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Abstract
In Ethiopian context, the government has shown ciiteement to improve public service leadership by
launching different initiatives under the scope @BRP. Public service leaders at different leveloadte
transformational agenda to achieve growth and toamstional plan (GTP) goals. However, public seevi
organizations’ performance highlighted a numberimoplementation deficiencies in terms of effectivesie
efficiency and a leadership practice has not bgetolexpectations. Therefore, the objective of iitcle was
to investigate the extent of leadership effectigsnian Ethiopian public service organizations atefetl and
regional levels. The study was employed focusingtlom top management sub component of the reform
program by evaluating its projects to what degtemnables /transforms the public organizationsecefficient
and effective. The descriptive survey by using mixeethod (quantitative and qualitative) researcbragch
was applied. The categories of respondents wene filemand side and supply sides. Among the ninemegf
the country, two regions and one city administratiavere selected. Analysis of documents, interviand
responses to both open and close-ended questichsnade using SPSS software. The key findings ledea
that the changes in Ethiopia enabled to create deimg society for improved services. However, |eakip
effectiveness is not at its required level to tfarma public service organizations in terms of strgy for
performance in order to be globally competitive amzhage changes. Lack of motivation and commuoicatf
the vision and the commitment to reform is ofteiticized as inadequate, since many institutionslac&ing
visionary leadership, and the accountability relehip between government and public service pevsidhas
not been clarified. There is high degree of vasiatamong managers of different levels in the arafas
organizational performance. Finally, the recommensigutions, is to develop leadership developmengiam
that can initiate system based thinking in ordeetdize the vision of the country.
Key Words: Effective leadership, organizational performanadlizc service organization, civil service reform
program,

1.1. Introduction

Effective leadership is integral for the achievemehthe goals and objectives of the organization
(Akinboye, 2005). As Kotter (1990) also argued Efffee leaders play their role by creating prevalvision
and mission , communicating the vision and missiaigrifying mission and organizational objectivesall
levels of the organizations, and steer organizatiorhigh performing outcomes. In Ethiopia, theabshment
of public service system has passed a history 0fyHars. However, until the down fall of the mifitaegime
(1991) many public service institutions lacked eigiry leadership, and public organizations operatadier
very poor conditions for many years. Recognizinig,tthe current government has embarked on a sefies
reform programs by undertaking different refonitiatives since 1991 (Getachew and Richard 2006¢sfin,
2006 (Mehret and Paulos, 2000).

Since 1991, Ethiopia started reforming the pubécviee reform by designing two basic strategies:
political decentralization and economic liberaliaat As the country steadily moves away from yeafsa
closed centralized system to decentralized systemowernance, the processes of adopting, remoldimd
advancing the new style of leadership have indemabine a daunting task. As stressed by differenlach
(Senior 2002, Holbeche 2006, and Hayes 2@u)ic services across the world face many cha#lerfgpm the
contexts within which they have to govern and pidevservices during change. This fact also indictias
effective leadership is needed to coordinate tliertsfof diverse organizational units during pesaaf rapid
change and development.

So it was imperative to the current governmenthange the structure and political system to adjust
the civil service with the new governmental arrangats. Among the broad areas of civil service raforthe
top-management reform sub program was designed. m#jer objective was to enhance the capacity of
members of civil service leadership and to imprtive effectiveness of leadership in strategic plagrand
management as well as to make appropriate policysidas. The sub-program also entails the procéss o
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improving the performance of public organizatioeaders’ in formulating institutional vision, missiopolicy,
and strategic plans (MOCB 2004).The issues condettiethe areas of leadership such as organizatibns
central institutions, responsibility, accountaliliefficiency and effectiveness of public organiaas were to be
addressed by the projects designed under this qmogr

In addition to the components of the CSRP and asqgfathe capacity building program, different
reform initiatives and management techniques l[IlBRBBSC, and development of change army has been
introduced to enhance organizational performandaigtry of Capacity Building ,2004 ;Mesfin ,2006;
Tesfaye, 2009). Recently the government has hightyaged in the strategy of building developmenarige)
army in organizing the staff of public organizasostaff in 5 to 1 unit to achieve the desired oibjes of the
organizations.

These initiatives aimed to radically transform hblic service system into modern, effective and
efficient system that allows government to attdie vision and policy strategies. Some tangible ltedn
improving structures, in organizational competesiciend in improving service delivery have beensteged
due to these reform programs. However, the reforognams (specially the projects designed undertdbe
management sub-component) were not executed irspieed that it was desired (Mesfin 2006) .And the
performance of public service organizations isl $#iés than expected (MOCS, 2013). This is becdhee
measures taken to implement comprehensive andrateeCSRP and the capacity of involving all stakeérs
was not implemented at the level it was required.

On the other hand, Ethiopia has intensively emlshidee implementing a comprehensive agenda to
achieve its vision to become the middle income tun the year 2025(MOFED 2010). To this end therdry
as designed the growth and transformation planmwisiz#ery comprehensive and highly intensive. Tatuires
effective leadership as a critical factor in impkting the initiatives and to make the public orgations
efficient and effective to achieve this plan. Ergail observations also indicate that public sewiteaders need
further to be effective, otherwise, the challengesid be overhead and it would take more than thersy
expected to achieve transformational goal. Therothajor challenges were the misunderstanding oormef
programs and initiatives from people in organizatimcluding stakeholders because the requiredeaweas was
not created even on the mission and vision of tgarmizations.

The above facts indicate that, there is a percemfdhat the objectives of the reforms remainffam
fully realized (Getachew and Richard 2006; YosefPdue to lack of improving the effectivenessezdership
in public service organizations. Therefore, thischr investigated the improvements and challeragagronting
the public service leadership in implementing refdnitiatives to improve organizational performara®d to
achieve the larger goal of GTP. Hence, the majerést here is to examine the degree to what ettterppublic
service leadership is effective to address the Iprog connected to improve organizational perforraaimc
developmental state of Ethiopia .To this end, tyge management reform subprogram, designed to altires
problems connected to institutional management laadership to improve organizational performancas w
investigated.

1.2. Statement of the Problem

Most organizational theorists agree that effecbaglership is one of the most important contrilgitor
overall organizational performance success. Howekiercommon problem in most public service orgatidns
is to identify what leadership is and what lead#osto ensure team and organizational success sswed
understood (Kouzes and Barry 2002, Niven, 2003ed%ai 2008, and Barbara 2002). The effectivendss o
organizational performance of public sector, whigim be highly affected by effective leadershipEthiopia,
has been a major concern to the government to\zehiee goal of growth and transformation in allexdp as
lack of effectiveness in the areas of leadershig mmon problem in most public service organizeti of
Ethiopia (Getachew and Richard 2006).

In Ethiopia the government has embarked on assefieeform programs in improving public service
performance since 1994. With the new change ofegfyaand radical move, by the Government to implenae
high level of decentralization strategies has nexlieffective leadership. But challenges that asvalent in
terms of its effectiveness have been exacerbatethiny organizations (Mesfin 2006). In Ethiopian tesi, the
government has shown commitment to improve pulgiigise leadership by launching different initiavender
the scope of CSRP. The top management sub compohtha program is specifically focusing on to aamne
the problems associated with the effectivenesabfipservice leadership (Ministry of Capacity Rlidg 2004).

However, the review of the Ethiopian Civil Servizeganizations performance undertaken in 2000, and
2006 highlighted a number of implementation deficies in terms of effectiveness, efficiency of grejects
designed under this program. In response, Goverhiried to add a new initiatives like BPR, resuliented
performance management system(ROPMS) which lattanged to BSC Reform Programs with the aim of
developing, efficient and effective civil serviteough institutional reforms.
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As a result, public service institutions have tried enhance efficiency and effectiveness through
different reform packages. A customer oriented agpn and timely public services provisions wereettgyed
and put in place in some organizations. This fagkaled that the government’s success, even thdogiter
results have been achieved in terms of efficietioy,effectiveness of public service performance e less
and achievements are widely different from insiitaitto institution. The progress of the reform peogs and
the effectiveness of organizational performanceadse uneven and have large variations among regibime
real challenges are associated to lack of effecldazlers and lack of adequate knowledge and sidll f
implementing the projects.

Since, there is high perception of all these pnoisleconsolidated research needed to be conducted
regarding the impact of effective leadership onaoigational performance in Ethiopia. Besides, #wearcher
has a rich experience in working in public servicganizations for many years with different respbifises
that assisted him to understand the challengesaafelrship effectiveness occurred in public servitass fact
call for the researcher, to conduct the study adribute some solutions to solve the challengthénarea of
leadership
1.3. Objectives

The objective of the study is to assess the extelgadership effectiveness to improve organization
performance by identifying the underlying challesdaced by leaders in the public service. Accorginthis
study focuses on the following specific objectives:

1. Analyze to what extent leadership is effectivenmpiementing reform programs.

2. Assess how reform initiatives and projects areagad in the public service organizations

3. Assess how leaders are integrating reform invigstiand improving organizational performance
4. Assess the views of employees and customers tovlaedsadership practices in the public service
1.4. Significance of the Study

Currently, the country of Ethiopia is urgently eggd to implement three interdependent hierarchies o
goals; millennium development goals, its own loagyt vision .Therefore, the significance of thisdstus
highly related to the present day socio-economéadeeof the country and change management issugispket
is striving to maintain accelerated and sustainal@eelopment and there by achieve its vision ofob@ng
middle-income country by the early of 2020’s.

The attainment of this vision, therefore, presuggosndertaking leadership efforts that include the
introduction of radical changes in existing opemgiSystems in the public sectors. For this purpthse study is
expected to contribute in identifying the leadeps$tiyle necessary for implementing the changeatiig tools
in implementing public service reform program astele to shift its traditional to modern managemgrgtems
and practices. The research result, in that it ndie leadership challenges and limitations; wélén high
contribution to the Public Service indicating omhitne national vision should be articulated, tbepetence of
managerial leadership and the need of the partipergith other players to translate the nationalorisinto
tangible outcomes.

2.0. Literature Review

2.1. What is Leadership?

There are many and diverse definitions of leadprghien by different scholars at different timesr F
instance: as Bennis (1999 ) leadership is defiretha ability to have a vision that is well comnuated, build
trust among colleagues, and take effective actaealize one’s own leadership potential. Kotté¥9@) pointed
that leadership is a set of processes that edtablithe effectiveness of organizations and modifesn
according to changing situations to make their qggenince effective. According to him leadership |ules
organizations’ future vision, aligns people witlistbrganizational vision, and inspires the membeischieve it.
The concept of leadership is reviewed by many sthBor example: Maxwell (1998) who concluded that
leadership is the ability to influence others. Aling to Chandra (2010) leadership is the procéasfloencing
and supporting others to work enthusiastically talsaachieving objectives .the researcher usesd#figition
for the purpose of this study.

2.2. Organizational Performance and Leadership thetes

In the recent literature of leadership there héween four main ‘generations’ of theory: Trait
theories, Behavioral theories, Contingency theosied Transformational theories. It is importantJakn van
Hennessey (1998) has pointed out, to recognizertbaé of the four ‘generations’ is mutually excligsior
totally time-bound. All these theories of leadepshelp organizations to apply or determine the appate type
of leadership to the specific of that case or sitmato effect organizational performance. Moregwah theories
underline organizational performance is highly deiaed by leadership effectiveness. Both the trebry and
the behavioral theory of leadership attempted tnfifly the one best leader and the one best strealf
situations. By the late 1960s, it became appatwait there is no such universal answer. Contingehegry
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holds that the most appropriate leadership qusliid actions vary from situation to situation. éwting to this
theory effectiveness depends on leader, followst,situational factors (Drucker 1999).

Based on the contemporary perspectives, to impooganizational performance, effective leaders are
transformational leaders those who are able toyapgir skills based on different philosophicalygsological,
social, cultural, political, economics, ethicalcheological factors. They assess organizationariai- and
external-environment conditions to influence othersard the achievement of goals by working witenthand
through them (Robbins 2003; Bernard 2000)). This fauld also apply to the case of Ethiopian pubdicvice
organizations if supported by study and this stexiyected to narrow this gap.

2.3. Leadership Effectiveness and Transformationdleadership

2.3.1. Transformational Leadership

Burns (1978) who considered as the founder of feammtional leadership theory viewed
transformational leadership as a significant fatwcachieve goals and successfully manage changenistantly
changing conditions of organizations. The modetafisformational leadership refers to a procesteséloping
a commitment for the implementations’ of strateg@sectives and mission of an organization to mefkective
organizational performance (Dessler, 1999; Riggio et.al., 2006).

A new paradigm of leadership theory has also camediped that a transformational leadership is
effective and important in every sector and in gwsatting (Avolio and Yammarino, 2002; Bass andgrig
2006)). They have demonstrated that transformdti@aalers are those who stimulate and inspire fials to
achieve extraordinary outcomes. More importantiysformational leaders help followers grow and tgvan
to leaders by responding to individual followergenls by empowering them and by aligning the objestand
goals of the individual followers, the leader, t@up, and the larger organization (Bass 2006;Avalio &
Yammarino 2002). This type of leadership more djmdly identified by the following characteristics

2.3. 2. Effective Leadership, Change management, diorganizational performance

Organizational theorists agree that effective lestp more specifically transformational leadership
style is one of the most important contributorsverall organizational success (Weese 1994, Roliflf8, and
Bernard 2000). Several studies have also foundetifiettive leadership style is transformationabieship over
other types of leadership by displaying positivéadgors of transformational leaders (Avolio & Yanmina,
2002; Bass & Avolio, 1994; Bass, 1985; Dionne, Yaanmo, Atwater & Spangler, 2004; House, 1988; Howel
& Avolio, 1993; Kirkpatrick & Locke, 1996; Smith,9B2).

They ascertained that the role of transformatidesdier is to change an organization by recogniaimg
opportunity and developing a compelling vision, coamicating it vision to organizational members,|dhinig
trust in the vision, and achieving it by motivatiogyanizational employees. So that, transformatiomadel of
leadership is considered as the most effectivééncbntemporary management for the following reasémd
the similar case could happen in Ethiopian conditio

2.4. Empirical Evidences about Ethiopian Public Sesdice Leadership and Organizational

Performance

2.4.1. Less Awareness about Civil Service Program:

Different writers argue that an attitudinal problatmout the concepts of the CSRP was existing in the
public service institutions until the year 2001. iRsvas indicated by (Paulos (2000) weakness orillingness
to sense and internalize the need for change wasmdgor problems. Most members of the organizations
considered that the framework designed by thel cgrvice reform emphasized that the need for more
attitudinal changes rather than reinforcing orrgjthening the existing organizations, structures methods to
improve performance. Many writers argue that ini&fa the civil servant seems pessimistic aboutwhele
change process (Getachew and Richard, 2008 .organizational performances in delivering pub&rvices are
very poor which resulted from absence of well depetl leadership system. All these are becauseckfda
implementing the whole concepts or programs angept® of the CSRP and lack of implementing capacity
programs in public service organizations.

2.4.2. Limited Commitment among Some Organizationdleaders:

In the public service organizations of Ethiopiafeli€nt change initiatives like BPR were tried to be
effective, however, different leadership challenljes Lack of commitments and poor communicatios haen
revealed through: lack of adequate knowledge onctiveepts of other reform programs including besn
process re-engineering (BPR); putting the changmda aside or giving it as an assignment to othess;
assigning the best people for reengineering teamasiequate follow up and weak support. To overctimese
obstacles, the leadership at Ministry of CapacityildBng discussed with the top leadership of such
organizations, but not reached a consensus. Stilatisfactory measure has been taken to impreveriblem
of what in most circumstances happen in publidtutsdns (Mengistu2006).

Another weakness of the reform program was Poomaanication. As it is indicated by Mehret and
Paulos (2000) and many others BPR framework regui@mmunication with employees, customers and

118



Journal of Law, Policy and Globalization www.iiste.org
ISSN 2224-3240 (Paper) ISSN 2224-3259 (Online) l'—,i,!
Vol.26, 2014 IIS E

stakeholders. Due to lack of formal communicatibawever, confusion and rumors among employees have
been common in many public organizations. Ethiapistriving to build sustainable economic developtrand
good governance aiming to improve the living stadda its citizens. For this purpose the civil Seevreform
program with all its components is one of the keglt in achieving these developmental goals. Howene
addition to the old bureaucratic system of civiiviee system and the new problems created duenhe sases

of resisting the new change agendas do not all@vgtivernment in achieving sustainable developmaedt a
good governance.

The government has undertaken lots of reform measurorder to create the civil service system that
support the attainment of economic developmentgowti governance. Among these reform programs, CSRP,
Comprehensive Capacity Building Program, BPR, 88IC initiatives all aim to radically transformetleivil
service system into modern, effective and efficeygtem that allows government to attain the visiod policy
strategies.

2.5. Related Research and Gaps

To realize government economic and social poliefisiently and effectively, to improve transpargnc
and accountability in the regions, the identifioatiof obstructing /problems and in depth evaluatdrthe
leadership practices shall have high output in mgehe intended growth and transformational gblaiwever,
there is no consolidated and comprehensive resaesdks, which can support in presenting recommeaodat
for leadership challenges existing in public seevicganizations. Few trials made so far by Mehanet Paulos
(2000) and Getachew and Richard (2006) were sddihtio federal level leaving the cases of regidnscal
levels. Besides, these and some research wereotriether programs of civil service reform, howewary rare
were available in the area of top-management systésrcomponent of the reform. In most cases inly the
government reports that tried to indicate failundsthe public service to embrace/hold/ ownershipl
commitment of the reform to keep the pace of thengle several times (MOCB 2006, 2007, 2009, and MQFE
2003,2006). Due to this reason, only governmerg dista were considered for different analyses iswithout
considering research based findings.

As Mengistu (2006) and different monitoring and leation repots including government report (2004,
2009, 2010, and 2011) on the achievements of tf@nmneinitiatives indicate, there still is a wide maf
conducting research to solve the problems of igtffeness of performances in public service orgations. On
the other hand, many studies on leadership effetiss and organizational performance done so fer o
profit making /business organization, but rare areilable regarding the cases of public servicamimations.
So, it is expected that this study will have a higntribution to minimize the research gap in theaaof
leadership effectiveness and organizational perdioca in public service organizations.

3. Research Design/Methodology

3.1. Research Design

The research design embodies descriptive survapplying mixed research approach (qualitative and
guantitative). The rationale for the choice of digdive survey method is the fact that the desorpstudies are
used in order to describe and interpret the trdnelvents that exists (Seyoum and Ayalew, 1989; Best and
Kahun, 2003). Furthermore; interviews can conteltotthe research process by providing rich inttgtions of
events on leadership effectiveness and organizdtparformance.

3.2. Population of the study

Public service leaders (top, middle lower levedmployees, and customers of public service
organizations are pools of the study.

3.3. Sampling Frame
The sample unit for this study consisted of seifdaders, deputy leaders, department heads, drawn
from different public services (N=150).

3.4. Sample Size and Sampling Technique/sample dgsi

30% of the selected public service organizatioradkers were included by using both probability and
non-probability (random and purposeful) samplingthod. The characteristics of the population were
determined by limiting the study to some selectaghnizations. The sampling method used was miates
random sampling technique:

A. The first step was to stratify the sectors in toialosectors, economic sectors, and governancersect
Then social sectors represented by education;diweoenic sector represented by agriculture sectat; a
governance sector represented by civil serviceosethe inclusions of social and economic sectogs a
based on their performance in the implementatioreftfrm program. But civil service organization is
purposely selected in the study because it islébding institution of the reform initiatives ineth
country.

B. Ethiopia has nine regions and two city administragi out of these, two regions and one city
administrations were selected. Oromia region, wikdhe largest region (45%) and might have also th

119



Journal of Law, Policy and Globalization www.iiste.org
ISSN 2224-3240 (Paper) ISSN 2224-3259 (Online) l'—,i,!
Vol.26, 2014 IIS E

largest impact on the development of the countayppsefully the part of the study, and Addis Ababa
city was selected randomly from the two city adsiirgtions.

C. From the emerging regions (Afar,Somale, Gambelth,8enshangul-gumuz) one region and
Bensihangul Gumuz included in the study purposgfhltcause this region was reported as better
performing region in reform implementations amongeeging regions (Government Report,
2009/2010). So that good experiences, which cap foelother emerging region, are drawn from this
region.

3.5. Types, Sources and Methods of Data Collection

The researcher used different instruments for datkection; Questionnaire, Interview, Observation
focus group discussion, and document analysese made from the selected regions and institstion
Furthermore, observations and checklists were {mesues that require special attention. Prindata were
collected using questionnaires, personal obsemvatioterview, and focus group discussions. Seriofis
discussions conducted by involving officials of pabservice organizations at different levels, sentivil
servants, change agents and different stakehol8ecandary data collected through documentary aisafyom
relevant sources.

A. Questionnaire; To construct the questionnaire firstly, main aredsndicators were developed to
measure the relationship between effective leagerahd organizational performance based on the
basic questions. Then it was translated to varsabfehe study. The questionnaires were in a fvell
likert-scale.

B. Interview; Interview was conducted at different levels andifferent times. First, at all levels as much
as possible, it was conducted with head of orgdioizs. Latter, program coordinators, facilitators,
employees and customers were used as a sourcéaoflthe sample comprised of the Deputy Minister
of civil service minister responsible for the Pabkervices, Head of the Public Service Reform
Programs at federal and regional levels.

3.6. Method and Tools of Data Analysis

Both quantitative and qualitative data collecteg Using different instruments were categorized
through coding, tabulation, and by drawing stat@tinferences and were analyzed by using diffeteals.
Quantitative data were presented in the form detlbar charts, pie -charts, percentage distohbudind linear
charts and were analyzed using ‘The Statisticak®ge for Social Sciences (SPSS), Microsoft Exeekpge,
and Web Chi Square calculator (Web tools). Thesghiare test statistic and the distribution of mea@® used
in the answering research questions and to idergitionships between variables of leadershipcéffeness
and organizational performance.
4. Result and discussion: Data Presentation and Alysis

4.1. Introduction

This part of the article presents the results &f thata gathered from leaders of public service
institutions, employees and customers by using topresire, interview, and focus group discussiohiis
article deals with one of the basic research qoestf the main research entitléshdership effectiveness and
organizational performance in Ethiopian public SeesorganizationsBased on the research design of the main
research the questionnaire was distributed to @5pandents and 145 (96.7%) were successfully regploand
the data gathered through interviews and focuspmdbiscussion were organized and interpreted in \0éhe
objective of the study and research questions.

4.2. Characteristics of the respondents

The following table- provides information about ttiearacteristics and frequency distribution of kyad
respondents.
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Table 4.1. General characteristics of respondents

Sex of respondents Leaders
Frequency Percent
Male 111 74.0
Female 39 26.0
Total 150 100.0
Age of respondent
18-30 7
31-40 57 38.0
41-50 68 45.3
51-69 18 12.0
Total 150 100.0
Educational level
Diploma 15 10
BA/BSC 82 54.7
MA/MSC 49 32.7
PHD 4 2.7
Total 150 100.0
Organizational level
Federal level 41 27.3
Reaional leve 10¢ 72
years of service
below five years 1 7
five to ten years 7 4.7
ten to 15 years 32 21.3
15 years and above 110 73.3
Total 150 100.0
current position
Top managers 50 33.3
middle managers 59 39.3
lower level managers 41 27.3
Total 150 100.0

The gender composition of the respondents as depintthe above table was strongly biased to males
(74.0% male and 26% female). Majority of the regfmms were at between the age 40 and 50 (45.3%hand
other 38% were between 31-40 ages. This showsatenatured and well experienced to respond arskptre
their ideas for the study based on the questioesairhe younger leaders in number (19) have ald@ipated
in this study and this shows a good perspectiveftiiture leadership development. The mean age of the
respondents resembles towards middle aged people.

Regarding their educational back ground the majafitthe respondents (54. 7%) have the first degree
and 32.7% have second degree and in some orgamgdtiere are some PhD holders at leadership qusiti
This indicates the educational preparation of tbblip service leaders is much improved than repofiee
years ago (MOFED,2010). In this study 72.7% ofriégpondents are from regional level and 27.3%wen f
federal institutions and it helps to evaluate teads of performance at different levels. The ye&rservice and
work the leaders’ work experiences is indicated tha majority were(73.3 %) have worked for 15 geand
above at leadership position and 21.3 % of haenlon leadership position for ten years and abiowd; 5.7
% have low experience. This shows relatively a éesdvith good work experience and service years are
assigned to positions. Regarding the leadershifiipo®f the respondents it constituted top lewsder (33.3
%), middle level mangers (39.3%), and lower levahagers (27.3 %). This helps to get balanced ptiopoof
leaders’ respondents from all level to get the ireglinformation at all levels.

121



Journal of Law, Policy and Globalization www.iiste.org
ISSN 2224-3240 (Paper) ISSN 2224-3259 (Online) lL,i,!
Vol.26, 2014 IIS E

4.3. Leadership Effectiveness in Public Service Oagizations

4.3.1. Effectiveness of setting clear vision, commigating the vision, Monitoring and Evaluation
to implement reform programs

Effectiveness of leadership is usually evaluatedcbgsidering some factors or pre-conditions to be
full-filled by leaders. Respondents were askedite their opinions on different items/factors idéatl to affect
leadership effectiveness. These factors are thewnlg; setting clear vision, communicating the s and
vision, goal setting, monitoring and evaluatiormdership commitment, and the ability of leadersnspiring
and motivating. Their response is presented below.

Table 4.2. Respondents ranking on factors of lesdeeffectiveness
Sex of respondents  * setting clear vision
setting clear vision

very
very low low Medium  High high Total
Sex of Male Count 6 39 40 22 4 111
respondents % 5.4% 35.1% 36.0% 19.8% 3.6% 100.0%
female Count 0 9 21 7 2 39
% 0.0% 23.1% 53.8% 17.9% 5.1% 100.0%
Total Count 6 48 61 29 6 150
% 4.0% 32.0% 40.7% 19.3% 4.0% 100.0%
Communicating the vision
very
very low low Medium  High high Total
Sex of Male Count 5 46 48 10 2 111
respondents % 4.5% 41.4% 43.2% 9.0% 1.8% 100.0%
female Count 4 11 19 4 0 38
% 10.5% 28.9% 50.0% 10.5% 0.0% 100.0%
Total Count 9 57 67 14 2 149
% 6.0% 38.3% 45.0% 9.4% 1.3% 100.0%
setting goals and plan for implementation
very
very low low Medium  High high Total
Sex of Male Count 5 40 48 16 2 111
respondents % 4.5% 16.0%  43.2% 14.4% 1.8% 100.0%
female Count 4 11 19 4 0 38
% 10.5% 28.9% 50.0% 10.5% 0.0% 100.0%
Total Count 9 51 67 20 2 149
% 6.0% 32.4% 45.0% 13.4% 1.3% 100.0%
Regular Monitoring And Evaluation
very
very low low Medium  High high Total
Sex of Male Count 0 45 53 11 1 110
respondents % 0.0% 40.9%  482%  10.0%  .9% 100.0%
female Count 1 14 21 3 0 39
% 2.6% 35.9% 53.8% 7.7% 0.0% 100.0%
Total Count 1 59 74 14 1 149
% T% 39.6% 49.7% 9.4% 1% 100.0%
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As the data in the table indicate , the degreetifrg clear vision and mission by organizatioealders
at all level was ranked 40.7% at medium level,36&tow medium, and only 19.3% ranked as the treehigh
trend of setting clear vision and mission. Thisvetichat, most believe that the degree of settiagrolision and
mission was not at the required level, though thésfirst precondition to be fulfilled to improwgganizational
performance. The same is true for communicatingvibien and mission. Most of the respondents rarnkeh
medium, 38.3 % low 6.0 % very low respectively, amlly 9.4 % were communicating the vision and noissf
the organizations properly. This indicates the camigation and awareness creation on the importandehow
to implement reform initiatives are not at the leiteequired. Even though, the degree of argunvanies, the
respondent argues similarly regarding setting smeal and plan for implementation as well as alvegular
monitoring and evaluation of the performances. tAsdicated above 49.7% were responded as the eeadre
motoring and evaluating the implementation of plaeform initiative and made organizational sedessment

became to medium level, even around 40.3% respdneledv medium.

In general majority of the respondents respondatiéiss communicating the reform tools including th
strategy of the organization and lack of regulamitwoing and evaluation of performances are théoasr
problems contributed to the leadership practicdsetineffective Setting clear vision and preparing smart goals
for implementations are consecutively ranked asofachighly affecting leadership effectivenesshe public

services.

4.3.1. Effectiveness of leadership commitment, leads’ competency
Table 4.3. The perception of leaders on commitraadtleadership capacity).

leadership commitment Total
very low  low Medium high very high
Sex of male Count 2 46 53 6 3 110
respondents % w 1.80% 41.80%  48.20%  5.50% 2.70% 100.00%
female Count 4 16 16 3 0 39
% 10.30% 41.00% 41.00% 7.70% 0.00% 100.00%
Total Count 6 62 69 9 3 149
% 4.00% 41.60% 46.30% 6.00% 2.00% 100.00%
leaders competence
very low  low Medium high very high Total
Sex of male Count 0 54 48 7 2 111
respondents % 0.00%  48.60%  43.20%  6.30% 1.80% 100.00%
female Count 1 16 16 6 0 39
% 2.60% 41.00% 41.00% 15.40% 0.00% 100.00%
Total Count 1 70 64 13 2 150
% 0.70% 46.70% 42.70% 8.70% 1.30% 100.00%

Concerning Leadership commitment and leadershippetency, the data collected trough survey and
interviews of employees and customers of publicanizations indicated that low and very low for both
Leadership commitment ranked (4 %, 41.60 %, an@0%6) as very low, low, and medium while leaders’
competence ranked (o, 7%, 46.70 %, 42.0%) as wavy lbw, and medium respectively. This indicatest tim
the public service organizations of Ethiopia diffetr change initiatives were not effective, and vesekl by lack
of leadership commitment, which the mean averagsl tfie above variables is indicated in the follogvtable.

Table 4.4. The mean and other frequency distributicthe respondents

Setting SMART Regular

setting  Communicating Goals And Plan Monitoring leaders
clear The Mission For And leadership compete
Frequency vision And Vision Implementation Evaluation commitment nce
N 150 149 149 149 149 150
Mean 2.87 2.85 2.62 2.70 2.60 2.63
Median 3.00 3.00 3.00 3.00 3.00 3.00
Mode 3 3 3 3 3 2
Minimum 1 1 1 1 1
Maximum 5 5 5 5
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As it indicated all mean average verify the facédesl in the above analysis, since it is below Bictv
is below the medium value. The focus of this agtisbas on the top management of the CSRP and the
implementation of the projects designed under tbisrm program .As indicated by above data it iskened
by lack of communicating the projects and lack afnitoring and evaluations of the activities desijne

There are different roles of effective leadershipiolv could bring results in goal achievements and
improve performance. Among those factors respomsderdre asked to respond and ranked from strongly
disagree to strongly agree on the factors of affedeadership and the result is revealed as fajow
Table 4.5. Leadership practice and organizatioxgéetations

Assessing Adoption Citizen-
Organization Customer Customer Strategy  Of Charter
expectations’ Identification Preferences Alignment Change Development
N=149 150 149 149 149 149 149
Missing O 1 1 1 1 1
Mean 2.75 2.82 2.72 2.62 3.11 2.68
Median 3.00 3.00 3.00 2.00 3.00 3.00
Mode 2 2 2 2
Minimum 1 1 1 1 1 1
Maximum 5 5 5 5

The entire mean and other frequency distributiothef respondents have their own implications; the
mean values of the factors indicate below the nmedéue 3. The result from the table indicates thatmean
value for all the factors is below the median al&s.it can be seen from the table, even thoughyrdbkalt is
nearly average, respondents are agreeing on belekage. And the same is true for other factorss Bhiows
leadership practices is not based on assessingcpséivice expectation and the practice of ideitdy
customers and working with them is to less.

For the better analysis and interpretation on tHeadership factors the researcher has presented th
analysis as what it look like (how different role$ effective leadership realized in the public sesv
organizations) according to the performance ofréggons in the following table.;

Table 4.5A: Frequency distributions for the leatB¥rsponses in assessing organizations' expecsgation

Assessing Organizations' Expectations

Very
Very Low Low Medium  High High Total
cataory of federallevel Count 0 16 19 5 0 40
region % 0.0% 400%  475%  12.5% 0.0% 100.0%
oromia Count 1 19 16 13 0 49
% 2.0% 38.8% 32.7% 26.5% 0.0% 100.0%
Addis Ababa Count 0 15 5 10 0 30
% 0.0% 50.0% 16.7% 33.3% 0.0% 100.0%
Benshangul- Count 1 15 12 2 1 31
gumuz % 3.2% 484%  38.7%  6.5% 3.2% 100.0%
Total Count 2 65 52 30 1 150
% n 1.3% 433%  347%  20.0% 7% 100.0%

As it indicated on the tables 4.5 A, above assgdsia public service organizations expectationghef
leadership practice is weighted by most as low medium level. It was indicated at federal levebw#40%
and medium= 47.5%), Oromia region (low=38.8% andlion@=32.7%), Addis Ababa region (low=50.0% and
medium=16.7%) and Benshangul-gumuz (low=48.4 % ar&tlium38.7 %). This indicates that lack of
participating both external and internal custontdtsn low and the leaders are less effective .fiabdoming to
the medium level is a good improvement, but compémehe transformational agenda the country isagad in,
it require to exert more effort and energy. Theyuiee the active contribution of every one. To mak&trategy
focused organization, the leaders, are requirethate all employees and other customers understaad t
strategy and conduct their job in a way that thety contribute.
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Table 4.5 B: Frequency distributions for the leadeesponses in customer identification, adoptibrelmnge
citizen-charter development

customer identification

very low low medium high very high Total
cataory of federal Count 0 20 14 5 1 40
region level
% 0.0% 50.0% 35.0% 12.5% 2.5% 100.0%
oromia Count 1 21 15 12 0 49
% 2.0% 42.9% 30.6% 24.5% 0.0% 100.0%
Addis Count 0 13 6 10 0 29
Ababa % 0.0% 44.8% 20.7% 34.5% 0.0% 100.0%
Benshangul Count 0 8 15 8 0 31
-gumuz % 0.0% 25.8%  48.4% 25.8%  0.0% 100.0%
Total Count 1 62 50 35 1 149
% 1% 41.6% 33.6% 23.5% 7% 100.0%
adoption of change
very low low Medium high very high  Total
cataory of Federal Count 0 10 28 2 0 40
region  Level % 0.0%  250%  70.0% 50%  0.0% 100.0%
oromia Count 0 5 9 35 0 49
% 0.0% 10.2% 18.4% 71.4% 0.0% 100.0%
Addis Count 0 7 17 6 0 30
Ababa % 0.0%  233%  56.7% 20.0%  0.0% 100.0%
Benshan Count 1 10 13 5 1 30
Gul-Gumuz. o, 3.3% 333%  43.3% 16.7%  3.3% 100.0%
Total Count 1 32 67 48 1 149
% 1% 21.5% 45.0% 32.2% 7% 100.0%
citizen-charter development
very low low Medium High Total
Cataory Federal Count 0 8 30 2 40
Of Region  Level % 0.0%  200%  75.0% 5.0% 100.0%
oromia Count 0 32 13 4 49
Expected .7 20.1 22.4 5.9 49.0
Count
% 0.0% 65.3% 26.5% 8.2% 100.0%
Addis Count 0 10 12 8 30
Ababa % 0.0%  333%  40.0% 26.7%  100.0%
Benshangul Count 2 11 13 4 30
-gumuz % 6.7% 36.7%  43.3% 13.3%  100.0%
Total Count 2 61 68 18 149
% 1.3% 40.9% 45.6% 12.1% 100.0%

The result from above table of the second and ftitinahs indicates how the organizations identify its
customer and what they require to be satisfied tdsvadopting the change. The result varies acegismns.
Respondents evaluated (weighted 35. 0%, 30.0%9%20and 48.4% at federal level. Oromia, Addis Adab
and Benshangul-Gumuz and 33.6 at average leves ififuly organizations are tried to bring their penfiance
to bring at medium level, but a present status camxceed to high level. Of course, the there ames
organizations who identifies properly their customerking accordingly their preferences; for exaeydl5% at
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federal level, 24.5% at oromia, 34.5 5 at Addis Bdyaand 25.5 % at Benshangul gumuz. This impliesetis
much improvement, even though challenges obsenvesbine areas and performance varies across regions
regions and from organizations to organizations.

Majority of the respondents of the respondents 7@t%ederal level, 45 %.at oromia 40% at Addis
Ababa, and 43 % agree that the organizations hieaeto prepare their citizen charter, even thotighe is high
variation among federal institutions and regionablt services. Institutions at federal level sedmter in
preparing the citizen —charter, however the insvconducted with the regional level leaders revtzt there
is less integration and assistance given by fedessitutions in working with their regional linerganizations.
Participating the customers while preparing thertelneand communicating the charter to the custorisehsss
practiced.

Table; 4.5 C: Frequency distributions for the leatleesponses in Strategy Alignment
Strategy Alignment

Total
very low low Medium High
Cataory
Of Region Federal Level Count 0 29 9 2 40
% 0.00% 72.50% 22.50% 5.00% 100.00%
Oromia Count 2 25 12 10 49
% 4.10% 51.00% 24.50% 20.40% 100.00%
Addis Ababa Count 0 8 16 5 29
% 0.00% 27.60% 55.20% 17.20% 100.00%
Benshangul-
Gumuz Count 1 11 14 5 31
% 3.20% 35.50% 45.20% 16.10% 100.00%
Total Count 3 73 51 22 149
% 2.00% 49.00% 34.20% 14.80% 100.00%

Regarding the alignment of the strategy to theovigind mission of the organizations the data ind&a2.5 %,
24.5 %,55.0 ,and 45.5 % at federal, Oromia ,Addial#a, and Benshangul-Gumuz respectively. It seatterb

in Adds Ababa region. And the majority of the respents agree that at all levels the trend is & 34 in
focusing on the general strategy. This implies §bogy on routine activities than being strategy &erliis the
challenge for many of public service organizatibosh at federal and regional levels. In additiorthte above
quantitative data ,the qualitative information’s étiangulated by interviews. This also indicatat ttnany public
service organization’'s leaders did not understaod ko integrate and implement the concept of CSRP
BPR,BSC , development army and other reform irest

4.3.2. Discussion and Findings:

The quantitative study indicated that the leadésublic service organizations exhibited the quatif
leadership effectiveness at medium level, onlywa &ee relatively at high level. In addition, it indted that
leadership effectiveness is relatively low, thereimplying that leaders can be challenged in margqgire
change expected and implementing the GTP fairlysaretessfully. The practical situation, howevequiee for
Ethiopian public service leaders to exhibit the Ipaf effective leadership in order to achieves thoal of
transformational agenda. However, the status afdesain setting clear vision and communicating ibbth the
organizational members and customers is still aliome level. Also inspiring vision and stimulatinggple to
create ideas and share organizational values didamoe to the expected level with high variatiormf leader
to leader and from region to region.

As per interview made with employees and custorothe organizations they believe that the reform
program is criticized for it is poorly communicatélthey strongly argued that as reform initiativB®R BSC)
framework requires communication with employeesstamers and stakeholders, due to lack of formal
communication, however, confusion and rumors amengployees have been common in many public
organizations. High Misconceptions and attitudipadblems about the concepts of the CSRP were egigti
the public service institutions because of lack oamication on reform programs. They argued alsopthidic
service leaders at different levels and workersewenot fully understanding civil service reformita entire
sense. It was indicated also weakness or unwilisg to sense and internalize the need for chaagetive
major problems observed from organization to orzations. Most members of the organizations consitiérat
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the framework designed by the civil service ref@mphasized that the need for more attitudinal gamather
than reinforcing or strengthening the existing oigations, structures and methods to improve perdoice.

Leadership effectiveness can be evaluated, if pedace and all progress of performance are guided
by effective monitoring and evaluation. The studhplied that the process of monitoring and evaluati&form
initiatives and top management subcomponent ppgaet not regularly monitored and evaluated. Ofsmthe
degree of monitoring and evaluating the performaischighly improving by using different initiative§he
implementation of change initiatives (BPR, BSC dhd others) even though tried to be monitored, rimit
satisfactory yet.

The results of the study also indicated that i plublic service organizations of Ethiopia diffdren
change initiatives likdPR BSC and building development army in publiwiseswere tried to be effective,
however, different leadership challenges like Latkeadership commitments and leadership competaagg
been revealed through: lack of adequate knowledgéhe concepts of reform programs, lack of putting
change agenda aside or giving it as an assignmesthers; and not assigning the best people foletgership
position; inadequate follow up and weak support.

Aligning the organizational strategy to organizatibvision and mission is a critical success factor
among other factors to improve organizational gentmce (Chandra, 2010). Organizational performance
researchers argue that the ability to executeegtyats more important than the quality of the sigatitself
(Kaplan and Norton, 2001). So that management igtepiconsultants focused on how to align the estpato
objectives to generate a superior performance Isecatrategy is the overarching goal of organization

However, this study identified that the alignmehth® implementations of organizational strateges
vision starting from national to regional levelsist above medium level and this not satisfactB&C which is
anew planning and management tool introduced ircthmtry was designed to create this alignment. él@w
its implementation is not institutionalized andiearfrom region to region.

When leadership practice is assessed the resparigavd conclude as it was not based on successfully
assessing public service expectations’. Custonrersxpecting high quality public services that bafhect and
are responsive to their needs. In another worddjgservice organizations have the responsibitityespond to
these needs in the way that will satisfy the cust@mnin the practical situation, however, the strelyeals that
only a few organizations those identified and waiikh customers and trying to satisfy the customesds. It
was stressed that most of the time pressure frant sgfrm problems influence the leaders to adopttsierm
solutions. Making to participate the customersrigparing the charter and communicating the chéoténem is
less practiced.

5. Conclusion and Recommendations

5.1. Conclusion

In Ethiopian, the government has shown commitmeimprove public service leadership by launching
different reform initiatives under the scope of GSRhe top management sub component of the CSRP was
designed to improve the effectiveness of leaderahipvell as their capacity to make the performarfqaublic
service organizations effective. Some improvemdrase been registered due to these reform initigtive
However, communication of the vision and the committ to reform is often criticized as inadequaieges
many institutions are lacking visionary leaderskipg the accountability relationship between gowemt and
public service providers has not been clarified,

Different reform (BPR, BSC, working with citizen-atter) initiatives which aimed at transforming the
public service performance and working systenoimbdern, effective and efficient system were idiect But
Government trial to attain the vision and policsattgies by improving performance is highly chadjed to be
institutionalized. For all these, lack of effeeness of some top and middle level managers dfittileservice
organizations to hold ownership and commitmentaepkthe pace of the change is identified by theystu

5.2.Recommendations

Based up on the conclusion, the following recomna¢inds have a paramount importance for the
public service organizations’ leadership to bectfiee. The public service organizations have tlize that the
role effective leaders. To meet this end, leadpr@hactices has to be assessed and leadershipopegit
program should be designed to initiate system-d#saking in order to realize the vision of theuatry.

Mechanisms for effectively communicating reform timtives (BPR BSC, development army)
framework requires with employees, customers aale$iblders to minimize change-resistance in thdigpub
service. Continuous monitoring and evaluation is ofithe systems to check and keep the pace afrpsahce.
Therefore, the public service organizations shatitdngthen monitoring and evaluation mechanisnilltohe
gap or performances and leadership effectivenessilléhges like Lack of leadership commitments and
leadership competency should be addressed throaiglhie training program based on need assessmdnt a
leadership development programs.
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An opportunity for the customers to participatealhaspects of public service performance shoeld b
designed and the customers also have to develogrdnl@oking. Organizational leaders should workhwit
customers to be effective in solving the problefdnthe organizations.
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