 2002; Hope, 2002; Ohemeng,
2009). This has led to a convergence of policies around the issue of imposing limits on state

action that would apply to both developed and developing nations.

Many African countries have joined this global trend of reforming administrative systems to
meet the challenges of the 21st century, and thus a number of reform policies have been
implemented in many of these countries as part of this movement. In fact, the movement has
evolved into a new model of public governance, with its theoretical perspectives shaped by the
tenets of New Public Management (NPM), and thereby has been transferred to these countries
mainly by major global financial and political institutions (Bissessar, 2002; Dolowitz and Marsh,

1996; Larmour, 2002; Ohemeng, 2009).

A key component of this new public governance model is performance management, and this
concept has become an issue of central and critical concern to political leaders and public and
private sector managers (Bouckaert and Halligan, 2008; Larbi, 1999, 2006; Mupazviriho, 2003).
The reason, it has been argued, is that the success of reform policies depends on the competence

with which they are applied to measure organizational and individual efficiency. Furthermore, it



is believed that the success of all other reform policies, such as privatization, contracting out,
partnerships, civil service restructuring, the introduction of competition in public services, and so
on, depends on their application to the measurement of both organizational and individual
performance as an instrument to assess the success of reforms in developing countries

(Ohemeng, 2009).

There are two broad notions of performance management that are discernible in the literature on
the subject (Commonwealth Secretariat, 2010: 72). In the first notion, performance management
is taken to be the strategic direction of the whole organization, starting with stakeholder
orientation and extending to planning, budgeting and management; but in the second notion
performance management is tied up with human resource management. In other words, in the
former, all activities of the organization are subject to measurement and the main preoccupation
is with outcomes rather than inputs, processes or even outputs. In the latter, performance
management is used mainly as a tool of individual performance management system that enables
employees to perform their roles to the best of their abilities with the aim of achieving or
exceeding established targets and standards that are directly linked with the organization’s
objectives (McDonnell and Gunnigle, 2009; Grote, 2002; Pynes, 2004). Then, since the
performance management reforms in many African countries (Commonwealth Secretariat, 2010;
De Waal, 2007: 2), including the one under review in this study, focus on individual performance
management system, it is this latter notion of performance management system that the present

dissertation is concerned with.

Performance management' system is a continuous and flexible process, which involves managers
and those whom they manage acting as partners within a framework that sets out how they can
best work together to achieve the required results. It is based on the principle of management by
contract and agreement rather than on management by command. This, it relies on consensus and

co-operation rather than on control or coercion (Armstrong, 2006:497).

'Like any other social science concepts, ‘performance management’ defies a single definition (see section 2.2). For
the sake of clarity, in this study, it refers to an integrated individual employee’s performance assessment system that
is based on the assertion that all work performance stems from and is driven by the corporate objectives. These are
then broken into functional/departmental objectives. Individual objectives shoot out from these and all are monitored
and reviewed on an ongoing basis with a formal review or appraisal conducted semi-annually. The results of this are
then linked to reward and punishment. The researcher acknowledges that the term performance management in the
above notion also used to refer the performance assessment at project and organizational level.
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Performance management is an unavoidable element of organizational life (Armstrong, 2006;
Brown, 1988; Longenecker & Fink, 1999). There are many decisions in modern organizations
that largely depend on performance management, and it is widely used in most organizations
(Burkhalter & Buford, 1989; Davis, 2001; DeNisi, 1996; Wanguri, 1995). Performance
management is an important process by which organizations attempt to direct themselves
(Kreitner, 1998; Landy & Farr, 1983), and it has been considered a key component in the success
of organizations for most of the twentieth century (Grote, 2002; Pettijohn, et al., 2001; Starcher,
1996). To be specific, performance management allows organizations to inform their employees
about their rates of growth, their competencies, and their potentials. It enables employees to be
intentional in creating their individual developmental goals that help towards their personal

growth.

There is little disagreement that if performance management is done well, it serves a very useful
role in reconciling the needs of the individual and the needs of the organization (Cleveland,
Landy & Zedeck, 1983; Conry & Kemper, 1993). If used well, performance management is an
influential tool that organizations need to organize and coordinate the power of every employee
of the organization towards the achievement of its strategic goals (Grote, 2002; Lewis, 1996). It

can focus each employee’s mind on the organization’s mission, vision and core values.

As it was stated previously in this section, many countries in Africa have embraced the global
trends of performance management reforms and actually carry out these reforms under the guise
of NPM (Bissessar, 2002; Dolowitz & Marsh, 1996; Flynn, 2002; Hope, 2002; Larbi, 1999,
2006; Larmour, 2002; Ohemeng, 2009; Polidano, 1999; Pollitt & Bouckaert, 2011). However,
the picture portrayed about the institutionalization® of NPM-inspired performance management
reforms in African countries is not positive (Commonwealth Secretariat, 2010; Langsen, 1995;
Larbi, 2006; Makumbe, 1997; McCourt, 2006; McCourt & Ramgutty-Wong, 2002; Ohemeng,
2009; Polidano, 1999; Schick, 1998). Though the implementation of performance management
reform process started off with an explosive and effective beginnings in many of those African

countries, it nevertheless fails to really take hold or be used in any meaningful way; and then it

> To operationalize the concept and for the purpose of this research, ‘institutionalization of performance
management reform’ is meant to evaluate the extent to which activities and actions prescribed in the Ethiopian
government performance management reform policy become a normal and usual practices of employees’
performance management practices in the civil service under investigation (for details, see section 2.5) .
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fails to become a sustained effort of the public sector in these countries (Commonwealth
Secretariat, 2010; Langsten, 1995; Makumbe, 1997; Mendonca & Kanungo, 1996; Ohemeng,
2009; Polidano, 1999). Even in many developing countries, particularly in Africa, a reversal of
performance management reform has been recorded. In this regard, De Waal (2007:2) and
McCourt and Eldridge (2003: 216) declare that in most government machineries of African
countries the implementation of performance management system has been characterized by a
reversal trend because in performance management system promotions are linked to
performance, while in many African countries promotion is still linked to seniority or to
relations. Failure to institutionalize NPM-inspired performance management system in the public

sector of the African world has remained a stark reality.

Now the question is, why does the African world fail to institutionalize NPM-inspired
performance management reforms? Several studies have identified common impediments to the
successful institutionalization of NPM-inspired administrative reforms, including performance
management, in African countries. These impediments include lack of strategic visioning and
leadership; lack of a sustained political and leadership commitment; lack of institutional
capacity; poor management practices; declining public service ethics; low civil service moral;
lack of stakeholder participation; corruption; lack of reform consensus among domestic
constituents; poor working conditions; lack of accountability relationship and so on
(Commonwealth Secretariat, 2010; De Waal, 2007; Dzimbiri, 2008; ECA, 2003; Kingudu,
1998; Langsten, 1995; Larbi, 2006; Makumbe, 1997; McCourt, 2006; McCourt & Foon, 2007,
Mossis,1996; Mutahaba and Kiragu, 1998; Numberg, 1995; Ohemeng, 2009; Polidano, 1999).

Notwithstanding the explanatory power of the above factors for the limited success of the
institutionalization of NPM-inspired performance management reforms in the African world,
extant literature on the relationship between performance management and culture, mostly in the
context of private sector, also highlighted that culture can be an important explanatory variable
for the difficulties that non-western countries encountered to institutionalize such Western-rooted
performance management reforms (Bjorkman and Lu, 1999; Earley, 1993; Earley and
Stubblebine, 1989; Fletcher and Perry, 2001; Gelfand, et al., 2004; Harrison, et al., 2000;
Jackson and Schuler, 2003; Markus and Kitayama, 1991; Ramamoorthy and Carroll, 1998;
Schneider and Barsoux, 2003; Triandis and Bhawuk, 1997). As it is argued in this body of



literature, it is less likely for members in organizations of non-western nations to go easy with
performance management, as the science of performance management is laden with Western
values and assumptions that may not be compatible with values and assumptions in other cultural

contexts (for details, see sections 2.7 and 3.5).

In fact a number of scholars in the arena of policy research also questioned the sustained
applicability of Western-originated management practices in non-western countries and thereby
have suggested the need to investigate the phenomenon of culture as an explanatory variable in
different cultural contexts, particularly in Africa (Budhwar and Debrah, 2001; Christensen and
Laegreid, 2007; Daniels, et al., 2004; Gyorgy, 2004; Jackson and Schuler, 1999; Kamoche, et
al., 2004; Lachman, ef al., 1994; Mendonca and Kanungo, 1996; Pollitt and Bouckaert, 2011;
Piercy, et al., 2004).

On top of this, it should be also borne e in mind that, of all the factors affecting human resource
management (HRM), perhaps none is more potent than culture (Budhwar and Debrah, 2001;
Kamoche, et al., 2004; Kanungo, 1995). This is because the values underlying HRM are not
based on individual country’s values. This point has been elaborated by Kanungo as shown

below:

. . . because many of our human resource management tools have been developed primarily
within a context of economically developed nations, most have never been appropriate for use in
developing countries. Traditional US-based HRM theories, in particular, with their lack of
contextual embeddedness, their strong individualistic orientation, and their emphasis on freewill

. mismatch what is most salient about the nature of work and human systems in developing

countries’ (Kanungo, 1995:11).

Given the preceding discussions, it is reasonable to suspect that culture may be ingrained and
expected to influence the institutionalization of performance management reforms in the public
sector of African countries within workplace cultural contexts. One cannot undermine the power
of cultural variables because social arguments tied to cultural orientation of employees within an
organization can potentially have an instrumental side, that is, cultural norms and values can be
useful (Christensen, et al., 2007; Karyeija, 2012). Employees can feel more loyal and function

better because the institutional aspects of their activity are emphasized (Christensen, et al.,



2007:56). One must not simply blame and criticize public servants, but must assess their cultural
orientations and scientifically investigate whether or not such cultural orientations of public
servants facilitate or hamper reforms to be institutionalized. This is because these reforms and
practices have evolved within the context of Western culture and may not be expected to be a
norm just like that in the different cultural environment of non-western countries. Thus, it is
pertinent to investigate whether or not culture affects the institutionalization of performance

management reforms in the public sectors of African countries.

Over the years, however, few studies have been done on the relationship between culture and
institutionalization of performance management reforms (De Waal, 2007; Karyeija, 2012;
McCourt and Foon, 2007; Murphy and Cleveland, 1995; Ohemeng, 2009). Where there have
been some studies, they have generally been lumped together with other reform policies or with
reforms in general, thereby creating a gap in the literature on whether or not culture matters and

what is to be done to handle this trend from a cultural perspective (Ohemeng, 2009).

Therefore, this dissertation is intended to partially fill in the above knowledge gap in this area
through the investigation of the relationship between administrative culture’ and
institutionalization of NPM-inspired performance management reform; and thus the study is
aimed to unravel which cultural dimensions in the host administrative culture influence the
institutionalization of such reform in the Ethiopian civil service by taking state level civil service
of the Amhara National Regional State (ANRS) as a specific context of the study. At this
juncture, it is important to briefly describe the research site, i.e., ANRS, before proceeding to

explain statement of the problem.
1.2 Research Site: An Overview of the ANRS

The Federal Democratic Republic of Ethiopia (FDRE) has a parliamentary system of
government. It comprises the federal government, two autonomous city administrations (i.e.,
Addis Ababa City and Diredawa City) and nine national regional states; namely, Tigray national

regional state, Afar national regional state, Amhara national regional state, Oromiya national

*Administrative culture’ in this dissertation refers to values, beliefs, norms and practices of civil servants and is
measured along five cultural dimensions namely, power distance, uncertainty avoidance, individualism/collectivism,
performance orientation and political biasness/neutrality (for details, see section 2.6).
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regional state, Somalia national regional state, Benshangul Gumuz national regional state,
Southern nations, nationalities and peoples national regional state, Gambela national regional
state and Harari national regional state. Since the present research, as stated earlier, focuses on
the ANRS, this section provides general information on the region’s geography, population and
economy. Besides, because of their direct relevance to the present study, civil service profile and

HRM system in ANRS have been included in the discussion.
1.2.1 Geography

The Amhara National Region State (ANRS) is located between 9°20' and 14°20' North latitude
and 36° 20' and 40° 20' East longitude and has an area of 154,708 square kilometers that is the
third largest land size of the nine regions in the country. The region borders Tigray in the north,

Afar in the east, Oromiya in the south, Benishangul Gumuz in the southwest and Sudan in the

west (BOFED, 2012).

ANRS is divided into 10 administrative zones, 3 city administrations and 140 weredas. There are
about 3,429 kebeles (the smallest administrative units) (BOFED, 2011). Decision-making power
has recently been decentralized to weredas and thus the weredas are responsible for all
development activities in their areas. The 10 administrative zones are North Gonder, South
Gonder, West Gojjam, East Gojjam, Awie, Wag Hemra, North Wollo, South Wollo, Oromiya
and North Shewa. The 3 city administrations are Bahir Dar city, Gonder city and Dessie city
(BOFED, 2011).

The historic Amhara region contains much of the highland plateaus above 1500 meters with
rugged formations, gorges and valleys, and millions of settlements for villages surrounded by
subsistence farms and grazing fields. In this region are located the world-renowned Nile River
and its source, Lake Tana, as well many other historic sites including Gonder and Lalibela.
Interspersed on the landscape are higher mountain ranges and crater cones, the highest of which,

at 4,620 meters, is Ras Dashen.



1.2.2 Population and Economy

Based on projected data, the population size of the Amhara region is about 21 million in 2013
and when compared to the other regions, it has the second largest population size (CSA, 2007).
According to the projected data, out of the total population of the region in 2013, 50.2% are
males and 49.8% are females. The difference between the two sexes is only 0.4%. With regard to
the ethnic group composition of people living in the region, 91.47% are ethnically Amhara,

4.85% are Agaws, 2.62% are Oromo and only 0.22% are Tigrie (CSA, 2007).

With regard to economy, the region’s economy depended highly on agriculture. According to the
annual statistical report (2011) issued by the ANRS Bureau of Finance and Economic
Development (BOFED), 78% of the region’s gross domestic product (GDP) is from the
agricultural sector. The contribution of the service and the industry sector is only 13% and 9%

respectively (BOFED, 2011).
1.2.3 ANRS Civil Service
1.2.3.1 The Civil service and Civil Servants

The Amhara national regional state civil servants proclamation No. 171/2010 defined civil
service organizations in the region as any regional government office established at any level of
the administration as an autonomous institution by a proclamation or regulation and fully or

partially financed by government budget.

Civil service in the region is isometrically organized at state, zonal and wereda levels. The focus
of the present study is the state level civil service of ANRS which comprises 20 government
machineries, of which 15 are designated as bureaus and the rest as other executive bodies

(Agencies/Authorities) (ANRS, 2010). Table 1.1 below shows these civil service organizations.



Table 1.1: Civil Service Organizations at State Level in ANRS

Civil Service Organizations at State Level in ANRS

Bureaus Agencies/Authorities

1. Agriculture Bureau 1. The Revenue’s Authority

2. Trade and Transport Bureau 2. The Rural Roads’ Authority

3. Finance and Economic Development Bureau 3. The Sport Commission

4. Environmental Protection and Rural Land 4. The Government Affairs Communication
Administration Bureau Office
Water Resource Development Bureau 5. The Information and Communications
Industry and Urban Development Bureau Technology Development Agency

Education Bureau

Health Bureau

L P AW

Justice Bureau

10. Administrative and Security Affairs Bureau

11. Culture and Tourism Bureau

12. Civil Service Bureau

13. Women’s, Children’s and Youth’s Affairs
Bureau

14. Labor and Social Affairs Bureau

15. Technical and Vocational Bureau

Source: Government of ANRS (2010)

According to the aforementioned proclamation, ‘civil servant’ in the region means a person
employed permanently by a government office; this includes women civil servants, provided,
however, that it shall not include the following: government officials with the rank of deputy
heads of bureau and with other equivalent ranks and above; leading members of the councils of
the region, the nationality zone and woreda; regional courts’ judges and prosecutors; members of
the regional police and other employees governed by the regulation of the regional police; and
appointees and employees excluded from the coverage of this proclamation by other appropriate

laws (ANRS, Proclamation No. 171/2010).




1.2.3.2 Number and Composition of Civil Servants
Number of Civil Servants

As shown in Table 1.2 below, the number of civil servants who are working on a permanent
basis in the ANRS civil service was 61, 625 in 2003/04; 81,612 in 2004/05; 81,808 in 2005/06;
109,247 in 2006/07; 117,109 in 2007/08; 123,355 in 2008/09; 162,895 in 2009/10; 170,951 in
2010/11; 229,759 in 2011/12; and 238, 483 in 2012/13. The growth rate of the civil servants was
32.75% in 2004/05, 0.24% in 2005/06, 34% in 2006/07, 2.28% in 2007/08, 5.25% in 2008/09,
32.05% in 2009/10, 4.95% in 2010/11, 34.4% in 2011/12, and 3.79% in 2012/13.

Even though the growth rate of the civil servants in ANRS was not that much visible up to
2006/2007, it has increased at an incredible rate starting from 2006/07. In the past 10 fiscal
years, that is from 2003/04 to 2012/13, the size of the civil servants has grown from 61,625 in
2003/04 to 238,483 in 2012/13, and this portrayed that the number of the civil servants in terms
of personnel has increased by 176,858 (nearly by 287%).

Table 1.2: The Number of Civil Servants in ANRS

Year 2003/4  2004/5 2005/6  2006/7 2007/8 2008/9 2009/10  2010/11  2011/12 2012/13

No. of 61,625 81,612 81,808 109,247 117,109 123,355 162,895 170,951 229,759 238,483
civil

servants

Source: Civil Servants’ Statistical Report (BOCS, 2013)

According to the statistical report (2012/13) issued by the ANRS Bureau of Civil Service
(BOSC), the civil servant to population ratio in ANRS was 1:178, 1:147, 1:108, 1:105, 1:82 and
1:81in 1996/97, 1998/99, 2008/09, 2009/10, 2011/12, and 2012/13, respectively. This indicates
that the ratio of the regional civil servants to the total population of the region had improved
from time to time and in the past 16 years (1996/97 to 2012/13); that is, it had improved from
1:178 to 1:81 ratios. It meant that in 1996/97, one civil servant was expected to serve 178

citizens, whereas in 2012/13, one civil servant was expected to serve only 81 citizens. This
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implied that the burden of the civil servant in terms of the number of customers to be served has

decreased by 97 customers in the past 16 years.
Composition of Civil Servants by Sex, Profession and Ethnic Group

As demonstrated in Table 1.3 below, the share of professional science was 14.41%, 0.04% for
administrative group; 14.99% for sub-professionals; 0.11% for clerical and fiscals; 0.89% for
trade and crafts; 42.36% for teachers; 9.44% for health professionals; 3.54% for appointees;
7.6% for specially assigned; and 1.79% covered by those positions which were not stated in

2012/13.

Table 1.3 also revealed that the percentage of male and female civil servants in ANRS civil
service was 63.25% and 36.75% respectively in 2012/13. The sex-wise composition of the civil
service is not going in line with their percentage in the population. In other words, the difference
between the numbers of the two sexes in the poulation is only 0.4% but in the civil service males
account for 63.25% and females account for 36.75% and hence there is big difference between

males and females (26.5%).

Table 1.3: Composition of the Civil servants in ANRS by Types of Profession and Sex
in 2012/13

Source: Civil Servants’ Statistical Report (BOCS, 2013)

As it was stated previously in this section, out of the total of 21 million people living in the

ANRS, 91.47% are ethnically Amhara, 4.85% are Agaws, 2.62% are Oromo and only 0.22% are
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Tigrie. As it is revealed in the Table 1.4 below, the involvement of Amhara ethnic group in the
civil service is 89.09%, that of the Agaw is 6.61%, of Oromo is 2.6% and of Tigrie is 1.54%.
Therefore, different ethnic groups residing in the region are represented in the civil service in a

proportionate fashion to their population size.

Table 1.4: Composition of the Civil servants in ANRS by Ethnic Group in 2012/13

Source: Civil Servants’ Statistical Report (BOCS, 2013)
1.2.3.3 Human Resource Management in ANRS Civil Service

The federal constitution of Ethiopia (1995) lists down the federal powers and the state (regional)
powers but leaves residual powers to the states (Article 51-52). Part Five (Article 50(2)) of the
federal constitution states that the federal government and the states have their own legislative,
executive and judiciary power. With regard to the establishment and administration of the civil
service, Part Five (Article 52(2)) of the federal constitution states that all national regional states
have a power to establish their own civil service and to enact and enforce laws and policies that

best advance civil service’s self-administration.

In line with the above provisions, ANRS government issued the region’s civil servants
proclamation in 2001 and later amended the same proclamation in 2010. For the implementation
of this proclamation, the regional government BOCS issued a comprehensive HRM manual in

2004. The purpose of the HRM manual is to declare how different functions of HRM should be
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performed in the region’s civil service institutions. The manual also aims at ensuring merit-based
personnel administration and equal employment opportunity in the region. This manual has two
volumes and is currently used as a guiding legal framework of HRM practices in the regional
civil service. The first volume of the manual deals with the execution of recruitment, selection,
training, performance appraisal, salary increment, reward, promotion and transfer. The second

one concerns with the handling of disciplinary measures.

Bearing the above in mind, the following section briefly describes the recruitment and selection,
training and development, reward and performance appraisal practices in ANRS civil service

based on the guiding regulatory provisions.
Recruitment and Selection

According to the ANRS civil servants proclamation No 174/2002 and No. 171/2010 Article 16
(1 and 2), each regional, zonal and woreda level government office has the right to advertise
every vacant position. Moreover, every government office may solicit graduates of higher
educational institutions for recruitment in cooperation with institutions. In doing this, each office
shall follow the regional HRM manual. The vacancy announcement should be widely advertised
to attract the best candidates from the labor market. Exceptionally, for those civil servants having
social and health problem, for employees who upgrade themselves based on their office
manpower planning, position like top-level manager executive secretary, cabinet members’

driver and cashier, it is possible to assign without advertisement.

However, those employees who were assigned in this manner must fulfill the minimum
requirement of the vacant post (BOCS, 2004:7). Furthermore, the recruitment and selection
committee of each office should conduct selection and appointments based on merit (BOCS,

2004: 11-13).
Training and Development

In the region, every government office shall have the duty to identify the training needs of the
office and to prepare plans and budget for training as well as to furnish information thereon to
the BOCS. The BOCS in turn shall train HRM staft based on the training needs of government

offices and coordinate and support other training needs of the government offices. In addition to
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this, to make training of civil servants effective, the BOCS shall issue a policy with regard to the
conditions of civil servants training both locally and abroad (ANRS Proclamation No 174/2002,
Article 50 (1and2) and No. 171 /2010 Article 58 (1 and 2)).

Reward

Individuals and organisations operate in a symbiotic relationship, whereby each rewards the
other-employees by their productivity, and employers by their salaries. Clearly, the rewards
available are important to both parties since they form the basis of the development and
maintenance of good relationships between the two. With respect to reward, section 13
(subsection 13.6) of the HRM manual in ANRS, states that an employee shall be rewarded based
on performance-related pay system provided that his/her performance result is above
satisfactory. Specifically, as stated in the civil servants HRM manual (section 8.3), if an
employee’s performance result is outstanding (95-100 points) or high (80-94.9 points) for the
first time, the organization prepares a thank-you letter and puts it on the notice board together
with his picture and if he/she repeats this result again, he/she will get a reward of 50% and 75%
of his/her salary for outstanding and high performance respectively (BOCS, 2004:39-41).

Performance Appraisal

With regard to employees’ performance appraisal, for the period prior to the year 2001, the
Ethiopian civil service institutions, including civil service institutions in ANRS, were using the
annual confidential appraisal report which was a closed system of assessing individual
performance. The appraised individual never received feedback on how he or she fared in the
appraisal. The appraisal was confidential and thus open to abuse and susceptible to favoritism,
corruption and tribalism. Cognizant of this fact, the national task force4, which was
commissioned by the Prime Minister's Office (PMO) to diagnose and take stock of the problems
facing the civil service across the country, undertook an in-depth review of the practices of
employee performance evaluation under annual confidential report system from woredas

(districts) to federal levels for the period of two years (i.e., 1996-1998). The task force found a

* The national task force was composed of representatives from both the federal and regional governments to tenure
sustainability of the changes to be introduced into the civil service (Government of Ethiopia, 2001a).
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number of weaknesses in annual confidential report system and recommended that civil servants
needed to be assessed on their actual performance in relation to well defined targets and tasks

agreed upon between themselves and their supervisor (Government of Ethiopia, 2001b).

In line with the recommendation of the task force, the federal government of Ethiopia reformed
the annual confidential report system and introduced a performance management (PM) policy in
September 2001 to improve the performance of civil servants in Ethiopia. With this policy,
individual performance is managed in a six-monthly cycle, implying two such cycles in a
financial year. The performance management process consists of three steps. Step 1 involves
planning for performance and focuses mainly at the organizational level. Step 2 involves
translating organizational objectives into individual objectives and targets. Step 3 is the

assessment of performance (for details, see section 2.4) (Government of Ethiopia, 2001c).

In view of the fact that experts form ANRS were represented in the national task force and the
problem of the annual confidential report system in ANRS was also similar to that of the federal
government, conducting a distinct PM reform at the regional level was not considered desirable
by the government of ANRS (Government of ANRS, 2001). As a result, the government of
ANRS did not carry out a PM reform independently. Rather, the ANRS government legitimized
the PM reform policy developed by the federal government in November 2001 (Government of
ANRS, 2001). This is the reason for the current study to use the Ethiopian federal government
PM reform project as a term of reference in investigating the relationships between
administrative culture and institutionalization level of performance management reform in the

state level civil service of ANRS.
1.2.3.4 Justifications for Selection of ANRS as Study Site

It is accepted in the literature that a number of factors affect researchers' choice of the context of
their studies. These, in turn, can be of a theoretical or pragmatic nature (Sarantakos, 1998). Out
of the two, it is the following pragmatic factors that influenced the present researcher’s choice of

state level civil service in ANRS as a context for this study:

- Easy of contacts with informants;

- Access to the context, to a great extent; and
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- The need for first-hand data (researchers are usually compelled to investigate contexts
which require first-hand information, rather than conducting a study in contexts that are

researched).

Having described the resarch site, the next section presents the statement of the problem in the

present study.

1.3 Statement of the Problem

The Ethiopian civil service is a century-old, initially organized in the crude form of the 20th
century European civil service model (Alemayehu, 2001:2-4). As civil service is the reflection of
the country’s political and economic system, it is expected to serve the purpose of the incumbent
government of the country. After overthrowing the Dergue regime in May 1991, the Ethiopian
People’s Revolutionary Democratic Front (EPRDF) leadership (1991-present) seized power. The
political and economic systems of the government became a multi-party democracy and a
market-driven economy respectively. The changing role of government witnessed federalism and
devolution. Therefore, the role of civil service has changed. The main role of the civil service is
to serve the incumbent government impartially and competently. Therefore, introducing a civil
service reform that works for Ethiopia was a top agenda of the present government (Abay, 2011;

Sirgut, 2006).

Right after coming to power, the current government of Ethiopia (i.e., EPRDF) initiated a first-
phase reform program (1991-1996) to overhaul and enhance the civil service system through a

retrenchment and redeployment programs (Government of Ethiopia, 2001a).

In November 1996, a national task force was commissioned by the Prime Minister's Office
(PMO) to diagnose and take stock of the problems facing the civil service across the country.
The task force undertook an in-depth review of the management arrangements and operations of
the civil service from woredas (districts) to federal levels and submitted its report and
recommendations to the government, in February 1998. The report identified a number of
weaknesses in the ways the civil service manages its financial and human resources and delivers
services to the public and on how top management set strategic priorities and monitor and

evaluate performances in the implementation of governmental development policies, programs
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and projects. It also identified that there is no proper arrangement in place to ensure ethics and

tackle corruption, embezzlement and fraud in government (Government of Ethiopia, 2001a).

Following recommendations from the task force, the government initiated its second phase
programs in the form of comprehensive Civil Service Reform Program (CSRP). The CSRP was
divided into five subprogram components including: (a) Expenditure Management and Control,
(b) Human Resource Management, (c) Service Delivery, (d) Top Management Systems and (e)
Ethics. Of particular interest here is the performance management reform which is part of the

human resource management sub program.

In line with the recommendation of the task force regarding what could be done to address the
problems of the annual confidential report system of employees’ performance evaluation, the
government introduced a performance management reform policy in September 2001. The
Ethiopian civil service employees’ performance evaluation system was for many years based on
the annual confidential appraisal report which was a closed system of assessing individual

performance (Government of Ethiopia, 2001b, 2001c).

The task force noted that civil servants needed to be assessed on their actual performance in
relation to well-defined targets and tasks agreed upon between themselves and their supervisors.
Otherwise, as the task force argued, the closed appraisal system was based on a subjective
assessment which only considered behavior and personality, but was untenable as an effective
measure of individual performance. The task force, therefore, suggested that in order to motivate
civil servants to perform and increase general productivity, a performance measurement tool that

could link results to specific civil servants should be introduced (Government of Ethiopia,

2001b).

Another compelling reason to change the appraisal system was because it was ‘closed’, that is,
the appraised individual never received feedback on how he or she fared in the appraisal. The
task force’s report indicated that because the annual confidential appraisal system was strictly
confidential, it was open to abuse. Since it was inaccessible to the objects of the appraisal, it was
susceptible to favoritism, corruption and tribalism. This, the task force argued, would undermine

the very essence of the performance management system (Government of Ethiopia, 2001b).
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There was also a third reason for reforming the appraisal system. Given that the introduced
performance management was not unique, the task force’s report indicated that it was a result of
learning about best practices from elsewhere. In fact, performance management system was
particularly sponsored by the World Bank policy briefs and discussed in the recommendations
for civil service reforms across the African continent (Karyeija, 2012). Civil service reforms
were the final aspects of NPM, which focuses on the basic issues of internal organizations and it

is into this category that the performance management system falls (Minogue, 1998: 23).

It was on the basis of the foregoing reasons that the government of Ethiopia reformed the annual
confidential appraisal system and introduced a performance management reform policy in
Septemper 2001. However, during the early days of the reform implementation, a number of
major problems, such as failure to link individual performance management with institutional
strategies and objectives, a non-participatory approach in the development process of the system,
taking job descriptions as the sole basis of performance evaluation, the exclusion of important

criteria for performance measurement, e.t.c., were observed (Government of Ethiopia, 2003).

To overcome the above problems, the implementation manual was issued and training of trainers
was organized and provided for those who were expected to implement the program. To this end,
different workshops were organized and evaluations were made on the progress of the
implementation. However, the implementation evaluation report of 2004 revealed that the
implementation of the PM reform was not that much successful in attaining its intended

objectives. The major problems identified were:

- The ratings of employees’ performance were not based on concrete evidence;

- The development of the system was not based on strategic plans of the institutions;

- Important preconditions, like improvement in the working process and other systems,
attitudinal change in the work culture, adequate skill about the technicality of the new
system and appropriate information system were not in place;

- Lack of top management support was another challenge. Performance management
system, unlike other sub-programs, demands the commitment of the top management,
which is presumed to be lacking in the Ethiopian civil service, at large;

- The very concept of performance management was found to be wrongly perceived by the

civil servants. Though its main objective is to develop institutional as well as individual
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performance, the way the implementation process took place changed its objective and it
was taken as a political tool. This brought about resistance from civil servants.

(Government of Ethiopia, 2004).

Consequently, the government was obliged to establish a national training and implementation
taskforce to strengthen the implementation process with the specific task of providing process-
oriented consultation in the development and implementation of the system. Despite this effort,
subsequent evaluation reports from the task force (Government of Ethiopia, 2005, 2006) and
documented evidence from independent reports and researches (Abay, 2011; AH Consultant,
2010; Sirgut, 2006; Solomon, 2005) have indicated that the implementation of the system is at

best described as achieving of modest success.

Though the government reports and independent researches on the implementation of
performance management reform in Ethiopia may not be exhaustive and comprehensive enough
to certainly talk about the status of the reform institutionalization, one can reasonably make such
a statement of policy evaluation: While performance management policy initiatives have been

developed since 2001, the institutionalization of the reform remains problematic.

Why does this thing happen? Although explanations can range from lack of resources and skills
to political conditions as documented by the extant government reports and independent
researches in Ethiopia (Abay, 2011; AH Consultant, 2010; Government of Ethiopia, 2003, 2004;
Sirgut, 2006; Solomon, 2005), general theoretical literature on the relationship between
performance management and culture suggests that a successful institutionalization of the former
requires an understanding of those significant cultural factors and facts of the society in question.
More interestingly, it has been argued that the state-of-the-art of the human resource
management practices that originated in the Western world need to be modified or their modes of
implementation need to be ‘fit’ the cultural values and practices of employees in non-western
nations (Mendonca and Kanungo, 1996). Thus, examining administrative culture within the civil
service and its relationship with the institutionalization status of performance management

reform could be imperative.

Culture and its influence on management practices, especially private sector management, have

been well-addressed in the literature on the subject (Lunnan, et al., 2005; Vance, 2000).
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Unfortunately, this is not the same in the literature dealing with the public sector. Then, the
question that needs to be asked is whether or not culture affects the institutionalization efforts of

performance management in the public realm (Ohemeng, 2009).

It is important to note that various administrative interventions that the Ethiopian government
adopted to improve the performance of the civil service nation-wide have been evaluated (see,
for instance, AH Consultant, 2010). However, no attempt has been made either by scholars or by
practitioners to investigate and understand the relationship between the adopted interventions
and the administrative culture and whether or not administrative culture affects the now
prevailing institutionalization status of the adopted interventions. In other words, the evaluations
of all the reforms implemented in the past usually focus on whether the goals and objectives of
the reforms have been achieved, and they mostly fail to take account of the concept of

administrative culture.

In order to understand how the civil servants respond to reforms in general and performance
management reforms in particular, it is imperative to explore not only whether they are
enthusiastic or reluctant to go through the reforms but also why they respond the way they do
(Christensen, et al., 2007; De Waal, 2007; Gyorgy, 2004; Karyeija, 2012; McCourt and Foon,
2007; Ohemeng, 2009). From a cultural perspective, it could be interesting to find out whether or
not administrative cultural orientation of civil servants has an influence on the institutionalization
status of performance management reforms in the civil service. Hence, the present researcher
deems it imperative that a study of this nature be undertaken to understand the relationship
between performance management reform and administrative culture in the specific context of

the Ethiopian civil service.

In short, by focusing on administrative culture, the researcher hopes to find out if certain aspects
of administrative culture influence efforts geared to a successful institutionalization of
performance management reforms in the Ethiopian civil service with a particular reference to the

state level civil service of ANRS.
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1.4 Objectives of the Study

1.4.1 General Objective

The general objective of this study is to empirically examine the relationship between

administrative culture and institutionalization of performance management reform within the

state level civil service of ANRS.

1.4.2 Specific Objectives

The specific objectives of this study are:

To assess the extent to which performance management reform is institutionalized within
the state level civil service of ANRS.

To identify the main features of administrative culture within the state level civil service
of ANRS.

To examine whether or not administrative culture affects the institutionalization status of
performance management reform within the state level civil service of ANRS.

To highlight how the NPM-inspired performance management reform may be better

managed in relation to administrative culture in the civil service under study.

1.5 Research Questions

This dissertation attempts to address the above objectives by seeking answers to the following

research questions:

1.

To what extent is performance management reform institutionalized within the state level
civil service of ANRS?

What are the main features of administrative culture within the state level civil service of
ANRS as measured by the cultural dimensions of power distance, uncertainty avoidance,

individualism/collectivism, political bias/neutrality and performance orientation?

. Does administrative culture within the state level civil service of ANRS affect the

institutionalization level of performance management reform? Which cultural dimensions
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within the civil service do have a significant effect and on which aspects of the

performance management reform institutionalization?

1.6 An Overview of Research Methodology

This section presents an overview of the research methodology adopted for undertaking the
present research. Details are set out in chapter four. In order to achieve the main aim of this
research which requires an assessment of the institutionalization status of performance
management reform and features of administrative culture within the state level civil service of
ANRS so that empirical examination of the relationships between administrative culture and
institutionalization level of performance management reform can be undertaken, an overall

positivist orientation was adopted.

However, reliance on such a purely quantitative research approach may not be fully adequate to
elaborate complex phenomena such as culture and its relationship with management practices
(Kiessling and Harvey, 2005: 22). For this reason it was considered justifiable to incorporate
within this overall positivist paradigm an element of the qualitative approach to satisfy this

requirement for a conciliatory approach.

Therefore, in order to assess the institutionalization status of performance management reform
and features of administrative culture within the state level civil service of ANRS, as well as to
empirically examine the relationships between administrative culture and the institutionalization
level of performance management reform, the present study largely used quantitative data
obtained through survey and then utilized the qualitative data obtained through an in-depth

interview to elaborate upon the survey results.
1.7 Significance of the Study

This study investigates the relationships between administrative culture and the
institutionalization level of performance management reform in Ethiopia with a particular
reference to the state level civil service of ANRS. The researcher hopes that the findings of this
study will be useful for improving policy formulation and analysis in ANRS in particular and in

Ethiopia in general, as it demonstrates the importance of administrative culture in policy
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implementation. Such insights would also be useful for other developing countries, particularly
for those which have a similar administrative cultural context with the one investigated under the

present study.

Most importantly, this is the first study to focus specifically on the relationships between
administrative culture and the institutionalization of performance management reform in
Ethiopia. Other studies that have been done by scholars such as Solomon (2005), Sirgut (2006)
and Abay (2010, 2011) mostly focus on whether the goals and objectives of the reform have
been achieved. To the best of the researcher’s knowledge, there is no an objective discussion or
a structured attempt to investigate and understand the nature of administrative culture and its
relations with the institutionalization level of performance management reform in Ethiopia. For
that matter, there is a dearth of research on this subject in developing countries in general (De
Waal, 2007; Gyorgy, 2004; Karyeija, 2012; McCourt and Foon, 2007; Ohemeng, 2009). Hence,
this study was designed to partially fill the existing gap in literature and sheds light on the
connection between these two variables within the context of the state level civil service of

ANRS.

Since the NPM-inspired performance management reform has been conceived as a permanent
strategy geared towards improving the performance of civil servants in Ethiopia, it is deemed
appropriate that its extent of institutionalization and relationship with administrative culture be
understood, lest the problem of the intervention institutionalization is only attributed to other
factors that have little effect on the behavior and mindset of civil servants. This study, therefore,
departs from the commonly accepted ways of evaluating public sector reforms that have already
been undertaken, as it seeks to develop a proper understanding of the relationship between the
institutionalization of performance management reform and administrative culture. As such, it
contributes a new understanding to how NPM-inspired reforms, such as performance
management, could be managed to benefit the civil service in ANRS in particular and in Ethiopia

in general.

The overall lack of management skills and expertise often makes it less viable for developing
countries to develop complex structures such as sophisticated management systems. They,

therefore, concentrate more on introducing and copying tools and systems from the Western
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world which may not always be suited to local circumstances in developing nations. This raises
the question whether Western techniques like performance management systems are suitable for
developing countries. It is, therefore, interesting to note that a recent review of the last twenty
years of empirical research on management grounded in a cultural perspective showed that most
studies focused on developed countries (95 percent) and that only a small portion (five percent)
of the studies tried to test the cultural perspective of management in developing countries
(Farashahi, er al., 2005). As a result, there is little structural research on cultural effect on
management in developing countries, which is surprising because many of these countries offer a
highly dynamic environment which is a good testing ground for new theories, techniques and
concepts of business and management (De Waal, 2007; Ohemeng, 2009). Performance
management can be regarded as one of those theories whose validity needs to be tested in a
developing country’s context, as this context can be more dynamic and be completely different
from a developed country’s context (Ahmed, 2012; De Waal, 2007; Ohemeng, 2009). This study
is an attempt to explore and map out part of that very field. Thus, the study is theoretically
significant because it empirically examines whether or not administrative culture within the civil
service affects the institutionalization of performance management reform in Ethiopia, a

developing country.

Lastly, this study might help us to understand why public administration in developing countries
has experienced problems with the institutionalization of management strategies and techniques
imported from developed ones. Culture can be used as an explanatory variable in management
studies, as it can cause differences and affect the ‘transferability of management and
organizational practices’ (Lachman, et al., 1994: 40). Without an appreciation of culture,
management theories and practices adopted from outside the national setting of the organization
may be inappropriate to local needs and circumstances. As Lachman, et al (1994: 53) argue,
‘Imported’ practices may fail to take root or be ineffectively implemented, if they are

inconsistent with the culture of local settings’.
1.8 Scope of the Study

This study is limited in scope with the understanding that neither time nor money would allow

for a comprehensive study of administrative culture and its effect on the institutionalization of
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administrative reforms in the entire civil service of the Ethiopian government. Thus, the study is
restricted to investigating the relationships between administrative culture and the
institutionalization level of performance management reform within the state level civil service

of ANRS.

1.9 The Content of the Dissertation

The dissertation consists of seven chapters, including this chapter. The summary of the next six

chapters are given below.

Chapter Two reviews the literature on the theoretical terrain of performance management and
administrative culture and identifies performance management implementation challenges with a
particular focus on cultural barriers. The chapter also addresses the key concept of new public

management (NPM) and its relation with performance management system.

Chapter Three provides the theoretical and analytical framework of the study. The instrumental
and institutional perspectives of studying administrative reforms are discussed in this chapter.
This chapter establishes that there are supporting arguments and empirical evidences, albeit
arguments are cross-cultural in nature and empirical evidences are mainly anecdotal, to argue
that the institutionalization level of performance management reform in the civil service is
attributable in part to the administrative culture within the civil service. The chapter, finally,

presents the analytical framework that underpins the empirical work of the present study.

In Chapter Four, an outline of the research methodology adopted for undertaking this research is
presented; in this case a quantitative research methodology, with aspects of the qualitative
approach incorporated to support and improves the research design. Arguments are presented

justifying this choice of a conciliatory approach and the specific research methods.

Both Chapter Five and Chapter Six present the empirical data, i.e., analysis and interpretation of
the data collected from the state level civil service of ANRS. Chapter Five presents the survey
results on the institutionalization status of performance management reform within the state level
civil service of ANRS. The chapter also presents survey results on the features of administrative
culture within the state level civil service of ANRS along the cultural dimensions of power

distance, uncertainty avoidance, individualism/collectivism, performance orientation and
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political neutrality/ bias. The bivariate correlation between measures of administrative culture
and the institutionalization level of performance management reform is also presented in this

chapter.

Chapter Six explores the relationships between administrative cultural orientation of civil
servants and the institutionalization level of performance management reform within the state
level civil service of ANRS to determine whether or not administrative culture has an influence
on the institutionalization of performance management reform. The discussion under this chapter
addresses the influence that power distance, uncertainty avoidance, collectivism, political
neutrality and performance orientation cultural dimensions exert on the institutionalization level
of performance management reform within the state level civil service of ANRS. Further,
evaluation for existence of correlation between civil servants administrative cultural orientation
and their social background is also presented, with the intention being to get an insight into how

NPM-driven reforms should be managed in relation to culture.

After summarizing the entire research, Chapter Seven — the final chapter, outlines the main
findings of the research. A critical reflection of the entire research process, highlighting the
limitations of the research and aspects where there is potential for improvement, are provided.

The chapter concludes with some implications both for policy makers and for future research.
1.10 Summary

It is clear from the foregoing discussion that culture can be used as an explanatory variable in
management reform studies, as it can cause differences and affect the transferability of
management and organizational practices. Scholars have argued that uncritically transplanting
management processes and practices developed in the West to developing countries will doom
such processes to failure. Culture and its influence on management practices, especially the
private sector management, have been well addressed in the literature. Unfortunately, this is not
the same in the literature dealing with the public sector. The question that needs to be asked is
whether or not culture affects the institutionalization of performance management in the public
realm and it i1s within this context that this research is being undertaken. This chapter has set out
the objectives and the research questions of the study. The scope and the research methodology

to be applied are also briefly outlined.
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In line with the structure proposed for this dissertation, the following chapter presents the review
of related literature on the theoretical terrain of performance management and administrative

culture.
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CHAPTER TWO

LITERATURE REVIEW

2.0 Introduction

This chapter reviews the literature on the theoretical terrain of performance management and
administrative culture and identifies performance management implementation challenges with a
particular focus on cultural barriers. In doing so, it commences with the definition, evolution,
purposes, processes and values of performance management. The key concept of the new public
management (NPM) and its relation with performance management follows. Next performance
management reform in Ethiopia is profiled and the chapter then situates the conceptions of the
institutionalization of performance management reform in the context of the present study. A
literature review covering culture follows, the aim being to identify administrative cultural
dimensions that have great relevance to the investigation of administrative culture and its effects
on the subject of the present study. Finally, the chapter identifies the major challenges of the

performance management reform implementation with a particular focus on cultural barriers.
2.1 Performance Management: Overview, Definition, Evolution and Purposes

As organizations are human groupings constructed to achieve specific goals, their performance is
the total sum of the performance of individual employees in the organization. Traditional public
administration models did not pay significant attention to the measurement of performance (De
Waal, 2007; Dzimbiri, 2008). Individual employees were appraised confidentially, without
targets, and the approach was historical, with no opportunity to improve. Performance appraisal,
as appraisal in the traditional public administration model is called, laid much emphasis on
behavioral or personality characteristics, such as loyalty, dependability, punctuality, honesty and
so on, as central attributes for the evaluation of an individual employee. Individual performance
was never linked to departmental, divisional and organizational strategic goals and objectives

(De Waal, 2007; Dzimbiri, 2008).

The urge to evaluate, measure and monitor the performance of public institutions and employees
has been the concern of politicians, public sector managers and users of public services.

Consequently, interest in performance management and the need to develop appropriate
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performance management processes and measures has been increasing in the past two decades
(Bouckaert and Halligan, 2008; Dzimbiri, 2008; Ohemeng, 2009). In an effort to improve the
performance, efficiency, accountability and effectiveness of public sector organizations,
governments have adopted a variety of public sector reforms, and one of these is the performance

management system.

In the past, performance management has never been more critical of government, public sector
and not-for-profit organizations than it is today. For many organizations across the world,
performance management is on the top of their management agenda. To help this process along,
many governments have introduced legislations and frameworks to improve the management of

performance in government and not-for-profit organizations (Marr, 2008:2).

The term performance management (PM) has been variously defined by different authors.
However, most definitions frequently refer to performance management as a process of aligning
or integrating organizational and individual objectives to achieve organizational effectiveness
(Armstrong, 2009). Then, though there are many definitions of the term performance
management, for the purpose of the present study, presenting only some of them will suffice to
show their commonality and therby establish the conception of performance management in the

context of this study.

Performance management is a continuous and flexible process, which involves managers and
those whom they manage acting as partners within a framework that sets out how they can best
work together to achieve the required results. It functions as a continuous and evolutionary
process, in which performance improves over time. It provides the basis for regular and frequent
dialogues between managers and individuals about performance and development needs. It is
mainly concerned with individual performance but it can also be applied to teams (Armstrong,

2006, 2009).

Performance management is the system through which organizations set work goals, determine
performance standards, assign and evaluate work, provide performance feedback, determine

training and development needs and distribute rewards (Briscoe and Claus, 2008:121).

Performance management is communication: a manager and an employee arrive together at an

understanding of what work is to be accomplished, how it will be accomplished, how work is
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progressing toward desired results, and finally, after effort is expended to accomplish the work,
whether the performance has achieved the agreed-upon plan. The process recycles when the
manager and employee begin planning what work is to be accomplished for the next
performance period. Performance management is an umbrella term that includes performance

planning, performance review, and performance appraisal (Plachy and Plachy, 1988: 11).

Performance management is a formal management system that provides for the evaluation of the
quality of an individual’s performance in an organization. It is a process with a four-phase

model: performance planning, performance execution, performance assessment and

performance review (DelPo, 2005: 27).

Performance management is a system that enables employees to perform their roles to the best of
their abilities with the aim of achieving or exceeding established targets and standards that are
directly linked with the organization’s objectives (McDonnell and Gunnigle, 2009; Grote, 2002;
Pynes, 2004).

Wescott (1996:26) defines performance management within the public sector as a system which
links organizational goals to work plans, appraisal, capacity development, pay and incentives

for individuals and teams.

Performance management is a means of getting better results from the organization, teams and

individuals within an agreed framework of planned goals, objectives and standards (Armstrong

and Murlis, 1994:8).

The performance management is the process by which the company manages its performance in
line with its corporate and functional strategies and objectives. The objective of this process is to
provide a pro-active closed loop system, where the corporate and functional strategies are
deployed to all business processes, activities, tasks and personnel, and feedback is obtained
through the performance measurement system to enable appropriate management decisions

(Bitici, Carrie and McDevitt, 1997:47).

Performance management is a range of practices an organization engages in to enhance the
performance of a target person or group with the ultimate purpose of improving organizational

performance (DeNisi, 2000: 219).
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Performance management is a broad set of activities aimed at improving employee performance

(DeNisi and Pritchard, 2006: 258).

The essence of performance management is the development of individuals with competence and
commitment, working towards the achievement of shared meaningful objectives within an

organization that supports and encourages their achievement (Lockett, 1992: 5).

Performance management is about ‘directing and supporting employees to work as effectively

and efficiently as possible in line with the needs of the organization (Walters, 1995: 3).

It is clear from the above definitions that although there are some differences in the use of the
term performance management, most definitions frequently refer to performance management as
an integrated system where management and employees work together in setting objectives,

assessing and reviewing how these are being met, and rewarding good performance.

In this dissertation, performance management is defined as an integrated individual employee’s
performance assessment system that is based on the assertion that all work performance stems
from and is driven by the organization’s objectives. These are then broken into
Sfunctional/departmental objectives. Individual objectives shoot out from these and all are
monitored and reviewed on an ongoing basis with a formal review or appraisal conducted at

least annually. The results of this are then linked to reward and punishment.

Performance management represents a relatively new management concept with its roots
traceable to Anglo-Saxon management (Sparrow and Hiltrop, 1994). It was just as late as the
1980s that it truly emerged as a stand-alone concept (Armstrong, 2009; McDonnell and
Gunnigle, 2009).

Performance management evolved from the management by objectives (MBO) approach, first
popularized by Peter Drucker (1954) (Grote, 2002; McDonnell and Gunnigle, 2009; Rudman,
2003). MBO was a scientific approach with an emphasis on achieving results that were linked to

established targets. Management by objectives is a continuous process of:

- Reviewing critically and restating the company’s strategic and tactical plans;
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- Clarifying with each manager the key results and performance standards he [or she] must
achieve, and gaining his [or her] contribution and commitment to these, individually and
as a team member;

- Agreeing with each manager on a job improvement plan that makes a measurable and
realistic contribution to the unit and company plans for better performance;

- Providing conditions (an organization structure and management information) in which it
is possible to achieve the key results and improvement plans;

- Using systematic performance review to measure and discuss progress towards results;

- Developing management training plans to build on strengths, to help managers to
overcome their weaknesses and to get them to accept responsibility for self-development;
and

- Strengthening the motivation of managers by effective selection, salary and succession

plans (Armstrong, 2009: 26).

Both MBO and performance management hold a number of similarities, including the
requirements for distinguishable job-based goals and development objectives to be achieved
(Fowler, 1990). However, performance management has evolved considerably in the interim.
MBO tended to be only applied to management, whereas performance management is applied to
all staff — it seeks to integrate all organizational actors in the pursuit of improved performance

(Armstrong, 2009; McDonnell and Gunnigle, 2009; Rudman, 2003).

The purpose of performance management differs from organization to organization depending on
the objectives to be achieved. However, most authors do agree that it can serve two main
purposes in an organization, namely, developmental and administrative purposes (Armstrong,
2006; McDonnell and Gunnigle, 2009; Milkovitch, et al., 1991; Moussavi and Ashbaugh, 1995;
Rudman, 2003). In the case of administrative, the purpose is, on the one hand, to serve as a basis
for personnel decisions (on salary increases, promotions, transfers, termination and disciplinary
action), ensuring an equitable distribution of opportunities, avoiding prejudicial treatment of
protected minorities (Kreitner, 2006), advising employees on job performance and status of their
abilities, and documenting criteria for allocating organizational rewards (Rudman, 2003). On the
other hand, the developmental purpose serves to give feedback on performance to employees,

identify employees’ training needs, provide opportunity for organizational diagnosis and
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development, facilitate communication between employees and administrators, establish an
inventory of actual and potential performance within an organization and improve
communication about actual work and tasks between different levels of authority in the job
hierarchy (Pynes, 2004; Thomason, 1991). Besides, performance management assists
organizations in providing a basis for managing both organization’s and employees’
expectations. This is achieved by enabling individuals and organizations to clarify the nature of

the psychological contract between them (Armstrong, 2009; Longenecker and Gioia, 1992).

The performance management system under review in this study is rooted in Management By
Objective (MBO), and as an individual performance management tool, what occurs in these
types of perforformance management systems is that realistic goals drived from organizational
goals are set, plans are laid out to show how the goals will be achieved, and employees should
participate actively in both the goal-setting and action-planning stages. There is then a regular
review of individual progress towards the goals in a participative way with a formal review or

appraisal conducted semi-annually. The results of this are then linked to reward and punishment.
2.2 Performance Management: Process and Values

It can be argued that performance management is essentially a process, one of managing
performance. It can be regarded as a natural function of managing that involves the activities of
planning, monitoring, analyzing, reviewing and rewarding performances (Armstrong, 2009;
Bitici and McDevitt, 1997; Grote, 2002; McDonnell and Gunnigle, 2009; Price, 2000; Rudman,
2003; Sparrow and Hiltrop, 1994).

As stated before, the term performance management has been variously defined by different
authors. Likewise, different authors propose different steps, frameworks or models for
performance management. However, most authors frequently explain performance management
process to include the following steps: performance planning, performance review (regular and
formal), and rewarding and recognition of performance (Grote, 2002; McDonnell and Gunnigle,
2009; Price, 2000). Then, among the various models of performance management an attempt was
made to select and present only a few with the aim of showing their commonalities pertaining to

the subject under study.
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To begin with, McNamara (2008:183 -188) suggests fourteen (14) steps as the typical

performance management steps. They are generally followed in sequence, but rarely followed in

exact sequence. These typical steps in a comprehensive performance management system as

suggested by McNamara (2008: 183 -188) are numbered as below.

10.
1.
12.
13.

14.

Review organizational goals to associate preferred organizational results in terms of units
of performance, that is, quantity, quality, cost or timeliness.

Specify desired results for the domain as guidance; focus on results needed by other
domains.

Ensure that the domain's desired results directly contribute to the organization’s results.
Weight, or prioritize, the domain's desired results.

Identify first-level measures to evaluate if and how well the domain's desired results were
achieved.

Identify more specific measures for each first-level measure, if necessary.

Identify standards for evaluating how well the desired results were achieved (for
example, if performance is below expectations, meet expectations and exceed
expectations).

Document a performance plan including desired results, measures and standards.

Conduct ongoing observations and measurements to track performance.

Exchange ongoing feedback about performance.

Conduct a performance appraisal or performance review.

If performance meets the desired performance standards, then reward for performance.

If performance does not meet the desired performance standards, then develop or update
a performance development plan to address the performance gap.

Repeat steps 9 to 13 until performance is acceptable, standards are changed, the domain

is replaced, management decides to do nothing, etc.

Likewise, Torrington, Hall and Taylor (2008) suggest the stages of a typical performance

management as shown in figure 2.1 below.
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Figure 2.1 Stages of a Typical Performance Management System

Source: Torrington, ef al., (2008: 299).

Grote (2002:21) describes four steps as the typical performance management steps. They are

generally followed in sequence shown below (Grote, 2002:21):

Step 1: Performance Planning. At the beginning of the year, the manager and the individual get
together for a performance-planning meeting. In this an hour-long session, they discuss what the
person will achieve over the next twelve months (the key responsibilities of the person’s job and
the goals and projects the person will work on) and how the person will do the job (the behaviors
and competencies the organization expects of its members). They typically also discuss the

individual’s development plans.

Step 2: Performance Execution. Over the course of the year, the employee works to achieve the
goals, objectives, and key responsibilities of the job. The manager provides coaching and
feedback to the individual to increase the probability of success. He creates the conditions that
motivate the employee and resolves any performance problems that arise thereof. Midway
through the year—perhaps even more frequently—they meet to review the individual’s
performance, thus far against the plans and goals that they discussed in the performance-planning

meeting.
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Step 3: Performance Assessment. As the time for the formal performance appraisal nears, the
manager reflects on how well the subordinate has performed over the course of the year,
assembles the various forms and paperwork that the organization provides to make this
assessment, and fills them out. The manager may also recommend a change in the individual’s
compensation based on the quality of the individual’s work. The completed assessment form is
usually reviewed and approved by the appraiser’s boss. Others—perhaps the department head or

the compensation manager—may also review and approve the assessment.

Step 4: Performance Review. The manager and the subordinate meet, usually for about an hour.
They review the appraisal form that the manager has written and talk about how well the person
performed over the past twelve months. At the end of the review meeting they set a date to meet
again to hold a performance-planning discussion for the next twelve months, at which point the

performance management process starts a new.

As far as Price (2000) is concerned, the main components and steps of performance management

are as shown in Figure 2.2 below:

Figure 2.2 Components and Steps of Performance Management System

Source: Price, 2000: 181
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It is apparent from the above discussion that, many of the pertinent models for performance
management involve similar components and steps. Most of these models assert that the
formulation and cascading of the corporate’s strategic plan, performance agreement,
performance review and rewarding for performance are the building blocks of the performance
management system. These common steps of performance management have been best set out
based on the model of performance management system developed by Armstrong (Armstrong,
2009), as presented below in Figure 2.3, and will be briefly discussed under four different
headings in the pages that follow.

Figure 2.3 Performance Management Sequence

Source: Armstrong (2009:74)
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Formulating and Cascading of Organization Strategic Plan

One of the essential premises of performance management system is that the formulation and
cascading of strategic plan is an essential prerequisite for the successful performance
management (Armstrong, 2009; Marr, 2008; Price, 2000). Although there are numerous
definitions of strategic planning, most authors conceptualize strategic planning as a disciplined
effort to produce fundamental decisions and actions that shape and guide what an organization is,
what it does, and why it acts as it does (Hill and Jones, 1995; Marr, 2008). Typically, strategic
planning includes the following components: setting a vision for the organization; scanning the
external environment; assessing internal capabilities; and establishing goals, performance

measures, and implementation plans (Hill and Jones, 1995; Marr, 2008).

Price (200:181) argues that as long as integration is at the heart of the performance management
concept, the performance management system must start with the process of defining the vision
and mission and translating these into actionable goals and objectives of the organization. Many
authors agree with this presumption when they state that the performance management system
links organizational vision, missions, values and strategic goals to divisional, departmental and
individual goals, objectives and tasks/targets (Armstrong, 2009; Hanekom, et al., 1987; Hughes,
1998, 2003; Marr, 2008; McDonnell and Gunnigle, 2009; Rudman, 2003).

Strategic planning usually requires broad-scale information gathering, generation and exploration
of alternative courses of action, and an emphasis on the future implications of near-term
decisions, and, as such, it should be the role of top management of an organization (Hill and
Jones, 1995; Longenecker and Gioia, 1992; Price, 2000). However, while it should be the role of
senior executives and directors to formulate the strategic plan, this process should be one of
engagement with the wider employees to ensure understanding and clarity about strategy
(Armstrong, 2009; Marr, 2008; McDonnell and Gunnigle, 2009; Rudman, 2003). Marr (2008:25)
remark that ‘managing and delivering performance in an organization is about engaging
everyone in the strategy and its execution so that organizational performance becomes
everyone’s everyday job. The starting point for good performance management is therefore a
shared understanding and clarification of the strategic context of the organization. We cannot

expect people to understand and implement our strategy if they don’t know what the strategy is’.
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Once an organization’s strategic plans have been clearly formulated, the various teams
(departments/programs) within the organization must begin to work on the goals that they need
to reach in order to attain the organizational objectives laid out in the strategic plan
(Longenecker and Gioia, 1992; Price, 2000). A way to achieve this is by cascading the
organization-wide strategy with its objectives down into the organization in order to create
departmental and business unit objectives. These objectives can then be further broken down into
individual performance plans with a clearly articulated ownership and accountability (Katy,

2008; Marr, 2008; McDonnell and Gunnigle, 2009).

Thus, the starting point of a performance management system should be setting out the
organization’s missions, aims and values. Following this, the organization’s objectives are
identified, and these need to be intrinsically linked to, and support, the firm’s missions. These
objectives should be cascaded down into the organization in order to create departmental and
individual objectives. The end result should be integrated objectives across all organizational

levels and personnel.
Performance Agreement

Performance agreement is the bedrock of an effective performance management system (Grote,
2002:22). It involves the agreement between the manager and the individual on how the latter is
expected to perform in terms of results and behaviors (Armstrong, 2009; Grote, 2002; Rudman,
2003). It also incorporates any performance improvement plans that may be necessary, and a
personal development plan (Armstrong, 2006:259). It is argued that the performance agreement
should specify targets that are S.M.A.R.T (specific, measurable, achievable, realistic, and time-
specific). This enables the employee to feel a sense of accomplishment, as it is easy to check

whether a target has been attained (Erasmus and Van Dyk, 2003: 145; Gibb, 2002).

The agreement is the basis for managing performance throughout the year and for guiding
improvement and development activities. It is used as a reference point when reviewing
performance and the achievement of improvement and development plans (Armstrong, 2009;

Grote, 2002; Rudman, 2003).

Many authors agreed that communication, dialogue, and agreement between the manager and the

individual are at the heart of the performance agreement due to the ideology of arriving at jointly
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agreed goals and objectives (Armstrong 2009; Longenecker and Gioia, 1992; Grote, 2002; Marr,
2008; McDonnell and Gunnigle, 2009; Price, 2000). Grote (2002:72) rightly noted that: ‘One of
the primary reasons that formal performance review discussions are so awkward is that they are
conducted in a vacuum. If the manager and the individual haven’t had a good discussion about
requirements and expectations, if they haven’t talked about goals, if they haven’t had a
meaningful dialogue about core competencies, then it will be impossible for the manager to
honestly and ethically assess how well the individual has done in meeting those non discussed

objectives’.

Thus, performance agreement is not just a top-down process in which managers tell their
subordinates what they think about them, set objectives and institute performance improvement
plans. It is not something that is done to people. As Grote (2002) emphasizes, performance

management should be something that is done for people and in partnership with them.
Performance Review

Performance management is a continuous process that involves informal reviews as required and
formal review, as mandatory (Armstrong, 2009; Price, 2000). As Plachy and Plachy (1988:157)
explained: ‘Performance review occurs whenever a manager and an employee confirm, adjust, or
correct their understanding of work performance during routine work contacts.’ It is the best way
to manage performance. But it is still useful to have a formal review once or twice yearly. It is a
focal point and a ‘stocktaking’ opportunity for the consideration of key performance and
development issues and provides the basis for performance and development planning and

agreements (Armstrong, 2006, 2009).

Informal reviews are the processes by which performance is managed throughout the year
(Armstrong 2009; Longenecker and Gioia, 1992; Grote, 2002). Performance is reviewed as it
occurs by the individual as well as the manager, comparing what happened with what should
have happened. Informal feedback can take place whenever a manager comments on a piece of
work or an action taken by an individual at work (Armstrong, 2009; Grote, 2002; Rudman,
2003). Whenever appropriate, managers meet individual members of their teams to provide
feedback, initiate coaching or other learning activities, and agree for revised goals or any

corrective action required(Armstrong, 2009; Rudman, 2003).
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As Pynes (2004:245) rightly noted, it is important that employees receive feedback throughout
the performance management cycle, not only when it is time to review the formal evaluation.
Having ongoing reviews allows the employee to provide detail on how they are progressing and
the manager can provide details on any organizational changes that may impact on the
achievement of these objectives. It also allows one to see how their performance to date is being

viewed and what might be required to engender improved performance (Williams, 2002).

Formal reviews are meetings in which performance is analyzed more systematically. They
include an overview and analysis of performance since the last review, comparing results with
agreed expectations and plans (Armstrong, 2006, 2009). Other measures of an individual’s
performance may also be included in these performance meetings. In fact, some thinking goes so

far as to say that ‘360- degree feedback has, arguably, revolutionized performance management

for the better’ (Peiperl, 2001: 142).

The level of performance achieved is assessed so that individuals know where they stand, and in
many cases, it is rated (Armstrong 2009; Longenecker and Gioia, 1992; Grote, 2002). Formal
reviews are usually documented on paper or recorded on a computer (Armstrong 2009; Grote,
2002). They can provide the basis for decisions on performance pay, promotion, inclusion in
talent management development programs, training, performance and development plans, and

action to deal with poor performance (Armstrong, 2009; Marr, 2008).

Formal performance review happens on a one-to-one basis — a get-together of the manager and
the individual. This should be a conversation involving dialogue and joint analysis of
performance. It should be constructive and forward-looking, not a top-down judgmental affair

(Armstrong, 2009; McDonnell and Gunnigle, 2009; Price, 2000).

The review should be rooted in the reality of the employee’s performance. It is concrete, not
abstract, and it allows managers and individuals to take a positive look together at how
performance can be developed in the future and how any problems in achieving goals and
meeting performance standards can be resolved. The review should involve both the manager
and the individual. As Rudman, (2003:103) noted, a review made by a manager without any
discussion with the employee might fulfill an administrative need, but will have little impact on

the employee’s performance or motivation, or on the relationship between manager and
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employee. Therefore, individuals should be encouraged to assess their own performance and
become active agents for change in developing that performance (Armstrong, 2009; McDonnell

and Gunnigle; 2009; Price, 2000).
Rewarding Performance and Managing Underperformance

Rewarding high performers and managing under-performers is among the building blocks of the
performance management system (Gospel and Pendleton, 2005; Grote, 2002; Ketty, 2008;
Rudman, 2003; Pynes, 2004). Performance management system relies on the premises that
employees who are performing at high levels should be rewarded and those who fail to meet
performance standards should be provided with training or, if necessary, be dismissed (Pynes,

2004:225).

The performance management system provides management with important information for
making strategic decisions on employee’s promotions, training and development activities,
compensation decisions, and retention or separation (Gospel and Pendleton, 2005; Pynes, 2004).
Performance management system relies on performance reviews to make decisions on
performance related-pay, promotion and other rewards as well as to manage under-performers

(Armstrong, 2009; Keety, 2008; McDonnell and Gunnigle; 2009).

Many authors agree that no performance review has much point unless it leads to actions or
decisions (Gospel and Pendleton, 2005; Grote, 2002; Ketty, 2008; Marr, 2008; Rudman, 2003;
Pynes, 2004). Marr (2008) argued that, in order for performance management to be taken
seriously, performance must have consequences. Both good and bad performance must have
some sort of effect. If not, people will realize that performance management initiatives are not
really important and have no real meaning (Marr, 2008:222). Similarly, Keety (2008:45)
indicates that performance management system hopes to increase individual employee’s
productivity by giving managers the carrot of performance pay and the stick of under-

performance proceedings.

Notwithstanding the important role that rewarding performance and managing under-
performance play in the performance management process, some authors stress that although
performance management is an important part of the reward system, its developmental aspects

are much more important (Armstrong, 2009; Sparrow and Hiltrop, 1994; Torrington, et al., 2008;
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Williams, 2002). In fact, bodies of work have taken place arguing for and against the inclusion of
reward, particularly pay, in performance management system. The main argument for this is that
all parties take the process more seriously (Chase and Fuchs, 2008; Gunnigle, et al., 1998; Ketty,
2008; Rudman, 2003; Pynes, 2004), while the main argument against is that pay becomes the
central issue to the detriment of the developmental aspect of performance management
(Armstrong, 2009; Sparrow and Hiltrop, 1994; Torrington, et al., 2008; Williams, 2002). Linking
performance to pay is a market-based approach to gaining employee’s commitment, whilst
simultaneously helping ‘to align managerial interests with shareholder’s values and shift

downside risk to the employees (Gospel and Pendleton, 2005: 17).

It is clear from the preceding paragraphs that performance management system is based on the
assertion that all work performance stems from and is driven by the organization strategic plan.
These are then broken into functional/departmental objectives. Individual objectives shoot out
from these and all are monitored and reviewed on an ongoing basis with a formal review or
appraisal conducted at least annually. The results are used to reward performance and to manage

under-performance.

Moreover, the foregoing discussion on each component of the performance management system
clarified that values like involvement, dialogue and agreement are at the heart of the performance
management system and needs to be in place if the system is required to work in practice. These
values, as explained by Armstrong (2009) and Winstanley and Stuart-Smith (1996), refer to
beliefs that:

- The management of the organization has the overriding responsibility for creating the
conditions in which high performance is achievable;

- Everyone is concerned with the improvement of performance; it is the joint responsibility
of managers and their teams and they are mutually dependent on one another to attain this
purpose;

- People should be valued for what they are as well as what they achieve;

- The needs of individuals as well as those of the organization must be recognized and
respected;

- Individuals should be given the opportunity to express their views about the objectives

they are expected to achieve;
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- Individuals should understand and agree to the measures used to monitor their
performance and should be able to track their own performance against those measures;

- Individuals have the right to obtain feedback on their performance and to comment on
that feedback; and

- Individuals should know how and why decisions affecting them emerging from
performance reviews have been made, and should have the right to appeal against those

decisions.

These values are sound, straightforward and obvious enough (Armstrong, 2009; Winstanley and
Stuart-Smith, 1996), but they also represent one of the challenges to the implementation of the
performance management system across countries, as they are rooted in Western culture
(Fletcher, 2001; Mabey, et al., 1998: 149). Indeed, a number of scholars questioned the sustanied
applicability of Western management practices in developing countries and have called to
investigate the phenomenon of organizational culture as an explanatory variable in different
cultural contexts (Daniels, et al., 2004; Kamoche, et al., 2004; Lachman, et al., 1994; Mendonca
and Kanungo, 1996; Piercy, et al., 2004; Pollitt and Bouckaert, 2011). Thus, it is reasonable to
suspect that culture is ingrained and expected to influence the implementation of performance
management practices within a society’s cultural contexts. This issue will be further discussed in
this chapter. However, before that, it would be worthwhile considering how the performance
management concepts came to be practiced in the public sector under the rubric of new public

management.
2.3 New Public Management and Performance Management

Performance management is one of the administrative reforms that evolved in the West and has
been transplanted across-cultural borders into a variety of administrative settings (Dolowitz and
Marsh, 2004; Ingraham, 1997; Larbi, 1999, 2006; Ohemeng, 2009; Polidano, 1999; Pollitt and
Bouckaert, 2001; Vallance; 1999) including Ethiopia, inorder to improve the efficiency of a
country’s civil service. Administrative reform is defined as the deliberate use of authority and
influence to apply new measures to an administrative system so as to change its goals, structures
and procedures with a view to improving it to developmental purposes (UNDP, 2006:1). Khan

defines administrative reform as ‘those efforts which call for or lead to major changes in the
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bureaucratic system of a country intended to transform the existing and established practices,

behaviors and structures within it” (Khan, 1980:57).

Administrative reforms are deliberate, purposive and willed attempts to transform administrative
practices for better government (Caiden, 2007:43). They are part of a broader civil service
reform package that seeks to rectify the mistakes and unfulfilled promises made by bureaucrats
(Cheung, 2005). A civil service reform implies developing the capacity of the civil service to
fulfill its mandate and it is defined to include issues of recruitment and promotion, pay,

performance management and related matters.

Administrative reforms are continuously being transferred from one state to another. In this
respect, Ingraham (1997) points out that ‘Western reform solutions have found their way into the
reform agendas of nations in Eastern Europe, Asia and Africa under the rubric of new public
management’ (Ingraham, 1997:328). She further goes on explaining the commonality of such
reform ideas across national boundaries. Dolowitz and Marsh (2000) too agree that over the past
decade, the occurrences of such policy transfer, under the guise of new public management, have
increased. Many countries have used the new public management (NPM) guiding principles
during thel980s and 1990s to reform their public service (Caiden and Sundaram, 2004;
Dunleavy and Hood, 1994; Hughes, 1998; Polidano, 1999). Ethiopia has also followed this

reform path.

Hughes defines NPM as a ‘concerted program of public sector reform aimed at replacing
administration by management, replacing formal bureaucracy by markets and contracts as far as
possible, and reducing the size of the public sector’ (Hughes, 1998: 148). Dunleavy and Hood
(1994) argue that NPM constitutes a move away from the dominant paradigm—what they label
Progressive Public Administration—to two directions. First, it is lowering the concentration of
rules limiting the freedom of public officials handling resources (money, staff, contracts, etc.),
and second, it is removing the barrier between the public sector and the private sector in terms of

personnel, structure, and business methods.

NPM has become a collective term for a bundle of particular management approaches and
techniques, many of which are borrowed from the private-for-profit sector (Larbi, 1999:22). It is

a rising body of managerial thought (Ferlie, et al., 1996). Some writers (e.g. Pollitt, 1990) have
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even characterized it as an ideological thought system based on ideas generated in the private
sector and imported into the public sector organizations. NPM is inspired by economic theories
and normative values and is characterized by increased market orientation, devolution,
managerialism and the use of contracts (Christensen and Laegreid, 2005). It seeks equilibrium
between making the government efficient and accountable, on the one hand (Minogue, 1998:17),
and the creation of market mechanisms for the delivery of services, on the other hand (Hernes,

2005; Hughes, 1998).

Although there has been some debate over the precise nature of the NPM (Dunleavy and Hood
1994; Flynn, 2002), the classic formulation of it holds that it comprised seven doctrines (Hood,
1991:4-5). These are a) hands-on professional management; b) emphasis on explicit standards
and measures of performance; c) stressing the importance of output controls by focusing on
results rather than on procedures; d) dis-aggregation of units in the public sector by breaking up
large entities into corporate agencies in order to increase efficiency; e) greater competition in the
public sector through contracts and tendering; f) using private sector management styles in the
public sector; g) greater discipline and parsimony in resource use. It is from this broad
perspective that the concept of performance management is linked with the emergence of NPM,
particularly with points (a), (b) and (c). In this respect, Taylor (2001: 179) observes that the
performance management concepts correspond in a significant manner with the new public
management model, with regard to their components and values. Taylor then outlines the key

elements of both as follows:

- Importance of line manager;

- Emphasis on performance and its measurement;

- Employee’s commitment through individualization/incentivization;
- Strategic integration; and

- Flexibility.

Mosley (2008) concurs with the foregoing observations and even presents this linkage aptly
when he states that, under NPM performance management is usually applied within the

framework of management by objectives (MBO), which, according to Mosley (2008) entails:
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- The definition of a limited number of organizational goals and corresponding
performance indicators;

- Delegation of performance targets to subordinate levels of the organization;

- Flexibility in the sense of low density of generally binding bureaucratic rules and
procedures. Managers and operating units at regional and local levels are relatively free
in their choice of strategies and programs to achieve the agreed performance targets for
their units; and

- Monitoring and controlling performance against targets. In contrast to traditional
bureaucratic administration, the emphasis is on outputs/outcomes against targets rather

than on controlling inputs and adherence to detailed regulations.

In fact, many authors explicitly positioned performance management as one of the key elements
of NPM and the concept has become an issue of central and critical concern to political leaders
and public and private sector managers (Bouckaert and Halligan, 2008; Hood, 1991; Hope, 2002
Larbi, 1999, 2006; Ohemeng, 2009; Polidano, 1999; Pollitt and Bouckaert, 2011). The reason, it
has been argued, is that the success of reform policies depends on the competence with which
they are applied to measure organizational and individual efficiency. Furthermore, it is believed
that the success of all other reform policies, such as privatization, contracting out, partnerships,
civil service restructuring and introduction of competition in public services and so on, depends
on their application to the measurement of both organizational and individual performance as an

instrument to assess the success of reforms in developing countries (Ohemeng, 2009).

Having discussed the link between NPM and performance management, the performance

management reform in Ethiopia has been profiled under the next section.

2.4 Ethiopian Civil Service and Performance Management Reform

The Ethiopian civil service is a century-old, initially organized in the crude form of the 20th
century European civil service model (Alemayehu, 2001:2-4). As civil service is the reflection of
the country’s political and economic system, it is expected to serve the purpose of the incumbent
government of the country. The 1960s are taken as a remarkable period in the history of the
Ethiopian civil service. During this time, Emperor Haile Selassie undertook a series of

institutionalization and restructuring measures. His aim was focused mostly on bringing about an
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effective and efficient civil service governed by homogeneous rules and procedures. The civil
service made structural and functional changes during this political period, especially after the
issuance of the Public Services Order No. 23/1961, which was later amended by Legal Notice
No. 20/1962 and created the Central Personnel Agency (CPA) currently named Ministry of Civil
Service (MOSC). It is an organ of the Federal Government Administration, which is responsible
in all matters related to federal civil servants’ recruitment, selection, promotion, transfer, salary
increment, position classification, salary scale and exclusive right to issue regulations after

approval by the council of ministers (Alemayehu, 2001:2-4).

Notwithstanding all the positive things presented in the preceding paragraph, there were
significant problems in the civil service of the imperial period in Ethiopia. These were the lack of
strong participation from the concerned organs, especially in the preparation of position
classification, salary scale and job descriptions, and lack of trained personnel to prepare these
things and an inclusive policy as well. Furthermore, the absence of strict devotion to the civil
service rules and regulations and of political intervention in personnel matters were seen as the
chronic problems of the imperial era (Paulos, 2001:7), which was replaced by the Dergue (1974-

1991), as the nature of its civil service has been assessed hereafter.

To begin with, the Dergue was a highly centralized unitary government following a Soviet-
inspired centralized economic planning and command economic system. Throughout this period,
there were no fundamental reform measures propagated to change or modify the functioning and
management of the civil service. Except for the introduction of a few reform measures, the civil
service operated under the various orders and decrees issued during the reign of Haile Sellassie

(Paulos, 2001:7)

As Atkilt (1996: 46-47) puts it: ‘although it continued to be directed by identical administrative
rules and regulations, the civil service excessively grew in volume and quantity and it was
centralized and at the same time not structured. The civil service was neglected; political
attachment and patronage rather than meritocracy were prevalent; discharge of civil servants was
based on political ground. There was also low morale of civil servants due to incommensurable
pay and working conditions’. Moreover, during the Dergue regime the rate of corruption had

escalated until it becomes uncontrollable. Outright plunder, giant commissions, bribes, and
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misappropriation characterized the period. Consequently, the above-stated problems could give

rise to the fall of the administrative system of the Dergue regime.

In 1991, the incumbent government seized power. The political and economic systems of the
government became multi-party democracy and market-driven economy respectively. The
changing role of government witnessed federalism and devolution. Therefore, the role of the
civil service is changed. The main role of the civil service is to serve the incumbent government
impartially and competently. Therefore, introducing a civil service reform that works for
Ethiopia was a top agenda of the government (Abay, 2011; Sirgut, 2006). Right after coming to
power, the current government of Ethiopia (i.e., EPRDF) initiated a first phase (1991-1996) to
overhaul and enhance the civil service system through a retrenchment and redeployment program

(Government of Ethiopia, 2001a).

In 1996, the government established a task force aiming to assess problems in the civil service
system and to recommend plans forwards. The task force found that the orientation, attitude and
work practices of the bureaucratic machinery were ill-suited to the needs of the new policy
environment of the country. Some of the problems included lack of clear national service
delivery policy; attitudinal problems; insufficient recognition of citizens’ rights; lack of
accountability; excessively hierarchical organizations; giving priority to the convenience of
providers, not users; more concern on inputs and routine activities, less on achieving tangible
outputs; lack of consultation with clients, and lack of complaint-handling mechanism

(Government of Ethiopia, 2001a).

Consequently, the government initiated its second phase (1996-2003) program in the form of a
Comprehensive Civil Service Reform Program (CSRP) that included five major sub-programs:
top management system reform, human resource management reform, expenditure management
and control reform, ethics reform, and public service delivery reform. Of particular interest here
is the performance management reform which is part of the human resource management reform

sub-program.

In line with the recommendation of the task force regarding what could be done to address the
problems of the annual confidential system of employees’ performance evaluation, the

government introduced a performance management reform policy in September 2001. The
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Ethiopian civil service employees’ performance evaluation system was for many years based on
the annual confidential report, which was a closed system of assessing individual performance

(Government of Ethiopia, 2001b, 2001c).

The task force noted that civil servants needed to be assessed on their actual performance in
relation to well-defined targets and tasks agreed upon between themselves and their supervisors.
Otherwise, as the task force argued, the closed appraisal system was based on a subjective
assessment which only considered behavior and personality, but was untenable as an effective
measure of individual performance. The task force, therefore, suggested that in order to motivate
civil servants to perform and increase general productivity, a performance measurement tool that
could link results to specific civil servants should be introduced (Government of Ethiopia,

2001b).

Another compelling reason to change the appraisal system was because it was ‘closed’, that is,
the appraised individual never received feedback on how he or she fared in the appraisal. The
task force’s report indicated that because the annual confidential appraisal system was strictly
confidential, it was open to abuse. Since it was inaccessible to the objects of the appraisal, it was
susceptible to favoritism, corruption and tribalism. This, the task force argued, would undermine

the very essence of the performance management system (Government of Ethiopia, 2001b).

There was also a third reason for reforming the appraisal system. Given that the introduced
performance management was not unique, the task force’s report indicated that it was a result of
learning about best practices from elsewhere. In fact, performance management system was
particularly sponsored by the World Bank policy briefs and discussed in the recommendations
for civil service reforms across the African continent (Karyeija, 2012). Civil service reforms
were the final aspects of NPM, which focuses on the basic issues of internal organizations and it

is into this category that the performance management system falls (Minogue, 1998: 23).

It was on the basis of the foregoing reasons that the government of Ethiopia reformed the annual
confidential report system and introduced a performance management reform policy in 2001.
With this policy, the government of Ethiopia aims to start a process whereby performance
management will form an integrated part of its activities. The objective of this policy on

performance management is to provide guidelines for civil service institutions on how individual
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civil servant’s performance should be managed. The goal of the performance management
system within the civil service is to appraise, manage, develop and reward individual
performance based on predefined results, in order that the individual would ba able to contribute
to the achievement of organizational goals and objectives. As per this performance management
policy, the information obtained through the performance management system shall be used to
inform about decisions on rewards, promotion and skills development of employees

(Government of Ethiopia, 2001c¢).

Within the extant body of literature on the human resource management, performance
management is mainly concerned with individual performance, but it can also be applied to
teams (Armstrong, 2009:73). Similarly, the Ethiopian government policy on performance
management is mainly concerned with the performance of individual staff members. With this
policy, individual performance will be managed in a six-monthly cycle, implying two such
cycles in a financial year. The performance management process consists of three steps. Step 1
involves planning for performance and focuses mainly at the organizational level. Step 2
involves translating organizational objectives into individual objectives and targets and Step 3 is
the assessment of performance (Government of Ethiopia, 2001c). Each of these steps has been

described in the respective headings that follow.
Step 1: Planning for Performance

Both supervisor and subordinate should understand the vision, mission and strategic objectives
of the organization, the significance of the performance management, how it is conducted in the
organization and what influence it could have on the staff member’s future. The supervisor
should communicate to the staff member how the strategic direction of the organization for the
year translates into requirements for the project/department he or she supervises and for the job
of the staff member, in turn. Therefore, the following shall be in place and up to date in order for

the manager to be able to plan and manage the performance of a staff member:

- The strategic plan of the organization,;
- The objectives for each project/department; and
- A job profile for the staff member’s job, which incorporates the job description and job

specifications.
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Step 2: Individual Objectives (Performance Agreement)

The performance management system links the objectives of the organization with the
operational activities of each individual to ensure increased, efficient and effective service
delivery. Objectives or targets are the means of stating what is to be achieved by an individual as
well as how it is linked to the broader objectives of the organization. Objectives specify in
precise terms how an individual is going to contribute to the organization in reaching its

objectives.

In this phase of the process, the expected results or outputs that the staff member will be
responsible for in the next 6 months are defined. Specific objectives and standards of
performance must be defined. Performance measures and indicators that enable the supervisor to
assess the extent to which objectives and standards of performance have been achieved must also
be identified. Both supervisor and subordinate must jointly discuss and agree for the objectives,
standards and performance measures and express their agreement in signature. Training,
development and support that the subordinate will need to enable him/her to reach the agreed

upon objectives must be discussed, identified and agreed by both parties.

The objectives on which the staff member will be evaluated and training, development and
support that the subordinate will need to enable him/her to reach the agreed upon objectives
should be established through a process of consultation between the individual and the
supervisor before the commencement of the evaluation period, and all of these should be clearly
documented in the form of a performance agreement. Both parties should express their
agreement in signature. Objectives should be based on the strategic plan of an organization,
departmental objectives and individual’s job description, and they should be specific, clear,
measurable, result-oriented, achievable, with expected outcomes, performance standards and

time-scales linked to each objective.
Step 3: Performance Assessment (Performance Review)

Performance should be monitored and assessed in order to: determine the progress made or
obstacles faced in achieving objectives and targets; enable supervisors and subordinates to deal

immediately with the performance problems; identify and provide the support needed; modify
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objectives and targets; and ensure continuous learning and development. Performance should be

reviewed both informally and formally, as briefly presented below.
Informal Assessment

Part of the process of the performance management is the continuous monitoring of performance
by both the supervisor and the subordinate. The supervisor must meet informally with the staff
member as and when required to manage performance. In this regard, performance will
continuously be informally assessed to enable supervisors and subordinates to identify and meet

development and improvement needs as they arise.
Formal Assessment

For effective performance management, performance must also be reviewed more formally and
systematically on defined basis. Performance management aims to optimize an individual’s
excellence and achievement, in order to contribute to achieving the organizational goals and
objectives. Two formal bi-annual performance assessments must take place. During the formal
assessment session, the supervisor and the subordinate must systematically review the
performance delivered within the specific period in line with agreed objectives. The supervisor
must give the subordinate constructive and systematic feedback on his/her performance and
development over the specific period of time. Feedback from peers shall be in place whenever
necessary. The formal assessment session must also allow the staff member to give critical
feedback to the supervisor in particular and to organization in general. Feedback must be
summarized in writing and signed by both parties. Staff members have the right to refuse to sign
a performance assessment results if they are not satisfied and should then use the grievance
procedure. Since the bi-annual performance assessment session also involves planning for the
following period, it should also entail a robust discussion on the future performance between the

supervisor and the subordinate.

The formal performance assessment session is also a formal overview of progress made in
reaching objectives and targets and, therefore, it involves the evaluation of the existing

performance agreement and rating of the employees’ performance accordingly. The rating shall
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make use of the following categories of performance: ‘outstanding’; ‘above satisfactory’;

‘satisfactory’; and ‘unsatisfactory’.’

It is on the basis of the above-mentioned performance levels that each civil service institution
should decide as to whether employees should be promoted to a particular post within the
organization or the civil service at large; whether they need specific training to enhance their
performance; whether they can be confirmed or whether the probation period should be
extended; and, most importantly, whether they deserve any monetary rewards for the manner in
which they execute their duties and responsibilities. Employees who are rated at ‘outstanding’ or

‘above satisfactory’ performance levels shall qualify for the monetary rewards.

For staff members who fail to meet the required standards of performance ( rated
‘unsatisfactory’), the supervisor in consultation with the authorized body of the organization
shall consider further training and consultation to the staff members in question or initiating
disciplinary actions including dismissal. Any of these alternative courses of action must be
subjected to due analysis of the reasons behind the staff member’s failure to meet the required

standards of performance.

So far the government of Ethiopia has issued two performance management directives with the
purpose of ensuring the activities and actions prescribed in the above performance management
policy are a normal business of the employee’s performance management in the civil service.
The first directive was issued in 2001 and the second and most recent being the civil servants’
performance management directive 2011, issued in October 2011. These performance
management directives, in line with activities and actions prescribed in the original policy,
provide detailed procedures in relation to how performance planning (performance agreement),
performance review and rewarding high performers and managing under-performers should be
undertaken in the civil service. Table 2.1 presents major provisions as stipulated in the most

recent performance management directive.

> Since October 2011 performance ratings in Ethiopian civil service have been made to include the use of multi-
source (subordinate, superior and peers) competence ratings in which each employee’s competence is measured
against three civil services-wide competence criteria, i.e., participation in feedback, attitude towards rent-seeking
and work ethics. And a result thereon accounts for 40% of an individual’s total performance evaluation results
(GOE, 2011).
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Table 2.1: Civil Servants®Performance Management Directive 2011

Provisions on performance agreement

Section (1) Article (4) stipulates the following basic governing principles in relation to performance plan (i.e.,
performance agreement between a supervisor and his/her subordinate on what the latter is expected to perform and
development plan thereon) in the civil service:

- Performance plan of civil servants should consider strategic plan of the organization, departmental goals in
which they work and their job description.

- Performance plan of civil servants should be a result of open dialogue and joint discussion between the staff
and their supervisors.

- Civil servants should set work objectives that are challenging and measurable in terms such as volume, time,
units, cost, etc.

- Employees should openly discuss with the supervisor on the training and development requirements and other
areas where further assistance is needed.

Section (3) Article (16) stipulates the following duty and responsibility of an employee during performance
agreement:

- Employee should engage in joint discussion with his or her supervisor while agreeing on performance targets
by considering organizational plan, departmental goals and his or her responsibility.

- Employee should prepare a performance development plan, i.e., support (training and other performance
development assistance) that he or she needs to achieve agreed targets and should jointly discuses and agree
for these with his or her superior.

Section (3) Article (14) stipulates the following duty and responsibility of a supervisor during performance agreement:

- Supervisor should prepare a performance plan (goals to be achieved) for each subordinate under him/her by
considering organizational plan, departmental goals and subordinate’s responsibility and should jointly
discuses and agree for the same with the subordinate.

Section (3) Article (13) stipulates the following duty and responsibility of government organizations in relation to
performance plan:

- Each government organization should device mechanisms for the functionalities of its employee’s

performance development plan.
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Table 2.1: Civil Servants®Performance Management Directive (Continued)

Provisions on performance review
Section (2) Article (8and 9) stipulate the following provisions in relation to how performance review should look like
in the civil service:

- Supervisor and employee should regularly discuse performance progress on agreed goals preferably on bi-
weekly bases.

- Performance progress discussion between the supervisor and employee should focus on both observed
strengths and weaknesses.

- Supervisors should give continuous feedback and performance improvement suggestions to their subordinates

- Employees should exchange critical feedback whenever requested to do so.

- Formal performance appraisal should take place twice a year, i.e., at the end of January and July

- Supervisor and employee should discuss performance achievements based on agreed goals and the discussion
should identify both strengths and weaknesses and this should be documented and signed by both parties.
Any disagreements here shall be referred to the supervisor of the manager appraising or the head of
department.

- Supervisor and employee should discuss on performance plan for the next performance period during formal
performance appraisal

Provisions on rewarding performers and managing under-performers
Section (2) Article (11) stipulates the following provisions in relation to rewarding high performers and managing
under-performers in the civil service:

- Employee with performance rating of ‘outstanding’ (95-100 points) and ‘high’ (80-94.9 points) shall qualify
for the available rewards (for instance money, prize, further education opportunity and so on). Monetary
reward is subjected to the availability of funds

- Employee with performance rating of ‘weak’/’unsatisfactory’(less than 60 points) should be provided with
performance improvement training and consultation.

- Employee who has two consecutive ‘weak’ performance rating should ceases his or her services

Source: GOE, Civil Servants’ Performance Management Directive 2011
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It is apparent from the above performance management directive that the performance
management policy which was in effect from 2001 onwards has been conceived as a permanent

strategy geared towards improving the performance of civil servants in Ethiopia.

It is also clear from the preceding discussion that the performance management policy that the
Ethiopian government attempts to institutionalize within the civil service from 2001 onwards is
rooted in performance management approach known as management by objectives (MBO) and is
similar with the Western-rooted performance management system that was discussed in section
2.3 of this chapter. Hence, it is in the light of this policy context that the Ethiopian civil service
experience on institutionalization of performance management reform should be understood and
appraised. Therefore, as shown in the next section, the operationalization and assessment of
performance management institutionalization in the present study uses the above policy

framework as a frame of references.

2.5 Performance Management: Institutionalization

When New Public Management-oriented reforms are implemented in public organizations, there
are different ways to assess the effects of these reforms. One rather a broad approach is to look at
whether the reforms have changed the decision-making behavior of central political and
administrative actors or their role enactment in general (Christensen and Laegreid, 2005; Pollitt
and Bouckaert, 2011). Often the focus in such studies is on whether reforms have resulted in
changed patterns of influence and on how they have affected political control and democracy.
The second approach is to examine the institutionalization of new management systems
connected to NPM (Christensen and Laegreid, 2005; Pollitt and Bouckaert, 2011). One of such
central systems under review in this study is performance management system. Now the question

1s, what do we mean by the institutionalization of this system?

The common standard dictionary definition of the term institutionalization is plainly ‘to make
something an established custom or an accepted part of the structure of a large organization or
society because of having existed for so long’. Based on this definition, institutionalization can
be considered as carrying out of deliberate and sequential set of activities directed towards

putting a strategy or a policy into effect in a regular base, making it occur in sustainable manner.
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While the conceptualization of the term institutionalization might be different in a number of
works, there is a consensus among scholars on the usage and conceptualization of the term in
relation to reforms (Cummings, et al., 2001; Faizal, 2005; Kereji, 2011; William, 2003). E.
William in his study ‘institutionalization of police reform’ defines institutionalization as ‘an
expression of how well the organization has adopted the reform’. Is the reform business as usual?
Is that just the way we work? He further goes on to explain that ‘Institutionalization of a reform
occurs when the reform becomes a way of regularly conducting reform business’ (William,
2003:124). In a similar vein, Cummings and his colleagues define institutionalization of a reform
as ‘getting those prescribed activities and actions of the reform endure in an organization’
(Cummings, et al., 2001:47). They also add that institutionalization of reform occurs when the
reform becomes a routine way of conducting reform business and when certain values, norms,
and structures associated with the reform are incorporated into an organization (Cummings, et
al., 2001:47). Faizal (2005) and Kereji (2011), focusing on institutionalization of performance
appraisal reform in the civil service, define institutionalization of performance appraisal reform
as the extent to which rules, regulations, actions and activities prescribed in the appraisal reform

W ) ) i e,
become a regular way of managing employee’s performance in the civil service

It can be deduced from the foregoing paragraphs that, the evaluation of the success or failure of
reform institutionalization should focus on assessing the extent to which the reform prescribed
activities and actions become a routine way of conducting reform business, in our case the
activities of managing employee’s performance. The extant evaluative researches on the
institutionalization of performance management reforms in developing countries also support
this understanding of policy institutionalization (see, for instance, Commonwealth Secretariat,
2010; Faizal, 2005; Kereji, 2011). Thus, to establish the concept and for the purpose of this
research, examining the institutionalization of performance management reform is meant to
evaluate the extent to which activities and actions prescribed in the performance management
reform policy (regulatory frameworks) are routinely carried out by civil servants and thus
become the normal and usual practices of employees’ performance management practices within
the civil service under investigation. Accordingly, the successful institutionalization of
performance management reform in the present study means the following (see section 2.4 for

details on the policy contents):
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1. Performance agreement is a norm within the civil service. This includes:

- Manager and subordinate always engage in open dialogue while determining
goals or objectives that the latter is expected to perform;

- Manager and subordinate’s agreement on goals or objectives is always based on
the strategic plan of an organization and departmental goals

- Agreed goals or objectives are result-oriented and stated using ‘SMART’
mnemonic, i.e., specific, measurable, achievable, realistic and time-bound (i.e.,
mutually agreed performance criteria are result-oriented and based on ‘SMART”’
mnemonic); and

- Manager and subordinate always engage in joint discussion while determining
training, development and support that the latter needs to meet the agreed goals

and the organization acting accordingly.
2. Performance review is a norm within the civil service. This includes:

- Manager and subordinate regularly engage in genuine discussion on the
performances of the latter throughout the performance period (i.e., manager and
subordinate jointly asses performances and fix problems as they arise);

- Manager always provides critical face-to-face feedback to the subordinate at times
of events;

- A manager regularly encourages and assists subordinates through coaching and
mentoring throughout the performance period (i.e, managers’ function as coach
and mentor);

- Manager and subordinate always engage in a conversation involving dialogue and
joint analysis of performance while conducting formal performance review (i.e.,
formal performance review is participatory rather than a top-down judgmental
affair);

- Manager and subordinate’s discussion on formal performance review usually
focuses on planning for the future rather than simply dwelling on the past (i.e.,
formal performance review is future-oriented);

- Manager and subordinates are usually critical in their exchange of feedback while

conducting formal performance review;
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- Employees always give honest and critical comments on the performance of other
employees whenever required ( 1.e., genuine peer evaluation is in place); and
- Manager evaluates the performance of subordinate only on the base of agreed

performance criteria.

3. Rewarding high performers and managing under-performers is a usual practice within the

civil service. This includes:

- Employees who are meeting or surpassing agreed performance are provided with
financial or non-financial rewards (i.e, high performers are rewarded);

- Subordinate’s entitlement to promotion is based on his or her accomplishment of
agreed performance and organization acting accordingly (i.e., promotion is based
on individual performance rather than other criterion);

- Employees who fail to meet agreed performance are provided with the necessary
support and training (i.e., under-performers provided with training that alleviates
the performance gap); and

- Manager invokes disciplinary actions including dismissal against subordinate who
received the necessary support but failed to meet the agreed performance and

organization acting accordingly (i.e., poor performers are penalized).

It is worth to mention that the above activities and actions, which are included in the
performance management policy of Ethiopian government, are similar with the Western-rooted
performance management system that was discussed in section 2.3 of this chapter. The main
proposition of this study, institutionalization of performance management reform may suffer
from administrative cultural incompatibility, arises from such similarities. Keeping this in mind,
it is imperative to have a clear understanding of the phenomenon of administrative culture as

briefly assessed under the subsequent section.
2.6 The Phenomenon of Administrative Culture

Clearly, there are supporting arguments and empirical evidences, albeit arguments are cross-
cultural in nature and empirical evidences are mainly anecdotal, to argue that the
institutionalization level of performance management reform in the civil service is attributable

in part to administrative cultural orientation of civil servants (see sections 2.7 and 3.5). This
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represents the main proposition that this research seeks to explore. As a first step in this
direction, it is necessary to understand the theoretical and practical implications of this

phenomenon of administrative culture as attempted to show in the subsections that follow.
2.6.1 Administrative Culture: Definition

Before defining administrative culture, we must be clear about what culture is. Culture is a
phenomenon that encompasses people’s behavior patterns, solutions to problems, moral values,
ethnic consciousness, attitudes and traditions (Karyeija, 2012). Culture can be defined as a
pattern of shared basic assumptions that was learned by a group as it solved its problems of
external adaptation and internal integration, that has worked well enough to be considered valid
and, therefore, to be taught to new members as the correct way to perceive, think, and feel in

relation to those problems (Schein, 2004:17).

Another well-known definition takes culture to be patterned ways of thinking, feeling and
reacting, acquired and transmitted mainly by symbols, constituting the distinctive achievements
of human groups, including their embodiments in artifacts (Kroeber and Kluckhohn, 1978 cited
in Hofstede, 2001). This definition is akin to Bodley’s (1994) simplified representation of culture
as ‘what people think, what they do, and the material products they produce’.

According to Tayeb (1988:42), ‘Culture is a set of historically evolved learned values, attitudes
and meanings shared by members of a given society’. While Hofstede (1997) refers to culture as
the collective programming of the mind, which distinguishes the members of one group or
category of the people from another, Fays (2003) considers it as complex set of shared beliefs,
values and concepts which enables a group to make sense of its life and provides it with
directions on how to live. Culture is also defined as shared motives, values, beliefs, identities and
interpretations or meanings of significant events that result from common experiences of

members of collectives that are transmitted across generations (House, et al., 2004: 15).

Other researchers are also taking a broader view of culture. Leung and his colleagues (citied in
House, et al., 2006) have recently introduced the notion of social axioms, which they define as
general beliefs. Therefore, culture could mean shared views, perceptions, beliefs, values, and

practices that characterize a given society.
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The notion of culture can be applied to any size of social unit like at the civilization level, e.g.,
Eastern and Western cultures, at country level, e.g., Mexican culture and Indian culture, within
country level, e.g., ethnic culture, occupational culture and administrative culture (Schedler and
Proeller, 2007). Out of these, the main concern of this study is administrative culture as indicated

by the heading of the present subsection.

Many definitions of administrative culture have been elaborated before: Pollitt and Bouckaert
take administrative culture to refer to beliefs, values, attitudes and expectations that the civil
servants have about what is ‘normal’ and ‘acceptable ’ in that organization— the way they do
things in the civil service. It, therefore, provides the context for ethical relations within the public
sector (Pollitt and Bouckaert, 2011: 68). Karyeija defines administrative culture as the shared
values, beliefs, norms, traditions and practices of civil servants (2012:4). Administrative culture
is understood as a pattern of beliefs, attitudes, and role understandings that prevail among
members of the public service (Schroter and Rober, 1997: 110). Henderson sees it as ‘the general
characteristics of public officials, i.e., shared values, attitudes and beliefs’ (Henderson 2005:41).
Zhuplev and Shein believe administrative culture manifests itself in behavioral norms, adopted
and adhered to by participants of the governance process at the macro and micro levels (Zhuplev

and Shein, 2005:109).

Wilson defines administrative culture as a persistent way of thinking about the central tasks of an
organization and the human relationships within it (Wilson, 1989:110). Anechiarico explains it
as a transmissible pattern of beliefs, values and behavior in a public service organization that
concern the organization’s role and relationship to the public (Anechiarico, 1998: 16). It has also
been described as the interpretative profile of the significant underlying structure, which includes
practices, shared views, and value systems amongst functionaries; it is embedded in the way
societies address and interpret their problems and includes the collective reflection and sharing

of historical memories, myths and symbols, as well as past cleavages (Nef, 2005:232).

From the preceding definitions, it becomes apparent that administrative culture is all about the
values, beliefs, norms and practices of civil servants. Thus, administrative culture in the context

of this dissertation refers to values, beliefs, norms and practices of civil servants.

62



2.6.2 Administrative Culture: Operationalization

Administrative culture is a promising candidate as an explanatory factor of performance
management reform patterns — despite the concept ‘administrative culture’ being inherently
difficult to measure and operationalize (Gyorgy, 2004:498). There is the need to have a clear
understanding of administrative culture in relation to reform institutionalization (see section 3.4
for details). As indicated in the above subsection, administrative culture as used in this thesis
refers to the values, beliefs, norms and practices of civil servants. Thus, the conceptualization of
administrative culture in the present study is more than just a set of values. It takes a holistic
view of culture as more than just a set of values and beliefs, consisting rather of values, beliefs,
norms and actual ways in which civil servants are routinely doing things in the civil service.
Recent well-known studies of culture have used this conception, including those by Cameron and

Quinn (2006), House, et al., (2004) and Trompenaars and Hampden-Turner (2007).

The conventional wisdom on culture dictates that culture in workplace context (administrative
culture in the present study’s context) can be operationalized by the use of measures reflecting
two kinds of culture: (a) beliefs of members of organization with respect to what the norms,
values and practices are in an organization (practice-based approach); and (b) beliefs of members
of organization with respect to what the norms, values and practices should be in an organization
(value-based approach) (Cameron and Quinn, 2006; Hofstede, 2001; House, et al., 2004; and

Trompenaars and Hampden-Turner, 2007).

There is general acceptance that values can be inferred from practices and the practice-based
framework for measuring cultures has been helpful in deciphering cultures in workplace context
(Hofstede, 2001). The extant explanation for the general relationship between practices and
values is that people behave in a particular way because they hold particular views on how things
should be. However, the recent and up to date large-scale cultural study by House, ef al., (2004),
published in a book of 800-pages, found both counter-intuitive and counter to conventional
wisdom. They discovered that, for seven cultural dimensions (uncertainty avoidance, power
distance, institutional collectivism, gender egalitarianism, assertiveness, future orientation,
performance orientation, and humane orientation) cultural values and practices are negatively
correlated. These findings constitute an important caution to researchers against assuming a

simple linear relationship between values and practices and reducing the concept of culture into a
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simple practice or value category. Thus, the present researcher concurred with this recent
finding, and applied a synthesized measure of administrative culture, i.e., values, beliefs, norms
and practices of civil servants with regard to various dimensions of administrative culture.
Indeed, notable researchers have advocated a synthesis of value and practice to evolve a more
holistic framework for an understanding of culture and its effects (Cameron and Quinn, 2006;

House, et al., 2006; Karyeija 2012; Trompenaars and Hampden-Turner, 2007).

2.6.3 Administrative Culture: The Dimensions

A number of writers have argued for the existence of two particularly strong models to
understand administrative culture in public administration: ‘Most public administrative systems
seem to be guided either by the Rechtsstaat model or by the Anglo-Saxon notion of the ‘public
interest’; very few systems fall between these two models, which appear to be inherently

inconsistent and irreconcilable’ (Pierre, 1995, cited in Pollitt and Bouckaert, 2011).

From the Rechtsstaat perspective, the state is a central integrating force within society, and its
focal concerns are with the preparation, promulgation, and enforcement of laws. It follows from
this that most senior civil servants will be trained in the law and, indeed, that a large and separate
body of specifically administrative law will have been created. In such a culture, the instinctive
bureaucratic stance will tend to be one of rule-following and precedent, and the actions of both
individual public servant and individual citizen will be set in this context of correctness and legal

control (Pollitt and Bouckaert, 2011: 82).

By contrast, the ‘public interest” model accords the state a less extensive or dominant role within
society (indeed, use of the phrase ‘the state’ is rare within originally ‘Anglo-Saxon’ states such
as Australia, New Zealand, and the UK). ‘Government’ (rather than ‘the state’) is regarded as
something of a necessary evil, whose powers are to be no more than are absolutely necessary,
and whose ministers and officials must constantly be held to public account by elected
parliaments and through other means. Of course, the law is an essential component of
governance, but its particular perspectives and procedures are not as dominant as within the
Rechtsstaat model. All citizens are under the law, but law is usually in the background rather
than the foreground, and many senior civil servants have no special training in its mysteries.

Civil servants are regarded as simply citizens who work for government organizations, not as
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some kind of special caste or cadre with a higher mission to represent ‘the state’. The process of
government is seen as one of seeking to obtain the public’s consent for (or, at least, acquiescence
in) measures devised in the public (general, national) interest. It is recognized that different
social interest groups compete with one another, sometimes in fiercely adversarial ways. In this
context, government’s job is to play the part of a fair and trusted referee, and not to get drawn in
on one side or another. Fairness and independence of the play of sectional interests are therefore
key values, with pragmatism and flexibility as qualities which may be prized above technical

expertise (Pollitt and Bouckaert, 2011: 68).

What are the implications of each of these approaches for public management reform?
According to Pollitt and Bouckaert, it is reasonable to expect that Rechtsstaat systems would be
‘stickier’ and slower to reform than public interest regimes. This is because management change
would always require changes in the law and, culturally, because senior civil servants who are
highly trained in administrative law may find it more difficult than generalists to shift to a

‘managerial’ or ‘performance-oriented’ perspective (Pollitt and Bouckaert, 2011: 68).

However, Pierre’s categorization of administrative culture into two distinct camps attracted
strong criticisms, and is beginning to look obsolete (Pollitt and Bouckaert, 2011). More recent
work argues that the polar classification of Rechtsstaat versus public interest is too crude and that
nowadays not a few, but most, civil service systems are mixtures (Demmke and Moilanen, 2010;

Hood and Lodge, 2006, cited in Pollitt and Bouckaert, 2011).

There is therefore much more to administrative culture than just a bipolar scale running from
Rechtsstaat to public interest—as the expansion of writing about organizational cultures and
traditions over the past two decades testifies (see, for instance, Aycan, 2005; Hofstede, 1997,
2001; Hofstede and Hofstede, 2005; House, ef al., 2004; Jamil, 1994; Schein, 2004; Schwartz,
1999; Trompenaars, 1993; Trompenaars and Hampden-Turner, 2007). Thus, it is worth to move
beyond the bipolar scale of understanding administrative culture and directed our attention on
selection of some other known cultural dimensions. In this regard, cultural dimensions provided
by Hofstede (1997, 2001), Trompenaars and Hampden-Turner (1997), Schwartz (1999) and
GLOBE project (2004) are frequently encountered in the literature dealing with culture and
public management reforms (see, for instance, De Waal, 2007; Flynn, 2002; Karyeija, 2012;
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McCourt and Foon, 2007; Ohemeng, 2009; Pollitt and Bouckaert, 2011). Therefore, the
subsequent paragraphs will present cultural dimensions given by these scholars and identify

those that will be used in the present study.
Cultural dimensions by Geert Hofstede

Geert Hofstede, based on his study that covers more than 70 countries including Ethiopia,
identified five cultural dimensions that had an impact on the way organizations are managed
(Hofstede, 1997, 2001; Hofstede and Hofstede, 2005). These cultural dimensions are power
distance, individualism/collectivism, uncertainty avoidance, masculinity/femininity, and long

term/short term orientation.

Power distance is the extent to which the less powerful members of institutions and
organizations within a country expect and accept that power is distributed unequally. In
organizational context, it is the difference between the extent to which a boss can determine the
behavior of a subordinate, and the extent to which the subordinate can determine the behavior of
the boss (Hofstede, 2001: 209; Hofstede and Hofstede, 2005:54). Hofstede and Hofstede argue
that in an organization where there is large power distance, power is centralized as much as
possible in a few hands and subordinates expect to be told what to do. There are a lot of
supervisory personnel, structured into tall hierarchies of people reporting to each other.
Compensation systems show wide gaps between top and bottom in the organization (Hofstede
and Hofstede, 2005: 55). Subordinates usually accept power relations that are more authoritarian
and paternalistic. Alternatively, with a small power distance, inequalities among people are
minimized and the less educated people hold more authoritarian values than more educated

persons.

Individualism versus collectivism: Individualism stands for a society in which the ties between
individuals are loose: everyone is expected to look after him/herself and his/her immediate
family only. Collectivism stands for a society in which people from birth onwards are integrated
into strong, cohesive in-groups, which throughout people’s lifetime continue to protect them in
exchange for unquestioning loyalty (Hofstede, 2001: 225; Hofstede and Hofstede 2005: 399-
401).
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Uncertainty avoidance: uncertainty avoidance concerns the extent to which members of a culture
feel threatened by ambiguous or unknown situations (Hofstede, 2001: 218). It refers to the
degree to which individuals in a culture experience stress and anxiety in the face of uncertainty
and therefore engage in efforts to enhance predictability within their environments (De Luque, et
al., 2004). This dimension may be weak or strong. For instance, bureaucracies in cultures where
there is great uncertainty will tend to create formal rules and believe in their correctness in order
to reduce uncertainty. The bureaucrats resist change, new policies and so forth, and worry about
the future. Whereas civil servants who work in weak-uncertainty countries tend to easily accept
and even welcome new policies; in countries where uncertainty-avoidance is strong, it is
common to respond with apathy and resistance and to reject new policies (Karyeija, 2012; Pollitt

and Bouckaert, 2011).

Masculinity versus Femininity: ‘Masculinity stands for a society in which gender roles are
clearly distinct: men are supposed to be tough, assertive, and focused on material success;
women are supposed to be more modest, tender, and concerned with the quality of life.
Femininity stands for a society in which social gender roles overlap: both men and women are

supposed to be modest, tender and concerned with the quality of life’ (Hofstede, 2001: 297).

Long-term versus short-term orientation: Long-term orientation stands for the fostering of
virtues oriented towards future rewards, in particular, perseverance and thrift. Its opposite pole,
short-term orientation, stands for the fostering of virtues related to the past and present, in
particular, respect for tradition, preservation of ‘face’ and fulfilling social obligations (Hofstede,

2001: 359; Hofstede and Hofstede, 2005: 399-404).
Cultural dimensions by Shalom H. Schwartz

The second author who has provided clear variables for studying culture is Schwartz. Schwartz
argues that national cultures differ in the degree to which they emphasize embeddedness,
intellectual autonomy, affective autonomy, hierarchy, egalitarianism, mastery and harmony.
These seven orientations operate as a basis upon which his three dimensions are stated;
embeddedness vs. autonomy, hierarchy vs. egalitarianism, and mastery vs. harmony (Schwartz,

1999).
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Schwartz’s hierarchy vs. egalitarianism value dimension bears considerable similarity to
Hofstede’s power distance dimension. If we look at the hierarchy vs. Egalitarianism dimension,
high hierarchy values support the unequal distribution of power, roles and resources (social
power, authority, humility, wealth). By contrast, egalitarian cultures value equality, social
justice, freedom, and responsibility. Egalitarian culture emphasizes transcendence of selfish
interests in favor of voluntary commitment to promoting the welfare of others (equality, social
justice, freedom, responsibility, honesty) (Schwartz, 1999: 27-28). Schwartz argues that ‘the
pursuit of power values is likely to be more acceptable in cultures where Hierarchy and Mastery
values are emphasized and the use of power and prestige to reward workers is likely to be a more
effective motivator’. However, he adds, “...the pursuit of these values and their use as motivators
is more likely to arouse individual or organized opposition where Harmony and Egalitarianism

values are important’ (Schwartz, 1999: 43-44).

The embeddedness vs. autonomy dimension focuses on the relationship between the individual
and the group. It seeks to explain the extent to which an individual behaves responsibly. Cultures
that emphasize embeddedness stress the individual as meaningful in terms of being a member of
closely knit groups. As such, it is prudent to avoid disrupting the status quo. Embeddedness or
conservatism is a cultural value that emphasizes the maintenance of the status quo, propriety, and
restraint of actions or inclinations that might disrupt the solidarity of a group or the traditional
order (social order, respect for tradition, family security, wisdom) (Schwartz 1999: 27). The
opposite pole of this dimension, autonomy, describes cultures in which the person is viewed as
an autonomous, bounded entity who finds meaning in his or her own uniqueness, who seeks to
express his or her own internal attributes (preferences, traits, feelings, motives) and is

encouraged to do so (Schwartz, 1999: 27).

Mastery vs. harmony captures how cultures at the mastery end of this value dimension
emphasize self-assertion. This is characterized by ambition, success, daring and competence.
There is a strong desire to master and change the natural and social order so as to subject it to
one’s will. On the other hand, cultures that value a high level of harmony emphasize fitting
harmoniously into one’s environment, ‘a world at peace’, unity with nature and the world of
beauty (Schwartz, 1999: 28). Cultural values that prize a high level of harmony are closely

associated with Hofstede’s masculinity/femininity, and uncertainty-avoidance value dimensions.
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Cultural dimensions by Fons Trompenaars and Charles Hampden-Turner

Trompenaars and Hampden-Turner (1997:19) argue that every culture distinguishes itself
through the specific solutions it chooses to overcome certain dilemmas. Dilemmas can be
classified according into three categories: relations with people, relations with the passage of
time, relations to nature. The authors expound upon these three categories by elucidating seven
dimensions: Universalism vs. Particularism; Individualism vs. Communitarianism; Neutral vs.
Emotional; Specific vs. Diffuse; Achieved status vs. Ascribed status; Attitudes towards time; and

Attitudes towards the environment.

Universalism vs. Particularism (rules versus relationships): The Universalistic culture is
roughly: “What is good and right can be defined and always applies.’ In particularist cultures far
greater attention is given to the obligations of relationships and unique circumstances. For
example, instead of assuming that the one good way must always be followed, the particularist
reasoning is that friendship has special obligations and hence may come first (Trompenaars and

Hampden-Turner, 1997:19).

Universalistic cultures normally focus more on rules than on relationships. For instance, there is
a conception — true or false — that some American employees compete for better job positions
and strive to climb up in the hierarchy and earn more money. They do this without caring for
colleagues or being concerned about relationships. In comparison, particularistic cultures like
China focus heavily on relationships. Thus, when working with people from a particularistic
culture, universalists should build informal networks and create private understandings. They
should also seek fairness in doing business by treating each case as a specific and unique entity

(Trompenaars and Hampden-Turner, 1997).

Individualism vs. Communitarianism (the group versus the individual): Do people regard
themselves primarily as individuals or primarily as part of a group? This cultural dimension is
similar with Hofstede’s individualism/collectivism typology. In communitarian culture, the
decision-making process is usually longer because everyone concerned must agree and a
consensus must be achieved. On the other hand, in individualistic societies there is great respect
for individual opinions; therefore people vote. It is also worth stressing that organizations with

an individualist orientation are intended to serve owners and stakeholders; profits and ties are
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legal and abstract, regulated by contracts. By contrast, in communitarian cultures, an
organization’s growth is an end in itself and the whole society shares in it (everyone is a
stakeholder) (Trompenaars and Hampden-Turner, 1997: 65-70). How does all this bear upon
implementing NPM reforms? First of all, in an individualistic culture, methods can be used to
increase an individual’s performance. These include pay for performance, management by
objectives (MBO), individual assessment and praising those who perform well. In a
communitarian culture, one would need to emphasize teamwork and extol the whole group to

avoid favoritism.

Neutral vs. Emotional or Affective culture (the range of feelings expressed): Should the nature of
our interactions be objective and detached, or is expressing emotion acceptable? Members of
cultures which are affectively neutral do not telegraph their feelings but keep them carefully
controlled and subdued. In contrast, in cultures high on affectivity, people show their feelings
plainly by laughing, smiling, grimacing, scowling and gesturing; they attempt to find immediate

outlets for their feelings (Trompenaars and Hampden-Turner, 1997:80).

In affective cultures, thoughts are revealed and transparency is used to release people from tense
situations. In neutral cultures, by contrast, people are cool and physical contact is almost taboo.
This latter dimension suggests that people in neutral cultures need recognition and that there is a
high propensity to stick to the matter at hand — whatever it may be. Affective cultures, by
contrast, prefer people to be warm and they want to keep family members together. Individuals,
not the organizations they represent, matter the most in this dispensation (Trompenaars and

Hampden-Turner, 1997:82-88).

Specific vs. Diffuse orientation (the range of involvement): According to the specific vs. diffuse
orientation, we can distinguish one culture from another by analyzing the extent to which
relationships are specific to the job or matter at hand, or diffuse due to the multiplicity of
people’s lives. In specific-oriented cultures, a manager segregates out the task relationship she or
he has with a subordinate and insulates this from other dealings (Trompenaars and Hampden-
Turner, 1997:90). It is, therefore, expected that within the specific culture, relations between

people are purposeful and direct, operations are transparent, and individuals tend to have
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principles and moral standards that are most definitely learned, i.e., there is no semblance of an

‘innate moral standard’ (Trompenaars and Hampden-Turner, 1997).

Achievement vs. Ascription: In the achievement vs. ascription orientation, status is critical. Status
describes the position of individuals in their society. The fundamental issue is what someone
does and is. There are big differences on how societies respect status. In achievement-oriented
societies, a person is considered successful by virtue of his or her job and accomplishments.
Members of such a culture interact with people by relating to their professions and roles in
society. In order to have a high position in society, one must possess excellent skills, knowledge

and talent (Trompenaars and Hampden-Turner, 1997:113-120).

In ascriptive cultures like what we find in China, people tend to measure the behavior of others
based on the groups into which they were borne , their birth right, gender, caste, age,
interpersonal relationships and position in society. Status is usually accorded to those who are
highly qualified, older, or more experienced. Senior employees are highly respected because of
their length of service and titles. In achievement-oriented cultures, the individual must represent
and make commitments to the company, whereas in the ascriptive culture this is disallowed
unless you are the owner of that company or organization. In cases of dysfunctional decisions,
only those high up in the authority pyramid can contest them, whereas in the achievement-
oriented culture, decisions can be challenged on technical and functional grounds by anyone —
regardless of where an individual stands in the chain of command (Trompenaars and Hampden-

Turner, 1997:113-120).

In an ascribed culture, a senior or higher official does not entertain arguments by juniors even
how valid these arguments may be. They prefer their subordinates to obey and carry out their
orders without raising any questions. In turn, subordinates also do not want to take any initiatives
to solve the problem and they usually just follow the order whatever comes from the top.
Because of the status-oriented attitude, administrators always have a tendency to expand their
organization in terms of the number of staff and authority, irrespective of its importance

(Trompenaars and Hampden-Turner, 1997:113-120).

Attitudes towards time: The importance of time is dependent on a person’s cultural background.

Cultures handle time differently and an individual’s cultural background will significantly affect
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his or her conception of time. Time can be perceived as linear, i.e., passing in a straight line, a
sequence of disparate events, or it can be perceived as circular by combining the past, present
and future (Trompenaars and Hampden-Turner, 1997). Another concept is the notion of
monochronic and polychronic time. Monochronic time follows the notion of ‘one thing at a time’
and ‘time is money’, while the polychronic concept focuses on multiple tasks being handled
simultaneously. In this case, time is subordinate to interpersonal relations. Meanwhile, with
respect to managing organizations, certain things are future-oriented, for example planning,
mission statements and strategic objectives, and when motivating staff, the present is seen in

light of future performance.

In their dimension of Attitudes towards environment, Trompenaars and Hampden-Turner (1997)
identify two views about nature: a) nature should be controlled and used, or b) go along with
nature and live in harmony with the environment. Some cultures are motivated ‘from within’, in
the sense that what affects their lives, the origins of vice and virtue and so forth, are seen as
residing within each individual. Other cultures look at nature as something to be feared and
emulated, since the forces of nature are more powerful than individuals. Looking at the internal
control/external control distinction, one can see that these differences are helpful in
understanding policy reforms. In the case of internal control, members are compelled to act
aggressively vis-a-vis the environment. Those who express their conflicts and show resistance
are believed to have deep convictions. They want to be in control and feel uneasy when the
environment appears uncontrollable. By contrast, those who see life as motivated externally are
often flexible and willing to strike compromises. They tend to focus on the other, i.e., the

customer or colleague (Trompenaars and Hampden-Turner, 1997:155).

Cultural dimensions by GLOBE Project

A recent study on global leadership and organizational behavior effectiveness (The Global
Leadership and Organizational Behavior Effectiveness - GLOBE - Project) led by Robert J.
House provides another interesting framework for studying culture. The GLOBE team defined
culture ‘as shared motives, values, beliefs, identities, and interpretations or meanings of
significant events that result from common experiences of members of collectives that are
transmitted across generations’ (House, et al., 2004: 15). Since these are psychological attributes,

this definition can be used at both the societal and workplace levels of investigation. These
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cultural attributes are referred to as cultural dimensions: uncertainty avoidance, power distance,
institutional collectivism (collectivism 1), in-group collectivism (collectivism II), gender
egalitarianism, assertiveness, future orientation, performance orientation, and humane

orientation.

Power Distance 1s summarized by these authors as the degree to which members of an
organization or society expect and agree that power should be unequally shared (House, ef al.,

2004: 25).

House, et al’s definition of Uncertainty Avoidance summarizes Hofstede’s definition of this
dimension as follows: Uncertainty Avoidance reflects the extent to which members of an
organization or society strive to avoid uncertainty by reliance on social norms, rituals, and
bureaucratic practices to alleviate the unpredictability of future events (House, ef al., 2004: 25).
The first two dimensions deal with authority. Uncertainty Avoidance deals with the authority of

the rules. Power Distance deals with the authority of persons (Hofstede, 2001: 147).

Institutional Collectivism, also termed Collectivism I, reflects ‘the degree to which organizational
and societal institutional practices encourage and reward collective distribution of resources and
collective action’ (House, et al., 2004: 25). In-group collectivism, also termed Collectivism I,
refers to ‘the degree to which individuals express pride, loyalty and cohesiveness in their
organizations or families’ (House, et al., 2004: 25). This dimension measures group (family or
organization) collectivism: pride and loyalty to family and/or organization and family and/or

organizational cohesiveness (House, et al., 2004: 25).

Gender Egalitarianism is defined as the extent to which an organization or a society minimizes

gender role differences (House, et al., 2004: 25).

Assertiveness 1s measured by ‘the degree to which individuals in organizations or societies are

assertive, confrontational, and aggressive in social relationships’ (House, et al., 2004: 25).

Future Orientation is defined as ‘the degree to which individuals in organizations or societies
engage in future-oriented behaviors such as planning, investing in the future, and delaying

gratification’ (House, et al., 2004: 25).

Performance Orientation refers to the extent to which an organization or society encourages and

rewards group members for performance improvement and excellence (House, ef al., 2004: 25).
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The last dimension, Humane Orientation, reflects ‘the degree to which individuals in
organizations or societies encourage and reward individuals for being fair, altruistic, friendly,

generous, caring, and kind to others’ (House, ef al., 2004: 25).
Cultural dimensions in the present study

The dimensions of national culture as elaborated by Hofstede, Schwartz, and Trompenaars and
Hampden-Turner focus mainly on how we can conceive culture from a national perspective and
focus on work-related societal culture and relational dimensions. This notwithstanding, many
researchers (for instance, Ahmed, 2012; De Waal, 2007; Karyeija, 2012; Messner, 2012; Jung,
2008; Ohemeng, 2009; Pollitt and Bouckaert, 2011) not only applied the same dimensions in
workplace context but also provide empirical evidence for the relevance and usefulness of
national cultural dimensions to the workplace level of analysis. Indeed, previous empirical
researches on the culture domain (see, for instance, Hofstede, 1997, 2001; House, ef al., 2004;
Jamil, 1994; Tayeb, 1988; Trompenaars, 1993; Trompenaars and Hampden-Turner, 1997)
asserted that employees’ cultural orientation at workplace is a reflection of the wider societal
culture in which they belong. Scholars like Aycan (2005) and Hofstede and Hofstede (2005) also
argue that national culture provides an ideological context for organizations, affecting such
factors as (a) organizational values, (b) role expectations of job incumbents, and (c) standards

used in judging the job performance of incumbents.

In this study, the researcher adopts the cultural dimensions of power distance (closely associated
with hierarchy vs. egalitarianism by Schwarz), uncertainty avoidance (closely associated with
mastery vs. harmony by Schwarz and attitudes towards environment by Trompenaars and
Hampden-Turner), individualism/collectivism (closely associated with embeddedness vs.
autonomy by Schwarz and individualism vs. communitarianism by Trompenaars and Hampden-
Turner) and performance orientation. In addition to this dimensions, political bias/neutrality is

included in the present study.

Accordingly, administrative culture in this dissertation is measured along five cultural
dimensions namely, power distance, uncertainty avoidance, individualism/collectivism,
performance orientation and political bias/neutrality. 1t is for three reasons that the present

researcher chooses these dimensions, as described below.
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First, several studies have used the first three of these cultural dimensions (power distance,
uncertainty avoidance and individualism/collectivism) and researchers have proposed that
managerial practices can be analyzed based on employees’ cultural orientation along these
cultural dimensions (Aycan, 2005; Budhwar and Debrah, 2001; Flynn, 2002; Gyorgy, 2004;
Hofstede, 1997; Hofstede and Hofstede, 2005; House, et al.,, 2004; Kamoche, et al., 2004;
Karyeija, 2012; Mendonca and Kanungo, 1996; Ohemeng, 2009; Peter s, 2001; Pollitt and
Bouckaert, 2011). Therefore, the present researcher uses these studies as a point of departure for
the current study. Notwithstanding this, performance orientation and political bias/neutrality are
also included as additional cultural dimensions in the present study. Performance orientation is
included in the present study due to the fact that it is intuitively linked to performance
management system. Political bias/neutrality is included in the present study since empirical
evidences (see, for instance, Karyeija, 2012; Jamil, 1998) suggest that the attitude of civil
servants towards politics is an important aspect of administrative culture that either facilitates or

hampers reform implementation.

Second, these cultural dimensions are mirrored in the civil service (House, et al., 2004; Islam,
2005; Karyeija, 2012; Ohemeng, 2009), and hence it is relevant to use them as measures of
administrative culture within the civil service under investigation. Third, these cultural
dimensions represent work-related psychological attributes and hence it is appropriate to use

them at workplace levels of investigation (House, ef al., 2004).

In sum, it is the above dimensions that this dissertation adopts to measure administrative culture
and to clear up its relationship with the institutionalization status of the performance
management reform in state level civil service of ANRS. Having discussed administrative
culture phenomena under study, the next section presents challenges to institutionalization of

performance management in developing countries with a particular focus on culture.
2.7 Performance Management: Challenges and the Impact of Culture

2.7.1 Challenges

It has has been shown in a vast body of literature on the subject that many countries in the

developing world have a ‘coercive need’ for result-based performance management reforms and
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actually carry out these reforms under the guise of NPM (Bissessar, 2002; Dolowitz and Marsh,
1996; Flynn, 2002; Hope, 2002; Larbi, 1999, 2006; Larmour, 2002; Ohemeng, 2009; Polidano,
1999; Pollitt and Bouckaert, 2011).

However, the picture portrayed about institutionalization of NPM-inspired performance
management reform in developing countries is not positive (Commonwealth Secretariat, 2010;
Langseth, 1995; Larbi, 2006; McCourt, 2006; Makumbe, 1997; McCourt and Ramgutty-Wong,
2002; Ohemeng, 2009; Polidano, 1999; Schick, 1998). Many developing countries have set out
to design an NPM-inspired performance system but aborted the effort before it was completed,
or they completed the design but failed to move on to the implementation stage; still others have
gone through the motions of installing a system but to no good avail. Sometimes, the system has
been partly implemented in some countries but fails to really take hold or be used in any
meaningful way; then, it may be maintained in a halfhearted way or be abandoned at some point
(Commonwealth Secretariat, 2010; Langseth, 1995; Makumbe, 1997; Polidano, 1999). Failure to

institutionalize the system has remained a stark reality.

Now the question is, why does the developing world fail to institutionalize NPM-inspired
performance management reforms? Several studies have identified common impediments to the
successful institutionalization of NPM-inspired administrative reforms, including performance
management, in African countries. These impediments include lack of strategic visioning and
leadership; lack of a sustained political and leadership commitment; lack of institutional
capacity; poor management practices; declining public service ethics; low civil service moral;
lack of stakeholder participation; corruption; lack of reform consensus among domestic
constituents; poor working conditions; lack of accountability relationship and so on
(Commonwealth Secretariat, 2010; De Waal, 2007; Dzimbiri, 2008; ECA, 2003; Kingudu,
1998; Langsten, 1995; Larbi, 2006; Makumbe, 1997; McCourt, 2006; McCourt & Foon, 2007;
Mossis,1996; Mutahaba and Kiragu, 1998; Numberg, 1995; Ohemeng, 2009; Polidano, 1999).

Notwithstanding the explanatory power of the above factors for the limited success of the
institutionalization of NPM-inspired performance management reforms in the African world,
extant literature on the relationship between performance management and culture, mostly in the
context of private sector, also highlighted that culture can be an important explanatory variable

for the difficulties that non-western countries encountered to institutionalize such Western-rooted
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performance management reforms (Bjorkman and Lu, 1999; Earley, 1993; Earley and
Stubblebine, 1989; Fletcher and Perry, 2001; Gelfand, et al., 2004; Harrison, et al., 2000;
Jackson and Schuler, 2003; Markus and Kitayama, 1991; Ramamoorthy and Carroll, 1998;
Schneider and Barsoux, 2003; Triandis and Bhawuk, 1997). In fact, some researches that have
been done on developing countries’ human resource management practices rightly questioned
the sustained applicability of Western management practices in non-western nations, though
most of such studies were not specific to performance management (Aryee, 2004; Budhwar,
2004; Budhwar and Debrah, 2001; Kamoche, et al, 2004; Mendonca and Kanungo, 1996;
Munene, ef al., 2000)

Having the above general discussion, the next section presents the review of relevant literature
and empirical references to the development of overall understanding on potential impacts that

culture has on the institutionalization of performance management practices.
2.7.2 The Impact of Culture on Performance Management: Cross-Cultural Research

Culture and its influence on organization and management, especially private sector
management, have been well-addressed in the literature (Lunnan, et al., 2005; Vance, 2006).
Unfortunately, this is not the same in the literature dealing with the public sector (Ohemeng,
2009). Notwithstanding this, reviewing the available literature that have been written on the
private sector contexts will be relevant here to grasp the importance of culture as an explanatory
variable for the difficulty that developing countries encountered to institutionalize such Western-
rooted performance management reforms (Ohemeng, 2009). However, before reviewing such
researches, it is important to briefly describe the major dimensions of cultural variation that have

received attention from most of such researches.

Based on the pioneering work of Hofstede (1997, 2001), there are five dimensions of the cultural
variation that have received attention from most of researches. These include: (1)
individualism/collectivism, individualism stands for a society in which the ties between
individuals are loose: everyone is expected to look after him/herself and his/her immediate
family only. Collectivism stands for a society in which people from birth onwards are integrated
into strong, cohesive in-groups, which throughout people’s lifetime continue to protect them in

exchange for unquestioning loyalty (Hofstede, 2001: 225); (2) power distance, is the extent to
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which the less powerful members of institutions and organizations within a country expect and
accept that power is distributed unequally (Hofstede, 2001: 209). it describes the extent to which
ascribed hierarchy and social status are accepted and expected in society (Carl, et al., 2004); (3)
uncertainty avoidance, concerns the extent to which members of a culture feel threatened by
ambiguous or unknown situations (Hofstede, 2001: 218). It refers to the degree to which
individuals in a culture experience stress and anxiety in the face of uncertainty and therefore
engage in efforts to enhance predictability within their environments (De Luque, et al., 2004);
(4) masculinity/femininity, which refers to the extent to which the dominant values in society are
masculine (e.g., assertiveness, acquisition of money and things) versus feminine (e.g., nurturing,
caring for others), and there is inequality between the sexes (Hofstede, 2001: 297); and (5) future
or long-term orientation, which describes the extent to which people in a culture live and plan
for the future as opposed to the present (Ashkanasy, et al., 2004; Hofstede, 2001). Having this in
mind, the researcher now turns to the review of cross-cultural empirical literature on the

relationship between performance management and culture.

It is worth noting that a significant proportion of the research uncovered on the relationship
between culture and performance management is cross-cultural. For instance, Davidson (1998)
studied the extent to which Western and Eastern values have shaped the performance
management practices of Malaysian managers, and Thorthon (2012) studied the effect of
Western values on the performance management practices in china and found that whilst
performance management was positively related to organizational performance, adopting it as a
strategic HRM technique in China could be a serious challenge due to the Chinese traditional
culture of harmony and egalitarianism (Thorthon, 2012: 84). The cultural dimension was found
to be an important factor whose effects were difficult to quantify but indisputable, and that
inadequate strategic approaches were adopted by Eastern managers in dealing with this

dimension.

James, et al. (1996) provided an interesting piece of research on culture, also addressing the
effects of national cultural differences in performance management practices. This was a
qualitative study that sought to compare the bureaucratic orientation of ‘Western’ managers and
Nepalese managers, and its effect on performance management effectiveness. Although

bureaucracy represents a significant aspect of culture, it is only one of several dimensions along
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which differences may exist. As the research provided no theoretical basis for focusing on

bureaucratic orientation, it is open to the criticism of being too narrow.

A similar study was also conducted by Phua and Rowlinson (2004), although in this case, the
study was more firmly grounded theoretically. Drawing on social identity theory, this study
focused on individualist-collectivist orientations of Chinese and Anglo-Saxon senior managers
and the effects of these orientations on performance evaluation bias and consequently on in-

group favoritism and out-group discrimination.

Another study of culture within this same context is reported in Skitmore, et al. (2004). This was
in fact a report of two studies conducted simultaneously examining cultural diversity among ‘Far
Eastern” and ‘Anglo’ managers and its impact on goal setting aspects of performance
management. Karyeija (2012) also found that culture had a profound influence on the
implementation of performance management which was developed in other contexts’, this is
because these management philosophies and practices were already embedded with cultural
beliefs, norms, values and assumptions that were not compatible with the new context into which
they were being introduced. Unlike the previous studies discussed earlier, this was a mixed study

delving into performance appraisal reform implementation and the cultural barriers in Uganda.

It is worth noting that most cross-cultural researches in relation to performance management
suggest that the largest cultural differences may arise as a function of individualism-collectivism
(Wright, et al., 2003:26). Within Western contexts, performance management practices tend to
focus on the individual employee, with pay and incentive systems being tied to individual
performance (Wright, et al., 2003:29). However, in collectivistic cultures, it is much more
common for performance management to be focused on the group rather than on the individual.
For example, Earley (1993:347) found that while the performance of individuals in
individualistic cultures is higher when they work alone rather than when they work in a group,
the opposite was true for individuals in collectivistic cultures. Triandis and Bhawuk, (1997:18-
20) pointed out that in individualistic cultures such as the US, rewards that recognize individual
accomplishment are highly motivating, whether they are monetary or non-monetary. In contrast,
in collectivistic cultures, like Japan, individual awards can cause disharmony among group

members, and thus rewards that satisfy needs for affiliation are more motivating.
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Aryee (2004) has explained how these cultural factors affect human resource management in
developing countries, particularly in Ghana. As a collectivist society, Ghanaians seek meaning in
life largely through social relationships, through identifying with the group in which they are
embedded, and participating in its shared ways of life. This group is defined in terms of the
extended family into which all Ghanaians are borne and whose interest they are socialized to
promote. The extended family is characterized by a high degree of reciprocity in the exchange of
both moral and material support. For example, it is the moral obligation of employed members of
the family to financially support the aged and less fortunate members. When exported into an
organizational context, the distinctions between in-group and out-group, and the associated
obligation to help one’s in-group members, have been noted to undermine the goal-oriented
meritocratic purposes of a bureaucratic organization. This is because it encourages particularistic
rather than universalistic organizational practices. For example, the decision to hire, reward, and
promote should be based on the universal principle of an employee’s contributions to
organizational goal attainment. However, in a particularistic context, such personnel decisions

are based on non-merit considerations such as kinship ties (Aryee, 2004).

Thus, performance management systems that are focused on individual performance, coupled
with individual-focused reward systems, tend not to be used as much in collectivistic contexts
(Ramamoorthy and Carroll, 1998; Triandis and Bhawuk, 1997). Furthermore, promotions
decisions in collectivistic, high power distance contexts tend to be based more on seniority than
on merit (Ramamoorthy and Carroll, 1998: 582). Imported human resource management
practices that strive to promote employees based on merit regardless of seniority can be met with
great opposition in collectivistic cultures in which elders would lose face when placed under the
supervision of more junior individuals; similarly, those in junior positions might feel that they

lack credibility to be in the more senior position (Harrison, et al., 2000: 498).

More fundamentally, the very notion of ‘effective’ performance is culture-bound. In
individualistic cultures, such as the US, evaluation criteria are objective, quantifiable, and
observable, and they focus primarily on employee’s productivity (Jackson and Schuler, 2003). In
contrast, performance evaluation in collectivistic cultures focuses more on social and relational
criteria such as awareness of duties and obligations, willingness to work hard for the group,

ability to maintain harmonious relationships, and conformity (Gelfand, ef al., 2004). Gelfand and
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his colleagues, in their comparative study of performance management practices between US and
Asian firms, found that while US laws protect employees from being evaluated on their character
traits rather than what they do, in many Asian firms employees are judged on their integrity,
loyalty, and morality. In other words, result-based performance management can, at times, be at

odds with the cultural emphasis that is placed on character appraisal (Gelfand, et al., 2004).

As for methods of evaluation, 360-degree evaluation methods, which are popular in low power
distance and individualistic cultures such as the US, tend not to be as effective in high power
distance or collectivistic cultures (Gregersen, et al., 1996). To explain, it is inappropriate for
subordinates to evaluate their superiors in high power distance cultures, as it undermines the
supervisors’ authority (Gregersen, et al., 1996:722). In collectivistic cultures, 360-degree
evaluation is ineffective because individuals are likely to provide team members with
consistently high evaluations as a result of both in-group bias and a desire to maintain group
harmony (Bjorkman and Lu, 1999: 21). Individuals tend to also be inaccurate (and reluctant)
judges of their own behavior because of tendencies toward self-effacement biases (Markus and
Kitayama, 1991:236). Finally, there is also a tendency to avoid performance evaluation so as not
to damage social face and harmony. Rather, there is a tendency in collectivistic cultures to be
indirect in nature, as individuals strive to maintain harmony and social face; thus, feedback is
usually delivered in indirect, subtle, and non-confrontational ways, thereby making formalized

face-to-face feedback sessions unlikely and ineffective (Fletcher and Perry, 2001).

According to Mendonca and Kanungo (1996), all the critical activities in performance
management require the manager to function as a coach and mentor to his subordinates, but high
power distance undermines mentorship and promotes sycophancy. Performance management
practices assume that employees have control over their environment and can achieve goals,
performance can be objectively measured, and those managers and their subordinates can engage
in open dialogue about objectives. Yet, the idea of mutually established objectives can be
ineffective in high power distance contexts in which subordinates feel they have little control
over the goals they are asked to achieve, and two-way dialogues with the boss seem untenable

(Schneider and Barsoux, 2003).
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2.7.3 Implications for the Current Study

Clearly, there are supporting empirical evidences, albeit cross-cultural in nature and mainly
anecdotal, to argue that the institutionalization level of performance management reform in the
civil service is attributable in part to cultural orientation of civil servants. This notwithstanding,
it should be borne in mind that most of cultural studies in relation to performance management
practices are cross-cultural, they often focus on comparisons between national cultures and
applicability of Western-originated performance management practices in non-western contexts.
As such, they use national or geographical boundaries to represent overly broad units of analysis,
sharing a universalistic view of national culture. Using the nation state as a unit of analysis is

overlooking individual differences that exist within the country.

Indeed, according to scholars like Schwartz (1992), any nation or subgroup in a nation may be
characterized by a distinct cultural value pattern, profile or cultural standard. Dorfman and
Howell (1988) and Karahanna, et al., (2005) suggest that culture may show how much an
individual takes from the different cultures that the individual is part of. Triandis (1972) argues
that culture indicates the perception of that individual of the shared cultures one belongs to.
Berry (1990) also envisages that people may develop attitudes and beliefs that embrace various
concepts in their new environment when they go through the process of acculturation.
Furthermore, Tung (1995) suggests that culture is not static and it evolves over time. These
suggestions imply that while national culture reflects the generally accepted modes of behavior
defined or regulated by the objective conditions in the society an individual is in, each individual
as a member of the society may also display different practices that are developed along his/her

subjective perception of the historically brewed elements of the cultural systems in that society.

In the present study context, the above situation suggests that there is a possibility for individual
differences in cultural orientation. In fact, there are empirical evidences that revealed individual
differences in cultural orientation within a relatively homogeneous sample in the same country.
For example, Iguisi (2009), in his study of work culture in three cement companies of Nigeria,
found that relative to non-managers, managerial employees in Nigeria were exhibited low power
distance, high individualism and low uncertainty avoidance. Also, in Uganda, Karyeija (2012)
reported a significant difference among civil servants in their administrative cultural orientation

(power distance, uncertainty avoidance and political neutrality) along demographic variables,
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1.e., age, work experience and educational level. Nevertheless, it should also be borne in mind
that the presences of individual differences in cultural orientation do not render the use of culture
to be a useless tool for analyzing reform phenomena. Rather, such differences represent a good
opportunity for objective examination of the relationship between culture (as measured through
individuals’ perceptions, attitudes and values along various cultural dimensions) and the

institutionalization of reform under investigation (refer to chapter 6 for details).

In sum, it seems clear from the foregoing sections that the successful implementation and
effectiveness of Western-originated performance management system tend to be culture-bond.
This implies that the performance management practices which have been identified as best
practices for employees’ management within the Western literature may not necessarily be

successfully institutionalized in other cultural contexts.
2.8 Summary

In this chapter, the researcher presented the general theoretical terrain of the performance
management system and cultural phenomenon under study. Performance management system is
constructed upon certain premises which are embedded in the Western context. It is clear from
the preceding subsections that culture can be used as an explanatory variable in performance
management studies as it can cause differences and affect the transferability of Western-inspired
performance management practices. The review of empirical literature on the relationship
between performance management and culture has demonstrated that there is sound basis for
proposing that culture does have an adverse effect on the institutionalization of performance

management reforms in non-western cultural contexts.

Although there is a possibility for perceptible individual differences in cultural orientation within
a relatively homogeneous sample, published commentary indicates that the majority of
employees in most African countries are still characterized by cultural orientation of high power
distance, strong uncertainty avoidance and finding of security in collectivist thinking as opposed
to Western-style of individualism (Budhwar and Debrah, 2001; Hofstede, 1997, 2001, Hofstede
and Hofstede, 2005; Kamoche, et al., 2004; Mendonca and Kanungo, 1996; Ohemeng, 2009).
Moreover, as stated in the previous section, the presences of individual differences in cultural

orientation do not render culture to be a useless tool in analyzing the reform phenomena since
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such differences represents a good opportunity for the objective examination of the relationship
between culture and management practices. This implies that an investigation into cultural
phenomena as an explanatory variable for the arguably limited success of performance
management reform institutionalization within the civil service under investigation is a viable

line of enquiry.

Keeping the above implications in mind, the next chapter presents theoretical framework upon
which the impact of administrative culture on institutionalization of performance management

system in the present study will be examined.
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CHAPTER THREE

THE THEORETICAL AND ANALYTICAL FRAMEWORK

3.0 Introduction

As the title indicates, this chapter presents a theoretical and analytical framework for examining
the effect of administrative culture on the institutionalization status of performance management
system within the civil service under investigation. It commences with the discussion of two
perspectives of studying administrative reforms in organizations; namely the instrumental and
the institutional/cultural, perspectives as espoused by Christensen, et al., (2007). The purpose is
to put both performance management and administrative culture in a broader context. The
performance management is analyzed from the instrumental perspective, while the
administrative culture is discussed from the institutional/cultural perspective. According to
Christensen et al., (2007), these perspectives are useful for analyzing change and reform in
organizations. These perspectives are therefore discussed in order to understand and analyze
administrative culture and its influence on the institutionalization of performance management

reform in the civil service under study.

Thereafter, the chapter focuses on scholarly arguments, literature and empirical referents to aid
the development of appropriate propositions on the relationships between administrative culture
and the institutionalization level of performance management reform within the civil service
under examination. Finally, the chapter presents an analytical framework that guides the

collection and analysis of empirical data in this research.
3.1 The Instrumental Perspective

The instrumental perspective works within the /ogic of consequences where explanations start
with the idea of organizations as instruments; they are concerned with ‘clarifying goals and
means-ends conceptions of the organizations’. With regard to reforms, the instrumental
perspective focuses on reforms that concern structural features (a cultural approach, by contrast,
focuses on stability and change in cultural features). The logic of consequentiality is based on
calculating the return expected from alternative choices (Christensen, et al., 2007). The actor

chooses among alternatives by evaluating their likely consequences for personal or collective
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objectives while being conscious that other actors are doing likewise. Actions and outcomes are
products of rational and calculating behavior designed to maximize a given set of preferences.
Thus, the logic of consequentiality refers to actions oriented towards maximizing goals or
preferences. It is based on the means-ends calculation and takes other actors’ strategies into
consideration. It also exhibits instrumentalism in the sense that purpose-oriented actions are
carried out within predictable and stable environments. The standard for evaluation is the degree
to which actors choose the best means to achieve some preconceived goals. It is based on

calculation and the concern is to solve problems effectively.

The logic of consequentiality is associated with anticipatory choice. It presupposes the following
sequence: 1. What are my values? 2. What are my alternatives? 3. Choose the alternative that has
the best consequences (March and Olsen, 1989:23). According to Christensen, et al., (2007),
performance management can be seen as a structural-instrumental tool for political and
administrative leadership. This is because it is a control technique and satisfies a-three-point
criteria: a) it operates on clear and consistent goals which act as a basis for measuring
performance; b) control techniques measure results on specified indicators that are reported to
the senior, and performance measurement systems (like the performance appraisal) allow this
through testing outcomes; c) results have consequences in terms of reward and punishment to the

individual employees (Christensen, et al., 2007:130).

Performance management reforms are conceived within the instrumental perspective and thus,
when applied to a different context, they may fail to take root because of the civil servants’
existing institutional values and norms, which may not be consistent with the assumptions of the
reforms. Reformers introduce performance management reforms based on the assumption that
they are dealing with a functional bureaucracy with a structure and a clear set of rules and
regulations to control work. Such reforms also operate on the assumption that a civil service
organization has a well-defined division of labor, a merit-based recruitment, linear careers, a

hierarchy among offices, and norms that govern relationships (Karyeija, 2012).

Within this approach, the bureaucratic organizational form marked by hierarchy, division of
labor and routines is very important. The hierarchy, characterized by superior-subordinate
relations, is often tied to a career system where members are promoted on the basis of

qualifications, merit and performance. Additionally, the division of labor ensures the existence of
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rules and procedures about who shall carry out tasks and how they should be accomplished
(Christensen, et al., 2007). In order to measure merit and performance, the performance
management becomes a very important tool. One would suppose that if rules are followed, then
the institutionalization of the performance management system will be easy. However, regardless

of what one does, there may always be constraints.

According to Zey (1998), there are four main constraints that a rational actor faces. First, the
actor is constrained by the scarcity of resources; given that each actor possesses different
resources and in different proportions, this constrains the actions taken. Second, there is the
constraint of opportunity costs; Friedman and Hechter (1993 cited in Zey, 1998: 2) note that
these are costs associated with foregoing the most attractive course of action. An individual actor
may choose the second most valuable end or goal in instances where resources are scarce. Third,
the actor may be constrained by institutional norms. These norms may be societal, organizational
or family-centered. The actor can be constrained by these norms when choosing the best course
of action. Finally, there are constraints related to information. Within the rational choice theory,
it is assumed that an actor has sufficient information to make the desired choice among
alternatives. By implication, the quality of information available is the major constraint, more so
than the quantity, in that Zey writes: ‘the ability to control the source, amount, content, and
accuracy of information has never been a stronger constraint on rational decision making’ (Zey,

1998: 3).
3.2 The Problem of the Instrumental Approach

The instrumental approach is rooted in the rational choice theories that cannot explain the origins
of culture and social norms. Rational choice theory, in ‘its standard basic version, treats
preferences as given, makes their origins irrelevant and focuses solely on how preferences yield
forward-looking choices’ (Hollis, 1994:187). There is a general tendency to assume that
preferences are universal and perceived similarly in all contexts, i.e., choices are context-free.
Preferences, however, may be context-dependent. This means they are a product of one’s
environment. They are a result of the way a person is socialized. Scott (2000) argues that
individuals are socialized into all sorts of value judgments, and they will always have their

preferences determined by the value judgments into which they have been socialized.
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Human nature is designed in a way that is goal-oriented; decisions or actions are taken when the
situation is ‘satisficing’ (this hybrid term, coined by Herbert Simon, combines ‘satisty’ and
‘suffice’ and implies adequacy rather than optimality) (Scott, 2000). This restricts us to the
argument that actions and decisions are taken in a situation where we use the available
information, but this information may not be complete and, as such, there are some constraints.
These constraints may be institutional rules of procedure, funding or hierarchy. In effect,
therefore, there are situations through which human action may be explained by the cultural
approach. As would be described under section 3.3 below, in addition, constraints may arise out
of cultural considerations. Actors’ beliefs, attitudes, values and perceptions may constrain their
own actions. Culture can therefore be used to define an actor’s choice, or it can be used as a
constraint on the actor’s behavior, or better still, it can characterize the actor’s response to the

constraints of others (Karyeija, 2012).
3.3 The Institutional/Cultural Perspective

The cultural perspective coincides with the logic of appropriateness. This means that when
acting in public situations, one will not primarily act rationally according to careful deliberation
of pro and contra arguments, but according to norms and values built on equality and

considerations of applicability (Christensen, et al., 2007).

The logic of appropriateness is a central feature of the cultural perspective. What is appropriate
for a civil servant to do is defined by the institution to which he or she belongs and that
definition is transmitted through socialization. Rules are followed and roles fulfillled while an
individual is taking action. Behavior is driven by rules. Actions are seen as a result of matching a
situation to the demands of a position. For instance, actions are based on what the actor is
supposed to do and: his or her awareness of the role that must be played in whatever situation is
at hand (March and Olsen, 1989). Thus the logic of appropriateness is contextual; actors
emphasize social obligation in a specific situation. Behavior is intentional and action stems from
necessity. The actor relies on intuition rather than on calculation to take action. Intuition is
informed through training, education, socialization and experience. Choice of action is also
based on morality and obligation. Bureaucrats, for example, may maintain consistency between
their behavior and a conception of themselves in their professional roles. As creative actors, the

bureaucrats will execute standards of procedure, fulfill role expectations, satisfy commitments,
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and define virtue and truth, in relation to the performance management. Thus identities are

formed, situations classified and rules are applied (March and Olsen, 1989:10-12).

The logic of appropriateness associated with obligatory action assumes that human beings take
reasoned action by trying to answer three elementary questions: What kind of a situation is this?
Who am I? How appropriate are different actions for me in this situation? (March and Olsen,
1989). That is, actors end up doing what they consider appropriate in a given situation. So what
could be the culturally appropriate behavior in relation to the institutionalization of performance
management reform? If the majority of civil servants have similar cultural orientation, i.e., norms
and values that are invariable with the requirements of performance management system, such a
cultural orientation may hamper the overall institutionalization of the performance management
reforms in civil service. This is because people within public organizations can reject or likely
pay minimal attention to reforms as long as the reforms threaten their cultural norms and values

(Christensen, et al., 2007).

From a cultural perspective, the majority of public servants may prefer stability and therefore
may resist reforms. This is because reforms are sometimes incompatible with the host culture
and unsuitable for the recipients. Other times, the reforms may clash with the values that
majority of members within an organization cares about and is committed to (Christensen, et al.,
2007). This means that the performance management reform may embedden if its underlying
norms do not conflict with the existing cultural norms. These scholars further argue that, from
this perspective, reform happens slowly as it seeks to strike an appropriate balance between old
and new norms. In developing countries, informal systems co-exist with formal rules, but when
the informal rules take precedence, the formal rules are ignored; time and resources are diverted
to beat the system, distrust the government and to routinized corruption. As a result, civil
servants will ignore performance outputs (Schick, 1998). All these aspects have implications for
the institutionalization of the performance management reform. For instance, when there is less
attention given to performance outputs and outcomes, then the idea of performance management

reform loses meaning and eventually fails to take root.

Given the preceding discussion, it is imperative at this juncture to see trends of the cultural

approach in studying public management arrangements as well as problems thereto.
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3.3.1 Trends and Problems of the Cultural Approach in the Study of Public Management

Arrangements

Probably the earliest modern study that explicitly focused on cultural aspects in the public sphere
was said to be conducted by Almond and Verba (1963) as cited in Schedler and Proeller (2007).
In this study on civic culture, their basic interest was to explain why in the 1920s and 1930s
democracy was able to stabilize in some countries but not in others. In the wake of behavioral
sciences, the civic culture was the first systematic attempt to explain polity outcomes with
cultural variables (Laitin, 1995:168). Almond and Verba studied the social and cultural forces
interlinked with political institutions and thereby they introduced new concepts, such as political
culture and civic culture, to explain political behavior. In their elaboration of the concept of
political culture, Almond and Verba (1980) stressed political knowledge and skill, as well as
feelings and value orientations toward political objects and processes—toward the political
system as a whole, toward the self as participant, toward political parties and elections,
bureaucracy and the like. Civic culture, on the other hand, describes the interaction between
personal and political satisfaction and public trust. Both concepts are crucial to institutional
stability as they account for the acceptance or rejection of public organization (Schedler and

Proeller, 2007).

This approach thus devotes special attention to behavior influenced by non-political and cultural
institutions, such as social environment, school, or workplace. The authors argue that unless a
society's political institutions are congruent with its underlying political culture, those
institutions will be unstable. Based on this assumption, Almond and Verba have examined public
attitudes and competence and thereby concluded that the civic culture is a mixed political
culture. It consists of both modern and traditional traits, incorporating active participation as well
as tributary behavior, either supporting or rejecting the public organization (Almond and Verba,
1963, cited in Schedler and Proeller, 2007: 190). Within the socio-cultural approach, culture
represents an independent variable which influences outcomes concerning democracy and
administration through a changing hierarchy of values (Inglehart, 1997). Although culture is a
conservative element in social evolution, it gradually adapts to ongoing changes in values. This

can enable an amplification of the citizen’s political competence through social transformations,
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e.g., better accessible and improved education and lower costs for political information, which in

turn is able to modify political culture (Schedler and Proeller, 2007).

In the meantime, this notion of political culture has been broadened and elaborated by the
authors themselves as well as by others, and especially also has included attitudes toward public
policy, and opened the notion of culture beyond the limitation to ‘a set of attitudes’ (Laitin,
1995). Eckstein (1988) inquired how authority relates to culture and showed how cultural change
can give rise to political change. Inglehart (1997) found that nearly all societies that rank high on
self-expression values are stable democracies, whereas the evidence suggests that a culture that is
high on tolerance, trust, subjective well-being and an activist outlook is conducive to the
emergence and survival of democracy, rather than it would support the other way around thesis
of democracy fostering self-expression values. Putnam (1993)—even though his work was not a
representative of the cultural approach, his results are in line with this approach—investigated
under what conditions public institutions serve the public interest and then he argued that the
success or failure of democratic institutions reflects the degree to which a culture of trust and
participation is present. The conclusion of this study leads to the appraisal that democratic
institutions cannot be built from top-down (or at least not easily). They must be built up in the

everyday traditions of trust and civic virtue among its citizens (Laitin, 1995).

Intriguing as the study of political culture is, it is only of indirect interest to scholars of public
management. Of much more interest should be studies with a clear focus on public
administration and its functioning (Schedler and Proeller, 2007). Anechiarico (1998) studies the
differences in anti-corruption policies in the Netherlands and the United States and found that
different societal values are leading to diverse civil society phenomena, most importantly a
higher level of civic engagement of Dutch citizens compared to their US counterparts
(Anechiarico, 1998:20-24). This results in considerable differences in administrative culture and
problem solving policies, although both administrations are based on bureaucratic structures and

processes. He then concludes that:

‘Administrative culture is not an autonomous, causal factor in the public sector. Administrative
culture is both the sum of historical and political factors and an indicator of the contemporary

interaction of political and structural forces’ (Anechiarico, 1998: 29).
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The cultural approach treats culture as a given; it may be possible for a society to enhance or
change its ‘social capital’, but it is not possible to deliberately and systematically develop social
trust, nor to radically depart from established rules and norms (Fukuyama, 1995; Lane, 1998).
Culture is seen as a way in which individuals can confer shared meanings and hence make sense
of social interactions. Even if the nature of that culture may be relatively fluid and subjective, it
provides a persistent boundary, horizon or ‘segment’ to the life world of individuals and clusters
thereof. A range of researchers have not only found geographically-based, usually national,
differences in deep-seated values about what is good or bad, honest or dishonest, fair or unfair,
etc., they also point to the inter-relation between cultural-level and individual-level values: each
individual will be different but the aggregation of their approaches makes what is acceptable and
desirable in one country different from what is acceptable and desirable in another (Fukuyama,
1995; Lane, 1998). In addition, what happens at the organizational level is also affected by these
values (see for instance, Hofstede, 1997; Hofstede and Hofstede, 2005; House et al., 2004;
Schein, 2004; Schwartz, 1999; Trompenaars, 1993).

From an organization theory and public management point of view, the cultural approach can be
described as contextualist approach (Schedler and Proeller, 2007). March and Olson (1989) see
the major theoretical significance of contextualist ideas in their general inclination to see the
causal links between society and polity as running from the former to the latter, rather than the
other way around. The analogical application of this rationale to public administration and public
management outcomes could imply that organizations, structures, and management practices will

only be supported (and successful) when they are congruent with the existing culture.

Typical research settings of this approach seek to explain institutional outcomes by cultural
attitudes and tradition (Christensen and Laegreid, 1999; Schedler and Proeller, 2007). In this

body of literature, culture is most often seen as something stable (Schedler and Proeller, 2007).

The cultural approach is widespread in public management and administration research,
especially in comparative administration and international public management (Schedler and
Proeller, 2007: 191). The neglecting of cross-cultural differences, it is argued for instance, has
led international organizations such as the OECD or the World Bank to promote ‘one-size-fits-
all’ solutions to developing countries, with sometimes disastrous effects (Arellano-Gault,

2000:409).
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According to Caiden and Sundaram (2004: 376), when countries have relied on foreign experts,
the outsiders have too often ignored domestic circumstances and confused matters by
incorporating their foreign values. Imposed reforms (by elites) have been formally adopted but
informally evaded. In the same vein, Mendonca and Kanungo (1996) have warned that
uncritically transplanting management practices developed in the West to developing countries

will doom such processes to failure.

By the same token, Christensen and Laegreid (1999) argue that reforms implemented within
public organizations have to be put through a compatibility test. As they state, ‘those that are
incompatible with the traditional political-administrative cultural norms and values will be
modified or opposed, whereas those that are more compatible gradually will be implemented’
(Christensen and Laegreid, 1999: 172). This indicates that people within public organizations can
embrace reforms for as long as they do not threaten their cultural norms and values. Schick
(1998) has even argued that most developing countries should not implement public management
reforms as demanded by international organizations, inter alia, for reasons of cultural

differences.

In sum, trends of the cultural approach to the study of public management arrangements provide
a support for the use of cultural variables as an explanatory factor in reform studies both within
and across cultures. However, as most of the cultural studies in relation to reforms are cross-
cultural, they often focus on comparisons between national cultures and reform success/failure.
They use national or geographical boundaries to represent overly broad units of analysis, sharing
a universalistic view of a national culture. Using the nation state as a unit of analysis is
overlooking individual differences that exist within the country. Indeed, according to scholars
like Schwartz (1992), any nation or subgroup in a nation may be characterised by a distinct
cultural value, pattern, profile or cultural standard. In a similar vein, other scholars have
empirically found individual differences in cultural orientation within a relatively homogeneous
sample in the same country. For example, Iguisi (2009), in his study of work culture in three
cement companies of Nigeria, found that relative to non-managers, managerial employees in
Nigeria were exhibited low power distance, high individualism and low uncertainty avoidance.

Also, in Uganda, Karyeija (2012) reported significant differences among civil servants in their
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administrative cultural orientation (power distance, uncertainty avoidance and political

neutrality) based on demographic variables, i.e., age, work experience and educational level.

The above ideas notwithstanding, it should be borne in mind that the presences of individual
differences in cultural orientation do not render the use of culture to be a useless tool for
analyzing reform phenomena. Rather, such differences should be taken as a good opportunity for
an objective examination of the relationship between culture (as measured through individual’s
perceptions, attitudes and values along various cultural dimensions) and the institutionalization
status of the reform under investigation (as measured through individual’s perceptions and
experiences on the nuts and bolts of the reform). Thus, for scholars of public management, the
consequence lies in a need to have a clear conceptualization of administrative culture that takes
into account the possibility of cultural orientation differences that may exist among civil servants
and implications of such possible differences for analyzing public management arrangements.
Indeed, it is important now to conceptualize administrative culture in relation to reform

institutionalization as has been briefly reviewed under the subsequent section, i.e, 3.4.
3.4 Administrative Culture: Conceptualization

Administrative culture is a promising candidate as an explanatory factor of performance
management reform patterns—despite the fact that concept of ‘administrative culture’ is
inherently difficult to conceptualize (Gyorgy, 2004:498). There is a need to have a clear
understanding of administrative culture in relation to the bureaucracy. Jamil (1994) argues that in
order to explain and understand culture in a bureaucracy, two categories may be useful; these are
culture is what organization is’ and culture is what organization has (Jamil, 1994:277). In this
section, the researcher relates Jamil’s understanding of culture to the context of the present study.
Thereafter, the researcher shall re-state the operational definition of administrative culture as

used in this dissertation.
3.4.1. Administrative Culture as ,,WhatOrganization “Has”

According to this perspective, culture is a formal, prescribed, and normative behavior of people
which can be created, altered, manipulated and measured in order to enhance organizational
effectiveness (Jami, 1994: 277). This approach assumes that an organization itself can produce

distinct cultural values and norms. These values and norms can be changed in order to respond to
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environmental changes such as changes in market, technology, professional norms and values to
optimize the benefits of the organizations (Deal and Kennedy, 1982). In other words,
organizational culture can be changed by changing management practices. This dimension is
similar to ‘Weberian legal rational bureaucracy’, ‘scientific management theory’, ‘human
relation school’, and ‘new public management principle’, all of which claim that there is a
universal applicability of theory, regardless of differences in societal culture and politico-

economic environment (Jamil, 1994: 277).

Jamil (1994) elaborated that administrative culture may vary within the national context if
culture is what organization ‘has’. For example, the culture of one government organization is
different from the culture of other organizations, or the culture of public organizations that deal
with clients directly is different from the administrative culture of policy-making organizations
within the same country. The attitudes and role understanding of administrators may depend on
an administrator’s nature of job, formal position, contact net, institutional belongings, level and
kind of education, career and recruitment pattern, party affiliation, social background and
profession rather than on socio-cultural and political settings of an organization (Jamil,

1994:290-291).
3.4.2 Administrative Culture as ,,What Organization “IS”

This dimension of understanding culture assumes that culture is seen as a fixed entity embedded
in society, and therefore, cannot be consciously manipulated and managed (Jamil, 1994:279).
Organizational culture is a mere reflection of societal culture, and change in organizational
culture is likely to be brought about by changes in society. In this context, it is expected that
socio-political norms may determine administrative practices in public organizations. If culture is

what organization ‘is’, organizational culture may differ more across cultures (Jamil, 1994:279).

According to this perspective, organizational culture is isomorphic with national culture and
cannot be easily changed by leadership. The underpinning argument within this understanding of
organizational culture is that organizations are a reflection of societal cultures. This kind of
relationship has been explored by a number of scholars (Hofstede and Hofstede 2005; Jamil
1994; Tayeb 1988; Trompenaars and Hampden-Turner, 2007). From these studies, a clear

relationship between societal culture and organizational culture is determined, and the main
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source of values and preferences is the wider society and its culture rather than that of the

organization.

The distinction between these two dimensions can be summarized in the following manner:

Administrative  culture is What | Administrative culture is What

organization ‘is’ organization ‘has’

Influenced by Society Multiple factors such as education,

age, type of job, and so on

Social norms are Strong Weak

Interpersonal relationship influenced | Societal norms Organizational norms
more

Room for management is None/ little Some/large

Change in organizational culture is | Society Management strategy

likely to be brought about by change

Organizations differ more Across culture Within culture

Adopted from: Administrative culture: A mode of understanding public administration across-

culture by Jamil (Jamil, 1994:279).
3.4.3 Re-conceptualization of Administrative Culture

If we conceptualize administrative culture from the perspective of ‘what organization has’, it
becomes a flexible entity because it is dependent on other factors such as age, type of education,
duration of service, studying abroad, place of birth, and gender. Moreover, the administrative
culture will vary across government organizations, i.e., the beliefs, values, norms and practices
held by civil servants of one government organization will be different from those in other
government organizations; and thus we may conclude that it is fragmented. On the other hand,
when we perceive administrative culture from the perspective of ‘what organization is’, culture
becomes a fixed entity because values and norms are institutionalized and organizational
members within the same nation share common beliefs, values, norms and practices. In such
institutionalized environments, socio-economic variables such as age, gender, place of birth,
types of organization, duration of service and education may have little influence on
administrative culture; and thus we may conclude that administrative culture is unified and
integrated. Such a culture may be very difficult to change because it ha already been

institutionalized.
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Given these two perspectives, it is of interest to establish how and where the two perspectives
confront one another in the context of the civil service under investigation. Provided that
administrative culture within the civil service matters on the institutionalization status of
performance management reform, one can maintain two presuppositions. The first
presupposition would be that if administrative culture is unified and integrated, then those
background variables, i.e., age, gender, educational level, job category, work experience, etc.,
may have little or no influence on civil servants’ perceptions of administrative culture and also
performance management reform is unlikely to take root in the civil service for the foreseeable
future. Hence the reform should be redesigned to comply with the prevailing administrative
culture of the civil service. On the other hand, if the views and perception of civil servants on
administrative culture differ along their socio-economic characteristics, i.e., age, gender,
educational level, job category, work experience, etc., then the situation may offer a window of
hope: if reform agents recognize the culture that impeded the institutionalization of performance
management reform, they can engage in the cultural change program in the civil service to

increase the success rate of reform institutionalization.

In line with the above presuppositions, evaluation for existence of correlation between civil
servants’ administrative cultural orientation and their socio background will be undertaken in the
context of the present study, the intention being to get an insight on how NPM-driven reforms
should be managed in relation to culture. This notwithstanding, administrative culture in the

present study is taken as the values, beliefs, norms, traditions and practices of civil servants.

Having theoretical bases established and administrative culture re-conceptualized, the next
section focuses on literature and empirical referents to aid the development of appropriate
propositions on the relationships between administrative culture and the institutionalization level

of performance management reform within the civil service under investigation.
3.5 The Propositions for Empirical Analysis

It is evident from the first chapter that the main aim of this research is to establish empirically
whether or not administrative culture has an influence on the institutionalization level of
performance management reform in the state level civil service of ANRS. Therefore, this section

primarily focuses on the development of propositions that allow the present researcher to explore
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the associations between administrative culture and the institutionalization level of performance
management reform in the context of the state level civil service of ANRS. Before proceeding to
the development of such propositions, however, this section begins with a review of empirical
referents on the main features of the society (national) culture in Ethiopia, the intention being to
develop a proposition that allow me to explore whether or not the main features of administrative
culture® (i.e., power distance, uncertainty avoidance and collectivism) in the state level civil

service of ANRS are similar to the main features of the national culture in Ethiopia.

A significant amount of research supports the thesis that national culture impacts employees
work related cultural values, preferences, attitudes and perceptions. Specifically, as demonstrated
in chapter three, many researchers have been provided empirical evidence that sustained the
assumption that workplace cultural orientation of employees along the cultural dimensions of
power distance, uncertainty avoidance and collectivism is a reflection of the wider societal
culture in which they belong (Hofstede, 1997, 2001; House, et al., 2004; Jamil, 1994; Tayeb,
1988; Trompenaars, 1993; Trompenaars and Hampden-Turner, 1997). At this juncture, therefore,
it is imperative to review empirical referents on the main features of Ethiopian national culture in

terms of the cultural dimensions of power distance, uncertainty avoidance and collectivism.

Hofstede, based on his study that covers more than 70 countries including Ethiopia, evaluated
how values in the workplace are influenced by national culture. He identified the dominant
features of national culture of the surveyed countries in terms of power distance,
individualism/collectivism, uncertainty avoidance and masculinity/femininity (Hofstede, 1980,
1991). Hofstede placed Ethiopia within the ‘East Africa countries cluster’ that consists of Kenya,
Tanzania, Zambia and Ethiopia. Each country in this cluster is given the same average score for

each culture dimension index as found for Ethiopia (Hofstede 1991:55).

Hofstede findings revealed that Ethiopian’s national culture is characterized by a high level of
power distance and uncertainty avoidance, collectivism and feminine values. High power

distance denotes that people in Ethiopia accept a hierarchical order in which every person has a

% Given the lack of systematic research on the main features of the cultural dimensions of performance orientation
and political bias/neutrality at the national level in Ethiopia to inform prediction development, no propositions
appear appropriate and investigation of the features of these dimensions is exploratory.
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place and which requires no additional explanations. Hierarchy within organization is perceived
as mirroring intrinsic inequalities, acceptance of centralization, and anticipation by subordinates
to be told what to do. According to Hofstede’s findings, Ethiopia is considered as a collectivistic
country. High collectivism denotes that people in Ethiopia prefer for lasting dedication and
loyalty to the in-group (close family, extended family, extended relationships). They also tend to
believe that everyone should take responsibility for fellow members of their group to maintain a
harmonious interdependence and the interpersonal relationships should be collective and close.
High collectivistic orientation in Ethiopia reflects loyalty is dominant and prevails over majority
of other rules and regulations. Hofstede’s (1980, 1991) findings revealed high preference for
avoiding uncertainty in Ethiopia. This implied that society maintained strict rules of behavior and

belief and is intolerant of unconventional behavior, thoughts and suggestions.

Trompenaars and Hampden-Turner (1997) explored national cultural differences and how they
affect the process of doing business based on a sample of 22, 500 managers and 7, 500 general
administrative staff from 50 countries including Ethiopia. Findings for Ethiopia reveal that the
national culture of Ethiopia is characterized by relatively high level of particularism (greater
attention is given to the obligations of relationships and unique circumstances); relatively high
level of communitarianism (prime orientation to group goals and objectives than the self);
tendency to hide emotions in business contacts ( relatively low on affective culture); high level
of mixing private and business affairs (relatively high on diffuse culture); significance of
ascribed status (accord status to people on the basis of age, class, gender, education, and so on)

and relatively weak attitudes that people have control over their future.

Semaw and Mamman (2004) observed that national culture in Ethiopia is characterized by high
power distance, strong uncertainty avoidance and collectivistic orientation. According to their
observations, Ethiopians’ have norms, values and beliefs which assume that people have their
station in life and thus inequality is fundamentally acceptable. These authors also observed that
because of strong uncertainty avoidance, Ethiopians’ often prefer people who are cautious, not
risk-takers. Similarly, rules and regulations are considered very important and should be strictly
followed. The role of experts and people with authority is considered very important and their
views are considered correct. Consensus making is considered vital for the health of society

(Semaw and Mamman, 2004). With regard to collectivistic orientation, Semaw and Mamman
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(2004) observed that social groups such as family, social class, race, organizations and teams all
take precedence over the individual in Ethiopia. They also observed that, in Ethiopia, one’s
identity is based on group membership and collective views are considered better than individual

opinion (Semaw and Mamman, 2004).

Webster (2006) has investigated the dominant features of national culture in Ethiopia with the
aim of understanding the influence of national culture on stakeholder interactions in rural water,
sanitation and hygiene promotion projects. The research was based on twenty one narrative
interviews with water project experts and end users from the regional states of Amhara, Oromiya
and Southern nations, nationalities and peoples. Based on his findings, the author has identified
the following main features of Ethiopian national culture: strong hierarchy; high importance
attached to social status and power; high uncertainty avoidance; high concern for public self-
image (face saving behavior); relationship orientation; favoritism for friends and acquaintances;
a strong degree of belief in God; and high context communication which hides the meaning

within the context of the communication.

Krishna and Habtamu (2007) used an adapted version of Hofstede’s questionnaire with the aim
of exploring the relationships between national culture and preferred style of leadership. The
research was implemented among industrial workers on the sample from two countries, Ethiopia
and India. The empirical findings (regarding culture) of this study confirmed Hofstede’s findings
concerning high power distance, high uncertainty avoidance and collectivistic orientation in
Ethiopian society. Janssen and Fikre (2009) also used an adapted version of Hofstede’s
questionnaire with the aim of exploring work related cultural value differences between
Ethiopians and Netherlands. The research was conducted on a sample of postgraduate students in
the field of business and economics. The estimated results for Ethiopia on each of the cultural
dimensions confirmed findings from Hofstede’s original research. More specifically, Ethiopia is
typified by high power distance, strong uncertainty avoidance and emphasis on collectivistic

orientation.

The foregoing empirical referents suggest that despite the diversities in languages, settlement
areas, historical background and some customs, the ethnic groups in Ethiopia reflect tremendous
amount of similarities in various cultural aspects. Specifically, results of the above studies

illustrate Ethiopians as having high powered distance, high uncertainty avoidance and
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collectivistic orientations. Thus, established on the foregoing empirical referents on Ethiopian
national culture and studies that sustained the assumption that national culture impacts workplace

cultural orientation of employees, the following proposition was developed:

Proposition 1: Like the national culture in Ethiopia, administrative culture in the state level civil
service of ANRS is characterized by high power distance, high uncertainty avoidance and

collectivistic orientation.

3.5.1 The Relationships between Administrative Culture and Institutionalization of

Performance Management Reform

In the following subsections, the researcher presents the propositions for analysis of the
relationships between administrative culture and the institutionalization of performance
management reform in the context of the civil service under investigation and the basis for

formulating them.
3.5.1.1 Power Distance

Power distance is the extent to which members of institutions and organizations within a country
expect and accept that power is distributed unequally (Hofstede, 2001; House ef al., 2004). In the
context an organization, power distance is the difference between the extent to which a boss can
determine the behavior of a subordinate and the extent to which the subordinate can determine
the behavior of the boss (Hofstede, 2001: 209; Hofstede and Hofstede, 2005:54). This is closely
connected with the norms which exist in a given culture about equality and inequality (Hofstede

and Hofstede, 2005).

In instances where a society has large power distance, then it follows that organizations may as
well be considered to have large power distance tendencies (Karyeija, 2012). Power is
centralized as much as possible in a few hands and thereby subordinates expect to be told what to
do. There are a lot of supervisory personnel, structured into tall hierarchies of people reporting to
each other. Compensation systems, which include basic salary, benefits, incentives, housing
facility, etc., show wide gaps between top and bottom in the organization (Hofstede and
Hofstede, 2005:55). Employees with high power distance orientation usually expect and accept

power relations that are authoritarian and paternalistic. They often show respect to their superiors
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based on the positions their superiors formally hold in the organization. This has a number of
implications for the institutionalization of performance management reform, which relies heavily

on a participative appraisal process — goal setting, interview and review.

In the subsections below, more detailed literature bases and reasonings for the potential links
between power distance and the institutionalization of performance management reform is

presented.
a) High power distance and performance agreement

Performance agreement is the bedrock of an effective performance management system (Grote,
2002:22). It involves the agreement between the manager and the subordinate on what and how
the latter is expected to perform. It has been well-noted that participation, dialogue, and
agreement between the manager and the subordinate are at the heart of the performance
agreement due to the ideology of arriving at jointly agreed goals and objectives (Armstrong
2009; Longenecker and Gioia, 1992; Grote, 2002; Marr, 2008; McDonnell and Gunnigle, 2009;
Price, 2000). However, a high power distance culture may militate against these aspects of

performance management system.

In high power distance cultures, where there is a great deal of respect for the elderly (respect for
age), status and people in authority, there is a high degree of subservience to the elderly and
authority figures in organizations (Budhwar, 2004). Social distance between superiors and
subordinates is marked, with a sharp distinction and status difference between the management
and the rank-and-file employees. Workers are expected to do their work and follow the
management’s instructions and directives. Subordinates rarely question or challenge those in
authority, they do not express their opinions openly—but there is no shortage of opinions
privately (Budhwar, 2004). Therefore, the idea of the mutually established objectives can be
difficult to put in practice in the high power distance contexts in which the subordinates are
expected to be merely followers and in which two-way dialogues with the boss seem untenable

(Schneider and Barsoux, 2003).

With a large power distance, the bureaucracy is highly centralized, juniors are not expected to
challenge authority openly or to participate in decision-making but to take orders (Karyeija,

2012; Munene, et al., 2000). Yet, given that the performance agreement is expected to be
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participatory, then it may not succeed well in a hierarchical environment characterized by a large
power distance. This hierarchy that defines power relations is accentuated by wide compensation
disparities and civil servants who cherish status symbols (Karyeija, 2012). It may also express
itself in other ways such as gender and generational differences, whereby men and the elderly
are generally considered culturally superior (Hofstede, 1997). Studies linking culture and
performance management indicate that performance management in low power distance
countries is more successful than in high power distance countries because low power distance
countries do not have much tolerance for status and power differences, and consequentially,
employees have a higher tendency to participate in performance agreement and review
(Bjorkman and Lu, 1999; Earley, 1993; Earley and Stubblebine, 1989; Fletcher and Perry, 2001;
Gelfand, et al., 2004; Harrison, et al., 2000; Jackson and Schuler, 2003).

The performance management works on the premise that the manager and the employee can
engage each other in conversation without fear, as peers; but scholars, like Karyeija (2012),
rightly ask that how this can be achieved within a large power distance cultural orientation where
subordinates expect that only the superior gives instructions and commands. In fact, in large
power distance cultures, those in lower ranks are not expected to actively participate in the
performance agreement (Kirkbride and Westwood, 1993; Schneider and Barsoux, 2003) and it
can be difficult for the idea of the mutually established objectives to take root in high power
distance contexts (Schneider and Barsoux, 2003). It has also been observed that performance
management, which is rooted in the MBO philosophy, reflects an American value position, in
that it presupposes that the subordinate is sufficiently independent to have a meaningful dialogue

with the boss (for there is not too high power distance) (Hofstede and Hofstede, 2005:273).

In short, the performance management system may not fit with the high power distance culture
because the subordinate with a high power distance cultural orientation may find it difficult to

meet the manager and set his or her own goals in open dialogue with the manager.
b) High power distance and performance review

Performance management is a continuous process that involves ongoing reviews throughout the
year and formal review once or twice yearly (Armstrong, 2009; Price, 2000). The ongoing

performance reviews (informal reviews) are the processes by which performance is managed
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throughout the year (Armstrong 2009; Longenecker and Gioia, 1992; Grote, 2002). The ongoing
performance review requires the manager to give regular feedback to the subordinates and to
function as a coach and mentor to the subordinates. Formal reviews are usually documented on
paper or recorded on a computer (Armstrong 2009; Grote, 2002). They can provide the basis for
decisions on performance pay, promotion, training, performance and development plans and

actions to deal with poor performance (Armstrong, 2009).

According to Mendonca and Kanungo, all the critical activities in performance management
require the manager to function as a coach and mentor to his subordinates, but high power
distance is ‘certainly not compatible with this nature of the manager-subordinate relationship’
(Mendonca and Kanungo, 1996). The implication, therefore, is that the high power distance
cultural orientation may clash with essential values of the performance management, which
require that in order to be successful, there is mentoring and coaching within the performance
management process, whereby the interaction between managers and subordinates is
personalized and supportive. According to Karyeija, this is not usually the case in high power
distance culture; instead sycophancy arises in order to smooth out the relationship. Sycophancy is
manifested in many ways such as by flattery and by imitating the boss. It is intended to create an
impression of a servile person and to win favour from the boss, which holds true also in the
context of the performance management (Karyeija, 2012). Thus, sycophancy may deter the
manager from forwarding negative (critical) feedback to the subordinates in the high power

distance culture.

Formal performance review happens on a one-to-one basis — a get-together of the manager and
the individual. This should be a conversation involving dialogue and joint analysis of
performance. It should be constructive and forward-looking, not a top-down judgemental affair
(Armstrong, 2009; McDonnell and Gunnigle, 2009; Price, 2000). Fletcher and Perry (2001)
observe that formal performance reviews and feedback on results in the large power distance
cultures will most often be conducted by a person with a relatively more power than the
subordinate, while in the low power distance cultures formal performance reviews are less
dependent on superiors. In large power distance cultures, subordinates expect to receive
performance feedback in a more directive manner; therefore, supervisors are expected to initiate

feedback and employees are less likely to seek it from their superiors. In low power distance
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cultures, by contrast, feedback may even be sought by the subordinate. But when large power
distance deters juniors from demanding feedback, it undermines the core values of the
performance management system because that system is designed so that those involved will
relate to each other without feeling an unequal power distribution. This is because ‘it may not be
the case that employees with a high power distance cultural orientation expect or desire to

participate in the feedback and evaluation processes’ (Fletcher and Perry, 2001:136).

One of the negative outcomes of large power distance is that it perpetuates corruption. Hofstede
writes: ‘power distance adds to the frequency of corruption, as larger power distances stand for
fewer checks and balances against power abuse’ (Hofstede and Hofstede, 2005:63). He further
notes that countries with large power distance cultures are more likely to bribe compared to
small power distance countries. It is this assumption that tempts scholars like Karyeija (2012) to
argue that if an employee with high power distance cultural orientation finds it rewarding to
bribe the boss to get a positive evaluation, the individual will go ahead and do it. And as long as
other factors are brought into play, insofar as performance review is concerned, then subjective
judgments take precedence over objective judgments and thus will undermine the spirit of the

performance review which should be rooted in the reality of the employee’s performance.
¢) High power distance and rewards

Performance management system relies on the premises that employees who are performing at
high levels should be rewarded and those who fail to meet the performance standards should be

provided with training or, if necessary, be dismissed (Pynes, 2004:225).

Hofstede notes that privileges and status symbols are normal and popular in large power distance
cultures but frowned upon in small power distance societies. He adds that visible signs of status
in large power distance cultures contribute to the authority of the bosses. By contrast in the small
power distance cultures privileges for higher-ups are basically undesirable; for instance,
everyone should use the same parking lot, toilets and cafeteria (Hofstede and Hofstede, 2005:56).
The desire for status symbols may also have some effects on the performance management
system. For instance, Karyeija (2012) argues that in a large power distance culture, those in
power would like to see the performance management as another exercise that contributes to

their authority. This is because the formal performance review results are supposed to be used for
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personnel decisions such as promotion, demotion and salary increment. Therefore, given that the
manager is in charge of determining the future of the subordinates, it becomes an effective tool
and is cherished. On the other hand, in small power distance cultures, we would expect that the
performance management would only be looked at as a tool for assessing and communicating
performance, with a minimal expectation that it will accentuate the power of the manager

(Karyeija, 2012).

It is clear from the foregoing literature review that there are sound arguments and empirical
evidences, albeit arguments are cross-cultural in nature and empirical evidences are mainly
anecdotal, to argue that the institutionalization level of performance management reform in the
civil service is attributable in part to the administrative cultural orientation of civil servants in
relation to power distance. The literature review suggests that high power distance cultural
orientation would have a negative influence on the institutionalization level of performance
management reform. Thus, to empirically examine the influence that power distance cultural
dimension exerts on the institutionalization level of performance management reform within the

civil service under study, the following proposition was developed:

Proposition 2: Administrative culture within the state level civil service of ANRS, as measured by
power distance dimension, exerts a negative and significant influence on the institutionalization
level of performance management reform in general and on performance agreement, review and

rewarding high performers and managing under-performers aspects of the reform in particular.
3.5.1.2 Uncertainty Avoidance

Uncertainty avoidance reflects the extent to which members of an organization or society strive
to avoid uncertainty by reliance on social norms, rituals and bureaucratic practices to alleviate
the unpredictability of future events (Hofstede, 2001; House, et al., 2004). The concept denotes a
deficit in the knowledge about what the future may hold. It expresses the extent to which people
either tolerate ambiguous situations or need formal rules (Hofstede and Hofstede, 2005).
Uncertainty avoidance culture may be weak or strong. Bureaucracies in strong uncertainty
avoidance cultures are more likely to create and maintain rules than those in weak uncertainty
avoidance cultures, and people in the strong uncertainty avoidance cultures will tend to avoid

situations that may not be easy to tackle (Hofstede and Hofstede, 2005).
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A strong uncertainty avoidance culture seeks to structure social systems (politics, education, and
business) where order and predictability are paramount, and rules and regulations dominate. In
such culture, risky situations create stress and upset people (De Luque, ef al., 2004; Hofstede and
Hofstede, 2005). Next, the present researcher raises arguments in the literature and empirical
evidences that support the potential link between uncertainty avoidance and the
institutionalization of performance management reform as presented under the subsections (a—)

below.
a) High uncertainty avoidance and performance agreement

Performance management is concerned with the encouragement of productive discretionary
behavior. As defined by Purcell and his associates, ‘discretionary behavior refers to the choices
that people make about how they carry out their work and the amount of effort, care, innovation
and productive behavior they display’ (Purcell, ef al., 2003, cited in Armstrong, 2006). This
implies that a successful performance management system requires both themanager and the
subordinates to be innovative, adaptive to the new changes and risk-takers. This is particularly
important in a performance agreement stage of the performance management cycle where both
the manager and the employee are expected to set challenging goals and innovative ways to

achieve the goals.

Mendonca and Kanungo (1996) argue that the relatively high uncertainty avoidance in the
developing countries implies that civil servants are unwilling to accept organizational change.
Bureaucrats are reluctant to take personal initiatives outside of the prescribed roles and avoid
taking risks. This eventually becomes a severe constraint on effective performance management.
And yet involving subordinates in the setting of challenging and difficult goals is a key tenet of
performance management. In cultures with strong uncertainty avoidance norms, emotions are
displayed in a way that everything different is dangerous (Karyeija, 2012). People resist changes

and worry about the future.

By contrast, cultures with a weak degree of uncertainty avoidance are open for new challenges
and changes. People have less feelings of uncertainty about the future and like to avoid excessive
rules and formalities. They are more likely to stimulate innovations and emphasize new ideas.

When performance management is introduced into the high uncertainty avoidance culture, civil
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servants may resist reforms because they have to learn something new. There exists a fear of the
unknown and about their ability to adapt to it. As de Jager (2001) argues, ‘Most people are
reluctant to leave the familiar behind. We are all suspicious about the unfamiliar; we are
naturally concerned about how we will get from the old to the new, especially if it involves
learning something new and risking failure’ (de Jager, 2001:24). This is also a familiar
phenomenon within the performance management system. For instance Karyeija (2012), in his
study of the relationship between administrative culture and performance appraisal reform in
Uganda’s civil service, found that there was a fear mentality among the majority of civil servants
with regard to developing new skills and behavior that are required in a new work setting.
According to Karyeija’s (2012) findings, it is such fear mentalities that lead most civil servants
in Uganda to reveal resentment-based resistant behavior such as not setting SMART goals,

giving fraudulent self-evaluations and not being as transparent as possible.
b) High uncertainty avoidance and performance review

The argument for a formal performance review is that it provides a focal point for the
consideration of key performance, motivational and development issues. It is a means for
considering the future in the light of an understanding of the past. Performance review is
forward-looking. It focuses on planning for the future rather than dwelling on the past. But it also
takes into account when making these plans what has been achieved and, more importantly, how
it has been achieved (Armstrong, 2006, 2009). However, these ideals of performance review may
be difficult to be practiced in the high uncertainty avoidance cultures where constant needs for
rule-following and limited belief in one’s ability to controll the environment are taken to be the

accepted norms.

It 1s well known that civil servants who are subjected to rigid and complex rules seldom take the
initiative. They are also rarely accountable for their behavioral patterns and actions’ (Jabbra and
Jabbra, 2005). Some of the implications of this kind of structure are: a) issues concerning
performance management reforms that are not covered by rules are ignored due to lack of
flexibility and innovation; b) time is wasted when a document passes through many hands before
it 1s signed by a supervisor; ¢) obsession with rules perpetuates itself by the establishment of
more formal rules; d) whenever there is dispute over an issue, or if a manager makes instructions,

there is greater reliance on rules than on expertise to determine the best way forward and e) civil
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servants are constrained by the existing rules because they may be punished for not following the
rules and standing orders to the letter, that is, they may be held ultra vires for exceeding the
bounds of their jurisdiction (Karyeija, 2012). Then, how do these aspects of rule-following affect

the performance management reform?

For one thing, as Hofstede and Hofstede point out, this kind of reform, which is part of the MBO
philosophy, reflects American values in that it presupposes that both superior and subordinate are
prepared to accept some ambiguity (low uncertainty avoidance) (Hofstede and Hofstede,
2005:273). This implies that both manager and subordinate should appreciate flexibility in rule
application and the need for deviant ways of achieving goals as long as such practices are geared
towards the benefit of the organization. However, a constant need for enhancing predictability in
high uncertainty avoidance cultures may make the issue of flexibility and deviation from the
prescribed ways either an unwanted business or a point of wrongdoing in the formal performance

discussion.

Etounga-Manguelle (2000:68) argues that Africa is plagued by what he terms the tyranny of
time: the ‘African is anchored in his ancestral culture . . . without a dynamic perception of the
future, there is no planning, no foresight, and no-scenario building . . . no policy to affect the
course of events’. This seems a harsh statement on the state of affairs in Africa, but it is generally
perceived that there is little concern for proactive or future planning while there is excessive
concern for maintaining the status quo (Umeh, 2005:122). Implications for the implementation of
performance management reform are immense. It is conceivable that the manager and the
subordinate operating within this mindset are likely to focus on the past rather than on planning
for the future in the formal performance review and on the need to maintain continuity. The idea
that performance management review allows both managers and individuals to take a positive
look at how performance can be developed in the future also seems unattainable. For as Terence
Jackson postulates, Western systems reflect a future, objective and performance orientation,
whereas the ‘African’ management systems reflect the status quo and continuity with the past

(Groeschl, 2003; Jackson, 2006:83).

The impact of high uncertainty avoidance culture is not limited to the forward-looking aspect of
the performance review. It has also influence on the backward aspect of the performance review.

Performance management practices assume that employees have control over their environment
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and can achieve their goals (Schneider and Barsoux, 2003). As Groeschl argues, the level of
control becomes important when reviewing past performance. He further notes that ‘control of
the environment’ is a cultural characteristic linked to uncertainty avoidance, for it concerns the

extent to which people think they have/lack control over their environment (Groeschl, 2003 :70).

Empirical evidence confirms that the level of control over the environment could influence the
formal performance review, particularly reviewing past performance. For instance, in India, the
uncertainty avoidance evidenced through karma (inevitable fate) has been used as a
rationalization for accepting a sub-standard performance of the subordinates. This characteristic
of uncertainty avoidance and lack of control could have a negative impact on reviewing past
performance (Groeschl, 2003:72) because it would mean that supervisors are not giving the
necessary feedback to their employees, or that the feedback is rationalized in such a way that
makes it inoperative. As long as feedback fails to have the effects the promoters of the
performance management systems expect and desire, it suggests that the performance

management system is not functioning.
¢) High uncertainty avoidance and rewards

Since one of the critical purposes of the performance management is using it as a basis for
rewarding high performers and managing under-performers, it is important to understand the
impact uncertainty avoidance has upon the implementation of this aspect of performance
management reform. According to Mcfarlin and Sweeney (2001:75), there is a strong correlation
between uncertainty avoidance and bonuses. These scholars note that countries with a weak
uncertainty avoidance culture favour the idea that bonuses should be linked to performance,
whereas countries with a strong uncertainty avoidance culture are less likely to use the variable
of performance bonuses because bonuses would create more ambiguity than supervisors are
willing to accept. This is significant because the performance management system favors
rewards and bonuses based on individual performance, as opposed to general rewards across the
board, which are preferred by all in the weak uncertainty avoidance cultures. Moreover,
managing under-performers through the provision of identified skill gaps will be less likely to
happen in the high uncertainty avoidance contexts, as training will likely focus more heavily on

organizational rules and policies in order to enhance predictability (De Luque, et al., 2004;
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Gelfand, et al., 2004). Hence, we may presuppose that a high uncertainty avoidance culture may
impede the successful institutionalization of performance management system that intended to

reward high performers and manage under-performers.

It clear from the foregoing literature review that there are supporting arguments and empirical
evidences, albeit arguments are cross-cultural in nature and empirical evidences are mainly
anecdotal, to argue that the institutionalization level of performance management reform in the
civil service is attributable in part to the administrative cultural orientation of civil servants in
relation to uncertainty avoidance. The literature review suggests that strong (high) uncertainty
avoidance cultural orientation would have a negative influence on the institutionalization level of
performance management reform. Thus, to empirically examine the influence that uncertainty
avoidance cultural dimension exerts on the institutionalization level of performance management

reform within the civil service under investigation, the following proposition was developed:

Proposition 3: Administrative culture within the state level civil service of ANRS, as measured by
uncertainty avoidance dimension, exerts a negative and significant influence on the
institutionalization level of performance management reform in general and on performance
agreement, review and rewarding high performers and managing under-performers aspects of

the reform in particular.
3.5.1.3 Individualism/Collectivism

Individualism/Collectivism reflects the extent to which members of an organization or society
identify themselves as either an individual or a member of a group (Hofstede, 1997, 2001;
Hofstede and Hofstede, 2005). It differentiates between cultures in which an individual’s
personal attributes and uniqueness are central to identity and those in which an individual’s
relationships with and obligations to others are the focus of identity (Gelfand, et al., 2004).
Individualism pertains to societies in which the ties between individuals are loose: everyone is
expected to look after himself or herself and his or her immediate family. Collectivism as its
opposite pertains to societies in which people from birth onwards are integrated into strong,
cohesive in groups, which throughout people's lifetime continue to protect them in exchange for
unquestioning loyalty (Hofstede, 1997, 2001; Hofstede and Hofstede, 2005). In an organizational

context, collectivism represents the extent to which organization members emphasis relationship
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than task, the extent to which organization members prefer harmony and cooperation to
confrontation and competition and the extent to which organization members prefer group-based

work and reward to individual ones (Hofstede, 1997, 2001; House, et al., 2004).

Unlike the previous two cultural dimensions, the impact that individualism/collectivism has on
the performance management practices is well captured by those extant body of theoretical
literature pertaining to the private sector (see section 2.7). However, its impact on public sector
context in general and on reform context in particular is less understood. Therefore, in the
subsequent paragraphs, an attempt has been made to assess the likely impact that
individualism/collectivism has on the institutionalization of performance management reform in

the context of the civil service under investigation.
a) Individualism/Collectivism and performance agreement

It is well noted that the performance agreement, the agreement between the manager and the
subordinate on what the latter is expected to perform, should specify targets/goals that are
SMART (specific, measurable, achievable, realistic, and time-specific) (Erasmus and Van Dyk,
2003: 145; Gibb, 2002). Performance management system requires managers to evaluate
subordinate’s performance based on such agreed targets. However, one must question whether
such lofty expectations play out in practice in collectivistic cultural contexts. It is reasonable to
expect that the idea of defining individual performance in light of results can be met with great
opposition in a collectivistic culture in which individual’s social and supportive orientation are

more valued than what he or she actually does.

More fundamentally, the very notion of ‘effective’ performance 1is culture-bound. In
individualistic cultures, such as the US, the evaluation criteria are objective, quantifiable, and
observable, and they focus primarily on employee’s productivity (Jackson and Schuler, 2003). In
contrast, performance evaluation in collectivistic cultures focuses more on social and relational
criteria such as awareness of duties and obligations, willingness to work hard for the group,
ability to maintain harmonious relationships, and conformity (Gelfand, ef al., 2004). Gelfand and
his colleagues (2004) found that while individualistic cultures discourage employees from being
evaluated on their character traits rather than on what they do, in many collectivistic cultures

employees are judged on their integrity, loyalty, and morality. In other words, a performance
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agreement that intended to arrive at SMART objectives can, at times, be at odds with the cultural
emphasis that is placed on character appraisal (Gelfand, et al., 2004). Hence, we expect that the
institutionalization of performance management reform, which requires civil servants to set what
is expected from them in terms of specific and measurable objectives, may suffer from cultural

incompatibility in countries with a collectivistic culture like Ethiopia.
b) Individualism/Collectivism and performance review

Performance review is nothing more than the provision of timely and critical feedback to
employees (Armstrong, 2009; McDonnell and Gunnigle, 2009; Price, 2000). The performance of
timely, ongoing feedback is highlighted by the very fact that unforeseen events occur. This may
require a reappraisal of objectives. Having ongoing reviews allows the employees to provide
details on how they are progressing and the manager can provide details on any organizational
changes that may impact on the achievement of these objectives. It also allows one to see how
their performance to date is being viewed and what might be required to engender improved

performance (Williams, 2002).

It can be provided, on a one-to-one basis, by managers informally during the year or formally at
a formal performance review meeting in which it will play an important part. It can be given by
colleagues, subordinates or customers as part of a 360-degree feedback system (Armstrong,
2006, 2009:116). However, the extent to which this takes place in practice in a collectivistic

culture is questionable.

It is well noted that in a collectivist culture, as opposed to individualistic culture, individuals
strive to maintain harmony and social face which are considered to be socially desirable behavior
(Fletcher and Perry, 2001; Gelfand, et al., 2004; Hofstede, 1997; Hofstede and Hofstede, 2005).
Jones, et al., (1996) bring to our attention the difference between African and Western countries

in terms of these cultural aspects, by stating that:

‘In Western societies conflict and confrontation of idea tend to be accepted as normal and even
desirable as the source of creativity. Trust and openness are asserted as desirable organizational
features. Many African societies, in contrast, retain strong elements of traditional values
emphasizing a concern for the quality of relationships, the desirability of consensus, and

tolerance of individual weakness’ (Jones, et al., 1996: 466).
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Therefore, there may be a tendency to avoid critical and negative face-to-face feedback in
collectivistic contexts like Africa so as not to damage social face and harmony. Rather, as
Fletcher and Perry found, there is a tendency in collectivistic cultures to be indirect in nature, as
individuals strive to maintain harmony and social face; thus, feedback is usually delivered in
indirect, subtle, and non-confrontational ways, thereby making critical face-to-face feedback
sessions unlikely and ineffective (Fletcher and Perry, 2001). This implies that in a collectivistic
culture like Ethiopia, one may not be critical of a person in his or her presence. Consequently,
giving negative or critical feedback—in fact, any face-to-face performance review—may be

difficult for many managers. It may be considered as an attempt to ruin someone else’s career.

As for methods of evaluation, 360-degree evaluation methods, which are popular in low power
distance and individualistic cultures such as the US, tend not to be as effective in high power
distance or collectivistic cultures (Gregersen, et al., 1996). To explain, it is inappropriate for
subordinates to evaluate their superiors in high power distance cultures, as it undermines the
supervisors’ authority (Gregersen, ef al., 1996). In collectivistic cultures, 360-degree evaluation
is ineffective because individuals are likely to provide team members with consistently high
evaluations as a result of both in-group bias and a desire to maintain group harmony (Bjorkman

and Lu, 1999).

In principle, performance review is supposed to be undertaken regularly. However, in practice,
members with a collectivistic cultural orientation are not undertaking performance evaluation
regularly. There is potential and covert resistance to evaluating and discussing individual
performance in such cultural contexts. Evaluating the work of groups, sections, or departments is
more acceptable than evaluating the performance of an individual worker (Earley, 1993;
Ramamoorthy and Carroll, 1998; Triandis and Bhawuk, 1997). Hence, we expect that the
institutionalization of performance management reform, which requires regular and critical
performance review to happen on a one-to-one basis as well as the employees to be critical in
evaluating each other’s performance, may be less likely to be successful in countries with

collectivistic cultures like that of Ethiopia.
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¢) Individualism/Collectivism and rewards

The performance management system provides the management with important information for
making strategic decisions on employees’ promotions, training and development activities,
compensation decisions, and retention or separation (Gospel and Pendleton, 2005; Pynes, 2004).
Rewarding high performers (monetary and non-monetary rewards including promotion) and
managing under-performers is among the building blocks of a performance management system
(Gospel and Pendleton, 2005; Grote, 2002; Ketty, 2008; Pynes, 2004; Rudman, 2003). However,
a collectivistic culture may adversely affect the sustained applicability of these aspects of

performance management system in developing countries.

Aryee (2004) has explained how these cultural factors affect human resource management in
developing countries, particularly in Ghana. As a collectivist society, Ghanaians seek meaning in
life largely through social relationships, through identifying with the group in which they are
embedded, and participating in its shared ways of life. This group is defined in terms of the
extended family into which all Ghanaians are borne and whose interest they are socialized to
promote. The extended family is characterized by a high degree of reciprocity in the exchange of
both moral and material support. For example, it is the moral obligation of employed members of
the family to financially support the aged and less fortunate members. When exported into an
organizational context, the distinctions between in-group and out-group, and the associated
obligation to help one’s in-group members, have been noted to undermine the goal-oriented
meritocratic purposes of a bureaucratic organization. This is because it encourages particularistic
rather than universalistic organizational practices. For example, the decision to hire, reward, and
promote should be based on the universal principle of an employee’s contributions to
organizational goal attainment. However, in a collectivistic context, such personnel decisions are

based on non-merit considerations such as kinship ties (Aryee, 2004).

The adverse effect of a collectivistic culture becomes even more acute in matters relating to
discipline (Budhwar, 2004). It is the norm in most of Sub-Saharan African countries for a
transgressor awaiting disciplinary action to send a powerful delegation consisting of cultural and
local potentates to the home of the manager to plead on behalf of the ‘victim’. As part of the
plea, the manager will be reminded of the economic and social damage the impending

disciplinary action will do to the person’s family (both immediate and extended), kinsmen,
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village or even entire ethnic group. Such a situation creates problems in the discipline of
employees in organizations as, culturally, it is expected that the manager will forgive the
transgressor, or be deemed to be a wicked, unfeeling, insensitive and uncaring person.
Consequently, managers often fail to invoke disciplinary action against employees for even gross
misconduct because they do not want to incur the wrath of the employees and become unpopular
in the organization (Budhwar, 2004). The issue of respect for the elderly also makes it difficult

for a young manager to discipline older subordinates (Kamoche, et al., 2004).

The above two paragraphs highlight that there is an empirical evidence for the adverse impact
that a collectivistic culture has on the sustained applicability of performance management
practices in Africa. Therefore, it is important here to take the issue further and understand the
possible effects of this dimension of culture on institutionalization of the performance

management system, which aims at promoting individual rewards.

It is well recognized that any decisions on performance-related pay, promotion and other rewards
as well as actions towards under-performers in performance management system should rely on
the results of individual performance reviews (Armstrong, 2009; Keety, 2008; McDonnell and
Gunnigle; 2009). However, there is potential and covert resistance to evaluating and discussing
individual performance in a collectivistic culture (Earley, 1993; Ramamoorthy and Carroll, 1998;
Triandis and Bhawuk, 1997). Thus, performance management reforms that focused on individual
performance, coupled with individual-focused reward systems, tend not to be a norm in

collectivistic contexts.

Researchers suggest that the socially desirable forms of behavior like maintaining of group
harmony in a collectivistic culture may militate against the application of individual rewards. In
individualistic cultures such as the US, rewards that recognize individual accomplishment are
highly motivating, whether they are monetary or non-monetary. In contrast, in collectivistic
cultures like Japan, individual awards can cause disharmony among group members, and thus
rewards that satisfy needs for affiliation are more motivating (Erez, 1994; Money and Graham,

1999).

In collectivistic cultures, where group membership is the central aspect of one’s identity,

employees prefer to work in a group and share rewards accordingly, unlike what holds true in
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individualistic cultures (Hampden-Turner and Trompenaars, 1997; Hofstede, 1997; Hofstede and
Hofstede, 2005). As a result, a performance management system aimed at rewarding individuals
for their performances can be met with great opposition in collectivistic cultures (Earley, 1993;
Ramamoorthy and Carroll, 1998; Triandis and Bhawuk, 1997). Where the individuals subsume
their individuality within a group identity, individual performance review and individual
performance based pay schemes will become an empty ritual (Flynn, 2002:73). Furthermore,
promotions decisions in collectivistic contexts tend to be based more on seniority than on merit
(Ramamoorthy and Carroll, 1998). Imported performance management practices that strive to
promote employees based on merit regardless of seniority can be met with great opposition in
collectivistic cultures in which elders would lose face when placed under the supervision of more
junior individuals; similarly, those in junior positions might feel that they lack credibility to be in
the more senior position (Harrison, et al., 2000). Therefore, it is reasonable to expect that the
institutionalization of performance management reform that aims at promoting rewards and
promotion based on individual performance may not be successful in the collectivistic countries

like that of Ethiopia.

It is clear from the foregoing literature review that there are supporting arguments and empirical
evidences, albeit arguments are cross-cultural in nature and empirical evidences are mainly
anecdotal, to argue that the institutionalization level of performance management reform in the
civil service is attributable in part to the administrative cultural orientation of civil servants in
relation to collectivism. The literature review suggests that a collectivistic cultural orientation
would have a negative influence on the institutionalization level of performance management
reform. Thus, to empirically examine the influence that a collectivistic cultural dimension exerts
on the institutionalization level of performance management reform within the civil service

under investigation, the following proposition was developed:

Proposition 4: Administrative culture within the state level civil service of ANRS, as measured by
individualism/collectivism dimension, exerts a negative and significant influence on the
institutionalization level of performance management reform in general and on performance
agreement, review and rewarding high performers and managing under-performers aspects of

the reform in particular.
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3.5.1.4 Political Bias/Neutrality

This section focuses on the interface between politics and administration, that is to say, between
political leaders and civil servants. The issue that is highlighted here is the extent to which

bureaucrats retain political neutrality or become politically biased.

Political neutrality denotes civil servants’ performing their jobs professionally and without bias
towards politicians. On the other hand, political bias connotes a partisan bureaucracy that is more
loyal to the interests and preferences of the ruling party (Karyeija, 2012). In an extreme case,
political bureaucrats may resemble bureaucracies in socialist countries (i.e., in the former Soviet
and East European countries) where bureaucrats were also active members of the socialist party
(Karyeija, 2012). According to Putnam (1975), attitudes of bureaucrats may be classified into
classical and political bureaucrats. A classical bureaucrat is more rule-oriented, while the
political bureaucrat is more program-oriented. A classical bureaucrat may dislike political
influence and intervention by political leaders in the daily affairs of the bureaucracy. They are
likely to be more distrustful of politicians. In contrast, a political bureaucrat is more sensitive to
political signals and guided by preferences of the party in power; they are also more trustful of

politicians (Putnam, 1975 cited in Jamil, 1998).

If a bureaucracy is more classical, the bureaucrats’ dispositions to reform measures by the
government may vary from being positive to negative. To secure positive responses, their
cooperation needs to be nurtured by making them active participants in the implementation
phase. In contrast, the politically biased bureaucrats’ natural inclination is to support government

policies. Their positive disposition is natural and taken for granted (Jamil, 1998:97).

Bureaucratic attitudes along classical and political dimension may also develop because of the
way bureaucrats are selected. In those systems where bureaucrats are recruited by a public
personnel agency usually called the public service commission, bureaucrats are likely to be more
classical. They are recruited on the basis of merit through a competitive selection procedure, and
classical bureaucrats are expected to be loyal to professional norms and standards (Karyeija,
2012). Bureaucrats in these systems have tenure of service (Karyeija, 2012). These features of
bureaucracy and the pattern of recruitment are almost common in most of African countries,

particularly in those which once were British colonies (Karyeija, 2012). Karyeija further
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observes that the bureaucrats in these countries perceive politics as mainly concerned with
narrow personal interest gains. The politics in these countries has been characterized by unrest

and instability, which in turn influences administrative culture.

Classical bureaucrats generally have a more negative attitude to politics than political
bureaucrats (Jamil, 1998:97). Jamil argues that due to weakness of politics—imbued with
factionalism, opportunism and narrow interest gain in most of African countries—it is not

surprising that the civil servants have a negative attitude towards politics (Jamil, 1998:98).

Now the question is how such a negative attitude of bureaucrats towards the politics affects
reform institutionalization? Though there is a dearth of empirical evidence in this area, research
that was done on the Ugandan civil service by Karyeija (2012) is most vital to be considered
here. Karyeija (2012) found that Ugandan civil servants want to keep aloof from the politicians;
they dislike political interference and therefore resist the performance appraisal reform because it
is perceived as a tool of the ruling regime. This resistance manifests itself in various ways; and
the performance appraisal is not conducted. Even when the appraisal is conducted, it is not done
on time. In relation to other activities, the performance appraisal is given minimal attention,
which shows that there is no commitment to the appraisal system (Karyeija, 2012:168).Yet, in
order for the performance management reform to take root, it needs commitment and not

sabotage.

The above-quoted researcher further argues that the recent politicization of the bureaucracy,
especially of middle and top level bureaucrats by the party in power in Uganda, adds more

problem than solution to the institutionalization of performance appraisal reform in the country:

‘Because the civil servants in Uganda are not politically biased and overwhelmingly loyal to the
ruling regime, the ruling political elite have opted for patronage to neutralize them. This has
undermined the importance of the performance appraisal system which should ideally lead to

promotions (Karyeija, 2012:168).

Given reforms are politically driven, we expect that high political neutrality orientation of civil
servants, coupled with political patronage in the civil service, would have a negative influence on
the institutionalization level of performance management reform. Thus, to empirically examine

the influence that political neutrality dimension exerts on the institutionalization level of
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performance management reform within the civil service under examination, the following

proposition was developed:

Proposition 5: Administrative culture within the state level civil service of ANRS, as measured by
political bias/neutrality dimension, exerts a negative and significant influence on the
institutionalization level of performance management reform in general and on performance
agreement, review and rewarding high performers and managing under-performers aspects of

the reform in particular.
3.5.1.5 Performance Orientation

Performance orientation is the degree to which society and an organization encourages and
rewards its members for performance, excellence, and innovation (House, et al., 2004: 25). Of
obvious relevance to performance management are the cultural beliefs regarding whether work
performance and reward are linked, as well as whether orientation around innovation and
performance improvement are rewarded. Organizations with a high performance orientation
emphasize results and reward good performance and innovation. Organizations with a low
performance orientation emphasize loyalty and belongingness and reward seniority and
experience over individual performance, view merit pay as potentially destructive (House, et al.,

2004).

Swiss (2005) argued that information and capacity to improve without performance-based
rewards will often lead to inertia. For example, if a manager or a front-line worker has
information that indicates a shortfall in expected results, but they are not motivated to take
responsibility to improve results, such information is of little value. This may explain why some
employees pay little attention to results. A number of studies have documented the importance of
and the benefits of linking performance to rewards in order to successfully institutionalize
performance management in organizations (Fletcher and Williams, 1992; Marr, 2008: Rynes, et

al., 2005; Swiss, 2005).

Baird (2012) empirically examined the association between rewards and performance
management implementation in the public sector, thereby concluding that ‘performance
management systems are take roots in an organization when there is a connection between the

results of the performance management system and the reward system of the organization’
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(Baird, 2012: 176). Indeed, scholars like Marr (2008) rightly argued that ‘In order for
performance management to be taken seriously, organizations should first overhaul their low
performance orientation culture. This is because for performance management to be embedded,
performance must have consequences. Both good and bad performance must have some sort of
effect. If not, people will realize that performance measurement and performance management

initiatives are not really important and have no real meaning’ (Marr, 2008: 225).

The above-mentioned literature review points to performance orientation culture as having a
positive influence on the institutionalization level of performance management reform. Hence,
we expect that the current institutionalization level of performance management reform in the
civil service under examination may be associated with the degree of performance-oriented
culture thereon. Thus, to empirically examine the influence that performance orientation culture
exerts on the institutionalization level of performance management reform within the civil

service in question, the following proposition was developed:

Proposition 6: Administrative culture within the state level civil service of ANRS, as measured by
performance orientation dimension, exerts a postive and significant influence on the
institutionalization level of performance management reform in general and on performance
agreement, review and rewarding high performers and managing under-performers aspects of

the reform in particular.
3.6 The Analytical Framework of the study

It has been demonstrated in the discussion made so far (refer to sections 3.1 — 3.5) that there is
sufficient theoretical basis and empirical evidences, albeit such evidences are mainly cross-
cultural and anecdotal, to argue that the institutionalization level of performance management
reform in the civil service would be attributable in part to the administrative culture within the
civil service, i.e., cultural orientation of civil servants in relation to power distance, uncertainty

avoidance, collectivism, performance orientation and political bias/neutrality.

The task is, therefore, to identify administrative culture within the civil service, to determine the
institutionalization status of performance management reform and to establish empirically
whether or not administrative culture within civil service has an influence on the

institutionalization level of performance management reform. To help achieve this, on the bases
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of the foregoing discussions, the analytical framework that depicts the potential effects of five
administrative cultural dimensions (refer to section 3.5) on the institutionalization level of the
three core elements of performance management reform (refer to section 2.5) was developed and
presented in Figure 3.1 below. This analytical framework thus provides a useful basis for
focusing attention on specific contextual and substantive variables in this research. Collection of
data on these various variables will make it possible to assess administrative culture within the
civil service, to determine the institutionalization status of performance management reform and
to establish empirically whether or not administrative culture within the civil service has an

influence on the institutionalization level of performance management reform in this research.
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Figure 3.1 Analytical Framework of the Study

Independent Variable
(Administrative Culture)

Power distance

- Hierarchy

- Superior-subordinate
relationship

- Status symbolism

Uncertainty avoidance

- Rule orientation
- Change and ambiguity
- Innovation and creativity

Individualism/Collectivism

- Relationship vs. Task
orientation

- Harmony and cooperation
vs. Confrontation and
competition

- Group vs. Individual
modalities of work and
reward

Political bias/ neutrality

- Relationship between
politics and the civil service

- Civil servants’ perceptions
and attitudes towards
politicians

Performance orientation

Dependent Variable

(Institutionalization of Performance Management

Reform)

Performance agreement became a norm within the

civil service:

Manager and subordinate always
engage in open dialogue while
determining goals or objectives that
the latter is expected to perform;
Mutually  agreed  performance
criteria are always result-oriented
and based on ‘SMART’ mnemonic;
Manager and subordinate
agreement on goals or objectives is
always based on the strategic plan
of an organization and departmental
goals;

Manager and subordinate always
engage in joint discussion while
determining performance
development plan for the latter; and
Agreed performance development
plans are mostly functional.

Performance review became a norm within the civil

service:

Manager and subordinate regularly
engage in genuine discussion on
performances  of  the latter
throughout the performance period;
Subordinates give and receive
critical feedback at times of events;
Managers function as coach and
mentor;

Formal performance review is
participatory rather than being a
top-down judgmental affair;

Formal performance review is
future-oriented;

Manager and subordinate are
critical in their exchange of
feedback at formal performance
review; and

Employees give critical comments
on the performance of other
employees.

Rewarding high performers and managing under-
performers became usual practices within the civil

service:

High and low performers identified;
High performers rewarded;
Promotion is based on individual
performance  than on  other
criterion;

Under-performers are provided
with training that alleviates
performance gap; and

Poor performers are penalized.
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3.7 Summary

This chapter’s aim has been to develop a theoretical and analytical framework for studying the
relationships between administrative culture and the institutionalization of performance
management reform in the context of the civil service under investigation. Many factors possibly
justify the success or failure of performance management reform institutionalization, but the
chapter focused on administrative culture, grounded in the cultural approach to the study of
public management reform for the development of an analytical framework that can facilitate a

better understanding of this phenomenon.

Accordingly, the chapter has discussed how administrative culture may influence the
institutionalization of performance management reforms operating in different cultural settings.
It analyzed the possible categories for aggregate behavioral patterns, orientations, values and
beliefs of civil servants, and the possible influence of these variables on the institutionalization
of performance management reform. As such, five variables were elucidated: power distance,
uncertainty avoidance, individualism/collectivism, performance orientation, and political
bias/neutrality. These variables and their likely influence on the institutionalization of
performance management reform were proposed and diagrammatically presented in the

analytical framework, which underpins the empirical work of the present study.

The next chapter discusses research methodology, identifying and discussing the most

appropriate choices for pursuing the research questions.
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CHAPTER FOUR

RESEARCH METHODOLOGY

4.0 Introduction

This study investigates the relationships between administrative culture and the
institutionalization level of performance management reform in Ethiopia by taking the state level
civil service of ANRS as a research context. As explained in chapter one, in view of the fact that
the problem of the annual confidential report system in ANRS was similar to that of the federal
government, the ANRS government legitimized the performance management reform policy
developed by the federal government in November 2001 (see section 1.2.3.3 for details). Thus,
the present study utilizes the Ethiopian federal government performance management reform
policy as a frame of reference for investigating the relationships between administrative culture
and the institutionalization of performance management reform within the state level civil

service of ANRS.

It is well noted that the choice of a research approach should consider the main objective that we
set out to illuminate (Denzin and Lincoln, 1994; Merriam, 1998; Yin, 2009). It is evident from
the first chapter that the main objective of the present study is concerned with investigating the
relationships between administrative culture and the institutionalization level of performance
management reform in the state level civil service of ANRS. To help achieve this, a quantitative
methodology, which incorporates to some degree the qualitative approach, was adopted. This

chapter details the processes followed and justifies this.
4.1 Research Paradigm

Investigating the relationships highlighted in the analytical framework requires a consideration
of the principal research paradigm within which the research is to be undertaken and the research
methods that are appropriate within this paradigm. At present, there are two major research
paradigms: the qualitative paradigm (phenomenological or interpretive) and the quantitative
paradigm (positivist). It has been observed in Walker (1997) that parts of the process of

undertaking re-search which literally means ‘to search again’ is to review problems from
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different perspectives. The choice of the research methodology should enable this process to take
place, and should allow the systematic and objective gathering, processing and analyzing of data

(Walker, 1997) to provide the new perspectives required.

In order to achieve the main aim of this research which requires an assessment of the
institutionalization status of performance management reform and features of administrative
culture within state level civil service of ANRS so that empirical examination of the relationships
between administrative culture and institutionalization level of performance management reform
can be undertaken, a principally positivist orientation was adopted. It was evident in the literature
review and theoretical framework (refer to chapters 2 and 3) that scholars’ suggestions for
potential relationships between culture and the institutionalization of a performance management
system are more of subjective and based on anecdotal evidences. It was also evident that the
researches that have objectively addressed the relationships between culture and the
institutionalization of performance management reform in the public sector context are very rare.
Therefore, inorder to provide objective evidence and new perspectives, which is the essence of

undertaking a scholarly research, the quantitative approach was considered appropriate.

However, reliance on such a purely quantitative research approach may not be fully adequate to
elaborate complex phenomena such as culture and its relationships with management practices
(Kiessling and Harvey, 2005: 22). For this reason, it was considered justifiable to incorporate
within this by and large positivist paradigm an element of the qualitative approach to satisfy this
requirement for a conciliatory approach. This approach is consistent with Denison and Mishra’s
(1995) methodology for investigating the relationship between organizational culture and
effectiveness and is also consistent with the arguments of Raftery, et al., (1997), Kumaraswamy,
et al., (1997) and Liu (2002) in favor of some degree of methodological liberalism in

synthesizing paradigms where appropriate in general management research.

Therefore, in order to assess the institutionalization status of performance management reform
and features of administrative culture within the state level civil service of ANRS as well as to
empirically examine the relationships between administrative culture and the institutionalization

level of performance management reform, the present study largely used the quantitative data
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obtained through survey and then utilized the qualitative data obtained through in-depth

interview to elaborate upon the survey results.
4.2 Deductive and Inductive Research

In discussions concerning methodological choices, one often distinguishes between induction
and deduction. Deductive research is an approach in which a conceptual or analytical and
theoretical structure is developed and then tested by empirical observation, and thus particular
instances are deducted from general inferences. The deductive method is referred to as moving
from the general to the particular (Hussey and Hussey, 1997). Inductive research is an approach
in which theory is developed from the observation of empirical reality, and thus general

inferences are induced from the particular instances (Hussey and Hussey, 1997).

The logic of this research was that a number of propositions were derived from the thorough
review of the extant body literature on the relationships between administrative culture and the
institutionalization of performance management reform. The propositions were then tested
empirically in the context of the state level civil service of ANRS and conclusions were
developed which could be applied to the overall population of the study. This is moving from the

general to the particular and is deductive research.
4.3 The Research Design

Consistent with the research paradigm described above, the research design included two main
data collection techniques: First, a self-report questionnaire was developed with the aim to gather
quantitative data pertinent to the first two research objectives. Second, semi-structured
interviewing was employed to gather more qualitative and contextual information in line with the
third research objective. In other words, explanatory sequential design (quantitative data
collected before qualitative data) was preferred to guide the investigation into relationships
between administrative culture and the institutionalization level of the performance management

reform in the context of present study.

For details of data collection procedures, analysis and reporting, see the quantitative and the

qualitative approaches discussed separately in the following sections.
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4.4 The Quantitative Approach

A quantitative approach to this research was considered necessary because, as noted in Walker
(1997), empirical research provides strong evidence for explaining phenomenon. More
appropriately, in the context of this investigation, this kind of research enables the present
researcher to establish whether or not administrative culture affects institutionalization of
performance management reform, and which cultural dimensions are significant, in a scientific
way, thus allowing the objective of explanatory assertions about the sample, and by inference the

population, to be achieved (Babbie, 1990; Czaja and Blair, 1996).

In conducting quantitative research, three main approaches are typically employed. These
approaches as identified by Burns and Grove (1993:37) are desk research, experimentation, and

survey. In the present research, the survey research design was adopted as described below.
4.4.1 Survey Research

Survey research helps to answer questions such as ‘What do you think/feel/believe about...?” or
‘How many times have you/do you...?” (Whiteley, 2002: 345). Survey research includes cross-
sectional and longitudinal studies using questionnaires or structured interviews for data
collection, with the aim of generalizing from a sample about a population (Babbie, 1990; Burns
and Grove, 1997; Creswell, 2003). Although it also has limitations such as low response rates
(for questionnaire surveys) and the risk of bias, this strategy offers the opportunity to explore a

broad range of issues such as those envisaged in this research.

In this research, therefore, the survey research design was adopted to provide, as indicated by
Creswell (2003), a quantitative description of perceptions, attitudes or opinions of the population
by studying a sample of that population. Specifically, a cross-sectional questionnaire survey of
civil servants was adopted with the questionnaire designed to elicit information about the
institutionalization level of performance management reform and features of administrative
culture within the civil service under investigation. This information was then employed in the
statistical analysis of the relationships between administrative culture and the institutionalization

status of performance management reform within the civil service in question.
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In the subsections below, brief explanations on the unit of analysis, the design and development
of the survey questionnaire, the pilot phase of the study and the survey sampling procedures are

presented.
4.4.1.1 Unit of Analysis

The main aim of this research is to empirically establish whether or not administrative culture
(i.e., values, beliefs, norms and practices of civil servants) within the state level civil service of
ANRS has an influence on the institutionalization level of performance management reform (i.e.,
the extent to which activities and actions prescribed in the performance management reform
policy are routinely carried out by civil servants). From this, it can be seen that the appropriate
unit of analysis for the research is civil servants, with the survey enquiring into individual civil
servant’s perceptions, believes, values and attitudes with respect to five dimensions of
administrative culture and his or her perceptions and experiences of performance management

(PM) practices centered on three aspects of the PM reform.
4.4.1.2 Survey Questionnaire Design

According to Enarson, ef al., (2001:73), the most commonly used data collection instrument in
survey research is questionnaire. The design of survey questionnaire can be grouped into two
categories: electronic and paper-based. In the present study, the paper questionnaire was
designed in a booklet format. Given its relatively lengthy size, particular emphasis was placed on
the structure of the questionnaire. Roberson and Sundstrom (1990) suggest that special attention
should be paid to the structure of questionnaire surveys. The central issue to be considered at this

stage is the need for a clear structure, regarding the various sections of the questionnaire.

In line with the above suggestion, it was decided to structure the questionnaire into three parts.
The first part contains questions about the participant’s demographic background. The questions
relate to respondent’s age, gender, job position, educational level, work experience, organization
identity and place of birth. Part two comprises fifty eight questions intended to assess the
prevailing administrative culture within the state level civil service of ANRS. There were five
sections to this part of the questionnaire, and these sections assessed the perceptions, beliefs,

values, attitudes and practices of civil servants with respect to the five key dimensions of
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administrative culture. The last part comprises twenty one questions intended to measure the
institutionalization status of performance management reform within the state level civil service
of ANRS. There were three sections in this part of the questionnaire, and these sections assessed
civil servant’s perceptions and experiences of performance management (PM) practices centered

on three aspects of the PM reform.

Survey questions can be grouped into two categories: close-ended and open-ended questions.
With the close-ended questions, the respondents are asked to choose answers from a set of
alternatives; with open-ended questions, the respondents are expected to answer in their own
words (Edwards. et al., 1997:24). In survey research, researchers usually prefer to use close-
ended questions because the alternative answers are set in a way that can easily be quantified by

the researcher (Whiteley, 2002: 345). Hence, in this study, close-ended questions were used.
4.4.1.3 Survey Questionnaire Development

In order to develop the questionnaire, relevant measures for all the variables in the study were

sourced from existing studies or developed by the researcher. All measures are described below.
Measurement for the Independent Variables

The following five administrative culture dimensions were used as independent variables in the

present study. The measurement for each of these is explained below.

Power Distance (PD)

Power distance represents the extent to which members of an organization or society within a
country expect and accept that power is distributed unequally (Hofstede, 2001; House et al.,
2004). It encompasses the organization members’ attitudes towards hierarchy, expectation and
perception of command-based superior-subordinate relationship and beliefs and attitudes towards
status symbolism (Hofstede, 2001; House, et al., 2004). Thus, power distance is operationalized
as the civil servants’ beliefs, attitudes and perceptions regarding: 1) hierarchy 2) superior-

subordinate relationship and 3) status symbolism.

The 14 items were designed to capture the civil servants’ power distance cultural orientations

centered on three PD indicator concepts: hierarchy, superior-subordinate relationship, and status
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symbolism. This fourteen-item construct was designed based on a synthesis of items developed
by Schwartz (1999), Hofstede, (2001), House, et al., (2004) and Karyeija (2012). The
questionnaire statements of the instrument were anchored to a five-point scale ranging from (1)
strongly disagree to (5) strongly agree. All items were worded in the same context that high
mean scores indicate high power distance orientation and low mean scores indicate low power
distance orientation. After the validation of items through factor analysis, the average score for
each of the three indicator concepts was aggregated and divided by three to create the index or
composite variable of power distance. The distribution of the 14 items between the three PD

indicator concepts, together with a sample item per concept, is presented in Table 4.1 below.

Table 4.1: PD Indicator Concepts with Sample Items

PD indicator concepts Number of items Sample item

Hierarchy 4 Hierarchy within organization is necessary because
people have to know ‘who has authority over whom’.
Superior-subordinate relationship 7 Subordinates should be told what to do.

I believe that managers at all levels should be entitled to
Status symbolism 3 privileges like car and big offices.

Uncertainty Avoidance (UA)

Uncertainty avoidance reflects the extent to which members of an organization or society strive
to avoid uncertainty by reliance on social norms, rituals, and bureaucratic practices to alleviate
the unpredictability of future events (Hofstede, 2001; House, et al., 2004). An uncertainty
avoidance cultural orientation encompasses the degree to which members of the organization are
rule-oriented, the degree to which innovation and risk-takings are appreciated and the extent to
which members tolerate change and ambiguity (Hofstede, 2001; House, et al., 2004). Thus,
uncertainty avoidance is operationalized as the civil servants beliefs, attitudes and perceptions

regarding: 1) rule orientation 2) innovation and creativity, and 3) change and ambiguity.

The 14 items were designed to capture the civil servants’ uncertainty avoidance cultural

orientations centered on three UA indicator concepts: rule orientation, innovation and creativity,
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and change and ambiguity. This fourteen-item construct was designed based on a synthesis of
items developed by Trompenaars and Hampden-Turner (1997), Hofstede, (2001), House, et al.,
(2004), Karyeija (2012), and Messner (2012). The questionnaire statements of the instrument
were anchored to a five-point scale ranging from (1) strongly disagree to (5) strongly agree.
Except one item (i.e., UAQ7 — Most civil servants need to be busy and work hard), all items
were worded in the same context that high mean scores indicate a strong uncertainty avoidance
orientation and low mean scores indicate a weak uncertainty avoidance orientation. Therefore,
item seven was reversely coded. After the validation of items through factor analysis, the average
score for each of the three indicator concepts was aggregated and divided by three to create the
index or composite variable of uncertainty avoidance. The distribution of the 14 items between
the three UA indicator concepts, together with a sample item per concept, is presented in Table

4.2 below.

Table 4.2: UA Indicator Concepts with Sample Items

UA indicator concepts Number of items Sample item

Organization rules should not be broken, even
Rule orientation 4 when the employee thinks it is in the
organization’s best interests.

Innovation and creativity 5 I Dbelieve that subordinates feel more
comfortable to work under close supervision
than independently.

Disagreements can unleash aggression and
Change and ambiguity 5 should therefore be avoided in my organization.

Collectivism

Collectivism represents the extent to which members of an organization emphasis relationship
rather than task, prefer harmony and cooperation to confrontation and competition, and prefer
group-based work and reward to individual ones (Hofstede, 2001). Thus, collectivism is

operationalized as the civil servants’ beliefs, preferences and perceptions regarding: 1)
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relationship vs. task orientation 2) harmony and cooperation vs. confrontation and competition

and 3) group vs. individual modalities of work and reward.

The 14 items were designed to capture the civil servants’ collectivistic cultural orientations
centered on three collectivism indicator concepts: relationship vs. task orientation, harmony and
cooperation vs. confrontation and competition, and group vs. individual modalities of work and
reward. This fourteen-item construct was designed based on a synthesis of items developed by
Schwartz (1999), Trompenaars and Hampden-Turner (1997), Hofstede, (2001) and House, ef al.,
(2004). The questionnaire statements of the instrument were anchored to a five-point scale
ranging from (1) strongly disagree to (5) strongly agree. All items were worded in the same
context that the higher mean scores indicate collectivistic orientation and the lower mean scores
indicate individualistic orientation. After the validation of items through factor analysis, the
average score for each of the three indicator concepts was aggregated and divided by three to
create the index or composite variable of collectivism. The distribution of the 14 items between
the three collectivism indicator concepts, together with a sample item per concept, is presented in

Table 4.3 below.

Table 4.3: Collectivism Indicator Concepts with Sample Items

Collectivism indicator concepts ~ Number of items ~ Sample item

Relationship vs. task orientation 4 I believe that individual social and supportive
orientation is more emphasised than what he or
she actually does in my organization.

Competition can unleash aggression and should
Harmony and cooperation vs. 7 therefore be avoided.

Confrontation and competition
I believe that group welfare is more important
Group vs. individual modalities of 3 than individual rewards.

work and reward
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Political Bias/Neutrality (PB/N)

Administrative cultural dimension of political bias/neutrality is operationalized as the civil
servants’ attitudes and perceptions towards politicians (i.e., the extent of trustfulness or
distrustfulness of politicians) and the extent to which civil servants prefer the business of the

civil service to be independent of politicians’ interventions and influences.

After reviewing the relevant literature for available measures (e.g., Putnam, 1975; Jamil, 1998;
Karyeija, 2012), it was considered appropriate to use the twelve-items construct developed by
Karyeija (2012). This is because the construct was developed in the context of the civil service
and hence fit with the context of the present study. The questionnaire statements of the
instrument were anchored to a five-point scale ranging from (1) strongly disagree to (5) strongly

agree.

This twelve-item construct assesses civil servants’ political cultural orientations centered on two
PB/N indicator concepts: relationship between politics and the civil service, and the civil
servants’ perceptions and attitudes towards politicians. Five of its items assess civil servants’
beliefs and preferences, regarding the relationship between politics and the civil service, while
the remaining five items focus on the civil servants’ attitudes and perceptions towards
politicians. In Karyeija’s (2012) study, the construct exhibited good reliability that exceeded .70.
In line with Karyeija (2012), one item (i.e., PLTQ5 — It is an advantage for the public sector if
top civil servants share the political views of the ruling government) was reversely coded. The
remaning eleven items were worded in the same context that high mean scores are assocated
with political neutrality and low mean scores are assosated with political bias (Karyeija (2012).
After the validation of items through factor analysis, the average score for each of the two
indicator concepts was aggregated and divided by two to create the index or composite variable
of political bias/neutrality. The distribution of the 12 items between the two PB/N indicator

concepts, together with a sample item per concept is presented in Table 4.4 below.
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Table 4.4: PB/N Indicator Concepts with Sample Items

PB/N indicator concepts Number of items Sample item

Relationship between politics and 5 Civil servants should always remain neutral in

the civil service relation to political parties.

Politicians think more about their welfare than
Civil servants’ perceptions and 7 that of the citizens.

attitudes towards politicians

Performance Orientation

Performance orientation culture is operationalized as the civil servants’ perceptions on the extent
to which work performance and rewards are linked and the extent to which orientation around
innovation and performance improvement are encouraged within the civil service. Civil servants’
perceptions on performance orientation culture were measured with a construct originally
designed by House, ef al., (2004). This comprises four items assessing the extent to which
individuals perceived that their organization encourages and rewards work performance as well

as orientation around innovation.

The original seven-point scale of this construct was changed to a five-point Likert scale, ranging
from (1) strongly disagree to (5) strongly agree and the questionnaire statements were prefaced
accordingly. In House, et al., (2004) study, the construct demonstrated good discriminant
validity based on factor analysis. It also exhibited high reliability that exceeded .90. All items
were worded in the same context that high mean scores are assocated with high performance
orientation culture and low mean scores are asocated with low performance orientation culture
(House, et al., 2004). After the validation of items in this scale through factor analysis, the
average score for each of valid items was aggregated and divided by the total number of valid

items in that scale to create the index or composite variable of performance orientation culture.
Measurement for the Dependent Variables

The institutionalization statuses of each aspect of the Ethiopian government performance

management reform, including the overall performance management reform, were used as
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dependent variables in the present study. The institutionalization of performance management
reform is operationalized as the extent to which activities and actions prescribed in the
performance management reform policy (regulatory frameworks) are routinely carried out by
civil servants and thus have become a normal and usual practices of employees’ performance
management within the civil services under investigation (refer to sections 2.4 and 2.5 for details

on reform policy).

It has been demonstrated in chapter two that the Ethiopian government performance management
reform policy stipulated activities and actions that should be followed by civil servants,
regarding three aspects of performance management (PM) practices: performance agreement,
performance review, and rewarding high performers and managing under-performers. Thus, it
was considered appropriate to use the reform policy as a frame of reference and to develop items

that assess the institutionalization level of PM reform centered on its three aspects.

Accordingly, 21 items were designed to capture civil servants’ perceptions and experiences of
PM reform centered on three aspects of the PM reform. All items were anchored to a five-point
scale ranging from (1) strongly disagree to (5) strongly agree. All items were worded in the same
context that high mean scores indicate high level of PM reform institutionalization and low mean
scores indicate low level of PM reform institutionalization. The distribution of the 21 items
between the three aspects of PM reform, together with a sample item per aspect, is presented in

Table 4.5 below.

Table 4.5: PM Reform Aspects with Sample Items

PM reform aspect Number of items Sample item

Performance agreement 6 I usually engage in joint discussion with my supervisor
while agreeing on tasks and objectives that I have to
accomplish during a given performance management cycle.

Performance review 10 I and my supervisor usually focus our discussion on
planning for the future rather than simply dwelling on the

past during formal performance review meetings.

Rewarding high performers and managing 5 My eligibility for any reward practices like salary increment
under-performers or training opportunity in my organization is only based on

performance than other criterion.
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It is important to remind that the present study proposed that administrative culture, as measured
by the five independent variables, has a significant influence on the institutionalization level of
each aspect of the PM reform, including the overall PM reform. Therefore, it was considered
necessary to create an index to the institutionalization level of each aspect of the PM reform as

well as to the overall PM reform.

As shown in Table 4.5 above, six items were designed to capture civil servants’ perceptions and
experiences of PM reform with regard to the performance agreement aspect of the performance
management reform. After the validation of items in this scale through factor analysis, the
average score for each of valid items was aggregated and divided by the total number of valid
items in that scale to create the index of the institutionalization level of performance agreement.
Ten items were designed to capture civil servants’ perceptions and experiences of PM reform
with regard to the performance review aspect of the performance management reform. After the
validation of items in this scale through factor analysis, the average score for each of valid items
was aggregated and divided by the total number of valid items in that scale to create the index of
the institutionalization level of performance review. Five items were designed to capture civil
servants’ perceptions and experiences of PM reform with regard to rewarding high performers’
and managing under-performers’ aspect of the performance management reform. After the
validation of items in this scale through factor analysis, the average score for each of valid items
was aggregated and divided by the total number of valid items in that scale to create the index of

the institutionalization level of rewarding high performers and managing under-performers.

Finally, the average score for each aspect of the performance management reform was
aggregated and divided by three to create the index of institutionalization level of the overall

performance management reform.
Demographics

A set of demographic details were included in the questionnaire. Respondents were asked to
indicate their age, gender, place of growth, educational level, job position, organizational identity
and work experience in the civil service. Age was measured in years using three categories: 1=
18-30, 2= 30-45 and 3= >45. Gender was measured as 1= female and 2= male. Place of growth

was measured as 1= urban and 2= rural. Organization identity was measured using two
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categories: 1= bureau and 2= agency\authority. Level of education was measured using three
brackets: 1= diploma, 2= BA degree and 3= MA degree and above. Job position was measured
using three categories: 1= clerical, 2= non-managerial professional and 3= managerial. Work
experience was measured in terms of service years using three categories: 1=1-5, 2= 5-10 and 3=
>10. All these demographic variables were used as control variables in the regression analysis.

Their association with respondents’ administrative cultural orientation was also examined.

It is important to note that, within the framework of correlation analysis, four of the seven
demographic variables were recoded for meaningful statistical analysis and interpretation. Age
was recoded into two categories: 1= young age (18-30, and 30-45) and 2= old age (>45). Job
position was recoded into two categories: 1= non-managerial employees (clerical and non-
managerial professional) and 2= managerial employees. Level of education was recoded into two
categories: 1= graduate (diploma and BA degree) and 2= postgraduate (MA degree and above).
Work experience was recoded into into two categories: 1= < 10 years (1-5 and 5-10) and 2=> 10

years (refer to section 6.4).
4.4.1.4 Pilot Study

According to Burns and Grove (2003: 42), a pilot study is often defined as ‘a smaller version of a
proposed study, and is conducted to refine the methodology’. The pilot study helps to identify
possible problems in the proposed study and allows the researcher to revise the research
instruments before the actual study (Burns and Grove, 2003: 42). It, in other words, helps the
researcher to get a better understanding of the frame of references relevant to the questionnaire

and the wording of the questions (Mark and Peter, 2001:78).

The literature suggests that the characteristics of the pilot sample should resemble those of the
target population (Burns and Grove, 2003; Mark and Peter, 2001). As far as the pretest sample
size concerned, it is generally recommended that this be small (Zaltman and Burger, 1975).
Other authors offer more specific sample sizes. For instance, Burns and Grove (2003) suggest the

pretest sample size should account for 10% of the main sample.

Accordingly, the pretesting of the questionnaire considered the above issues. The first step

included the distribution of the pilot questionnaire to three academics in Bahir Dar University.
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The questionnaire was handed individually to each academic and they were asked to review the
items of questionnaire and give feedback on the clarity of content and layout. Overall, the
feedback was positive. But based on their feedback on the need of more clarity for some items
under the second section of the questionnaire, the items were improved. This was done by the

inclusion of simple explanations and examples for items that need more clarity.

Following this, the second phase of the pilot study included the distribution of revised
questionnaire to a sample of forty employees working in four civil service units (Bureau of Civil
Service, Bureau of Industry and Urban Development, Bureau of Culture and Tourism, and
Bureau of Youth’s and women’s Affairs) in order to test for completion time, content clarity and
layout. A feedback form was attached at the end of the pilot questionnaire. Twenty eight
responses were received. The average completion time was reported to be twenty five minutes,
with respondents indicating completion time no more than thirty minutes. This was considered
acceptable given the size of the questionnaire. They also commented on the questionnaire’s
layout and they characterized it as satisfactory and non-problematic. Finally, they reported no
apparent problems with the relevance, content and structure of the questionnaire. As a result of

this second phase of pretesting, no further amendments were made.
4.4.1.5 Survey Sampling Procedures

The survey in the present study sought to obtain civil servants’ experiences and perceptions on
the extent to which the performance management reform has been institutionalized within the
civil service of ANRS and their administrative cultural orientations and thereby to describe both
the status of the reform institutionalization and the administrative culture within the state level
civil service of the region in the view of their own employees. The number of civil servants
within the state level civil service of ANRS during the study period was 2334 (BOSC, 2013).

This number of population excludes the police, prisons, army, and local government.

Researchers in survey research usually determine their sample through a process termed
probability sampling (the selection of research subjects by random sampling procedures using
simple, systematic, stratified, cluster sampling or multi-stage sampling) (Polit and Hungler,

1989:168; Singh, 2007: 103).
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In the case of simple random sampling, every unit of the population has equal probability of
being selected. In the case of systematic random sampling, the unit is selected on a random basis
and then additional sampling units are selected at an evenly spaced interval until all desired units
are selected. Stratified random sampling, also sometimes called proportional or quota random
sampling, involves dividing the population into mutually exclusive and mutually exhaustive
subgroups/strata and then taking a simple random sample in each subgroup/strata. Stratified
random sampling can be further subdivided into (i) proportionate stratified random sampling,
where each stratum has the same sampling fraction, and (ii) disproportionate stratified random
sampling, where each stratum has different sampling fractions, that is, disproportionate numbers
of subjects are drawn from some stratum compared to others. Cluster random sampling signifies
that instead of selecting individual units from the population, the entire group or clusters are

selected at random (Singh, 2007:103).

All the methods of sampling discussed so far are examples of simple random sampling strategies.
In most real-life social research, however, researchers need to use sampling methods that are
considerably more complex than simple random sampling. A multi-stage sampling is one of such
complex sampling strategies’. A multi-stage sampling, as the name suggests, involves the
selection of units at more than one stages. The number of stages in a multi-stage sampling
strategy varies depending on convenience and availability of suitable sampling frames at

different stages (Singh, 2007:107).

In line with the multi-stage sampling approach, this thesis adopted a three-stage multi-stage
sampling approach, using proportionate stratified random sampling. The discussion below

presents the sampling procedures.

Stage I: This stage involved the selection of organizations as primary sampling units (PSUs). In
other words, this first step involved the categorization of all government organizations within the
state level civil service of ANRS according to the categories stipulated in the government
organization structures act of ANRS and the selection of those representatives. This stage
resulted in a total of 20 government machineries, of which 15 are designated as bureaus and the
remaining 5 as agencies (Government of ANRS, 2010). Seven bureaus and two agencies which

nearly account for 50% of the total civil service institutions at the state level in ANRS were
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chosen by the researcher based on a proportionate stratified random sampling technique. Table

4.6 below presents all the civil service organizations at the state level in ANRS, and Table 4.7

depict those organizations sampled in the present study.

Table 4.6: Civil Service Organizations at the State Level in ANRS

Civil Service Organizations

Bureaus (Stratum I)

Agencies/Authorities (Stratum II)

—_—

© © N o v

11.
12.
13.

14.
15.

Agriculture Bureau

Trade and Transport Bureau

Finance and Economic Development
Bureau

Environmental Protection and Rural Land
Administration Bureau

Water Resources Development Bureau
Industry and Urban Development Bureau
Education Bureau

Health Bureau

Justice Bureau

. Administrative and Security Affairs

Bureau

Culture and Tourism Bureau

Civil Service Bureau

Women’s, Children’s and Youth’s Affairs
Bureau

Labor and Social Affairs Bureau

Technical and Vocational Bureau

1. Revenue’s Authority
Rural Roads’ Authority
Sport Commission

Government Affairs Communication Office

»nok v

Information and Communications Technology

Development Agency

Source: Government of ANRS (2010)
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Table 4.7: Sampled Civil Service Organizations of ANRS

Sampled Civil service organizations

Bureaus (Stratum I)

Agencies/Authorities (Stratum II)

1.

2.

Trade and Transport Bureau (BOTT)
Industry and Urban Development Bureau
(BOIUD)

Education Bureau (BOE)

Culture and Tourism Bureau (BOCT)
Civil Service Bureau (BOCS)

Women’s, Children’s and Youth’s Affairs
Bureau (BOWCY)

Labour and Social Affairs Bureau

(BOLSA)

1. Revenue’s Authority (RA)
2. Information and Communications
Technology Development Agency

(ICA)

Source: Result of Proportionate Stratified Random Sampling

Stage II: This stage involved the selection of departments (work processes) within each of the

sampled organizations. It involved the categorization of all departments (work processes) within

each of the sampled organizations on the bases of the two basic categories of departments (work

processes) in the civil service and then the selection of those representatives. These categories

were core work processes (main departments) and support work processes (support departments).

Appendix 4 presents the categorized departments in each of the sampled organizations. Table 4.8

presents those departments (work processes) selected from both strata in each of the sampled

organizations. The selection was made through the proportionate stratified random sampling

technique.
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Table 4.8: Sampled Work Processes (Departments) in the Study

Acronyms of names of

sampled organization

Sampled core work processes (50% of the

total)

Sampled support work processes (50% of

the total)

1. BOTT

Rl

Market Development
Trade Inspection and Regulation
Trade Licensing and Registration

Transport Service Development

Human Resource

Plan and Program

2. BOIUD

Urban Planning and Beautification
Urban Good Governance and
Capacity Building

Industry Development

Housing Infrastructure Development

Finance and Procurement

Plan and Program

3.BOE

Public Relations

Education Quality Inspection and
Assurance

Educationa Information and
Communications Technology

Development

Plan and Program

Internal Audit

4. BOCS

Civil Service Reform and Change
Management

Human Resource Development
Human Resource Planning and

Management

Human Resource

Internal Audit

5. BOLSA

Social Problem Prevention and

Controlling

Public Relations

6. ICA

Networking and Website
Development

Information Systems Development

Plan and Program
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Table 4.8: Sampled Work Processes (Continued)

Acronyms of names of | Sampled core work processes (50% of the | Sampled support work processes (50%

sampled organization total) of the total)
7.RA 1. Tax Collection and Monitoring I. Revenue Planning
2. Tax Education and Communication
Research
3. IT Administration and Development 2 Internal Audit
8. BOCT 1. Heritage Protection and Tourism

1. Public Relations
Development

2. Tourism Service Provider Organizations

Competence Assurance

9. BOWCY 1. Gender and Youth Affairs
2. Chilld Rights, Care and Protection

1. Human Resource

Source: Result of Proportionate Stratified Random Sampling

Stage III: This final stage involved the selection of survey respondents within each of the
sampled departments (work processes). It involved the categorization of all civil servants within
each of the sampled departments (work processes) according to the three basic current job
categories of civil servants and then the selection of those representatives. These categories are
managerial employees (Heads of core and support work processes/departments), non-managerial
professional employees (Experts) and clerical employees (Secretary and File clerk). Appendix 5
presents the number of civil servants within each of the sampled departments (work processes)
according to these categories. This notwithstanding, the selection of survey respondents at this
final stage was not random but based on census. Due to the manageability of the sample frame as
such, all employees from each strata in the sampled departments (work processes) were selected,
as random sampling at this level was not feasible as it was initially intended. This decision was
also made to maximize the response rate, which is widely recognized as being low in most of
survey research. Table 4.9 below contains the number of those sampled respondents in this way

in each of the sampled organizations under the study.
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Table 4.9: Sampled Survey Respondents

Managerial employee

Non-managerial employee

Non-managerial employee

Sampled (core process owner and ( professional\expert) (clerical worker i.e., Total
organization support process owner) secretary and file clerk)

BOTT 6 25 6 37
BOIUD 6 24 6 36
BOE 5 23 5 33
BOCT 3 13 3 19
BOCS 5 26 5 36
BOWCY 4 23 4 31
BOLSA 2 9 2 13
RA 5 20 5 30
ICA 3 13 3 19
Total 39 176 39 254

Source: Result of Census

In sum, the survey participants in the present study were 254 civil servants from 9 state level
government units in ANRS. The questionnaire survey was administered to the participants
between December 2012 and April 2013. The survey administration was facilitated by the HR
department within each of the nine government units. In the section below, brief explanations on

the collection, preparation and techniques of quantitative data analysis are presented.

4.4.2 Quantitative Data Collection, Preparation and Analysis

4.4.2.1 Quantitative Data Collection

A total of 254 questionnaires were distributed to the survey participants, 196 of which were

returned. Of these, eleven non-usable questionnaires were identified (see subsection 4.4.2.2 for
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details’). As a result, 185 questionnaires were found to be usable, representing a usable response

rate of 73%.
4.4.2.2 Quantitative Data Preparation

The careful preparation of data is fundamental for conducting an honest analysis and for
producing undistorted statistical results (Field, 2009; Hair, et al., 1998). This involves a series of
data screening, aiming at resolving problems commonly associated with missing data, presence
of outliers, non-normality, nonlinearity, heteroscedasticity, multicollinearity and independence,
which are crucial particularly in the framework of multiple regression analysis. The above issues

were taken into consideration during the data screening process as described hereafter.
Missing Data

Eleven partially completed questionnaires were identified. These questionnaires contained
missing scores on a number of variables which accounted for 30% of the dataset for those
variables. Given high percentage of the missing scores identified in these questionnaires (Field,

2009), it was decided to exclude those cases from statistical analysis.
Outliers

The term outlier refers to a case with an extreme value on one variable (i.e., univariate outlier) or
with a combination of extreme values on two or more variables (i.e., bivariate or multivariate
outlier) that are likely to distort correlations and regression weights, and to lead to both Type I
and Type II errors (Field, 2009; Hair, et al., 1998). Two approaches are usually employed to
detect the potential existence of outliers or influential cases. The first includes the use of
graphical analytical tools such as frequency distributions, box plots and Q-Q normal probability

plots.

This notwithstanding, the use of more quantitative methods is highly recommended for detecting
accurately potential outliers and their exerting influence on correlations and regression weights
(Field, 2009). Within the framework of multiple regression analysis, the most common method
for detecting outliers is to examine the size of standardised residuals. A second more

comprehensive approach involves a case-wise diagnostic analysis such as the use of Mahalanobis
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distance, Cook’s D (i.e., Cook’s Distance), DFFITS (i.e., Welsch-Kuh Distance), and DBETAS
which focus on both the leverage of the independent variable(s) and the residuals of the

dependent variable.

Following Field’s (2009) recommendation, all independent and dependent variables were tested
for both univariate and multivariate outliers and their exerting influence based on an examination
of the size of residuals and case-wise diagnostic analysis. The results of all regression analyses
indicated the absence of outlying residuals (i.e., points with standardised values above 3 or
below -3, p<.001, two-tailed test) (refer to Appendix 6). Furthermore, the analysis met the
criteria set by Mahalanobis, Cook’s D, DFITS, and DBETAS. Specifically, the largest
Mahalanobis D value was found to be 11.34 which is well below the cut-off value of 25 (Field,
2009). Similarly, the largest Cook’s D value was found to be .069 which is also well below the
cut-off value of 1 (Field, 2009). Moreover, none of the largest DFITS or DBETAS values
exceeded a value of 1. This provided strong support for detecting no influential cases (Field,

2009).

Normality, Homoscedasticity, Linearity, Multicollinearity and Independence

There are a number of key assumptions associated with the multiple regression procedures.
These assumptions must be met for the results of regression analysis to be claimed as an accurate
representation of the observed data or the situation in the population under the study (Hair, et al.,
1998). Hence, to draw conclusions about a population based on a regression analysis done on a
sample, these five assumptions should be considered: Normality, Homoscedasticity, Linearity,

Multicollinearity, and Independence (Field, 2009; Hair, ef al., 1998).

Hair, ef al. (1998) has indicated that the principal measure of result errors in regression analysis
is the residual, which is the difference between the observed and predicted values for the
dependent variable. Analysis of the residuals is thus the principal means of identifying violations

of the assumptions.

In the framework of regression analysis, the data were tested for normality by looking at the
histograms and normal probability plots. The histograms showed a bell-shaped distribution,
thereby indicating that the assumption of normality was not violated. The normal probability

plots of expected cumulative probability against observed cumulative probability also showed
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points generally lying close to the straight line, indicating that the residuals are approximately

normally distributed, thus confirming the conclusions drawn from histograms.

The data for all regressions were also tested for linearity and homoscedasticity by looking at the
standardised residual scatterplots. The random distribution of data points indicated that there was
no evidence of a non-linear relationship and therefore the linearity assumption was not violated.
The plots showed that the variance of residuals was fairly equal at each level of the predicted

value, thereby providing support that the assumption of homoscedasticity was not violated.

In addition, the data for all regressions were assessed for collinearity by inspecting both the
tolerance and variance inflation factor (VIF) values for all variables in all regressions. All
tolerance values were well above the recommended cut-off point of 0.1. Similarly, all VIF values
were well below the cut-off point of 10, suggesting therefore no violation of the multicollinearity
assumption (Field, 2009). Finally, the data were further assessed for independence of the error
terms by inspecting Durbin-Watson statistic values for all variables in all regressions. All values

were very close to 2, indicating that independence assumption was not violated (Field, 2009).

Based on the results of the above diagnostic tests, the data met the conditions for regression
analysis. For complete view of results of all the above diagnostic tests, see section 6.4 of chapter

6.
Establishing Validity and Reliability of the Measures

From a statistical standpoint, in order to assess the validity of a scale (i.e., the extent to which a
scale measures what it intends to measure), scale items must be highly interrelated or internally

consistent and must also reflect a single underlying construct (De Vaus, 2002; Field, 2009).

These two conditions refer to the reliability and validity of a scale. It is noteworthy that
reliability is a necessary but insufficient condition for validity; a measure can be reliable without

being valid, but it cannot be valid without being reliable (Field, 2009).

Validity can be defined as the agreement between a test score or measure and the quality it is
believed to measure (Kumar, 1999; Trochim, 2002). Specifically, construct or factorial validity,
an overarching term viewed by most researchers to encompass all forms of validity, ‘is a term

used to indicate that the test scores are to be interpreted as indicating standing on the construct
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measured by the test’(Field, 2009; Trochim, 2002). It is therefore the type of validity most

researchers recommend for social research.

Field (2009) proposed two key criteria for construct validity, namely convergent validity and
discriminant validity. Convergent validity refers to the extent to which two or more measures of
the same theoretical construct correlate highly. Discriminant validity is the degree to which
measures of different constructs are distinct. There are two statistical procedures which are used
to assess the discriminant and convergent validity of a measure. Factor analysis is particularly
relevant to the discriminant validation of a scale, whereas Cronbach’s alpha or reliability
coefficient is regarded as the most widely used estimate of the convergent validity of a scale
(Field, 2009). The remaining part of this section describes the steps taken to establish both the

validity and the reliability of measurement instruments employed in the present study.
Factor Analysis

In the light of the importance of construct validity, as explained above, it was considered
important to assess the discriminant validity of the measuring instruments. For this purpose,
exploratory factor analysis was conducted. Before going to factor extraction, it was considered
important to verify the sampling adequacy for the analysis (Field, 2009). In line with Field’s
(2009) recommendation, the KMO and Bartlett's test of sphericity were conducted. As can be
seen from Table 4.10, the Kaiser—Meyer—Olkin measure verified the sampling adequacy for the
analysis, KMO = .88 (‘superb’, according to Field, 2009) and Bartlett’s test of sphericity z~
(7.243) = 1653, p < .001 indicated that correlations between items were sufficiently large for

principal component analysis.

149



Table 4.10: KMO and Bartlett's Test results

KMO and Bartlett's Test

Kaiser-Meyer-Olkin Measure of Sampling Adequacy.
Bartlett's Test Approx. Chi-Square
of Sphericity

df

Sig.

.880

7.243E3

1653

.000

In accordance with the guidelines proposed by Field (2009) and Hair, et al., (1998), the
following factor analytic techniques were utilized for examining the discriminant validity of the
measures. In the exploratory factor analyses, principal component analysis (PCA) was specified
as the method of factor extraction and Varimax rotation of the original factor matrix was used in
all instances. Prior criterion was used to determine the number of factors to be extracted (Field,
2009). Finally, items with the factor loadings of .40 and with no cross-loadings above .30 were
considered significant (Field, 2009; Hair, et al., 1998). The results of factor analyses for both the
administrative culture and performance management reform measurements are described below,

with the factor structure for the administrative culture measurements being first presented in

Table 4.11.
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Table 4.11: Factor Structure: Administrative Culture Measurements

Component

1 2 3 4 5
1;1121(30 lritI;Ii(;e\r/zzc\l:Viovr\:’t.hin organization is necessary because people have to know ‘who has 732 192 |oe2 251 018
Highe-up and those ht v tonr down i e ey oo s fast e
igif pSelrlgoorﬁ;aCtZZ Ii)dftle(:ioi}:lz\ggfspect to superiors on account of the latter’s position than 710 173 |osi 191 177
PDQ4 Elderly members in organization should be respected. 627 .075 |.293 283 |-.067
i:igfoifnﬁ:i?fg.rely more on formal rules and superiors than on subordinates and experts for 73 217 oo 189 195
PDQ6 Subordinates should be told what to do. .683 191 122 264 246
PDQ7 Top officials seldom ask employees’ opinion before making a decision. .788 .147 |.012 167|133
PDQ8 Subordinates do not expect to be consulted when decisions are made. .653 126 1.291 158 195
PDQ9 Superiors and subordinates consider each other as unequal. 554 042 |.119 .005 132
PDQ10 A superior demands respect and obedience from his subordinates. .642 .101 |.270 .098 .076
PDQ11A superior should take care of his subordinates as his/her own family members. .698 .099 |.201 202 123
PDQ12 Office work is of a superior nature than manual work. .548 .047 |.281 .087  [-.055
1S i eyl fr o il i i o il s oo Lo [
PDQ14 I believe that managers at all levels should be entitled to privileges 523 233 1.053 278 -.055
Eetgrllt:elif:. should not be broken, even when the employee thinks it is in the organization’s 558 397 | 064 148 954
UAQ2 ‘Agree to Disagree’ is not welcomed. 265 553 [.056 213 235
UAQ3 Instructions for operations are highly important for employees on the job. 210 559 |-.123 277 .008
UAQ4 Standardized work procedure should be in place. .145 565 |[.008 268 -.117
UAQS Most civil servants have a strong emotional need for rules. .548 472 1.082 .090 .044
UAQG6 Deviant idea is suppressed by reference to rules and procedures. 273 556 |.073 .109 228
UAQ?7 Most civil servants need to be busy and work hard. -138 391+ [.192 .104 129
UAQS It is better to follow known standards than experiment with new ideas. 209 671 |.161 -.026 |.154
UAQO9 Innovation is not appreciated. 197 .633 [.046 110 .104
UAQI10 Risk-taking is less valued. 251 565 |.031 275 .020
UAQI11 Most employees have suspicious attitude towards change. 138 506 [.011 261 -.005
Eﬁ;li;ezzl;]%ve that subordinates feel more comfortable to work under close supervision than 128 s34 |o73 106 079
UAQ13 People do not have enough control over the directions their life is taking. 267 449 |.274 171 167
UAQ14 Disagreements can unleash aggression and should therefore be avoided. -.011 519 |.176 155 216
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Table 4.11: Factor Structure (Continued)

Component

1 2 3 4 5
COLQ1 Social relationship among employees through traditional networks is popular. -.048 .104 398+ [.118 |-.115
COLQ2 Individual social orientation is more emphasized than what he actually does. 154 .585 341 .098 |.114
COLQ3 Who you are (personality and background) is more important than what you do.  |.117 .553 323 229 |.184
COLQ4 Direct criticism is rare. 159 435 341 198 [.274
aCV(())il(gj Harmony should always be maintained and direct confrontations should be 114 250 614 003|224
COLQ6 Cooperation is more important than competition. .010 234 579 026 1.276
COLQ7 Working with others to get job done is more preferable to working individually. ].178 .103 645 .149 1.036
COLQ8 Taking joint responsibility is more preferable to personal responsibility. 230 .038 733 158 |.061
COLQ9 Group success is more important than individual success. 274 .093 .650 .180 |-.067
COLQ10 Competition can unleash aggression and should therefore be avoided. 126 .105 394*  [.147 |.117
L(linopI(;l())ulkli: feel uncomfortable to share my opinion with the group when the opinions are 220 103 617 026 |117
COLQ12 Employees should pursue their goals after considering the welfare of the group. |.157 .200 .631 178 1-.067
COLQI13 Promotion is usually based on non-performance criteria. 118 107 395* 1.075 |.159
COLQ14 Group welfare is more important than individual rewards. .092 420 477 278 |-.079
EVI;iTg%Itﬁgnasgﬁlggﬁgﬁgrsf civil services, technical considerations must be given more 416 102 164 651 |oss
PLTQ2 Civil servants should always remain neutral in relation to political parties. 226 .027 122 1713 [.089
I;eI;:[[u(r)jO}“lgi biltiléelriffeer.ence of politicians in the business of civil servants is a disturbing 217 261 _018 689 |169
PLTQ4 Decision-making is a preserve of those in power. 265 117 .109 694 [.142
zgfl(é)Sm Il'i risg 3;(1) xlrx;arrrlltea;%f for the public sector if top civil servants share the political views 091 193 135 237 |-174
PLTQ6 Ethiopia needs a new generation of political leaders. 259 .068 .200 697 1.098
PLTQ?7 I am not considering Ethiopian political leaders to have specialized political roles. ].287 .106 .104 740 [.207
PLTQ8 Politicians think more about their welfare than that of the citizens. 226 130 151 766 |.160
PLTQ9The civil servants and not the politicians guarantee reasonable public policies. 211 209 .083 716 [.065
PLTQ10 Local self-government is the best for adapting local services to local needs. .087 121 142 632 1.021
giﬁ; ?;;};{)ltclih parties play an important role in a democracy, often they exacerbate 01 263 015 287 | 008
PLTQ12 Most political leaders cannot be trusted. .198 134 110 676 [.242
ggg(r)nll;&?y organization, employees are encouraged to strive for continuously improved - 064 128 2065 |-121 |-816
PORQ2 In my organization, major rewards are only based on performance effectiveness. [-.032 -.057 -.005 |-223 [-.755
PORQ3 In my organization, being innovative to improve performance is rewarded. -.104 -.188 -.048 ]-230 [-.721
PORQ4 In my organization, employees are encouraged to set challenging work goals. -.014 -.134 -281 |-.142 |-.678

* Ttems exhibited loadings very close to .40 and cross-loadings well below .30 (i.e., below .20). Therefore, they

were considered significant (Mark and Peter, 2001:208).

As shown in Table 4.11, most of the 58 items that comprise the five variables measuring the five

dimensions of administrative culture were loaded into the right constructs with expected factor

loadings above .40 and with no cross-loadings above .30, which provided a strong support to
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prior classifications and evidence of high discriminate validity. The first factor included fourteen
items corresponding to the ‘power distance’ variable. The second factor included twelve items
that refer to the ‘uncertainty avoidance’ variable. The third factor comprised ten items
corresponding to the variable of ‘collectivism’. The fourth factor, which included nine items,
refers to the ‘political bias/neutrality’ variable, while the fifth factor included four items
corresponding to the ‘performance orientation’ variable. Six items (i.e., UAQI, UAQS, COLQ2,
COLQ3, COLQI14 and PLTQI) exhibited cross-loadings above .30, while the remaining three
items (i.e., COLQ4, PLTQS5 and PLTQ11) exhibited loadings well below .40. Accordingly, those

nine items were excluded from index-creation and subsequent statistical analysis.

The next step involved the evaluation of the discriminant validity of the 21 items corresponding
to the institutionalization measures of PM reform. All items were entered in a factor analysis to
test the extent to which they were loaded into distinct constructs. The results of this analysis

presented in Table 4.12 provide support for the discriminant validity of these measures.

Table 4.12 indicates that most of the 21 items that comprise the three variables measuring the
institutionalization level of the three aspects of PM reform were loaded into the right constructs
with expected factor loadings above .40 and with no cross-loadings above .30, which indicated a
high discriminate validity. The first factor included five items corresponding to the ‘performance
agreement’ variable. The second factor included seven items that refer to the ‘performance
review’ variable. The third factor comprised four items corresponding to the variable of
‘rewarding high performers and managing under-performers’. Five items (i.e., PAGQ6, PRVQ3,
PRVQS5, PRVQS8 and PRWQ3) exhibited cross-loadings well above .30. Accordingly, those five

items were excluded from index-creation and subsequent statistical analysis.
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Table 4.12: Factor Structure: PM Reform Institutionalization Status Measures

Component
2 3

PAGQI I usually engage in joint discussion with my supervisor while agreeing on tasks and objectives that I 796 210 069
have to accomplish during a given performance management cycle.
PAGQ2 Objective§ that I have to meet du.ring a given performance management cycle are usually mutually 795 241 203
agreed rather than imposed by my supervisor.
PAGQ3 I and my supervisor usually refer to strategic plan of our organization and/or our departmental goals 764 270 199
during performance agreement.
PAGQ4 I and my supervisor usually set challenging work objectives during performance agreement. .695 .250 231
PAGS I usually engage in joint discussion with my supervisor while agreeing on my performance development 642 280 205
plan.
PAGQ6 Performance development plan for a subordinate is usually functional. 682 .445 314
PRVQI1 I and my supervisor discuss my performance of agreed objectives on a regular basis. 232 428 257
PRVQ2 I and my supervisor usually discuss both my strengths and weaknesses in achievement of agreed 519 629 196
objectives during our informal performance review meetings.
PRVQ3 Most of the time my supervisor directly criticizes me at times of events (any instance of poor 236l 603 464
performance due to my own fault).
PRVQ4 I openly speak about a problem on the side of my supervisor or organization to my supervisor at times 518 663 190
of events (any instance of poor performance due to problems on the side of my supervisor or organization).
PRVQ5 My supervisor usually provides constructive feedback to me. 455 531 .368
PRYQ6 1 usgally engage in joint discussion of performances with my supervisor during formal performance 23] 604 955
review meetings.
PRVQ7 I and my superv.isor usually focus our discu.ssion on Planning for the future rather than simply 246 654 124
dwelling on the past during formal performance review meetings.
PRVQ8 My supervisor does not desist from openly expressing negative but critical face to face feedback 401 685 318
during our formal performance review meetings.
PRVQO9 I do not desist from openly expressing negative but critical face to face feedback to my supervisor 518 667 56
during our formal performance review meetings.
PRVQI10 I usually forward honest feedback regarding my colleagues’ performance. 276 776 .249
PRWQI In my organization, identification of high and low performers using formal performance review is a 234 249 609
common phenomenon.
PRWQ2 My eligibility for any reward practices like salary increment or training opportunity in my 27 262 62
organization is only based on performance than other criteria.
PRWQ3 My eligibility for promotion in my organization is only based on performance than other criteria. 229 455 .682
PRWQ4 In my organization, provision of training for under-performers is a norm. 237 224 847
PR}NQS In my organization, it is common to take disciplinary action including dismissal against poor Ha0l 135 751
performer.

Reliability of Measures

The reliability of a measure is defined as ‘the correlation between the variable as measured and

another equivalent measure of the same variable’ (Mark and Peter, 2001:163). In order to
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establish the reliability of measures, the Cronbach’s alpha coefficient or reliability criterion was
employed. This is regarded as the most commonly used estimator of the internal consistency or
reliability of multi-item measures and is also appropriate for questionnaires using Likert-type
scales (Field, 2009; Kumar, 1999). Cronbach’s alpha values can range from 0 to 1, with 0
translated into zero reliability and 1 translated into 100% reliability. According to Field (2009),
the reliability of a scale is considered sufficient when Cronbach’s alpha level is at least .70 or

higher.

As shown in Table 4.13, the reliabilities of all measures were found to be well above the cut-off

criterion of .70, hence indicating high reliability.

Table 4.13: Reliability of Measuring Instruments

Measuring instruments Cronbach Alpha Number of items
Power Distance 0.933 14

Uncertainty avoidance 0.873 12
Collectivism/Individualism 0.841 10

Political Bias/Neutrality 0.921 9

Performance Orientation Culture 0.859 4

Performance Agreement 0.898 5

Performance Review 0.915 7

Rewarding High Performers and Managing 0.903 4

Under-performers
Overall Performance Management 0.955 16

Overall Administrative Culture 0.940 49

4.4.2.3 Quantitative Data Analysis

Having completed the data preparation and established the discriminant validity and reliability
for all measures, the next step in the research process involved the analysis of quantitative data.
Data analysis refers to ‘... the systematic organization and synthesis of research data and testing
research hypothesis’ (De Vos, ef al., 2002:199). Data analysis gives a meaning to data collected
during the research (Burns and Grove, 2003: 98). The two available methods of data analysis in

survey research design are descriptive and inferential statistics. Descriptive statistics enable us to
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obtain an overall picture of the research data and assist by presenting the data in a user-friendly
and orderly way (Durrheim, 2002; Whiteley, 2002). Inferential statistics are used to test the
research propositions and thereby to make inferences about the study population (Durrheim,

2002; Whiteley, 2002).

Several data analysis techniques were used to address the research questions and propositions.
The descriptive statistics encompassed frequency distributions, measures of central tendency
such as means and medians, and measures of dispersion such as the standard deviation. These
were employed to develop a thorough understanding of the nature of the data and thereby to

address the first two research questions.

Given the relational character of the third research question and propositions formulated in the
present study, statistical procedures aiming at testing for the proposed relationships were used. In
particular, the proposed relationships were examined using correlational analyses. These
included Spearman’s correlation and hierarchical multiple regressions with demographic data as

control variables. These two correlational analysis techniques are described below.

Correlation Analysis

The first statistical procedure applied to assess the existence of relationships between the
independent and dependent variables was the test of correlation. The two widely used correlation
techniques in empirical research are that of Pearson’s product moment and Spearman’s
correlation (Field, 2009). They measure how variables or rank orders are related. They are useful
for determining the strength and direction of the association between two variables which could
be positively related, not related at all, or negatively related (Field, 2009). The correlation
coefficient (r) lies between —1 and +1. If the r is close to —1 or +1, the two variables are close to a
perfect linear relationship, and when the r is close to 0, there is little or no correlation (Field,

2009).

One of the assumptions of Pearson’s product moment is that the data is normally distributed. It
has been shown in section 4.4.2.2 that the data met this condition for regression analysis. The
regression analysis is, however, considered quite robust against violations of the normality

assumption (Field, 2009; Hair, et al., 1998). Therefore, it was considered necessary to use more
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strong tests of normality to decide upon the most appropriate type of correlation technique in the
present study. Following Field’s (2009) recommendation, all variables were checked for
normality based on the Kolmogorov-Smirnov and Shapiro-Wilk test statistics. These test results
showed that some administrative culture variables did not conform to the assumption of
normality (refer to Appendix 7). Therefore, to assure robust comparisons, the non-parametric

Spearman’s correlation coefficient was employed.

Bivariate correlation is symmetrical. In this sense, it cannot demonstrate whether changes in a
dependent variable are accounted for by changes in one or more independent variables. Partial
correlation can provide some evidence of the predictive effect that one independent variable can
have on a dependent variable while controlling a second or more independent variables.
However, when the goal of the research is to assess the effect of two or more independent
variables on a dependent variable, partial correlation becomes redundant, thereby requiring the

use of multiple regression analysis.
Regression Analysis

This can be viewed as an extension of correlation analysis. Multiple regression analysis is
essentially the derivation of a regression model with two or more independent variables. It is a
method for studying the effects and the magnitude of the effects of more than one independent
variable on one dependent variable (Kerlinger and Lee, 2000). This is what makes the multiple
regression analysis particularly appropriate in this research which seeks to examine the influence
of various dimensions of administrative culture (independent variables) on the
institutionalization level of performance management reform in general and, in particular, on
each of the components of the reform (dependent variables) in the context of the state level civil

service of ANRS.

There are three major types of multiple regression analysis, namely standard regression,
hierarchical or sequential regression, and stepwise or statistical regression (Field, 2009). In the
present study, the second type was used for examining the proposed relationships. This is due to
the fact that hierarchical regression models allow the researcher to control the advancement of
the regression process according to a specified theoretical rationale, whereas standard multiple

regression is to a large extent a ‘shotgun approach’, and stepwise regression is ‘based solely on

157



statistical criteria’, and therefore ‘the meaning or interpretation of the variables is not relevant’

(Field, 2009).
4.5 The Qualitative Approach

As can be observed from the main research objective and the propositions, the main focus of this
research was to empirically establish whether or not administrative culture has an influence on
the institutionalization level of performance management reform in the state level civil service of
ANRS. From this, it can be seen that a quantitative approach, which uses regression analysis
framework, is more vital to this research. However, it was considered logical to incorporate
elements of qualitative approach within this research since reliance on a purely quantitative
research approach may not be fully adequate to elaborate complex phenomena such as culture

relationships with management practices (Kiessling and Harvey, 2005: 22).

It is worth to note that relationships revealed in the regression analysis do not confirm causality
per se for reasons discussed in Field (2009) such as the third variable problem and therefore
require further elaboration based on qualitative evidences. Qualitative approach used in the
present research was thus intended to elaborate upon regression results. In the two subsections
below, brief explanations on the present study’s qualitative data collection, preparation and

techniques of analysis are presented.
4.5.1 Qualitative Data Collection: Tool and Procedure

Interviews were adopted as an appropriate method for collecting of the qualitative data required
to enable the elaboration or confirmation of regression results. It is on record that interviews are
the most widely used qualitative methods in organizational research (Yin, 2009). Bell (1999:99)
defines an interview as a conversation between interviewer and participant with the intention that
a researcher can elicit certain information from the participant. Similarly, Cohen and Manion
(1994:277) considered the interview as a conversation initiated with the particular goal of

gathering information and managed directly by the interviewer.

There is a certain protocol to be followed in the preparation for interviews with any research

population. In this respect, Minichiello, ef al., (1990) provide a useful continuum of interviewing
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methods, based on the degree of control required by the interviewer, these being: structured,

semi-structured, and unstructured interviews.

In this study, the semi-structured interview was adopted. The specific type of interview chosen in
this study was the face-to-face verbal interchange. The questions (refer to Appendix 3) are also

of a nature that demanded a developed interaction between the respondent and the interviewer.

With regard to recruiting interview participants, the strategy adapted to access data was
purposive sampling. The purposive sampling technique helps the researcher to reach potential
informants who hold prosperous data that better explain the question at hand (Miles and
Huberman, 1994). The sampling process was guided by the purpose of generating supportive
qualitative evidences to the regression results from experiences and perspectives held by
different categories of research participants. This demanded the researcher to address informants

who have been in the civil service for a long time and from different job categories.

In the civil service, there is a clear lining up with respect to the job category and work experience
factors and, as a result, the interview was aimed at generating data from experienced civil
servants from different job categories. An attempt was also made to ensure that participants are
from different civil service units. Therefore, grasping diverse experiences along these stratifying

factors was vital to secure strong qualitative evidences to elaborate the regression results.

Members of human resource department in each of the civil service unit helped in locating
participants with a rich work experience from different job categories. Civil servants known to
the researcher in some of the civil service units too were engaged in the same help. However,
none of them introduced the researcher to the interview candidates face-to-face for ethical
reasons. After getting the names of the prospective interviewees, the researcher contacted the
candidates in person. After the possible list of interviewees was prepared, the researcher
contacted each for further examination. The first encounter with each of them was made to
explain the purpose of the study and build confidence in the whole process of the interview. The
second day was devoted to work on identifying mutually convenient time and place for

conducting the interview.
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Rather than seeking a specific number of interviewees, data were collected until no further
evidences for the elaboration of the regression results were identified in subsequent interviews.
Added to these, the interviewees were not limited to a specific time frame and, as a result, they

were able to reflect on the issues for as long as they needed.

Twenty individuals from different civil service units and job categories agreed for the interview.
However, a total of fourteen (14) interviews were conducted and considered for the study. Each
participant’s interview lasted approximately fifty minutes to one hour and twenty minutes. These
participants had an average of 10 years of working experience in the civil service. They were
from seven units in the civil service sector. These units were Bureau of Civil Service, Bureau of
Education, Bureau of Trade and Transport, Bureau of Industry and Urban Development, Bureau
of Culture and Tourism, Bureau of Labour and Social Affairs, and Revenue’s Agency. Table

4.14 shows the number of interviewees and their positions.

Table 4.14: Distribution of Interviewees According to Position

Job position Number of interviewees
Manager (process owner) 5

Human resource manager 2

Non-managerial employee (Expert) 5

Administrative secretary of bureau head 1

Driver of vice bureau head 1

Total 14

Given the aim of the interviews was to generate supportive qualitative evidences for the
regression results, the contents were decided to focus on participants’ views with regard to the
influence that various aspects of administrative culture have on institutionalization process of the
performance management reform. Emphasis was given to personal experiences of the

interviewees regarding the issue at hand.
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Regarding the interview procedure, the interviews were held in an environment suitable for note
taking and with consent of the respondents. With the exception of the interview with a driver, all
of the interviews were held in the office of the interviewees. Interviews were conducted after the
official working hour. Interview with a driver was held in the researcher office in Bahir Dar
University as per the choice of the interviewee. All interviews were held in Amharic and a field
notebook was used to record the data as none of the interviewees were willing to be tape

recorded.
4.5.2 Qualitative Data Analysis

Qualitative data analysis requires the huge amount of information to be summarized, described,
and examined for patterns of relationship so the phenomena being studied can be explained and
constructed (Miles and Huberman, 1994; Strauss, 1987). Qualitative data analysis can also be
viewed as the process of organizing, categorizing, and meaningfully interpreting the data

(Creswell, 2003).

Creswell (2003: 190-195) provides a six-step general guide for data analysis in qualitative

research:

1. Organize and prepare the data for analysis, including transcribing interviews,
optically scanning material, typing up field notes, or sorting and arranging data into
different types depending on the source of information;

2. Read through all the data to obtain a general sense of the information and to reflect on
its overall meaning;

3. Begin detailed analysis with a coding process;

4. Use the coding process to generate a description of the setting or people as well as
categories or themes for analysis;

5. Advance how the description and themes will be represented in the qualitative
narrative; and

6. Finally, make an interpretation or meaning of the data.

Qualitative data analysis in the present study primarily follows a guideline by Creswell (1998).

The material to be analyzed consisted of expanded version of filed notes taken during the

161



interview. To ensure that the expanded notes represented the original notes taken during the
interview, each interview was expanded on the same date after the interview took place. This
also helped the researcher to easily remember the context in which the statements were made,

such as irony and particular body language.

For the analysis, the present researcher started with reading through all the interviews to get an
overview, whereupon the researcher went back to each interview expansion note and read them
carefully. In this second reading, a coding was done ascribing relevant statements in the
interview a code that described the main essence of it. Codes emerged from this step were then
grouped into theoretically determined categories (i.e., power distance vs. performance
management, uncertainty avoidance vs. performance management, collectivistic orientation vs.
performance management, political neutrality vs. performance management and performance
orientation vs. performance management) which were then interpreted and used to supplement

the results from the regression analysis.

The above analysis notwithstanding, content analysis (Bell, 2005; Erdener and Dunn, 1990) was
also partially employed as a method of data analysis, with the purpose being revealing the
relative importance or otherwise of certain topics from managerial and/or non-managerial

interviewees’ point of view.

In this study quotes were used as primary method of reporting results from qualitative data
analysis. It is important to note that all interviews were held in Amharic language and expansion
notes were also written in Amharic language. In order to prevent bias in the data because of
translation, therefore, analyses were conducted on the Amharic data. Only after the analysis

completed that quotes were translated to English.
4.6 Ethical Considerations

Ethics is mostly associated with morality and deals with issues of right and wrong among groups,
society or communities. It is therefore vital that everyone who is involved in research should be
aware of the ethical concerns (Babbie, 2005:61). A basic principle for guiding ethical
consideration for research includes respondent’s being fully informed about the aims and

benefits of the research, granting of consent and voluntary to participate in the research (Enarson,
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et al., 2001:133). Babbie (2005:61) stressed the importance of ensuring the anonymity of the

respondents and their protection against any physical and psychological harm.

In this research, all the above ethical requirements were followed throughout all phases of the
research. Before collecting data, permission was granted by the relevant organizations. The
participants were asked to participate voluntarily and given the chance to withdraw from
participation if they chose to do so. Participants were told that answering and returning the
questionnaire assumed their consent to participate in this study. All participants were assured that

anonymity and confidentiality of the responses was guaranteed.
4.7 Summary

The chapter has provided an analytical overview of the research process. It set out arguments in
favor of a conciliatory methodology involving both qualitative and quantitative approaches. In
terms of the specific research tools for data collection, questionnaire surveys and interviews were

adopted.

The development and administration of the survey instrument was described. The quality of
quantitative data was ensured by conducting a series of statistical tests that are crucial in the
framework of multiple regression analysis. Having established the quality of quantitative data,
scales were assessed for construct validity. The results of factor and reliability analyses indicated

that all scales were both valid and reliable.

With regard to the interviews, it was indicated that the purposive sampling technique was used.
The processes by which qualitative data were collected, prepared and analyzed were described.

Finally, ethical issues involved in this study were presented.

Having identified the methodology, the subsequent two chapters present the results of this
empirical study undertaken in the state level civil service of ANRS with the aim to assess the
institutionalization status of performance management reform, features of administrative culture

and the relationships between them.
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CHAPTER FIVE

DATA PRESENTATION

5.0 Introduction

It is evident from the first chapter that, by far, an assessment of the influence of administrative
culture on institutionalization status of performance management reform within the state level
civil service of ANRS is at the core of the research objectives of the present study. In order to
address this core objective, it is necessary to assess the institutionalization status of performance
management reform, to identify features of administrative culture, and to examine the bivariate
correlation between them within the state level civil service of the ANRS; and these results then

form a base for regression analysis in the next chapter.

As indicated in the previous chapter, the questionnaire queried respondents about their
perceptions, beliefs, values and attitudes with respect to the five key dimensions of
administrative culture and their experinces and perceptions on the extent to which they routinely
carried out activities and actions prescribed in the performance management reform policy (i.e.,
measures of the institutionalization status of performance management reform). The sections
following the respondents’ profiles in this chapter will thus present and analyze the
institutionalization status of performance management reform and the main features of
administrative culture within the state level civil service of ANRS based on the survey results.
By so doing, this chapter achieves the first and the second objectives of this research, which were
respectively to asses the institutionalization status of performance management reform and to

identify the main features of administrative culture within state level civil service of ANRS.

An evaluation of the bivariate correlation between administrative culture and the
institutionalization level of performance management reform is also presented, the intention
being to preliminarily assess the validity of the analytical framework which depicted that
administrative culture (independent variables, i.e., power distance, uncertainty avoidance,
collectivistic orientation, political bias/neutrality and performance orientation) has an influence
on the institutionalization level of performance management reform (dependent variables, i.e.,
the institutionalization level of performance agreement, performance review, rewarding high

performers and managing under-performers and the overall performance management reform).
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5.1 Respondents® Profiles

This section presents the profiles of the participants of the study by age, gender, educational
attainment level, job position, duration of service in current employer and in the civil service at

large and place of growth.
5.1.1 Distribution of Respondents by Age

Figure 5.1 indicates that most of the respondents aged between 31-45, thereby representing
44.3% of the total respondents in the study. The remaining 24.3% and 31.3% of the respondents

were in the 18-30 age bracket and above 45 years of age respectively.

Distribution of Respondents by Age
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Figure 5.1: Distribution of Respondents by Age
5.1.2 Distribution of Respondents by Gender

Figure 5.2 shows that 62% of the respondents were male and about 38% were female. It is worth
remembering that these figures are reflected in the gender composition of civil servants within
the state level civil service of ANRS. According to ANRS Bureau of Civil Service, in 2012, male
civil servants accounted for 67% of the total civil servants in the state level, while female civil

servants comprised only 33%.
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Figure 5.2: Distribution of Respondents by Gender
5.1.3 Distribution of Respondents by Educational Attainment

Figure 5.3 indicates that about half of the respondents (47.57%) hold Bachelors’ degrees, whilst
22.7% hold postgraduate qualifications (Masters’ degree and above). About 30% of the
respondents (29.73%) hold only Diploma. These figures demonstrate the need to hold at least

diploma level of academic qualification to be eligible for non-manual jobs in the civil service.

Distribution of Respondents by Educational level
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Figure 5.3: Distribution of Respondents by Educational Achievement Level

166



5.1.4 Distribution of Respondents by Organization

As indicated in Figure 5.4, the majority of the respondents were from government organizations
designated as bureau (80%). About 20% of the respondents were from government organizations
designated as agency or authority. This is consistent with organization categories stipulated in
the government organization structures act of ANRS. According to this act, 2010, government
organizations designated as bureaus accounted for 75% of the total government organizations,

and government organizations designated as agencies or authorities comprised only 25%.

Figure 5.4: Distribution of Respondents by Organization
5.1.5 Distribution of Respondents by Current Position in the Civil Service

Figure 5.5 indicates that 16.2% of the respondents hold managerial positions within their
organizations. Of the remaining, 57.5% served as professional experts and 16.2% were clerical

employees.

Distribution of Respondents by Job Postion
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Figure 5.5: Distribution of Respondents by Current Position
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5.1.6 Distribution of Respondents by Duration of Service in the Current Employer

Figure 5.6 indicates that about 22% of the respondents had job tenure at their current employer,
ranging between 1 and 5 years. About 45% of the respondents had job tenure between 5 and 10

years, while 34% had job tenure of above 10 years.
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Figure 5.6: Distribution of Respondents by Duration of Service in Current Employer
5.1.7 Distribution of Respondents by Duration of Service in the Civil Service

Figure 5.7 indicates that the majority of the respondents had served above 10 years in civil
service in general (57%), followed by respondents (32%) with 5-10 years of service. Only 11%
of the respondents reported that they had been working in the civil service in general for less
than five years. These relatively longer years of work experience in civil service are evidence of
the fact that the respondents are in a position to provide the information requested in the

questionnaire.
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Distribution of Respondents by General Work Experince in Civil Service
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Figure 5.7: Distribution of Respondents by Duration of Service in Civil Service
5.1.8 Distribution of Respondents by Place of Growth

Figure 5.8 indicates that 60% of the respondents were borne and brought up in urban areas. The

remaining 40% of the respondents reported that they were borne and grew up in rural areas.

Figure 5.8: Distribution of Respondents by Place of Growth
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5.2 Institutionalization Level of Performance Management Reform within State Level Civil

Service of ANRS

One of the objectives of this research, as stated repeatedly, is to assess the institutionalization
status of the performance management reform within the state level civil service of ANRS. As
explained in chapters 1 and 3, the performance management system under investigation is similar
with that of the NPM-inspired human resource-related performance management system, and it
consists of three main elements. These are performance agreement, performance review, and

rewarding and managing performances.

It has also been shown in Chapter One that despite the fact that this performance management
system has been implemented since 2001 in the entire civil service of the government of
Ethiopia, including ANRS, the extent to which its constituents (i.e., performance agreement,
review and reward) became the normal and usual practices of civil servants remains unknown. In
other words, the question of the institutionalization level of the reform remains under-
investigated. This is the main reason for the objectives of the present study to include the
assessment of the extent to which the performance management reform is institutionalized within
the state level civil service of ANRS. This section, therefore, presents empirical results that
depict the institutionalization level of each constituent of the performance management reform
within state level civil service of ANRS. Composite indexes that reflect the institutionalization
level of each constituent of the performance management reform, including the overall

performance management reform, are also presented under the subsequent subsections.
5.2.1 Institutionalization Level of Performance Agreement

Performance agreement is the bedrock of human resource-related performance management
system (Grote, 2002:22). It involves the agreement between the superior and the subordinate on
what the latter is expected to perform in terms of results and behaviours (Armstrong, 2009;
Grote, 2002; Rudman, 2003). It also involves the joint discussion and agreement between the
manager and the individual on the latter’s performance development plan (Armstrong,
2006:259). Similarly, the performance management system that has been implemented since
2001 in Ethiopian civil service, including civil service in ANRS, requires the superior and the

subordinate in the civil service to engage in joint discussion and agreement while deciding on
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what the latter is expected to perform as well as on what training and support he or she needs to

meet the expectation. However, the survey results in Table 5.1 revealed that, in practice, the

majority of civil servants within the state level civil service of ANRS have rarely followed these

requirements.

Table 5.1: Institutionalization Level of Performance Agreement

Statement ‘Agree’ Both ‘Disagree’ | Median Mean SD
and ‘Agree’ and
‘Strongly and ‘Strongly
Agree’ ‘Disagree’ | Disagree’
(%) (%) (%)
a) I usually engage in joint discussion with 27.6 18.4 54.1 2.52 1.180
my supervisor while agreeing on tasks and
objectives that I have to accomplish during a
given performance management cycle.
b) Objectives that I have to meet during a 21.1 21.6 57.3 2.51 1.059
given performance management cycle are
usually mutually agreed rather than imposed
by my supervisor.
¢) I and my supervisor usually refer to 28.6 30.8 40.5 2.77 1.064
strategic plan of our organization and/or our
departmental goals while agreeing on
objectives.
d) I and my supervisor usually set 21.1 17.3 61.6 2.39 1.094
challenging  work  objectives  during
performance agreement.
e) I usually engage in joint discussion with 23.2 21.1 55.7 2.48 1.114
my supervisor while agreeing on my
performance development plan.
f)* In my organization, agreed performance 16.2 17.3 66.5 2.29 1.010

development plan for a subordinate is usually
functional.

* Jtem was excluded from index creation (refer to section 4.4.2.2).

Table 5.1 indicates that more than half of the respondents openly declared that they do not

usually engage in joint discussion with their supervisor while agreeing on objectives that they are

expected to perform throughout the period of the performance management cycle (54.1%

‘disagree’ and ‘strongly disagree’ on statement (a)). At the same time, the majority of the

respondents did not believe that goals or objectives that the subordinate is expected to perform
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are usually agreed by the superior and the subordinate within the state level civil service of
ANRS, perhaps because of the imposition of goals by the superior, as reported by 57.3% of the
respondents who ‘disagree’ and ‘strongly disagree’ on statement (b). A significant number of
respondents also reported a negative perspective concerning the regular use of strategic plan of
an organization and departmental goals as a base for determining individual objectives within the
civil service. In this regard, about 41% of the respondents confessed that they rarely refer to
strategic plan of their organization and their departmental objectives while preparing their
performance targets (40.5% ‘disagree’ and ‘strongly disagree’ on statement (c)). Moreover, only
21% of the respondents believed that they usually set challenging work objectives, implying that
setting of challenging goals at an individual level is a rare practice in the state level civil service

of ANRS (61.6% ‘disagree’ and ‘strongly disagree’ on statement (d)).

Table 5.1 also shows that the majority of the respondents admitted that they do not usually
engage in joint discussion with their supervisor while agreeing on performance development plan
(55.7% ‘disagree’ and ‘strongly disagree’ on statement (e)). This clearly demonstrated that the
performance management reform ideals of manager-and-subordinate’s engagement in joint
discussion to agree for training, development and support that the latter needs to meet the
agreed goals is largely neglected by the majority of civil servants in the state level civil service
of ANRS. Indeed, as we can infer from Table 5.1, even in circumstances where agreed
performance development plan for the subordinate is in place, it usually remains a paper-exercise
in the state level civil service of ANRS (66.5% ‘disagree’ and ‘strongly disagree’ on statement
(e)). This could be one of the reasons as to why the majority of civil servants pay little attention

to performance development plan in the state level civil service of ANRS.

Essentially, from the statistics presented in Table 5.1, it can be concluded that the current
institutionalization status of the performance agreement aspect of the performance management
reform within the state level civil service of ANRS is generally low. This is borne out by the

index results presented in Table 5.1.1.
5.2.1.1 Index for Institutionalization Level of Performance Agreement
On a scale of 1-5, the institutionalization level of performance agreement has a mean of 2.53

(total sum of the mean for 5 items divided by 5) and a median of 2.2 (see Table 5.1.1). The
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measure of central tendency employed to calculate index was the mean, although the median
would theoretically have been the more accurate measure because the data was ordinal.
However, the mean was used, as the nature of the data was such that the mean is a close estimate
of the median. This is borne out by the results shown in Table 5.1.1. The mean is also easier to
determine and interpret, and it can be employed in various other calculations. Besides, as in the
case of other similar researches (see, for instance, Ahmed, 2012; Hofstede, 2001; House, et al,
2004; Karyeija, 2012), the data scales used in this study, i.e., ‘strongly agree’ to ‘strongly
disagree’, can be considered quasi-interval scales, implying that the mean is a reasonable and

valid measure.

On a scale of 1-5, a dichotomous category is envisaged; the mean scores below 3 are classified
as low, whereas the mean scores above 3 are classified as high. Following this logic, it appears
reasonable to conclude that the performance agreement constituents are not followed by the
majority of civil servants as a way of managing performance agreements in the civil service, and
hence the institutionalization level of performance agreement within the state level civil service
of ANRS is generally low. This notwithstanding, high standard deviation recorded for all
performance agreement items indicates that there are some civil servants who embraced the
performance agreement constituents as a usual way of managing their performances within the

state level civil service of ANRS. (Standard deviation is higher than 1.00 (see Table 5.1)).

Table 5.1.1: Descriptive Statistics for Institutionalization Level of Performance Agreement

N 185

Mean 2.5373
Median 2.2000
Standard Deviation 0.9295

5.2.2 Institutionalization Level of Performance Review

It has been well noted in the literature that performance management, unlike the conventional
performance appraisal, is a continuous process in which managers and individuals frequently
engage in joint discussions and dialogues on the performance of the latter throughout the year

and in fact formally once or twice a year. It requires manager and individual to regularly

173



(informally) meet and to jointly review and discuss progress towards results. It also requires
manager and individual to have a formal review meeting once or twice yearly, which serves as a
focal point and a ‘stocktaking’ opportunity for the consideration of key performance and
development issues and provides the basis for performance and development planning and
agreements (Armstrong, 2006, 2009). It has been also well noted that performance review
should be a conversation involving dialogue, exchange of critical feedback and joint analysis of

performance (Armstrong, 2009; McDonnell and Gunnigle, 2009; Price, 2000).

Perhaps, performance review is one of the most important features of the performance
management reform that has been implemented since 2001 in the civil service of the government
of Ethiopia, including ANRS. According to this performance management reform policy and

subsequent regulatory provisions (GOE, 2001, 2011):

- Supervisor and employee should regularly discuses performance progress on agreed
goals, preferably on a bi-weekly basis;

- Performance progress discussion between the supervisor and employee should focus on
both observed strengths and weaknesses;

- Supervisors should give continuous feedback and performance improvement suggestions
to their subordinates;

- Employees should exchange critical feedback, whenever requested to do so;

- Formal performance appraisal should take place twice a year, i.e. at the end of January
and July;

- Supervisor and employee should discuss performance achievements based on agreed
goals and the discussion should identify both strengths and weaknesses and this should be
documented and signed by both parties.

- Supervisor and employee should discuss on the performance plan for the next

performance period during formal performance appraisal.

However, the survey results in Table 5.2 revealed that, in practice, the majority of civil servants
within the state level civil service of ANRS do not regularly follow the above provisions as a

way of reviewing their performances.
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Table 5.2: Institutionalization Level of Performance Review (Regular and Formal Review)

Statement

‘Agree’
and
‘Strongly
Agree’
(%)

Both
‘Agree’
and
‘Disagree
" (%)

‘Disagree
> and
‘Strongly
Disagree’
(%)

Median

Mean

SD

a) I and my supervisor discuss my performance of
agreed objectives on a regular basis.

29.7

14.1

56.2

2.6

1.129

b) I and my supervisor usually discuss both my
strengths and weaknesses in achievement of agreed
objectives during our informal performance review
meetings.

20.5

14.1

65.4

2.23

1.111

c)* Most of the time, my supervisor directly criticizes
me at times of events (any instance of poor performance
due to my own fault).

23.8

17.8

584

2.48

1.118

d) I usually openly speak about problem on the side of
my supervisor or organization at times of events (any
instance of poor performance due to problems on the
side of my supervisor or organization).

15.1

69.2

2.19

1.001

e)* My supervisor usually provides constructive
feedback and supportive guidelines to me throughout
the performance management cycle.

22.7

21.1

56.2

2.49

1.064

f) I usually engage in joint discussion of performances
with my supervisor during formal performance review
meetings.

16.8

51.9

2.66

1.165

g) I and my supervisor usually focus our discussion on
planning for the future rather than simply dwelling on
the past during formal performance review meetings.

17.8

69.2

2.31

0.978

h)* My supervisor usually expresses negative but
critical face-to-face feedback to me during formal
performance review (i.e., he/she does not desist from
openly expressing negative but critical face-to-face
feedback).

254

18.9

55.7

2.45

1.137

I) I usually express negative but critical face-to-face
feedback to my supervisor during formal performance
review (i.e., I do not desist from openly expressing
negative but critical face-to-face feedback).

15.7

68.6

2.20

1.026

j) 1 usually forward honest feedback regarding my
colleagues’ performance.

15.1

16.2

68.6

2.17

1.037

* [tem was excluded from index creation (refer to section 4.4.2.2).
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As can be read in Table 5.2, most of the respondents admitted that they do not usually hold a
regular performance discussion with their supervisor, implying that a regular discussion between
manager and subordinate on the performances of the latter is a rare phenomenon in the state level
civil service of ANRS (56.2% ‘disagree’ and ‘strongly disagree’ on statement (a)). At the same
time, about two third of respondents openly declared that they do not equally discuss both their
strengths and weaknesses in the achievement of agreed objectives during those rare informal
performance review meetings with their supervisors. This implies that the majority of civil
servants within the state level civil service of ANRS either evaded the regular performance
discussion or performed it in a very subtle way (65.4% ‘disagree’ and ‘strongly disagree’ on
statement (b)). Indeed, the majority of survey participants in this study confessed that they do not
usually exchange critical feedback with their supervisors even at times of events like poor
performance (58.4% and 68.9% ‘disagree’ and ‘strongly disagree’ on statements (c) and (d)
respectively). Moreover, most of the respondents revealed that their supervisors do not usually
provide them with constructive feedback and supportive guidelines throughout the performance
management cycle (56.2% ‘disagree’ and ‘strongly disagree’ on statement (e)). All of these
suggest that the reform ideals of informal performance review between superior and subordinate

are largely unmet in the state level civil service of ANRS.

The majority of survey participants admitted that the reform ideals of informal performance
review between superior and subordinate have failed to take root in the state level civil service of
ANRS as shown above. Likewise, respondents have also openly declared that they rarely follow
the performance management guidelines on how the formal performance review should be
carried out in the civil service. Table 5.2 indicates that more than half of the respondents openly
declared that they do not usually engage in joint discussion with their supervisor during formal
performance review meetings (51.9% ‘disagree’ and ‘strongly disagree’ on statement (f)). This
suggests that formal performance review between superior and subordinate in the state level civil
service of ANRS is mostly a top-down judgment affair. Table 5.2 also shows that the
overwhelming majority of respondents revealed that most of the formal performance review
meetings between superior and subordinate have evaluative than developmental nature in the
state level civil service of ANRS (69.2% ‘disagree’ and ‘strongly disagree’ on statement (g)).
Finally, Table 5.2 indicates that majority of civil servants refrain from exchanging critical and

negative feedback with supervisors and between themselves during formal performance review
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in the state level civil service of ANRS (55.7% and 68.6% °‘disagree’ and ‘strongly disagree’ on
statements (h) and (I and j) respectively). Again, these findings imply that there is a huge
disjuncture between the performance management reform prescriptions of how formal
performance review should be done and how the majority of civil servants actually doing these

in the state level civil service of ANRS.

Essentially, from the statistics presented in Table 5.2, it can be concluded that the current
institutionalization status of the performance review aspect of the performance management
reform in the state level civil service of ANRS is generally low. This is borne out by the index

results presented in Table 5.1.2.

5.2.2.1 Index for Institutionalization Level of Performance Review

On a scale of 1-5, the institutionalization level of performance review has a mean of 2.34 (total
sum of the mean for 7 items divided by 7) and a median of 2.2 (see Table 5.2.1). The measure of
central tendency employed to calculate index here was also the mean, although the median
would theoretically have been the more accurate measure because the data was ordinal.
However, the mean was used, as the nature of the data was such that the mean is a close estimate
of the median. This is borne out by the results in Table 5.2.1. Besides, the data scales used in this
study, 1.e., ‘strongly agree’ to ‘strongly disagree’, can be considered quasi-interval scales,

implying that the mean is a reasonable and valid measure.

On a scale of 1-5, a dichotomous category is envisaged; the mean scores below 3 are classified
as low, whereas the mean scores above 3 are classified as high. Following this logic, it appears
reasonable to conclude that the performance review constituents are not embraced by the
majority of civil servants, and hence the institutionalization level of performance review in the
state level civil service of ANRS is generally low. This notwithstanding, high standard deviation
recorded for almost all performance review items indicates that there are some civil servants who
embraced the performance review constituents as a usual way of managing their performances
within the state level civil service of ANRS. (Standard deviation is higher than 1.00 (see Table
5.2)).
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Table 5.2.1: Descriptive Statistics for Institutionalization Level of Performance Review

N 185

Mean 2.3375
Median 2.2000
Standard Deviation 0.8677

5.2.3 Rewarding High Performers and Managing Under-performers

The performance management system provides management with important information for
making strategic decisions on employee’s promotions, training and development activities,
compensation decisions, and retention or separation (Gospel and Pendleton, 2005; Pynes, 2004 ).
Rewarding high performers (monetary and non-monetary rewards, including promotion) and
managing under-performers is among the building blocks of the performance management
reform policy in Ethiopia. The performance management reform policy and subsequent
regulatory provisions of the Ethiopian government stipulate the following major provisions in
relation to rewarding high performers and managing under-performers in the civil service (GOE, 2001,

2011):

- Employee with performance rating of ‘outstanding’ (95-100 points) and ‘high’ (80-94.9
points) shall qualify for the available rewards (for instance money, prize, further
education opportunity, and so on). Monetary reward is subjected to the availability of
funds;

- Employee with performance rating of ‘weak’(less than 60 points) should be provided
with performance improvement training and consultation; and

- Employee who has two consecutive ‘weak’ performance ratings should cease his or her

service.

However, the survey results in Table 5.3 revealed that, in practice, these aspects of the

performance management reform are also largely unmet in the state level civil service of ANRS.
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Table 5.3: Institutionalization Level of Rewarding High Performers and Managing Under-

performers
Statement ‘Agree’ Both ‘Disagree’ | Median Mean SD
and ‘Agree’ and
‘Strongly and ‘Strongly
Agree’ ‘Disagree’ | Disagree’
(%) (%) (%)
a) In my organization, identification of high 16.8 18.9 64.3 2 2.34 970
and low performers using formal
performance review is a common
phenomenon.
b) My eligibility for any reward practices like 16.2 12.4 71.4 2 2.25 974
salary increment or training opportunity in
my organization is usually based on my
performance than other criteria.
c)* My eligibility for promotion in my 13.0 13.0 74.1 2 2.16 .924
organization is usually based on my
performance than other criteria.
d) In my organization, provision of training 16.2 11.4 72.4 2 2.22 987
for under-performers is a norm.
e) In my organization, it is common to take 19.5 14.1 66.5 2 2.31 1.052
disciplinary action including dismissal
against poor performer employees.

* Jtem was excluded from index creation (refer to section 4.4.2.2).

Table 5.3 clearly indicates that the vast majority of employees reported disagreement with the
statements about the regularity of rewarding high performers and managing under-performers in
the civil service. For instance, about two third of the respondents did not see the differentiation
between high performers and under-performers being a common phenomena in the state level
civil service of ANRS (64.3% ‘disagree’ and ‘strongly disagree’ on statement (a)). In fact, about
three fourth of the respondents openly declared their belief that their eligibility for any reward
practices like salary increment or training opportunity and for promotion in the civil service is
not usually based on their performance (71.4% and 74.1% ‘disagree’ and ‘strongly disagree’ on
statements (b) and (c) respectively). Yet, the performance management policy and directives

require civil servant’s reward and promotion to be only based on performance effectiveness.
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As Table 5.3 demonstrates, the overwhelming majority of the respondents revealed their
disagreement with the statement which states that provision of training for under-performers is a
usual practice in the civil service (72.4% ‘disagree’ and ‘strongly disagree’ on statement (d)).
Finally, Table 5.3 indicates that it is rarely that poor performers in the civil service are subjected

to disciplinary measures (66.5% ‘disagree’ and ‘strongly disagree’ on statement (¢)).

Essentially, from the statistics presented in Table 5.3 it can be concluded that the current
institutionalization status of rewarding high performers and managing under-performers aspect
of the performance management reform in the state level civil service of ANRS is generally low.

This is borne out by the index results presented in Table 5.3.1.

5.2.3.1 Index for Institutionalization Level of Rewarding High Performers and Managing Under-

performers

On a scale of 1-5, the institutionalization level of rewarding high performers and managing
under-performers has a mean of 2.28 (total sum of the mean for 4 items divided by 4) and a
median of 2.0 (see Table 5.3.1). The measure of central tendency employed to calculate index
was the mean, although the median would theoretically have been the more accurate measure
because the data was ordinal. However, the mean was used, as the nature of the data was such
that the mean is a close estimate of the median. This is borne out by the results in Table 5.1.3.
Besides, the data scales used in this study. i.e., ‘strongly agree’ to ‘strongly disagree’, can be

considered quasi-interval scales, implying that the mean is a reasonable and valid measure.

On a scale of 1-5, a dichotomous category is envisaged; the mean scores below 3 are classified
as low, whereas the mean scores above 3 are classified as high. Following this logic, it appears
reasonable to conclude that the institutionalization level of rewarding high performers and
managing under-performers in the state level civil service of ANRS is generally low.
Notwithstanding this, however, relatively high standard deviation recorded for all items points to
some differences among civil servants with regard to their perceptions on the institutionalization
level of rewarding high performers and managing under-performers in the state level civil

service of ANRS. (Standard deviation is nearly 1.00 (see Table 5.3)).
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Table 5.3.1: Descriptive Statistics for Institutionalization Level of Rewarding High

Performers and Managing Under-performers

N 185

Mean 2.2784
Median 2.0000
Standard Deviation 0.8767

5.2.4 Institutionalization Level of Overall Performance Management Reform

Having evaluated the institutionalization level of performance management reform along
performance agreement, performance review, and rewarding high performers and managing
under-performers, it was considered necessary to develop an index of an overall performance
management reform institutionalization level based on an aggregation of the institutionalization

level of each aspect of the reform.

On a scale of 1-5, the institutionalization level of the overall performance management reform
has a mean of 2.38 (total sum of the mean for the three aspect of performance management
reform divided by 3) and a median of 2.1 (see Table 5.4.1). The measure of central tendency
employed to calculate index was the mean, although the median would theoretically have been
the more accurate measure because the data was ordinal. However, the mean was used, as the
nature of the data was such that the mean is a close estimate of the median. This is borne e out by

the results in Table 5.4.1.

On a scale of 1-5, a dichotomous category is envisaged; the mean scores below 3 are classified
as low, whereas the mean scores above 3 are classified as high. Following this logic, we can
conclude that the institutionalization level of the overall performance management reform in the

state level civil service of ANRS is low.
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Table 5.4: Descriptive Statistics for Overall Institutionalization Level of Performance

Management Reform

N 185
Mean 2.3844
Median 2.1286
Standard Deviation 0.8151

Going by the evidence presented so far, it appears reasonable to expect that the limited
institutionalization status of performance management reform within the state level civil service
of ANRS is attributable to a number of factors, of which administrative culture could be one. The
present study proposes that administrative culture, as measured by power distance, uncertainty
avoidance, collectivistic orientation, political bias/neutrality and performance orientation, has a
significant effect on the institutionalization status of performance management reform within the
state level civil service of ANRS. At this juncture, therefore, it is imperative to identify the
features of administrative culture within the state level civil service of ANRS along the
dimensions of power distance, uncertainty avoidance, individualism/collectivism, political

bias/neutrality and performance orientation.
5.3 Administrative Culture within State Level Civil Service of ANRS

In this section the researcher attempts to identify the main features of administrative culture (i.e.,
perceptions, beliefs and attitudes of civil servants) within the state level civil service of ANRS
along the five main cultural dimensions proposed in chapter three: power distance, uncertainty
avoidance, individualism/collectivism, political bias/neutrality and performance orientation.
Similar to the reform questions, the respondents were asked to agree or disagree for a number
of statements on a scale of 1 to 5, where 1 denotes ¢ Strongly disagree’; 2 means ‘Disagree ’; 3
means Both ‘agree and disagree’; 4 means ‘Disagree ’ and 5 means ¢ Strongly Agree’. Each
dimension has a set of indicative concepts, and the indexes reflect the dominant feature of
administrative culture with respect to each dimension within the civil service (see section 4.4.1.3

for details).
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5.3.1 Power Distance (PD)

As explained in chapter Four, 14 items were designed to capture civil servants’ power distance
cultural orientations centered on three PD indicator concepts: hierarchy, superior-subordinate
relationship and status symbolism. This section, therefore, presents and discusses the survey
results according to each of these concepts. Thereafter, the index for power distance will be

presented.
5.3.1.1 Hierarchy

Table 5.5: Percentage Distribution of Civil Servants“Perceptions, Beliefs and Attitudes

about Hierarchy

Statement ‘Agree’ Both ‘Disagree’ | Mean SD

and ‘Agree’ and

‘Strongly and ‘Strongly

Agree’ ‘Disagree’ | Disagree’

(%) (%) (%)
a) Hierarchy within an organization is necessary because 68.6 6.5 249 3.71 1.294
people have to know ‘who has authority over whom’.
b) Subordinates in my organization often show respect to 58.9 11.4 29.7 3.44 1.305
superiors on account of the latter’s position than actual
performance and knowledge.
¢) Elderly members within organization should be respected. 60.0 11.9 28.1 3.44 1.136
d) Hierarchy in my organization reflects the differences in 67.0 8.1 24.9 3.51 1.187
quality between those people higher-up and those that are
further down in the hierarchy.
Average 3.54 1.037

Table 5.5 indicates that nearly 70% of respondents believed that hierarchy within the
organization is necessary because people have to know ‘who has authority over whom’ (68.6%
‘agree’ and ‘strongly agree’ on statement (a)). This reflects that most civil servants under study
recognize a hierarchical order in which everyone has a place and which requests no additional
explanation. Therefore, it is little surprise that the majority of subordinates’ respect for their
superiors is a result of position than performance in the state level civil service of ANRS (58.9%
‘agree’ and ‘strongly agree’ on statement (b)). Table 5.5 also indicates that the majority of civil
servants under study were of the view that elderly members within an organization should be

respected (60% ‘agree’ and ‘strongly agree’ on statement (c)). This again suggests that age may
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be another important criterion for subordinates’ respect for superiors as long as there is a

countable difference of age between them.

Moreover, the majority of the respondents reported an agreement to the statement which states
that hierarchy reflects the differences in quality between those higher-ups and those lower-down
in the hierarchy. It is a significant revelation that 67% of the respondents regard hierarchy as an
expression of the quality of the employees (67% ‘agree’ and ‘strongly agree’ on statement (d)).
Why is this so? One plausible reason, to borrow it from findings in Karyeija (2012), is that the
higher your office, the more resources you have access to and the more people will expect from
you; and the higher your position the more likelihood that you will be considered for an even

higher position, thus also the higher your quality in relation to your peers.

Taken together, the above findings indicate that there is a high acceptance of hierarchy by the
majority of civil servants and the respect is a result of power differences, age and probably

relations, and hence high power distance cultural orientation.
5.3.1.2 Relations between the Superiors and Subordinates and Participation

Table 5.6: Percentage Distribution of Civil Servants® Perceptions and Beliefs on Relations

between the Superiors and Subordinates and Participation

Statement ‘Agree’ Both ‘Disagree’ | Mean SD
and ‘Agree’ | and
‘Strongly | and ‘Strongly
Agree’ ‘Disagr | Disagree’
(%) ce’ (%) | ()
a) In my organization, superiors and subordinates consider each 60.5 14.1 254 3.54 | 1.264

other as unequal.

b) I believe that a superior always demands respect and 55.7 15.7 28.6 344 | 1.192
obedience from his subordinates.

¢) A superior should take care of his subordinates as his own 67.6 9.2 232 3.71 | 1.161
family members.

d) Subordinates should be told what to do. 55.7 10.8 335 3.30 | 1.279
e) In my organization, subordinates do not expect to be 58.9 10.8 30.3 346 | 1.319
consulted when decisions are made.

f) In my organization, officials rely more on formal rules and 58.9 15.1 259 3.51 | 1.237
superiors than subordinates and experts.

g) In my organization, top officials seldom ask employees for opinion 65.9 7.6 26.5 3.59 1.121
before making a decision.

Average 3.51 9870
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As pointed out by Mendonca and Kanungo, with ahigh power distance cultural orientation,
‘managers do not consider subordinates to be people just like me; neither do the subordinates
view their managers as people just like themselves’. In the same way, findings of this study seem
to corroborate this. Table 5.6 indicates that 60% of the respondents revealed their agreement with
the statement which states that superiors and subordinates consider each other as unequal (60.5%
‘agree’ and ‘strongly agree’ on statement (a)). This suggests that there are distinctions and status
differences between superiors and subordinates, at least in the minds of majority of civil
servants, in the state level civil service of ANRS. This could be one of the reasons as to why the
majority of the respondents are of the belief that a superior always demands respect and

obedience from his subordinates (55.7% ‘agree’ and ‘strongly agree’ on statement (b)).

Moreover, two third of the respondents reported their firm belief that a superior should take care
of his subordinates as his own family members (67.6% ‘agree’ and ‘strongly agree’ on statement
(c)). This finding clearly implies that the majority of the respondents prefer supervisors in
positions of authority to assume the role of a parent and consider it an obligation to provide
support and protection to them. It also suggests that they may prefer to reciprocate such care,

support and protection by showing loyalty, deference and compliance to the supervisors.

It is clear form Table 5.6 that the majority of civil servants under study commonly expect their
superiors to make decisions about rules, procedures, policies and performance. This finding is
corroborated by the revelation that more than half of the respondents expect to be told what to do
and do not expect to be consulted when decisions are made (55.7% and 58.9% ‘agree’ and
‘strongly agree’ on statements (d) and (e) respectively). In fact, the results indicate that the
majority of civil servants would like their superiors to convey more information to them and

make more decisions for them.

Table 5.6 also indicates that nearly 60% of respondents were of the opinion that officials in the
civil service rely more on formal rules and superiors than subordinates and experts while making
decisions (58.9% ‘agree’ and ‘strongly agree’ on statement (g)). At the same time, nearly two
third of the respondents perceived top officers in the civil service as people who are not obliged
to listen to everyone in the workplace before making a decision. Indeed, they reported that top
officials in the civil service seldom ask employees for opinion before making a decision (65.9%

‘agree’ and ‘strongly agree’ on statement (h)).
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Taken together, the above findings indicate that the majority of civil servants under study
perceive the power of decision-making is largely in the hands of top management and they prefer
seeking guidance, direction, affection, and patronage from their superiors in all matters. The
findings also suggest that in the mind of the majority of civil servants superiors are expected to

exercise absolute power and questioning their decision is an unwanted business.

5.3.1.3 Status symbolism

Table 5.7: Perceptions and Beliefs on Status Symbols as an Indicator of high Power

Distance
Statement ‘Agree’ Both ‘Disagree’ | Mean SD

and ‘Agree’ and

‘Strongly | and ‘Strongly

Agree’ ‘Disagree | Disagree’

(%) " (%) (%0)
a) Office work is of a superior nature than manual work. 63.7 11.4 24.9 3.63 1.159
b) In my organization, privileges and status symbols for 62.7 17.3 20.0 3.57 1.121
officials such as big cars, big offices and secretaries are
normal and popular. They are not frowned upon.
¢) I believe that managers at all levels should be entitled 65.9 9.2 24.9 3.65 1.216
to privileges like car and big offices.

3.64 8783

Average

Perceptions and beliefs of organization members towards status symbols are a very useful
indicator of power distance (Hofstede, 2001; Hofstede and Hofstede, 2005). At least 64% of
respondents contended that office work is superior to manual work as shown in statement (a).
This suggests that the majority of civil servants within the state level civil service of ANRS
associated the dignity of labour with white collar jobs; the higher the position, the more the
prestige. At the same time, majority of the respondents were very positive to the proposition that
privileges and status symbols are normal and popular (62.7% ‘agree’ and ‘strongly agree’ on
statement (b)). The majority of respondents even believed that officials at any position should be
provided with privileges (65.9% ‘agree’ and ‘strongly agree’ on statement (c)). In fact, it is a
common knowledge that in most of government ministries, bureaus and agencies a big off-road
official vehicle, a big unshared office, free phone access, and secretaries are popular and these

are not frowned upon.
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Going by the evidence presented so far with regard to power distance, it appears reasonable to
conclude that although there are low power distance oriented civil servants, the majority of civil
servants within the state level civil service of ANRS have high power distance orientation. This

is borne out by the index results in Table 5.7.
5.3.1.4 Index for Power Distance

On a scale of 1-5, power distance has a mean of 3.56 (total sum of the average mean for 3
indicator concepts of power distance divided by 3 (the number of indicator concepts)) and a
median of 3.83 (Table 5.7). The measure of central tendency employed to calculate index was
the mean, although the median would theoretically have been the more accurate measure because
the data was ordinal. However, the mean was used, as the nature of the data was such that the
mean is a close estimate of the median. This is borne out by the results in Table 5.8. Besides, as
in the case of other similar researches (see, for instance, Ahmed, 2012; Hofstede, 2001; House, et
al, 2004; Karyeija, 2012), the data scales used in this study, i.e., ‘strongly agree’ to ‘strongly
disagree’, can be considered quasi-interval scales, implying that the mean is a reasonable and

valid measure.

On a scale of 1-5, a dichotomous category is envisaged; the mean scores below 3 are classified
as low, whereas the mean scores above 3 are classified as high. Following this logic, we can
conclude that the majority of civil servants in the state level civil services of ANRS have high
power distance cultural orientation. In other words, administrative culture within the state level
civil service of ANRS is generally characterized by high power distance. Notwithstanding this,
high standard deviation recorded for almost all power distance items indicates that there are also
civil servants with low power distance orientation within the state level civil service of ANRS.

(Standard deviation is higher than 1.00 (see Table 5.5-5.7)).

Table 5.8: Descriptive Statistics for Power Distance

N 185

Mean 3.5613
Median 3.8254
Standard Deviation 0.8712

187



5.3.2 Uncertainty Avoidance (UA)

As explained in chapter four, 14 items were designed to capture civil servants uncertainty

avoidance cultural orientations centered on three UA indicator concepts: rule orientation,

innovation and creativity, and change and ambiguity. This section, therefore, presents and

discusses the survey results according to each of these concepts. Thereafter, the index for

uncertainty avoidance will be presented.

5.3.2.1 Rule Orientation

Table 5.9: Perceptions and Beliefs relating to Rule Orientation

Statement ‘Agree’ Both ‘Disagree’ Mean | SD
and ‘Agree’ and | and
‘Strongly | ‘Disagree’ ‘Strongly
Agree’ (%) Disagree’
(%) (%)
a) Instructions for operations are highly important for 75.7 9.2 15.1 391 1.092
employees on the job.
b) Standardized work procedure should be in place in 76.8 9.2 14.1 3.95 1.052
my organization.
¢)* Most civil servants have a strong emotional need for 65.9 9.2 24.9 3.58 1.163
rules.
d)* 1 believe that organization rules should not be 68.6 11.4 20.0 3.71 1.039
broken, even when the employee thinks it is in the
organization’s best interests.
Average 3.93 1.003

*[tem was excluded from average and index creation (refer to section 4.4.2.2).

According to Hofstede (2001), employees with strong uncertainty avoidance orientation have a

strong need for written and unwritten rules and they also tend to prefer procedures to control

predictability of future outcome. In these aspects of uncertainty avoidance, the results from the

survey indicate that majority of civil servants under study have a strong need for rules and

procedures.

As Table 5.6 indicates, three fourth of the respondents revealed their agreement with the

statement which states that instructions for operations are highly important for employees on the

job (75.7% ‘agree’ and ‘strongly agree’ on statement (a)). At the same time, more than 75% of
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the respondents expressed their firm belief that standardized work procedure should be in place
in their workplace (76.8% ‘agree’ and ‘strongly agree’ on statement (b)). Moreover, about two
third of the respondents were of the opinion that most civil servants have a strong emotional need
for rules (65.9% ‘agree’ and ‘strongly agree’ on statement (c)). Finally, Table 5.8 indicates that
majority of civil servants under study did believe that organization rules should not be broken,
even when the employee thinks it is in the organization’s best interests (68.6% ‘agree’ and

‘strongly agree’ on statement (d)).

Taken together, these findings imply that the majority of civil servants under study prefer rules

and procedures to results and hence there is a strong uncertainty avoidance orientation.
5.3.2.2 Innovation and Creativity

Table 5.10: Perceptions and Beliefs relating to Innovation and Creativity

Statement ‘Agree’ Both ‘Disagree’ Mean | SD

and ‘Agree’ and | and

‘Strongly | ‘Disagree’ ‘Strongly

Agree’ (%) Disagree’

(%) (%)
a)* Most civil servants need to be busy and work hard. 60.5 16.2 23.2 2.44 1.192
b) In my organization, innovation is not appreciated. 63.2 13.5 23.2 3.54 1.048
¢) In my organization, risk-taking is less valued. 68.1 13.0 189 | 3.65 1.027
d) In my organization, deviant idea is suppressed by 63.8 17.3 189 | 3.59 1.065
reference to rules, procedures and definitions of
responsibility.
e) I believe that subordinates feel more comfortable to 60.0 11.4 28.6 3.38 1.010
work under close supervision than independently.
Average 3.32 5712

*Item was reverse-coded.

Most civil servants need to be busy and work hard (23.2% ‘disagree’ and ‘strongly disagree’ on
statement (a)), innovation is not appreciated in the civil service (63.2% ‘agree’ and ‘strongly
agree’ on statement (b)) and risk-taking is less valued in the civil service (68.1% ‘agree’ and
‘strongly agree’ on statement (c)). Together, these findings could be interpreted to mean that
there is a perception among majority of civil servants that limits their ability to change and

innovate.
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Indeed, the majority of respondents were of the opinion that deviant idea in the civil service is
usually suppressed by reference to rules, procedures and definitions of responsibility (63.8%
‘agree’ and ‘strongly agree’ on statement (d)). Again, this suggests that at least most of the civil
servants within the state level civil service of ANRS have a perception of intolerance for deviant
ideas in their workplace and this could deter them from being innovative and being willing to

take self-initiatives in doing works.

It is therefore no surprise that the majority of respondents under study did believe that
subordinates feel more comfortable to work under close supervision than independently (60%

‘agree’ and ‘strongly agree’ on statement (¢)).
5.3.2.3 Change and Ambiguity

Table 5.11: Perceptions and Beliefs relating to Change and Tolerance of Ambiguity

Statement ‘Agree’ Both ‘Disagree’ Mean | SD
and ‘Agree’ and | and
‘Strongly | ‘Disagree’ ‘Strongly
Agree’ (%) Disagree’
(%) (%)
a) I believe that it is better to follow known standards | 53.5 15.1 314 3.31 1.160
and procedures than experiment with new ideas in my
organization.
b) In my organization, most employees have suspicious | 58.4 18.4 23.2 343 1.046
attitude towards change.
¢) I believe that disagreements can unleash aggression | 59.5 8.1 324 3.43 1.228
and should therefore be avoided in my organization.
d) In my organization, ‘AGREE to DISAGREE’ is not | 68.1 15.1 16.8 3.68 1.023
welcomed.
e) I believe that people do not have enough control over | 67.0 10.8 22.2 3.43 1.165

the directions their life is taking

Average 3.54 .8058

As can be seen from Table 5.11, more than half of civil servants under study were of the opinion
that following known standards and procedures is better than experiment with new ideas in the
civil service (53.4% ‘agree’ and ‘strongly agree’ on statement (a)). At the same time, 58.4% of
the respondents revealed their agreement with the statement which states that most employees in

the civil service have suspicious attitude towards change (58.4% ‘agree’ and ‘strongly agree’ on
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statement (b)). These findings clearly imply that the majority of civil servants want their work
life to follow a fixed and certain pattern which is a typical characteristic of strong uncertainty

avoidance oriented employees.

Table 5.11 also indicates that nearly 60% of the respondents did believe that disagreements can
unleash aggression and should therefore be avoided in their workplace (59.5% ‘agree’ and
‘strongly agree’ on statement (c)). This clearly implies that the majority of civil servants under
study are confrontation avoidant, preferring harmonious and face-saving behaviors. It is
therefore little surprise that the majority of civil servants under study perceived the ideals of
‘AGREE to DISAGREE’ as unacceptable in their workplace (68.1% ‘agree’ and ‘strongly agree’ on
statement (e)). This could also be interpreted to mean that the majority of civil servants under

study prefer absolute truth to any sort of ambiguous things.

Finally, Table 5.11 indicates that at least more than two third of the survey participants in this
study did believe that they do not have enough control over the directions their life is taking
(67% ‘agree’ and ‘strongly agree’ on statement (e)). This suggests that the majority of civil
servants within the state level civil service of ANRS may have an external locus of control and
they may likely attribute life outcomes to ‘fate’ or to external forces. It also suggests that the
majority of civil servants may not be nurtured to emphasize personal accountability and freewill,
with the expectation that their effort and responsibility will result in predictable outcomes within

their own control.

Going by the evidence presented so far with regard to administrative cultural dimension of
uncertainty avoidance, it appears reasonable to conclude that although there are civil servants
with weak (low) uncertainty avoidance orientation, the majority of civil servants within the state
level civil service of ANRS have strong uncertainty avoidance orientation. This is borne out by

the index results in Table 5.12.
5.3.2.4 Index for Uncertainty Avoidance

On a scale of 1-5, uncertainty avoidance has a mean of 3.56 (total sum of the average mean for 3
indicator concepts of uncertainty avoidance divided by 3 (the number of indicator concepts)) and
a median of 3.70 (see Table 5.12). The measure of central tendency employed to calculate index

was the mean, although the median would theoretically have been the more accurate measure
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because the data was ordinal. However, the mean was used, as the nature of the data was such
that the mean is a close estimate of the median. This is borne out by the results in Table 5.12.
The mean is also easier to determine and interpret, and it can be employed in various other
calculations. Besides, as in the case of other similar researches (see, for instance, Ahmed, 2012;
Hofstede, 2001; House, et al, 2004; Karyeija, 2012), the data scales used in this study, i.e.,
‘strongly agree’ to ‘strongly disagree’, can be considered quasi-interval scales, implying that the

mean is a reasonable and valid measure.

On a scale of 1-5, a dichotomous category is envisaged; the mean scores below 3 are classified
as low, whereas the mean scores above 3 are classified as high. Following this logic, we can
conclude that the majority of civil servants in the state level civil services of ANRS have strong
(high) uncertainty avoidance cultural orientation. In other words, administrative culture within
the state level civil service of ANRS is generally characterized by strong (high) uncertainty
avoidance. Notwithstanding this, high standard deviation recorded for almost all uncertainty
avoidance items indicates that there are also civil servants with weak uncertainty avoidance
orientation within the state level civil service of ANRS. (Standard deviation is higher than 1.00

(see Table 5.9-5.11)).

Table 5.12: Descriptive Statistics for Uncertainty Avoidance

N 185

Mean 3.5589
Median 3.7000
Standard Deviation 0.6418

5.3.3 Collectivism

As explained in chapter four, 14 items were designed to capture civil servants’ collectivistic
cultural orientations centered on three collectivism indicator concepts: relationship vs. task
orientation, harmony and cooperation vs. confrontation and competition and group vs. individual
modalities of work and reward. This section, therefore, presents and discusses the survey results

according to each of these concepts. Thereafter, the index for collectivism will be presented.
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5.3.3.1 Task versus Relationship Orientation

Table 5.13: Respondents Perceptions and Beliefs on Relationship vs. Task Orientation

Statement ‘Agree’ Both ‘Disagree’ Mean | SD
and ‘Agree’ and | and
‘Strongly | ‘Disagree’ ‘Strongly
Agree’ (%) Disagree’
(o) (%0)
a) In my organization, social relationship among 76.8 14.1 9.2 3.83 0.796

employees through traditional networks like EDIR,
EKUB, MAHEBER e.t.c. is popular.

b)* I believe that individual social and supportive 65.4 9.7 24.9 3.50 1.094
orientation is more emphasised than what he or she
actually does in my organization.

c)* 1 believe that who you are (personality and 66.5 15.1 18.4 3.58 0.970
background) is more important than what you do in my

organization.

d) In my organization, promotion is usually based on 58.9 9.7 314 | 335 1.151

non-performance criteria, i.e., seniority, personal
connection e.t.c.

Average 3.61 .8058

*Item was excluded from average and index creation (refer to section 4.4.2.2).

As a characteristic of administrative culture, one important issue of collectivism revolves around

the relative closeness of the relationship between individuals through various social associations
(Iguisi, 2009). According to Iguisis (2009), the most common form of social association in most

of organizations in Sub-Saharan Africa is the indigenous system of savings and credit. This study

provides an empirical support for this assertion.

As can be seen from Table 5.13, the overwhelming majority of respondents revealed their
agreement with the statement which claims that social relationship among employees through
traditional networks like EKUB (rotating credit associations) is popular in the civil service (76.8%
‘agree’ and ‘strongly agree’ on statement (a)). Such overwhelming agreement could be due to the
fact that by subscription to this system of social association, member civil servants provide for
themselves what the government and their formal organisations cannot. This system provides

fund for activities such as baptisms, weddings, funerals or other occasions.
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Most importantly, as argued in Iguisis (2009), members of the associations tend to let
collectivistic values, i.e., supportive orientation, harmony, cooperation, emphasis on
interpersonal relationship and faces-saving predominate. In fact, this could be one of the reasons
as to why the majority of the respondents in the present study did believe that social and
supportive orientation is more emphasised than actual performance in their workplace (65.4%
‘agree’ and ‘strongly agree’ on statemen (b)). The same reason could be attributed as to why
more than two third of the respondents in the present study hold the view that personality and
background is more important than actual performance in their organization (66.5% ‘agree’ and

‘strongly agree’ on statement (c)).

Given the above findings, it is not a simple guess to say that the majority of civil servants in the
state level civil service of ANRS consider the need to focus on relationship than tasks if they are
to have a successful career. Nearly 60% of the respondents agreement with the statement which
states that promotion is usually based on non-performance criteria is, therefore, not surprising

(58.9% ‘agree’ and ‘strongly agree’ on statement (d)).
5.3.3.2 Confrontation and Competition versus Harmony and Cooperation

Table 5.14: Respondents Perceptions and Beliefs on Confrontation and Competition vs.

Harmony and Cooperation

Statement ‘Agree’ Both ‘Disagree’ Mean | SD

and ‘Agree’ and | and

‘Strongly | ‘Disagree’ ‘Strongly

Agree’ (%) Disagree’

(%) (%)
a) Harmony should always be maintained and direct 55.7 12.4 31.9 3.36 1.163
confrontations should be avoided.
b) I feel uncomfortable to share my opinions with the 65.4 14.1 20.5 3.60 1.074
group when the opinions are unpopular.
¢)* In my organization, direct criticism is rare. 61.6 10.3 28.1 3.38 1.160
d) I believe that competition can unleash aggression and 57.3 12.4 30.3 3.39 1.108

should therefore be avoided.

e) I believe that cooperation is more important than 60.5 14.1 254 3.48 1.118
competition.

Average 3.45 .8322

*Item was excluded from average and index creation (refer to section 4.4.2.2).
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According to Hofstede (2001) and House, et al, (2006), organization members with collectivistic
orientation tend to prefer harmony over confrontation and they also tend to value cooperation
than competition. For such members of organization direct confrontation and competition is
more of distructive than constructive. In line with this, the survey result in Table 5.14 suggest
that the majority of civil servants in the state level civil service of ANRS are conflict avoidant

and place high value to cooperation over competition.

As can be seen from Table 5.14, the majority of the respondents in the survey revealed their
agreement with the statement which states that harmony should always be maintained and direct
confrontations should be avoided (55.7% ‘agree’ and ‘strongly agree’ on statement (a)). At the
same time, about two third of the respondents openly declared that they feel uncomfortable to
share their opinions with the group when the opinions are unpopular (65.4% ‘agree’ and
‘strongly agree’ on statement (b)). These findings imply that the majority of civil servants under
study considered appropriate to deal issues by going through certain rituals, rather than openly
confronting the issues. The findings also suggest that the majority of civil servants likely refrain
from speaking of their minds in group settings for the sake of maintaining harmonious
relationship with their colleagues. Therefore, it is little surprise that the majority of the
respondents in the present study perceived the absence of direct criticism in the civil service

(61.6% ‘agree’ and ‘strongly agree’ on statement (c)).

Table 5.14 also indicates that most of the respondents did believe that competition can unleash
aggression and should therefore be avoided (57.3% ‘agree’ and ‘strongly agree’ on statement
(d)). This could be one of the reasons as to why the majority of respondents also did believe that

cooperation is more important than competition (60.5% ‘agree’ and ‘strongly agree’ on statement

(€)).
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5.3.3.3 Group vs. Individual Work and Reward

Table 5.15: Perceptions and Preferences regarding Group vs. Individual Work and Reward

Statement ‘Agree’ Both ‘Disagree’ Mean | SD

and ‘Agree’ and | and

‘Strongly | ‘Disagree’ ‘Strongly

Agree’ (%) Disagree’

(%) (%)
a) I believe that working with others to get job done is 66.5 14.6 18.9 3.62 1.118
more preferable to working individually.
b) I believe that taking joint responsibility is more 62.2 15.1 22.7 3.48 0.984
preferable to personal responsibility.
c)* I believe that group welfare is more important than 63.2 11.9 249 3.54 1.108
individual rewards.
d) I believe that employees should pursue their goals 69.7 9.7 20.5 3.70 1.108
after considering the welfare of the group.
e) Group success is more important than individual 62.7 13.0 24.3 3.55 1.098
success.
Average 3.59 .8369

*tem was excluded from average and index creation (refer to section 4.4.2.2).

Preferences as to how work and reward system should be arranged are important indicators of
the degree of members’ collectivistic cultural orientation within organization. According to
Hofstede and Hofstede (2005), collectivistic oriented employees prefer group work to individual
work and they also place more value to group rewards relative to individual one. Results in Table
5.15 indicate that at least 60% of the respondents in the present study did believe that work and

reward arrangements in their organization should have a group rather than individual orientation.

Table 5.15 indicates that two third of the respondents in the survey did believe that working with
others to get job done is more preferable to working individually (65.4% ‘agree’ and ‘strongly
agree’ on statement (a)). At the same time, the majority of the respondents did believe that taking
joint responsibility is more preferable to personal responsibility (62.2% ‘agree’ and ‘strongly
agree’ on statement (b)). These findings suggest that the majority of civil servants within the
state level civil service of ANRS feel more comfortable to work in groups than individually
probably because there is less focus on individual performance. It is not also unreasonable to say

that they may prefer to work in an atmosphere where their contribution is ambiguous.
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Table 5.15 also indicates that nearly two third of the respondents in the present study were of the
opinion that group welfare is more important than individual rewards (63.2% ‘agree’ and
‘strongly agree’ on statement (c). Moreover, 70% of the respondents did believe that employees
should pursue their goals after considering the welfare of the group (67.2% ‘agree’ and ‘strongly
agree’ on statement (d)). It is therefore no surprise that 62.7% of respondents opined that group
success is more important than individual success (62.7% ‘agree’ and ‘strongly agree’ on

statement (e)).

Going by the evidence presented so far with regard to administrative cultural dimension of
collectivism, it appears reasonable to conclude that although there are civil servants with
individualistic orientation (less collectivistic-oriented), the majority of civil servants in the state
level civil service of ANRS are collectivistic-oriented. This is borne out by the index results in

Table 5.16.
5.3.3.4 Index for Collectivism

On a scale of 1-5, collectivism has a mean of 3.55 (total sum of the average mean for 3 indicator
concepts of collectivism divided by 3 (the number of indicator concepts)) and a median of 3.67
(see Table 5.16). The measure of central tendency employed to calculate index was the mean,
although the median would theoretically have been the more accurate measure because the data
was ordinal. However, the mean was used, as the nature of the data was such that the mean is a

close estimate of the median. This is borne out by the results in Table 5.16.

On a scale of 1-5, a dichotomous category is envisaged; the mean scores below 3 are classified
as low, whereas the mean scores above 3 are classified as high. Following this logic, we can
conclude that the majority of civil servants in the state level civil services of ANRS have a
collectivistic cultural orientation. In other words, administrative culture within the state level
civil service of ANRS is generally characterized by collectivistic orientation. Notwithstanding
this, high standard deviation recorded for almost all collectivism items indicates that there are
also civil servants with individualistic orientation within the state level civil service of ANRS.

(Standard deviation is higher than 1.00 (see Table 5.13-5.15)).
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Table 5.16: Descriptive Statistics for Collectivistic Orientation

N
Mean
Median

Standard Deviation

185

3.5486
3.6667
0.6651

5.3.4 Political Bias/Neutrality (PB/N)

As explained in chapter four, a twelve-item construct was designed to capture civil servants

political cultural orientations centered on two PB/N indicator concepts: relationship between

politics and the civil service, and civil servants’ perceptions and attitudes towards politicians.

This section, therefore, presents and discusses the survey results accordingly. Thereafter, the

index for political bias/neutrality will be presented.

5.3.4.1 Relationship between Politics and the Civil Service

Table 5.17: Perceptions and Beliefs on Relations between Politics and the Civil Service

Statement ‘Agree’ Both ‘Disagree’ Mean | SD

and ‘Agree’ and | and

‘Strongly | ‘Disagree’ ‘Strongly

Agree’ (%) Disagree’

(%) (%)
a)* In administration of civil services, technical 69.7 10.3 20.0 3.96 1.201
considerations must be given more weight than political
factors.
b) Civil servants should always remain neutral in 61.6 11.9 26.5 3.65 1.251
relation to political parties.
¢) The interference of politicians in the business of civil 61.1 14.6 24.3 3.61 1.198
servants is a disturbing feature of public life.
d) Decision-making is a preserve of those in power. 62.2 18.4 19.5 3.76 1.174
e)** It is an advantage for the public sector if top civil 53.0 14.6 324 2.70 1.245
servants share the political views of the ruling
government.
Average 3.67 1.026

*Ttem was excluded from average and index creation (refer to section 4.4.2.2). ** Jtem was reverse-coded and

also excluded from average and index creation (refer to section 4.4.2.2).
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Table 5.17 demonstrates that the majority of the respondents were in agreement with the view
that technocrats should take precedence over politicians. According to them, technical
considerations must be given more weight than political factors (69.7% ‘agree’ and ‘strongly
agree’ on statement (a)). This suggests that the majority of civil servants in the sample may be
aware of the fact that a civil service not governed on a technical basis is weak, and a weakened
civil service renders the policy process vulnerable to poorly skilled politicians and consultants
(Karyeija, 2012; Mutahaba and Balogun 1992). At least 61.2% of the respondents did believe
that civil servants should always remain neutral in relation to political parties (61.2% ‘agree’ and
‘strongly agree’ on statement (b)). Moreover, the majority of the respondents revealed their
agreement with the statement which states that the interference of politicians in the business of
civil servants is a disturbing feature of public life (61.1% °‘agree’ and ‘strongly agree’ on
statement (c)). These findings clearly imply that the majority of the civil servants under study
prefer independence from the politicians. The findings also suggest that they are of the view that

civil service career positions should not be subjected to the direct influence of politicians.

Result shown in Table 5.17 indicates that the majority of civil servants in the present study
acknowledge that decision-making is a preserve of those in power (62.2% ‘agree’ and ‘strongly
agree’ on statement (d)). Meanwhile, most of the respondents in the present study give an
impression that loyalty to the ruling government is somehow desirable in the civil service, for
when asked whether it is an advantage for the public sector if top civil servants share the political
views of the ruling government, 53% responded affirmatively (53% ‘agree’ and ‘strongly agree’
on statement (¢)). It is interesting that respondents who want to be independent from politicians
also seem to support the need to be loyal to the ruling regime, possibly this is because of the

politicization of the civil service.

Taken together, the above findings imply that the majority of civil servants in the present study
want to keep themselves aloof from politicians and to support de-politicization of the civil

service.
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5.3.4.2 Civil Servants“ Attitudes and Perceptions towards Politicians

Table 5.18: Civil Servants® Attitudes and Perceptions towards Politicians

Statement ‘Agree’ Both ‘Disagree’ Mean | SD

and ‘Agree’ and | and

‘Strongly | ‘Disagree’ ‘Strongly

Agree’ (%) Disagree’

(o) (%0)
a) I am not considering Ethiopian political leaders to 58.4 14.6 27.0 3.48 1.175
have specialized political roles.
b)* Although parties play an important role in a 454 10.3 443 3.11 1.281
democracy, often they exacerbate political conflicts.
¢) Politicians think more about their welfare than that of 57.3 16.8 25.9 3.66 1.284
the citizens.
d) The civil servants and not the politicians guarantee 60.0 16.8 23.2 3.59 1.281
reasonable public policies.
e) Local self-government is the best for adapting local 71.4 16.8 11.9 | 3.81 0.979
services to local needs.
f) Ethiopia needs a new generation of political leaders. 57.3 16.2 26.5 3.55 1.245
g) Most political leaders cannot be trusted. 57.3 16.2 26.5 3.52 1.243
Average 3.60 9693

*Item was excluded from average and index creation (refer to section 4.4.2.2).

Results in Table 5.18 suggest that the majority of civil servants in the present study tend to
distrust the politicians, and consider them unskilled, greedy and selfish. For instance, Table 5.17
indicates that only 27% of the respondents reported that they consider Ethiopian political leaders
to have specialized political roles (27% ‘disagree’ and ‘strongly disagree’ on statement (a)). This
clearly implies that the majority of the respondents view politicians as being unsystematic and
unskilled. It could be perhaps for this reason that a significant number of respondents were in
agreement with the statement which states that parties play an important role in a democracy but

they usually exacerbate political conflicts (45.4% ‘agree’ and ‘strongly agree’ on statement (b)).

Table 5.18 shows that most of the respondents revealed their agreement with the statement which
states that politicians think more about their welfare than that of the citizens (57.3% ‘agree’ and
‘strongly agree’ on statement (c)). This finding implies that the majority of civil servants in the

present study view politicians as being greedy, selfish and corrupted. It also suggests that the
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majority of the participants consider the political sphere as a theatre for narrow interests or
personal gains orchestrated through soliciting bribes or other favours from those that stand to

gain from special economic privileges.

It could be perhaps for the above reasons that the majority of the respondents in the present study
revealed their agreement with the statement which states that the civil servants and not the
politicians guarantee reasonable public policies (60% ‘agree’ and ‘strongly agree’ on statement
(d)). Moreover, the majority of respondents think that a technocratic civil service and
decentralized governance is best (71.4% ‘agree’ and ‘strongly agree’ on statement (e)). This
agreement demonstrates the beliefs that decentralization brings services closer to the people and
hence local leaders are held more directly accountable, rather than in a centralized system where

the politicians are far removed in terms of physical distance and power.

It is clear from Table 5.18 that most of the civil servants in the present study believe that
Ethiopia needs a new generation of political leaders (57.3% ‘agree’ and ‘strongly agree’ on
statement (f)). With such an attitude, it is understandable that the civil servants take most
political leaders to be untrustworthy. It was only a paltry 26.5% who said that politicians can be

trusted (26.5% ‘disagree’ and ‘strongly disagree’ on statement (g)).

Going by the evidence presented so far with regard to administrative cultural dimension of
political bias/neutrality, we can deduce that the majority of civil servants in the present study
prefer to be neutral and independent from the politicians. They tend to distrust the politicians,
and consider them greedy, corrupt and selfish. They also have modest expectations for the

politicians and claim that the country needs a new generation of political leaders.

Therefore, it appears reasonable to conclude that although there are politically biased civil
servants, the majority of civil servants in the state level civil service of ANRS are politically

neutral. This is borne out by the index results in Table 5.19.
5.3.4.3 Index for Political Bias/Neutrality

On a scale of 1-5, political bias vs. neutrality has a mean of 3.64 (total sum of the average mean
for 2 indicator concepts of political bias vs. neutrality divided by 2 (the number of indicator

concepts)) and a median of 3.75 (see Table 5.19). The measure of central tendency employed to
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calculate index was the mean, although the median would theoretically have been the more
accurate measure because the data was ordinal. However, the mean was used, as the nature of the
data was such that the mean is a close estimate of the median. This is borne out by the results in
Table 5.19. The mean is also easier to determine and interpret, and it can be employed in various
other calculations. Besides, as in the case of other similar researches (see, for instance, Ahmed,
2012; Hofstede, 2001; House, et al, 2004; Karyeija, 2012), the data scales used in this study, i.e.,
‘strongly agree’ to ‘strongly disagree’, can be considered quasi-interval scales, implying that the

mean is a reasonable and valid measure.

On a scale of 1-5, a dichotomous category is envisaged; the mean scores below 3 indicate high
partisanship and thus more political bias, whereas the mean scores above 3 suggest low
partisanship and hence high political neutrality. Thus, the index result suggests that the majority
of civil servants in the state level civil services of ANRS have a preference for neutrality and less
interference from the politicians, and also have a relatively low level of mutual trust for the
politicians. Therefore, we can conclude that the majority of civil servants in the state level civil
services of ANRS have perceptions and preferences associated with high political neutrality. In
other words, we can refer to administrative culture within the state level civil services of ANRS
as high on political neutrality and low on political bias. Notwithstanding this, high standard
deviation recorded for almost all items indicates that there are also politically biased civil
servants within the state level civil service of ANRS. (Standard deviation is higher than 1.00 (see

Table 5.17-5.18)).

Table 5.19: Descriptive Statistics for Political Bias/Neutrality

N 185
Mean 3.6378
Median 3.7500
Standard Deviation 0.94301
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5.3.5 Performance Orientation Culture

As explained in chapter four, civil servants’ perceptions on performance orientation culture were
measured with a four-item construct originally designed by House, et al., (2004). This section,
therefore, presents and discusses the survey results accordingly, which is followed by the index

for performance orientation culture as presented in Table 5.21.

Table 5.20: Perceptions on Performance Orientation Culture in Civil Service

Statement ‘Agree’ Both ‘Disagree’ Mean | SD
and ‘Agree’ and | and
‘Strongly | ‘Disagree’ ‘Strongly
Agree’ (%) Disagree’
(%) (%)
a) In my organization, employees are encouraged to | 18.4 16.8 69.9 2.33 1.065

strive for continuously improved performance.

b) In my organization, being innovative to improve | 16.2 15.7 68.1 2.25 0.986
performance is rewarded.

C) In my organization, employees are encouraged to set | 14.6 23.8 61.6 2.31 0.993
challenging work goals.

d) In my organization, major rewards are only based on | 10.3 16.2 73.5 2.15 0.882
performance effectiveness.

Results shown in Table 5.20 indicate that more than 60% of the respondents reported negative
perceptions towards the performance orientation culture in the civil service. Table 5.20 shows
that about 70% of the respondents revealed their disagreement with the statement which states
that employees in the civil service are encouraged to strive for continuously improved
performance (69.9% ‘disagree’ and ‘strongly disagree’ on statement (a)). This response implies
that continuous performance improvement training and development opportunities in the civil
service are either very limited or virtually non-existent. It may also suggest that whenever such

opportunity comes, its allocation is biased (inferred from 18.4% agreement on statement (a)).

Table 5.20 also indicates that more than two third of the respondents revealed their disagreement
with the statement which states that being innovative to improve performance is rewarded
(68.1% ‘disagree’ and ‘strongly disagree’ on statement (b)). With such perception, it is
understandable that the majority of civil servants have little motivation to set challenging goals

for themselves. This could explain why only a paltry 14.6% of the respondents revealed their
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agreement with the statement which states that employees in the civil service are encouraged to

set challenging work goals (61.6% ‘disagree’ and ‘strongly disagree’ on statement (c)).

Finally, Table 5.20 indicates that the overwhelming majority of respondents were of the view
that reward practice in the civil service is not based only on the performance effectiveness
(73.5% “disagree’ and ‘strongly disagree’ on statement (d)). This disagreement demonstrates that
the majority of civil servants perceived that reward and promotion practices in the civil service
are usually influenced by non-performance factors like seniority, political affiliation and personal

connection.

Taken together, the above findings imply that the majority of civil servants under study perceive
that the civil service environment is not encouraging and does not reward innovation and
performances. It seems that the majority of civil servants perceive that there are no impartial
rewards for individual’s performances in the civil service. They also give the impression that

rewards in the civil service are mainly based on factors other than performance effectiveness.

Therefore, it appears reasonable to conclude that although there are civil servants who perceive
the presence of the performance orientation culture in the civil service, the majority of civil
servants within the state level civil service of ANRS perceive that results are less emphasized
and innovation and performance improvement are not encouraged and rewarded in the civil
service. In other words, the survey results suggest that the performance orientation culture within
the state level civil service of ANRS is generally low. This is borne out by the index results in

Table 5.21.

5.3.5.1 Index for Performance Orientation Culture

On a scale of 1-5, performance orientation has a mean of 2.25 (total sum of the mean for 4 items
used to asses civil servants’ perceptions on performance orientation divided by 4 (the number of
items)) and a median of 2.00 (see Table 5.21). The measure of central tendency employed to
calculate index was the mean, although the median would theoretically have been the more
accurate measure because the data was ordinal. However, the mean was used, as the nature of the
data was such that the mean is a close estimate of the median. This is borne out by the results in
Table 5.21. The mean is also easier to determine and interpret, and it can be employed in various

other calculations. Besides, as in the case of other similar researches (see, for instance, Ahmed,
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2012; Hofstede, 2001; House, et al, 2004; Karyeija, 2012), the data scales used in this study, i.e.,
‘strongly agree’ to ‘strongly disagree’, can be considered quasi-interval scales, implying that the

mean is a reasonable and valid measure.

On a scale of 1-5, a dichotomous category is envisaged; the mean scores below 3 indicate low
performance orientation, whereas the mean scores above 3 indicate high performance
orientation. Thus, the index result suggests that the majority of civil servants in the present study
perceive that results are less emphasized and innovation and performance improvement are not
encouraged and rewarded in the civil service. Therefore, we can conclude that the majority of
civil servants in the state level civil services of ANRS have low performance-oriented cultural
perceptions. In other words, we can refer to administrative culture within the state level civil
services of ANRS as low on performance orientation culture. This notwithstanding, a relatively
high standard deviation recorded for all items points to some differences among civil servants
with regard to their perceptions on performance orientation culture in the state level civil service

of ANRS. (Standard deviation is nearly 1.00 (see Table 5.20)).

Table 5.21: Descriptive Statistics for Performance Orientation

N 185

Mean 2.2595
Median 2.0000
Standard Deviation 0.8243

5.3.6 Testing Proposition on the Features of Administrative Culture

An assessment of all the foregoing descriptive statistic outputs with regard to the features of
administrative culture within the state level civil service of ANRS (see Table 5.3.6 through Table
5.21) demonstrated that mean scores corresponding to the index or composite variables of power
distance, uncertainty avoidance and collectivism were most appropriate to test the present
study’s ‘proposition 1’ compared to the other descriptive statistic outputs. Subsequently, the
mean scores corresponding to the index or composite variables of power distance, uncertainty

avoidance and collectivism (see Tables 5.8, 5.12 and 5.16) were used to test the present study’s
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‘proposition 1°, which was developed to explore whether or not the main features of
administrative culture (i.e., power distance, uncertainty avoidance and collectivism) in the state

level civil service of ANRS are similar to the main features of the national culture in Ethiopia.

As shown in Tables 5.8, 5.12 and 5.16, administrative culture in the state level civil service of
ANRS can be described through: high power distance ( with the mean score 3.56); high
uncertainty avoidance (with the mean score 3.56) and collectivistic orientation (with the mean
score 3.55). Whilst these empirical findings do not necessarily confirm the direct influence that
the national culture exerts on the administrative culture in the state level civil service of ANRS,
they may be indicative of the underlying causal relationships. What they do confirm, however, is
that the main features of administrative culture (i.e., high power distance, high uncertainty
avoidance and collectivistic orientation) in the state level civil service of ANRS are similar to the
main features of the national culture in Ethiopia (i.e., high power distance, high uncertainty
avoidance and collectivistic orientation). Therefore, these empirical findings strongly support
‘Proposition 1°, which states that like the national culture in Ethiopia, administrative culture in
the state level civil service of ANRS is characterized by high power distance, high uncertainty

avoidance and collectivistic orientation.

Going by the evidence presented so far with regard to administrative culture, it appears
reasonable to suggest that the majority of civil servants in the state level civil service of ANRS
have high cultural orientation on power distance, uncertainty avoidance, collectivism and
political neutrality. It is also possible to argue that the majority of civil servants perceive the state
level civil service of ANRS as being low performance oriented. Bearing in mind the relationship
between administrative culture and institutionalization of performance management proposed in
chapter three, there seems a need for cultural improvement interventions or reform modification
for performance management system to take root in the state level civil service of ANRS.
However, whether or not it is necessary to devote resources to any effort to improve cultural
orientations or to the modification of the reform depends on research demonstrating a clear
casual relationship between administrative culture and institutionalization of performance
management reform. As part of the process of trying to demonstrate this, the following section

presents the analysis of the correlation between administrative culture and institutionalization
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level of performance management reform in the specific context of the civil service under

investigation.

5.4 Correlations between Administrative Culture and Institutionalization Level of

Performance Management Reform within the State Level Civil Service of ANRS

This section presents the bivariate correlations between administrative culture and the
institutionalization level of performance management reform within the state level civil service
of ANRS, the intention being to preliminarily assess the validity of the analytical framework
which proposed that administrative culture (independent variables, i.e., power distance,
uncertainty avoidance, collectivistic orientation, political bias/neutrality, and performance
orientation) has an influence on the institutionalization level of performance management reform
(dependent variables, i.e., institutionalization level of performance agreement, performance
review, rewarding high performers and managing under-performers, and the overall performance

management reform) in the state level civil service of ANRS.

To assess the existence of correlations between the independent variables (i.e., power distance,
uncertainty avoidance, collectivistic orientation, political neutrality/bias, and performance
orientation) and dependent variables (i.e., the institutionalization level of performance
agreement, performance review, rewarding high performers and managing under-performers, and
the overall performance management reform), Spearman’s correlation was applied (refer to
section 4.4.2.3 for details). The resultant correlation matrix produced is shown in Table 5.22

below.
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Table

5.22:

Non-parametric

Correlations

between Administrative

Institutionalization level of Performance Management Reform

Culture

and

Institutionalization level Institutionalization level Institutionalization level of Institutionalization level of
of performance agreement | of performance review rewarding high performers and | overall performance
(PA) (PR) managing under-performers management reform
(R&MUP) (PMGT)

-2577 -373" -312" -334"

Power distance

Uncertalnty -.365** _.402** -.362** -,385**

avoidance

Collectivistic 273 81 187 48"

orientation

Political 316" 3547 4137 407"

bias/neutrality

Performance | g4 547" 428" 572"

orientation

*. Correlation is significant at the 0.05 level (2-tailed).
**_Correlation is significant at the 0.01 level (2-tailed).

From the above table, it can be seen that there is evidence to show that all dimensions of
administrative culture have an association with the institutionalization level of each aspect of the
performance management reform including, the overall performance management reform, in the

state level civil service of ANRS.

Summarizing the key findings from this matrix, it can be seen that performance orientation
culture has a significant and positive association with the institutionalization level of each aspect
of the performance management reform, including the overall performance management reform.
On the other hand, administrative cultural dimensions like power distance, uncertainty
avoidance, collectivistic orientation and political bais/neutrality have a significant and negative
association with the institutionalization level of each aspect of the performance management
reform, including the overall performance management reform. Bearing in mind the definition of

administrative culture and institutionalization of the reform, these findings suggest that civil
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servants having perceptions, beliefs and attitudes of high power distance, strong uncertainty
avoidance, collectivistic orientation, political neutrality and low performance orientation are

unlikely to go through with the prescriptions of the performance management system.

Going by the evidence presented in the above correlation matrix, it appears reasonable to expect
that administrative culture, as measured by power distance, uncertainty avoidance, collectivistic
orientation, political bias/neutrality and performance orientation, has an influence on the
institutionalization status of performance management reform in the state level civil service of
ANRS. However, it is worth to note that relationships exposed in the correlation matrix do not
confirm causality per se for reasons discussed in Field (2009) such as the third variable problem.
Nevertheless, they do confirm that there are significant linear relationships. It can therefore be
inferred from the results that there is sufficient evidence of linear relationships to proceed with
investigating whether or not administrative culture matters on the institutionalization status of

performance management reform within the state level civil service of ANRS.
5.5 Summary

In order to provide a basis for the evaluation of the influence that administrative culture has on
the institutionalization status of performance management reform, there was a need to assess the
institutionalization status of performance management reform and features of administrative
culture in the state level civil service of ANRS. The institutionalization levels of each aspect of
the performance management reform, including the overall performance management reform and
features of administrative culture along the dimensions of power distance, uncertainty avoidance,
collectivistic orientation, political neutrality and performance orientation were thus assessed in

this chapter.

Generally, the limited institutionalization levels of each aspect of the performance management
reform, including the overall performance management reform found in this research were
consistent with other reports and surveys carried out in Africa (see, for instance, Commonwealth
Secretariat, 2010; Karyeija, 2012; Ohemeng, 2009). Survey results suggest that the majority of
civil servants within the state level civil service of ANRS have perceptions, attitudes and beliefs

reflecting high power distance, strong uncertainty avoidance, collectivistic orientation and
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political neutrality. It was also found that the majority of civil servants maintained a perception

of low performance orientation culture in the civil service.

The chapter has thus addressed the first and the second objectives of this research which were to
asses the institutionalization status of performance management reform and to identify the main

features of administrative culture within the state level civil service of ANRS.

This chapter also sought to explore the relationships between the administrative cultural
orientation of civil servants and the institutionalization level of performance management reform
to determine whether or not any significant relationship exists. Spearman’s correlation
coefficient was employed for this purpose. It was found that significant relationships exist
between the institutionalization level of each aspect of the performance management reform,
including the overall performance management reform, and each dimension of administrative
culture. This finding suggests that administrative culture could be one among the reasons why
the majority of civil servants get difficulty to go through with the requirements of the

performance management reform in the civil service under investigation.

Having established significant correlations between the administrative cultural orientations of
civil servants and the institutionalization level of performance management reform, the next
phase of this research focuses on the examination of the data for evidence of the influence of the
administrative cultural orientations of civil servants on the institutionalization level of
performance management reform within the state level civil service of ANRS. The next chapter

addresses this aspect of the research.
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CHAPTER SIX

DATA ANALYSIS AND DISCUSSIONS

6.0 Introduction

It has been established in the previous chapter that the current institutionalization status of
performance management reform within the state level civil service of ANRS is generally low. It
has also been established through correlation analysis that the prevailing administrative cultural
orientations of civil servants, as measured by power distance, uncertainty avoidance, collectivist
orientation, political neutrality and performance orientation, do have a significant relation with
the observed institutionalization level of each aspect of the performance management reform
(i.e., performance agreement, performance review and rewarding high performers and managing

under-performers), including the overall performance management reform.

Whilst none of the relationships exposed in the correlation matrix confirms causality per se for
reasons discussed in Field (2009) such as the third variable problem, they may be indicative of
the underlying causal relationships and as such require further exploration. What they do
confirm, however, is that there are significant linear relationships between administrative culture
and institutionalization level of performance management reform within the civil service under
study. It can therefore be inferred from the results that there is sufficient evidence of linear
relationships to proceed with regression analysis, with the intention of exploring the casual
relationships between administrative culture and institutionalization level of performance

management reform within the state level civil service of ANRS.

This chapter, therefore, attempts to examine whether or not the prevailing administrative cultures
within the state level civil service of ANRS do have an influence on the institutionalization level
of performance management reform, using multiple regression analysis technique. The
qualitative findings of the study, which are intended to elaborate and discuss the regression
outcomes, are also presented in this chapter. Further evaluation for existence of correlation
between civil servants administrative cultural orientation and their social background is also
presented, the intention being to get an insight into how NPM-driven reforms should be managed

in relation to culture. By so doing, this chapter empirically tests propositions made in chapter
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three, achieves the third objective of this research, and addressees the central research question
posed for this study: Does administrative culture within the state level civil service of ANRS
affect the institutionalization status of performance management reform? Which -cultural
dimensions within the civil service do have a significant impact and on which aspects of the

performance management reform institutionalization?
6.1 Briefs on the Research Propositions and Statistical Analysis Technique

The main aim of this research is to empirically establish whether or not administrative culture
within the state level civil service of ANRS has an influence on the institutionalization level of
performance management reform. To help achieve this, the analytical framework that depicts the
potential effects of five administrative cultural dimensions (i.e., independent variables) on the
institutionalization level of each aspect of the performance management reform (i.e., dependent
variables) in the context of the civil service under study was developed in chapter 3 and briefly

presented in figure 6.1 below.

Figure 6.1: Proposed Relationship between Independent and Dependent Variables under

Study

Independent Variables Dependent Variables

Institutionalization Level of Performance

Power distance
Uncertainty avoidance
Individualism/collectivism
Political bias/neutrality

Performance orientation

Agreement

Institutionalization Level of Performance
Review

Institutionalization Level of Rewarding
High Performers and Managing Under-
performers

Institutionalization Level of Overall

Performance Management Reform

Based on theoretical bases and literature review, five propositions were advanced in chapter

three to facilitate the examination of the data for relationships between administrative culture and
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institutionalization of performance management reform in the context of the present study. The

propositions were:

Proposition 2: Administrative culture within the state level civil service of ANRS, as measured by
power distance dimension, exerts a negative and significant influence on the institutionalization
level of performance management reform in general and performance agreement, review and

rewarding high performers and managing under-performers aspects of the reform in particular.

Proposition 3: Administrative culture within the state level civil service of ANRS, as measured by
uncertainty avoidance dimension, exerts a negative and significant influence on the
institutionalization level of performance management reform in general and performance
agreement, review and rewarding high performers and managing under-performers aspects of

the reform in particular.

Proposition 4: Administrative culture within the state level civil service of ANRS, as measured by
individualism/collectivism dimension, exerts a negative and significant influence on the
institutionalization level of performance management reform in general and performance
agreement, review and rewarding high performers and managing under-performers aspects of

the reform in particular.

Proposition 5: Administrative culture within the state level civil service of ANRS, as measured by
political bias/neutrality dimension, exerts a negative and significant influence on the
institutionalization level of performance management reform in general and performance
agreement, review and rewarding high performers and managing under-performers aspects of

the reform in particular.

Proposition 6: Administrative culture within the state level civil service of ANRS, as measured by
performance orientation dimension, exerts a positive and significant influence on the
institutionalization level of performance management reform in general and performance
agreement, review and rewarding high performers and managing under-performers aspects of

the reform in particular.

It has been established in chapter 5 that not all civil servants under investigation have a similar

administrative cultural orientation, though, the majority of civil servants reported a similar
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cultural orientation (i.e., high power distance, strong uncertainty avoidance, collectivistic
orientation, high political neutrality and low performance orientation). Likewise, it has been
established that there are some differences among civil servants with regard to their perceptions
and experiences on the extent to which they regularly follow the prescriptions of the performance
management policy and regulation as a routine way of conducting performance management in
the civil service (i.e., measures of the institutionalization status of performance management

reform).

Therefore, in order for the above propositions to be actually operationalized and tested, it can be
interpreted as meaning that the variations in perceptions, beliefs and attitudes of civil servants in
relation to the five dimensions of administrative culture have likely contributed to differences in
their commitment to institutionalize the performance management reform (i.e., following the
prescriptions of the performance management policy and regulation as a routine way of
conducting performance management in the civil service). The tasks of testing the propositions
are thus simplified to an examination of the data for evidence of significant casual associations
between the dimensions of culture and the institutionalization status of the performance
management reform measures (i.e., the institutionalization level of performance agreement (PA),
performance review (PR), rewarding high performers and managing under-performers

(R&MUP) and an overall performance management (PMGT) reform).

To facilitate this analysis, a statistical technique that is widely used in empirical culture research
was employed; namely multiple regression (see, for instance, Cooke and Szumal, 2000; Denison
and Mishra, 1995; Hofstede, 2001; House, ef al., 2006; Ogbonna and Harris, 2000). With regard
to the specific type of multiple regression, hierarchical multiple regression analysis technique

was employed (refer to section 4.4.2.2 for details).

Having research propositions and statistical analysis technique briefed thus, the subsequent

sections present the results of multiple regression analysis.

6.2 Relationship between Administrative Culture and Institutionalization Level of

Performance Management Reform within the State Level Civil Service of ANRS

This section presents the results of the multiple linear regressions. Accordingly, the influences of

the five dimensions of administrative culture on the institutionalization level of each element of
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the performance management reform, including the overall performance management reform, are

presented below.

6.2.1 Relationship between Administrative Culture and Institutionalization Level of

Performance Agreement within the State Level Civil Service of ANRS

To examine whether or not the institutionalization level of performance agreement aspect of the
performance management reform within the state level civil service of ANRS is attributed to the
prevailing administrative culture within the civil service, hierarchical multiple regression
analysis was applied to the data, with all five dimensions of administrative culture included as
independent variables and the institutionalization level of performance agreement as the
dependent variable. All demographic variables were entered in the first step to control their
effects on the dependent variable; and the outputs obtained from the analysis have been

presented in three tables that follow (Table 6.1, 6.2 and 6.3).

Table 6.1: Regression Analysis Results for Performance Agreement

Change Statistics

Adjusted R |Std. Error off R Square F Sig. F | Durbin-
Model R | R Square Square the Estimate Change Change | dfl | df2 [Change| Watson

1 A435° .189 157 .85333 .189 5.899 7N 177 .000

2 778 .605 577 .60423 416 36.204 5 172 .000 2.088

a. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of
education, Gender, Age

b. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of education, Gender,

Age, Performance orientation, Uncertainty avoidance, Collectivism, Political neutrality, Power distance

c. Dependent Variable: Institutionalization level of PA

As shown in Table 6.1, the value of R square change for the model generated is .416. This means
that even when the effects of demographic variables were statistically controlled, civil servants’
administrative cultural orientation in the state level civil service of ANRS, as measured by five
dimensions, accounts for 42.8% of the variation observed in their commitments to the

institutionalization of the performance agreement aspect of the performance management reform

215



(i.e., following the policy prescriptions on performance agreement as a routine way of
conducting performance agreement in the civil service). In other words, this value could mean
that, of the potential reasons for the current limited institutionalization status of performance
agreement aspect of the reform within the state level civil service of ANRS, 42.8% can be

attributed to the administrative cultural orientations of civil servants.

Table 6.2 presents an analysis of variance (ANOVA) to show whether the regression model is
significantly better at explaining the institutionalization level of performance agreement than
using the mean as the best predictor. The ANOVA gives a highly significant result (F = 21.948,
p = .000), thereby indicating a significant relationship between the institutionalization status of
performance agreement and administrative culture. This means that administrative culture can

significantly influence the institutionalization level of performance agreement.

Table 6.2: ANOVA for Performance Agreement

Model Sum of Squares df Mean Square F Sig.
1 Regression 30.068 7 4.295 5.899 .000a
Residual 128.885 177 728
Total 158.953 184
2 Regression 96.156 12 8.013 21.948 .000b
Residual 62.796 172 365
Total 158.953 184

a. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of

education, Gender, Age

b. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of education, Gender, Age,

Performance orientation, Uncertainty avoidance, Collectivism, Political neutrality, Power distance

c. Dependent Variable: Institutionalization level of PA

Table 6.3 indicates the coefficients demonstrating that administrative cultural dimensions (i.e.,
power distance, uncertainty avoidance, collectivistic orientation and political neutrality) have a
significant and negative influence on the institutionalization level of performance agreement.
Table 6.3 also shows that performance orientation culture has a significant and positive influence

on the institutionalization level of performance agreement. It is clear that all independent
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variables have a significant influence on the institutionalization level of performance agreement

within the state level civil service of ANRS.

Table 6.3: Coefficients for Performance Agreement

Unstandardized Standardized
Coefficients Coefficients Collinearity Statistics
Model B Std. Error Beta t Sig. Tolerance VIF
1 (Constant) 1.108 538 2.060 .041
Gender .105 138 .055 759 449 .882 1.134
Organization identity 124 159 .053 778 438 .989 1.011
Place of growth -.244 133 -.129 -1.841 .067 926 1.080
Job position 973 177 .387 5.484 .000 920 1.087
Level of education .078 156 .035 .500 618 920 1.087
Age 137 162 .068 .843 400 .695 1.438
Work experience .047 147 .025 319 750 741 1.350
2 (Constant) 1.686 397 4.244 .000
Gender .184 .098 .096 1.869 .063 .869 1.151
Organization identity .074 113 .032 .657 512 978 1.022
Place of growth -.225 .097 -.119 -2.307 .022 .864 1.158
Job position 487 .140 194 3.493 .001 746 1.341
Level of education -.006 124 -.003 -.047 .963 731 1.369
Age .013 118 .007 114 909 .659 1.518
Work experience 158 .106 .084 1.490 138 17 1.396
Power distance -.148 .053 -.159 -3.289 .001 705 1.417
Uncertainty avoidance -.208 .046 -.224 -4.530 .000 938 1.066
Political neutrality -.124 .048 -.134 -2.925 004 .849 1.178
Collectivism -.131 .047 -.141 -2.907 004 908 1.101
E:; f::tral?izl;ce 555 045 597 12.229 | .000 965 1.036

a. Dependent Variable: Institutionalization level of PA

6.2.1.1 Test Results on the Assumptions of Regression

To test the assumptions of the regression, an analysis of residuals was undertaken. Plots of the

residuals are shown in Figures 6.2, 6.3 and 6.4. The histogram shows a bell-shaped distribution,

indicating that the assumption of normality has not been violated. The normal probability plot of

expected cumulative probability against observed cumulative probability also shows points

217




generally lying close to the straight line, indicating that the residuals are approximately normally

distributed and thus confirm the conclusions drawn from histogram.

Figure 6.2: Histogram of Standardized Residuals for Performance Agreement

Normal P-P Plot of Regression Standardized Residual
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Figure 6.3: Normal P-P plot of Regression Standardized Residual for Performance Agreement

Linearity of the relationship between variables was assessed by examining the six scatter-plots
under Figure 6.4. The random distribution of data points indicates that there is no evidence of a
non-linear relationship, and therefore this assumption has also not been violated. There is also no

evidence of heteroscedasticity in the scatter-plots, thereby implying that the assumption of

constant variance is valid.
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Partial Regression Plot

Dependent Variable: Institutionalization level of PA
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Figure 6.4: Scatter-Plots of Standardized Residual against Predicted Value for Performance

Agreement

To test for the independence of the error terms, the Durbin-Watson statistic was obtained (see
Table 6.1). Its value of 2.088 is very close to 2, thereby indicating that this assumption has also
not been violated. The VIF obtained (well below 10) indicates that there is no collinearity within
the data (Field, 2009). Moreover, case by case diagnostics were undertaken and the result

indicates that there is no influential case within the data.

Taken together, these test results imply that the regression model produced is an accurate and
valid representation of the data and can be applied to the population under study. Therefore, it
can be concluded that the administrative cultural orientations of civil servants in relation to
power distance, uncertainty avoidance, collectivist orientation, political neutrality and
performance orientation have likely affected the institutionalization level of performance
agreement aspect of the performance management reform in the state level civil service of

ANRS.

6.2.2 Relationship between Administrative Culture and Institutionalization Level of

Performance Review within the State Level Civil Service of ANRS

To examine whether or not the institutionalization level of the performance review aspect of the

performance management reform within the state level civil service of ANRS is attributed to the
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prevailing administrative culture within the civil service, hierarchical multiple regression
analysis was applied to the data, with all five dimensions of administrative culture included as
independent variables and the institutionalization level of performance review as the dependent
variable. All demographic variables were entered in the first step to control their effects on the
dependent variable; and the outputs obtained from the analysis have been presented in three

tables that follow (Table 6.4, 6.5 and 6.6).

Table 6.4: Regression Analysis Results for Performance Review

Change Statistics

Adjusted R |Std. Error off R Square F Sig. F | Durbin-
Model R | R Square Square the Estimate Change Change | dfl | df2 [Change| Watson

1 428" 183 151 79949 183 5.679 N 177 .000

2 753 .568 .537 .59020 .384] 30.558 5| 172 .000 1.953

a. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of

education, Gender, Age

b. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of education, Gender,

Age, Performance orientation, Uncertainty avoidance, Collectivism, Political neutrality, Power distance

c. Dependent Variable: Institutionalization level of PR

As shown in Table 6.4, the value of R square change for the model generated is .384. This means
that even when the effects of demographic variables were statistically controlled, civil servants’
administrative cultural orientation in the state level civil service of ANRS, as measured by five
dimensions, accounts for 38.4% of the variation observed in their commitments to the
institutionalization of the performance review aspect of the performance management reform
(i.e., following the policy prescriptions on performance review as a routine way of conducting
performance review in the civil service). To put it in other way, this value could mean that, of the
potential reasons for the current limited institutionalization status of performance review aspect
of the reform within the state level civil service of ANRS, 38.4% can be attributed to the

administrative cultural orientations of civil servants.

222




Table 6.5 presents an analysis of variance (ANOVA) to show whether the regression model is
significantly better at explaining the institutionalization level of performance review than using
the mean as the best predictor. The ANOVA gives a highly significant result (F = 18.811, p =
.000), thereby indicating a significant relationship between the institutionalization status of

performance review and administrative culture. This means that administrative culture can

significantly influence the institutionalization level of performance review.

Table 6.5: ANOVA for Performance Review

Model Sum of Squares df Mean Square F Sig.

1 Regression 25.409 7 3.630 5.679 .000°
Residual 113.136 177 .639
Total 138.546 184

2 Regression 78.632 12 6.553 18.811 .000°
Residual 59914 172 .348
Total 138.546 184

a. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of

education, Gender, Age

b. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of education, Gender, Age,

Performance orientation, Uncertainty avoidance, Collectivism, Political neutrality, Power distance

c. Dependent Variable: Institutionalization level of PR

Table 6.6 indicates the coefficients demonstrating that administrative cultural dimensions (i.e.,
power distance, uncertainty avoidance, collectivistic orientation and political neutrality) have a
significant and negative influence on the institutionalization level of performance review. Table
6.6 also shows that performance orientation culture has a significant and positive influence on
the institutionalization level of performance review. It is clear that all independent variables have
a significant influence on the institutionalization level of performance review in the state level

civil service of ANRS.
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Table 6.6: Coefficients for Performance Review

Unstandardized Standardized
Coefficients Coefficients Collinearity Statistics
Model B Std. Error Beta t Sig. Tolerance VIF
1 (Constant) 1.246 .504 2.472 .014
Gender .014 129 .008 107 915 .882 1.134
Organization identity 123 .149 .056 .826 410 .989 1.011
Place of growth -.174 124 -.099( -1.398 .164 926 1.080
Job position 821 .166 350 4.935 .000 920 1.087
Level of education .041 .146 .020 281 779 920 1.087
Age 341 152 183 2.243 .026 .695 1.438
Work experience -.180 138 -.103] -1.305 194 741 1.350
2 (Constant) 1.808 .388 4.659 .000
Gender .088 .096 .049 915 361 .869 1.151
Organization identity .074 11 .034 .664 .508 978 1.022
Place of growth -.146 .095 -.083[ -1.536 126 .864 1.158
Job position .346 136 147 2.538 012 746 1.341
Level of education -.073 121 -.035 -.600 .549 731 1.369
Age 242 115 130 2.101 .037 .659 1.518
Work experience -.067 .103 -.038 -.649 517 17 1.396
Power distance -171 .052 -197( -3.296 .001 705 1.417
Uncertainty avoidance -177 045 -203| -3.930 000 938 1.066
Political neutrality -.139 047 -160( -2.933 .004 849 1.178
Collectivism -.103 .046 -112(  -2.702 .008 908 1.101
Ef; f::tral?izl;ce 489 044 564| 11.043 000 965  1.036

a. Dependent Variable: Institutionalization level of PR

6.2.2.1 Test Results on the Assumptions of Regression

To test the assumptions of the regression, an analysis of residuals was undertaken. Plots of the

residuals are shown in Figures 6.5, 6.6 and 6.7. The histogram shows a bell-shaped distribution,

indicating that the assumption of normality has not been violated. The normal probability plot of

expected cumulative probability against observed cumulative probability also shows points

generally lying close to the straight line, indicating that the residuals are approximately normally

distributed and thus confirm the conclusions drawn from histogram.
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Figure 6.5: Histogram of Standardized Residuals for Performance Review

MNormal P-P Plot of Regression Standardized Residual
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Figure 6.6: Normal P-P plot of Regression Standardized Residual for Performance Review

Linearity of the relationship between variables was assessed by examining the six scatter-plots
under Figure 6.7. The random distribution of data points indicates that there is no evidence of a
non-linear relationship, and therefore this assumption has also not been violated. There is also no
evidence of heteroscedasticity in the scatter-plots, thereby implying that the assumption of

constant variance is valid.
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Partial Regression Plot

Dependent Variable: Institutionalization level of PR
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Partial Regression Plot

Dependent Variable: Institutionalization level of PR
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Figure 6.7: Scatter-Plots of Standardized Residual against Predicted Value for Performance

Review

To test for the independence of the error terms, the Durbin-Watson statistic was obtained (see
Table 6.4). Its value of 1.953 is very close to 2, indicating that this assumption has also not been
violated. The VIF obtained (well below 10) indicates that there is no collinearity within the data
(Field, 2009). Moreover, case by case diagnostics were undertaken and the result indicates that

there is no influential case within the data.

Taken together, these test results indicate that the regression model produced is an accurate and
valid representation of the data and can be applied to the populationunder study. Therefore, it can

be concluded that the administrative cultural orientations of civil servants in relation to power
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distance, uncertainty avoidance, collectivist orientation, political neutrality and performance
orientation have likely affected the institutionalization level of performance review aspect of the

performance management reform in the state level civil service of ANRS.

6.2.3 Relationship between Administrative Culture and Institutionalization Level of
Rewarding High Performers and Managing Under-Performers within the State Level Civil

Service of ANRS

To examine whether or not the institutionalization level of managing high and low performers
aspect of the performance management reform within the state level civil service of ANRS is
attributed to the prevailing administrative culture within the civil service, multiple regression
analysis was applied to the data, with all five dimensions of administrative culture included as
independent variables and the institutionalization level of managing high and low performers as
the dependent variable. All demographic variables were entered in the first step to control their
effects on the dependent variable; and the outputs obtained from the analysis have been

presented in three tables that follow (Table 6.7, 6.8 and 6.9).

Table 6.7: Regression Analysis Results for Rewarding High Performers and Managing Under-Performers

Change Statistics

Adjusted R |Std. Error off R Square F Sig. F | Durbin-
Model R | R Square Square the Estimate Change Change | dfl | df2 [Change| Watson

1 420° 176 .144 .81120 176 5.415 7 177 .000

2 710 .503 469 .63895 327 22.658 5 172 .000 2.295

a. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of

education, Gender, Age

b. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of education, Gender,

Age, Performance orientation, Uncertainty avoidance, Collectivism, Political neutrality, Power distance

c. Dependent Variable: Institutionalization level of R&MUP

As shown in Table 6.7, the value of R square change for the model generated is .327. This means
that even when the effects of demographic variables were statistically controlled, civil servants’

administrative cultural orientation in the state level civil service of ANRS, as measured by five
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dimensions, accounts for 32.7% of the variation observed in their commitments to the
institutionalization of the high and low performers management aspect of the performance
management reform (i.e., following the policy prescriptions on rewarding high performers and
managing under-performers as a routine way of performance management in the civil service).
To put it in other way, this value could mean that, of the potential reasons for the current limited
institutionalization status of rewarding high performers and managing under-performers aspect
of the reform within the state level civil service of ANRS, 32.7% can be attributed to the

administrative cultural orientations of civil servants.

Table 6.8 presents an analysis of variance (ANOVA) to show whether the regression model is
significantly better at explaining the institutionalization level of managing high and low
performers than using the mean as the best predictor. The ANOVA gives a highly significant
result (F = 14.392, p = .000), thereby indicating a significant relationship between the
institutionalization status of high and low performers management and administrative culture.
This means that administrative culture can significantly influence the institutionalization level of

high and low performers’ management.

Table 6.8: ANOVA for Rewarding High Performers and Managing Under-Performers

Model Sum of Squares df Mean Square F Sig.

1 Regression 24.941 7 3.563 5.415 .000*
Residual 116.473 177 .658
Total 141.414 184

2 Regression 71.192 12 5.933 14.532 .000°
Residual 70.221 172 408
Total 141.414 184

a. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of

education, Gender, Age

b. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of education, Gender, Age,

Performance orientation, Uncertainty avoidance, Collectivism, Political neutrality, Power distance

c. Dependent Variable: Institutionalization level of R&MUP

Table 6.9 indicates the coefficients demonstrating that administrative cultural dimensions (i.e.,

power distance, uncertainty avoidance and political neutrality) have a significant and negative
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influence on the institutionalization level of high and low performers’ management within the

state level civil service of ANRS. Table 6.9 also shows that performance orientation culture has a

significant and positive influence on the institutionalization level of high and low performers’

management. It is clear that, with the exception of collectivistic orientation, all independent

variables have a significant influence on the institutionalization level of high and low

performers’ management within the state level civil service of ANRS.

Table 6.9: Coefficients for Rewarding High Performers and Managing Under-Performers

Unstandardized Standardized
Coefficients Coefficients Collinearity Statistics
Model B Std. Error Beta t Sig. Tolerance VIF
1 (Constant) 1.770 Sl 3.461 .001
Gender -.040 131 -.022 -.309 758 .882 1.134
Organization identity .050 152 .023 328 743 .989 1.011
Place of growth -.240 126 -.135]  -1.905 .058 926 1.080
Job position .865 .169 365 5.129 .000 920 1.087
Level of education .007 .148 .003 .048 961 920 1.087
Age 183 154 .097 1.187 237 .695 1.438
Work experience -.263 140 -.149] -1.880 .062 741 1.350
2 (Constant) 2.278 420 5.421 .000
Gender .056 .104 .031 541 .589 .869 1.151
Organization identity -.004 120 -.002 -.035 972 978 1.022
Place of growth -.137 .103 -.077 -1.331 185 .864 1.158
Job position 313 148 132 2.121 .035 746 1.341
Level of education -.160 131 =077 -1.221 224 731 1.369
Age .088 125 .047 .706 481 .659 1.518
Work experience -.104 112 -.059 -.925 356 17 1.396
Power distance -.239 056 -273] -4.266 000 705 1.417
Uncertainty avoidance -185 .049 -211] -3.809 000 938 1.066,
Political neutrality -.267 051 -305] -5.221 000 849 1.178
Collectivism -.050 049 -.058( -1.021 309 908 1.101
Eflre fl‘l’tra‘:‘if‘)'l‘fe 392 048 447|  8.168 000 965  1.036

a. Dependent Variable: Institutionalization level of R&MUP
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6.2.3.1 Test Results on the Assumptions of Regression

To test the assumptions of the regression, an analysis of residuals was undertaken. Plots of the
residuals are shown in Figures 6.8, 6.9 and 6.10. The histogram shows a bell-shaped distribution,
indicating that the assumption of normality has not been violated. The normal probability plot of
expected cumulative probability against observed cumulative probability also shows points

generally lying close to the straight line, indicating that the residuals are approximately normally

distributed and thus confirm the conclusions drawn from histogram.

Figure 6.8: Histogram of Standardized Residuals for Rewarding High Performers and Managing

Under-Performers
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Linearity of the relationship between variables was assessed by examining the six scatter-plots
under figure 6.10. The random distribution of data points indicates that there is no evidence of a
non-linear relationship, and therefore this assumption has also not been violated. There is also no
evidence of heteroscedasticity in the scatter-plots, thereby implying that the assumption of

constant variance is valid.

Scatterplot
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Partial Regression Plot

Dependent Variable: Institutionalization level of R&MUP
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Figure 6.10: Scatter-Plots of Standardized Residual against Predicted Value for Rewarding High

Performers and Managing Under-Performers

To test for the independence of the error terms, the Durbin-Watson statistic was obtained (see
Table 6.7). Its value of 2.295 is very close to 2, indicating that this assumption has also not been
violated. The VIF obtained (well below 10) indicates that there is no collinearity within the data
(Field, 2009). Moreover, case by case diagnostics were undertaken and the result indicates that

there is no influential case within the data.

Taken together, these test results indicate that the regression model produced is an accurate and
valid representation of the data and can be applied to the population unde study. Therefore, it can
be concluded that the administrative cultural orientations of civil servants in relation to power
distance, uncertainty avoidance, political neutrality and performance orientation have likely
affected the institutionalization level of rewarding high performers and managing under-

performers’ aspect of the performance management reform in the state level civil service of

ANRS.

6.2.4 Relationship between Administrative Culture and Institutionalization Level of

Overall Performance Management Reform within the State Level Civil Service of ANRS

To examine whether or not the institutionalization level of the overall performance management
reform within the state level civil service of ANRS is attributed to the prevailing administrative

culture within the civil service, hierarchical multiple regression analysis was applied to the data,
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with all five dimensions of administrative culture included as independent variables and the
institutionalization level of overall performance management reform as the dependent variable.
All demographic variables were entered in the first step to control their effects on the dependent
variable; and the outputs obtained from the analysis have been presented in three tables that

follow (Table 6.10, 6.11 and 6.12).

Table 6.10: Regression Analysis Results for Overall Performance Management Reform

Change Statistics

Adjusted R |Std. Error off R Square F Sig. F | Durbin-
Model R | R Square Square the Estimate Change Change | dfl | df2 [Change| Watson

1 A459° 211 179 73842 211 6.746 7 177 .000

2 .804° .646 .621 .50160 .435] 42316 5 172 .000 2.099

a. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of

education, Gender, Age

b. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of education, Gender,

Age, Performance orientation, Uncertainty avoidance, Collectivism, Political neutrality, Power distance

c. Dependent Variable: Institutionalization level of PMGT

As shown in Table 6.10, the value of R square change for the model generated is .435. This
means that even when the effects of demographic variables were statistically controlled, civil
servants administrative cultural orientation in the state level civil service of ANRS, as measured
by five dimensions, accounts for 43.5% of the variation observed in their commitments to the
institutionalization of the overall performance management reform (i.e., following the policy
prescriptions on performance management reform as a routine way of conducting performance
management in the civil service). To put it in other way, this value could mean that, of the
potential reasons for the current limited institutionalization status of the overall performance
management reform within the state level civil service of ANRS, 43.5% can be attributed to the

administrative cultural orientations of civil servants.

Table 6.11 presents an analysis of variance (ANOVA) to show whether the regression model is

significantly better at explaining the institutionalization level of the overall performance

235




management reform than using the mean as the best predictor. The ANOVA gives a highly
significant result (F = 26.160, p = .000), thereby indicating a significant relationship between the
institutionalization status of the overall performance management reform and administrative
culture. This means that administrative culture can significantly influence the institutionalization

level of performance management reform.

Table 6.11: ANOVA for Overall Performance Management Reform

Model Sum of Squares df Mean Square F Sig.

1 Regression 25.749 7 3.678 6.746 .000"
Residual 96.511 177 .545
Total 122.260 184

2 Regression 78.984 12 6.582 26.160 .000°
Residual 43.276 172 252
Total 122.260 184

a. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of

education, Gender, Age

b. Predictors: (Constant), Work experience , Organization identity, Job position, Place of growth, Level of education, Gender, Age,

Performance orientation, Uncertainty avoidance, Collectivism, Political neutrality, Power distance

c. Dependent Variable: Institutionalization level of PMGT

Table 6.12 indicates the coefficients demonstrating that administrative cultural dimensions (i.e.,
power distance, uncertainty avoidance, collectivistic orientation and political neutrality) have a
significant and negative influence on the institutionalization level of the overall performance
management reform within the state level civil service of ANRS. Table 6.11 also shows that
performance orientation culture has a significant and positive influence on the institutionalization
level of the overall performance management reform. It is clear that all independent variables
have a significant influence on the institutionalization level of performance management reform

within the state level civil service of ANRS.
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Table 6.12: Coefficients for Overall Performance Management Reform

Unstandardized Standardized
Coefficients Coefficients Collinearity Statistics
Model B Std. Error Beta t Sig. Tolerance VIF
1 (Constant) 1.375 466 2.953 .004
Gender .026 119 .016 218 .828 .882 1.134
Organization identity .099 138 .048 718 474 .989 1.011
Place of growth -.220 115 -133( -1.911 .058 926 1.080
Job position .886 154 402 5.772 .000 920 1.087
Level of education .042 135 .022 312 756 920 1.087
Age 220 140 126 1.569 118 .695 1.438
Work experience -.132 127 -.080] -1.036 301 741 1.350
2 (Constant) 1.924 330 5.833 .000
Gender .109 .082 .065 1.339 182 .869 1.151
Organization identity .048 .094 .023 .509 611 978 1.022
Place of growth -.169 .081 -.102( -2.093 .038 .864 1.158
Job position 382 116 173 3.299 .001 746 1.341
Level of education -.080 103 -.041 =772 441 731 1.369
Age 115 .098 .065 1.169 244 .659 1.518
Work experience -.004 .088 -.003 -.049 961 17 1.396
Power distance -.186 .044 =228 -4.224 .000 705 1.417
Uncertainty avoidance -.190 .038 -233| -4.977 000 938 1.066
Political neutrality -177 040 -217| -4.398 000 849 1.178
Collectivism -.102 039 -125( -2.767 .006 908 1.101
Ef; f::tral?izl;ce 478 038 587 12710 000 965  1.036

a. Dependent Variable: Institutionalization level of PMGT

6.2.4.1 Test Results on the Assumptions of Regression

To test the assumptions of the regression, an analysis of residuals was undertaken. Plots of the

residuals are shown in Figures 6.11, 6.12 and 6.13. The histogram shows a bell-shaped

distribution, indicating that the assumption of normality has not been violated. The normal

probability plot of expected cumulative probability against observed cumulative probability also

shows points generally lying close to the straight line, indicating that the residuals are

approximately normally distributed and thus confirm the conclusions drawn from histogram.
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Figure 6.11: Histogram of Standardized Residuals for Overall Performance Management

Normal P-P Plot of Regression Standardized Residual
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Figure 6.12: Normal P-P plot of Regression Standardized Residual for Overall Performance

Management

Linearity of the relationship between variables was assessed by examining the six scatter-plots
under Figure 6.12. The random distribution of data points indicates that there is no evidence of a

non-linear relationship and therefore this assumption has also not been violated. There is also no
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evidence of heteroscedasticity in the scatter plots, thereby implying that the assumption of

constant variance is valid.
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Partial Regression Plot
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To test for the independence of the error terms, the Durbin-Watson statistic was obtained (see
Table 6.10). Its value of 2.099 is very close to 2, indicating that this assumption has also not been
violated. The VIF obtained (well below 10) indicates that there is no collinearity within the data
(Field, 2009). Moreover, case by case diagnostics were undertaken and the result indicates that

there is no influential case within the data.

Taken together, these test results indicate that the regression model produced is an accurate and
valid representation of the data and can be applied to the population. Therefore, it can be
concluded that the administrative cultural orientations of civil servants in relation to power
distance, uncertainty avoidance, collectivistic orientation, political neutrality and performance
orientation have likely affected the institutionalization level of performance management reform

in the state level civil service of ANRS.

6.2.5 Testing Propositions on the Relationships between Administrative Culture and

Institutionalization of Performance Management Reform

An assessment of all regression outputs (Table 6.1 through Table 6.12) demonstrated that
coefficient outputs were most aprroprate to test relationship propositions compared to the other
regression outputs. Subsequently, coefficient outputs (see Tables 6.3, 6.6, 6.9 and 6.12) were
used to test the present study’s propositions on the relationships between administrative culture
and the institutionalization of performance management reform within the state level civil

service of ANRS.

As shown in Tables 6.3, 6.6, 6.9 and 6.12, power distance exerts a negative and significant
influence on the institutionalization level of performance agreement (B=.-159, p<.005),
performance review (B=.-197, p<.005), rewarding high performers and managing under-
performers (B=.-273, p<.001) and overall performance management reform (B=.-159, p<.005).
Therefore, the results provide full support for ‘Proposition 2°, which states that administrative
culture within the state level civil service of ANRS, as measured by power distance dimension,
exerts a negative and significant influence on the institutionalization level of performance
management reform in general and performance agreement, review and rewarding high

performers and managing under-performers’ aspects of the reform in particular.
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As shown in Tables 6.3, 6.6, 6.9 and 6.12, uncertainty avoidance exerts a negative and significant
influence on the institutionalization level of performance agreement (B=.-224, p<.001),
performance review (B=.-203, p<.001), rewarding high performers and managing under-
performers (B=.-211, p<.001) and overall performance management reform (B=.-233, p<.001).
Therefore, the results provide full support for ‘Proposition 3°, which states that administrative
culture within the state level civil service of ANRS, as measured by uncertainty avoidance
dimension, exerts a negative and significant influence on the institutionalization level of
performance management reform in general and performance agreement, review and rewarding

high performers and managing under-performers’ aspects of the reform in particular.

As shown in Tables 6.3, 6.6 and 6.12, collectivism exerts a negative and significant influence on
the institutionalization level of performance agreement (B=.-141, p<.005), performance review
(B=.-112, p<.01) and overall performance management reform (B=.-125, p<.01). On the other
hand, Table 6.9 shows that the effect of collectivism was found to be negative but insignificant on
rewarding high performers and managing under-performers (B=.-058, p=.309). Therefore, the
results provide strong support for ‘Proposition 4°, which states that administrative culture within
the state level civil service of ANRS, as measured by individualism/collectivism dimension, exerts
a negative and significant influence on the institutionalization level of performance management
reform in general and performance agreement, review and rewarding high performers and

managing under-performers’ aspects of the reform in particular.

As shown in Tables 6.3, 6.6, 6.9 and 6.12, political neutrality exerts a negative and significant
influence on the institutionalization level of performance agreement (B=.-134, p<.005),
performance review (B=.-160, p<.005), rewarding high performers and managing under-
performers (B=.-305, p<.001) and overall performance management reform (B=.-217, p<.001).
Therefore, the results provide full support for ‘Proposition 5°, which states that administrative
culture within the state level civil service of ANRS, as measured by political bias/neutrality
dimension, exerts a negative and significant influence on the institutionalization level of
performance management reform in general and performance agreement, review and rewarding

high performers and managing under-performers’ aspects of the reform in particular.

Finally, as shown in Tables 6.3, 6.6, 6.9 and 6.12, performance orientation culture exerts a

postive and significant influence on the institutionalization level of performance agreement
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(B=.597, p<.001), performance review (B=.564, p<.001), rewarding high performers and
managing under-performers (B=.447, p<.001) and overall performance management reform
(B=.587, p<.001). Therefore, the results provide full support for ‘Proposition 6’, which states that
administrative culture within the state level civil service of ANRS, as measured by performance
orientation dimension, exerts a postive and significant influence on the institutionalization level
of performance management reform in general and performance agreement, review and

rewarding high performers and managing under-performers’ aspects of the reform in particular.

6.3 Discussion: The Influence of Administrative culture on Institutionalization
Status of Performance Management Reform within the State Level Civil Service of

ANRS

The multiple regression analysis revealed that administrative cultural dimensions (i.e., power
distance, uncertainty avoidance, collectivistic orientation and political neutrality) have a
significant and negative influence on the institutionalization level of performance management
reform within the state level civil service of ANRS. It also revealed that performance orientation
culture has a significant and positive influence on the institutionalization level of performance
management reform. Whilst this does not necessarily prove causality in the state level civil
service of ANRS, these results may indeed be indicative of an underlying causal relationship and
therefore require further discussion. Indeed, the present researcher found supportive evidences
from the analysis of interviewees’ responses which suggest that cultural perceptions and beliefs
of civil servants actually contribute to the difficulties that they encountered to follow the
guidelines of the performance management policy and regulations as a normal business of doing
performance management in the civil service. The following subsections are, therefore, devoted
to discussing the actual influence that each dimension of administrative culture has on the
institutionalization status of performance management reform within the state level civil service

of ANRS on the basis of qualitative responses.

6.3.1 High Power Distance and Institutionalization Level of Performance Management

Reform

The multiple regression analysis revealed that power distance orientation exerts a negative and

significant influence on the institutionalization level of performance management reform within
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the state level civil service of ANRS. Whilst this does not prove causality, it is significant that
civil servants with perceptions, beliefs and attitudes of high power distance are likely to be the
ones who do not adhere to the guidelines of the performance management refom as a routine way
of managing their performances in the civil service. These results may indeed be indicative of

actual causal relationship and therefore require further examination.

As explained in chapter four, power distance cultural dimension encompasses the organization
members’ attitudes towards hierarchy, expectation and perception of command-based superior-

subordinate relationship and beliefs and attitudes towards status symbolism.

It has been also shown in chapter 5 that the majority of civil servants within the state level civil
service of ANRS have high power distance cultural orientations which, among others, include
high respect for those in the top of hierarchy and expectation and perception of command-based
superior- subordinate relationship. It is, therefore, imperative to analyze the mechanisms through
which these cultural orientations actually influenced civil servants’ commitment to the

performance management reform.

Hierarchy is a major component of large power distance. Coinciding with this power distance,
an analysis of interviewees’ responses provides some evidences that demonstrate the actual
influence that high power distance has on civil servants’ commitment to performance
management reform, which demands superiors and subordinates to engage in joint discussion
and open dialogue while agreeing on goals and reviewing performances. For instance,
subordinates who perceive the importance of hierarchy as a tool for exercising power within the
state level civil service of ANRS often show respect for their superiors based on the positions
that their superiors formally hold in the organization and have less desire to challenge authority
openly or to engage in open dialogue in decision-making. They also tend to perceive managerial
decision as unquestionable, and all of these perceptions and beliefs are found to deter them from
engaging in open dialogue and joint discussion with managers while agreeing on goals and

reviewing performances. Here is what one non-managerial civil servant said:
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‘There is no joint discussion and open dialogue. The usual thing for me is that, at the beginning
of the performance management cycle, my boss prepares the performance plan (objectives that 1
am expected to achieve bi-annually) and I just put my signature accordingly. As far as I know,
this is the way how others are also doing in this organization. My friend, you should know that in
this organization manager’s decision is final and irreversible and hence personally I don’t have

any reason to engage in a dialogue or discussion with my supervisor on my performance plan’.
And another non-managerial employee said:

‘There is almost an absence of joint discussion and open dialogue between us (subordinates)
and our boss in the decision of what each of us is excpected to achieve in our department. The
common thing in our department is that he (the boss) prepares a performance plan for each of us
using a performance agreement form issued by HR department and simply informs us to prepare
work plan accordingly. He rarely invited us to meet with him for discussion on the performance
plan. In fact, most of us here also do not show interest to have a discussion with the boss even in
a case where we have a disagreement on the content of our performance plan. Simply we talk
about disagreements among ourselves. I can’t deny you that I am not feeling comfortable to

openly opposing any of my boss’s decisions because he likely considers it as disrespect’.

Although very limited, the research established evidence that demonstrates managerial
employees’ perceptions of hierarchy also lead to problems on the institutionalization efforts of
performance management reform within the state level civil service of ANRS. According to the
performance management guidelines, superiors and subordinates should engage in joint
discussion and open dialogue while agreeing on goals. There must be a genuine agreement
between the supervisor and supervised within the overall objectives of the organization. But
performance agreements within the state level civil service of ANRS, in practice, dominated by

supervisors. Here is what one managerial employee said:

‘The usual thing in my department is that each employee participates in the development of his
or her performance plan. For that matter, I always order them to bring their own draft
performance plan. However, as a manager, it is my obligation to decide on the final content of
each employee’s performance plan. Otherwise, I am the one to take responsibility if my

department does not meet its goals’.
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Sentiments in the above quote suggest that hierarchy leads to the imposition of goals and also
demonstrate that there are managers in the civil service who believe that decision-making is a
preserve for them and should not be questioned. As such, the researcher found that failure to
routinely follow performance management guidelines may not even be conscious, but a

consequence of following what is considered an appropriate behavior and practice.

In addition to beliefs and perceptions related to hierarchy, the study also found evidence that
demonstrates civil servants’ cultural orientations related with expecting and accepting command
and order relationship seriously hamper their tendency to go through with the prescriptions of the
performance management policy in the civil service. Non-managerial interviewees indicate that
there is a high propensity for the ‘command and control” method of directing activities, yet the
performance management system promotes the view that people should discuss the variables
upon which their success will be measured. The researcher found that command and control
cultural orientation in the civil service actually made the performance management to be useless,
particularly at lower job categories. To illustrate this point, we quote from one non-managerial

respondent:

‘How can I determine what I am expected to do? I am a driver and it is my boss who knows what

1 should be doing and indeed I always do only what he tells me to do. I am ok with that’.

As this comment clearly demonstrates, the driver does not even see the need for the ideals of
performance agreement at all. The above quoted view was also explained by HR manager during

an interview but in different way:

‘Institutionalizing performance management is very difficult at lower level job categories like
office secretary and drivers. For instance, a driver of the bureau head in this organization knows
that although, on paper, he is supposed to be judged according to accident rates, keeping the car
clean and serviced, driving the bureau head effectively and carefully, etc., both he and the
bureau head know that he is measured according to the extent to which he provides more private
services. transporting the head’s children to and from school, driving him to his relatives or
friends on weekends and holidays, purchasing food from the market and completing other

errands’.
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The above comments suggest that civil servants do not worry about the performance
management system as long as they assist, and are agreeable to, the boss. This also calls into
question whether or not the cultural orientation of top officials themselves is supportive to the

performance management process.

From the foregoing discussion, one can conclude that there is actual causal relationship between
high power distance and limited institutionalization level of performance management reform

within the state level civil service of ANRS.

Taking account of the results of the regression coefficients and the above analysis of
interviewees’ responses, we can reasonably conclude that with high power distance cultural
orientation of the majority of civil servants, it is less likely for performance management reform
to be institutionalized in the state level civil service of ANRS. Planned cultural change programs

or modification of the reform itself are therefore called for.

6.3.2 High Uncertainty Avoidance and Institutionalization Level of Performance

Management Reform

The multiple regression analysis revealed that uncertainty avoidance orientation exerts a negative
and significant influence on the institutionalization level of performance management reform
within the state level civil service of ANRS. Whilst this does not prove causality, it is significant
that civil servants with perceptions, beliefs and attitudes of strong uncertainty avoidance are
likely to be the ones who do not adhere to the guidelines of the performance management refom
as a routine way of managing their performances in the civil service. These results may indeed

be indicative of actual causal relationship and therefore require further examination.

As explained in chapter four, uncertainty avoidance cultural orientation encompasses the degree
to which members of organization are rule-oriented, the degree to which innovation and risk-

taking are appreciated and the extent to which members tolerate change and ambiguity.

It has been also shown in chapter 5 that the majority of civil servants in the state level civil
service of ANRS have high uncertainty avoidance cultural orientation, thereby reflecting, among
others, less innovation orientation, a high risk aversion and a strong need for rules and

regulations. It is, therefore, imperative to analyze the mechanisms through which some of these
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cultural orientations actually influenced civil servants’ commitment to performance management

reform.

High risk aversion and less innovation orientation is one component of strong uncertainty
avoidance cultural orientation. Mendonca and Kanungo (1996) argue that relatively high
uncertainty avoidance in the developing countries implies that civil servants are unwilling to
accept organizational change. Bureaucrats are reluctant to take personal initiatives outside of the
prescribed roles and avoid taking risks. This eventually becomes a severe constraint on effective
performance management. And yet, setting challenging and difficult goals is a key tenet of
performance management. Analysis of interviewees in the present study provides a support for

this argument.

Most of non-managerial respondents give the impression during the interviews, that they have a
problem to set challenging goals for themselves perhaps for fear of risking failure. One non-

managerial civil servant even asked me a rhetorical question:

‘Why should I worry myself by setting a challenging goal? You should know that civil service is
full of fault-finders .

In the quote above, the civil servant has declared that he is risk averse, which is in agreement
with what many other non-managerial respondents said. Bearing in mind that 66% of survey
respondents also openly declared their perception that employees are not encouraged to set
challenging goals in the civil service, the researcher would interpret this quote to mean that most
of civil servants within the state level civil service of ANRS have not been nurtured to the point
where they are willing to take risks. They approach the performance management ideals of
setting ‘SMART’ objectives with caution and do not want to be routinely doing this because they
fear that they may fail to implement it well. Therefore, they set easy goals which slow down the

performance management reform institutionalization.

According to the performance management guidelines, subordinate and superior should jointly
discuss and set challenging goals. But because uncertainty avoidance does not encourage risk-
taking in the state level civil service of ANRS, neither the superior nor the subordinate seem

involved in setting challenging tasks.
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In addition to risk aversion and innovation, the researcher also found that rule-orientation aspect
of uncertainty avoidance had some actual influence on the institutionalization level of
performance management reform within the state level civil service of ANRS. Karyeija (2012)
found that rule-oriented managers in Ugandan civil service consider performance target
imposition as an appropriate way of managing certainty and thereby compromised the ideals of
genuine discussion with their subordinates in setting performance targets. Empirical evidence in
the present study seems to corroborate this finding, as can be inferred from the following quote

taken from an honest and genuine managerial respondent:

‘My department is sensitive. I am dealing with financial issues. For that reason, I am the one

who spelt out what each of my subordinates is expected to do and we do well in that way .

From this quote, we can deduce that some superiors within the state level civil service of ANRS
wish to control uncertainty by imposing the performance targets. Yet, performance management
policy expects goal setting in the civil service to be a result of joint discussion and open dialogue
between superior and subordinate. The above quote also suggests that some managers in the state
level civil service of ANRS are intolerant to alternative ideas, e.g., in the form of a subordinate’s
suggestions on performance targets, and this may also be responsible for limited

institutionalization status of performance management reform.

Interviewees in the present study also noted that some of the regulations that they should adhere
to in the civil service imposed a problem for their commitment to the performance management

system. For example, one non-managerial employee has expressed his views on this issue:

‘We are usually assigned many ad hoc tasks that are not part of our agreed performance plan. It
is our duty to do such tasks since we are required by law to carry out tasks as long as assigned
by the superiors. Hence, most of the time we do not hold performance review meetings on agreed

performance plan. Indeed, we are not also evaluated based on our agreed targets’.

Based on the above quotation, it is possible to infer that some of the administrative regulations in
the civil service are inconsistent with the performance management system. In line with the
above quote for instance, it’s difficult to do a performance review on the basis of agreed
indicators when the standing orders explicitly give the superior control over a subordinates’

schedule through a clause stating that the subordinate will handle °...any other tasks that may be
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assigned by the superiors’. It is also possible that a subordinate could be required to do work
outside his job description, and then it becomes practically impossible to evaluate the person on
such tasks. This renders the performance management reform itself inconsistent with the

administrative culture, and thus constrains its institutionalization.

From the foregoing discussion, one can conclude that there is actual causal relationship between
strong uncertainty avoidance cultural orientation of civil servants and limited institutionalization

level of performance management reform within the state level civil service of ANRS.

Taking account of the results of the regression coefficients and the above analysis of
interviewees’ responses, we can reasonably conclude that with high uncertainty avoidance
cultural orientation of the majority of civil servants, it is less likely for performance management
reform to be institutionalized in the state level civil service of ANRS. Planned cultural change

programs or modification of the reform itself are therefore called for.

6.3.3 Collectivistic Orientation and Institutionalization Level of Performance

Management Reform

The multiple regression analysis revealed that collectivistic orientation exerts a negative and
significant influence on the institutionalization level of performance management reform within
the state level civil service of ANRS. Whilst this does not prove causality, it is significant that
civil servants with perceptions, beliefs and attitudes of high collectivistic orientation are likely to
be the ones who do not adhere to the guidelines of the performance management refom as a
routine way of managing their performances in the civil service. These results may indeed be

indicative of actual causal relationship and therefore require further examination.

As explained in chapter four, collectivistic cultural orientation encompasses the extent to which
organization members emphasis relationship than task, the extent to which organization members
prefer harmony and cooperation to confrontation and competition and the extent to which

organization members prefer group based work and reward to individual ones.

It has been also shown in chapter 5 that the majority of civil servants within the state level civil
service of ANRS have a collectivistic cultural orientation reflecting, among others, preference

for harmony to confrontation, cooperation over competition and group-based work and reward
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over individual ones. Despite this fact, qualitative data collected from respondents in the present
study provide very little evidences as to how each of these cultural orientations actually
influenced civil servants’ commitment to the performance management reform. The researcher
was only able to establish a supportive qualitative evidence for actual casual relationship
between civil servants’ preference for harmony and their commitment to the ideals of peer
feedback within the performance management reform. This is not, however, to suggest that the
other aspects of collectivistic orientation (i.e., high emphasis for relationship than task,
preference for cooperation over competition and preference for group-based work and reward
over individual ones) do not actually impede civil servants’ commitment to performance
management reform. What it does indicate, though, is that there was insufficient qualitative
evidence in the present study to establish their actual influence on civil servants’ commitment to

the performance management reform within the state level civil service of ANRS.

It is well noted that in a collectivist culture, as opposed to individualistic culture, individuals
strive to maintain harmony and social face which are considered to be socially desirable behavior
(Fletcher and Perry, 2001; Gelfand, et al., 2004; Hofstede, 1997; Hofstede and Hofstede, 2005).
Jones, et al., (1996) bring to our attention the difference between African and Western countries

in terms of these cultural aspects, by stating that:

‘In Western societies conflict and confrontation of idea tend to be accepted as normal and even
desirable as the source of creativity. Trust and openness are asserted as desirable organizational
features. Many African societies, in contrast, retain strong elements of traditional values
emphasizing a concern for the quality of relationships, the desirability of consensus, and

tolerance of individual weakness’ (Jones, et al., 1996: 460).

Therefore, it has been suggested that the ideal of peer feedback tends to be difficult to take root
in collectivistic culture because individuals are unlikely to provide team members with genuine
and honest feedback as a result of both in-group bias and a desire to maintain group harmony
(Bjorkman and Lu, 1999; Gregersen, et al., 1996). The present study found a very strong support

for this assertion as being true in the context of the state level civil service of ANRS.

There was overwhelming agreement among qualitative respondents that cultural obligation in

relation to the need to maintain harmony makes it difficult for the performance management
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ideal of peer feedback to take root in the civil service in question. Almost all non-managerial
employees interviewed in this study openly declared that it is impossible for them to give a

negative feedback to their colleagues. One non-managerial employee has the following to say:

‘It is almost impossible for me to give a negative feedback to my colleagues either in writing or
face to face. I know that doing so will hurt them. Most importantly, you should know that such
feedback exchange between subordinates is not a good idea since it damages our good social

relationship both within and outside the organization’.
And another employee said:

‘[ always forward only a positive feedback to my colleagues. They are the ones with whom I am
working and living here. How can I officially say you have such and such problems or other

things that possibly disgraced them in this organization? I do this only privately’.
Even another employee said:

‘To be honest I always give a positive feedback and high score to my colleagues irrespective of

the truth. Even I did this for the one that I personally quarreled with’.

Three out of seven managers interviewed also admitted that cultural obligation in relation to the
need to maintain harmony makes it difficult for them to be critical in exchange of feedback with

their employees. One of these line managers in particular stated that:

‘I usually feel uncomfortable to forward negative feedback to my employees because they usually
take such feedback to be personal. Even, most of the times, I forward feedback on bold mistakes

in soft manner’.

The sentiments contained in the above quotes are echoed by most of the respondents and suggest
that the importance of socially desirable behaviors like maintaining harmony and face saving
among the majority of civil servants within the state level civil service of ANRS is invariable
with the ideal of peer feedback and, in fact, with face-to-face performance review which require
both parties to be critical in evaluating performances. Moreover, the above quotes tempt us to
question the appropriateness of the use of multi-source (subordinate, superior and peers)

competence ratings which were included in the performance management system of the civil
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service in 2011 (refer to chapter 3). Indeed, the above quotations suggest that it is not only

inappropriate, but it may prove to be more damaging than beneficial.

In sum, the peer feedback and performance review exercise may appear to be working in the
state level civil service of ANRS, but the aims and goals would largely remain unmet — hence a
challenge to the institutionalization of performance management reform process. The absence of
critical feedback and the reticence to express negative facts all lead to the failure of the exercise
to be routinely followed by civil servants; it becomes a rather distasteful ritual, something only to

be endured.

From the foregoing discussion, one can conclude that there is actual underlying causal
relationship between collectivistic cultural orientation of civil servants and limited
institutionalization level of performance management reform within the state level civil service

of ANRS.

Taking account of the results of the regression coefficients and the above analysis of
interviewees’ responses, we can reasonably conclude that with the collectivistic cultural
orientation of the majority of civil servants, it is less likely for performance management reform
to be institutionalized in the state level civil service of ANRS. Planned cultural change programs

or modification of the reform itself are therefore called for.

6.3.4 High Political Neutrality and Institutionalization Level of Performance

Management Reform

The multiple regression analysis revealed that political neutrality exerts a negative and significant
influence on the institutionalization level of performance management reform within the state
level civil service of ANRS. Whilst this does not prove causality, it is significant that those civil
servants with perceptions, beliefs and attitudes in favor of high political neutrality are likely to be
the ones who do not adhere to the guidelines of the performance management refom as a routine
way of managing their performances in the civil service. These results may indeed be indicative

of actual causal relationship and therefore require further examination.

As explained in chapter four, administrative cultural dimension of political bias/neutrality

represents civil servants’ attitudes and perceptions towards politicians (i.e., the extent of
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trustfulness or distrustfulness of politicians) and the extent to which civil servants prefer the

business of the civil service to be independent of politicians’ interventions and influences.

It has been also shown in chapter 5 that the majority of civil servants within the state level civil
service of ANRS exhbited high political neutrality orientation, i.e., they prefer to be neutral and
independent from the politicians and they tend to distrust the politicians, consider them greedy,
corrupt and selfish. It is, therefore, imperative to analyze the mechanisms through which high
political neutrality actually influenced civil servants’ commitment to the performance

management reform.

However, as readers can imagine, it is tremendously difficult to get a straightforward qualitative
evidences here due to sensitization problem. Nevertheless, the researcher found some qualitative
evidences that support the results of the multiple regression analysis which revealed that political
neutrality is negatively associated with the institutionalization level of performance management

reform within the state level civil service of ANRS.

It has been argued in Karyeija (2012:168) that because the civil servants in some African
countries are not politically biased and overwhelmingly loyal to the ruling regime, patronage is
on the rise. There are supportive evidences for the prevalence of high patronage in the civil
service of Ethiopia. For instance, Paulos (2009) has found out patronage to be rising rather than
reduced in Ethiopian civil service. He goes further to indicate that, despite the government has
formally announced that ministerial (at federal level) and bureau head (at regional levels)
positions to be occupied by political appointees and the rest of the positions in government by
apolitical professionals, there were no practical measures taken to remove political appointees
from the middle and lower echelons of the federal and regional civil service structures to date

(Paulos, 2009).

Markakis (cited in paulos, 2009) also notes that nearly all the officials in the state administration,
from kebele (lowest administrative unit) to the federal government, are EPRDF members, having
joined the party before or soon after election in their posts. This politicization of the bureaucracy
has also been confirmed by the late Prime Minister Meles Zenawi. In his speech on the 4th

EPRDF congress (September 2001) he notes: ‘Deployment of human resources was based on
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networking. People were demoted or promoted depending on the wishes of the power holder’

(EPRDF, 2001:15 cited in Paulos, 2009).

Non-managerial interviewees in the present study were also of the view that patronage became

almost normal in the civil service of ANRS, as confirmed by one employee who said:

‘Almost all people in managerial positions within the civil service in our region are assigned
because of loyalty to the party. I think everybody here knows the fact that being a party member

is important to get a position here in the civil service’.

The sentiments contained in the above quotes are echoed by all non-managerial respondents and
suggest that party membership is almost a prerequisite to be posted to managerial position in the
civil service. Undoubtedly, this leads civil servants to play more of politics than to implement the
performance management system. Therefore, there is little surprise for limited
institutionalization status of performance management reform since its ideal of merit-based

promotion is compromised due to patronage in the civil service.

Interview data also revealed that subordinates in the civil service developed mistrust due to
patronage and in turn feel uncomfortable to genuinely express their views in performance
agreement and review meetings. When asked why he did not openly express problems on the
side of his superior or organization at performance review meetings, one of the non-managerial

respondents said:

‘... How can I do that in this organization? If you do that, everything will be done against you....
you will be labeled as ‘tsere-limat’ (‘anti-development thinker’) and ‘kirai sebsabi’ (‘rent

seeker’)’.

The above quote suggests that civil servants may be afraid to speak their mind regarding the
weaknesses on the side of officials or organization because they may be labeled as anti-
development thinker and rent seeker which are words that the ruling party politicians frequently
apply in labeling any of their opponents’ being civil society, think-tanks or opposition parties
within the country. Therefore, it is better for civil servants not to be seriously concerned about
prescriptions of the performance management policy rather to become serious and end up being

labeled an enemy of the ruling government.
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In addition to patronage, civil servants’ negative attitude towards politicians may also actually
contribute to the limited institutionalization level of the performance management reform. For
instance, Karyeija (2012) found that Ugandan civil servants dislike politicians and therefore
resisted the performance appraisal reforms because they perceived it as a tool of the ruling
regime. This may also be true in the state level civil service of ANRS. Civil servants’ resistance
to go through with the performance management guidelines, to borrow findings in Karyeija
(2012), may be a kind of passive-aggressive protest against government. After all, in our
discussion of administrative culture in chapter five, at least 57.3% of the respondents stated that

the country needs a new generation of political leaders.

Going by the evidence presented so far, one can conclude that there is actual underlying causal
relationship between political neutrality and limited institutionalization level of performance

management reform within the state level civil service of ANRS.

Then, based on the results of the regression coefficients and the above analysis of interviewees’
responses, we can reasonably conclude that performance management reform within the state
level civil service of ANRS failed to take root in part because of high political neutrality amongst
the civil servants and because they may also have less support for the incumbent government.

Planned cultural change programs or modification of the reform itself are therefore called for.

6.3.5 Low Performance Orientation Culture and Institutionalization Level of Performance

Management Reform

The results of the multiple regression analysis implied that low performance orientation culture
is associated with the limited institutionalization level of performance management reform
within the state level civil service of ANRS. Whilst this does not prove causality, it suggests that
civil servants who perceive absence of performance orientation culture in the civil service are
likely to be the ones who do not adhere to the guidelines of the performance management refom
as a routine way of managing their performances in the civil service. These results may indeed

be indicative of actual causal relationship and therefore require further examination.

As explained in chapter four, performance orientation culture represents civil servants

perceptions on the extent to which work performance and reward are linked and the extent to
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which orientation around innovation and performance improvement are encouraged within the

civil service.

It has been shown in chapter 5 that the majority of civil servants within the state level civil
service of ANRS have perceptions reflecting the prevalence of very low performance orientation
culture in the civil service. They perceived the absence of a link between work performance and
reward in the civil service. They also perceived that innovation and performance improvement in

the civil service are neither encouraged nor rewarded.

One wonders if the above perceptions will not actually influence civil servants’ commitment to
performance management reform. Indeed, most of the qualitative respondents took these
perceptions as justifications for the limited institutionalization level of performance management

reform in the state level civil service of ANRS as explained hereafter.

To begin with, most of the interviewees noted that the absence of a link between work
performance and reward in the civil service renders the performance management system to be
not seriously taken by most civil servants. In this respect, HR manager eloquently explained the

issue as follows:

‘Majority of employees have little motivation to pay attention to the performance management
system in the civil service because the system is not still linked to meaningful reward. As you
may know, government never fulfills its promises of monetary award to high performers since
2001, despite this was informed to civil servants to be a case. Through time civil servants learnt
that government’s promise is not only an empty ritual but also one’s being high or low performer

in the civil service is meaningless’.

The above comment suggests that the absence of a link between work performance and reward in
the civil service leads the majority of civil servants to consider performance management reform
as something which is not really important and has no real meaning and hence a challenge for
performance management system to take root within the state level civil service of ANRS. Two
out of five line managers interviewed also attributed the absence of a link between work
performance and reward to be an important reason for difficulties that they encountered to
enforce their employees to go through with the performance management system in the civil

service, as nicely confirmed by one manager:
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‘1 get difficulty to enforce subordinates under me to regularly follow the performance
management procedures. If it is in private sector, I can do that through controlling rewards, for
instance, by denying bonus to those who fail to go through with the performance management
procedures. Here in the civil service, rewards to control are very limited. In fact, reward like

certificate of recognition is available. However, this is less valued by most of my subordinates’.

From the above quote, one can infer that some managers within the state level civil service of
ANRS are unable to enforce employees to comply with the guidelines of the performance
management policy since they felt that the performance management system did not give them

the ability to dole out meaningful rewards and sanctions.

In addition to the absence of a link between work performance and reward in the civil service,
non-managerial respondents strongly believed that the prevalence of non-merit-based promotion
practices within the civil service is another challenge to their commitment to the performance
management system. They openly declared in the interview that promotion practices based on
non-merit criteria like, personal connection, seniority and political affiliations in the civil service,
lead them to consider the performance management system as having little value and hence their
paying little attention to following its guidelines. Even one highly disappointed non-managerial

respondent had the following to say on the issue:

‘Who cares about the performance management? You will follow it; and performing high,
compete for promotion, yet end up with seeing someone politically affiliated or friend of officials
get promoted. Whenever further education opportunity comes, the issue of performance
management would be raised, but at the end of the day, the opportunity is hijacked by officials
themselves. Following the performance management procedures in my organization, for that

matter in the civil service, is simply a waste of time’.

The above quote clearly implies that some civil servants’ commitment to performance
management system in the state level civil service of ANRS is highly constrained by their
perceptions or the actual prevalence of non-merit-based promotion practices in the civil service.
It also implies that some civil servants equate following the performance management guidelines
to a waste of time, since they felt that performance management has little or nothing to do with

their career development in the civil service.
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Non-managerial respondents also raise problem related with the absence of performance
improvement culture as a justification for their limited commitment to go through with the
guidelines of the performance management system. The case in point is that of the performance
development plan. According to the performance management guidelines, each civil servant
should prepare performance development plan, consisting of training and development that
he/she needs to achieve agreed goals, and this should be discussed and agreed with his or her
superior. However, qualitative evidence in the present study revealed that most civil servants
found this to be irrelevant and have not exercised it at all because they never received training as
per their performance development plans. One non-managerial respondent wonders why he
should regularly prepare a performance development plan while, in practice, he never received

training according to his plan.

From the foregoing discussion, one can conclude that there is actual underlying causal
relationship between performance orientation culture and limited institutionalization level of

performance management reform within the state level civil service of ANRS.

Based on the preceding analysis of both quantitative and qualitative data, we can reasonably
conclude that cultural perceptions of civil servants in relation to performance orientation actually
contribute to the difficulties that civil servants encountered to follow the guidelines of the
performance management policy and regulations as a normal business of doing performance
management in the state level civil service of ANRS. Improvement in performance orientation

culture 1s therefore called for.

It is abundantly clear from the foregoing discussion that administrative cultural orientations, i.e.,
high power distance, strong uncertainty avoidance, collectivistic orientation, high political
neutrality and low performance orientation, actually constrained civil servants from being
committed to the performance management system and hence proved to be actual challenges to
the institutionalization of performance management reform within the state level civil service of

ANRS.
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6.4 Administrative Culture within the State Level Civil Service of ANRS: Do
Background Variables Matter?

Whilst not all civil servants exhibit the same cultural orientation along administrative cultural
dimensions assessed, the qualitative findings shown in preceding subsections have demonstrated
that cultural orientations (i.e., high power distance, strong uncertainty avoidance, collectivistic
orientation, political neutrality and low performance orientation) held by the majority of civil
servants actually impaired the institutionalization of performance management reform in the
state level civil service of ANRS. These findings also provide a justification for the call for
planned cultural change programs or modification of the reform itself in the civil service under
study. However, as explained in chapter 3, to arrive at sound suggestions on which these calls
should be emphasized in civil service under investigation, there is a need to statistically evaluate
whether or not civil servants’ social background, i.e., age, gender, educational level and so on,

have significant relationship with their administrative cultural orientations.

The justification for the need of such statistical evaluation, as explained in chapter three, is
twofold. First, if administrative culture is unified and integrated, then civil servants may have
strong similarity in their administrative cultural perceptions, regardless of the differences in their
socio-demographic background. In other words, socio-demographic variables may have no
influence on civil servants’ administrative cultural orientations. This ideal situation suggests that
administrative culture in the civil service may be very difficult to change because it has already
been institutionalized. In order for the performance management reform to take root, therefore,
redesign of the reform to comply with the prevailing administrative culture in the civil service

should be given a high priority.

On the other hand, if administrative culture is fragmented, then civil servants may have
significant differences in their administrative cultural orintations along background variables,
1.e., age, gender, educational level, job category, work experience and so forth. In other words,
socio-demographic variables may have influence on civil servants’ administrative cultural
orientations. This ideal situation suggests that administrative culture in the civil service can be
changed through a planned cultural change program because it is somehow fragmented rather

than institutionalized. In order for the performance management reform to take root, therefore,
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the cultural change program aims at fitting administrative culture in the civil service with the

reform requirements should be given a high priority.

Bearing the above points in mind, an evaluation for existence of correlations between civil
servants’ administrative cultural orientations and their social background was undertaken. In
order to get a meaningful result as to whether or not civil servants’ social background has
association with their cultural orientations in relation to the five administrative cultural
dimensions assessed before, seven background characteristics were considered: a) gender
(female versus male), b) age (young (below 45) versus old age (above 45)), ¢) place of growth
(urban versus rural), d) level of education (graduate (diploma and BA) versus postgraduate (MA
and above)), e) job category (non-managerial (clerical and professional) versus managerial), f)
organization identity (bureau versus agency) and g) year of service (below 10 years versus above

10 years).

A statistical procedure applied to assess the existence of relationships between civil servants’
administrative cultural orientations and their social background characteristics was the test of
Spearman’s correlation (refer to section 4.4.2.3 for details). Correlation matrix produced is

shown in Table 6.13.
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Table 6.13: Non-parametric Correlations between Civil Servants® Social Background

Characteristics and Administrative Culture in State Level Civil Service of ANRS

Power Uncertainty Collectivistic Political Performance

distance avoidance orientation bias/neutrality | orientation
Age .050 -112 .058 -.054 -.089
Gender 138 .090 .096 .108 -.115
Organization identity -.066 -.100 -.077 -.049 018
Job category -294" 198" -235" -359" 188"
Education level 418" -.184" -.182" -2177 -.026
Work experience 143" 019 028 065 022
Place of growth 048 081 154" -171° 023

** Correlation is significant at the 0.01 level (2-tailed).

*, Correlation is significant at the 0.05 level (2-tailed).

According to Table 6.13 given above, there was no significant correlation between

age and the

administrative culture variables. This indicates that it does not matter whether civil servants are

young or old with regard to their beliefs and perceptions of administrative culture. The same

holds true for gender as background variable. Table 6.14 also indicates that the nature of

organization to which civil servants belong has no significant association with their

administrative cultural orientations.

With regard to job category, there was a positive correlation between the job position and the

performance orientation culture (r = .188%*). In this study, it implies that it matters whether civil

servants have a position or not in their perceptions of performance orientation culture in the civil

service. The positive association may be attributed to the fact that relative to non-managers,



managerial employees in the civil service are provided with further education opportunities and
have access to training opportunities abroad, and thus they may perceive such opportunities as

encouragement of performance in the civil service.

Table 6.13 also shows that there were negative correlations between the job position of
employees and the remaining four administrative culture dimensions. This means that people
with managerial position are associated with low power distance (r = -.294**), low uncertainty
avoidance (r = -.198**), low collectivistic orientation (r = -.235**) and low political neutrality (r
= -.359**). Job position’s negative association with power distance, uncertainty avoidance and
collectivistic orientation is also reported by previous research in the culture domain. Iguisi
(2009), for instance, in his study of work culture in Nigeria, found that relative to non-managers,
managerial employees in Nigeria exhibit low power distance, high individualism and low
uncertainty avoidance. A negative association of managerial position with political neutrality in
the present study suggests that most people in managerial position in the civil service are
politically biased and loyal to the ruling regime. It also indirectly suggests the prevalence of

higher political patronage in the civil service.

With regard to education, there was a negative correlation between the level of education and
administrative culture, which implies that higher levels of education are associated with low
power distance (r = -.418**), low uncertainty avoidance (r = -.184%*), low collectivistic
orientation (r = -.182%*) and low political neutrality (r = -.171%*). In other words, the more
educated the civil servants are, the less hierarchical they are, the less they are governed by rules,

the less they are group-oriented and the less they are politically neutral.

A negative association between educational level and political neutrality represents perhaps one
of the most surprising findings of this study, as it seems to suggest that the highly educated the
civil servants are, the more they become politically biased. Although this outcome appears to
contradict logical thinking (see, for instance, Jamil, 1998), there is one possible reason why such
an outcome is evident in the present study. Possibly, it is because they think it may pay off in
terms of their being considered for the top jobs in the civil service which are political

appointments.
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There was a significant positive correlation between work experience and power distance (r =
.143%*), with many years of service being associated with large power distance. This implies that
the more the civil servants stayed in the civil service, the more they were associated with large

power distance.

Finally, as can be seen from Table 6.13, there were two significant correlations between place of
growth and administrative culture; especially place of growth and collectivistic orientation (r =
.154%*) and place of growth and political bias/neutrality (r = -.171*). This implies that the more
rural a person’s origin is, the more the collectivistic orientation and the more the political bias

they express.

Going by the evidence presented in Table 6.14, it seems that administrative culture within the
state level civil service of ANRS is more unified than being fragmented. Except for the variables
of job position and education level, the other variables have limited or no association with civil
servants’ administrative cultural orientations. Moreover, results in Table 6.14 indicate that with
the exception of the association between education level and power distance (r = -.411*%*), all
other significant associations obtained were weak (r < .3). These findings suggest that
administrative culture in the state level civil service of ANRS may be very difficult to change
because civil servants’ perceptions and beliefs in relation to administrative culture seem deeply
rooted in the civil service. Therefore, the calls for deep study of administrative culture and
redesign of the reform accordingly seem more justifiable than the other way round in the context

of the state level civil service of ANRS.
6.5 Summary

This chapter sought to explore the influence that administrative culture has on the
institutionalization status of performance management reform within the state level civil service
of ANRS. Multiple regression and analysis of qualitative data obtained through semi-structured

interview were employed for this purpose.

It was found that significant associations exist between administrative cultural dimensions (i.e.,
power distance, uncertainty avoidance, collectivistic orientation, political neutrality and

performance orientation) and the institutionalization level of performance management reform
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within the state level civil service of ANRS after the effects of background variables were

statistically controlled.

Cultural dimensions of power distance, uncertainty avoidance, collectivistic orientation and
political neutrality were found to exert significantly negative influences on the
institutionalization level of performance management reform within the state level civil service
of ANRS. Performance orientation was also found to exert a positive and significant influence on
the institutionalization level of performance management reform within the civil service in
question. The statistics confirm that these findings are not just due to chance but are real. Indeed,
qualitative data collected through interviews were generally concurred with these findings, even

though some managerial respondents expressed skepticism.

It is abundantly clear from the above results that all the five propositions (i.e., propositions 2
through 6) advanced in chapter three are supported by the empirical evidences. Whilst not all
civil servants exhibit the same cultural orientation along the administrative cultural dimensions
assessed, the findings of the study support that administrative culture within the state level civil
service of ANRS is more unified than being fragmented. These findings also provide a
justification for the calls for in-depth study of administrative culture and redesign of the reform

accordingly in the state level civil service of ANRS.

This chapter has thus addressed the final two objectives of this research which sought to
investigate the relationship between administrative culture and the institutionalization status of
performance management reform within the state level civil service of ANRS and to highlight
how NPM-inspired performance management reform should be managed in relation to culture
respectively. Importantly, this chapter addressed the central research question posed for this
study: Does the administrative culture within the state level civil service of ANRS affect the
institutionalization status of performance management reform? Which cultural dimensions
within the civil service do have a significant influence and on which aspects of the performance

management reform institutionalization?

In the next chapter, the summary, implications and conclusion of this research will be described

respectively. The limitations and the contributions of the research will also be presented.
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CHAPTER SEVEN

SUMMARY, IMPLICATIONS AND CONCLUSION

7.0 Introduction

After summarising the processes of entire research, this final chapter outlines the main findings
and the conclusion of the research. Accordingly, the chapter provides an overview of the study,
re-stating the three main research questions and highlighting the methodology used to investigate
them. The chapter also presents a summary of the main findings, followed by limitations of the
research. Finally, it provides some implications for policy makers, and some implications for

future research.
7.1 Overview of the Research Problem, Framework and Methods

7.1.1 The Research Problem

Many countries in Africa have embraced the global trends of performance management reforms
and actually embarked on these reforms under the guise of NPM since 1980°s. However, the
picture portrayed about the institutionalization status of NPM-inspired performance management
reform in many African countries is not positive. It has been established in empirical studies that
though the implementation of the performance management reform process started off with an
explosive and effective beginnings in many of African countries, it fails to really take hold and,
to become a sustained effort of the public sectors in these countries (Commonwealth Secretariat,
2010; Langsten, 1995; Makumbe, 1997; Mendonca and Kanungo, 1996; Ohemeng, 2009;
Polidano, 1999).

This state of affairs has inspired a significant amount of research into investigating factors
influencing the institutionalization status of performance management reform in the public
sectors of African countries. Studies conducted in this field so far have focused mainly on the
influence of such factors as institutional capacity, training, reward, resources, structure, staff
motivation and management and political commitment (Commonwealth Secretariat, 2010; De
Waal, 2007; Dzimbiri, 2008). On top of these, it has been suggested, mainly on the basis of

private sector experience and anecdotal evidence, that ‘softer’ factors such as administrative
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culture also have a significant influence on the institutionalization level of performance
management reform by virtue of the influence they have on the way employees approach

Western-inspired management practices.

Over the years, however, few deliberative and systematic studies have been done on the
relationship between administrative culture and the institutionalization level of performance
management reforms in the contexts of the public sector in African countries (De Waal, 2007,
Karyeija, 2012; McCourt and Foon, 2007; Murphy and Cleveland, 1995; Ohemeng, 2009).
Where there have been some studies, they have generally been lumped together with other
reform policies or with reforms in general, creating a gap in the literature on whether culture
matters (Ohemeng, 2009). This shows that there is a gap in the knowledge on whether or not
administrative culture matters in the institutionalization of performance management reforms. To
this end, this research has undertaken an investigation into administrative culture and its
relationship with the institutionalization status of performance management reform in Ethiopian
civil service with a particular reference to the state level civil service of ANRS. Specifically, this

study attempted to address the following basic research questions:

1. To what extent is performance management reform institutionalized within the state level
civil service of ANRS?

2. What are the main features of administrative culture within the state level civil service of
ANRS as measured by the cultural dimensions of power distance, uncertainty avoidance,
individualism/collectivism, political bias/neutrality and performance orientation?

3. Does administrative culture within the state level civil service of ANRS affect the
institutionalization level of performance management reform? Which cultural dimensions
within the civil service do have a significant effect and on which aspects of the

performance management reform institutionalization?

7.1.2 A Research Framework of Administrative Culture and Institutionalization of

Performance Management Reform

For research to be undertaken, it is necessary to evolve appropriate frameworks based on review
of existing theoretical frameworks and a body of recent literature on the specific subject of

research. It has been established in the literature that many factors are responsible for limited
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institutionalization status of NPM-inspired performance management reform initiative. These
factors could be categorized into two main frames of reference: first, the structural-instrumental
approach, which works within the logic of consequentiality — where employees are in control and
rational calculation; and second, the institutional approach (cultural and mythical perspective)
that operates within the logic of appropriateness — where a person acts in conformity with ‘what
feels fair, reasonable and acceptable in the environment the person works within’ (Christensen,
et al, 2007:3). But despite this categorization, when it comes to analyzing reform
institutionalization, it is more beneficial to use a specific frame of reference. This study, thus,
focused on one such frame of reference, namely administrative culture, and in so doing, falls

within the larger scope of the institutional approach.

On the bases of the literature reviews on culture (refer to chapters 2and3) and performance
management (refer to chapter 2), a research framework was developed, showing the relevant
dimensions along which administrative cultural orientation of civil servants manifests, and how
these dimensions of administrative culture subsequently influence the institutionalization level of

performance management reform in the civil service.

On the basis of the framework, five fundamental propositions were proposed for testing. These
propositions were: power distance cultural orientation exerts a negative and significant influence
on the institutionalization level of performance management reform; uncertainty avoidance
cultural orientation exerts a negative and significant influence on the institutionalization level of
performance management reform reform; collectivistic cultural orientation exerts a negative and
significant influence on the institutionalization level of performance management reform;
political bias/neutrality exerts a negative and significant influence on the institutionalization
level of performance management reform and performance orientation exerts a postive and
significant influence on the institutionalization level of performance management reform. All
these propositions were advanced in the context of the state level civil service of ANRS. The

next phase of the research involved the testing of these propositions.
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7.1.3 A Methodology for Investigating the Relationships between Administrative Culture

and Institutionalization Status of Performance Management Reform

Chapter four considered the overall research paradigm within which the relationships highlighted
in the analytical framework were to be investigated and the research methods appropriate within
this paradigm. This fourth chapter set out arguments in favour of a conciliatory methodology
involving both a qualitative and a quantitative methodology. In terms of the specific research

methods for data collection, questionnaire surveys and interviews were employed in this study.

A cross-sectional questionnaire survey of civil servants was adopted with the questionnaire
designed to elicit information on the institutionalization level of performance management
reform and on administrative culture that exist within the civil service. The sample for the
questionnaire aspect of the study was considered in the light of the advice in the literature, and
the comprehensive procedures put into place by the researcher to obtain the final sample that

could offer generalisation of results to a wider population.

Following a successful pilot of the questionnaire, minor modifications were made to the
questionnaire based on the feedback, and the major survey was conducted on a randomly
selected sample of 254 civil servants, representing all civil servants working within the state
level civil service of ANRS. Altogether, 185 questionnaires were analysed, representing a usable

response rate of 73%.

Semi-structured interviews were conducted with 14 experienced civil servants chosen from
seven units in the civil service sector in line with the proposed methodology. The data collected

supported the fundamental relationships highlighted in the analytical framework.
7.2 Summary of Findings

7.2.1 An Analysis of Institutionalization Status of Performance Management Reform and

Features of Administrative Culture within the State Level Civil Service of ANRS
7.2.1.1 An Analysis of Institutionalization Status of Performance Management Reform

One of the objectives of this research was to assess the institutionalization status of the

performance management reform within the state level civil service of ANRS. As explained in
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chapters one and three, the performance management system under investigation is similar with
that of the NPM-inspired human resource-related performance management system and it
consists of three main elements. These are performance agreement, performance review and

rewarding high performers and managing under-performers.

It has also been shown in chapter one that despite this performance management system was in
effect since 2001 in ANRS, the extent to which its constituents, i.e., performance agreement,
review and reward became the normal and usual practices of civil servants remains unknown. In
other words, the question of the institutionalization level of the reform remains under-
investigated. To this end, in chapter five, analysis of the data collected was undertaken to address
the question of the institutionalization status of performance management reform within the state

level civil service of ANRS. In doing so, descriptive statistics were utilised.

The analysis carried out to assess the institutionalization status of performance agreement aspects
of the performance management reform revealed that the reform ideals of open dialogue and
joint discussion between superior and subordinate while deciding on what the latter is expected
to perform as well as what training and support he or she needs to meet the expectation are not
yet taken as a regular way of managing performance agreements by the majority of sampled civil
servants. It was found out that performance targets and development plans are in most cases
imposed by superiors rather than mutually established. Similarly, the analysis carried out to
assess the institutionalization status of performance review aspects of the performance
management reform revealed that the reform ideals of regular performance review meetings and
performance discussions between superior and subordinate are largely unmet by the majority of
civil servants in the state level civil service of ANRS. The survey result showed that majority of
sampled civil servants rarely hold a regular performance discussion with their supervisor
implying that regular discussion between manager and subordinate on the performances of the
latter is a rare phenomenon within the state level civil service of ANRS. It was also found that
formal performance review between superior and subordinate within the state level civil service
of ANRS, in most instances, is a top-down judgment affair and has evaluative than

developmental nature.

When data collected on the institutionalization level of rewarding high performers and managing

under-performers was analyzed, it was found that the majority of sampled civil servants felt that

270



differentiation of high performers from the poor ones and acting accordingly is largely ignored in

the state level civil service of ANRS.

Generally, the limited institutionalization levels of each aspect of the performance management
reform, including the overall performance management reform, found in this research were
consistent with other research reports and surveys carried out in Africa (see, for instance,

Commonwealth Secretariat, 2010; Karyeija, 2012; Ohemeng, 2009).
7.2.1.2 An Analysis of Features of Administrative Culture

In chapter five, analysis of the data collected was also undertaken to identify administrative
culture (i.e., perceptions, beliefs and attitudes of civil servants) within the state level civil service
of ANRS along the five cultural dimensions which were proposed in chapter three: power
distance, uncertainty avoidance, collectivistic orientation, political bias/neutrality, and lastly,
performance orientation. With regard to power distance, it was found that the majority of
sampled civil servants have high power distance cultural orientation which, among others,
includes high respect for those in the top of hierarchy, appreciating of status symbolism,
accepting inequality, and expectation and perception of command-based superior-subordinate

relationship.

Concerning uncertainty avoidance, it was found that the majority of sampled civil servants have
high uncertainty avoidance cultural orientation reflecting, among others, less innovation
orientation, high risk aversion and strong need for rules and regulations. In relation to
collectivistic orientation, it was found that the majority of sampled civil servants have
collectivistic cultural perceptions and beliefs reflecting, among others, preference for harmony
over confrontation, cooperation over competition and group work and reward over individual

ones.

With respect to performance orientation culture, it was found that the majority of sampled civil
servants maintain perceptions reflecting the prevalence of very low performance orientation
culture in the civil service. They perceived absence of a link between work performance and
reward in the civil service. They also perceived that innovation and performance improvement in
the civil service are neither encouraged nor rewarded. In relation to political neutrality versus

bias dimension, the survey result revealed that the majority of sampled civil servants are
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politically neutral, i.e., they prefer to be neutral and independent from the politicians and they

tend to distrust the politicians, considering them greedy, corrupt and selfish.

In a nutshell, evidence from respondents captured by the survey with regard to features of
administrative culture suggested that the majority of civil servants in the state level civil service
of ANRS have perceptions, attitudes and beliefs reflecting high power distance, strong
uncertainty avoidance, collectivistic orientation and political neutrality. It was also found that the
majority of civil servants maintained a perception of low performance orientation culture in the

state level civil service of ANRS.

Having the institutionalization status of performance management and features of administrative
culture identified, chapter five also sought to explore the correlations between administrative
cultural orientation of civil servants and the institutionalization level of performance
management reform with the aim to determine whether or not any significant relationship exists.
Spearman’s correlation coefficient was employed for this purpose. It then was found that
significant relationship exists between the institutionalization level of each aspect of the
performance management reform, including overall performance management reform and each
dimension of administrative culture, thereby suggesting that administrative culture may indeed
contribute to the reasons why the majority of civil servants get difficulty to go through with the

requirements of the performance management reform in the state level civil service of ANRS.

7.2.2 An Analysis of the Influence of Administrative Culture on the Institutionalization of

Performance Management Reform

Having established clear correlations between administrative cultural orientations of civil
servants and the institutionalization level of performance management reform, the next phase of
this research focused on the examination of the data for evidence of the influence that
administrative culture has on the institutionalization status of performance management reform
within the state level civil service of ANRS. This was presented in chapter six and addressed the
final two objectives of this research which sought to investigate the relationship between
administrative culture and the institutionalization status of performance management reform

within the state level civil service of ANRS and to highlight how NPM-inspired performance
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management reform should be managed in relation to culture. Multiple regression and data

collected through semi-structured interview were employed in the analysis.

It was found that significant cause and effect relationships exist between administrative cultural
dimensions (i.e., power distance, uncertainty avoidance, collectivistic orientation, political
neutrality and performance orientation) and the institutionalization level of performance

management reform within the state level civil service of ANRS.

Cultural dimensions of power distance, uncertainty avoidance, collectivistic orientation and
political neutrality were found to exert a negative and significant influence on the
institutionalization level of performance management reform in the state level civil service of
ANRS. Performance orientation was also found to exert a positive and significant influence on
the institutionalization level of performance management reform within the state level civil
service of ANRS. The statistics confirmed that these associations are not just due to chance but

are real. Indeed, causalities have actually been established through analysis of qualitative data.

Whilst not all civil servants exhibit the same cultural orientation along the administrative cultural
dimensions assessed, the findings of the study support that administrative culture within the state
level civil service of ANRS is more unified than being fragmented. In general, it was found that
administrative culture matters. The calls for in-depth study of administrative culture and redesign

of the reform accordingly in civil service of ANRS are therefore justified.
7.3 A Reflection on the Research and Limitations of the Study
7.3.1 A Reflection on the Research

This research has achieved its aim of investigating into administrative culture and its effects on
the institutionalization of performance management reform in the state level civil service of
ANRS. In undertaking this study, a number of choices have been made which have ultimately
influenced the methodology adopted, data collected, analysis undertaken and consequently, the
findings. Whilst these choices have facilitated the achievement of the objectives of this research,

they have also imposed some constraints on the research.

For instance, studies of administrative culture attempt to answer a number of key questions about

a group of civil servants, typically in relation to what, why and how they have developed

273



particular perceptions, beliefs and attitudes (see, for instance, Christensen, et al., ; Karyeija,
2012; Pollitt and Bouckaert, 2011). To address the objectives of this research, the choice was
made to focus on the question relating to what perceptions, beliefs and attitudes civil servants
have along with those five administrative cultural dimensions. This choice is amenable to a
quantitative approach which was thus adopted for this study. By making this choice, the study
was, as a result, limited to a simple examination of features of administrative culture within the
civil service. Although this was adequate for the purpose of achieving the research objectives, it
failed to allow the deeper insights into the underlying assumptions which, for some researchers,
is the very essence of administrative culture. Compounding this limitation was the number of
dimensions of administrative culture addressed in this study, which further precluded an in-depth
examination of any particular dimension of administrative culture. To derive the maximum
benefit from a study into a phenomenon like culture, perhaps a more appropriate approach for
future research may be to focus on only one dimension of culture, asking all the what, why and
how questions to unearth the underlying assumptions behind administrative cultural orientation
of civil servants. This approach is more suited to a qualitative methodology and will address a

different set of objectives.

Within the main quantitative phase of the study, data on the institutionalization level of
performance management reform was collected by means of a questionnaire survey administered
to both managerial and non-managerial informants. The inclusion of managerial employees is
supported by empirical evidences (see, for instance, Iguisis 2009; Karyeija, 2012). However, it
raises questions of whether they answer questions of such nature honestly, especially considering
the highly politicized nature of the civil service in developing nations. Research of this nature
will benefit more from the perceptions of non-managerial civil servants, and therefore,
researchers should target non-managerial civil servants. Again, as indicated in chapter four, 185
sets of usable data were generated from civil servants working in nine government units of
ANRS. Whilst this was adequate for the purposes of the present research, a bigger sample size
from the entire civil service of the country would be necessary in the future research to draw
firmer conclusions about the results in terms of the existence of a cause and effect relationships

between the dimensions of administrative culture and reform outcomes.
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From the above discussions, it can be seen that whilst the research undertaken has addressed the
objectives set out and drawn inferences about the relationships between administrative culture
and the institutionalization of performance management reform which can be applied in other
similar studies, there is still huge potential for improving such studies to provide deeper insights
into the influence that administrative culture has on the institutionalization efforts of Western-

oriented administrative reforms in Ethiopian civil service in general and ANRS in particular.
7.3.2 Limitations of the Study

Besides those highlighted in the preceding section, there are some other potential limitations that

should be borne in mind when interpreting the findings of this research.

It has been noted in Babbie (1992) that theoretical concepts almost never have perfect indicators.
Any given concept has several possible indicators and whilst theory and empirical evidence
facilitate the identification of the most useful indicators, they do not give absolute guarantees
that these indicators are indeed the best. In this research, a number of indicators have been
utilised as proxies for the measurement of administrative culture, and as noted above they may
not be perfect indicators. Moreover, every empirical indicator has some defects (Babbie, 1992).
Although this is a potential limitation, it is also important to emphasise that significant

theoretical and empirical evidence were adduced to support the choice of these indicators.

Again it was impossible to ascertain whether or not all the respondents, specifically managerial
respondents, answered the questions with candour. Thus, as recognised in Hammond (2006), if
the respondents failed to answer the questions honestly and to the best of their recollection as
envisaged, then the results may not be a true reflection of the population. However, the
application of case-wise diagnostics and qualitative evidences helped to obviate the potential

bias.

Given that the focus of the empirical aspects of this research was entirely on the civil service of
ANRS, and given the possibility of civil servants’ differences in administrative cultural
orientation as obtained in the present study, it is entirely plausible that there may be some
differences in the findings if this study is replicated in another jurisdiction. Indeed, this aspect is

recommended as a potential area for further research.
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7.4 Implications of the Study for Policy and Additional Research
7.4.1 Implications for Performance Management Reform

The study establishes that administrative culture matters for a performance management reform
to be institutionalized in the civil service. In order for performance management reform to take
root, therefore, either reformers should come up with cultural change program with the purpose
of fitting administrative culture in the civil service with the reform requirements or they should
engage in the design or redesign of the reform to comply with the prevailing administrative

culture in the civil service.

In other words, public sector reformers should pay attention to the compatibility between NPM-
inspired performance management reform requirements and the prevailing administrative culture
within the civil service. They should note that performance management reform should be
consistent with the host administrative cultures, and this can be done in two possible ways: a) by
carrying out a cultural adjustment program, whereby the civil servants are taken through a
process of unlearning certain norms and practices and being indoctrinated and educated with
norms and values that may ease the process of the NPM-inspired performance management
system; and b) by reviewing the performance management system so that it can accommodate

and acknowledge the context and thus become sensitive to the host administrative culture.

The above points notwithstanding, reformers in ANRS should note that administrative culture
within the regional civil service seemed deeply rooted than they might imagine and hence fitting
all elements of administrative culture in the civil service with the performance management
reform requirements could be expensive and lengthy endeavour. For instance, efforts to bring an
individualistic orientation among civil servants could be a futile exercise since the majority of
civil servants seemed socialized to a collectivistic orientation during their childhood. The same
may also holds true for power distance and uncertainty avoidance. Hence, reformers in the region
must first carry out a comprehensive cultural study so that the existing performance management
system can be redesigned with a clear understanding of cultural expectations. To put it
differently, reformers need to thoroughly study the administrative culture and modify the reform
accordingly, so that it can have a better chance of being institutionalized. However, this is not to

suggest that administrative culture within the civil service of ANRS is a deadlock and hence no
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need for efforts to change any aspects of the culture. Indeed, reformers must deliberately develop
an understanding of obstructive elements of administrative culture such as the absence of
performance orientation culture and prevalence of patronage in the civil service and come up
with specific programs to achieve cultural changes in these dimensions of culture in the civil

service.
7.4.2 Implications for Further Studies

Based on the findings and the limitations that have been noted, the study suggests possible
implications for future research that might be needed in order to better understand administrative

culture and its role on performance management in the entire civil service of Ethiopia.

Because this study focused on a single region in Ethiopia, the results and implications drawn
from it may have limited application to the entire civil service of the country. Therefore, other

research is necessary to expand the generalizability of the findings.

Given the possibility of civil servants differences in administrative cultural orientation as
obtained in the thesis, it is also entirely plausible that there may be some differences in the
findings if this study is replicated in another jurisdiction. Hence, replications involving different
regions would be necessary in future research to draw firmer conclusions about the results in
terms of the existence of cause and effect relationships between the dimensions of administrative
culture and the institutionalization of performance management reform. Such studies will also

allow for comparative analysis to be undertaken.

By addressing several dimensions of administrative culture, this research was unable to delve
into the details of any particular dimension of culture to unearth issues relating to sow and why
particular cultural orientations arise. For some researchers this is the very essence of culture. A
key suggestion, therefore, is that for future research in this domain, rather that addressing several
dimensions of administrative culture superficially, researchers must identify a specific dimension
of culture and investigate this to a great depth to unearth the underlying assumptions and beliefs
that inform a particular orientation. Inductive ethnographic approaches are preferable for this sort
of research, and will enable cause and effect relationships between administrative culture and

reform outcomes to be established more clearly.
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It has been found in this research that political neutrality is associated with limited
institutionalization of performance management reform, thereby corroborating a finding in
Kereji (2012) that civil servants’ high political neutrality is one of the factors influencing reform
performance in civil service. Unfortunately, beyond suggesting patronage and passive resistance
as a supportive justification for this association, this study does not go further to inquire into the
underlying causes of this relationship and how it can be mitigated. Given the importance of
political culture in the civil service and its detrimental influence on reform outcomes, such

research will represent a significant contribution to knowledge.

Although administrative culture was the main focus of the present study, the adoption of other
perspectives in order to understand performance management institutionalization represents a
valuable area of study to pursue. The application of more perspectives would not only enable us
to capture a holistic picture, but it would explain also the extent to which culture contributes to
the success or failure of performance management institutionalization relative to the other

variables.
7.5 Contribution of the study

Building on the existing knowledge on administrative culture, this research has provided greater
insights into administrative culture within a civil service context, in particular providing
empirical evidence on the relationship between administrative culture and institutionalization
status of performance management reform in the civil service. Thus, it extends the existing
knowledge on administrative culture and the relationship between administrative culture and

reform implementation in public sector.

Studies on civil service reforms in Ethiopia have not previously been conducted on the nature of
administrative culture and its relation with the institutionalization status of performance
management reform. This study, therefore, fills the knowledge gap concerning administrative
culture and its relation with the institutionalization status of performance management reform in
Ethiopia, providing knowledge on features of administrative culture and the relationship between
administrative culture and the institutionalization status of performance management reform in

the civil service of the second largest region of Ethiopia (i.e., ANRS).
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It 1s worth to note that reformers in Ethiopia mentioned culture without any detail, but in the
form of statements such as ‘resistance’, ‘attitudinal problem’ and ‘civil servants’ orientation’, as
a reason for some of the civil service ills in the country (see section 1.3). In other words, culture
is just being utilised as a ‘black box’ reason for most of the civil service ills in Ethiopia. This
research has thus made significant contribution by bringing the discussion of culture in the civil
service towards more empirically grounded discourse. Although this research was unable to
delve into the details of the box, it has revealed that we need to investigate and understand this
culture empirically. Moreover, the study has demonstrated that the existing administrative
culture needs adjustment. Reformers must, therefore, pay much more attention to administrative

culture than ever before.

Studies grounded on cultural perspectives have largely been done in the context of developed
countries (Farashahi, et al., 2005). Moreover, few deliberative and systematic studies have been
done on the relationship between administrative culture and the institutionalization level of
performance management reforms in the context of public sector in African countries (De Waal,
2007; Karyeija, 2012; McCourt and Foon, 2007; Murphy and Cleveland, 1995; Ohemeng, 2009).
This study’s exploration of administrative culture and its relationship with performance
management reform in the context of Ethiopia, a developing country, therefore, enriches this area

of study.

By empirically investigating the relationship between administrative culture and NPM-inspired
performance management reform, this research has provided some evidence that administrative
culture does matter for Western-rooted performance management reform to take root in non-
western context. The findings can thus be used as a basis for recommending or encouraging the
need for sensitivity to administrative culture while importing Western performance management
reform ideals to non-western context. It can also be used as a basis for encouraging policy
researchers to devote more attention to the ‘softer’ aspects such as administrative culture in order
to evolve more comprehensive frameworks for a better understanding of the relationship between

culture and reform implementation.

Finally, this research demonstrated that beyond the existing generic national culture frameworks,
it is possible to develop reliable civil service-specific frameworks that can be employed

successfully in research and yield meaningful outcomes. Indeed, the framework developed in this
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research is itself unique to this research, and hence represents a contribution that can be adopted

by other researchers for application in further research.
7.6 Conclusion

In conclusion, this research has explored empirically the relationships between administrative
culture and the institutionalization status of NPM-inspired performance management reform
within the civil service of ANRS and has found that administrative culture significantly impeded
the performance management reform institutionalization therein. The study demonstrated that
performance management reform failed to take root in the civil service of ANRS because
administrative cultural orientations of the majority of civil servants appeared incompatible with

the reform requirements.

The research revealed that high power distance orientation, collectivistic orientation and strong
uncertainty avoidance were incompatible to performance management reform which sought to
manage individual performance without considering the unequal distribution of power,
collectivistic orientation and fear of innovation or new ways of doing things. The research has
also demonstrated that low performance orientation culture and high political neutrality in the
civil service were the stumbling blocks for performance management reform to take root in the
civil service because they were opposed to meritocracy which is the central element of the

performance management reform.

The conclusion that can be drawn from this research is that administrative culture matters and the
institutionalization of NPM-inspired performance management system cannot be taken for
granted. The researcher thus contends that in order for performance management reform to take
root, reformers should engage in a redesign of the reform to comply with the hard to change
aspects of the prevailing administrative culture in the civil service. At the same time, they should
come up with cultural change program with the purpose of weeding out obstructive elements of

administrative culture in the civil service.
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APPENDICES
Appendix 1 — Survey Questionnaire

COVER LETTER OF QUESTIONNAIRE SURVEY

AN INVESTIGATING INTO THE RELATIONSHIP BETWEEN ADMINISTRATIVE
CULTURE AND INSTITUTIONALIZATION STATUS OF PERFORMANCE MANAGEMENT
REFORM

Dear Sir or Madam,

I am conducting a research to investigate the relationship between administrative culture and
institutionalization status of the performance management reform in the Ethiopian civil service by taking
civil service in ANRS as a context of the study. The study seeks to analyze the extent to which this reform
is institutionalized in the civil service using administrative culture as an explanatory variable. The study is
for academic purposes, as a partial requirement for a Doctor of Philosophy degree in Public Management

and Policy at Addis Ababa University.

I am therefore kindly requesting you to answer this questionnaire. The questionnaire will require you to
consider your experiences on how you usually conduct performance management in your organization as
well as your personal work related values, beliefs, attitudes and perceptions and use that as a basis for
responding to the questions. Your contribution will be most invaluable. You are assured that individual
responses will not be identified and the information obtained from this survey will be kept strictly
confidential and used for research purposes only. Upon request, you will receive a copy of a report
detailing the results of this research. If you require any further information or clarification, I will be

pleased to answer your questions. Contact details are provided below.

I do appreciate that the questionnaire will take some of your valuable time. However, without your kind
and expert input the ambitions of this study will not be realised. It is my hope therefore that you will be
able to assist me in this research by completing and returning the questionnaire.

Thanking you in anticipation.

Yours Sincerely,

Alazar Amare (PhD candidate)

Tel: 0911732879

Email: alaazare21@yahoo.com or alazaramare@gmail.com
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QUESTIONNAIRE

The Questionnaire consists of three parts. Part one requests personal information about
you and is required for statistical analysis and follow-up purposes only should the need
arise. Part two requests your work related values, beliefs, attitudes and perceptions in
relation to five dimensions of administrative culture ; power distance, uncertainty
avoidance, collectivism, political neutrality/biases and performance orientation. Part three
requests your experiences based opinion on how you usually conduct performance

management in your organization.
PART ONE: PERSONAL (BIBLIOGRAPHIC) DATA

Please Mark ,X“before your Choice for Each Question.

1. Gender [1] Female [2] Male
2. Age [1] 18-30 [2]31-45 [3]1>45
3. Education
[1] Certificate/ Diploma [2] Bachelor Degree [3] Masters Degree and Above
4. Job category
[3] Managerial (core or support process owner, process coordinator, team leader or case manager)
[2] Expert/professional
[1] Office secretary and administrative clerk
5. Organization you belong
[1] Bureau (designated as Buerau)
[2] Agency\autourity (designated as Agency\authority)
6. Working years in current organization
[1] 1-5 years [2] 5-10 years [3] More than 10 years
7. Working years in civil service in general
[1] 1-5 years [2] 5-10 years [3] More than 10 years

8. Where have you grown up? [1] Urban area [2] Rural area
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PART TWO: ADMINISTRATIVE CULTURE

I. ADMINISTRATIVE CULTURE - POWER DISTANCE

Administrative culture within the civil service can be assessed by soliciting of civil servants’ level of

agreement/disagreement/ with the following statements which are intended to measure employees work

related beliefs, attitudes and perceptions. Please indicate your degree of agreement or disagreement with

the following statements on a scale from 1 to 5, whereby 1 represents ‘Strongly disagree’, 2 ‘Disagree’, 3

‘Both agree and disagree’, 4 ‘Agree’, and 5 ‘Strongly agree’. Please Mark ,X* on a scale that best

represents your level of Agreement for Each statement.

Items to measure power distance Strongly Disagree Both agree | Agree Strongly

disagree and agree
disagree

Hierarchy within organization is necessary | 1 2 3 4 5

because people have to know who has

authority over whom.

Subordinates often show respect to | 1 2 3 4 5

superiors on account of the latter’s position

than actual performance and knowledge.

Elderly members within organization should | 1 2 3 4 5

be respected.

Hierarchy in my organization reflects the | 1 2 3 4 5

differences in quality between those people

higher-up and those that are further down in

the hierarchy.

In my organization, superiors and | 1 2 3 4 5

subordinates consider each other as unequal.

I believe that a superior always demands | 1 2 3 4 5

respect and obedience from his subordinates

A superior should take care of his | 1 2 3 4 5

subordinates as his own family members.

Subordinates should be told what to do. 1 2 3 4 5

In my organization, subordinates do not | 1 2 3 4 5

expect to be consulted when decisions are
made.
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Items to measure power distance

Strongly
disagree

Disagree

Both agree
and
disagree

Agree

Strongly
agree

In my organization, officials rely more on
formal rules and superiors than on
subordinates and experts.

3

In my organization, top officials seldom ask
employees for opinion before making a
decision.

Office work is of a superior nature than
manual work.

In my organization, Privileges and status
symbols for officials such as big cars, big
offices, and secretaries, are normal and
popular. They are no frowned upon.

I believe that managers at all levels should
be entitled to privileges like car and big
offices.
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II. ADMINISTRATIVE CULTURE — UNCERTAINTY AVOIDANCE

Administrative culture within the civil service can be assessed by soliciting of civil servants’ level of

agreement/disagreement/ with the following statements which are intended to measure employees work

related beliefs, attitudes and perceptions. Please indicate your degree of agreement or disagreement with

the following statements on a scale from 1 to 5, whereby 1 represents ‘Strongly disagree’, 2 ‘Disagree’, 3

‘Both agree and disagree’, 4 ‘Agree’, and 5 ‘Strongly agree’. Please Mark ,X“ on a scale that best

represents your level of Agreement for Each statement.

Items to measure uncertainty avoidance Strongly Disagree Both agree | Agree Strongly

disagree and agree
disagree

Instructions for operations are highly | 1 2 3 4 5

important for employees on the job.

Standardized work procedure should be in | 1 2 3 4 5

place in my organization.

Most civil servants have a strong emotional | 1 2 3 4 5

need for rules.

I believe that organization rules should not | 1 2 3 4 5

be broken, even when the employee thinks it

is in the organization’s best interests.

Most civil servants need to be busy and | 1 2 3 4 5

work hard.

In my organization, innovation is not | 1 2 3 4 5

appreciated.

In my organization, risk-taking is less | 1 2 3 4 5

valued.

In my organization, deviant idea is | 1 2 3 4 5

suppressed by reference to rules, procedures

and definitions of responsibility.

I believe that subordinates feel more | 1 2 3 4 5

comfortable to work under close supervision

than independently.

I believe that it is better to follow known | 1 2 3 4 5

standards and procedures than experiment
with new ideas in my organization.
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Items to measure uncertainty avoidance Strongly Disagree Both agree | Agree Strongly

disagree and agree
disagree

In my organization, most employees have | 1 2 3 4 5

suspicious attitude towards change.

I believe that disagreements can unleash | 1 2 3 4 5

aggression and should therefore be avoided

in my organization.

In my organization ‘AGREE to |1 2 3 4 5

DISAGREE’ is not wellcomed.

I believe that people do not have enough | 1 2 3 4 5

control over the directions their life is

taking.
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I11.

ADMINISTRATIVE CULTURE — INDIVIDUALISM/COLLECTIVISM

Administrative culture within the civil service can be assessed by soliciting of civil servants’ level of

agreement/disagreement/ with the following statements which are intended to measure employees work

related beliefs, attitudes and perceptions. Please indicate your degree of agreement or disagreement with

the following statements on a scale from 1 to 5, whereby 1 represents ‘Strongly disagree’, 2 ‘Disagree’, 3

‘Both agree and disagree’, 4 ‘Agree’, and 5 ‘Strongly agree’. Please Mark ,X* on a scale that best

represents your level of Agreement for Each statement.

Items to measure collectivism Strongly Disagree Both agree | Agree Strongly

disagree and agree
disagree

In my organization, social relationship | 1 2 3 4 5

among employees through traditional

networks like EDIR, EKUB, MAHEBER

e.t.c. is popular.

I believe that individual social and | 1 2 3 4 5

supportive orientation is more emphasised

than what he or she actually does in my

organization.

I believe that who you are (personality and | 1 2 3 4 5

background) is more important than what

you do in my organization.

In my organization, promotion is usually | 1 2 3 4 5

based on non-performance criteria, i.e.,

seniority, personal connection e.t.c

In my organization, harmony should always | 1 2 3 4 5

be maintained and direct confrontations

should be avoided.

I feel uncomfortable to share my opinion | 1 2 3 4 5

with the group when the opinions are

unpopular.

In my organization, direct criticism is rare. 1 2 3 4 5

I believe that competition can unleash | 1 2 3 4 5

aggression and should therefore be avoided.

I believe that cooperation is more important | 1 2 3 4 5

than competition.
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Items to measure collectivism Strongly Disagree Both agree | Agree Strongly

disagree and agree
disagree

I believe that working with others to get job | 1 2 3 4 5

done is more preferable to working

individually.

I believe that taking joint responsibility is | 1 2 3 4 5

more preferable to personal responsibility.

I believe that group welfare is more | 1 2 3 4 5

important than individual rewards.

I believe that employees should pursue their | 1 2 3 4 5

goals after considering the welfare of the

group.

Group success is more important than | 1 2 3 4 5

individual success.
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IV.  ADMINISTRATIVE CULTURE - POLITICAL BIAS/NEUTRALITY

Administrative culture within the civil service can be assessed by soliciting of civil servants’ level of

agreement/disagreement/ with the following statements which are intended to measure employees work

related beliefs, attitudes and perceptions. Please indicate your degree of agreement or disagreement with

the following statements on a scale from 1 to 5, whereby 1 represents ‘Strongly disagree’, 2 ‘Disagree, 3

‘Both agree and disagree’, 4 ‘Agree’, and 5 ‘Strongly agree’. Please Mark ,X“ on a scale that best

represents your level of Agreement for Each statement.

Items to measure collectivism Strongly Disagree Both agree and | Agree Strongly agree
disagree disagree

In administration of civil services, technical | | 2 3 4 5

considerations must be given more weight than

political factors.

Civil servants should always remain neutral in | | 2 3 4 5

relation to political parties.

The interference of politicians in the business of | 1 2 3 4 5

civil servants is a disturbing feature of public

life.

Decision-making is a preserve of those in power. | 1 2 3 4 5

It’s an advantage for the public sector if top civil | 1 2 3 4 5

servants share the political views of the ruling

government.

Ethiopia needs a new generation of political | 1 2 3 4 5

leaders.

I am not considering Ethiopian political leaders | 1 2 3 4 5

to have specialized political roles.

Politicians think more about their welfare than | 1 2 3 4 5

that of the citizens

The civil servants and not the politicians 1 2 3 4 5

guarantee reasonable public policies.

Local self-government is the best for adapting | 1 2 3 4 5

local services to local needs.

Although parties play an important role in a | 1 2 3 4 5

democracy, often they exacerbate political

conflicts.

Most political leaders cannot be trusted. 1 2 3 4 5
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V. ADMINISTRATIVE CULTURE — PERFORMANCE ORIENTATION

Administrative culture within the civil service can be assessed by soliciting of civil servants’ level of

agreement/disagreement/ with the following statements which are intended to measure employees work

related beliefs, attitudes and perceptions.. Please indicate your degree of agreement or disagreement with

the following statements on a scale from 1 to 5, whereby 1 represents ‘Strongly disagree’, 2 ‘Disagree’, 3

‘Both agree and disagree’, 4 ‘Agree’, and 5 ‘Strongly agree’. Please Mark ,X* on a scale that best

represents your level of Agreement for Each statement.

Items to measure collectivism Strongly Disagree Both agree | Agree Strongly

disagree and agree
disagree

In my organization, employees are | 1 2 3 4 5

encouraged to strive for continuously

improved performance.

In my organization, being innovative to | 1 2 3 4 5

improve performance is rewarded

In my organization, employees are | 1 2 3 4 5

encouraged to set challenging work goals.

In my organization, major rewards are only | 1 2 3 4 5

based on performance effectiveness.
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PART THREE: PERFORMANCE MANAGEMENT

I. PERFORMANCE MANAGEMENT - PERFORMANCE AGREEMENT

The institutionalization status of staff performance management reform within the civil service can be
assessed by soliciting of civil servants’ fact based opinion on the following statements which are intended
to assess how in practice employees usually conclude performance agreement in civil service. Please
indicate your degree of agreement or disagreement with the following statements on a scale from 1 to 5,
whereby 1 represents ‘Strongly disagree/Very untrue’, 2 ‘Disagree/untrue’, 3 ‘Both agree and disagree/
Somehow true and Somehow untrue’, 4 ‘Agree/True’, and 5 ‘Strongly agree/Very true’. Please Mark ,X*

on a scale that best represents your level of Agreement for Each statement.

Items to measure performance | Strongly | Disagree | Both agree and | Agree | Strongly agree
agreement disagree | (True) disagree (True)
( Very true)
(Very (Somehow true
untrue) and Somehow
untrue)
I usually engage in joint discussion with | 1 2 3 4 5
my supervisor while agreeing on tasks
and objectives that I have to accomplish
during a given performance management
cycle.
Objectives that I have to meet during a | 1 2 3 4 5
given performance management cycle are
usually mutually agreed rather than
imposed by my supervisor.
I and my supervisor usually refer to | 1 2 3 4 5
strategic plan of our organization and/or
our departmental goals while agreeing on
objectives.
I and my supervisor usually set | 1 2 3 4 5
challenging work objectives during
performance agreement.
I usually engage in joint discussion with | 1 2 3 4 5
my supervisor while agreeing on my
performance development plan.
In my organization, agreed performance | 1 2 3 4 5
development plan for a subordinate is
usually functional.
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II. PERFORMANCE MANAGEMENT - PERFORMANCE REVIEW

The institutionalization status of staff performance management reform within the civil service can be

assessed by soliciting of civil servants’ fact based opinion on the following statements which are intended

to assess how in practice employees usually conduct performance review in the civil service. Please

indicate your degree of agreement or disagreement with the following statements on a scale from 1 to 5,

whereby 1 represents ‘Strongly disagree/Very untrue’, 2 ‘Disagree/untrue’, 3 ‘Both agree and disagree/

Somehow true and Somehow untrue’, 4 ‘Agree/True’, and 5 ‘Strongly agree/Very true’. Please Mark ,X*

on a scale that best represents your level of Agreement for Each statement.

Items to measure performance review Strongly Disagree Both agree | Agree | Strongly agree
disagree (True) and (True)
disagree (Very true)
(Very
untrue) (Somehow
true and
Somehow
untrue)
I and my supervisor discuss my | 1 2 3 4 5
performance of agreed objectives on a
regular basis.
I and my supervisor usually discuss both my | 1 2 3 4 5
strengths and weaknesses in achievement of
agreed objectives during our informal
performance review meetings.
Most of the time, my supervisor directly | 1 2 3 4 5
criticizes me at times of events (any
instance of poor performance due to my
own fault).
I usually openly speak about problem on the | 1 2 3 4 5
side of my supervisor or organization at
times of events (any instance of poor
performance due to problems on the side of
my supervisor or organization).
My supervisor usually provides constructive | 1 2 3 4 5
feedback and supportive guidelines to me
throughout the performance management cycle.
I usually engage in joint discussion of | 1 2 3 4 5

performances with my supervisor during formal
performance review meetings.
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Items to measure performance review Strongly Disagree Both agree | Agree | Strongly agree
disagree (True) and (True)
disagree (Very true)
(Very
untrue) (Somehow
true and
Somehow
untrue)
I and my supervisor usually focus our | 1 2 3 4 5
discussion on planning for the future rather
than simply dwelling on the past during
formal performance review meetings.
My supervisor usually expresses negative | 1 2 3 4 5
but critical face-to-face feedback to me
during formal performance review (i.e.,
he/she does not desist from openly
expressing negative but critical face-to-face
feedback).
I usually express negative but critical face- | 1 2 3 4 5
to-face feedback to my supervisor during
formal performance review (i.e., I do not
desist from openly expressing negative but
critical face-to-face feedback).
I usually forward honest feedback regarding | 1 2 3 4 5
my colleagues’ performance.
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III. PERFORMANCE MANAGEMENT - REWARDING HIGH PERFORMERS
AND MANAGING UNDER-PERFORMERS

The institutionalization status of staff performance management system within the civil service can be
assessed by soliciting of civil servants’ fact based opinion on the following statements which are intended
to assess employees’ perceptions on how rewarding high performers and managing under-performers
practices looks like in the civil service. Please indicate your degree of agreement or disagreement with the
following statements on a scale from 1 to 5, whereby 1 represents ‘Strongly disagree/Very untrue’, 2
‘Disagree/untrue’, 3 ‘Both agree and disagree/ Somehow true and Somehow untrue’, 4 ‘Agree/True’, and
5 “Strongly agree/Very true’. Please Mark ,X* on a scale that best represents your level of Agreement

for Each statement.

Items to measure reward and managing | Strongly Disagree | Both  agree | Agree | Strongly agree
underperformer disagree (True) and disagree | (True)
(Very true)
(Very (Somehow
untrue) true and
Somehow
untrue)
In my organization, identification of high | 1 2 3 4 5
and low performers using formal
performance review is a common
phenomenon.
My eligibility for any reward practices like | 1 2 3 4 5
salary increment or training opportunity in
my organization is usually based on my
performance than other criteria.
My eligibility for promotion in my | 1 2 3 4 5
organization is usually based on my
performance than other criteria.
In my organization, provision of training for | 1 2 3 4 5
under-performers is a norm.
In my organization, it is common to take | 1 2 3 4 5
disciplinary action including dismissal
against poor performer employees.

THIS IS THE END OF THE QUESTIONNAIRE - THANK YOU FOR YOUR TIME
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Appendix 2 — Survey Questionnaire (AMHARIC VERSION)
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Appendix 3 — Interview Guide

Qualitative Interview Questions that Collaborate and Expand on the Quantitative Survey

Data

Introduction

Provide a brief profile; in particular how long you have worked within the civil service, current position within the

current organization and tenure within current organization

The Ethiopian government policy on PMS and subsequent guidelines specified four
activities/procedures/actions/ to be under taken by civil service institutions to manage the performance of
individual employees. These are formulation of strategic plan and cascading of the same, performance
agreement, performance assessment (regularly and formally twice a year) and use of assessment
information to reward good performers and to manage under-performers. Is your organization/ANRS civil
service/ policy on performance management of employees is similar to this policy to date? If not why and

what it looks like? (For concerned officials only).

Questions relating to the relationship between institutionalization status of

performance agreement and administrative culture

- According to PM policy and subsequent guidelines, Manager and subordinate should engage in joint
discussion and open dialogue while setting of goals or objectives that the latter is expected to perform.
And goals should be mutually agreed. Is that the way how you usually practice here? If not, what is
common and why? Do you consider fear of open dialogue (disagreements) with superior, superior
claim of decision making power or kind of personal relationship between superior and subordinate as a
challenge for open dialogue in goal setting practices in your department? If so, did these considerations
influence the way how you usually conclude performance agreement with your supervisor? Please

explain.

- According to PM policy and subsequent guidelines, setting of challenging goals on the side of
subordinate in collaboration with manager is at the heart of the system. Is that the way how you usually
practice here? If not, why? Do you think a problem here is related with risk of failing to achieve

challenging goals? Please explain?

- According to PM policy subsequent guidelines, Manager and subordinate should engage in open
dialogue to agree for training, development and support that the latter needs to meet the agreed goals.
Is that the way how you usually practice here? If not, why? Do you think a problem here is related with
performance improvement culture in civil service i.e., limited training opportunity or ways of training

opportunity allocation? Please explain.
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Questions relating to the relationship between institutionalization status of

performance review and administrative culture

- According to PM policy and subsequent guidelines, Manager and subordinate should engage in regular
discussion on performances of the latter throughout the performance period. Is that the way how you

usually practice here? If not, why?

- According to PM policy and subsequent guidelines, regular performance discussion between
subordinate and superior should focus on both strengths and weakness of performances. Is that the
way how you usually practice here? If not, why? Do you feel that you and your supervisor usually

desist from discussing of weaknesses? If so, what do you think of the reasons?

- According to PM policy, Manager and subordinate should engage in a conversation involving dialogue
and joint analysis of performance at formal performance review. Is that the way how you usually
practice here? If not, why? Do you consider fear of open dialogue (disagreements) with superior,
superior claim of decision making power or kind of personal relationship between superior and
subordinate as a challenge for open dialogue in formal performance review? If so, did these

considerations influence your conversation during formal performance review? Please explain.

- According to PM policy and subsequent guidelines, Manager and subordinate should exchange critical
feedback at times of events (any instance of poor Performance) as well as during formal performance
review. In other words, both parties should not desist from openly expressing of negative performance
related facts. Is that the way how you usually practice here? If not, why? Do you consider the need to
avoid confrontation and the need for harmony influence this situation? If so, did these considerations

influence your way of forwarding feedback during performance review? Please explain.

- According to PM policy and subsequent guidelines, employee should forward critical and honest
feedback about his/her colleague’s performance whenever asked. Is that the way how you usually
practice here? If not, what is common to you? Why? Do you consider the need to avoid confrontation
and the need for harmony influence this situation? If so, did these considerations influence a kind of

feedback that you give for your colleagues? Please explain.

Questions relating to the relationship between institutionalization status of

rewarding high performers and administrative culture

- According to PM policy and subsequent guidelines, reward practices like salary increment or other non
financial rewards including further education opportunity should based on individual performance than
other criterions or across the board. Is that the usual case in your organization? If not what is common

and why? Do you consider personal and political connection as a source of influence for reward

332



practices in this organization? If so, did these considerations influence your commitment towards

performance management system? Please explain.

- According to PM policy and subsequent guidelines, promotion practice should be based on individual
performance than other criterion. Is that the usual case in your organization? If not what is common
and why? Do you consider personal and political connection as a source of influence for promotion
practices in this organization? If so, did these considerations influence your commitment towards

performance management system? Please explain.

- Is it common in this organization to take disciplinary action including dismissal against poor performer

subordinate based on formal performance review results? If not why?

5. Questions relating to the relationship between political culture and

institutionalization level of performance management reform

- Do you feel a politicization of civil service (patronage) from your organization or civil service wide
perspective? Do you think that such situation influence the institutionalization level of performance
management reform in your organization (i.e., open dialogue in performance agreement, critical
feedback exchange in performance review, genuine performance ratings, reward and penalty)? If so,

please explain with examples?

- How do you express the political commitment of government towards performance management
reform? Do you think such commitment influence institutionalization level of performance

management reform in your organization? How?

- Is/are there other culture related factors that you thought to explain institutionalization level of any
aspects of performance management reform in your organization or your personal commitment

towards the reform? Please explain?
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Appendix 4 — Core Work Processes (Main Departments) and Support Work Processes
(Support Departments) in Each Sampled Organization under Study

Name of Sampled Core Work Processes Support Work Processes
Organization
1. BOTT 1. Market Development 1. Human Resource
2. Trade Inspection and Regulation 2. Plan and Program
3. Trade Licensing and Registration 3. Internal Audit
4. Transport Service Development 4. Finance and Procurement
5. Consumer Protection
6. Public Relation
7. Transport Service Operation
8. Road Safety
2. BOIUD 1. Urban planning and Beautification 1. Finance and Procurement
2. Urban Good Governance and Capacity Building 2. Plan and Program
3. Industry Development 3. Human Resource
4. Housing Infrastructure Development 4. Internal Audit
5. Urban Land Development and Management
6. Construction Industry Regulation and Capacity
Building
7. Investment Promotion
8. Land and land Related Property Registration
3.BOE 1. Public Relation 1. Human Resource
2. Education Quality Inspection and Assurance 2. Plan and Program
3. Educational Information and Communication 3. Internal Audit
Technology Development 4. Finance and Procurement
4. Teachers Development
5. Curriculum Development and Implementation
6. Educational Supplies
4. BOCS 1. Civil service Reform and Change Management 1. Human Resource
2. Human Resource Development 2. Internal Audit
3. Human Resource Planning and Management 3. Finance and Procurement
4. Good Governance Monitoring
5. Public Relation
6. Civil Service job organization and evaluation
5. BOLSA 1. Social Problem Prevention and Controlling 1. Public Relation
2. Employee-Employer Relation Management 2. Plan and Program
6.ICA 1. Networking and Website Development 1. Plan and Program
2. Information System Development 2. Public Relation
3. Human Resource Development
7.RA 1. Tax Collection and Monitoring 1. Revenue Planning and Research
2. Tax Education and Communication 2. Internal Audit
3. Information Technology Administration and 3. Human Resource
Development 4. Finance and Procurement
4. Customer Service
5. Tax Auditing and Regulation
6. Public Relation
8.BOCT 1. Heritage protection and Tourism development 1. Public Relation
2. Tourism Service Providers Competence Assurance 2. Plan and Program
3. Cultural Value Care and Development
4. Park Development
9.BOWCY 1. Gender and Youth Affairs . Human Resource
2

. Chilld Right Care and Protection
3.Women Youth Association
4.Project Preparation and Monitoring

. Plan and Program
. Internal Audit
. Finance and Procurement

AW N =
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Appendix 5 — Number of Civil Servants in Each Sampled Work Processes (Departments)

under Study
Name of
Sampled
Organization
1. BOTT Name of Work Process Managerial Non- Managerial | Non- Managerial Total
Employee Employee Employee
(Process owner) | ( Expert) (Secretary/clerk)
1. Market 1 7 1 9
Development
2. Trade Inspection 1 3 1 5
and Regulation
3. Trade Licensing and | 1 4 1 6
Registration
4. Transport Service 1 4 1 6
Development
5.  Human Resource 1 4 1 6
6. Plan and Program 1 3 1 5
Total 6 25 6 37
2. BOIUD Name of Work Process Managerial Non- Managerial | Non- Managerial Total
Employee Employee Employee
(Process owner) | ( Expert) (Secretary/clerk)
1. Urban Planningand | 1 5 1 7
Beautification
2. Urban Good 1 5 1 7
Governance and
Capacity Building
3.  Industry 1 4 1 6
Development
4. Housing 1 4 1 6
Infrastructure
Development
5. Finance and 1 4 1 6
Procurement
6. Plan and Program 1 2 1 4
Total 6 24 6 36
3.BOE Name of Work Process Managerial Non- Managerial | Non- Managerial Total
Employee Employee Employee
(Process owner) | ( Expert) (Secretary/clerk)
1. Public Relation 1 4 1 6
2. Education Quality 1 6 1 8
Inspection and
Assurance
3. Educational 1 6 1 8
Information and
Communication
Technology
Development
4. Plan and Program 1 4 1 6
5. Internal Audit 1 3 1 5
Total 5 23 5 33
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Appendix 5 — Number of Civil Servants in Each Sampled Work Processes (Departments)
under the Study (continued)

Name of
Sampled
Organization
4. BOCS Name of Work Process Managerial Non- Managerial | Non- Managerial Total
Employee Employee Employee
(Process owner) ( Expert ) (Secretary/clerk)
1. Civil service Reform and 1 6 1 8
Change Management
2.  Human Resource Development | 1 6 8
3.  Human Resource Planning and | 1 4 1 6
Management
4. Human Resource 1 7 1 9
5. Internal Audit 1 3 1 5
Total 5 26 5 36
5. BOLSA Name of Work Process Managerial Non- Managerial | Non- Managerial Total
Employee Employee Employee
(Process owner) ( Expert ) (Secretary/clerk)
1. Social Problem Prevention and | 1 6 1 8
Controlling
2. Public Relation 1 3 1 5
Total 2 9 2 13
6. ICA Name of Work Process Managerial Non- Managerial | Non- Managerial Total
Employee Employee Employee
(Process owner) ( Expert ) (Secretary/clerk)
1. Networking and Website 1 6 1 8
Development
2. Information System 1 4 1 6
Development
3. Plan and Program 1 3 1 5
Total 3 13 3 19
7.RA Name of Work Process Managerial Non- Managerial | Non- Managerial Total
Employee Employee Employee
(Process owner) ( Expert ) (Secretary/clerk)
1. Tax Collection and Monitoring | 1 8 1 10
2. Tax Education and 1 4 1
Communication
3. Information Technology 1 3 1 5
4. Revenue Planning and 1 3 1 5
Research
5. Internal Audit 1 2 1 4
Total 5 20 5 30
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Appendix 5 — Number of Civil Servants in Each Sampled Work Processes (Departments)

under the Study (continued)

Name of
Sampled
Organization
8.BOCT Name of Work Process Managerial Non- Managerial | Non- Managerial Total
Employee Employee Employee
(Process owner) ( Expert ) (Secretary/clerk)
1. Heritage Protection | 1 6 1 8
and Tourism
Development
2. Tourism Service 1 4 1 6
Providers
Competence
Assurance
3. Plan and Program 1 3 1 5
Total 3 13 3 19
9.BOWCY Name of Work Process Managerial Non- Managerial | Non- Managerial Total
Employee Employee Employee
(Process owner) ( Expert ) (Secretary/clerk)
1.  Gender and Youth 1 6 1 8
Affairs
2. Child Right Care 1 5 1 7
and Protection
3. Human Resource 1 4 1
4. Finance and 1 8 1 10
Procurement
Total 4 23 4 31
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Appendix 6 — Normality Test for Administrative Cultural Dimensions

Tests of Normality

Kolmogorov-Smirnov Shapiro-Wilk
Statistic | df Sig. Statistic df Sig.
Power distance 51 185 .000 931 185 .000
Uncertainty avoidance 070 185 .029 .979 185 .007
Political bias/neutrality .077] 185 .009 .982 185 .019
Collectivistic orientation .091] 185 .001 957 185 .000
Performance orientation 071 185 .023 .966 185 .000
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Appendix 7- The Size of Standardized Residuals

Casewise Diagnostics”

Case Institutionalization
Number | Std. Residual level of PA Predicted Value Residual
1 2.598 433 2.7413 1.59207
80 2.564 4.00 2.4291 1.57091
102 2.861 3.67 1.9136 1.75308
113 2.184 4.00 2.6615 1.33853
133 2.258 4.00 2.6164 1.38360]
136 -2.267 1.17 2.5557 -1.38906
140 -2.318 1.33 2.7536 -1.42025
145 -2.442 1.67 3.1628 -1.49616
161 -2.624 1.00 2.6076 -1.60759
173 -2.251 1.33 2.7127 -1.3794OI
a. Dependent Variable: Institutionalization level of PA

Casewise Diagnostics®
Case Institutionalization
Number Std. Residual level of PR Predicted Value Residual
1 2.121 4.00 2.7391 1.26090]
37 -2.207 1.60 29118 -1.31179
79 2.164 4.50 3.2136 1.28637
80 2911 4.00 2.2694 1.73061
102 2.734 3.40 1.7749 1.62515
121 2.064 3.00 1.7729 1.22711
123 2.056 4.00 2.7778 1.22223
133 2.301 3.90 2.5323 1.36768
136 -2.375 1.00 24117 -1.41169
145 -2.732 1.30 2.9243 -1.62430
161 -2.440 1.00 2.4503 -1.45030

a. Dependent Variable: Institutionalization level of PR
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Appendix 7- The Size of Standardized Residuals (continued)

Casewise Diagnostics”

Case Institutionalization
Number Std. Residual |level of RandMUP| Predicted Value Residual
1 2.306 4.20 2.7153 1.48468
37 -2.252 1.00 2.4498 -1.44981
80 2.852 4.00 2.1640 1.83602
111 2.482 3.60 1.8583 1.94166
115 2.078 4.00 2.6622 1.33781
118 -2.256 1.00 2.4524 -1.45241
131 2.450 3.40 1.8224 1.57757
133 2.921 4.00 2.1195 1.88052
136 -2.017 1.00 2.2987 -1.29872
143 -2.172 1.00 2.3980 -1.39803
175 2.268 3.40 1.9399 1.46014
a. Dependent Variable: Institutionalization level of R&MUP

Casewise Diagnostics”
Case Institutionalization
Number | Std. Residual level of PMGT | Predicted Value Residual
1 2.675 4.14 2.7341 1.40880]
37 -2.289 1.67 2.8720 -1.20531
80 2.847 4.00 2.2899 1.51008
102 2.644 3.14 1.7504 1.39244
121 2.181 3.00 1.8513 1.14873
123 2.130 3.95 2.8306 1.12180]
133 2.838 3.95 2.4580 1.49433
136 -2.617 1.05 2.4259 -1.37833
140 -2.147 1.57 2.7019 -1.13051
145 -2.698 1.48 2.8967 -1.42050]
161 -2.437 1.14 2.4261 -1.28321

a. Dependent Variable: Institutionalization level of PMGT
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