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1.0 THE SOMALI CIVIL SERVICE STUDY

1.1 Intruduction

Sinca Somalia achieved {ts independence in 1960, a 2ajor goal of government
has been to create an administrative structure and a workforce capable of
resolving the oation’'s difficult socizl and ecomomic problems and of mnaking
sustained progress ctoward the society's goals. The concern for an afficient
public service has been a priority area for che Ministry of labour and Social
Acfairs (MLSA). In 1977 the MLSA vas nade responsible for goverment—wide
persononel funccions previoualy held {n the Directorate of Escablishment and
Parsonnel within the Office of the Presidency.

Io June, 1981, a report of the Intermationmal Labor Organizacion's Jobs and
Skills Programs for Africa (JASPA) dramatically highlighted weaknesses in the
public service pay structure and compensation levels. Subsequently, the

International Development Agency (IDA) in its Fourth Education Proiect Workiag

Papers ‘acluded a discussion of a consultancy to deal with issues 1o "Civil
Service Employment Services.” The task proposed for cthis consultancy was
defined as follows:

The study {1s3] to roviev the presant system, investigate its
shortcomings and to make recommendutions Sor improvements in
organizational structure and in racruitment, deployment, promotion and
Tenumaration of the public servancs.

The IDA loan for the Fourth Education Project for Somalia provided funds for
an expanded civil service study entitled "Civil Service Ezxployment, Strucczure
and Remuneration.” The expanded terms of refarence to be given the
consultant(s) vers:

The consultants should reviev the prasent status of and rscommand suitable

policy changes regarding:



l. government policy, including policy for guarantaed public
emplcyment to #1l intermediate and secondary school leavers;

2. organization and scructure of the civil service includiang scaff
for parastatal organizationos;

3. method of recruitzenc, deployment, and promotion;

4, renuceration and conditions of service of all grades of civil
sarvants; and

5. other relatad matters, including training needs of the civil
sarvicea.

-In zaking recommendations, special acttention should be paid to:
1. appropriace incentives to qualified and experianced civil servancs to
remain in the civil service;
2. adequacy of organizationai structure and Jorking conditioms for
conducting government functioms in an effective and efficient zanner;
3. budgetary constraints aund the choice between incressing strengths of
civil service and reasonable remuneration to the civil servamts, and in
particular to those engaged in development relaced accivities;
4, revised rules for recruitment and promotion and the cnnditions of
service appropriate to each grade of civil servants; and
5, teccanendations for reassigoment of civil sarvancs who zay Secoma
redundant as a result of che raview.
3y 1983, however, the projected study still remained in abeyaaca. During
the vear, the proposed undertaking vas assigned a high priority as it became
apparsnt chat fiscal comscraints and administrative shortcomings called for a
uore fundamental assassmenc. The Ministry of Mationmal Placaning's reporc, Somali

Zducation and Human Resources Sector Assessment (January, 1984), highlighted

three za jor constraints upon efficient adminiscration:
1. the lack of managerial traianing;

2. the inadequacy of zhe systems of incentives for staff; and

1-2



3. the lack of explicit goal definitions and accouncability withia
zanagerial unics,

As a result of these various initiatives and encouragements, the Ministry aof
Labour and Social Affairs decided that its responsibility for goveroment—wide
persounel operations and oversight warranted irs own assessment of the
constraints upon and opportunities for improvement of the civil service system
and thus, {ndiractly, the productivity of the entire civilian braach of the
goverament, ihis report is based largely on investigations carried on
specifically for this purpose. [o avoid duplication of past efforts, full
advantage has been taken of studies, fiadings and recommendations =ade {in recsnt
years both by government officials and foreign consultants. Information
collection, analysis and the formulation of recommendactions was carried out by
Somali govertment personnel from the Ministries of Labour and Social Affairs,
Finance, and National Planning. Assisting them wvas a group of consultants
provided by direct donor f{inmancing. From the beginning, the goal of this
collaborative enterprise was to produce a Somall govermment document reflective
of both economic and political realities and responsive to the aeeds of the

Somali people.

1.2 Mecthodology and Organization

The study team's wvork extended froz late February to June, 384, GObviously,
even the most ambitious analyst v;uld be forced to face certain realities about
the achievement of significant change within such a restricted time franme.
However, tha MLSA doas not see this raport as an end in itself but as the basis
for a continuing process of assessment and reform. Many of the recummendacions
proposed envision a time horizon of five to ten years or even longer. Others

offer sors izmediates "first steps” to the process of civi]l service improvement.
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The importanc assumption made is that civil service analysis and change {3 a
satural and recurrent responsibility of any goveranment. In Somalia, that
rasponsibilicy rescs prizarily on che MLSA and one desired outcome of this
Teport {8 to reinforce che Miniscry's ability to continue to fulfill chis
critical obligacion.

The zechodolog’cal approach used in preparation of this report eavisions
four major sceps: and assimilacion, avalysis, development of recommendacions,
and {mplemenctation of change. The study team report includas the product of the
first chree activities and discusses proceduras and strategies for cthe fourch.

The data assimilation activities {ncluded extensive revievw of reports and
ather documentatiou, appraisal of statistical uaterial, extensive interviewing
of key individuals at various lavels of the government and {o the general
society, and new data collection. The raviev, interviewing, and new data
collection steps wvere {nterrelated that gaps in available {nformation could
Se assigned priorities; thaen nev da . <ollection decisions vere based on the
Sost vertius benefics of alternative collection procedures and goals.

The analysis procedure was divided inco four 2ain areas of concern. The
first vas thac of intermtnisterial and intramintsterial scructure and
organization. Wizhin this first area an enphasis vas placed on dafinitions of
functional responsibilicties, inter-unit linkages, and staifing levels. The
seccod area of concern vas the personnel administration systen. In this area,
svecial actencion was direczed to the legal and regulatory background, the
adequacy of recordkeeping, the nature and effectiveness of supervisory
activities, and the procedures for inicial empioyment, promotioo, zransfer, and
Cerminacion (including retirement). The third subject area vas staff
compeusation. As will be seen this topic represents a significant constrainc on

current civil service ilmprovement efforts. The final madior area of concera in
3
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the analysis section wvas the training requirements of the civil service. This
requires an analysis of the present fit of staff qualificacions to job
requiremencs, the specificacion of the nature and quantity of training reguired,
and che identification and assessment of resources (individual and
inscitutional) for training {n Somalia.

The deovelopment of racommendations i{nvolved in similar division among these
four areas of concern. In the development of recommendations the analysis were
encouraged to think in cterms of processec rarner than of individual sceps. In
addicion, all recommendations were evaluated in terms of the followiag:

1. Raquired development costs to insticute the change;

2. The effect on recurrent cost lsvels of governmenct;

3. The requirementcs for donor assiscance (in amounct aud type); and

b, The need for sequencing recomzendations in such a vay that the
present administrative systso {s oot uoduly burdeaed.

The reporc presented here deals, at varying levels of detail, with alaost
all of the ctasks envisioned in the original IDA loan study. The issue of
guaranteed =oployment for incermediate and secondary school graduates wvas
resolved by the goverzment in 1983 and so the empnasis here is on less dramatic
issues influencing the size of the civil service. While this repor: greatly
advances the vork of civil service scudy, there remains the need to
institutionalize reform within the overall government system. The Zormacion of
a4 perurnent interminiscterial Civil Service Coumission, with senior persoanel
from the Miniscry of Labour and Social Affairs secving as the chairman/and or a
director of the secretariat, remains one oi the zost {aportant sceps scill zo be
taken.

The problems encountered by che Somali civil service are not unique :o this
system, Ihey are faced by every civil service system ia both developed and

daveloping nations, As is poinced out in Chapter Three, the legacy of divided
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colonial control and the delayed fntroduczion of a common written form of the
Somall language have slowed the development of a uaified structure. Given the
econcmic and ocher constraiats (including scarcity of high-level manpover) Zaced
by Somalia siace indepandence, the very existence of a unifisd systez 1s a
signal accomplishament.

The next oajor step for the civil service is to adapt the structures and
procedures of modern public adminiscration to the culture and resources of
Somalia. It i{s toward that goal that this study bas been directed. Lt is hopad
thit the report and the other outcomes of the work of the study teaam will
advance the achievement of improved efficiency and responsiveness in civil

service adminiscratica.



2.0 THE ECONOMIC CONTEXT OF THE CIVIL SERVICE STUDY

2.1 Introduction

The affective performance oi the Somali civil service aad thi efficieut
performance of the Somali eccnomy are linked in several important ways. First,
an overscaffed or inefficient civil service places a serious burdeu on the
financial resources of goverument. Given the nacion’s responsibilities for
develogment, welfare, education, and defepse and che goverument'as existing
limited fiscal resources, funds expeadnad on oparacions of the civil serv’ce
which are igefficient have 1 very high opportunity cost. Secoud, the efficileacy
of the civil service syascem will have a oajor rcle ia detarmining the effective
development of the nation. The implementation of the various sectoral
development programmes, thbe operation of the parastatal enterprises aad
iutonomons agencies, and the facilitation of private sector growth are all
exzuaples of areas of eccnomic activity whera civil service performance will have
4 direct determinant effect. Third, in rhe concext of a soclalist economy, .ne
sroportion of economic activity that £alls ucder governnent responsibility is
significantly larger than under ocher torms of development. This ceinforces the

requirerent for responsive acd efficient administration.

The performance of the Someli aconomy also will determine what types of
civil service improvements can be made and how rapidly they may be introduced.
The ability to staff and implement & Teview of the civil service, to restructure
vage incentivses, to rromote staff development, and to introduce new
informational technologies are all exwmples of actions that will depend upon
increased governmental fuads. Even where the project components of these

activities are financed via douor assistance, the issue of the capacity of the
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government to absorb new recurrent costs will hive to be dealt with before any
significant modification of thi exiscing civil service structure i3 tatroduced.
Re: .. growth in per capita gross domeszic product is, therefore, “ota a means and

3 goal of the civil service study program recommepdation to te proposed here.

2.2 The Economic Condition of Somalia

The Mindistry of National Plancing ia its raport, Development Strategy and

Public Investment Programme, 1984-1986 (Revised December, 1983), states that

“Somalia is one of the world's least daveloped countries .....” [no the last
decade, the nation has faced a varlety cf inctermal and extarms! factors whish
have hindered the rate of econouic growth and development programme
izplementation. Shortages of certain (mport comodities (e.g. raw materiale,
fuel, spare parts; and tha icstability of foreign devand for Somall exports
(largeiy liveatcck) have created erratic changes in year-co-veal performance of
the economy. This situation 1as been aggraveted by che recurrent discuptionms to
agriculturzs and livestock productioa resulting from the fragility of che
enviroameat. The droughts of 1973-1975 and of 1979-30 and the floods of 1981
have combined with the aormally severe ¢limats of Somalia to result in an actual
decline (in real varma) 1o crop production. Berween 1970 and 1981, agricultural
production declined at am average anuual rate of 0.4 perceat.

[3 tae recent January, 1384 report, Somalia Education and Human Resources

Sector Assessment, sevea salleat lssues conceraing the aggregate Somali aconoauy
were cited:

1) external dependence

2) internal inceurives

J) poteatial overutilization of rangelands

4) underexploitation of farming, forestry, aani fisheries

2=2
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5) envirommental fragility
6) the role of the private sector

and 7) the planning of human resource development.
it vas noted that “Within the Somal{ economy, these isaueg are linked i{nto a
systea which presently constrains economic development (in aggregata and
distributive terms), but which, assuming the continued adaprcive leadership of
government, could be modified to promote higher lavela of personal welfare for
the Somali population and greater stability for the sociaty.”

An important part of the adaptive leadership of jovernment will be the
analysis and improvement of civil service performance. As noted above, the
activicies of the civil service can be related to each of the saven issues
pertaining to the economy. Zither the civil service affects the {gsue or the
isaue structures the environment of the civil servica. The later sectiom of
this report will emphasize those issues, such as {ntarpal incentives, the role
of the private secctor, 4and the plannsing of human resource develooment, where the
civil service has a direct responsibility. In the remainder of this sectionm,
the emphasis will be on the larger econmomic emviromment and how 1t acta to

Support or to constrain the civil service structure and its cperation.

2.3 Stacistical Iadicators of Economic Performance

Table 2.1 presents data on gross domestic product (GDP) by kind of activity
for the period 194l to 1983 and with projections £5r 1984 to 1986. all values
are stated in millions of Somali shillings in 1981 purchasing power
equivalents. Total GDP ( at factor cost) has increased from 13,914 million
Su.5h. to 15,547 So.Sh. between 198l and 1983 with an additional imcrease to
17,659 million So.Sh. expected by 1986. The aunual growth rote of GOP projected

by the Ministry of National Planning for the 1984 to 1986 period i{s 4.3 percent.
2-3



The production sector's share of GDP in 1983 was 12,407 aillion So.Sh. or
79.8 percent of total GIP. Agricultural output in 1983 (7,742 aillion So. Sh.)
repregented 62,4 percent of the total production sector GDP and 49.8 perceat of
the total nactioual GDP. Government services im 1983 {1,415 million So.Sh.)
represented 67.9 percent of the services sector's total and 9.1 percent of the
national GOP. Theses eatimates severly underscate the actual lmpact of the
central government on GDP production because of the inclusion of most parastatal
and autonomous agency GDP production under the separate production sectoral
activity headings.

Table 2.2 presents the Ministry of Nationmal Planning forecasts of the annual
growch rates for coustant price sectoral GDP for the 1984 to 1986 period. The
fascest growing sector i3 expectsd to be construction with an annual rate of
10.0 percent as compared with that for total GDP of 4.3 percent. agriculture ia
expected to maintain a rate of 3.3 percent; this {3 slightly leaa than that for
the rest of the production subsectors (4.5 perceat for all subsectors aand 5.6

percent for 3all subsectors excluding agriculture). The total services sector

GIP increase {3 forecast at 1.6 percent with the govermment subsector growiag

anpually at only 2.8 percent.
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TABLE 2.1

GROSS DOMESTIC PRODUCT, BY KIND OF ACTIVITY

SECTOR OF
ECONOMIC

ACTIVITY

AGRICULTURE

MINING AND QUARRYING
MANUFACTURING

SLECTRICITY AND WATER
CONSTRUCTION

TRADE, HOTELS, AND RESTAURANTS
TRANSIORT AND COMMUNICATIONS

PRODUCTION SECIOR TOTAL

FINANCE, INSURANCE AND
REAL ESTAIE
COMMUNITY, SOCIAL, AND

PERSONAL SERVICES

SERVICEIS SECTOR TOTAL

TOTAL GDP (at factor cost)

SOURCE:

1l Estinate
2 Forecast
NOTE:

1981 - 1986
(MILLIONS OF SOMALI SHILLINGS)

1 2

1981 1982 1983 1984
6,900 7,384 7,742 8,038
68 61 61 63

850 923 995 1,067
127 134 157 173
506 566 591 632
1,509 1,562 1,648 1,724
1,122 1,161 1,213 1,269
11,081 11,791 12,407 12,966
1,022 1,072 1,057 1,104
1,811 2,024 2,083 2,155
2,2833 3,096 3,250 3,359
13,914 14,887 15,547 16,225

All values in 1981 purchasing power equivalents

1985

8,346
66
1,143

190

1,803

1,327

13,552

1,153

3

1986

8,666

Ministsy of Marional Planniag, Mindstcy of Flaance, Central 3ank of Somalia



TABLE 2.2

ANNUAL RATES OF GROWIH IN SECTORAL GDP

1984 - 1986

SECTOR OF ECONOMIC ANNUAL

ACTIVITY GROWTH RATE
AGAICULTURE 3.8
MINING AND QUARRYING 3.8
MANUFACTURLNG 7.2
ELECTRICITY AND WATER 10.0
CONSTRUCTION 7.0
TRADE, HOTZLS AND RESTURANTS 4.6
TRANSP0RT AND COMMUNICATIONS 4.6
PRODUCTION SECTCR TOTAL 4,5
FINANCE, INSURANCE AND REAL ESTATE 4.4
COMMUNITY, SOCIAL AND PERSONAL SERVICZS 3.2
TOTAL GDP (at factor cost) 4.3

Source: Miniatry of Natiocal Planning

The relevance of the GDP history and forecasts should be interpreced as
follows. With an annual increase in population estimated at 3.1 percent, the
4.3 percent increase in total GDP means that there will be only a small increase
in per capita GIP. The low increase expected in the government service sector
reflects the expectations for comservative government budget growth through
1986. If maintained, these dudget ievels will allow for only a amall increase
in discretionary funds for modification of incentives within the civil service
even if current staffing levels remain unchanged.

Table 2.3 presents the ceatral government financial operations for 1981 to
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2986. The 1983 figures are estimates and the 1984 to 1986 figures are
forecasts. Current revenue (exclusive of foreign grants) is expected to
{ncrease at an 18.3 percent annual rate (a rate of 8.0 percent {n constant
purchasing power) after 1984, Expenditures are expected ta increase at the

following noaminal and real rates from 1984 to 1986:

Expernditurs category Nominal Real

late Race
Total Expenditure 13.52 3.22
Current 13.13 2.9%
De velopnent 6.12 -7.02
Zxtra budgetory 32.02 20.02

Expenditure growth will be held below revenue growth for this perfod i{f thcse
expactations are realized. However, the overall balance of ceatral govarnment
will, as shown {n Table 2.3, remain negative. Foreign grants and loans will be
used to finance these deficits. The growth in foreign financing (net of
inflation) is expected to become negative and will average - 7,3 percent berween
1984 and 1986.

Again, these figures emphasize che fiscal constraints faced by goverament in
its ittempts to imatitute the national development programmes. Any new
expenditures which would occur within this period as a result of modifications
of the civil service structure or its procedures would have to be financed by
one of three means:

1) offsetting cost reductions ganerated by the modifications themselves;
2) reduczions in other central government expenditures; or

3) increasas in revenues.
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TABLE 2.3
CENTRAL GOVERNMENT FINANCIAL QPERATIONS
1981 - 1986
(Millions of Somali Shillings)

ITEM 1981 1982 1983 1984 1985 1986
CURRENT REVENUE 2,349 2,558 3,557 4,226 5,018 5,965
EXPENDITURE 20 T e 5% T8 e
Cyrrent 2,795 3,635 4,664 5,269 5,958 6,746
De velopment 286 346 492 720 77 810
Extrabudgetary 339 779 507 350 466 610

QVERALL 3ALANCE
Includiog devalopaent

expenditure -1,073 -2,202 -2,206 -2,115 -2,180 =-2,20%
£xcluding devalopment
expenditure ~787 -1,8% -1,716 -1,395 ~1,06 -1,391
FINAFCING 1,073 2,202 2,206 2,115 2,180 2,201
Foreign sources 726 2,210 1,966 1,692 1,744 1,761
Grants 121 680 825 - - -
Loans 605 1,530 1,141 - - -
Joueatic sources 347 -8 240 423 436 440
Banking system 347 -150 - - - -
Cash belance and
doaestic tracsfers - -140 - - - -

*Including transfer from local government So.Sh. 129 aillion
Source: Minigtry of Finance
Noce: All values {n curzenc prices
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an example of the first of these meann would occur {f the aggregate size of
the civil service were reduced as a zeans of financing wage lncreases for all or
some parts of the remaining staff. Given the present restraized development
budget and the inmlasti~ity of much of the current expenditure budget,
reductions in other central government expenditures are oot likely im the short
rua (2 to 5 years). The nost probable source of short term funding would be
through a combination of donor asaistance in the short rum and increased
govertument discrectiouvary funda in che longer Tun. Because of the uncertaincy of
the latter, any civil service modification proposed must include consideracion
of the recurrent costs to ceatral government. The linited fiscal absorptive
capacity of government also argues fcr greacer provision of granmts and
noo-commarcial loans by donors.

As indicated in Table 2.4, che major source of revenues for the ceantral
government is the set of indirect taxes placed on internacional trade., For
1983 44.6 percent of all revenue will originate in chis form with 40.1 percent
from taxes on imports and the addicional 4.5 percent from razes on exporcs.
Taxzes on goods and services represent che next largest source of revenue,
Export taxes (lmclusive of the Zolicy Action Programme’s 25 perzent ad valorem
tax on exports) are expected to be the fasteat growing source of tax reveaue,
Such revenues are projected to !ncrease at an amnual rate of 10.7 percenc
through 1986. For the same period ctotal tax revenues will increase act 7.1
percent per vear and nontax revenues at 1l1.9 percent per vear.

The general services sector of expemditure by cencral government presencly
represents 79.4 perceur of the total bdudget. However, governseoC has proposed
restraining increases in chis category, net of inflatlon, to only 1.0 percemt
per year (l1.l perceat in curreac prices). Even go, by 1986 the gemeral

services sector will still congume 75.2 percent of all centril government
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expenditures.

The real annual growth raze of the social and ecnnomic services sectors will
amouat to 10.0 and 8.2 perceant respectively. In current price terms, these
rates will be equivalent to 21.0 and 19.0 parceat assuming projected rates of
{nflation. In 1986, social gervices will consume l4.4 percent of the
expenditure budget and economic services 10.0 percent.

TABLE 2.4
CENTIRAL GOVERNMENT BUDGET, 3Y CATEGORY
1981 ~ 1986

(M{1lions of Somali Shillings)

ITEM 1981 1982 1983 1984 1985 1986
CURRENT REVENUE 2,347 2,558 3,537 4,224 5,018 5,965
T TAXES z"’,m T"’T.,- 2 "‘3‘92‘2,‘ 3“,‘&5‘. I015  &,0%
Indirect taxas 1,780 2,052 2,453 2,380 3,380 2,909

Goods and Services 379 553 636 742 365 1,008
International trade 1,200 1,312 1,587 1,863 2,191 2,575

Laports 1,156 1,189 1,420 1,668 1,952 2,283

Zxports 50 123 161 197 239 292

Stamp Tax 195 189 230 272 324 336

Dizract Taxes 288 170 441 529 635 762
NON-TAX REVENUE 279 336 663 815 1,003 1,234
CURRENT EXPENDITURE 2,795 3,635 4,884 5,389 3,358 5,746
General Services 2,785 2,973 3,700 4,111 4,567 5,074
Social Services 359 447 548 663 802 971
Zconomic Services 203 275 416 495 589 701
BALANCE ~4438 =1,077 -1,107 -1,045 ~340 =781

Source: Ministry of Flnance
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This budget detail indicates the extreze concentrations of the revenue and
expenditure sides of the central govercmeat budget. The revesue side ts higaly
dependent on international trade tesults. These are quite variable and often
determined by factors beyond the control of the govertment. The general
services category which dominates expenditures is largely loflexible downward.
Thus, government faces the dilemma of relatively fixed expenditure gbligations
but variable revezue sources. T™his nakes the predictilon of budget dalances an
erceedingly difficult assignment.

The restratints imposed on real growth in expenditures on central services
reinforce the earlier conclusion oa che scarcity of funds that are likely to be
available for nev iavestuents in civil service cihange. However, as the
following discueaion will show, the constraints o1 goveramental discreciomary
expenditures exist in terms of foreign curren:y availability and dett filmanciag
as well as {n terms of the internal budget shorcfall,

The negative trade belance for Somalia {3 expected to Lncrease Irom -309
aillion U.S. dollars in 1983 to ~573 milliom U.S. dollars im 1986. Thie negacive
curreat account balaoce (tha trade balance net of services and tTipsfers) is
projected to iacrease from -87 aillion U.S. doliars to -168 aillion U.S. dollars
over the same period. A positive but declining capital account flow will 2ean
that tha overall.negative balance will nearly triple duriog the period: fram —40
zillion U.S. dollars 1o 1983 to -127 nillion U.S. dollars {n 1986.

These figures trepresent a current cash tflow problem oZfset by a long term
debt obligation problem. The latter problem can only be rescrained through
continued fiscal congarvatisa on the part of the governmeant and enlightened
packaging of external assiscance by the donor commuatty. Greater detail onm
national accounts and central government budgecary relations 2ay be found in

Chapter 2 of the aformentioned Somali “ducation and Human Resources Sector
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Assessment and in the Develooment Strategy and Public Investment Progranmae,

1984-1986 reports.

2.4 The Impact of Inflation

A major fact of life for Somalfa's public enployees has been the dramaric
{ncrease which has occurred in the cost of living, Until 1978, catiocal budgets
in dpproximata balance and relatively consarvacive fiscal policies kept
inflationary pressures under control. Ia that year the Mogadishu Consumer Price
Index rose by only 10 percent, fdowever, a number of adverse rectors had begun
to affect price stabilicy. Strong demand pressures were generated by an
increasing aoney supply fueled by the government's heavy borrowing from the
Cantral Sank to finance the earlier budgetary deficits. The Somali shilling
depreciated {n the intarrational market at the same time that domesric
production fell because of adverse weather and excessively low producer prices.
The general consumer price indexr roae by 24 percent in 1979 and 60 percent (n
1980. As Table 2-5 showa the {ncreases wers spread over i1ll careguries of
coats, though food and 2nergy rose aignificantly zore than the other i{tems. In
1980 Somalia begac operating under an DMF stab{lization agreement apd by 1981
ioflation was reduced to an anaual rate of 45 percent. Experience in 1982 was
still better as abolitlon of the franco valuta system, ipcreased agricultural
production, and {mproved export performance hald inflacion to 35 percent.,

In 1983 fnflation increased oace again with ptices {n general climhing 49
percent. This brougit the price {ndex to a level over sirx times that of 1977.
fuel and electricity iucreased evem aore drastically with 1983 prices wore thaa

ten times thoee of 1977.



TABLE 2.5

MOGADISHU CONSUMER PRICE INDEX

1977 - 1983
Percent
change
Dec.
Weight 1977 1979 1980 1981 1982 1983 82 - 8]
General
Index 100.0Q 100.0 136.2 247.1 313.23 423,64 630.64  48.9%
Food 60.1 100.0 137.6 244.3 343.5 393.99 630.99 60.2%
Beverages
and
Tabacco 2.2 100.0 123.6 165.4 243.3 9. 12 654.66 111.8%
Clothing 5.6 100.0 131.5  173.3 253.2 375.58 649.09 72.8%
Rent acd
Water 15.3 100.0 109.1 1s1.3 227.4 393.94 478.61 21.5%
Fuel and
lighring 4.7 100.0 165.6 236.0 412.5 912.82 1105.46  21.1%
Miscalle—~
neous 12.1 HA NA NA NA 461.40 623.8 35.22
Percent
Anpual
Increase 243 60% 453 RE) 493

Source: Adapted from data of Cantral Statistical lnit,
Mioiatry of Matiomal Planning.
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No recent figures are available except for food prices but there a genmeral
concensus exists that prices have increased zore rapidly from September 1983
through March 1984 than {n any pravious perlod. The effects of this inflacion
upon civil servacts whose basic salaries have remained fixed at close to their

1966 levels will be discussed in subsequent chapters of this report.

2.5 Additional Scoucmic Issues i3 Civil Service Change

In addition to the Ziscal {ssues noted {n the preceding sections, gseveral
other economic comcepts will have to be ccnsiderad in any analysis of civil
service restructuring. The azost important of these are:

a) Iopacts on employment and aggregate demand;

b} Incentive restructuring witbin the civil service;

c) Inceative restructuring between the civil service and other forms
of employmeat; and

d) Demand for humar resources.

The government, in the Five Year Development Plan (1982~1986) staces three

2ain objectives for natfonal development programmes:
= €o ralse the standard of living of the population to tha highesc
nosaible level
= to provide opportunities for gainful employment to the encire labor
force
= Lo create 1 goclety based on social justice and {ndividual freedom
within 3 socialiat framework.

Fov these guals to be aculeved the govermwent auur zake provisius for
greater opportunites for employmeat outside the civil rervice, At present the
@ajor alternatives faced by a graduate of a formal educacion or training program

are governuwent employment, private sgector employment, or emigration (usually to
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chﬁ Gulf Statas reglon). The government, .3 not having the figcal capacity to
provide guarantaed ewployment to all, must consider the most appropriate nmeacs
of facilitating other forms of employment. The emerging private seccor is
limited in its own employment absoiptive capa:izy and s hinderea by the lack of
an »fficient labor information system to facilitate recruitzent of ueeded
workers. A cooperative and supportive relationahip between government and che
private sector will reduce the pressure fSor zovermaent employment and ‘ncrease
the overall efficiency of labovr utiliracion.

A related issus in the area of aggregate employment impacts is the
redundancy of staff within presenrt government employment. While general
agrzement exists as to the excesailve number of civil service starff at the lower
slill and training lavels, there i3 nc concensus oc th= best zdeans of dealing
with cthis problem. An altermutive which should be corsidered is the creation of
an "out~placement”™ prograa icvolving a combinacion of training, counseling,
tools provision, and employment assistance. In such a program, starf identified
aL unoecessary or ioappropriate Sor the aissiou of thelr own or ocher agencles
in government, would be trained Iin specific skilla necded in the private
sector. As thegse skills are acquired, workers would undergo transition Iroa
public to either emplovment wage or .elf-employmeant in the private seccor.

A second economic i3sur of importance in the current civil service system is
the incentive patternms relared to pay, allowances, and promotions. The preseant
study will examine and make recommendations on the restructuring of incentives
with tha aim of increasiug operacional efficiency. There i3 little questioca
that almost all Somall civil servants suffer tfrom 4 low level of total incoce
(pay plus allowances). This problem is compounded by the large variationm Lo
work demands placed on staff., General cost-uf-living increases (such as the 10

percent supplement suggested for 1985 in the Policy Action Programme) help
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soderate only zhe firat of these two problems. To improve the equity as well as
the efficlency of the syacem, it ig necesaary to consider additiggal
tesocsibility or merit allovances. These appear to be juatified especially for
the middle level government adminiscrators.

A8 with all ocher referms to be suggested here, the issue of recurreat cosc
effocets will prove te be a conmstraint un dny Lttempts to restructure
incantivea., However, the govertment's prudence in derfding to control increasans
ia the growta of the size of the civil service will perait, eveatually, some
discrecionzry margin of funds for the more diract reward of scarce skills and
meritorious periormance. To deal with che related igsue of tncenctive effects
between the government and gongcvernment employment, policy alternativez will he
difficult to imploment. Any change in the government pay/allowanca system will
change the opportunity cost Sfor private sector employwent, Similarly, the
unavailability of government employment encourages workers to pursue in greater
aumbers the alternatives of private gzector employment and eajgration. At
pressnt, manpower estimates and observation both suggest a shurrage of
professional and technical perscanel ’n both the public and private secrtors.
Thus, for the immediate future, the two sectors will remain in competition for
these scarce workers. The relative wage rigidity of the nublic sector places it
at a disadvantage in this competitionm at present. This disadvantage will
reraist until the revards for professional and technical workers in the civil
gervice can be reinforced in a selective and effective nanger,

The fical set of economic implications stemning from this civil service
study concern the demands placed on the education aud huzan resources systea for
nev et trants into employmeat. The net manpower demand projections made for the

Somali Zducat.ou and Huran Resource:r Sector Ajseg.ment indicate an oversupply of

school leavers at every lovel of education. While based on datad maopover
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survey figures ¢u’ a highly mechanistic methodological approach, the scale of
the oversupply o!f graduates versus demand is 3o great as to eliminate quescions
concerning the aature if not of the scale of the imbalance.

The actual level and incidence of the imbalance in supply versus demand for
varioua school leavers will be determined by che rate and distribucion of
economic growth by sector. To the excent that the nmore labor—-inteansive sectors
grov mors rapidly, the effect of GDP ilancreases on zanpower denand will oe
reinforced. Ag a governmeat policy for all sectors, the emphasis on
labor=incensive production technologles also asaists {n maximizin; employment
ragults of GDP growth.

Among the important outcomes of this study will be the implicationms drawn
for human resource planning. In addition to fiscal constraincs and fnefiicient
patterns of incentives, the civil service systea has existing persocnel who are
not adquately trained for the level and typea of responsibilities assigned.
There is a cricvical ceed for a better definicion of the trairing requirements of
thae civil service and for improved provisilons to aasure that the graduates of
such training are assigned to positlons where they can utilize there skills
properly.

Al)l of the issu:s discussed Jere are liaked {ncto an aggregate pactara of
coats and rewaras for governmment staff. The ability to eara an appropriate
income, to be recognized for meritorious parformance, to be trained and assigned
appropriacely, and to work im am efficient operational scructure are
international requirements of a successful civil service system. s aoted in
the intzoducctiou, the dominmant difficulties Zaced by che civil service systam in
Somalia are not different in kind from those facezd in every other country.
Certain of the difficulties do differ in degree from those faced by most other

countries and thare is little doubt that cthe current economic burdens faced by
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government mean that Somalla fices morm severe constraints om aay attempts at
rapid change. However, the problems of the nazilonal economy reinjorce the need
to improve the clvil service system even as they make the processes fcr
improvement zore difficult to izplement. In summary, it will be the nation's
ability to deal with thia inherent coatradictlon wnich will determine the
econonic success of the next decade and the eventual effectiveness of the civil

service gystem.
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3.0 THE HISTORICAL CONTEXT OF THE CIVIL SERVICE

3.1 Introduction

The afficiency of a civil service system is pever determined solely by the
circumstances existing at a particular tize. Presant day adainistratioa ia
Somalia has been shaped by the country‘s colonial antecedents and by the svents
md policies of the past two decades.

Upoa achieving independence in 1960, Somalia inherited two quite different
adminigtrative systems and corps of civil servants, one derived from the British
colonial tradition which had prevailed in the North and the other from the
Italian system wiich bad developed {n the more heavily populated South. Eich
tradition had matured over a pumber of decades., Each embodied differeat lagal
standards and followed differeat administrative, decision—making, personnel
zanagezent, and record-xeeping procedures. CEven more siguificant vas the Zact
that each used a different non-Somall lanuage for all government business,

The two systems vere, however, similar in certain impaortant ways. In both,
the range of governmental functioms was limited and relatively stable.
Innovation occurred ouly slowly and practices could be Srought to a fairly high
level of efficiency before new methods needed to be adopted and leatmed. Tax
collection, the maintenance of peace and order, aad the provision of ainimal
fealth and educational services vere the main adminisrrative responsibilities.
Within the departments of the administrationm, action tended to be confined to
the consideration of individual “cases” which could be decided through a racner
routipe application of fixed rules of law or policy. DNiacretionary
decision-making was highly centralized ia a relatively few key posts. These
positions, along with others requiring a significant measure of sclentific or
technically complex skills, were almoat eatirely held by expatriate officlals.
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An early report stated taat the two colonial services combined contained only
rhree Somall officials with university degrees. Little was expacted of either
civil service in terms of individual initiative, placning, or problez-solving.
Somali employees in both systems were expected to learm by doisg under the
guldance and control of the expatriate staff. In aeither system was amuch
atteution given to the collection and use of quantitative data in arriving at
decisions.

ia both systems there was an ordersd structure of pay grades; each poat was
given a title and asaigned to onc of these grades. Personnel decisions tended
to be determined by the ability of expatriate supervisors to assess actual or
potential capabilirles of employees. Seniority tended to he given great weight
in advancement as was trus in the domestic civil service systems of both Great

Britain and Italy.

J.2 Creatlon of the Soma.i Civil Service

The new state of Somalia which achteved ladependence in 1960 by the
combination of these two disparate colonial elements, adoptsd a conatitution
very similar to that of Italy with execucive authority in the hands of a Price
Miniscer and a Council of Ministers dependent upon a parliamentary assembly
elected by principies of proportional representation. The govarnment set about
the epormous taok of aerging the two different administrative structures and
their persounel into a unified system and of preparing Somalis co take the
places of deparring colonial administrators. As an inferim zeasure, Somalls
from both adminiscrations vere given either temporary appointzents or permanent
starus without much regard to forzal qualifications and at salaries determined
on & case by case basis. Several hundred expatiiates were kept as

admipiatrators under {ndividual coatracts.
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With the assistance of United Nations advisors, a civil service law, zodeled
largely on the Italfan Civil Service Law of 1956, was drawa up and enacted in
1962. Much of the subatantive content of this law has carried over iato the
ao0st recent codification in the Civil Service Law of 1980.

The major feature of the new law was the division of the public nervice into
four levels differentiated by the educational attainment required for each.

There were to be fifteen pay grades covering the Zour “"divisions” or series.

DIVISICN EDUCATION LEVEL REQUIRED PAY GRADES
SAT University degree or equivalent 1 -8
- Completion of Secondary School 7-10
“c" Complation of Elementary School 9-11
D" No schooling required 12 - 15

The pay grades overlapped the divisions so that an cxperiencad and capable
person who had had oaly secondary schooling could be promoted to a grade higher
than a recent university gradnate. In both the 2ritish acd ltalian colonial
services it was customary to appoiat entrants into the civil service at the
lowest pay grade appropriate to their educational attainment, but this was zot
required in the new law.

The law also provided that positionms would be “established™ {n the Britisa
oanner. That is, the position would he described, given an occupational title,
and assigned to an appropriate pay grade before an appointment to that positionm
could be made. The 1962 law also contained provisivns relative to the selection
of candidates for appoiatzent or promotion, transfers, tarminations, leaves of
absence, and disciplinary sanctions for miscomduct. There was a zandate to
create a Public Service Commission to which appeals of zinisterial personnel
decisions could be made.

The task of planning a unified administrative scructure and of assigning the
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existing ataff to the new structure vas given to an Escablishment Commission and
to ad hoc committees of senior Somali ofZ<icials and United Nations advisors.

The first task was to determine the needed aumber, sphere of responsibilicy, and
laternal structure of the ainistries to ba established. The 1963 report of che

Coumigsione per L'inguadramento del Personale Civile dello Stato recowumended the

formation of 17 zintscerial level units (of which 15 were instituted), specified
tle rugpousibilities of each, and lisced the ticlea, grades and Luwbers of

positions allocaced co each as indicated in Table 3.1.
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Table J.1

1963 MINISTRIES AND THEIR ESTABLISHED POSTS

MINISTRY Authorized posts by category

A B C D Total

PRESIDENCY 3 3 19 43 68
COUNCIL OF MINISTERS 19 48 291 146 504
PUBLIC SERVICE COMMISSION 4 2 ) 2 11
MAGISTRATE OF ACCOUNTS 7 18 27 k] 36
FOREIGN AFFAIRS 48 24 24 8 104
INTERIOR 108 63 200 44 515
DEFENCE 2 5 9 2 18
GRACE AND JUSTICE 5 3 15 4 27
INFORMATION 7 22 76 20 134
EDUCATION 69 179 1,128 723 2,099
HEALTH, VETERINARY & LABOUR 103 192 621 1,748 2,662
FINANCE ) 78 3a 97 508
WORKS AND COMMUNICATION 32 192 1,498 701 2,362
INDUSTRY AND COMMERCE ] 15 59 27 107
AGRICULTURE & ANIMAL HUSBANDRY 13 53 _250  _ 441 173
TOTALS 444 855 4,542 4,107 ,9438

The Commission observed that some of the posts provided for night not be
aeeded until later and that fully qualified persous were not yet availabla co
£111 certain other posts. The Commission further notad that there was some
redundancy of staff becuuse of the consolidation of the two administrations but

it implied that the total number of those already employed was approximately
3-5
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equal to the number of posts available.

In the Coomisalon raport it was noted that in the South the pay zrade had
been attached to the person, as in the Italian "rank-in-man” personnel syatem,
vhereas in che North the pay grade had been determined by the dutles assigned to
the positilon. The Commission pointed out that the 1962 civil service law was
ambiguous on this matter of principle and scrongly recommended the correlacion
of pay with position. However, this ambiguity still exists {n the present civil
servicas law. A

Oace the structure of the administration had been decided upon, the most
essenclal taask was the assignment of the workforce then availabla co the newly
established posta. Nominatious were called for from each miniscry,
qualifications of candidates wera reviewed, and recommendations for appointaent
vere nada tc the Council of Ministers. Because nor all reagsigoments could be
completed by che target date of March 11, 1963, the task of completing the
procesaing and reassignment vas given to a4 aewly created Directorate—Ganeral of
Zstablishnment and Personnel Divisions in the Presidency of the Council of
Ministers. A deadline of Decembar 31, 1965 was set for firaliziag assignﬁencs.

Membership on the establiskmenc planning commission coasisted of the Somali
head of the Establishment and Persognmel Oireczorate, a Somall atctoraey, two
ltalians with colonial government experience, and two experts supplied by the
United Nationa. The job of consolidating the two civil services was nade doubly
d1sficult because of the considerable diffecrences in pay. The 15 pay arades in
the South had carried a zonthly scipead ranging from a low of 125 shillings to a
zaxisum of 1500. In the North pay lavels ran from a aminioum of 100 to a maxizum
of 2500 wich a superscale of four grades from 2700 to 3167 for bath expatriates
and Somalis capable of holding these high level positlions. The fifteen grades

of the pay scale established in the civil serrice law of 1962 rag from a aminioum
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of 160 per month to a maxinum of 2250. Many of the higher level civil servants

from che North had to take substantial pay cuts as a result of the consolidation.

3.3 Civil Service Training

A second major taak of the new governmeat was that of upgrading the
copabilities of Somali civil servants so that they could replace the sharply
reduced and dwindling number of expatriates holding executive and technical
positions in tie adminiasrration. In 1962 twenty-three countries offered
ncholarships for Somali civil servants to study abroad; 336 of these
scholarships were for full university degree programs of which 88 were in Italy,
67 in thae United Arab Republic, and from N to 50 each i{n England, USSR and the
United States. In subsequent years the aumber of such scholarships aud training
opportunities increased. By 1968 it waa estimated that unearly 400 Somalis with
foreign university degrees were in the civil service, and that nearly 1200 wmore
ware then enrolled in degree programs abroad. Luigi Pestalozza in The Somalian
Revolution asserts that in 1968 a total of 1509 Somalls were studylng on
scholarshipa abroad. Of them 1044 wers (o USSR, Italy, Egypt, and West
Germany. In the six year period 1968-1973, 639 graduates ceturned zo Somalia
with foreign university degrees. Aimong them were 164 M.D.s, 99 graduates !n
law, 83 in economics, 93 agronomists, and 91 civil engineers.

By 1971 the distribution of civil servants holding foreigm university

degrees was as follows:



Education 140

Healch 86
Agricultura 59
Justice and labour 43
Public works 24
Rural development 19
Mining 18
Planning 10
Yoreign Affairs 10
Induscry 10
Other fields 71

Tocal 490

In 1965, the Somali Institute of Public Admintstration (SIPA) was
establisned (with United Nations assistance) to agsist in providing the needed
training for civil service starf. SITA began with a small group of foreiga
advisors ard teachers; both long and short courses in Danagement and related
subjects were offered to present and futurs civil servants. SIPA's ambitious
program of training and skill development included short courses in personnel
aanagement (in Italian and in English) for personnnel and administracive uait
heads and support staff in the zinistries and agencies of the goverurent.

During the 1960's counsicerable thought was given to the foundiag of a
national university. Such an undertaking vas recommended by 2 UNESCO scudr
group in 1964, The idea was further refined and endorsed by a sub-committee of
the Council of Ministers and by an {nterministerial commirttee in 1967. In 1968
4 coamittee of experts was appointed by the Minister of Sducation fo review
practical considerations. It was asaisted by the UN advisors to the Ministry of

Pinance and an ILO manpower planning advisor.
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This committee's report aoced that the then current aanoual cumber of 250 to
300 scholarshipe for scudy abroad had been declining and could not be expecred
to be maintained, and thac the diversity of languages aod instruccfoanal zethods
posed major problema. It noted that oaly 37 percent of the 490 civil servants
with foreign university degrees had studied in either of the two officilal
languages of the public administration. Tbe ochers had studied iz 15 different
languages io 20 different countries. The report observed that the limited
knowlecdge of Zaglisa or Italian of these raturned dsyree holdars "may pammit
normal coutacts, but hardly any exchange of views at a taechnical level oo the
job or, more lmportant still, che eaay writing of raports and official
letters.” The committee's recommendation chat two existing training
institutions be converted into faculties as the nucleus of a opew univeraity was
accepted, and with Italian fipancial and technical assistancz the University was
founded. Its evolution and preseat structure are described in the Ministry of
Planning's education and human resources sector report.

The faculty structure and curziculum are similar to those of Itallan
universities. Italian {8 the medium of {natruction excepr io the faculties of
education and agriculture which uge Zaglish and the faculty of linguiscics.

Much of the teaching 138 still done by Italian university igstructors assigned to
the National University of Somalia for relatively brief periods.

By 1983 the total numper of graduutes nad passed S0C0. All are guaranteed
employment in the public service but no records have been kept of wnat
proportion of them have accepted such employment. A regsearch effort 1is
currently underway i. ascartaln the subsequent career patterns of those who have
earned degrees. As in most other countries, significant proportioms of
university trained persons can be expected to pursue carcers o fields other

than the one in which they specilalized while at the university.
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3.4 The language Issue

In additioa to the problems of zerging two separate colonial structures and
of idectifying and training Somali staff, the new civil service facsd a third
barrier to afficiency; the issue of language. BSecause the Somall Language had
uo scandard writrten form prior to 1972, admintgtracion during the firse decade
of independence was complicated by the necesslty of using the two officilal
languages of the former colonial administractions. Many orficial documents had
to be writren in both languages. This was costly and {nefficienc for there wers
few competent translators. The language difference isolated adminfgtrators from
the former Brirish Precectorace from those previously eoployed {n Italian
Somalia. The language vivalry among civil servants was compounded by tha
“linguiatic chauvinism” of Italiap~speaking and Inglish-speaking officials i{n
each major governmenr institution. An official wishing to address a latter or
@emorandum to another oZfficial oftem would nave to deteraine firat whecher the
recipient could read tha language {n which the zesorandum was to be written.
According to Omar Osmsn Mohsmed, former Director-General af SLPA, the difficulty
of communication in writing between officials who did not know each other's
second language gtrengthened the natural teadeacy of Somalis to rely excessively
ca oral communications. Communications betweeg the public aad the
adniaistration vere even more cumbersome and inconvenient because so few zembers
ot cthe public could raad or underscand either orfictal language. Thare were
Zears cthac the language barrier would turn {nto a "schism betvaen the Stace and
the pmople”, These fears wers not removed unril after che revelutian of

October, 1969.
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3.5 Civil Service Refora afrer 1969

The present government originated iz a bloodless coup engineered by army
vfficers dissatisfied with the previoue government‘s foreign policies and by a
chaotic parlimentary situation. The revolution resulted in the proclamation of
three new charters which ceatralized authority, established a single political
party as an active partner i{n governmental affairs, and announced that
“scientific socialism” (literally (in Somall) "wealthsharing through xnowledge”}
waa to be the guiding ideology of the State, These principles were incorporated
in che Conatitution formally adopted inm 1979.

Following the revolution there ware a oumber of zajor developments which
have had a great impact upon the civil service.

l, The new government embarked on a vigocous program of admiaistrative
reform and wade strenuous efforts to iuprove the quality of the administratioa.
According to Pestalozza, initilal "efforrs were made prirarily to weed out
dishonest managers and employees...to reduce the ranks to the aumber of
officials, clerks, doorzen, etc...really neceasary, eliminating the plethora of
parasites vho had entered the offices tarough the channel of tribal cllectelism,
and to conduct a campalzn of noral preasure for the rehabilitation and the
reactivation of adzministrative ‘ctivity.” lNumerour circulars and other
presidential nesaages were issued exnorting civil servants to a strict obedience
to the law and an energetic devotion to duty.

To this end a series of orientation courses were eld for various
categories of civil servants. An orientation course held from Decembar, 1971 to
February, 1972 assembled over 150 directors-general, general nanagers,
ambassadors, and other high officials. Their workshops formulatad sclutions to
perceived administrative problems taking inro consideration both the

eavironmental setting and econmomic constralnts. Thelr reports were duplicated
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and circulated widely through the government. Many of their recommenedations
reappear in this repore.

2. Undoubtedly the most important of the post-revolutiocnary
ionovations was the adoption, by presidential decree in Cctober, 1972, of a
standard written acript for the Somali language using latin characters. The
needs of the civil service were an important motivating force for this
concroversial but long awaited action. The firsc group to receive {ntensive
trainlag in the uew script were civil sarvants all of whom wers then tequired ta
pass 2 literacy test in Somsli., A a:assive, country~vide literacy caupaign was
launched using secordary school tsachers and students as instructors. Although
much progress was made over the next decade, language difficulties have not been
entirely cvercome. Tne language is rapidly absorbing new wo.ds and meanings to
dcconmodate the tarminology of science, techmology, and danagement. Foreign
languages are still widely used for instruction and in certain government
Teports. Many civil servants £fluent in a foreign language find (t difficult to
cranslate frca that language inco written Somali or from Somall into their other
language.

3. An active policy of Somalization of tke administration was
initiated. Moat of the several hundred expatriates who were Yoldovers from the
pre-indeperdence admintstrations or had been hired subsequently by the
government, were terminated as rapidly as their contracts allcwed. The 1975
magpover gurvey Iound Zewer than 50 foreigners still secrving as direc: employees
of the central government. 3y 1983 the oumber had declimed to 40.

4. New aspirarions and srrategic counalderations led to a number of
shifts in the structice of the public adminiscratiom. The Interior Ministry was
repamed Local Goverament and Rural Development and {ts major component, the

police force, was tramsferred to the Ministry of Defense. In 1969 the Ministcy
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of Grace and Justice was renamed Justice, Religion,and Labour aad usade
responsible for the lsguance of work permits and the settlement of labour
dispuces. In 1971 labour was elevated into a separate ministry and repamed
Labour and Sports. Fipally, in 1977, a separate Ministry of Sports and Youth
was created and the labour ministry became Labour and Social Affzirs. AL thac
tize the Directorate of Esrshlisbment and Personnel was transferred to Labour
and Soclal Affairs from tha 0ffice of the Presidenc. A Ministry of Livestock,
Range, and Forestry vas formed in 1975 out of the Ministry of agriculture and
Animal Husbandry. MNew ninistries of Mineral and Water Resources, (1973), Poat
and Telecommunications, (L971) and Industry (1571) were formed out of existing
miniscries. Tha founding of the Nacional University lad to the separaction of a
Ministry of Higher Education and Culture from the Ministry of Educatilon (1973).
The Mipilatry of Informetion had "and Mational Guidance™ added to its title. The
Directorace of National Planning in the Office of the President was nade into a
ainistry.

The process of organizational subdivision continued. Out of the orgimal
Works and Communications ministry came ont only the Ministry of Post and
Telecoomunications but also the Ministry of Marine Transport and Ports and the
Ministry of Transportation and Civil Aviacion, boch created {s 1977. Fisheries
was also made a separate Ministry in 1977. Later the autonomous agency which
managed the government hotels was converted into a Mipiscry of Tourism and
Hotels and {n 1982 a major developuent project was converted into the Ministry
of Jubba Valley Developument.

Several autonomous agencies were created before independence and others were
added suon afterwvards. Their numbers expanded rapidly after 1969 as industrial,
comercial, and fipancial enterprises wWere pationalized and new entitites were

created. The zanpower aurvey of 1975 listed some 40 parastatal enterprises with
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a total workforce of approximately 16,000. Although employmeat has declined in
a numbar of chem, the total aumber of autonomous agencies 13 now over 60 and
their workforce i3 estimated to be as large as 32,000. However, the 47
autooomous agencles which responded to the 1983 manpower survey claimed only
about 18,500 employees. Civil service measures adopted following the tevolucion
extended the peusion arrangements aand grading and salary structuze of the civil
service to the autouncmous agencles but since 1980 differencas in treatment Lave
been allowe!! and have begun to be significanc.

In 1373 it was decided that the government would provide employreat %o all
university graduates aud to intermediate and aacondary school leavers. The
policy was soon modi’.ed to exclude incermediate school leavers and, ia 1983,
graduates of secondary schools. HNavertheless the policy contributed te the
celatively continuous increaese in the central government workforce Ladicated in
Table 3.2, The table provides employmeant levels for the Ministry of Fducatiom
separately in order to show the growing luportance of the Ceacher corps in the
tocal employwent picture. The headquarters staff iy slightly core than 300.
For the past 7 years cearly ome half of all ceatral government employees have

been school teachers.
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TABLE 3.2

GROWIH IN THE CENTRAL GGVERNMENT WORKFORCZ

Year Estimated aumber of Emplovees
Total Min., of Zducation oaly

1962 9,500

1969 18,000 2,900

1971-2 13,300 3,100

1975 20,600 6,050

1978 33,100 15,300

1983 45,100 22,650

All figures are to soqe dagree estimates. Mumbers for 1962 and 1969 were
derived from tables of “established positions”; those for 1975, 1978 and 1983
from the responses by ministries to zanpower surveys couducted by the Ministry
of Labour and Soclal Affairs. Data on 1983 employment in the ministries oI
Agriculture, Foreign Affairs, and Flcance are not yet available, so unofficial
estimates for these ministries have been obtained frcm seconzary sources.

Central government here zeauns the civillan ainistries of the government (cot
including the uniformed szervices of police and the armed Zorces) plus three
autonomous agencies (the Mational "miverrity, the National Academy of Sciences
and the Arcs, aud the Somald Institute of Developmenr Xdninistration and
Managezent) which are technically autonomous agencies but operate as components
of tha central governxeat.

The progressive avolution of the structure of the ceatral goverameut and the
diatribution of Lts work force are shown in Table 3.3. In the 18 ministries for

which comparable manpower survey data are available for boch 1978 and 1983, and
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excluding Zducation, the number of employees increased by J0 perzent over the 5
year period. A figure which {s perhips not unusual considering the lmportaac
social and developmental responsihilities of these adnijtries. Wage
expenditures for all of the period are not available but the total wages for the
period 1981 through the amounts budgeted for 1984 increased by 51.6 percent with
an ewpecially large increase being recorded as expenditures for temporary scaff.

A tabulation of employees in the 18 ainistries by year of aatry iato :he
service showa thot 4427 began their goverument service Lo 1981, 1728 {n 1982 and
16475 in 1983. The latcter figure was for some moncths less than a full year
because nost agenciles zade out their reporcta in October or November of 1983.
Clearly cthe government has substantially reduced the rate at which it is adding
new enployees. MNevertheless these data reveal that 40.5 percent of all
employees on the Iolls in thease ainistles at the end of 1983 had been employed
by the government for less than three years. More complete data for the whole
central government suggeat that only 30~35 percent of employees are in this
category. In eicher case, it is obvious that a substantial proportiom of
employees are Inexperienced in their assigned work.

Iwo iaportant inferences can be drawn from these 4:ta, The faect that the
percentage of recent entTants signiiicantly exceeds the perceutagE growth in che
workforce means that there has been an extremely aigh attrition rate.
Separations Irom service were not tabulated uncil 1983 and the number recorded
for that year in the Departaent of Personnel of the Ministry of Labour and
Secial Affairs seems excessively low o be considered complete. The second
couclusion is that supervisors have had to abaorb large numbers of recent school
leavers whose skills have scarcely had time to develop and whom supervisors

would have been hard pressed to train adquacely.
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TABLE 3.3

DISTRIBUTION OF EMPLOYMENT IN THE CENTRaL GOVERNMENT

Ministry

Agriculture
Livestock, Range
aud Foreacry
Floance
Public Works
Justice and Religioua
Affairs
Information and
National Guidance
Education
Health
Labour & Social affairs
Commerce
Iodustry
Sporta & Youth
Pigheries
Marins Transport and Ports
Post and Telecoa
municacions
¥ineral and Wacer
Resources
Local Government &
Rural Davelopment
foraign Affairs
Higher Zducation
and Culture
Transportation and
Civil Aviation
Tourism and Hotels
Planning
Juba Valley Development
Presidency ’

AUTONOMQUS AGENCIES (2)
National Academy of Science
National University

SIDAM

Totals

1969 ~ 1983
Year
1969 1971 1975 1978 1983
1670 567 925 1295 1500E
N/A 782 1396 1472 2084
552 562 483 513 600E
2289 1703 1782 1722 1892
289 605 7aL 774 1172
269 351 az 365 432
2898 3087 6051 15845 22654
4539 2375 3672 4604 6095
N/A 67 173 206 298
148 30 95 36 105
N/A 63 62 71 134
N/A N/A N/A 279 200
N/A N/A 212 271 293
N/A N/a N/A 145 160E
1949 514 832 1209 1654
N/A 63 173 182 200
783 630 532 352 167
133 120 169 224 24QE
N/& N/A 70 137 130
1949 1427 1828 1962 1878
N/A N/A N/A N/A 1093
69 63 117 173 205
N/A N/A N/A N/A 53
409 199 510 396 545
N/A 14 48 100 167
N/A 58 4Q0E 731 80QE
23 a7 50 40 65
17,976 13,317 20,519 33,153 45,126
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Notes:

1L

L

k)]

4)

Sourcas:

Escizates obtained from officifals because data was aot available. Noane
of the fugures should ba regarded as exact. They are Selieved to be
closer to the actual workforce numbers than estizates derived from the
annual budgets. The figures for 1969 and 1975 as much as 1,300 too
high becausa based on manning tables; the figure for 1971 is probably
about the sace amount too low.

Ministries have been identified by their contemporary came. For
earlier years entities with different names may have performed the same
Zunctions.

These three autonosous agencies are considered a part of central
government for the purpose of this tabulation.

The pumber of 90 given in the aanpowar survey did not incude the field
scaff, here eatimated as an additional 70.

To this total there should be added 253 esployees of the Minigtry of
Defense and of several cther small units no longer considared part of
the central government plus an eatizated 500 "cagual latourers”, making
a tocal of 14,070,

1969 and 1975 from typed or mimeographed lists of “established
poaition” in the files of the Establishment Department of the Migisczy
of Labour and Soctal Affairs. Thus these lists would {ncluse unfilled
vancanies ag vell as those filled, but they would not tancluda casual
labor or temporaries.

1971 from The “anpower lmplications of Current Development Strategies,
Manpower Survey Project Yol. I. Miniatry of Labour and Sports,
Mogadisghu, August 1972.

1975 data from Manpower Zstablishments Survey of Public and Private
Sectors, Vol. No. 1, Preseat Mployment and Future Requirenments
Statistics, Labour Department, Ministry of Labour and Sports,
Mogadishu, July, 1976.

1983 daca are from the manuscript tabulatioas complied in the Ministry

of Labour and Social Affairs from data supplied by the ministries in
the 1983 public sector manpower survey.
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In the course of the past year saveral steps have been takea beariang upon
cthe civil service system. In mid~1983 the policy of employing all secoadary
school graduates was abandoned. Late i{n the yvear a decree authozized an
{acrease {n the compensation of employees of the Ministry of Finaace to the
lavels paid by che Centzal 3ank and other autonomoua agencles concerned with
finance. The average incresse amounted to approximately 350 percent. This is
cthe first time that the uniformity of regular compensation among the ministries
has haen brokean.

In april, 1984, the government decided to begin to reduce tocal governemeat
employment. On May 1, a notice was dispatched to all ainistries by the
Secretary of the Political Committee and Council of Ministers reading as Zollows:

The Governzent's meeting on 19th April 1984 has decided to shift those
undar-employed staff and retired persoumnel into other sources of production
such as Agriculture and Fishing.

In order to make that decision successful, we request from the
Ministries to submit those under—employed people in their Ministries as soon
as posaible aad list them according to the above mencioned.

The Council of Ministers did not set a target figure as to the size of the
reduction sought nor {ndicate how the snifting i{nto other eaployment would take
place. The manpower survey dsta do not show any significant aumbers of
amployees over the ages of 60 for zen and 35 for Women, those being the ages
when eligibility for retirement on a pension occurs.

There L8 currencly no provision {n the civil service law providiang Zor
ssparations because employees are redundant or because of lack of Zunds.
However, 4 constitutionally-valid modification of the law could be zade by
Presidental decree.

Discussions are also taking place within the goverument regarding possible
consolidacions of some of the zinistries and of reduction or elimipation of

subsidies to business~type autonomoua agencles. Several such eanterprises have

been exempted experimentally from the civil service law and allowed to daternine
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vages by collective bargaining; similar action has been proposed for others.

3.6 Summary

An assessuent of the eificiency of a personnel system requires an evaluation
of how well that syatem satisfies both qualitative and quantitative needs of the
public adainistraticn within che constraints imposed by the fipancial resources
available. On both counts the present situation {s not wholly satisfactory.
All branches of the adminiscration suffer from shortages of personnel with
needed gkills. This should not be attzibuted to the personnal syatem, however.
A recently expanded aducational sysctes and & soell modern ecomomic sector simply
have not yet produced a large number of parsoas with developed managerial,
profesasiounal, and technical competence. The declins im civil servants’' real
incomes due to a combination of fixed wages and price inflaction also has
conctributed to the shortage. Many axperieaced and competent civil service
employees have been lost to other eaploycent. The civil sarvice has not been
able to replace these experienced personnel by recruiting new employees from the
scarce supply of persons possassing the desirsd skills. With so large a portion
of the vorkforce having less than three vears of axperieace, those abilities and
skills whichk can only be acquired through experience and on~the~job training are
bound to be in short supply.

The cthirty percent growth in the public workforce has ouctscripped the growth
in the economy and in the financial capacity of the government to pay adequatce
salaries and to provide eaployees with the supplies and equipment needed for
them to work efficiently. The conclusion seems inescapable that the present
budget planning and control system has not been allowed to deteramine priorities
anoag claimed aeeds for parsonnel or to limit the intake of additional enployees

to the gumbers that the country cam aiford.
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The consequences of the rapid expansion of the workforce, despits what
appears to be a high attritiou rate, have been threefold. 1) Low amployee
morale and loss of productivity have developed because the government 1as aot
had the financial capacity to adjusct compensation in keeplag with increases in
the cost-—of-living. 2) Supervisors have not been able to devote the time
necessary to 3ive adequate on-the-job training to 30 nany new employees. Thuse
with supervisory responsibilities have had to carry the burden of assuzing that
the primary activities of their units are handled. For zany such persons, it
has been more efficieat to have the poorly prepared new recruits out of the
office and to do what had to be done themselves than to spend time in trainicg
the unskilled. 3J) <the fact that large numbers of employees are paid for doing
little or no work has damaged cthe morale and willingness to work of mauy in the
civil service. Ministry officials belleve that a aignificant proportion of the

civil service is leas prcductive than was the case two or three years ago.
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4.0 ORGANIZATION AND MANAGEMENT

4.1 Iatroductioun

This chapter summarizes the general structure of the government and the
goteworthy characteristics of 2anagement style and operatlons, The first
sectlon outlines the major components of the government with brief commeuts on
the functioos and responsibilities of sach part. The gext section highlignts
certain frequently encountered patterns or administrative practice. These
latter observations are couched ia general terns because of the great
disparities that exist among the ainistries in terma of persomnal and style of
operatic .

Sources of i{nformation for these sectlons include the Miniscry of Planning's

Svaluation of the Three-Year Development Programme, 1979-41, the SDR/FAQ report

Compendium of Agricultural Development Projects in Sowalia (October, 1983), The

World B3ank report, Somalia Policy Measures for Rehabilitation and Growth (May,

1983), and {nterviews with numercus officlals. The purpose of this descriptive
assessment 13 to depict the inatitucioval eavironment in which the civil service
functions and to lay the foundatifon for the recommendacions on training
contained lacer in this report. The chapter concludes with suggescions as to
scteps which should be taken to briag about lasting improvemencs !a che

efficiency and effectiveness of the public adminiseration.

4.2 The Structure of the Sovernment

The government {3 composed of three main elements: the highast policical
authorities; an !nplementing level couslating of ministries, autoncmous

agencies, and joint projects; and local goverument. The last has its own
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independent inatitutions but L8 also an extension of the central govermeat.

Highest Political Authorities. Supreme authority i3 vested ia the

Secretar-General of the Somall Revolutionary Socialist Party, the Presideat of
the Repubic, the 0ffice of the President, and the Peoples' Assembly. These
instituctions are linked togecher througnh iaterlockiag zemberships. Chart 4.1
provides a schematic of the memberships of and relationships among the ceatral
government agencies.

The President ia Chairman of the Council of Miniasters, Chairman of the
National Defense Council, Commander=-in Chief of the armed Forces,
Secretary-General of the Somali Revolutionary Socialist Party, and Chairmaa nf
its Political Bureau., Two Vice-Preasidents sit as nempers of thuse various
councils and together with ke Preyidenc preside over the Offi:e of the
President. The components of the 0f7ice of the Preaideant and the size of their

staffs as reported ia the 1983 public sector nzanpower survey are as f{ollows:

Mindistry of Presilency 69
National Purchasiog Coomittee 21
State Attorney General 6
Magistrace of Accounts 172
Directorate of administration 184
Mational Securitcy Court 50
Ecomonlc Committee 3

Secretariate of Council of
Ministers _w0
Total Staff 545
These offices provide legal advice, study and zake recommendatioms oa policy
issues, and naintain organizactiongl and fiscal control over the rest or the

governmeant. The Magistrate of Accounts has registration and auditing functions
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aimilar to those of the courts of account in France and I[taly. The
organizational arrangement of the Jffice of the President is cdepicted in Chart
4.2,

Six of the one hundred seventy-seven meuber Peoples' Assembly are appointed
by the President. The remainder are elected by public ballot from a lisc
proposed by the Central Commitcee of the Parcy. The Peoples’ Assembly is
charged with the respoueibilitvy to debate and act upon all prepared laws and
budgets. Bectuss tha Asgembly s rescricted to brief semi-annual =edsions, the
zajor share of its responsibility s delegated to its scranding committees on
policical affairs, social affairs, legal affairs, economic measures, and defensa
and national security.

The Council of Miuisters, chaired by the President, is composed of
approximately 48 Ministers and Vice—'ipisters appoinced by the President co
direct the 24 minisctries (and tile autonomous agencies atrtached to them). The
Council meets frequently to consider and vote un deasures presented o them
including policy statements and drafc legislation.

The Adninistrative Units. Policles are implemented and laws executed by the

23 eiviilan uinistries which (togectker with the Qffice 3f zhe Presideat and the
Mipistry of Defense) comprise the “central government,” In iddition, over sixty
“autonomous agencies” operate as parastatal or relatively independent public
enterprises under the auaplcies of specific airi. -ries.

Ministries are responsible for studying problems in a particular functiormal
area, preparing plans, developing draft laws and decrees, carrying out or
superviaing approved and funded péojec:s, and executing the laws and decrees
promulgated by higher authorities. Legislation specifies che area of
responsibilicy of each ainiscry and, with few exceptions, names subordinate

organizations within the miniscry and lists the functions and responsibilities
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of each departzent, service, and section. If the basic enabling legislation
does ant do so, complementary legislation typically lists, by title and oumber,
the positions astablished in each section of the ainistry and the salary grade
allocated to each such post.

The intermal structure of the ministries follows a common pattera. At the
top are the Minister and, usually a Vice-inister, both of whom are appoianted
directly by the Preaident. It ia common for such senior staff to have held
ministerial posts in several different ministries. The covement of a miniscer
from one ministry to another often has been followed by the transfer of a number
of civil servants in whoam the ainister has special confidence. Ministers
constitute the main link between the individual ministry and the higher
political authorities. Some have expertise in the field uvf the ministry's
responsibilities but this L3 oot a primary criteria for appointment. Some are
actively invelved in managing the administrative affairs of the ministcy windlle
others conceantrate on 1ts extermal relations and davolve primary management
respoasibility to the director—general.

The sizc of the ministries varies greatly as is iudicated in the following

table:
Workforce in Ministry - Numher of Ministries
150 or fewer 5
151 -~o 300 7
301 co 1000 3
over 1000 8

The smallest aipistry ia the recencly (1983) created Ministry of Jubba
Valley Development with only 53 employees. The largest is the Micistry of
fducation with over 22,000. The latter =2inistTy includes the full corps of
public school teachers in addition to its cemntral and regional administrative,
elearical, and support scaff.

Minigtries are subdivided inco departments, generally from four to eight,
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and the departments are divided into gervices and sections. Organizatiomal
charts for all ainlatries, developed from the legislation creating the ainiscry
or fruw iaformation supplied by =inistsy officials, are included in the Appeadix
Ivo. Many of the services and sections shown oo the charts are not yet astaifed;
this is especlally so {u the smaller miniastries. Certain of -he depertuents
bhave such szmall staffs that there is oo supervisory level below that of the
departuent head. Changes {n departmental and subdepartmental organization
structure occut frequently and informally {n response to changes {n staffing
levels znd the assignment of alterad responsibilicies.

Al but a few of the miniatries have some portion of their workforce
srationed outside the Mogadishu area. Zight ministries have over 50 percent of
taelr employees in regiounal, diatrict, or other field offices. These are the
ainiscries of Education, Healtk, Juatice and Religious Affairs, Livestock, Range
and Forestry, local Government and Rural Developuent, Marine Traasport, Poats
ard Telecormunicatiouns, and Public Worka.

Each ministry, no matter how small its workforce, has 1t3 own administrative
support sections, i{ts own building, and a complement of vehicles and other
equipment. Geographic dispursal of the administration throughout the area of
the capical city complicates ccmmunication and coordination among them, Lines
of jurisdiction betweer many of the ministries are unclear, and there is some
quite obvious duplication of efforts. Four ministries, for ezample, have a
significant rasponsibility for water resource development; two are coancerned
with trunsportation; four with major aspects of the rural economy. A oumber of
ninigtries nake decisions upon a coumon body of data or gerve a common
clilentele. The large size of The Council of Mi{pisters restricts its ability to
serve as an effective consultative, policy review, and coordinative institutica.

The goverrment has long Yeen aware of the problem caused by the subdivision
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of the administration into so many differeat miniscries, Difficulcies ia
coordination and the dilution of scarce managerial talect are obvious. Within
the last year an interministerial comnmittee has zade an extensive study of this
issue. Aspects of their report are being considered by appropriate authorities
but no detail or decisions have been annouanced.

Some consolidation of miniscries would appear to be desirable. Reduction in
the number would yield some economies of scale, improvements {m coordimacionm,
and in a more efficient utilization of buildings, aquipmenc, transport, and
above all, of scarce managerial and technical persomnel. However, there are
offsetting disadvantages. Ministerial status does give a particular area of
activity a higher visibilicy and prominence. Smaller ministries are likely to
be somewhat eaular to manage because of the avoidance of scale diseconomies.
Before any consolidation is attempted these considerations should he evaluated
carefully. It is doubtful in any case that so extreme a consolidatior as some
have suggested, namely to oaly twelve civilian ninistries, would be advisable.
Combining ministrinss is a more difficult enterprise chan subdividing them, and a
gradual process of consolidectlon over a five year period would provide betzer
results in terms of zore effective admizistration and cost saviag thao would
more precipitous actiom.

In each miniscry, the key zanagerial position is ~hat of the
director-general, also appointed by the Preaident, and, typically, a career
civil servant of loog experience and respected expertise io the subject area Zor
which the =z2inisctry is responaible. Many of the current directors—gemeral have
been appointed to serve im an "acting” capacity and have aot been prozoted to
the salary grade established for such positioas.

The director-general of a ministry operates at the locus of responsibility

for both day-to—day decision making and for longer term planning activities.
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Because all departments report directly to the director gemaral and hecause [0
few decisiona are finalized ac the departaent level without at least review by
the director-general, the individual serving in this role is seriously
overburdened. In addition to his cormal respoasibilities, ainistry
directors-general also often play a lead role in dealing with polisical
authorities and foreign donor organizations. The present system creaces a
serious decision-making bottlemeck which even the zost coapatent and industrious
tadividual cannot amelioiate.

A director-general's responsibilities i{nclude oversigiat of the preparation
and presed:acion of the proposed budget. They peraonally must approve documents
autborizing expeanditures and personnel actions, and, {rdeed, must sign almost
every official document or communication issued by the ministry. The
director~general also chairs the @iniscry's aanagement-worker committes which
has a voice {n personnel accions and, frequently, other aduinistrative matrers
as well.

4 director-general's persoual staf? assiscaace gor2ally conzista of only a
secretary, three messengers, and a driver. Withiz this constraiant, his personal
lanageneat style, vigor, and adminiscrative effectivenens will secr the toge for
the ministry and have a zajor impact cn the ministry's accomplisnmsnts.

A represeatative of the Somalia fevolutionary Socialisc Party 1s scatioaed
12 each ainiscTy and autonomous agency. This official conatitutes the direct
lick between the zinistry and the party bureaucracy and participates ‘o the

forzacion of many ministerial decisions, especially ia regurd to personmel.
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Autogomous Agencies. A large number of administrative units (know

genarically as “autonomous agencies'). have been creatad by legislatiom or
decree and attached to one or another of the ministries. These agencies report
generally to the miniscer or vice-miniscer and got to the director-general.
Except in those which are educational {anstitutions, the administrative head of
each agency {8 know as Lts “general nanager”. As noted in the previous chapter,
Legislation enacted {n the early 1970s was designed to place the employeees of
the autonomous agencies under the same personnel syatem, especially with respect
to pensions, terms and conditions of employment, and salariea, as the sctaffs of
the miniastries. However, over the interveniag years various decrees and
legislation have aignificancly altered the status of the employees of the
autonomous ageacles.

A definicrive list of autonomous agencies doe3d not exist bacause the
definition of chat statuy (s variaole and certain entities are not always
included. A composite list of 61 entities usually described aa “autonomous”™ has
been prepared from the list of those that responded to the public sector
manpower survey of 1983 plus others naued by various ainisterial officlals (see
Appendix Four). The 47 whi:zh responded to the 2anpower survey listed a total of
13,500 employees.

Coaceptually, the autonomous agencies can be classified within four

- The term darives from cthe Italfan aziendu autonome, (literally
independant businesaes) wihich in Italy designates che goverament's
wholly owned and mansged businesa eanterprises but aot those
enterprises, organized under the zeneral corporationm law, in waich the

government io a stock-holder.
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different categories. JAdequate information is mot available {n all cases to
perait the aassignment to ome or amother of the categories. One group of them
cousists of certain aon-revenue producing service delivery agencles such as the
National University of Somalia, the Natiomal Academy of Sclences and the Arts,
and the Soamli I[nsititute for Development adminiacracion aad Management. These
agencies aight rightfully be considered as coamponents of the central government
and their personnel have been included in the staff tabla coutained in the
previous chapter of this reporc.

A second group of autonomous agencies are otherwise koown ag "joimt
projects” or "joint ventures” because they operate subject to agreements betwean
the government and a domor financing organization or private company.
Rapresentatives of the domor or private company gormally share in the nanagement
of the agency to the extent provided for in the project agreement. The
Somali~Hellenic Shipping Lines and Somali Airlines are two examples of this form
of autonomous agency.

A third category conailsts of manufacturing and processing eatablishments
also know as “factories.” A aumber of thesae were private enterprises
natlonalized after the Revolution of 1969. Others have been sstablished xore
Tecently in order to i{ncrease export earniags or to reduce requirements for
imported goods. Zxamples include the Jowhar Sugar factory, the Xlsmayo Meat
Factory, the Aluminum Utenmsil Factory, and the Fertilizer Plant (now under
construction).

A fourth category comsiats of financial inscicutioas and tradiag companies
created for the purpose of importing and distributing essential goods such as
nedicines (ASPINA) or of purchasing and exporting such products as hides (Hides
and Skia Trading Agency). Some of these are zonopolies while others zust

compeca with private entrepreneurs handling the same items. The status of the
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12 hotels owned by the government i3 ambiguous. Taey are listed by the Mianiscry
of Finance as autonomous agencies but are managed by the Minisctry of Tourism and
Hotels as though they were an integral part of the ainistry.

Both the third and fourth categories of automomous agencles vere axpscred to
be sclf-sustaining from the revenues derived from the sales of products or
services. Some of the financial iostitutiocus and tradiag companies have
substantial profits, a considerable portion of which accrues to the cational
treasury. Others collect considerable sums ag excige taxes on their sales but
do not yield 2 net profit on oparations. Many do not have revenues sufficlent
to cover their annual direct recurrent costs. According to the World Bank

document Somalia Policy Measures for Rehabilitation and Growch (May, 1983)

government borrowing to cover the deficits of these public enterprises has been
one of the primary causes of the inflation which has taken jlace since 1377. In
the receat past many of the agencies have found it difficult to break even
because of the inability to obtain adequate supplies cf either local or imported
raw materials and because output prices have sometimes been set by leglslation
at artificially low levela. Other handicaps icclude such constraincs as
obsolete and poorly maintained equipament, lack of skilled workmen, and the
employment of excessive gumbers of poorly trained and relatively unproductive
workers. An example of the problem is the banapa packing plant. It employs 250
workers but 13 oparating only 4 days a aonth for lack of fruit and market
demand. The Jowhar Sugar Factory has not operated for seven months while
undergoing renmovatioan, but even after this work is completed, the supplies of
cane available to it will not be enough to allow it to operate at 2ore than a
fraction of its productive capacity.

At present the future status of the manufacturing and trading eaterprises

remains uncertain. In January the Council of Ministers considered and approved
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iz principle a proposal that factories actached to the Maistry of Industry be
permitcted to place their employees under the General  abour Code (law 65 of
1972). This would permit determinatirn of salaries and teras aund conditions of
employment through collective bargaining contracts rather than by the civil
gservice law. This legislaction, which would be expected to facilitate che
Tecruitment and recenction of skilled workers and the terminaticn of thoas found
to be redundant, has not vez been emacted. There Zave been proposals that
additicnal autoocamcus agencies unaar ainistries other than the Ministry of
Industry be included fn the legislatioun. There have also been suggestions to
the government that subsidies froa the treagury to revenue prodgucing agencies be
sharply reduced or terminated. This aight require some enterprises to be sold,
transformed into cooperatives to be turaed over to their employees, or simply
liquidated. Several unprofitable enterprises have already been discontinued.
Any of these proposed activns would relieve the government of a costly
responsibilicy for subsidizing and sanaging non-economic activities, The
declsions zade will have a aajor deterainant efiect on the government's fiscal
conditior and on 1ts overall administracive efficiency.

Local Government. The MaistTy of local Govermment and Rural Development
supervisea all local govermments except the aunicipalicy of Mogadishu. The
laccer is directly under the Office of the Presidenc. The country is divided
into 16 regionas which are {n turn subdivided into 84 discricets, esach of which
=ay have one or more towna or villages vithin {ts borders. Local governuents
currently employ between alven and twelve thousand people of whom 3,200 are
eaployed by the Municipality of Mogadisnu which has the functions of both a
regional and a district governmenc. Flgure 4-3 indicates the organizational
structure of the Miniatry of Local Government and Rural Affairs and its

subordinate and cooperating agencies.



Regional governments are headed by a Govermor appoianted by tne President.
The Governor is simultaneously Chairman of the Regional Davelopmesnt Council and
head of the Ragiounal Party Committee. As regional executive he is responsible
to the MLGAD for administrative natters but he algo L3 subject to direction frnm
the Party organization. In addition to the Chairman, the Reglonal Development
Council consists of the Governmor's political and administrative asaistants,
regional representatives of the zinistries of Public Works, Agriculture,
Education, Health, Mineral and Water Rasources, and Livestocik, Forestry, aad
Bange, local commanders of che armed forces, heads of social organizatioas,
district comissioners, chairmen of the district Peoples’' Assemblies, and
distzict executive officers.

The Council meets quarterly. In the incerval betwaen aeetings its powers
are exercised by the Governor and his two assistants, who forms its Zxecutive
Committes. Their acts aust lacer be ratified by che Council. The Council must
approve district tax levies and expenditures and prepare a budget which becones
effective after approval by the MLGRD and the Ministry of Finance. [ts own
funds coze from cencral government subventions and coantributions from the
districts within the region. 3Reagional governments monitor, through the Goverzor
and his assistants, the implementacion of all developmenc projects, both those
financed locally and those funded by tranafers from the cencral governmeat.

In each district there 1s a ™eoples' Assembly of 13 to 21 members depending
on the size and importance of the district. Membars are eslected by the paople
after nomination by the Party. The Party also nominates the Chairman of che
Asgembly who i3 then elected by its aembers. In each districc there i3 an
Executive Cfficer appointed by the Minister of the MLGRD. His role i3 that of
advisor to the Assembly and as supervisor of local administration, but he is

inferior in pover and status to the District Secretary of the District Party
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Committee,

In 1984 the total budgets of regional and 4iscrice governmeats amounted to
Just under 450 ailliocn skilling of which approximately 18 perceat was for
salaries and wages. The formal status of employees who work im local goveramenc
i3 ambiguous for they are subject to the general civil service law of 1980 in
3ome pattars and in others to decree No. 4 of 1972 which resulced ia the
cransfer of the central government field employeass to regional and discrice
governnents. Local employees 3ay be transferred between disctrices and regions

and berween them and che headquarters of the MLGRD but such tranfers are rare,

4.3 General Characzeristics of Organization and Management

This section of the report examines certain aspects of goverumantal
structure and functlioaing which appear to be of greatest significance., The
guneralizations set forth have bsen drawn from other studies and reports and
from lcformacion and judgements expressed by persons interviewed for this
study. The following secclon cecnrains suggested changes which are believed to
offer significant possibilitiss for iaprovements in operacional afficiency.

Shortccaings {n Magagemeat and Suservision. Many reports, both formal aad

iaformal, nave noted the lack of surficient aumbers of sxilled and effective
2anagers. The sicuatlon has been aggravated by the rfact chat sxperienced and
competent nanagers have resigned, retired, or emigrated at a more rapid race
than they have been replaced during a period when governmenr fmctions and
vorkforce have expanded. Delayed government impl " entation, low employee
productivity, and the Failure to achieve planned goals are i{ndications of a less
than fully effective management systea.

The symptoms of managerial weakness in ANy programs are evident: a) goals

det have not been realigtic in terms of fiscal shortages and the scarcity of
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trained manpower; b) corrective action may not have been taken promptly when
delays occurred or mistakes were identified; c¢) persons in managerial positions
spend too much of their tize engaged in activities that should be left to
subordinaces; d) resources are aot allocated among activities {n line with the
stated priorities; and e) the “aix” of resources i3 not appropriately balanced.
Supervisory shortcomings are revealed in the fact chat: a) subordinates
sJomstimes do not follow {astructions or perform all of the tasks assigmed to
them; b) suparvicors do not give enough time and actention to training and
coaching their subordinates; and c¢) some supervisors do not regularly motivate
subordinates with psychic or other rewards when they do well or sanction chem
when they fail to act correctly and efficlently. The extent to wnich these
indications of inadequate zznagment and supervision exist varies, of course,
with the ainistry and within them with the personal abiliries and energiesa of
persons occipying managerial and supervisory positions.

There are good reasons winy macagement and supervision are sot as effective
as aight be desired. Management s a sopnisticated technolagy. Its anethods
must be learned especially by observation of axilled practitioners and with
opportunities for practice and self-evaluation. Learning opportuaicies 2ave a0t
been extensive for the 50 to 60 primary zanagers Ig the central joverameat.
They have been even less ample for the 150 to 150 secondary-ievel nanagers iod
supervisors. Many of these latter are relacively young and inexperienced.
3ecause of the rapid expansic.. of the government over the past fifceen years and
the departure of mora experienced officials, 2any of these secondary
suborganizational heads and supervisors have been ziven significact nacagerial
responsibilities prematurely. They have not had time to acquire the xnowledge,
skills, and self-conficence mecessary to operates consisteantly as effective

managers and supervisors.
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The fact that so many and such diverse responsibilities are ?laced upon
prizary managers i3 & major ope-aticnal constraint. Thase orfiicials are, for
the moat part, the natlon's “policy elite.” They are the technocrats to whom
the goveraunent turns for discussion of critical issues. They are asked to
develop plans, prepare and analyze legislation, negotiate wvith donors, and
resolve crisea, They aust do all these things without, ia many cases,
appropriately educated supporting staffs and in a work environment in which aany
persons can aake demands upon their tise aod atteation. Moreover, statutes aand
administrative tradirion dictate chat they aust arke many small decisioms and
persooally sign a large aumber of documencs; they are ot likely to have time to
evaluate each activity or decision fully. The fact that canagers and
suparvisors obtain most of their tnformation verbally and cormunicate their
decisions co others in the same manner places further linits ypon their capacity
to delegate and to mounltor their own wsrk affectively.

Succesaful zanagemeat demands highly Jevaloped skills in the assimilation
and aanipulacion of data, in che analysis of complex considerat.ons in terms of
their compouent elements, in drawing logical {nferances, and in layiag out
courses or sequences of dction. Considering how litcle formal sreparation {a
thess skills i3 provided to goverament personnel, lanagezment L3 often hetter
than aight be expectad. Subsequent recozmendations for Jtrengthening mzanagement
and for the training of borh sanagers and supervisors should, if adoptad, lead
to significant laprovements. 3ut it ahould be acknowledged that the process of
izproving the overall quality of zanagement and suparvision i3 bound to be slow
and aust be substaiped over a period of many years. The naintepance of
magagment quality, once achiaved, becomes a recurvent obligation of the public
service.

Highly Centralized suthoritv. Delegarion of authority to take amy kind of
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formal action below the level of a diractor-general appears to be rare. As
noted above, routine documents aust go to a director-general, minister, or even
to the Office of the President for approval, Such requirements for nigh-level
signatures reflects a vestige of the highly-ceatralized colcalal tradition aad,
in many instances, the perceived scarcity of trained and experianced staff at
lower levels.

Tae absence of delegation substantially slows down all kinds of
administractive action and wastes the time of senior officials that aight better
be spent in plaaonirg, policy-making, and the sanigement of resources. It also
frequently results in the loas of erffective control. Periodic monitoring or
chezking upon the exercises of delegated authority by a subordinate is likely to
regult in much better decision-making and operational comntrol than exis=s
without delegation. Managera and supervisors at avery level need intensive
training in the art of delegation and in the application of technologies wnich
perait control and accountability through zonftoring and sampliag.

Shortcomings In Implementation. Closely related to the shortcomings in

managenant and supervisicn j 3t {dentifled are the commor failures in

implezentation. The Ministry of Plinning's Mid-Term Review of the Matlomal Placn

cites frequent Iastances io which planned accomplishments were not ceallized
because of difficulties in implementation.

The constrainta on success of project implementation in Somalia are
complex., The paucity of personnel experienced in forecasting and projection of
future requirements is one factor. A second i3 tha excessive optinism inherent
in most project planning activities. A third izportant factor is the high
degree of uncertainty that attaches to any forecast of future conditions because
of the hign degree of variability ln the aggregare Somall ecomomic periormance.

Finally, there ia often a failure to oordinacte project activities (especiaily
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when assiscance for the project i3 derived from deparate donor agencies) with
the result chat the f{aplementacion plans of che {ndividual projects fail to take
into account the competing if not qutually exclusive demands on fimancial ang
huzan resources.

A sustaioed attention to detail, careful analysis of aneeds, and che creation
of forward-looking plans of action to maet possible contirgencies are not
characteristic zodas of behavior. There appears to be !nsufficient emphasis
upon the accomplishment of desired practical ends. T0o often plane have been
zade and targets set without sufficient consideration of the resources required
and of the practical steps which zust be taken, usually in ordered sequence, Lo
achieve the desired results. Often the degree of program {mplementatiou has
been measured by the amount of money spent rather thanm by tangible
accomplishments.

There 1s no quick and easy solution to tha problem of implementacion.
Managerial and supervisory traicing shonld be helpful in alerting officials to
the aecessity of {ncluding this elemeat in their plans aud of conmscancly
moaitoring the ourse of implemenctation so that appropriacte actions can be taken
Jf implesentation is faltering. Progress on this front is bound to be slow. It
would be helpful if miniscries exphagdized to all employees the desirability and
aecesr ‘<7 of achieving practical, concrete goals. It would be useful as weil to
stress the lmportance which the work of gervices, sections, and {ndividuals has
for the attainment of the 30als of the organization and the welfare of the
populatiou.

Goals and Plans Exceed Resources. Throughout the governmentc there are

repeated Iinstances {n which ministries ave being asked to do too much with too
lictle. There are zreat disparities between the activities and responsibilities

assigned fo organizational units and the resources available for cthem. Cartain
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sections and services (with goals defined {n leglslaction) have never been
staffed because of the lack of auman and financial resources. The staffing of
one section {n the Ministry of Flsherles, for example, consists of but two
professionals and four subordinates, but the list of its responsibilities {n the
authorizing legislation would require a minizum of thirty persocumel,

This lack of congruity between means and ends has many causes. OCne L3 the
gactural desire to meet sociai and economic goals regardless of practical
constraints. Goals are set without an adequate appreclation of preseat and
future resources. Ministrv staffs may lack the technical skills required to
calculate the true long-term and recurrent costs of desired programs. Im aay
soclety, it is both politically and psychologically difficult to raject or defer
obviously desired goals solely because the necessary resources are not curreatly
availahle.

The desire to utilize external assiscance from donors has lead in certain
instances to commitments for recurrent costs winich the government realistically
could net be expected to sustain. 3Sudget formslation, it seems, has been
concerned primarily with fiscal matters and initial lnvestment coets and oot
with the availability of ocher resources (suzh as personnel with the requisite
technical and managerial skills) required to maintain a project or program once
it i3 {nstituted.

Much of the perceived difficulty in zatching means and ends appears to
result from the exclusion of 'r-iget considerations in the formulacilon of
iegislation defining aministerial responsibilities. This has vesulted in a lack
of coordination hetweea planners who set program priorities and those who
prepare and review the budgets of the ainistries. The World Sank report,

Somaliz Policy Measures for Rehabilitacion and Growth aotes: a variety of

zeasures should be undertsken to atrengthea the govermment's planning ifnvestzent
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program and budgeting procedures and otherwise to increase the efficiency of
resource allocation.”™ (ne alternmative would be to consolidate the planning
staff of the Miniscry of Mational Planning and che Budget Department of ck.
Miniscry of Finance 30 as to produce a corps of persounel that {s skilled in the
analysis of priorities and car match the scale of lnvestments and operations to
realistic forecasts of huzman and financial resources.

The formulation of recommendations as to how the budgeting process should be
inproved, or aven where a combined budget~planning staff should be located
orgsnizationally, is beyond the scope of this scudy. The problem identified
bere is, hovever, worthy of serious cunsideratiocn and it aight prove necessary
to conduct a special study of financial planning, budgdeting, and expenditure
controls.

It does not requirs fipancial management expertise, however, to coaclude
that over time the budget and planning staffs, both centrally and ian the
zinistries, should be upgraded. as university graduates with degrees in
economics and other disciplines become available for government employment they
should receive training in the specific analytical skills required for
government planuing., The budget-planning staff should be required to spend more
tize in the ainistries whose budgets they are in charge of reviewing. The staff
should also te charged with responsibility for evaluating the consequences and
accomplishoents of programmes and they should ceceive appropriate training to
enable them to fulfil thisg responsibilicty. In the formulation of the budget,
huzan as well as Iinancial resources should be taken into consideracion for
administrative and techaical skills are among the nation's scarcest resources.
The human resources should be budgeted and allocated to those activities of
highest priority. Concomitant financial resources should be provided in order

to prevent the dissipation of project efforts. If too many different deairable,
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(albeit inessential) activities are undertaken, the desirable and essentilal
activicies will suifer.

Reac .ive Racher than Proactive Administration. The administrative tradition

{inharited from cthe colonial experiences was essentially ractive. That ias,
adoinistation was expected to wait until demands wers wade upon it, and them, in
a seni-judicial manner, determine whether the demand was in proper form,
contained the i{nformation requried by legislation or regulation, and then,
depending upon whether requirements set by legislation had, or had not, been
met, grant or deny the request. This mode of operation met the requirements of
the rule—of-law and principles of justice. It left to the legislature, however,
the task of solving problems, of determining social needs, and left unmec aearly
all needs which require positive action and initiative on the part of the
individual ministriss.

Since 1969 the government has eandeavored to zove from this reactive pactern
to one in which administration 1s charged with che determination of needs, the
planning and formulation of programs, and the initiation of actions to meet
needs. AgTiculture extansion services, development of water Tesources, primarty
health cara provision, and promotion of fishing ara all instances of positive
actions takea by government o meet needs with which a reactive adminiscrative
atyle would not havae dealt. But the reactive tradition fades slowly and it aay
be some tima tefors such traditional functions as persounel management become
proactive and daesigned to marimize employee satisfaction and productivity rather
than the reacciye application of policies and rules to specific situations and
reuqesta.

Consengual Decision-making., Despite the high degree of ceatralizaction of

formal authority, most decisions appear to be obtained through a process of

consultative discrssion. Committees and task forces examine issues and problems
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io free and open debate. Subordinates appear to have little hasitancy in
disagreeing with or in presenting unfavorable information to their supariors.
Those who fail to win others to their point of view seem to accept the group
concensus gracefully and do not appear to harbour disappointwent or resentment.

This candor and openness in discussion, even among those of quite unequal
stactus, 1s an important administrative asset., It increases ths probability that
all relevant {nformation will be consider=d. Tie views of those most familiar
with a particular mattar are readily taken into account. Subordinates do not
frel chat they are mere tools for policy implemencatiom as they do in some
eavironments, but thac they are full participants in tke making of important
decisions. There i3 also likely to be more coordination between organizational
units than the formal adminiscrative structure provides rfor. Unfortunately, the
legitinacion of decisions rezatas a highl centralized activity and this has che
effect of offsetting some of the advantages of the coumsensual process.
Consensual group decision-making 1lso has its own inherent drawbacks. It s
time-consuming and dissipates that scarcest of resources-the tine of the
skilled, professional zanagars. Because 3roups often meet without advance
sreparation, participants mcany not bring with them all available information
Televant to the {ssue undar examination. The decisions reachad oay be affected
by hearsay or fnaccurately remembersd facts. The group's conceusus, when
feached, 2ay subdequently be Interpreted in varying ways by the participants.

On the whole, consensual deci:ion—qgkésg’ﬁZ;—;;;;“;;;;;ive than negative

—

conazquences and the 7tyie should be preserved. Managers could, however, be
trained to uge comulttees and consultative discussions more effectively. Some
scbardinates should raceive concsatrated training in preparing agendas aad
position papers and i{n the recording of miautes.

Impact of Donors. It would be difficult to overestimate the impact of donor
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asslstance activities upon the administrative operatiors of the central
government. Aggregate donor funding accounted for U.S. $40u--500 atllion ln 1983
or approximately 25 percent of the Somali Gross Domestic Product. This
extensive donor activity has teen accomplished by infusicn inco Somalia of a
large number of experts, consultants, evaluators, technical experts, and project
support persconel. It is an accepted fact that these persomnel have varied
greatly in their area competence ind in their sensititivity to local constraints
and institutional procedures. Neverthelcss, in zany ainistries the expactriate
staff play a significant role in the design of plans and operational procedures.
Whatever the personal strengths and weaknesses of expatriate staffs, a =ajor
iopact of the availabiltly of experts and donor assistance has been to Lragment
the use of the goverument's own rasources. This has come ahout because of the
lack of coordination among donors in terms of project areas and the forms of
project intervention. Also, donors have not in the past 3given adequate
attention to the fiscal and managerial absurptive capacity of the miniatries for

the recurrent project responsibilities once donor support eanda.

4.4 Recommendations

Two major sets of recommendations emerge from the foregoing analysis of the
status of organization and zapagement {n the government. Cne has to do with the
strengthening of management and the other with the provision of a greater
technical capacity to introduce greater rationality fanto the organizatiocnal
structure and methods by winich the administration carries out Lts
responsibilicies.

RECOMMENDATION 4.1. Four thiaga can and should be done to strengthen
management.

1. Provide more extensive training and particularly periodic refresner
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workshops and seminars for all who are appointed to managerial positions. This
1s covered in gresater detail in tha report’s chapter dealing with the trainiag
aeeds.

2. Enlarge the managerial corps gradually by providing zore than one
director genmeral in large aministries baving a diversity of responsibilities.
This could be accomplished easily with existing staff if smaller ainistries were
counsolidated. One ministry (Fisheriea) now has two directors-general, ome for
administation and the other for operations. This should be regarded as an
organizational experiment and, Lf succesaful, could be copied more widely. In
large aintatries the designation of two or more directors-genaral would probably
require the eatablishment of a superior 7osition such as Permanent Secretary or
Executive Manager. This of{icfal's function would be to promote coordination
both within and among ministries and to assist political auchorities in the
analysis of iaportant policy issues.

3. Directors-general would be more effective zapagers {f all of them were
frovided with a staff assistant. Tha staff assiscant should be a professional,
and should have no other regular operating or supervisory responsibilities.

Such agsistance would expedite decisions, facilitate coordinacion within the
mlnlscry, maintain continuity when the director-general 1s absent, and, in
general, free the time of the director—general for those activitiaes and zacters
which the latter alone can handle. The assistant could also undertake special
asaigoments of the type now commonly given to departaent directors. One result
of the presenc system is that the directors’ time and accention s taken away
from their ovn management and superviaory responsibilities. The staff assistant
position should be £illed by someone with a baccalaureate level degree. For a
Tecent university graduate a couple of years experience as an asaiatant to a

directozr-general could be the best posaible training for a later assumption of a
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technical or supervigory role in the ainistry. Intelligence, versactilicy,
discrecion, and communication skills will be aore important factors to be
considered {n making the selection of candidates for such assignments than the
faculty or diascipline in which the graduate earsed the degree.

4, Management could also be improved by making the anoual plan a
management tool., If departments and services were required to limit themselves
in their annual plan to what can be accomplished with the human and Zinancial
resources available to them there would be less likelihood of an undue dispersal
and waste of effort. The annual plan could well be supplemented with written
stataments of the duties, responsibilicies, and goals, both qualitative and
quaantitative, of euch service and department. Heads of services and sections
should give similar written statements of duties to subordinates. Such
statements should conform to the annual operating plan and should, therefore, de
updated periodically.

With written job responsibility statements and realistic acnual plans,
managers could identify problem areas, take corrective action if accomplishments
are not zeating expectations, and hold subordinates accountable Zor
inplementation of programs according to the plan. Meeting tne zoals set in
plans and lob statements could also be used to determine pay increases, bonuses,
or promotiona for meritorious performance. Written statements of
responsibilities and authority would also facilitate the zuch needed delegarions
of responsibility. They could {ndicate precisely what subordinates could and
could not do without recourse to higher authorities ancd also the standacds wnich
they should apply when exercisirg delegated authority.

RECOMMENDATION 4.2. A high priority should be assigned to the creatiom of
an organizacion and methods unit with a trained professional staff capable of

studying organizational and adminisr~itive problems throughout the governmeat.
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The 1963 commission wiich placned the organization of the public adainfatration
urged the creation of such an office. No such unlt was ever created. Instead
the government has depended upon the advice of foreign consultants, few of whoa
had been trained in waat aight broadly be called management analysis or
organizational enginaering. Donor-provided advisors have typically beea experts
in a functional field such as aw iculcure, fisheries, vocational education, and
the like. Neither their education nor their prior experience could have been
expected to give them exparctise in the diagnosls of adminfstrative problems or
the ability to design and install improvements in syatems and procedures to
achieve greater efficiency and economy. SIDAM has from time to time provided
such consulrative services but the work usually was done by expatriates and
thedr studies ctypically have been limited in scopa and duration.

Since the early 1930s nearly all daveloped countries have created such
organizational and administrative analysis units. Commonly, there is a cenctral
unit that serves the government as a whole and smaller units of like nature in
each large ainistry or department. Lf such a technical staff now existed, it
would be cthe appropriate agency to advise on such isaues as consolidation of
ministries, asalgnment of support personnel acd equipment, and the design of aew
foras, records, and procedures.

Thare {8 a general consensus that there should be a sustained efforc to
simplily forma, procedures, reports, and other paperwork systems in all of the
ainiscries. Much of the government's 2anpower is now devoted to handling
repecitive operations. A small but technically competent analytical starf could
do much to make these operations 3impler and lesa costly.

Illuatrative of the kinds of procedures which should be looked at are those
which result in the appoiacaent, transfer, or promotion of persomnel, the

handling of leaves of abgence records, the purchase or isauance of equipment and
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supplies, the enrollment of participants in courses, the issuance of pasaports
aod visas, and the monthly payments of stipends to employees. Many of these
operstiona are now unnecessarily complex and cumbersome. Foras often are not
well designed, prepared, or properly filed; frequently the forms are difficult
to understand, f£i111 out, and record. Unnecessary multiple copies are prepared
and filed and approvals are required at amuch higher levels than the importance
of the action merits. A small but techrically competent anaiyctical scaff
working with responsible ministerial officials could do much to make these
operations saimpler, zore expeditious and less coatly.

These changes {n organization and management ara necessary to promote a
significant inmprovement in civil service operations. They are not, by
themselves, sufficilent to achieve this goal. The succeeding chapters will deal
with rhe {ssues of personnel mansgement compensation, and traiuing needs which

are complimentary to the raforms recommended here.
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5.0 THE PERSONNEL MANAGEMENT SYSTEM

3.1 Introduction

The activities which comprise the personnel management system of cthe civil
service can be divided for the purpose of examination and analysis iato the
followlag components:

1. Determinatiun of zanpower aeeds;

2. Racruitmeat and selection from among available candidates for
appoiatment;

3. Placement of appointess and employees in speccific jobs (includiag
initial assignment, promotion, and transfer);

4. The provision of a salary and other benefits {n exchange for the
eaployee's services;

S InatTuction and on=-the~job experiences that complenent prior
education and enable employees to perform asaigned taska more
effectively or prepare them to €arry out more difficult and
ccaplex duties; and

6. Definition and enforcement of employee duties and obligations.

Complementary to these six fundamental functions are two other matters of
concern. The first is the assigoment of responsibility for the above activities
within the operational unit and among cthe ministerial or agency personnel units
and the central parscnnel offices and finance authorities. The second is the
fact cthat each of the six activities involves the creationm and zaintenance of an
efficient personnel information system. Files and rTeports are needed so that
future personnel decisions can be based upon {information regarding the
esployee's characteriacics and employment history. Statistical and other
reports enable directors and ocher senior officials to momitor personnel
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operations and to formulate genmeral policies or to suggest changes la applicable
legislation or procedures. -
Thia chapter provides a summary of the scope aud structure of the civil
gervice systes and discusges the status of four of the six categories of
activity listed above. The employee traioing and the compensation categories
zre discussed in subsequent chapters. Ffollowing the descriptiom of curreat

practice, the 2ajov lssues and problems requiring consideration and possible

action are preseated.

5.2 Scope and Structure of the Somall Civil Service

The term civil service refers to all non-uniformed employees, both permanent
and temporary, of the cenctral government including the judiciary, teachers, and
some clergy. The “central” government designaction includes scaff assigned ro
districts; in several ministries the district staffs comprise 50 percsant or zore
of the total minisctry staff. Ffor example some 5,500 employees sarving in local
governments are clasasified as part of the Mipistry of Local Government amd Rural
Development's “cenctral” government staff. For 1984, the total zumber of central
government scaff as here defined {s approximately 45,000. Police and the armed
forces are not included as part of this defiaition of the civil service.
However, both the analysis and recommendations presented here will be considered
in the context of the larger definition of government staff. This i3 !lmportant
becausge the fiscal and other {mplications of any civil service changes are
likely to extend beyond just the effects from altering the conditions of
civilian employees.

The legal basis for the civil service structure was established in law %o. 7
of March 15, 1962. Subsequent modifications and additions were consolidaced ia

the current civil service Law No. 5 of 1980. A summary of its major provisions
5-2
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is contained in Appendiz Six.

The original law defined two divisionmal career ladders, one administrative
and one technical. Classification geries wera added for University teachers
(WB) and for artists in 1975 and 1977 respectively. The original administrative
ladder was separated into four “divisiops” — A, B, C, and D in a mrnner
analogous to the civil sarvices of the United Nations and a oumber of Suropean
countries. For each divistion there i3 a minioum educational attainmenc., For
assignment to divimiou 4, a university degree or {ts equivalenc was Tequired;
diviaion B required graduation from a sacondary school (12th grade); C required
completion of elementary school; and D required basic literacy. The current law
maincaing these ainfmum standards; a certification committee evaluates foreigzn
degrees and technical education for equivalency to the specified miafmum
educational attainments.

Originally chere were fifteen pay grades which covered the four divisions
with some overlap among the divisions. Divisiouns, although still numbered to
fifteen separate zrades, now caver only 13 different pay levels. Division A
contains grades L through 8, 3 grades 7 through 10, C contains grades 8 througn
11, and D grades 12 through 15. Pay grades {n divisions 3 and C have been
aodified so that 37 equates to A6, 38 and C8 to A7, 39 and C9 to A8. 2rior to
Lav No. 5, division D included 3drades 11-14; 1in the current law these are
aunbered 12 to 15 but the pay levels have remained the same as those under the
Previous numbering. D12 under Law 5 {3 now the came as (1. A review of the
actual pay asaigned to subordinate staff on personnel roaters prepareq in
individual ninistries reveals inconsistency (and possible confusion) in the
designation of pay for these renumbered gradea.

Positlons are identified by jJob title and assigned to an appropriate grade

level. YNew positions and titles are allocatad to grades by comparizz
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educational qualifications and other requirements with those of previously
allocated job titles. Regugeration cousists of a basic pay for eact grade plus
various allowances. Because grade levels overlap among the divisions, the
higher grades in divisions 3 and C receive more in pay aod allowances tkan do
the lower grades of A and B. Caart 5.1 presents a comparison of pay divisions
and grades across the various series and selected job titles. Chapcer 6 deals
with the remuneration Lssue in greater detail.

The technical series developed in law 37, 1977, has been incorporaced into
Law No. 5, 1980. Howevar, interpretation, regulations, and implementation of
taw No. 5 have failed to incorporate significacnt features of the orzigipal
technical and professional series. This scries was designed to <o=nlemeri,
build on, and improve the adminisctrative law by providing more equitable
treatzent for tec*rnically skilled workers. Specifically, Law No. 5 defines
broad levels of expertise within the skilled crafts divisiom (X), the technician
division (7), and the professional division (AY). These definitions of
axpertise permit entry above the initial division grade on the basis of advanced

training and experience.
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In practice the criteria for entry at the various levels have been spelled
out most clearly at the X level where a craft/trade testing nechanism has been
developed. The levels of entry at the technicians level (F) are sketched
briefly in the law and current affurts concentrate on developing precise
standards for implementation at this level in coordigation with the X level.

Little attencion has been paid to development and implementation of the AY
(technical/professional) series. This division defines three levels of
expertise which permit entry and appointment above the base level. These higher
entry levels could be used to accommodate both advanced degrees (masters and
doctorates) and extensive experience.

The most significant feature of the AY series i3 ics failure to provide for
increments-in~grade. Incremants ware elimicvated by presidential order im 1372,
However, the application of the 1972 order to the technical series (developed in
1977) has seriously harmed the incentive structure of the system. In the
administrative ge’ies, the increments that vere eliminacted by the 1972 decree
were small, typically 10 to 30 shillings with 250 shilling increments at the Al
level ;. -, 2,100 shilling increments at the A2 level. However, the increaents
proposed for the technical series (which have never been institucted) are of at
leastr 50 shillings and usually 100 shillings and within moat grades there are
four increments. This system of iucrements—-in-grade would permit increased
recuneration within each level of expertise and at the professional level would
allow advancement to a level of coampensation equal to the highest availaole in
the admintstrative series [and lower only than the Wad-l (professor) level in the
total pay acale].

Chart 5.2 presents a summary of occupations by actual assignment in a sample
survey of six ministries (Fiasheries, Information and National Guidance, Labour

and Social Affairs, Sports and Youth, Tourism and Hotels, and Iracgport and
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Civil Aviation)., The chart indicates a less than systematic pattern of
assignoent of occupations to divisicns witi technical positions frequently
asaiguned to the adminstrative series. The I[nternational Staedard (Cagsification
of Occupations (ISCO), adopted by Somelia as a busis for its zanpower
statistics, outlines a clear and useful distinction between divisions A and AV,
The ISCO system permits adequace prometional and pay increase opportunities to
technical srperts including hoth those with acarce medical, veterinariau, and
agricuitural skills and thoge with more common systems analysis, statiscical,

translation, personnel, and information skills.

5.3 Daterminatioc of Manpower Neecs

The specification of maapowar requirsmente is both a budgetary aud a
personnel mapagament rasponsibility. On the personne! side it involves
detarmining hov many employees, possessed of certain types of skills and
qualifications, are needed to perform a given set of activities. To do thias
similar tasks are grouped together, asaigned a job title, and allocated to an
appropriate level within the occupational grade stTucture. Zstinates of average
workloads may he used to calculate the number uf persons wno will be required
for each job tirle. Such estinations ares difflcult to actieve and are :z
unreasonable expectation in an emerging civil service systea.

The asaignment of titles to specific posts or classes of posts, and of
titles to the grade structure has been che respousibility of che EZscablishzent
Deparcmen% in the Ministry of Labour and Social Affairs. Fositlons are tirled,
graded, and "ss . blishned” upon request by the ministry or ageacy concerned.

Many titles such as “head of sectionm,” "driver,” "aessenger,” or “clerk-typist”
are standard and are used throughout the government. Other position titles (for
example, “customs inspector” or "air traffic controller™) will be found only in
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& particular miniscry,

The pravailing philosophy has been to “establish” positions to meet
auticipated needs as far as ten years into the future. In this way, established
posts will be available to by filled when required to meet emerging progranm
geeds and as available funds perait the addition of new employees. Thus, it is
custorary for a sismificant gumber of "established” positions to be vacant at
any point ia time.

The 1974 policy of guaranteeing public employmeat to secondary school and
uaiversiy graduates began to place a severe strain om the “establishmenc'
procesa in the 1980s. These candidates had to be appointed whether or not
vacant poaj. .o8 exiscted. Ligts of positions wera drawn up for new
organizations in the traditidnal nanner, but the list of "established” posts in
some aicisctries has not been updated since 19’6—77. Many appointments and, with
the elimination of increments, most promotions have occurred without thera firsc
having been established a vacant pogt to ba filled. However, if miniscries
zotified the Escablishcent Departnent that assigned 3raduates had accepted
appointment, the MLSA then would officlally "establish” the posts that the
graduares occupied. This Process was iun direct contradiction both to standard
personnel practices apnd to the aethodology of manpower forecascing.

kumﬂumndmmmuruwnwmuLsunaputdcung:
preparacion and {mplementation procesa. Approval by the Presidency is required
before a position can ba "established,” but that approval does got guarantee, by
icself, chat funds will be available to pernit £illing the position. It is not
clear how auch, {f any, buigetary analysis and evaluation {s done {n the
Mioiatry of Financa before approval is given to the filling of a vacant
"established” post so long as total budgetary allotments are mot exceeded.,

Whatever the ipitial wisdom of a personnel appointment, once aa appointzent
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has been made the Ministry of Finance considers the salary and allowances of the
appointes as "fixed costs™ and includes such costs in the annual budget and fund
allocations. Yo ministry has reported the diamissgal of any employee holding a
ragular appointment because of a subsequent reduction in the budget or the
{nter-ninisverial reallocation of funds. Termipatfons of appointzent because of
the exhaustiou of funda do occur with the .ompletion of development projects,
but appointzents to such projects usually are temporary rather than p;tmanent

appointments to the regular civil service.

5.4 Temporary Staff

Periodically, most goverumental units £ind it necemsary to employ temporary,
part-time, or seasonal workers. These employees are used primarily in the
government ninistries and agencies that ralate to construction, agriculture, and
cther employment activities subject to variatious in lntemsity. The civil
service law permits the appointment of “temporaries” for periods of less thaa 30
days provided that there are funds in the approved budgets adequate to finance
the appointzments. Such temporaries zay be employed without prior examination or
testing and without regasl fo tle necessity of having pre-established poaitiona
for the workeras.

In racent years the number of temporary staff has grown at a very rapid
rate. The total wage bill for temporary staff was So. sh. 26.4 aillion ia
1980. It increased 34.8 perceat to So. sh. 35.6 million {n 1982. By 1983 the
wage bill for temporary staff had facreased ' So. sh. 483.1 ailliom, a sixteen
fold increase. This was over 45% of the total wage bill exclusive of pension
contribution. Tic manpower report of the fall of 1983 showed the employment of
a tocal of 1,785 temporary employees, or 43 percent of the total number of

employees.
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Prior to 1980 the temporary staff consisted primarily of lowex~-grade workers
i{n the C, D, aund X diviaicms. Since 1980, however, it has become common to use
temporary appointzents as a way of avoiding the low wage celling imposed by the
pay system for permanent civil service employees. Because temporary staff aay
be assigned pay outside the normal government pay levels, temporary appointments
have been uged to recruit workers who otherwise would not hava been willirg to
accept govermment employment.

The manpower survey of 1933 also asked oinfstries to give the year in which
each staff cember was first employed by the goverameat. Dates before 1980 were
given for a significant portion of curreatly employed temporaries. When the
statutory limit of ninety days of service {s reached, ministries often simply

reappoint their temporary staff.

5.5 Recruitment and Selection

Methods uged to attract candidates and to select those to be granted
appointaent vary with the applicable diviasion of the grade structure. Uader
exiscing law, those who have graduated from a university are entitled to
appointment in the public service at the A/AY level. Each year the Nationmal
Tniversity supplies the names of all degree reciplents from ten of its twelve
faculties co the Ministry of Labour and Social aAffairs (Education graduates are
assigned to the Mipistry of Education and Political Science graduates directly
to the Party). An interatnisterial committee, chalred by the Minister of Labour
and Social Affairs, then allocates the zraduates to the various minisctries and
public enterprises in accordance with each agency's requests and the relavance
of the graduate's field of study to the availabl. positions. The MLSA then
natifies both the graduates and the agency to which thay were agsigned of {ts

decisions; agencies are notified by circular and students by lista posted in the
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Ministry of Labour and Social Affairs. BSecause the committee takes several
weeks to iccomplish the assignment of university students to government
agencies, students are compelled to stay im Mogadishu (without a subsidy of
living expenses) from tha date of their zraduation vatil their assigomeat.
However, when assigued, their dat. of appointment and the payment of their
salary 1a nade retroactive to the time of graduation.

TABLE 3.1

APPOINTMENT OF UNIVERSITY GRADUATES TO GOVERNMENL EMPLOYMENT

Effective Date Number of

of Appointment Date of Circular Graduates Assiguned

May 1, 1983 May 30, 1983 29
Jan. 12, 1983 Feb., 2, 1983 1
Jan, 1, 1983 N/A 84
April 13, 1983 Apr. 25, 1983 10
Aug. 1, 1982 Aug. 28, 1982 229
Occ. 1, 1982 Dec. 13. 1982 44
Nov, 1, 1vd? N/A 92
Dec. 1, 1982 Dec. 18, 1982 23

Most faculties at the University follow the [talian pattern of administerinyg
an examination when a suitable number of jraduates is prepared to take Lit.
Therefore, there is no correspondence among the graduation dates from faculty to
faculty. Table 5.1 indicates the number of graduates assigned by their
effective date of appointment and date of notification for 1982 and 1983. Table
5.2 showa the distribution of University graduates, by academic discipline, to

the variouy miniatries for the same two years.
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The ability to absorb University graduates without axceeding staffing
requirements varies among the miniscries. Soma ainlscries do not request xzany
univarsity graduates because the salary oblizations would exnpaust budget funds
that are deemed to be more useful for other purposes. It appears that the
number of graduates from certaiv University faculties will soon exceed the
ministries’' capacity to absorb them in positions requiring those narticular
specialities, It may be anticipated that Zuture assignments will be ia zore
generic occupations rather than in subject area specialties.

Other ministries complain that they do oot receive as many capaole zraduates
each year as they require. A major problea cited by graduates is thac their
interests, particular abilities, and desires are not taken into account when
they are allocated to posts within the assigned minisctries. As a result, very
sany graduates either do oot report for work within the six month time period
allowed or after a brisf period cease workicg in the ministry to wiich they have
beea assigned.

Numerous posts ia the A division that normally require a niversity degree
have been filled by appointing or promoting persons having a secondary sciool
diploma plus some combination of traiping and experience. Senlor officials
express the opinion that persons with long experience and a se~cndary school
aducation often are more productive and capable employees than are the recent
University graduates.

Egsentially the same system of central asaignment was used from 1971 to
1983, the period of guaranteed goverzment employment for secondary school
graduatea. In 1981, the requirement to provide governmeot employment to all
secondary school leavers resulted in the placemeant of 249 students. According
to a Miatlscry of Labour and Socilal Affairs offfcial, this was roughly equal to

the number of staff requested by agencies in that year. However, in 1982, 492
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secondary school leavers were assigned and this oumber was much higher than the
oumber of employees requested. Table 5.3 presents detail on the asaignment
pactern of secondary school leavers ip 1981 and 1982, che zost recent years for

which data are available.
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Apother category of staff that are assigned to government agencies without
regard to requirements are personnmel whose sarvices gzo longer are required by
the military. Some of these ara oldar personnel described as "pensionad;”
others are simply staff who for ome reasom or anotasr have been clisaified as
redundant by the wilitary. Between 1976 and 1979, 1,1% such persons ware
transferred to the civilian civil service and between 1980 and 1982, 290
additional workers wvere tranaferred. The following table details %te
occupacional divisons of these transferees.

Distribution by Occupational Division of Military Persoannel
Trangferred to Civil Service Agencies, 1976-1982

Occupational Division

E 3 c D Unidentified Total
1976-79 82 232 412 134 274 1144
198082 21 51 12 56 30 2%
Total 113 283  S44 190 304 1434

Source: Ministry of Labour and Social Affairs roster, prepared 1982.

These ataif cenbers continue to be pald the .ilaries that they received while ig
the military service. For those transferred between 1976 and 1979 aspecially,
their salaries and allowances appear to be significantly higher than those of
equivalent workers i{n the civil service agencies.,

Although it is widely asserted that the policy of universal emplovment of
secondary school leavers has overarzzunded the civil service, it {s hard to
document this from staff rosters. The government has not attempted to document
the extant to which either university graduaces or secundary school graduates
aasigned to agencies have in Zact remaiped ‘n the assigned agency or oo the
governnent payroll {n another agency.

Since 1980 aimoat all of the increase im civil gservice employment has been
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in the Mtaistrv 2 Fducation. Overall staff increases in cther ministIiey da

not sppear excessive and do mot reach the estimated needs outlined by the

uinigtries in cheir staffiug projections piepared for tie Ministry of National

Planning. The effort to trace secondary scnool appolatxzents in seiected

Ministries w7as indicacted im Table 5.3. Miniscries selected for analysis were

thosa for whom staff rosters were available and which were small enouga to

perait the line-by-line sciutiny aecesssary to idencify whether a given person
was indeed on the rosCer. This exercise highlignted che difficulty of acquiring
and aggregating informatiou from the personnel data avallable in the

aintstries. The following problems were eacounCered:

1. Letters asslguln, studenrs to the iinistries are aot uslfora from year
to year in terms of imclusious (e.g. assignuears to the Natloual
Universicy) or ir rie order im which students were ligced.

2. Sraff rostars do not use a uciform method of listing staff; some are
alphabetical, some work from highest divisicu/grade to lowest, some
organize by administrative ana structural units ox by a central versus
field dasignsticn. Ia alphabetizing, a non-dtandard Sosall order is
uged. Since these roaters teod tn be prepared for submission Zor
budget purpores a standard order rulative tc budgetary ueeds would seea
to be Tequired.

3, Many amployment roscters lack ac identifying gumper, a date of wntry to
carvice, or ocher clear identifier. There ave wiaor digczepanciue la
the way names are encered wilch raure difficulcties because of the
simila=it’ amoag cerzain aaves and the frequency of errors further
complicates che diffizulty of ldenrificatioan.

These are all probjems that wiil ueed to be addressed iz order to lmprove record

kzaping and informariuvoal storaye uethods and to allow for analysis of the
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personnel system.

While large oumbers of secondary school graduates are allaged to have been
aysigued to the agencies without Tegard to aeed, it should be noted that tha
minisivies also cite this educatiomal level as one of critical shortage.
dgencies Tegularly show unfilled positicas at the executive (3) level (gervice
and section head) and there remains a draratic shortage of techniciams (F).

This iocoueisteacy may be explained in termg of the parception by senior
officials and mapagers that gecondary school graduates have got been educated in
1 manuer that nakes them iomediately useful within zhe work eavironment. While
this probably ls true for all lavels of educatlon, lesa has been doge in terms
of training tu compensate for tha iunadequecies at tha secocdary level than at
the university or elementacy level, Semi-skilled crage and craft persoas have
well-developed charnels tg acquire and demonstcrate compecency and tn water the
technician ranks. University graduates receive forzal on-the-job tralning and
educational opportunities to develop needed skills.

with the eliminacion of the policy of guaranteed employment of secondary
achaol gradustes ia 1983, candidates for post In cha B/F and C/X divisicns af
the cccupational grade structure currently are selected through competitive
eraminations adminiatered by the Recrutitmeat 3oard of the Ministry of Labour and
Social Affairs. The Board's permanent members include a representative of thn
MLSA, of the Worker's Union, of the Women's Democracic Assoclation, aud cf the
‘Youth Association. This 3oard has Tespousibility for all recruitment for civil
service employment i{n rhe country. If the examinacion isg being held only for a
particular ainiscry, a rejrescntative of thit miniscry is incluced oa che
examining board. All examinacions are advertised {n the cfficigl newgpaper,
Xiddigca X toobar, and via radio danouncements. Such advertisements identify

the jobs to be filled, the minimumy qualifications required, the date of the
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examipation, aod the closing dare for applications. Table 5.4 shows the uumber

of candidates tested and placed by recruitzest boards from 1978-1382.
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Sioce a supply of emplovable persona with the taleats and skills desired
often (s mot available, these examinations aay aot discriataace effectively
among tha comparative lavels of competence of the applicaats. tader these
ciscumetances, examinntions can only test for such general factors as literacy
and aqumeracy, basic intelligence, and personal interest.

The governcent has an icherent incterest {o identifying as 2aay qualified
candidates as posaible for gsinful employment. Where all conditions are
favorable, Recruitmen: oard examinations can function efficiently. For
exunple, io early 1984 the Somall Central Bank sought 15 new cashiers. In
cooperation with :he Board, the Bank developed, scheduled, and advertised a
wvritten qualifyiung examination. Of 459 applicants, 50 pasged the qualifying
examinaticn. These 50 people wers ranked by ao oral interview process conductad
Ly Bank officiz’s ia the preserze of Pecrultment Board representatives. The top
15 candidates were hired on a probationary basis. The list of those who passed
the examination but were aot selected for appointment has been used to f£ill
subsequently vacated or newly created cashier positions at the Central Baak 4s

wvell as positious at the Commercial Bauk.

5.6 Placement, Promotion, and Iransfer

Wben a group of people with che same formal qualificacions are appointed to
a ainintzy, they tend to be randomly distributed to available positions among
various departments. Some ainistries evaluate new recruits following ag initial
work period and reassign them to positions for which their skills appear most
appropriate. There is, however, no uniform practice of reriew and reassignmenc;
the effort expended to zatch people to positions varies greatly from oioisctry Co
@iniscry, depending on the nanagement style of each director-general. There are
a considerable number of inatances where individuals who have received
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speclalized training are assigoed to positions which do not make use of that
training.

Promotious can ocuur in eithar of two c’Tcumatances: when there is a
vacancy in an established post at a higher grade to which an employee is
eligible to advance and when an individual who has been appointed in one
division, e.g. B or C., based on prio: educational qualificacions, subsequencly
dcquires a higher level qualification by further schooling. Because the pay
grades of the divisiona overlap, this change of category oDay got carry a pay
grade iocrease. It s, howaver, advaantageous to the employee siace it creates
the poesibility of future promotions to the higher divisions.

Under ciil service law employees are not eligible for promation until they
have served three years in a parcicular grade. But this period may he abortened
io cases of "special merit.” Many employees complain that neither good work zor
participation in {n-service training programa appears to increase the
probability of ctheir progotion. There is no goverument policy on promotion that
is clearly or uniformly applied. Some agencies appear to be fairly liberal with
promotions, giving them alrzost automacically to all who have served threa years
in~grade and have performed satisfactorily. Other agencies have apparently not
been apprised that promoticns currently are being processed and therefore fail
€O request them and thus {nadvertently pepalize deserviag employees. Scill
other agencies do not have gufficient budgetary funds to pay for promoticas and
thus avoid granting them.

Promotions have been banned perlodically over the past decade becauge of
general fiscal restraincs. Statistics on the frequency of promotions have not
been collected routinely in the ministries or centrally. However, The Manpower
Division of cthes Mimistry of Labour and Soclal Affairs curremtly is compiling

these stacistics for 1983.
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Promotions may be proposed and processed one at a time, but typically
zinistries reviev perscunel records once or twice a year and submit collective
requests for all eligible promotions. The requests are processed collectively
by the MLSA according to the procedures applicable to the differeact levels of

employees.

5.7 Separations

Data on the numbar and the reasmons for separations from the civil service
wvers not gathered uantil 1983. !l ministry surveyed had calculated turnover
rates although at least one had raw data on staff turmover. Begioning this
year, data on separations will ba {incorporated in tha Ministry of Labour and
Social Affa.rs ougoing series of manpowar surveys. Data tabulited so far show
647 separations in 1983 based on this data the aggregate curmover rate is
approximately 1.5 perceat.

Resignation is known to be the most commun recson for separatican. The
highest rat;e of resignatious /s zmong skilled craftsmen and technicisns, Over
the past five years every auinisctry has lost by resignation a significant portiom
of higher level professionsl, technical, and canagerial personnel. The oost
common explanation for such resiguations has been that the persons concerned had
opportunities to earm auch higher incomes eitner in Somaiia or ia ocher
countries. Death is the second most frequeat reason for the terminatiom of
employment.

Resignations are not official unctil they zo through the same legitimization
process as appointments or promotions. A8 elsewhere in the world, there are 1o
systematic exit interviews with those who resign. It seems appareat, however,
that supervisors do learn through informal channels why employees decide to

request resignation.
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There are, as yet, few retirements. The official retirement age ia 60 years
for zen and 55 for womea, at which time che retired official is entitled to a
pension based on final salary and length of service. Although retirsment would
reduce the size of the civil service and create promotion opportunities for
younger employees, both desirable outcomes, civil servants wino bhave difficulty
living on their salaries are unwilling to accept even lower pensions. However,
the government can anticipate that over the gext decade pension claims will
constitute a growing burden on the countTy's financial resources, especlally if

the level of salaries 18 increased.

5.8 Definition and Faforcement of Bnplovee Duties

The 1980 Civil Service Law contans several sections listing the duties and
obligatiocns of civil servants. Among thesa are:

a) to devote full time to their duties;

b) to work to the best of thair ability and in accordance with personnel

laws;

c) to obey and respect superiors;

d) to look after public property;

e¢) to be punctual;

£) to preserve the confidentiality of officilal informationm.
Punishmeat 1s also provided for violations such as disloyalty to the state,
Tequesting or accepting gifta, seeking to use officilal influenc s for one's owan
benefit or that of friends, misuse of funds, or the commission of a crime.

Begulations explicitly prohibit the holding of a sacoad job or beicg engaged
in businesa or professiomal activities for gZain. They algo require in each
office the keeping of a daily tine record om which employees are expected :n

register their arrival and departure times. (nexcused absence from work for
53-25



more than six moaths results in automatic dismissal. This regulation is
frequently exploited by persons who want to resign and who do not receive
permission to do ao.

Formal disciplinary charges are sometimes brought but this 13 quite
rare—usually fewer than half a dozen per ministry per year. Those charged are
generally persons {n the lowest levels of the grade structure. The eamployee
facing discipline has the right to take part i an informal hearing by the
ainistry's promccion, reward, and discipline committee before the commitcee
makes 1ts racommendation to the director-general. The employee can appeal this
declision to a Public Inquiry Coumittee fin the Miniscry of the Presidency for
further review. Penalties range in seriousness from a fine equal to a few days
pay to suspension and dismigsal.

The inadequacy of pay, the curtailnment of promotions, and the elizination of
in-grade increments understandably have undermined employea motivatiom to
perform well on the job. Absenteeilsm !s high and supervisory discipline 1s
ineffective. Given the virtual lack of normal monetary rewards, it is
surprising to find as many dedicated, efficieat, and hard-working civil servaats
as one does.

In this otherwise inhospitable work environment tiaere are ongoing efforta to
recognize and reward emplovee service. All agencies have at leaat one annual
ceremony, usually {a connection with labour Day, May 1, at which workers are
cited Zor meritorious work. Selected employees receive cash :iauses of several
hundred shillings or are awarded lecters of commendation which are placed (1
their personmnel files.

Table 5.5 shows a record of the disciplinary actions, promotiomns, rewards,
transiers and other persoanel actions compiled in the annual report of one

ainisterial persomnel uait (Tourism and Hotels). Data from this =inistry has
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TABLE 5.5
HINISTRY OF TOURISH AND JIOTELS: PEHSONNEL ACTIONS, 1983

Total Statf Central Statf

Total Hale Kemule Total Male Remale
Permanent Staff 1027 682 395 140 94 46
New 26 6 20 10 k} 7
Transfers from 4 2 2 1 1 0
Tranafers to k} 2 1 3 2 1
Reezlgnations 80 50 4 6 5 1
Fired 35e n 4 6 5 1
Fined 2 1 1 1 0 1
Prouctions 1208% 84 36 58 37 21
Died 2 2 0 1 1 0
. Accidents 2 1 1 1 0 1
Scconded to 6 6 0 2 2 0
Seconded from I k) 7 2 1 1

Goed performance Award (cash) 8 7 7 k} 3
Guud performance Certificate 17 11 6 12 7 5
Scholurahips abroad k) 3 0 3 k) 0
Untversity training ~ 9 mounths i5 6 9 2 2 0
Foreign leaves 2 1 1 1 0 I
Sick Leave 4 0 4 k} 0 k}

*13 from H # Kalaab
*#4iighest in 10 years

Source: 1983 Annual Report, Hintstry of Tourism and Hotels
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been included for i{llustrative purposes only; no other aministry provided an

annual report detailing such {anformation.

5.9 Organization for Persounel Administration

Persoonel actions are initiated by the director-general, by heads of
departaents, or by the workers' committee, but not generally by the ministerial
personnel service. The role of the ministerial personnel service ls reactive
rather than purposeful. Its functions are generally limitad to the preparation
and forwarding of communications, tha recording of documencs seat or received,
follow—up on matters peuding in the ministries of Labour and Social Affairs or
of Fipance, and the keeping of the personnel filee. The persoanel unit rarely
participates in decisions directed to the improvement of employee morale or tha
utilizacion of human resources.

The structure of ministerial persoannel units varies depending on the size of
the miristry and the importance attached to the personnel function. A few are
departments, somatimes combined with training departzenta; more typically they
are services {n the Administration Department. Size can range from one employee
exclusively occupied with personnel zatters and files to over tem 3o occupled.
Personnel units sometizmes also are responsible for the maintenance of archival
records, for registering all incoming and outgning correspondence and documents,
for keeping the ministry's official files, for monitoring employee attendance,
and for supervising the work acd work schedules of guards, cleaners, janitors
and ochers engaged in similar support work.

Among nipnistries surveyed, the senior officlals of the personnel unirs had
job racings that ranged frm A-3 to C-9. Length of experience in persomnel work
for these individuals ranged up to 30 years. Some officials with 3 and C
ratings had recent university graduates as subordisates, but both B-9 and C-9
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officials have salaries higher than these of entering graduates, Of the senior
personnsl officials interviewed, most had had at least a few weeks of formal
tralning in personnel adminiszration at SIDAM anc several had had significant
training including training abroad im arab or other Africao countries.
Instruction has been in Sumali, Arabic, and English. There is some questicn as
to the benefits of such specialized traiaing in English, a language with which
few personnel chiefs are comfortable.

The Parsonnel and Documentation Department of the Mimistry of Labour and
Social Affairs has given guidance to the personnel offices {n the other
ainistries relacive to the organization of personnel files, the documantation
which must accompany requests for persoancl actlons, and the format and content
of personnel reports. To date, emphasis has been on documencation aspects of
the personnel office and oot on its role as a specialized zontributor to the
@obilization and ordering of the agency's ~wpower.

In each ministry a key role {n all p el decisions i3 played by the
Prcmotion, leward, and Discipline Committee whoae composition and
respousibilities are defined in Law Number S. Ihis committee i3 chaired by the
director-general and all departnent heads are members. Committee sembership
varies somewhat with the size of the ministry but contaizs as a core
representacives of the Workers Unlcn, the Wonan's Democratic Union, and the
Youth Asasociatlon. In the larger miaistries different categorles of workers are
also represented. The Party representative also participates in the comnittee's
meetings but does not vote.

It i3 the usual practice for the call to Beeting ro taclude an agenda of
matters to be considered. The head of the persounel unit is generally the
cozmittee's secretary and prepares the minuces of the discussions, decisious,

and recommeudations. Nsecings 2ay be scheduled regularly or called as nended.
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During these committee neetings the directors-gemeral in some zinistries may
discuss agon-persocunel zatters such as the miniatry budget, general policies, the
status of work prujects, etc. The workers' component of the committee also cay
aeet independently.

These committees have the advantage of inmvolving workers in participacory
decinion-making and in highlighting the imporatnce of banefits and incentives to
perforzanca. In matters of discipline, however, there (s evidence that
requiring prior committee approval of disciplinary sanctions thwarts prompt and
effective discipline. For instance, in the Minisery of Tourism and Hotels, aay
disciplinary acction must be approved by both the individual hotel's disciplinary
committee and the ministry's disciplinary committee and be reviewed centrally
bafore che general manager can act. It is not clear that the law intended this
degree of restriction on effective disciplinary action.

The establishment function 13 prescribed in the Civil Service Law of 1980
but it has got been possible to maintain it under current conditions as
ministries dc not provide the Ministry of Labour and Social Affairs with precise
information about persons employed. An expert in personcel and establishment
assigned to the Vice-inister has been solely responsible for the complete
establishment operation in the Ministry of Labour and Social Affairs. However,
a new Director of Establishment has beea appointed and plans are underway to
strengthen the unict.

Raquests for personnel actions such as appointments, promotions, transfers,
and separations are seat by the requescing ministry, over the signature of the
Minister or Director-General, to the Persomnnel and Documentation Department of
the Minigcry of Labour and Social Affairs. There the documentatlon fs checked
for completeness and conforaity to law. Requests are frequently incomplete and

the Departzent has issued uumerous circulars in an effort to have the gecessary
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information submitted, Documentation s checked again in the President's office
during the degree issuing process. If a request 1as been justified and
documented properly a decree is prepared for signature; it is signed by the
President if the action pertains to exployees in the &, AY, B or F division or
by the Minister of Labour and Social Affairs L{f it relates to enployees in one
of the lower divisions.
The staffing pattern in the Personnel Department at the MLSA i3 currently

the following:

A-3

3-9

c-2
Ten Personnel Departzent employees perform ministerial “mail rooa” functions.
That {s, they register all incoming and outgoing correspoudence and documents
and forward them to the Director-Gameral for review and distribution t5 the
proper offices. Siace the persomnel unit's own mail constitutes the najor
portion of Ministry mail, assigning this function elsewhera sight be laga
efficlenc. Staff type envelopes for outgoing mail and store the ainistry's
official files chronologically by type in a seriss of folloa.

Staff responsible for the personnel function i{n the Minigery of labour and

Social Affairs seem cognizant of the problems to be solved and of underlying
coustralats. Thers {s an opennesa to suggestions and an interes= ia developing

2ethods of copiag with these problems.

5.10 Records and Files

Personnel administration requires the preparation of records and the keeping
of £1las. Efficiently run organizations nust know who their employees are, when

they were appoiated, jromoted, or separated, and their training and skills
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background. Peraonnel records are also essential for paymeat of salaries and
fiscal accountabilicy.

GCiven the fipancial and mappower constraiacts, it 1s not surprising to
discover that governmental personne. £iles are presenctly inadequate. Persomnel
offices generally have coples of Law No. 5 but do not aeiantin a current file of
presidential orcders, decrees, or regulationa which modify the bagic stacuces.
sppointment decreea are creatad in rultiple coples and filed :hcomologically.
Since Japuary 1983, ainistries ha-e been lostructed to keep the lasrer file on
each employee in a folder deaigned by the Personmel and [wcumenrdtion Departmant
of the Miniscry of Labour and 3ocial Affairs. The zost easential data %4 Eha:
euployee's wor't hlstory ls suppoaed to he eatered on tha outaide of the folder
as well ag on a persomal history sheet filed laside. An index card system has
been designed to make individual files easiar to locate in the central persosnel
office and to facilitate keeping track <f files removed for use. Chronological
ragistars of documents received and Jispatched and chronologically filed folders
containing coples of outgoing zorrespoudence make it possible to verify the
receipt or dispatch of documenrs and to allow retriaval nf then as aecessary.

There have been problens in ‘mplemecting this system. The personnel fiie
folders fraquently lack easential informaticn or documents. Because the papers
and folders used are large (based on the Italian mode) they do mot fit inlo most
of the available cabiners. Yost files are stored horizomtally rather than
veritically and therefore take greater floor space. A file search 1a tize
coasuming since a large aumber of files nust be picked up and examiped beforu
the deuired record is rfound. NISA has oot ‘seen able to construct a sufficient
pumber of shelves to accommodate the entire central personnel filing system and
many files remain stacked on che floor.

Racords may not be updated promptly. It is widely believed that some
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persons who have left the service continue to be paid as caployees., The
aon-standard Somall alphabetical order adopted by goveriment dlscourages the
development of rapid and automatic alphabetizaticn skills in filing. In scae
oiaiscries, persomnel files oftzn a~e gtacked randouly and an employee may find
it necessary to search chrough the entire collection in order ta find 1 desiced
file. No uniform mathod has bean davised to identify the flles of individual
employees. ‘“ecre is confugion cue to vhe duplication of names thus making {t
difficult to idencify che gpacliic Lridividual to whom a ¢ile belongu. Peaitive
file idencification {8 achieved by the use ot a combimaticn of the three names
used and tha mother's name, birth place, and birch dare as recorded on birth
certificate. Birth certificaces are suppnsed to by fnciuded ig each file to
allow for positive identificaciom; Lovever, yuch certificates fraquently are
2issing eithar becavsa they ware not entured at tima of appoiutment or because
they sutsequently have bren removed,

Althcugh files are regularly used in roucine procezsing of persoonel
transactions, personnel managers do not use them as sources of Danagement
inforzacion. For exemple £iles are seldom referred to when employees are “eing
selected for specialized traning. Persons with certain sikills caanot be locaced
dystesacrizally aud then matched with appropriice Jjobs or training
opportunities. 3Because £:la data are pot aggregrted and made available to
policy wmakers, important decisions aze often made on the basis of beliefs or

estimetes rather than upcn documented $nformation from the miniscry files.

5.1l Evalusticu and inalvais

Those aspects of the Somali persoanel system, as provided for fn law and
regulation, appear to be appropriate and ratilonal. The division of the service

lato four categories distinguished by the educat?onal lavel atvained but with
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separate ladders for all levels of technical and skilled workers and for
acadenlcians is relatively simple and workable. The weakest aspect of the
system, the failure to provide proper incentives and rewards for sentor
tecanical professionals, derives from the failure to implement the origimal
technical series with its generous in-grade increments percitting advancement to
pay levels comparable to those at the top of the adminisctrative series.

The procadural departure froz the requirement for a separate establishment
function prior to employment i3 ons thac anight well be institutionalized as it
allows increased flexibiliry {n the reassignmeat of personnel as programs and
needs change. In addition, it saves the ranpower which would otherwise be
expended in trying to anticipate needs and fix titles for positions for wanich
funds may never be pruvided.

The rapid and parhaps excessive growth in the civil service has been due to
government policies and the structure of the budgetary process rather than to
any operations of the civil service per se. Individuals, once ziven permanent
regular appointments, are gecure in their tenure as long as thevy meet their
responoibilities adequately. Thia is a vorm in acat civil service systema.
However, it is inefficient to make the size and levels of the sctaff asaigned to
specific funcrions permanent. Needs change, and with those changing needs, some
activitiec, departuencs, and even ministries should be expanded while ockers
should be contracted. A budgetary mechanism which would result in greacer
flexibiliey {n staffing and in an ability to shifr manpower Irom areas ol
surplus to areams of scarcity is possible under the present civil service law.

Despite the conclusion that thosa aspects of the civil service system just
described are reasonably well designed and appropriate to the culture and
environment, thera are problems and isgues which zerit emphasis and further

discussion. The balance of this chapter s devoted to an analysis of the most
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important of these isaues.

5.12 Redundancy

A cajor issue in any consideration of the Somali civil service system 1ia
vhather thera are significant nuzbers of redundant stalf. An exact
determination of the number of staff who may be redundanc would require analysis
of vork loads and employee production rates, of eaca departzent and cach
uinistry. Such an analysis would require an in depth scudy by a highly trained
staif of chirty to fifty Division A exployees in order to determine which
positions are nonproducti.e and which poaicions should be cut i{n order to
reallocate resources. A rough approximation based upon the direct observations
of key inforzants in a limited sumber of minigtries ig that, depending on the
cinistry, scmewhere between 5 and 50 percent of the employees could be dismigsed
without reducing the effectiveness of the public administration. If abaanteeism
were oininized and the employees who were retaioed devoted their energies for
the entire official work week to the tasks assigned to them effectiveness would

be increased.

5.13 {inited Opportunities for Promotion

Infrequency of promotion is a common emplcyee complaiat, This complaint
appears to stem from the elimination of in-grade increments with the result that
pay increases can be obtaized only with the advance of an employee to a higher
grade. In the typical civil service career, ar average of thrre or four
fromotions can be expected over 20 or zore years. If no other avenue to pay
increase exiasts, i.e., if there are no in-~grade increments, civil sarvants tend

to become dezoralized by the lack of revard for good sarvice. Alternatively the
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clamsification structure and assigned pay scale may be distorted by the use of
promocions to provide pay {ncrements. 3oth of these conditions characterize the
current civil service system. It also appears that {nsufficilent attention is
pald to adsuring that those promoted have the necessary experience, semzority,
and coampetence to perforz job raspomsibilities.

By design, most of the higher grades in the admintstrative division
(A and B) are allucated only to job titles involviag supervisory and management
responsibilities. Io each ministry the number of positions in the lowest grades
of each division avre much greater than those at higher levels. Although one
vould expect fewer high level than eantry level posts in each division, too great
a disparity in numbers means that employees' hopes for advancement through
promation are frustrated and productivity may decline.

Use of the higher grades in each division (especially A) exclusively for
gupervigory and management posts also overlooks the fact that an equal amount of
talent, esperience, and responsibility may be needed elsevhere to periora
specialized tasks involving planning, reseach, analysis, problem-solving, aod
policy formulation. Offfclals called upon to perform these delicate and
difficult tasks need opportunities to advaace to paygrades as high as those that
are given to supervisory posts. A greater opportunity for advancemenc-:o a
higher level post would also be an izportant motivating force toward greater
productivity by those employees at lower levels. 4As noted eariier a ‘udicious
application of the professional series, AY, as desigued, could remedy this
situation.

A variety of ;LABB evist for selecting employees who are to he promoted.

The most common means L8 promotion by seniority, {.e., electing the subordinace
employee who has served longest at the next lower level co fill each vacancy as

it occurs. A second zethod is to leave the choice of who is tc¢ be promoted to
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the judgesment of the relevant supervisory official. A thizd is to promote on
the basls of a competitive examination. And a fourth is to promote after
evaluastion of both past performance aad probable capacity at a higher lavel by
ag informed committee of agency officials and of peers of the candidate eligible
for promotion.

Each of the four criteria for promotiom have advantages and disadvantages.
Use of seniority alone tends to produce an elderly corps of officials at the
highest levels who zay or zay not be qualified for their positiona, However,
eaployees tend to regard promotiom by seniority as fair or, at leasct,
objective. Such a promotion criteria frees them from the aeed to be unduly
subservient to superiors or afraid to express their opinfons. Examtnations for
promotion are costly in time and effort and often prove to be very good
predictors of performance. Leaving the choice of candidates for promotion
solely to supervisors opens the door to selecrinn through favoritism. The use
of a review committee, with or without the use of qualifying examinationas, would

tend to offer the best compromise among the alternative methods.

5.16 Relationship of Practics %o Law

In a modern social context Lt is desirable that a rational design for a
civil service system be ‘ocorporated into am interznally cocaistent acd
coaprehensive body of law. Law legitinizes and, by limicing discrecionm, affords
stability and tends to promote equity and social Justice. A civil service law
usually defines the sbligations of those exployed by the goveroment and requires
that. standard procedures be roliowed ln persouncl selection, mandgemeunt ind
Supervisioan. Even the zost efficiently designed civil service law will nct
produce che desired rasults unless its dictaces are implemented aad obeyed.

There exist in the civil service scme common persoanel practices ot im
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confnsaity with exiscing law. for example:

1, Civil servants typically hold second jobs or engage in business or
other gainful activities despite the legal pronibition of such lncome -
supplementing activities;

2. Prequent and excessive absences from assigned work statioas occur
during official working hours;

3. Appointments and promotious are made without the existance of a
previously established poat;

4. Employees accept additional — and not officially approved -~ payments
from others for the performance of duties already included {n their
work assignments; and

S. The prescribed probationary period is not used to screem out
incompetent or unproductive employees.

A number of circumstances have exacerbated this lack of compliance with
certain provisions of the civil servic: law and related regulations. Ffor
axample there 13 a certain ambiguity about the zmaacner in which the law 1s
applied. The Civil Service Law of 1980 has been regularly modified and amended
but a record of those modifications is not readily available to the officers
responsible for their (mplementation. This situation exists becauae of the
{nadequete maintenance of and difficulty ln gaining access to recnrds. Some
agpects of the law are less rigidly applied cthan others, e.g., the iaclusion of
pay increments in the law without their being laplezented iz practice. Some
provisions of the law (work hours and outside income restrictiona) either caunot
ba complied with or would have inequitable resulcs ia the currzat state of the
aconomv, Finally, and most importanc, the absolute level of salaries i3 3o low
that even the highest grades do not carry remuneration above a bare subsistence

level. GCovernment officiala recoguize that it would be unreasonable to lapose
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sanctions for failure to obey legal requiredents that would zake it impossible
for an employee to meat minimum living expenses while continuing to serve in the

civil service.

5.15 adequacv of Selection Procedures

The major issue relative to initial appointaents seems to be the exteat to
wnich the various Tecruitment, certification, and examination bodies succeed in
selacting the best available candidates for tha poaitions to be filled. Currest
enphasis seems to be on formal credentials and acadenic achiavement level, An
effort is made to specify the particular knowledge, skill, and attitudes
required of candidates. ZIfforts to assess the potential of candidates can be
Justified where there is a significant excess of candidates availlable for
appointment and wherc one could.mlke the assumption that some candidates are
siguificancly more capable of doing, or being trained to do, the tasks for which
the selection 1is being zade. Where these agaumptions are oot valid, ic s
probable that, regardless of the selection method or criteria, the potential
performance level of those selacted will, on the average, approximate that of
those not selected. In that cage, 1t ia crucial that che probationary period be
used to assers the realizad comperence and industriousness of new enployees,

Many personnel actions — appointments, promotions, transfera, opportunities
for foreign travel or education ~ 22y be motivated by personal or political
considerations. If so, this could result in the appointment of {ndividuals
lacking in experience, ability, or aotivatiom to important posts. It zay result
in an unnecessary and vasteful movement of employees from ome winistyvy or
departlent to another.

Selection of appolntees for higher posts on che basis of criteria otcher than

excellence of performaance tends to depreciate skill and accomplishment and can
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result in reduced morale and motivation. It is ciearly important to establisa
political support and to Teward loyalty. Withio the context of loyalty,
however, it is critical that government workers be assigned only to those jobs

for which their ability and attitudes are appropriate.

S..6 Adequacy of the Manpower Base for Personnel Operations

Soth in the miniscrias and in the central jersonnel orffice in the MioistTy
of Labour and Social affaivs, those involved in personnel operationa Iequire
additional educational preparation and specialized traiping. No university
faculty provides courses in personnel management. A solld foundation in a
variety of disciplines - paychology, law, manangement, economics, and statistics
- i3 required for purposeful action to solve personnel problems ia a manner
which will secure more effective accomplishment of govermmental goals.

There has been little or no opportunity for persoanel specialists to leara
zmore about their field. SIDAM has given aumerous courses in persoanel
admipistration, but these were offered almot exclusively in inglish and few
personnel directors are comfortatle ia that language. As a result che
understanding by most personnel directors’ of the causes of culreat 2anpower
difficulties is limited and their conceptions of possible corrective actions are
inadequate. Because they themsalves lack a broad base of experience and
koowledge of parsonnel methods, officials of the ceantral personnel office have
not attempted to train or mopitor those in charge of persoannel operatioans ia
other aipiscries. Due to tha lack of a clear understanding of the comcept of
personnel management little use i3 made of statistical and other informacion in
identifying and defining manpowver problems and in formulating useful altermative

policiea and processes.
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5.17 Summazv Comcluaioas

This discussion of the operation of the c¢ivil service systea has
concentrated on legal and procedural issues. As aoted earlier, howavar, the
actual operation of the system is detarmined largely by the effect of the wage
system. While this system will Se discusaed in more detail in the cext chapter,
all conclusions presentad hers relative to personnel management are contingent
for their effactiveness upon a resolution of the wage problem.

The very subatantial declise in the last fiva years iz the value of civil
gervacts' salaries has had a parvasive negarive effect on the functioning of the
civil service. In analyzing civil servica law, its implementation, and its
impact on Somalila's hunsn resource potential. it is critical to diffarentiate
carefully between:

1. the aprropriateness of the aasignment of occupations to a grade acale

versus the adequacy of the salary assigned;

2. the ratio of pay levels hetween and within differsnc divisions and

career aseries versus the absclute value of the salaries;

3. the potential psychological impact on worker morale of promotions or

benefits separare from their possible trivialization by toflation;

4, the effectivenesa of recrujitment acd examination procedures whare the

potential salary is viewed as inadequate; and



occupational pay grades at the lower levels. Articles of the law which prohibit
employees from supplementing inadequate salariss are ignored. Governmenot
efforts to provide universal employment have placed a strain on the
classification aystea.

The basic plan of the civil service law, with placement in eatry grades
based on education and in higher grades based on perZormacce, organizational
role, and length of service, L3 relatively simple and reflects pravailing socilal
valuas. Individual aigistries have showm a willingness to uas the legal
structure flexibly, modifying it as appropriate to meet current needs. An
inherent cost of such flexibility, howaver, is incoasistency.

Implementatica, Structure, and Admiaiscration. The Department of Persounel

in the MISA perceives 1ts major responsibility as zonitoring personnel
transzctions for conformity with law and policy and as givini guidance to the
ministries on procedures and records. It has not acquired the profesaional
staff or procedures to anable it to act as an aggressive human resource
nanagement agency for govermment.

The statutary requirement for the official “establisnzent” of all positions
before appaintzents can be made L{s not being followed. Adainistrative
procedures are complex and require centralized approvals. This causes delays,
requires multiple paperwork, and consumes time which could be used more
productively. Personnel £iles and records are poorly organized and dffficult to
use because of the lack of an efficient file storage system and the lack of
scaff experience irn the develapment and utilization of written racords,
statistics, and files.

issessment, Lse, and Motivation of Personcel. The present method of

assigning wniversity graduates, by acadenmic discipline, to the minfatvies 13 aot

well adapted to meeting the variations in manpover needs. Examination
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pracedures for trade teacing, hiring, and promoting craftsmen do sotr function
effectively because of the absence of valid worker wvaluaction criteria,
procedures, and becauss of the pressures for advancement in order to gain nigher
salaries.

Many employees are assigned to organizational units for which cheir persomal
interests and tndividual attrihutes are not appropriate. Fersons who have
tecelved agpecialized training are often assigned responsibiifities for which such
training i3 uot relevant.

The stacutory grode scructure does not recognize education beyond the firsc
university dsgree as meriting a higher level entry grade; howsver the grades in
tha technical/professicnal aseries @ight be used for this purpose. Somalia
requires persoas wiho have received in depth training and experience beyond the
sormal four-yesr college degree for its scientific, technical, instructional,
and managerial cadres. Failure co vacognize the value of sucii graduate

education 1s inequitable and will result ia the loss of valuable taleac.

5,18 Racommendaticns on Personnel Adminiscration

General. In general the following recommendations empnasize the lmprovesent
in performance of personnel functions within the existing framework.
Modifications to the syetem should be made slowly and should be concentrated in
thoac areaa of pressing and proven needs. The Somall ciwvil service needa the
most immediate i{mprovement {u the area of project and prugram fzplamentation. A
thorough revision of the civil service structura would consuze valuable staff
and financlal resources for a period of at least six Touihs to a year. Ii would
utilize those skills ia which the exisciag persounal are scroangesct: broad
assesgzeqt of problems, negotiation and coapromise on isasues, deoate of opclons,

and the productiom of an officlal plac or structure. There is, nowever, nothing
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to inodicate that a differeut structure, based on a different rationale, would ia
any way affect the implementation and operation of the civil service system or
the general level of government accomplisoment.

Therefcre, the underlying prianciple in these recommendations {s that
specific and definable problems be dealt with on an individual basis. Projects
and programa should e realistic and should emphasize the accumulation of staff
experience in accomplishment of zn objective, Little new funding will be
required except for the compensation mcasures related to restoration of
increments.

RECOMMENDATION 5-l1. Improve opportunities for advancement by reatoring the

in-grade increments provided by law for the technical series and modify the

admirdstrative scale to permit larger increments. The technicul series
increments are nov pegged at 50 or 100 snillings per mcnth and should be
increased proportionally to any general lucrease in salaries. The
administrative scale should be restructured by extending each grade from its
current base leval to a top level corresponding to the base level of the
next higher grada.

IECOMMENDATION 5-2. Intensify activities of the National Technical

Cogmitrzee to enable them to review, restore, and further i{mplemant the

technician series as originally intended. This would involve:

a. Restoring the examination function in skill cesting of X workers
and elimipating the present emphasis oo attemptliag to lncrease
{nadequate salaries.

b. Reviewing and strengthening the technician series (F workers) in
light of the recommendations of the German Agency for technical
Cooperation (GDZ) report and other current recommendationa.

c. Raviewing, developing, and implementing useful features isoherent
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in the technical professional (AY workers) component.
RECOMMENDATION 5~3. Imorove the procedures for the {ategration of new
emplayees by designating entry level adminiscrative grades as trainee
positions for new graduates (A8 for lniversity graduates, 310 for secondary
gchool leavers) and by peraitting appointments to udper salary levels above
the top scale in individual cases when Justified by the experience,
educacional background, and demonscrated skill of the appointee. All pew
apgointees should have a pericd of probation as a precondicion of their
employment and their probatiomary performance should be reviewed for
ddequacy before making the appoiatnent permanent.
BECOMMENDATION 5~4. Satablish a central repoaitory for the docuzentatiom of
all civil sarvice laws aad amendments so that the 08t recent version of all
lawvs related to personnel are available in one location. Circulars aand
coples of all decrees and regulations should be discribucted to all persomnel
offices when issued -nd locorporated {n periodic officially amended versionas
of the law,
RECOMMENDATION 5-5. Permit civil servancs to engage 1o outside employment,
business investzent, anc other remunarativa activicies suhject to 1)
conflict-of-interest sanctions and 2) full-cime attendance and attentica to
their government job.
BECCMMENDATION 5-6. Zatabli{sh a Civil Service Commission with legal,
advisory und appeal Zunctions at the interainiaterial level to provide
overall policy guidance and ccotinucus review of che civil service systeam.
This Commirsion should zeet ac least quarcerly.
dECOMMENDATION 5~7. Zstablish uniform and compatible record-keeping systems
in all peraonsel offices throughout the zovermmant. A high priority should

be placed on the implementation of a systematic and comprehensive method of
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personal ideatification (the persopel ID numbers which already exist, for
axample) throughout the system to Jistinguish each fadividual eaployee.
Personnel rosters, reports, and files should be arranged so that information
can be retrieved rapidly and correctly and usei for appropriate analyses.
RECOMMENDATION 5-8. The respoasibility Jor the placement of personnel
should be vested Zn the same nanagers on organizationa that are responsibiie
for the success of the operatiov %o which they are asslgned, Particular
responaibility for monitoring aad assuring that perscnnel. actions are
motivated solely in the interestcs of improviany governmen: performance stiould
be shared by the Civil Service Czaaission and its action agency, the Ceatral
Parsonnel Office; by the aguncy persomnel offices; and by the worker

parcicipant committees which are asasigned perscunel functions.
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6.0 CIVIL SERVICE COMPENSATION AND STAFFING

6.1 Introduction

Few elesents in a civil service system are as importaat to emy) yses and
government alike as the scructure and level of financial remuneration. Wages
and salaries typically constifuce half or more of =o.al, governient
mxpenditurea.L At any given level of govercmental reveaues and expendituras,
the size of the wage fund will determine the aumber of enployees who can ba
kired. If the aumber of workars and the level of compensation is firxed by law,
the government wust obtain from some source the funds necessatry to pay them,

lhe two criteria most frequently used to judge a pay system are “equity” and
“adequacy”. A pay system is regarded as fair and equitable 1if the inequalities
i revarda and benafity which Lt provides to varicus individuals and grouys
reflect diffarences which the culture leads them to accept as reasonsble.
Znployees who feel their own rompensation 1s unjustifiably lower than that of
other staff are apc to evidence lov morale, to te less that fully preductiva,

and to lack loyalty o the goals and intarests of the organtzation.

lThe Cectral Governdent wage bill for civilian employess is onlvy a small
part (approrimacely oue quarter) of 1ts total wage bill. The last year for
which disaggregated wage bill data are avatlable is 198). In that year the
total wage bill amouanted to s0.3h.1,395.7 milliou, of which $0.80.1,038.6
aillion were wages for military persomnel, milicia, police, uud perscmnel
employed iz prisons or municiralities. Salaries ov permanenv staff (262.5),
salaries for te~porary staff (35.6), allewances (51.1), and pension
concTibutions (7.9) made up the Centzal Governmen: wage bill feor civilian

esployees, totalling so.sh.357.1 millfon.
6=



In zmost induscrialized countries, differences in the level of
responsibllity. ! the length and quality of prior experience, and in the
scareity of specialized skills are geperally regarded as justificacions for
differences in pay. In some circumstances educational attainment and age
(proxies for ability and sxperience) are locked upon as dustifying salary
differentials.

The adecuancy of a pay structure s deteimined by two main tests:

ire total compensation levels sufficent to enable the esmployer to hire and
recain employees possessing the knowledge and skills the enterprise requires?
Labor, whether of unskilled workers or of techaicians and professionals, is
subject to the laws of supply and demand. Although many oonfinancial
considerazions condition individual cholces, workers will tend to seek
employezent with those ovganizacions which offer tha highest bids for their
gervices and will often leave one eaployer for anocher who offers higher
€inancial inducesents. in Somalia, graduates of the acional University have
shown a clear preference for employment in those enterprises, e.g. financial
institutions, which are known to offer higher initial pay and the prospects of
more remunerstive careers.

Do employees receive suificent compensation to maintain a “decent” standard
of living in keeping with the cuatoms of the sociecy and the status which it
accords to their occupational rolas.l If fixed wage rates are reduced by

{inflation to real wages below acceptable levels, the energiles which

1 See:

law No. 65, Oct. 18, 1972

labor code

Article 70

"Adequacy and equality of remuneration”

“fvery worker shall have the right to recsive remuneration which shall be ino
proportion to the quality and quantity of his work and which shall eosure an

exsistence consistent swith human digaity.”
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should be expended on behalf of the employer are likely to be used in trying to
Zaintain the subsistance of the workers' families.

There follows a brief Summary of the structure and main features of
financial and other benefita paid to civillan public employees. Next, attention
is directed to five major issues bearing upon the question of the equity and
adequacy of that system in the light of the current economic conditions (and
especially the effect of inflation as reported in Caapter 2.0). It should be
noted that the coat of living for civil servants, as xmeasured by the Mogadishu
Consumer Price index, has incceased by over six times sgince 1977 and that food
prices, which constitute by far the largesat single {tem in household budgats,
especlally for the cank and file of eaployees, increased by 60 perceat .n the
first two months of 1984 (though they declined somewhat in April). The ralavant
lsgues {n the area of worker cozpensation in the central government ara:

1. VWidening income differentials between employees of ministries and thoge

of autonomous agencies acd development projects;

2. An fncreasing disequilibrium between public sector compensation and thac

offered by alternative employment opportunities in Somal{a and abroad;

3. The growing gap becween fixed government salaries and the cost of

ainigum acceptable staudards of living;

4. The effects of the decline in the real purchasing pover of civil servica

“ages upon employee morale and the effectiveness of government operations;

S. The reasonablemess of preseat mechods of determining pay grades for

those employed in performing various tasks;

6.2 Structure And Tevel Of Compensation Of Civil Servants

The structure of the basic salary scale of Somalia's civil servants was

devised {n the early 1960's. Subsequenc changes and modifications have not
6-3
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altered its original character asignificantly. As new catagories of employees
vere recognized, they vere, for the most part, inserted into the exsisting pay
grade series. The grade seriss established Zor University faculty had different
and higher grade levels than those in the regular schedule. The current system
of grades is depicted in Chart 6.1. Chart 6.1 shows the different divisions or
catagories of employees and the pay grades, typically three for four, applicable
to =ach. A8 poted iu Ciaprer 5.0, it is possible for employees who hive bean at
the top pay grade of one series to be promoted to another series in which nigher
pay grades are available. As indicated previously in the personnel discussion,
the pay an individual treceives is determined in the first instance by the level
of educational actrainment, secondly by the level of poaition occupied, and
finally, by the length of experience and quality of work performance.

Modifications in Pay levels. The pay grade series inirially adopted for the

civil service allowed three or four length—of~smrvice ilnarements withio each pay
grade. A8 an austerity meagure the granting of futher incremental increases was
suspended in 1972. Provision for such increases was retained ian the 1980 civil

service law but has pot becn implemented. ™Muployees whoase salary ian 1972 was an
incremental amount above the ninimum continue to receive the same iancremeatal

amount over and above the salary applicable to the curreat pay grade.
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CHARY 4.1:

PAY DCVISIONS AND GRADES, 1984

CURRENT NET SALARY
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Wage levels established i{n 1966 were reduced in 1970 by a “developamental
levy” ranging from 5 percenc on the first 200 shillings of monthly pay up to 30
parcent of salary inm excess of 30.sh.1500. Although offically a general “tax”,
it was collected effectively only from public employees. The levy was
teraionted fa 1982, thus effecting an Iincrease in real wages.

A cost of living allowance was added to salaries at the beginning of 1974;
it amounted to 12 shillings wmonthly for apprentices and ranged upward to 30
shillings monthly for employees in grades A-8 and F-3 whose base salary is 600
shillings monthly. In 1980 there was an additilonal cost—of-living increase
ranging from 36 shillings nonthly up to 1S50. For grades above A-8 the
cost-of-living increases are not uniformly progressive. According to the ILO

report, Rural-Urban Gap and Income Distribution: The Case of Somalia (1982),

total average public employee compensation increased by onliy l8 percent from
1971 to 1978 and by 38 percent from 1971 to 198l.

Allowances. Over che past two decades a nuxmber of special allowaaces have been
granted. Chart 6.2 shows the ranges of che most common allowances. Senior
staff normally receive housing and respoﬁsibility allowegnces, Univeraity
graduates, and those with a post-secondary school certificate equated %o a
lniversity degree, receive a professional allgowance of 700 shillings per zonth.
A health allowance is paid to workers in hospitals and there is a medical
hardship zllowscce for those whose duties expose them to contagious diseases.
Technicians {n a number of ministries have been granted special allowances.
School allowances are pald to teachers cot eligible for the professional
allousnce and there is an allowance to headmasters which varies with the pumber
of classes in their scliools. Allowances are not pensionable. Total cencral
government allowances in 1981 were 93.7 aillion shillings, 20.9 percent of the

total wage bill exclusive of defense expenditures. 3y 1983 allowances had
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increased to 137.5 million increasing their share to 22.1 percent of the
non~defense wage bill.

Deductions. Five parcent of each employees basic salary ia withheld and
transferred to a pension fund to which the zovernment contributes an additionel
three percent. Basic salaries are subject to a withholding of income taxes at

the following rates:

Monthly Salary Percent withheld
First 200 s.sh 0.0%
from 201-800 6.3%
from 801~1500 12.6%
1501 and up 18.92

Other Tanzible Benefits. Employees receive ten days of paid holiday leave per

year, six of which come in three two-day holidays. They receive an annual leave
of thirty days that s to be taken at the end of the employee's work year. Each
employees 1s entitled to up to 10 days of "mormal sick leave”™ amnually.
Employees are also entitled to & “major medical” leave of up to six mounchs at
“ull pay and an additional =zix meanths at half pay, buc not zore than 12 months
of such leave oay be taken within any three year periocd. Tiis is to cover
nedical ailments which are of extended duration and have a long recovery
period. Women are eligible for four months of paternity leave on full pay buc
do not recsive any annual leave for any year inm which they take naternity
leave. All medical and maternity leave musat 5e supported by a certificate from
the attending physican.

Laave without pay may be granted on request for study or personal reasons.
An employee's family may be awarded a subsistence allowance up to the amount of
the employee's salary when the employee 13 on leave without pay. ZImployees of

the ministries do not receive overtime pay but are entitled to coapensatory time
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off {f required to work on Friday.

Men are entitled to retire at age 50 and women at 55, but retirement 5 aot
compulsory. The present pension formula pays 40 percent of fipal salary after
20 years of service, 50 perceat for those with 25 to 30 years of service and 60
percent for more that 30 years. A retiree 2ay chioge to take a portion of the
pension in a lump sua paywent and receive a reduced annual pension.

Intangible Benefits. There are a number of ways in which governmental units

compensata enployees for what are perceived to be unjustifiably low salaries.
Probably the most common s tolerance of ahsenteeism aand reduced levels of
productive accomplishment. Supervisors Tecognize that a0at employees aust have
acditional income to maintain their families at a subsistence level and often
tolerate unscheduled absences over a considerable period of time without taking
dieciplinary sction. A coomon form of raward s to nominate employees for
scholarships, workshops, training, or conferences where, in addition to
receiving valuable experiencas and acquiring career enhancing sxills, the
employees are able to save enougd from travel and expense allowances to augnent
their annual income.

Supplecental Tangible Compensation. A number of ainistries maka it possible for

at least some of their workers to augment their locomes by work cutside the
normal workday. Employees of the Ministry of Sports and Youch, for example,
Tecelve additional income for working at sporting events. Some faculty at SIDAM
3ay use the classrooms there to hold private classes for their own fee—paying
students.

Many donor-financed projects engage in the practice of supplementing
official government salaries with zonthly seipends to government employees who
work with foriegn comsultants or on donor-financed projects. The amount of

these supplements zay range froo what amounts to a Rizable gratuity (avarded
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from tine to time as a reward for diligent work) to the adoption of a formal
project pay scale (with the difference between the govermment salary and the

project salary paid to the government employee from project funds).

6.3 Income Differentials Within the Public Sector

For the purpose of evaluating the equitable nature of civil service
compensation, one can distinguish three broad groups of public employees whose
ingcones should be conpared. They are tha employees of the central government,
employees of the autonomous agencies, and employees of development projecta
supported in whole or large part by donors.

The salaries, allowances, and other benefits enjoyed by civil servanta in
the ministries have just been described. If one excludes those few officials at
very top levels whose salaries and allowances nay be supplemented with
subgidized housing and other benefits, the range of monthly salaries, plus
allowancea, for this group runs from 300 shillings to 3,000 shillings wmonthly
with ap average of total compensation in 1983 of approximately 800 shillings.
The average total of wages and allowances for this group was rougnly 430
shillings aonthly from 1973 through 1977 and 575 shillings {a 1981. The
increase in the average total compensation since 198l has beean due in parc to
the dropping of the davelopment levy, in part to the increase in numbers of
university graduates and secondary school graduates in the service, and in parxw
to the effect of subacantial numbers of promotions {a 1981, 1982, and 1983.

Basic salaries of empleoyees in the autonomous ageacies were once unified
with thosa of other civil servants. The employees of some of the agencies are
atill equal to thosea of perasonmel in the zinistries, but in mosc of the agenciles
toctal compensation rates have incraased steadily for employees of the agencies.

Allowances always have baen subatantially hifgher in most agencles than in the
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ainiscries. Some of the iunduatrial aand trading enterprises authorize paysents
for substancial amounts of overtime. The Ministry of Industry estizates tinat
the average monthly wage in the sugar and textile factories has clizbed froa 770
shillings in 1979 to 900 shilliags in 1984.

It i3 difficult to estimate the average difference betweea the ragular civil
service pay scale and the tora) compezgition received by thege civil servants
vho work with cocsultants and techaiciana provided by domora or on development
projects suppaorted in whole or ia large part by donors. As noted above,
compensation practices vary from nominal salary supplements to significant wAage
2qualization paymeuts. The Italian goverument has recently been requestad to
provide a salary supplement to Somalil professors at the National Univeraity
which would amount, on the average, to roughly four times their stipulated
government Lasc salaries.,

For eaployees in some projects wage scales have been established wvhich
approximate the wage scales used by tha lUnitad Matioas Development Program or by
the United States Goverurent for local employees. The U.S. pay scale has 10
srade levels providing z mouthly stipand of roughly 1500 per month in the lowest
grade to 15,000 ia the highest pay grade for a work week of forty hours.

Ad justments are made for employees (e.g. cooks and naids) vhose work week ig in
excess of the forty hour standard. The effect of the donor~fipanced supplements
and wage scales i3 to increase the total compensation level of such workers to
triple or quadruple that of the basic government salary plus allowances. It s
apparenc that the widening differential between ministerial compensation and
that of other employees of the government haa had certain consequences. Thoge
eaployers that offer higher total compensation are able to recruit the best of
each new cadre of school leavers and university graduates. There have been a

considerable number of tranafers of experienced and capable employees from the
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ministries to agencies and projects. Agencies and projects have not logt anm
large a proportion of ctheir skilled parsomnnel to emigration and the repatriation
rate of trainees is higher. For example, of 15 employees of the Miniscry of
Agriculcture sent for forimgn education and training {n recent years, l4 have
returned to their project eaployment. It is required chat their acrale is
higher and attendance and productivity more satisfactory than is the case for

noa~projeact employees.

6.4 Wage Oisequilibrium Between ths Tulldir 1nd 2rivate Secrors

The most recent official sractistics appear to underestimate both the current
number and gross incomes of thuse in the modern private sector. Moat business
entarprises are snmall; in 1983, 80 perceat of them were estimated to employ
Zever than five persons. A great many are family enterprisas in which the
participancs do not earn fixed wages but share in the total earnings. Am ILO
study has esatimated cthat in 1980 the avarage annual household wage income {in
Mogadishu was roughly 35,000 shilliugs, but chat the average annual non-wage
{income per household was 60,000 shillings. Most households have several inccome
recipients and have both wage and noo-wage income.

Therze i3 only a fragmentary inforzation available on curreant private sector
earuings altaough the:e are indicatioms that such earnings have igcreased
sharply since 1982. There is algo a greect dlversity in earnings. Self employed
taxl drivers currently ceport gross monthly earmings of from 9,000 to 15,000
shillings. Cooks in private hotels and rastaurants are 3aid to be paid from
1,500 to 10,000 shillings mounthly. A skilled tailor, who normally would have ao
mrre than a primary school eduaction, might easily eara 4,000 shilllngs a
acnth. A foreign donor wage survey conducted in the fall of 1983 yielded wage

information on some common occupational catagories in a number of private
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entarpriges in Mogadishu:

Job Titlas Range of Moathly Compensation
Foreman/supervisora/

unit managers 6,000 to 9,000
Machanic/electrician 4,000 to 5,000
Plumbter/mason/carpanter 3,000 to 3,500
Accountant/caspier 2,400 to 5,000

Qlerk typisc 2,400 ro 3,000
Driver/chauffeurs 900 zo 1,500

Watchmen 450 to 600

Janitors 200 to 600

Most of these workers recaiveg fringe benefits (iccluding vacaction leave cnd
health benefita) at least as generous as those granted by the governmeat to
civil servants.

The ¥ugadishu labor market (in which the ministries aust compete for their
headquarters’ staff) is greatly influenced by the demand of expatriate
organizations for skilled and dependable employees. If one includes the
household servants of expatriatas, mora chan 5,000 peraons in the urban areas
may te estimated to be directly employeed by foreignm individuals, embassies,
technical ccoperation groupa, project contractors, lntermational volumtary
organizations, and private businegses. The lgeal employee wage scales of the
UNDP and of the U.S. Embassy give an approximate index of what this
iuternational community i3 willing to pay for productive employees. dlthough 1t
23y oot be possihle to compare many of the lobs paid on thess scales direcrly
with the posts {n the ainiscries, Lt can be estimacted that these scales provide
4 level of compensation roughly five tines as high as the governmeat's current

salary plus allovance compepsation. Even at the higher vages curreatly being
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paid, the fntermacional commuptity is having diffirulty in vecruiting and keeping
local employees with the desired level of skills.

Salaries below prevailing wages ate not the soie tause for ministries being
unable to recruit the talents needed. Trainea and experieaced persons with
developed technical and zanagerial talents are simply not yet available im
significant numbers. There is , however, a surplus of school leavers at every
level. Initially at least, these individuals have difficulty {n being absorbed
loto either the wage or noo~wage income secotrs. Initial salaries sigoificanily
telow prevailing levels might still ba sufficent to actract the bettur and more
proaising candidates among this group. If higher level positions (to be earmed
by merited promotions) approximated prevailing market wages, the low {pitial
vwage would be less of a barrier. The central government’'s current critical
rcoblem is that of retaining employees in the public sector. It is a major
misellocation of resources to lose such staff after ministvies and domors have
sade substantial inveatments in aducating and craining them eitber in craft
skills or in administrative and managerial competence.

To soma degree every countyy is in competition with other countries for
workers who have skilis and knowledge which a.e in shert aupply. There is a
continuous flow of persons to thoase areas wheru the real wages are highest. The
“brain drain” phenomencn has bampered development efforts throughout much of tha
developing world for more than three decades. Because of its hiatory aad size,
Somalia bas had to rely of foreign educational institutious and training
facilities to prepare those expected to staff the higher lavels and techaical
funtions of government. "This has been especially true for those activities far
which educaticn beyond the firat universaity degree i3 essential. Many of chose
who have been given expensive foreign educations (it costs approximately 150,000

to 350,000 shillings to provide a year of advanced education {n an
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industrialized country) have not recursed to Somalla. Fducated Somalis have
beeq especially attracted to thnse countries in which arabie or Zaglish 1is che
common language. It {8 estimated that che average Somall workiag in one of the
Gulf stuates ezms four to six times as much as he would earn in Somalia, perhaps

10 tizes aa much as the goverpment would yay {no salaries and allowances.

6.5 Government Cnmpensstiion and the Cost of Living

As the discuasion in Chapter 2.0 indicated the Mogadishu Cost of Liviag
Index nas !increased by over 600 percent since 1977. Cantral governrent salaries
plus allowances have advaaced over that period by slightly less that 50
parcent. Average compensation has increased 3y a larger percentage because of
the hiring of growing numbers of gecondary schicol and university graduates at
higrer pey grades than those of tha pre—exsisating, leas well-iducated work
force. Average compensaticn has also moved upward as the workforce wins
promotions decause of longer experience and the acquisition of greater skilla.
Despite this, it is obvious that the real income derived from central government
employues. .1a8 shrunk to less than one-fourth that of cthe 1977 level,

The 1982 report, Rural-Urban Gap and Income Jstribution: The Case of

Somalia, estimated that the amount that a typizal Somall family would need in
1981 to pey for basic l{ving requirements wag in excess of 1,900 sbillings
aonthly. That amount, the report said, vas 2.7 times the dverage goverunzent
worker's compensaticn and 7 times the modal wage. The same report estimated the
average family income, both wage aad noo—vage, at 2,300 shillings and average
expenditures ac 3,000.

The deficit of {ncome ninus expenditures Ly financed by the reallocatiou of
money within extended family arrangements (both within Somaliz and through

payments from family members employed abroad). It also is likely that the
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reported incomes levels in the JASPA reputrt do not include all Zorms of 2armings
received from the {nformal ecomonmy.

Table 6.1 contains an estimacte of monthly expenditures of two representative
classea of government workers in April, 1984. Moathly expenditures of
households {n which the head of the household is a civil servant {n a aanagerial
or technical post with at least =ome education and training at a pust-secondary
school level are estimated at 9,700 shilliogs. Nearly all those at a departmeat
chief or equivalent level i{nterviewed for this study estinated their household
expenditures as currently runniog between 9,000 and 15,000 monthly. Column "37
of the table shows escinated monthly expenditures of a typical sewi- or
unsktlled laborer head of household (with che usual 6-3 dependents) as 3,000
shillings. This amount would allow no expenditures for clothing or
miscellaneous exnenses. These figures compare with the JASPA eatimate that in
1981 the coat of the mogt spartan diet which would provide the number of
calories necessary to sustain health would exceed 100 shillings per awath per
person. Since then the prices of food products in general have gone up 160
percent and the greatest increase haa been in the formerly least expensive
sources of calories., The magnitude of the price changes which have occurred is
demonstrated in Table 6.2. This table presents a tabulation of prices ia 1977
and 1984 by the Central Statistical Office of the Ministry of Nacional Planning

on a ssmple of items important to the budzet of civil servaats.
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TABLE 6.1

ESTIMATED MONTHLY EXPENDITURES OF
REPRESENTATIVE CIVIL SERVICE FAMILIES

April 1984
A B
80. ah. 2 S0. 8R. H

Food 6,200 63.9 2,300 76.7
Rant 2,990 20.0 400 13,3
Water 1)
Fuel 800 8.2 300 10.0
Light
Clothing 200 2.0 -0- -0~
Misc, 500 5.9 -Q=- -0-
TOTAL 9,700 100.0 3,000 100.0

Egtimates based on households with 6 to 8 dependents,

Column "A" Civil servant with educational background with post secoadary
school, techeical, administrative or zanagerial tralning.

Coluam "3" lead of household s semi~ or unskilled with go more chan
ioternediica level schooling.

1) Cost of water = gh. 4 per cubic meter

Cost of liquid gas = si. 11 per liter
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TABLE

6.2

COST OF IMPORTANT HOUSEHOLD ITEMS, 1977-1984

Mogadishu Prices (in

Somali shillings)

1977 & 1984 +
cooking oil (liter) 8.07 167 .44
beef (kilo) 13.57 57.50
zilk (liter) 2.64 23.67
zan's shirt 61.94 221.25
charcoal, par kilo 24 4.00
package of 20 cigarettes 9.00 48,32
pair of leather sandals 38.00 165.0¢
wczsn'a shawl 88.05 387.50

¢ average of prices taroughout the yaar

+ average of prices ccllected in March 1984
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A small sample of middle and upper level c?vil servasnts was askad huw thair
households coped with the disparity between their §overnameat salaries and
wonthly household expenses that wers four to five tines higher. The most common
response was that the difference was financed by remittances from family members
employed outside Somzlia. The second supplecentary income source mentioned wag
the exsiscence in the bousehold of several {ncome recipiencs who were either
salarled or engaged in some trade or service activity. Several respondents
reported they had made {nvestmants {n small businesses in past years when
govetnuent salaries permitted savings. They now receive some shara of their
tntal incoma from these businesges. Individuals who had been abroad for
education or other donor—supported purposes repoerted they were able to save
enough on their foreign living allowances to augmeat their family resources.
Many respondents reported tegular . . ‘rtime or secondary employment. Some spoke
of gharing of income from diverse and snoradic sourcas among family, relatives,
and friends. Nearly all respondents said they received some support in kind
from relatives who are farmers or pastoralists, In the majority of these cases
the average asupplemental wage and non-wage income has been inadequate to allow
the household to maintain a level of real expenditure equal to that the family

euJoyed {n the aid-1970s.

6.6 Consequeaces of ’nadequate Central Government Compen.ation

It 18 impossible to make a quantitative esctirmate of the consequences of the
inequities among salary levels just identified and of the drastic declize in the
real purchasing power of central governmenl coapensatiou. The followiny are Che
effects most commonly ceported by Somal! officials and by their foriegn
counterparea.

l. Excessive tardiness and absenteeism. Tiis seems to be especially
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prevalent among lower paid employees and among receut eatrarts ianto the
service. It is 2 more serious impedizent to effective administration in some
units than in others. It is reported that therea has been a noticable lacrease
in absenteeism during the 4th quarter of 1983 and the firsc quarter of 1984 as
workers faced increased problems due to the rapid increases in food prices.

2. Baployees often are discouraged and frustrated and frequently their
norale 13 low. Many are sceptical as to the possiblity for future
improvesents. Some remark that government does not value their services and
therefore they do not feel obligated to provide much ia returm.

3. In many situations there s a general breakdown {in discipline as
esployees focus their attention upon the needs of their farilies rather than
upon the accomplishment of organizational goals. Petty corruption, in the form
of accepta...e of payments for the periormance of routine official activicies,
has Yecome more common as increasing numbers of civil servants engage in such
behavior in order to help finance household expenses. The threat of disnissal
carries little weight because such a small portion of the family's total income
comes from the goverament position.

4., Employees tend to avoid or drop out of training programs unless the
program provides them with an {mmsdiate finaccial inceative or prepares ther to
gecure employment abroad or in a sector of the labor zarket in which
compensation is enhanced.

S. Despite contiououn training efforts both {n Somalia and abroad, the
mintstries do not seem to be able to develop and retain the competent and
skilled employeas they need to carry out all of the activitias expected of them
and essential to the nation's welfare.

6. Many eaployees feel little lnceative to do the quality of work which

would win them a promotion because the inczease iu pay which comes with a
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promotion to a higher grade is felt to be too small to juatify the addicional

afforc,

6.7 Qualifications Versus Responsibiliries as a Deterninanc of Pay

In racent years thers have been racozmendations that the civil service
syscten be modifled in such a way as to relate the pay received to more explicit
descriprions of tiie ducies and r28poagibilicies performed. Frequently the model
Proposed is the “positinn classification zethod”. In such a aystem prior
educational attainment is not paromount; what matters 1s the level of knowledge
aod skill required in a post. This is in sharp concrast to the Suropean
rank-inr-maa systems upon which the present system vaa zodeled. In these
rauk-in-zan syatems, new employees are brought into the service at a grade
deternined by their educational attainment. Changea in job assignment do not
arfect the pay received, althougn excellent performaice and assumption of higher
level reaponsibilities may increase the probabilty of being promoted.

The potential advantages of basing pay upon a description of duties and
responsibilities, thus wholly independent of the charactevistics of the
individuals filling the post, are numerous. It wlll pinimize perceived
loequalities hetween persons perforning the same or essentially similar taska.
Pay can be adjusted for narrow classes of occupational expertise Lo assure an
adequate supply of employees possessing such expertise. The system also
facilitates budgetary planning and control because budget makers can insist that
orgacizations demonacrata a need for the performance of sﬁecified sets of
activicties. Financial controls on poats apecify thac amouncs allucated to £ill
708ts with certain titles cannot be used to compensate persond holding other
titles. With carefully drawn and explicit descripcions of the responsibilities

arcached to each job, orzganizations can select those most suicable for that
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job, There can be greatar control over promotions becausge these will be allowed
only if an employee is moved from a position entailing a set of duties at one
level to parform another set of duties which justify an assignment of a higner
grade.

Most of these presumed advantages would not appear to yield sufficent
benefits to the government to justify the high cost of making such a change in
the present method of assigning pay grades. Interviews in the various aministries
have not revealed subetanial inequities due to the performance of duties
ioappropriate to the pay and grade level. In the present state of the labor
market it is likely that nearly all new entrants into the service will be receat
school leavers for whom educational attainment is probably as good a xzeasurs of
the appropriate initial pay level as would be any other criterion. The systen
13 flexible anough to permit employment of persons with higher than entry grade
skills at above the entry grade. Presently used techniques of budgetary
analyeis would not be much iaproved merely with the addition of job descriptioms.

The essentials of the present system are relatively inexpenaive to zaintaia
and to adjust to reflect changing circumstances. Identifying eantry grade
salaries with educational attalmment motivates youths to continue and complete
their schooling. Above all the present system provides the degree of
flexibility in program emphasis and in task sequencing which i3 so essential to

a developing administracion.

6.8 Conclusions

1. Inadequacies in present pay scales in the central government, the lack of
fipancial incentives for diligent performance, and lnequitles among groups
of workers pose major organizational difficulties and should not be allowed

to continue. Little can be done to improve the effectiveneas of cemtrai
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2.

3.

4.

governmant operatious until ctha compensation of eivil sarvants is

increased. Without such increases there will be a furcher steady loss or
competent and skilled employees, futher decline {n porductivity, and more
frequeat and coatly delays 1a actions and decisions.

Failure to {ncrease the salaries substantially could also result in a spread
of corruption, in an increased diversion of governmental funds to
non-essentiala, and in a slowdown i{n the supply of essential services.

The decline in the purchasing power of the shilling has been 3o great that
an increase of at least 500 percent would be needed to give civil servancs
the same real wages they enjoyed in 1977.

48 an ioterim step civil servants should be given a minimum {ncrease of 200
percent. Alchough this would not restore the former purchasing pover of
salaries nor cover typical household living expenses, this smaller increace
i3 oore realistic in view of the government's limited financlal resources.
It is probable that most eivil Jervants would consider a tripling of current
Salaries acceptable {n the short run {f the cost-of-living did not continue
to increage at current rates.

To keep the most esantial personnel froa leaving government, subatantially
greater increases are needed for competent professional and managerial
t@ployees, sspecially those who have had spacialized education and training,
and for workers whose developed skills are in shorc supply. Inadequacies in
salaries already have baen responsible for the loss to other employment of
aany well educated and competent teachers, technicians, and wanagers.

Any increase in employee salaries not pald for out of reductiona 13 other
gavernment expenditures or by increases in governmental revenues, will have
ioflationary cousequences which will quickly oullify che effect of the

increase and leave employees' real incoma at or below their present levels,
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8.

Futher inflation caused by increased governmental desficits would have
negative effects upon the national econoamy.

Most of the redundancy and underemployment in the civil service is in the
ranks of the temporaries, unskilled workers, and the racent achool leavers
whose average total compensation can be estimated as being approximately 600
shillings monthly. These are the groups which will be affected moat by a
reduction of the central government's workforce. aAs thalr average wages are
relarively low when compared to thosa of employees remaining in the civil
service (whose average monthly salary amounts to approximately 1500
shillings), a reduction in the workforce by roughly 9000 persons - or 20
percent = would yield annual wage savings sufficeat to allow only a 10
percent increase in the compensation of those remaining. Not .ll of the
savings would be available irmediately because mcst of the emplo ees
terzinated will be entitiled to termipaction pay. Also, as noted In Chaprer
3.0, thers may need to be bonugses or post-termination subsidies paid to ease
the transition frcam government employment to other occupations.

The savings raquized tn give civil servants the increases they deserve are
very large. For 1984, total government expeaditures are budgeted at 5,269
million shillings whicn is 18 percent above the level of 198]. Reduction in
1985 of all general services and economic services expenditures to their
level in 1983, for example, would yield savings sufficent to give those
remaining in the workforce, after about 20 percent have been released, an
increase in compensaticm of 100 percent. This data reflects the need Zor
government to reassess the order of it's social and ecomomic priorities.
However, current weakness in financiil planning and control will make it
difficult for the government to deteramine, with precision, where the

expenditures can be reduced and by how auch, wichout sericusly lopairing the
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quality and timeliness of governmental services.

6.9 Recommendations

RECOMMENDATION 6~1. A hi.a level interminiscrial task force should be named by
the Council of Ministers and given nst more than 9ix wonths to develop proposals
for immediate reductions in tha noo-vage expenditures. Special assignments of
this technical committee should include:
l. The conduct of a financial needs asgessment study to investigate the
allocations of outlays for general administrative and economic services and
to calculate expected savings froa reduced expenditures, by elimination of
those progranw and projects which are deemed to be of lowaat priority.
2. Improvement in the statistical daca base through consolidation of
budgeted and non~budgeted expenditures thus allowing a better assessment of
total outlays and their economic and fiscal impact.

Financial Needs Assessment Studv. Despite the relative inelasticity of much

of the current expenditures budget, determined efforts to minimize Sfuther
expendituras growth could yield sizable savings. an interninf{sterial task force

should commi{ssion a Financial Needs Asgessment Survey, iavolving all oinistries,

in order to investigate the aeed for and the allocation of outlays for gemeral
adminsitraitve and economic services,.and to develop - in cooperation with the
Department of the Budget = scricter accountability ameasures. These measures
could include prescribing limits to each spending unit io central government.
Available data suggest a naed for more rigorous controls oo expenditures.
Central government expenditures for tie year 1984 are astimated to cliab to
S0.5b.5,269 million, an incresse ot 13 percent (measured in current prices)
over the previous year. From 198l to 1982, the expenditure level increased by

30.0 percent and the increase for 1982 to 1983 was nearly as great.
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A functional classification of current axpenditure indicates thar in 1983
outlays for general services increased by 27.0 percent, again caintainiag their
role 33 3 aajor compouent of the total. Ffor 1984, a total of So.Sh.4,l1l
millien - an ‘acreaze of 11,0 percent over the year 1983 - have been pudgeted
for general services. Outlays for econmomic services in 1983 registered an
increase of 51.2 percent to S0.Sh.416 million. Iuring the curreat fiscal yeer a
futher increase of 13.0 percent to S0.5h.495 million {3 expected. Alsc, the
erpenditures for social gervices increased sharply i{n 1983. Outlays in this
catagory went up by 22.5 perceant to 30.5h.548 million while the socilal services
share of total government expeaditures remained, at 12,3 percent, almost
unchanged from the previous year.

In so far as the proviasions for economic and general adminiscarive services
ia concerned it has oot heen pasaible, because of the lack of disaggregaced
data, to determine if and where scarce vesourser are pelng allocated to low
priorities purposes. Judging from the aggregate dara available, Lt appears that
the increase in economic services expenditures of 51,2 percent {2 1983, tagether
with the increass in general servicas outlay of 27.0 percent, {3 not consiscent
with the need for fiscal restrainc and promotes concern over the future £iscal
capacity of the governmanct.

Consolidacion of 3udgeted and Non—Budgzete. Expenditures. A critical

infcrmacion gap exists in regard to the lack of vonsolidation of budget and
noo-budget data. Detailed information on the precis. size and discribution of
large goverument expenditure iLtemy frequenctly 13 not ava‘'lable even thoigh such
disaggregaced data would seem to be a minimal requirement for the efficieat uge
of resources. Financial planning could be made more efficienc {f data on
developmental expenditures wvere recorded acd monlitored zmore accuracely.

Currently it 1s virtually impossible to assess total developmenral expenditures
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and their econoulc and fiscal impact in a4 comprehensive zmenner. The preseat
struccure does not separate capictal and recurrent expenditures, and makes a0
allowance for the consolidacion of budgeted and non-budgeted data, the latter
being fipanced extensively by foreign donors.

During 1982 budgeted development expenditures amounted to So. Sh. 34§
aillion, an increase of 72.7 percent over the previous year. In 1983, outlays
in chis cacegory clizbed to So. Sh. 492 nillion, & further increase of 42.2
percent. The escizated expenditure level for the current year indicates an
increase of 46.] percent to a total outlay of So. Sh. 720 milllon., The

following figures indicate the sizeable noa~budgeted amounts of development

expenditures:
(In aillion so. sh.)
1982 1983 1984 (Esc.)
Budgeted 346 492 720
Noo~budgeted 1904 4726 5389

Glven the government's nead for substancial reductions in expenditures, a becter
uanderscanding of impant of new projects ou the economy ohviously i3 desirabla.
Many development projects have serious recurrent cost implicatious - sometimes
equal to 1S perceat of the original invearment - and proper long-term figancial
planning could reault ia substancial savings.

RECOMMENDATION 6~2. An faterminiaterial salary reviev committee snould be
appoiacted as goon as possible to explore a variety of options for further salary
incrages and to develop formal Wage scales and tizme schedules for thuir
implementacion. The dogor conmuniry should be aakad to provide short-rers
technical 4asistance to the task force out of cousultants currently enployed in
Somalla or recruited eapecially for tils endeavor. T'e available informacion

suggeats that ot all vage policy nodifications can be fimanced from within the
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present recurrent budget projections. Therefore, both the government ind dovors
should recognize that it may be necessary to consider partially subsidized
compensation increases througk donor contributioms.

RECOMMENDATION 6~3. Changes in wage and employment policies have ro be made as
soon as possible. Two imporctant reform seasures tn inprove the eificiency and
affectiveness of government operations are the reduction of the total workforce
and the adoption and !mplementation of & remumeratlom policy which will put the
civil service in a more cowmpetitive position with the private sector aad
donor-sponsored projects for the limitad supply of qualified mampower. A
reduction of the civil service workforce seems to be a logical step in the
direction of anticipated future savings and higher worker productivity.

A conceomitant action to that of decreasing the number of civil servants
should be to increase the compensation of selected groups of employees.
Uncertainty coucerning the required size of these ircreased monetary imcentives
is the single largest coastraint on the implewentationm of the proposed wage
reform. Another constraint is cthe necessity that any new or added expenditures
devoted to changes in the remuneration of civil servants would oeed %o be
fipanced by one of these three means:

1. Offsetting cost reductions generated by che aodificacion itself, e.g.,

by the reductiomn in the aggregate size of the civil service;

2. reductiens in central goveroment aon-vage expenditures; or

3. increases in revenucs together with <onor contributilons.

In Chapter 2.0 it was emphagized that large reductions ip the current
expenditures category are not likely im the short rtunm, but it appears that
stricter accountability measures could result i{n substantial savings in the long
run. Thus, the most probable manner of funding increased compensation levels cf

the clvil service between 1986 aad 1990 appears to be a combinatioms of savircgs
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from reduztions in cxpeundituras supplemented by domor sibaidias.
The form of the wage reform will te structured according to chree major
reform standards:
1. Across-the~toard ipcreases (to ccapeasate for loat purchasing power;
2. Minimuy wage levels (to assure minimal living standards for all
vorksrs; or
3. Targeted wage fucresses (to maximiza the {ocentive effort of a givea
vage tocal).

Acrogg-the~Bnard Increases. An acroas~the-board increase by doubling the

salaries which were in effect in January 1984 - for all civil servants would
reduce the distortions that heve everged in past years among vage levels in
Central Government, tha autonomous agencles, anc the private sector. While it
would appear as an equal aad 2aquitable measure, an acrosa-the-board ad Jjustnient
would spread available wage resources too thinly to have much effect on
individual employees. In addition, the rewards would be sharad aot only by
those whose work ia most esseutial to the government and who deserve a pay
increase, but also by those who are least efficient and productive.

Mininur f.a&.:_i&ii’ Another approach :o increased compeisatioa in the
civil service would be raising salaries of thos~ ii che lowest C and D grades to
4 nev minimun level (e.g., So. Sh. 1,000), which ou the average would be equal
Lo an increase of 50 percent over exiscing monthly wages. This approach has
certain merits, 4s it would compress the wide spread of diffarentials preseatly
exigting between the A and D grades, and would also help compensate the lowest
Paid civil service emplayees for the increases which have occurred in the cont
of ldving. Assuming that saviags from reduced exp-.uditures together with donor
subsidies would allow government to incresse the 1986 wage bill by approximately

200 percent, a pay adjustment of C and D grade employees to the proposed minioum
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Jevel would put the increased cost well vithia the limits of available
resources. %hile the narrowing of the current distributioo of wages may be
desirable on social grounds, it does nct lead to rewarding those whoase services
are of greatest value to the governmeant and would not prowmote the reteantion of
the most scarce manpower.

Targeted Wage Increases. In view of the shortcomings of the two wage

standards previcusly discussed, it appears that in order to maximize the
utilization of scarce fipancial resour‘es, government should give special
att~ation to the targeted compensation increage strategy. This plan maximizes
the efficient use of rescurces by conceatrating them on thnae employees whose
work i3 most essential to the governmeat.

Presently the central government employs approximately 45,000 civil
servants, of whom 3,000 are assigned %o A, AY, F, and B pay divisions. There
are an additional 3,000 employees in those grades - mostly teachers and
administrators —« employed in the educational system. In addition, an estimated
3,000 to 4,000 typists, accounting clerks, electricians, etc. can be Zound in
the X and C divisions.

Asauming that these are the people whosge services are of greatest value to
governmenr, approximately 10,000 employees will be eligible for wage increases.
Implementing thias pay ad justment in an equitable manner poses some probleams.
However, by ralating the -age increases to respooaibilities, duties, initlative
and/or privileggu of certain civil service positions, the principle of intermal
aquity will not be violated. Department heads in each ministry should be
required to identify those employees whose services are most esgential to the
government to meet its operational and developmental goals.

RECOMMENDATION 6-4. The government and donors should recognize that it zay be

necessary to further supplement government salaries, even Lif increasea as
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tecommended, {n order to retain essential and skilled ewmployees on domor
supported activities. The government should regularize and legitimize such
salary suppluments by recormaading a acale of supplements "o be paid and by
asking that the cost of such supplements be included explicitly Lo project
budgets. The local employee wage and salary scale of the UNDP or Jf another
2ajor forelgn vaployer might be taken aa an index of what esgseatial project
employees ghould receive. There should he a procedure by which such supplements
could he cancelled or reduced if performance did not zeet reascnable
exrpectations. In addition, donors, voluntary organizativas, and foreizn
governzants should be requested to coordinate their wage scales zmong themselves
and with the government so that the compensation thay pay to their Somali
2aployees will not be incomsiatant with the government's compensation of {ts own

scaff,
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7.0 STAFF TRAINING AND DEVELORMENT

7.1 IntToduction

Staff training and developmant customarily are understood to mean an
organization's efforts to eaable employees to perform efficiently the tasks
assigned to them and to progress to tasks and positions of greater complexity
and respunaibility. Effective training aakes it possible for employees to do an
adequate job when first employed and, when combined with a program of staff
development, prepares them to advance to higher level posts of a sciencific,
policy making, or management character. Training czn be organized by (1) level
of authority and responsibility, (2) by operational function perforzed, or (3)
ty problems to be covrected. In practice all three methods of training
orgapization coomonly are used.

This chapter begins with a short review of the various types of trainizg
that normally are required. This is folloved by an analysis of the availabllicy
aund application of the mljor training methodologies to the civi), service in the
recent past. Next {8 an examipation of perceived training visds and a review of
the present status of training and deve.opmeat activities a1 facilities.
Conclusions are presented with a atatement of major Secoms:ndations arising ia

staff training and development.

7.2 FEducatiou, Training, and Zmplovee Performance

The personal characteristics which dectermine what tasks individuals can
parforn and how efficiently they can parfora them are claseified into knowledge,
skills, and attitudes. The required proportion of each of these

characteristics, of course, varies wvith the nature of the job to be
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accompiished. Many tasks demand specific personal charactaristics that are aot
needed at all or needed to a much lesser degree in other assignments.

The specific forms of knowiedge required in goverumental agencies generally

‘alls into one or zore of the following categories:

1. Foowledge of the environment upon which the organization acts;

2. Knowledge of the miseion, policies, rules, and comstraints of the

organization; and

3. Knowledge of technologies, procedures, and methods applicable in the

organizatir 1's activities.
Sk1lls may be classified as operational (typing, auditing a financial report, or
writing 3 directive), intellectual (being able to assemble and organize
information, solve problems, or present a written explanation or argument im an
understandable and persuasive form), and human relacions (establishing effective
and productive relationships with others, teamwork, leadership and
supervision). Actitudes supportive of orgacizational effectiveness include:

l. a willingness to accept direscziom, control, and responsibilicy;

2. a villingnesa to put fcrth one's best efforts and to set high standards

of personal performance; and

3. 3 belief in the importance of the organization's goals and of the

individual's contribution to its mfssion.

The abilities that an employee possesses come from nany different sources:
fam{ly, colleagues and papers, resding, formal education, training couraes,
on~the=job training, and above all, from the variety of life experiences. The
poaition grading of tha civil seyvice !+ terax of the ~ducatioual level attaiped
assumes that aost of the abilities that employeas would use Iin their work would
be acquired in formal schooling, The validity of this assuaption depends partly

cn the educational curriculum, partly on the quality and zode of imstructionm,
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and partly on the degree to which post-school experience is deternined by formal
schooling atrainment, The validity of this assumption also depends on how
effectivaly these elements of ability development have been designed to ameet Che
needs of the government gervice.

In the Buropean traditiom, schoola were expected to impart “general”
knovledge as well as intellectual and communciatioo skills. Specialized skills
needed {n subsequent employment were expacted to be learned through family
t{nstruction, formal appreanticeships, or om the job. Aa governmental systems
avolved, however, this syatem of skills development was seen to be inadequate.
Many European countries established specialized schools for civil servants.
These schools had the reaponsibility of providiag selected candidates with the
knowledge and skills peeded for effective perforzance in their government jobs.
Until fairly zeceatly, oanly a faew profeasions — law, medicirce, and engineericg
— were deemed of sufficient imporrance to warrant requiring a higher level of

educational background as a prerequisite to Zovernment employmenc.

7.3 Historical Develoomencts in Training for the Civil Service

European patterns of yreparation for public service employment were Zollowed
in Somulia under the colonial administrations. General education tlrough
secondary school was available only to a very few. Governmental agencies
maintained a group of specialized secondary schools whose curriculuns {ncluded a
two-year institute in accounting; a one-year commercial scnool; a oue-year
induastrial school; a one-year clerical school; and a one-year darine school. In
the North, governxent employees were alloved 6 zonths to 2 years away ITom their
jobs to take secondary school courses. In 1959, the Health Department czeated
an agency to train its own nedical asgistants.

With {ndependence, it was apparent that the supply of adquately educated and
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skilled Somalis was insuificient co replace departiag expatriates. additional
trained Somalis vere needed to replace thase lost through normal actrition and
those needed to scaff che new and expanded organizaclons esseatial to the status
and developoent aspirations of the new caction. Because of the nascent stacte of
development of the local educational system, foreign educacion was deemed
essencial. From 1960 to 1970 more than 1200 Somalis were enrolled in
post-secondary schools in more than 30 different countries. Moat af these
studenta had scholarships and grants provided by individual countries nd
internztional organizations.

During chis same period various ministries devoted substancial effort to
staff training; these programs gorzally utilized expacriate staff who were
sarving as techniclans and advisors onm development projects. Government
training efforts were formalized when the Sozali Institute of Public
Administration (SIPA) was founded in 1965 (with United Nations asaistance); its
goal was to provide {mstruction to civil servants io planning, management, and
clerical operations. In 1973 SIPA was reorganized as the Somall Inscitute for
Development Adminiastration aand Management (SIDAM) and continues to operate unde:
that pame. A summary account of the courses and other activities of SIPA/SIDAM
from 1965 through the 1980's is given in the Appendix Seven. Most of the SIPA
courses, seminars, and consultanciss were provided by foreigners. The
expatriate staff was to be replaced eventually by Sowalis who had been given an
opportunicy to receive advanced and specialized higher education training
abroad. Instruction ac SIPA was in fnglish except for selected courses given in
Italisn. Most of the {natruction was given in cthe traditional lecfure mode
because of a) the relatively large numbers of students, b) the limited cime
available for class preparation, c) the limited familiarity of instructors with

wore effective, participative, action—orienced methods, and d) the limited
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resources available for an actlon-orieated curriculum.

During the firsc five years of its operation SIPA enrolled 741 persous.
~hese students atteaded over forty separate courses and numerous workshops and
seminars., Studeats included both full-time and part-tize participants. The
coursea ranged in duration frcm several days to four and a half months. Course
topics coveved a wide range of administrative concerns: office manangemect,
f41ing, financlal mangement, budgeting and accounticg, personnel administration,
planning, organizational analysis, and public relacions. Participants ranged
from recently employed secondary school leavers to directors-genmeral. Some of
the courses ware multi-agency courses witle others were designed for employees
of a single govarnmental unit. after 1969, general civil service oriencacion
courses ware conducted in conjunction with the political reorientation courses
in which most senior civil servants participated.

Despite this massive craining effort, the effects upon ninisterial
operations do not appear to have been commeasurate with the effort and funds
invested. The knowledge and techniques employed in Western uanagement aad
administration were not always appropriate in the Somali enviroument. A aumber
of circumstances explain winy the training effort seems to have had so little
impact.

Lack of senior—-level commitment co training. Initially, many seaior

governmental officials, facluding ministers and directors-gemeral, did a0t
appreciace the need for staff training and did not give such trainiag consisteat
support. They did cot, in general, participate in deteraining training ceeds.
Selection processes wars not always based on objective criteria related to
traiping-readiness. Some senior administrators did not emcourage employees to
seek training or reward them for having done so. EImployees who had received

training often were assigned to tasks in which they could not utilize the
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traioing received. The training programs themseivas were rarely evaluated and
thus there was no basia to reorganize the future eflorts of the trainers.

Language difficulties. Many of the civil servants who attended SIPA courses

bad only a fragmentary and inperfect understanding of the English and Ltalian
languages being used by {natructors. Because these were second languages to

@any of the instructors as well, zany students probably did not understand a

significant portion of what the iustructors wvere attempting to communicate.

Ineffective teaching methods. Imstructien tended to be in the form of

lectures and conferences. Even when comprehension or rote retention of the
subject-zatter was sufficieat to pasa tests, 3o0st student's were not able to
enploy the acquired abilities on their jobs.,

Inherent difficulty of transfer. BEven iz the most favorable of

inastitutional circunstances it has proven difficult to transfer new zanagerial
and administrative zethods, teciniques, attitudes, or behavioral styles from the
school or classroos to the workplace. All organizations tend to be conservative
and resistact ro change unless such changes are viewed as izmediately beneficial
to the persons wh. musc implement them. In a 2inisterial enviroanment where only
2 wipnor numher of the individuals tavelved recelve training, the existing habits
of their superiors and the influence of their colleagues often causes tae
abnandoument of the newly acquired skills and methods. Training tends to be
208z effective when a whole organization {s {nvolved in the development of new
procedures and when all statff work togecher to employ the new learuing for the
good of the organization's programs. Alchough SIPA attempted to reach
high-Jevel offfcials 23 wel) #a thosn alddle uccagement. levels, it s apparent
thac a critical mass of trained officlals was ot achieved,

Inappropriate student sgelection oroceduras. Many of those designated to

participate in training courses were not selected !n terms of their prospective
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vork assignuments. As 2 result, many of those who received training subsequently
were oot eaployed in poaitions where they could make use of wnat thay had
learned. This has continued to be a problem in recent years. In 1983,
fifty-two percent of a sample of SIDAM graduates from 1975 - 1983 were oot io
positions directly relevant to the courses of instruction which they had
previously followed.

Lack of incentives. It Ls unlikely that wost participants Lln the SIPA/SIDAM

training courses perceived such training as being of personal benefit to thea.
Successful completion of a course was not erpected to result {n Sore rapia
promotion or more interesting and worthwhile job asaignments. Instead, trainoing
took time which otherwise could have beea used for income-producing activities.
Also, training often was owre demanding than were customery job
responaibilities. Consequently, the drop-out rate at SIPA and later at SIDaM
has been much higner than it normally s in such programs.

Cultural Forces. Administrative and management practices wilch SIPA
training attempted to cultivace are based upon a respect for such values as hard
work, efficiency, times couservation, rstional ordering of priorities, and
achievemenc of zeasureable results. These values tend to be accompanied by
acceptance of social and hierarchical coutrol, bellef Ln progress based upon
innovation, and the solution of problema through logical zanipuiatilon of facfual
data. Thess attitudes, and the ways of thinkiag and actiag they imply, have
evolved over centuries as the processes of ladustrialization and
bureaucratizacion have taken place. The ecomomic, social, climatic, and
religivus envirooment in wiich the Somall culture has evolved enphasized other
attitudea and behaviors than those characteristic of an industrialized or
bureacratized soclety. The process of adopting Westera managerial concapts and

practices taught at SIPA/SIDAM was to take auch longer and requie much aore

7=7

\’



sustained effort than had originally been envisaged.

From 1970 to 1977 a number of enployees were sent for education and training
to the Soviet Unton and other socialist countries. With the creation of the
National Vniversicy of Somalia in 1971 and the gradual development of {trs
various faculties, ministries began to send a gumbar of their more promiging
younger employces (who had only secondary acheuol educations) to attend the
University on either a part or full-tine basi{s. Several new vocational
secondary schools were established and 308t of their graduates vere absorked
into the public service either in the ainistriea or in public entarprises.

Several social developments during the 1970's had important implications for
civil service training and scaff development. The border conflict im the Ogaden
absorbed a considerable share of the nation's manpower and other resources aud
precipitated an inflactionary cycle which subatantially reduced the real incozes
derived from civil service salaries. The adoption of a script for the Somall
language in 1972 had profound effects on schooling and on the administration of
the clvil service. Since 1972 a dramatic {acrease has occured in the cumber of
persoas receiving sciooling at every leval,

The adoption of a governmental policy guaranteeing publ’c employment of all
secondary achocl and university graduates made such schooling even more
persounally desirable, but also burdened tha government with large numbers of
youthful employees for whom they had aeither the time nor resources to provice

“ecessary ou-the~job training. For various reasons, including the
attraction of well-paid positioms in the rapidly modernizing states of the Guls,
a significant proportion of the Somalls who had been sent abroad for advanced
education and specilalized traiotog either did not return to Sowalia or returned

and subsequently enigrated.
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7.4 The Nature of Training Requiremeats

Overall. The training aeads of the civil service will be varied and
axtensive if the ministrias aod parastatal enterprises are to become effective
implementors of governsent policy. In additicn to the need for structural
readjustzents and improved vcomomic and psychic incentives, a large and diverse
training program and institutional development effort muat be sustained
indafinirely to overcome the severe quantitative and qualitative canpower
shortcomings that currently impade government in both its regular and
developmental operationa. Not only aust the existing cadre of current employees
be trained (or retrained) to adopt the procedures, systems, and techniques cthey
should be using, buct provision must be made to train oew employees in the
xnowledge, skills, and attitudes required for government work.

Management Training. Managerial weakneasas are cited by government as a

primary cause for the failure of development projects to achieve their expected
goals. Ineffective management is seen to result in duplication of effort, waste
of resources, faulty scheduling, prezature deterioration of equipsent, and lack
of motivation and diligence on the part of subordinates. This problem will amot
be remedied easily or quickly.

The skill of affective management is oot a skill that can be learned rapidly
or exercised easily. To mobilize and direct the work of an organization, a
manager zust have the necessary disciplice to recognize, interpret, and ucilize
information, to solve problems, and o decide upon courzas of action. A danager
should be able to allocate catiomally both human aod material resources dnd
reallocate such resources as problems and priorities change with the pasauge of
time. A mapnager aust evaluate the capabilities and performance of hi3
subordinates fairly. He zust motivate and crain subordinates so as to promota

acceptable Levels of worker productivity. A zapnager aust chink continuously of
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che future, establish an adequate exchange of communication, and de able to make
plans which will accommodate contingencies and the unexpected. He should he
able to azake decisions and coacrol operations based upoa statisctical and other
quanticative data. A manager needs to discipline hinself to dalegate
respooaibility and authority. In this vay his own ensrgles aud talents can be
engaged actively and productively in hardling thoge rzatvers with wiich only he
is qualified to deal.

These talents and skills are aot indigenous to any culrura and are acquired
as part of tha process of individusl 2ad social development. Nearly all of the
300 civil service officials who are 2oW, or in the near future will be, in
zmapnagerial posts could, {f given extensive training {n a manner appropriata to
their respective status, experience, and responsibilities, become even more
eifective managers of their organizations' eforts.

Supervigory training. Zvea with well-tratned sealor nanagement dfficials,

the quality of an organization's day to day periormance !s dependent upon its
supervisory staff. It is they who zust ensure that werk decails are -aken care
of, rules complisd with, activities documented, files kept orderly and userful,
latcters written and dispatched proaptly, sachinery and other equipment kept in
goad operating order, and gew employees igstructed in thei: duties and
responsibilities. ZEven in a participative, group-oriented weik foree, as Lo
Somalia, senior management zuat rely on supervisory personnel such as foreamen,
gection chiefs, and team leaders who know their subordinates’' jobs as well as
their own and who will take the tiza and zake the effort to emsure chat both
toutlne and extraosdinmary tasks ave accomplighed fu a timely fashion.

In the absence of 4n auchoritarian tradition, few persons automatically or
intuttively become effective supervisars. These skills zust be learned.

Classroom imstruction aloge will almost aever be succesaful. Only an
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appropriate mix of theory, practical guidance through work exercises, and
on-the-job training zaintained over an extended period of tine can create a
dependable core of supervigors.

Manual and Craft Skills Improvement. The MLSA's 1983 Public Sector Manpower

Survey askad ministries to identify their most urgent training needs., The most
commonly cited need was for the upgrading of those responsible for equipment
operation, maintenmance, and repair. Direct obsgarvation of ainistry operations
confirus a serious lack of maintenmance and repair capacity. Non-operational
typewriters, duplicating aachines, telephones, automobiles, air comditionmers,
lamps, plumbing, machine tools, earth movers, tractors, and fishing boats all
testify to poor maintenance facilities, lack of spare parts, and inadequately
skilled repairmen. The harsh natural environment demands extra care of
equipment to keep Lt operational. Breakdowns of equipmenc have impeded
governmental programmes in technical sckools, field development projects,
sclentific regesrch, and industrial enterprises, Such conditions frustrate and
discourage workers and result ip a consequent decline in efficiency. Project
reports frequently include references to equipment which was prematurely
abandoned for lack of spa.e parta or a scarcity of adequately trained
repairmen. Eighty percent of the fishing boats which have been provided by
donors to stimulate the fishning industry are not in use for lack of spare parts
and gkilled repairmen.

As demonstrated by the dra’t report, issessmeant and Developmeat of Tecanical

Sduycation and Vocational Trainiog in the Somali Democratic Republic (April,

1984), the vocational and technical school system has foc.sed on theoretical and
advanced knowledge and not on manual skills. Graduates of such schools
frequently ragard manual work as beneath their dignity. If the government's

equipment i3 to be operated efficiently and maintained adequately a capable
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corps of craftsmen zust be schooled appropriately, provided with complementary
ou-the-job training, and operate {m an environment with adequate work
incentives. Most of the supply of such craftsmen currently come from
appreaticeship programs and oo-the—job training activitias conducted by the
Miniscry of labour and Social Affairs. Tne present supply of such workers
clearly i3 Inadequate. Goverument's Development Strategy and Public Invescment
Programme, 1984-36, cannot ba achieved unlese immediate steps are taken to
create a sufficient number of mechavicul, repair, and support craftimen. The
proposals recommended in the GTZ draft report on techanical and vocarional
education should be given prompt atteation.

Spacialized Xnowledge and Skills. An ambitious development programue, when

coupled with che normal requirements of the governnmental administration, musc
depend upon a corps of civil servant- poagessed of many different bodies of
specialized knowledge and skills, Personnel {g dlmot avary department need
knowledge that is unique and specific to that particular departaent. The fields
of knowledge may be as diverse as autrition, irrigation, vocational education,
entomology, or »roperty evaluation. Perscanel officers, for example, should be
familiar with the eivil law, the design of appropriate gelection criteria,
techniques for constructing alternative forms of examinations, disciplinary
aethods, means of evaluating employee perfcrmance, informational storage
methods, and modern techaologies used in recruirmeat, promotion, and job
asaigoment based on specializad skills and personality characteristics,
Trainers and instructors need a knowledge of pedogogy as well as of their
subject matrer. Government scleatisrs and engincere need practical
technological skills as well as academic knowledge in cheir specialized fialds
such as agriculture, hydrology, medicine, or mining. Managers in general must

have expertise in planning, economic and statiscical analysis, budgeting and
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resource allocAtion, feasibility analysis, quantitative decision-maiing
processes, output measurenmant, and programue evaluation. Most government units
algo require financial managers with skills in budgeting, reveoue fcrecasting,
cust analysis, accounting, and cash management. The list of specialized skills
needed for the operation of any civil service is very long., Few of these
apecific bodies of knowledge can be acquired solely in aschool. Many can be
developed only through job ;xperience, from superiors and experienced advigors,
or through work experience outside goverzment.

Language Instruction. Those who will require the use of existing

international acientific and tachnological resources must have sufficient
foraign langusge skills to utilize these resources. Thus, there is a continuing
need for high quality language instruction. Many civil servaats already have
facility in saveral foreign languages with Arabic, Italian, and Znglish being
the most common.

The Sorall language must acquire and standardize ways of communicating new
sciencific, technical, and management terminology and concepts. There is a need
for glossaries and dictiomaries which will standardize and disseminate this new
vocabulary. The Naticnal Academy of Sciences and the Arta has been given this
respousibilicy but program funding 15 inadequate to assure accomplishment of the

desired goals im che near future.

7.5 Structure and Status of Training Institutions

The current structure for the educaticn, training, and development of public
servanta includes a diversa network of schools, institutes, and colleges. A
graphic presentation of this network is offered in Chart 7.1. The formal
educational {nszitutiloas were studied iu some depth in the Miniscry of

Planning's 1984 report on the aducation and humen resources sector. iHowever, it
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would be useful to review briefly ac tha time the cajor institutions now

supporting the im-service training of the mipistries and public agencies.
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SIDAM. The formel charter of the Somali Institute for Developzent
Adminigtracion and Management gives Lt a broad mandate to provide instructiou
for upgrading the civil service, improving management skills, and preparing
“trained professional cadres with professional degrees, diplomas, and other
qualifications, to comply with the managerial and adaipistrative needs of the
country.” The Inatitu:g 13 divided fnto four academ!c departments: Development
Administracion, Management and 3Jusiness Admintstration, Cooperative and Rural
Development, aud language. There {8 an administrative support office, a
library, a language laboratory, aund an audio-visual unic.

From its beginnings as the Somall Institute for Public Adninistration, the
Instituce has been heavily dependent upon domor financial support and foreign
instructors. ILts present building was fipanced by support from the U.S. Agency
for International Development in 1978. Itallan bilateral aid has supplied two
long~term language teachers who also asaist with the library and audio-visual
and other equipment. For many years the Internationmal Labor Organizatioﬁ has
supplied two or more teachera and consultants to the Inscitute. Throughout fts
history a large portion of the SIPA~SIDAM courses have been conducted by
expatriates with the language of instruccion Yeing English, Italian, or arabie.

In 1983, the Incernation Development dgency (IDA) of the World Bank entered
Lato a contract with the Califormia State University at Fresno (CLUF) to praovide
144 person—aonths of both shore- and long-term professional staff to offer a
two-year full time course of study equivalent to CSUF's regular curiculum
leading to the “aster of Businesu administration degree. In addition, the CSUF
program offers in-service training, preparation of trainipg naterials, aod
consultancies for selected miniatries. Instructiou in the CSIF program is in

English and standard U.S. texts are being used. The contracs {s for three vears
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and an expenditure of U.S. $2,188,000 is allocated for tta first phage., an
ipitial class of 70 university graduates, most of whom are :.mnloyees of
governmental agencies, was recruited in the summer of 1983. Most were provided
with four months of intensive language training in Eaglish. By late March,
1984, approximately 56 of the original class had completed the first three
substantive courses. When they have coopleted the course, it is expected that
these astudents will become SIDAM inatructors, ziniscry and agency training
officers, and 3iddle nanagers in the public enterprises. The students will be
available for part tice employwent in November, 1984 and for full time
cuployment in November, 198S5.

This CSUF project reinforces the courses that have been conducted by SIDAM
in the past. In 1982, 120 persons completed long courses and 311 completed
short courses (the latter of two montha duration or less). Loog courses in
Accountancy, Rural Development, and Adminisctrative Law currently are being
offered as well as short courses {n Snglish, French, and typing.

The oumber of parsons being trained is inadequate for government's needs.
In 1981, as ILO consultant estimated that 1500 senior managers, 3000 middle
level panagers, and 10,000 supervisors required training. While this estimate
appears excessive, tha numbers of managers and Sapetvisors in need of additiomal
training and periodic refresher iascruction are far greater than SIDAM can
accommodate with its current resources.

Over ths years there has been an increasing emphasis at SIDAM on looger
couvses leading to diplozas. An increasing reluctance of ministerial and public
euterprise participants to snroll in short traioing courses has been
experienced., Damand for longer courses has beon «-icouraged by the belief by
studencs that the acquisition of a diploma wi'l lead to a promotion or to

enhanced employment opportunities abroad. Some of the participants in the
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current MBA course have indicated that they view the acquisition of English
language coopetency and of the equivaleant of a U.S. MBA degres as a ceans to
obtain a better paying pnsition outaids of Somalia,

SIPA-SIDAM has long had difficulty {n retaining its Somall faculty. Of ten
prospective faculty seat for education on foreign scholarships ia 1978, three
are still working for degrees abroad; the other seven have completed their
studiea but only two have returned to Somalia and neither is employed by SIDAM.
0f che fifteen students sent abroad for advanced training since 1979, only three
have returned to the SIDAM sctaff.

A degree of dissatisiaction exists with SIDAM's programs of in-service
training for current civil servants. This is due partly to the language issue,
partly to the predominanca nf expatriate {astruction, and partly to the emphasis
ou academic and theoretical subject matter. Some ministry representatives do
got cousider SIDAM's courses sufficiently specialized to meet their needs. The
cesponsibflity for these problems does not rest solely on SIDAM, however.
Students are nomirated for training even though they may not be motivated or
prepared to benefit from the courses. Because of the inadequate inceatives for
civil service employment and past failures to use trajaing graduates' expertise
once they return to their ministries, the conditions do mot exisz for an
efficient transfer of knowledge from theory to practice. The CSUF project
appears zo be a major step im the direction of rediracting SIDAM's training
eiforts and of strengthening i:.s overall performance.

The National Univeraity of Somalia. The status and programs of the NUS are
digcusved fully jn Chaprer X of the Ministry of Plannipg's 1984 report on the
education and human resources ssctor and need not be duplicated here. la terms
of tha relationsbip of the NUS programs to civil service manpower training

needs, several generalizations may be made. One 1s that the aumber of
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university graduates assigned to and accepting employment in the various
miniscries {s insufficient to sacisfy the demand of ainisctry officials. Another
is that almost all graduates require further training before they can assume
aanagerial responsibilities in the miniatry to which they are assigned. The
Ministry of Minerals, for example, has zade an agreement with the University to
provide additional coursea for some of L{ts graduate employees to give them the
specific knowledge and skilla they require on the job.

Inscructional dissatiafaction with the NUS i3 attributed parctly to an
imperfect underscanding by students of the language of instruction and partly to
the program acd curricular structures. Theae structures, zodeled on those of
Italian universities, prcvide instruction which miniscry officiala feel is
neither as decailed or as specialized aa required to prepare graduates with the
knowledge and skills aeeded by the ninistries. A final circumstance waich has
limited the effactiveness of graduates L{s the method by which graduaces are
asaigned to various minigtries and agencies wichout adequate attention to their
personal deaires, interests, and abilities. The concentration of graduates of
certain faculties in some ministries haa tended to deprive these ministries of
enployees with an appropriate variety of educatiopal backgrounds. It has been
suggested that the present method of restricted assigument L3 one reasoan 3any
graduates either do not accept their inicially assigned employmeant {n the civil
service or leave their assigned ainlatry or agency before becoming fully
productive employees.

The Inactitute of Statistics and Applied Economics. The Instituce of
Statistics and Applied Economics was created {n 1976 by what was then called the
General Directorate of Natiomal Planning. The goal of the Institue is to
provide periomnel capable of collecting, processing, and amalyzing statistical

data. Its governing board i{s composed of tb~ direcrors~general from the
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Miniscries of National FPlanning, Hizher Zducaciou, labor, Sducation, and Health
in addition to all diractors of departments in the Minisery of Natlonal
Planning. The director of the Department of Central Statistics acts also as the
PDirector of the Institute. He {a assisted by a technical coumittee made up of
the Director~General of the “iniscry of Planning, ¢ representative frem SIbaM,
the Dean of the Faculty of Economtcs of thes Nationsl (aiversity, and the
lecturers of the Inacituce.

The current empauasis of the Institute 1is to prepare ziddle level
statisticilans to act as field supervisors and techaniclams in economic planning
and as statistical clerks. These statistical clerks are required to prepare
queacionnaires, compute statistics, keep records, and tn asaist in project
appraisal and evaluation. The two-year Inatatute prograzme {ncludes such
courses as Inglish, statistics, mathematics. demography, manpower plaaning, and
economics. The faculty of eleven {mstructers include four foreign consultants
ard seven Somali staff. The program is subeidized by UNICEF which pays
honoraria for faculty, transport expenses, and a 120 So.Sh. per month incentive
to each student.

Students in the Ingtitute must be saecondary school graduates; they are
nominated by their individual ainistry. Most come from ministries other than
National Planning; the MMP must then assign them to a position appropriate to
their skills subsequent to their graduation. Students take an examination {n
each subject at the end of each aemester and a sunmary £inal examination at the
end of the course. If a student fails three or mora subjects, he s allowed to
repe;r the semcster. If two ar less subjects axe failed, the sfudent can retake
the erxamination. On graduatiom, diplomas are granted frow the Institute.

Including the firat class of twelve who graduated in 1976, 108 students have

completed the Institute programme and returned to their minigcries. Curreantly,
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twentw—two are finishing their second year and thirty-five are completiag their
first year. The Institute has the responsibility of determinipg if graduates
have been assigned properly; planning is aow undervay to conduct an evaluation
to assess not only the appropriateness of assignments but also the overall
utilizacicn and effectiveness of Inscitute graduates.

Institute of Nevelopment Planning. A second imstitute operated by the
Ministry of National Planning {s the Inatitute of Development Planning. The IDP
is only in its first year of operaction. The Director ia the Head of the
Livestock Planning Service and ita seven instructors are drawn from the Uniced
Nations consultants working with the Ministry of National Planning. Its thircy
atudents are aow in the second semester of a one year program. All students are
university graduatecs drawn from the Ministry of Naciomal Planning's own scaff.
Their course 18 designed as a post graduate course in developmental plauning and
economic research with topics specifically selected for their relevance to
developing countries.

As in the Institute of Statistics and Applied Zconomics, students are paid
an {ncentive for program attendance. The NP i3 in the process of deterzing the
effectivenesa of the progrum by evaluating the work of the students within thelr
assigned offices. The MNP would like to open the IDP's courses to other
ministries and to make it a permanent part of the civil service training systen.

The National Telecommunications Institute, The NTI was established in the

Miniacry of Poots and Telecommunications in 198l and is supported in part by the
International Telecommunicarions Union. Its staff consists of thirty-cthree
Somalis and five expn:éia:es. The curriculum consists of two years of basic
studies, 6 2onths of language studies, and one year of speclallzed iascructionm.
The language of inatruction is English. Students are assigned to the Instituta

on the basis of their results on the University entrance examination. CurreaC
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earollnent 1s approximately 200 and 40 to 50 students complete the course
aonually. Hinistries and agencles employing graduates of the lanstitute
(prinarily Posta, Tramsportation, and Maritime), appear pleagsed with tha quality
of education provided by the iastitutionm, However, several years of additiomal
on~the-job training 1s deemed necessary for most graduates before they can
d4ssume signiflcant managerial responsibility.

Vocational and Technicil Training Iastitutions. The vocatlonal ar?

technical schools and training iustitutes have the responalbility to produce
craftacen and secondary school-level technicians. Graduates of these programa
provide a potentially important fmput into the civil service work force; they
make up a zajor percentage of the techniclans recruited each year. These
institutes come under the jurisdiction of the Ministry of Education and their
faculties are provided by the Technical Teacher's Trainiaog Institute in
Mogadishu. The status and programs of the institutions involved ace discussed
in greater detail in Chapter 8 of the Miniatry of National Planning's Somalia

Educacion and Human-Resources Sector Assessment, 1984. Overall, there were 32

achools in operation at the end of 1982 with an enrollment of 9,469 studeats and
a staff of 789 teachery. Table 7.1 presents a suzmary of the schools by
oiniscry and programs of study. wWhere available the aost recent enrollment and

staffing figures are given.
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Technical education and vocatiomal training was the subject of an inteusive
study by the German Agency for Technical issistance (GTIZ) during the spring of
1984. Although they found that the individual {nstituticos vary considerably in
the quality of both faculty and facilities, all appear to face the following
problems;

1. School management is a serious weak polat which results i{n deficiencies

throughout the system;

2. Teacher preparation is more theoretical than practical and has aot

{ncluded sufficient education methods courses;

3. Teachers lack motivation and enthusiasa because of pay and work

conditions;

4, All the schools lack appropriate materials and equipoent and thus the

courses of instruction iavolve little applied or practical experience;

5. The graduates of the technical secondary schools are not qualified to

zeet goverament's technical staff requirements but are reluctant to £111
craft positions both because they lack the manual skills and because
they do not wish to periora sanusl or craft vork; and

6. Too many techniclans are being trained in proportion to craftsmen.

In order to meet their need for appropriacely trained technicians and
craftsment three of the major induscrial autonomous agencies, Jowvhar Sugar,
Somaltex, and the Jubba Project have stablished and conducted technical training
courases with some assistance ‘rom domors and forelgn techniciang. The Jowhar
cencer operates a progran similar to a technical secondary school with an
ipnitial half-year course in Engiisn, followed by s year of chemiatry, ohysics,
zathematics, technology, and workshop training aud a second full year of
electricity, metallurgy, tachatcal calculation, English, technology, and

workshop training. The program has graduated eighteen students in two classes
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to date, has fourteen students iu the fipal semester and forty-one in the
preliminary English class. The Jowhar faculty includes no expatriate gzaff.

The SOMALTEX Training Center at Balad began in 1979 with 20 studeats and nas
enrolled 20 students each year since. Students accepred inro the program are
graduates of intermediate level schoola who have scored well on their fipal
examinations. The center's two-year, full-time course is largely practical,
covering applied mechanical and electrical work, technology, technical drawiag,
technicul calculations, mathematics, safety, Znglish, Arabic and religioam,
social studies, physics, and textile technoloygy. The training program has
rwelve instructors and has graduated thiziy-seven sctudemts. Currently
thircy-uine students are enrolled in first and serond year courses.

The Mugambo Center, managed by the Juba Sugar Project, is better aguipped
than the other trainimg centers. Staffed largely by expatriatcz and
well-trained Somul! instructors, it prepares traiped craftsmen and artisans in
practical engineering skills. Graduates then undergo six oontls of practical
traintng and five montha of work experience before they begin work as zanagers
and mechanics in local induscry or in agrizultural projects ic the regiom.

The governments Vocational Training Inscitute for craftssen has recencly

been reactivated to train generai mechanics, motor zechanics, masons, and
carpenters. [t has a woodworking shop, a metal shop, an electricsl shop, and an
automotive shop. This sckool i3 superviged by the Departaeant of Training in the
4intstry of Labour and Social Affiirs and has the capacity for 150 acudents. At
present it has a faculty of seven lmatTuctors (all of whom have teen trained
abroad), five assistants, and thirty support persomnel. Both the sraff and che
facilities are used for certification testing in all clasaified handicrafts. A
donor-supported team currently is working to upgrade this facility and

additional buildings and shops are under comstruction. Even after this
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expansion che output of this aschool will not be sufficient to meet the crafts
skill needs of the government let aloce of the aconomy is a whole,

Both the minigtries and the autonomous agencies urgently need qualified
technicians, engineers, and craft workers from a wide variety of o:cupational
fields and scientific disciplines. At present govermment appears 1.2 be losing
wore of these technicians than they are able to replace. The output of the
technical schools does provide sufficient aggregate numbers of graduates each
year, but there is an inappropriate balance between techoicians and craftgmen.
Also, the level of skills graduates possess too often are ‘uadequate to meet the
needs of either governmental or private employers. A - “ogram to urgrade the
vocational and tecwidcal educational and training system as rascommended in the
German Agency for Techulcal Assistance report should be {pstituced at an early

dace.

7.6 Ministerial and Agencv Training ictivities

Trom 1972 to 1977 a number of zfnistries and agencies organized thair own
trainiag programs to provide baaic courses (such as orientation for new
employeea) as wall as retraining courses to improve the skills of older
employees. This latter training was largely to up-grade che performance of
technicians and skilled workers, but saveral ainiscries such as Foreigu
Affairs's and Justice and Religious Affairs have made a concercted effort to
inprove the technical knowledge of their employees. In gpite of chis, 77 of 89
government units responding in 1978 to a Ministry of labour and Social Affairs
queationnaire reported that out of 71,000 government worhees (civilian aud
military), 23.6 percent, or 16,300 vere not carsying out their duties properly,
due primarily to insufficient training. Some ainistries indicated serious

problena. The Mioistry of Health reported 1,530 employecs as lacking
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sufficient education or training to perform their duties, Education reported
4,465, Alr Transport 955, and Livestock, Forestry, and Range Manageseat 1,099.
Although no data are avallable on the numbers of employees requiring further
training in 1984, the situation cartainly has not improved since 1978. In fact,
because of the conzinuing exodus of skilled employees from the civil service,
the problem {s probably much more severe. Most aninistries recogniza the geed
for substantial training opportunities for their staffs and a few are taking
active measures to organize and provide such triuning. However, cany still do
not have a designated training officer while others list the fuaction on their
organization charts but have left the position unfilled. Only a few, such as
the Ministries of National Planning, Post and Telecocmunications, Agriculture,
and Liveatock, Forestry, and Range Management, have placed a priority emphasis
on training. Even in these ministries the concentration has been on
pre—enployment instruction rather than on upgrading tnowledge and skill or
changing the attitudes of those alreedy employed. These ainistries have
established technical institutes at the gsecondary school level to supply them
with the rrained technicians they require. An outline of the training programs
of the ministries i3 shown in Chart 7.2. Agencles that have held joint training

programs with SIDAM are listed in the Appendix Seven.

Q

\



LanT 2.2

WININTIBIAE THAINENG MRuany

WHINTRY Coudwitn fulits) lasmducty Stalt lnw g, Uoe o Has & Speilal fuet. Usen Puie
Traluing xfantabluu 1n-Servica Dy 0.5, Ing $iban s bchoul Wk £ Schubatolifps
i Riutatry Courses Condu of Laa aa
1. agricaliuce ® K {ibwe ouducted an Suve by Fur{Yes, tur intesuated aod aupt 4)¥as
o ot pesded by bepts |clya Esperieedl tovein [ag. Tech acondary
pl, 6f bz, snd prujecie bchuols, Stant
ual. ssheal o4 Mgal. Wb
with Ay Fac. ai Unlv.
b, Yur-fYen, Pug Wi bu (M it funed ot Puetlousd Nose Meutlon|m Meul fun [iee Tatnlug Lust, fu)¥en
40y and Kangelinpt at Havulog e on anabuul Aotaal Scla
Acsngrnaut oject 30 teala)
Berduacn
3. Migber Mduca~ W, bt Lan o LY ] Mus Moulfusied [Houe Muutlon]se Mt lua bupstvisea dalfuvasl) Yea, buth tur
tloa sid Qui~ stvlce to uiveralty sod the 1raell and fus
tute houdle achular- dcodeny ol Attn sod  Jothers,
wlps. Scieoce.
4. Roste and Tela-{tec, $a Inpl of M. Meber Mocus Yes. twaducted |Yea Yes, 8 Mstfuiel Telovummun- |tas
conassoicatiosn {Icrsuauel axd & Aaunal Sy sug uiflca efovas In licatious jaeiltute
lialutug & Jastc Prugles. land svas senlus 1%a) asaluted iy 17U
) dla, salf. & couree
Y. waltb Yeu, Iopt. twad [lave Luters pro-  Jiu-uve sesladrs Jsoae N mantlen [Medical lech dcbhool  Jan
tut wut szalmed.fyran for sue huut-Cied ra- lufaiwsl Kiseayu and 1we
Dxiura. {teshar nutvea. Matwce Trefulng
teatly Ixalih Schouls

Tug Frogres

4, Ml Wurbe [ W Mcutive MNune Mecilus Yo Yeu M. Utd kave schboul
wati) 198), uew plaas
0 uow Mia of tubos
Yucstlonal Schuu)
1. Spuita aud Ll Ueps, ot W Meution tosduct pertouto ) Reuttun  [yes il justitute et Yeu
Touth Tralulog sud wealnsrs Secondasry lovel
Floasling
—_—
B duetiee awnd 13 * soutbes tul umew Mone Mout funcd W Moot lon coalona) Jihuw, Lul fecelves Yeu
Rcllglons fouyera Bl stated & sfadusten ul Jaw
attalce uwed . faculiy of Mat. Waiv.
Lo lnal Governs [ Ructios " Mcatiun Wi Rcutloned (s Meutlen [Yes, tur Nuua Yeu
aeat siad Butal Jilsied uader uly 73 Leve s Spuctal
Urvelujacal PaSmnel nut calond tral .
staflud, Sacgetary

-2




CRAZT 7.2 Jcumt.)

MIMISTRY Combnis Inktial uuducts SLatlt Bsn Ury. lne uf s & Specisl lnsl. Usae Fusulgn
ivatelfon lu-Sarvice Tag 0.1. lag or Schuol) Wnich 12 Scholarskips
Cosdusta ur han s
Intarsst.
Flonsbug W N Nadlles Sone Coulses o eantlve Tve, lustitule ot tam
cunductad by Statistice aad ap-
Tapettia. plicd kosualcs and
leciftuie of Puvslap~
aental Plesnlny
Labut aud Yen, butl wsly Annus) ) wushe. Sume Yeu, Tacksicel Schaul for |Tea
Saclsl aflatte)icspmsible for lafornal P-rtoumacl |Tradzs @34 cralis
Yoc Tag Lausse Superviz 1o BIRAN
AcCount fng
laud and als W M Reative atisght ouett W Mentian  |Zs wutiee [, dut sscedsed o Yao abuut 0
Trauspurt by tufthansa uead. sach yasr
Reckaules tag
aleu
Cunncice Ho Yea, fus bcw Moue cicopt simalis sustive IVew Law Nuse Yes, was ia
pluysen students st sent avas iconvatce
Wivccnly
tducatium Yew, bul ealy " Nestlue 3ues by Lageite [W Kertluc |Yeu (uatrfuls ail pciasty |Ya 10 e
fespunsible far in thals and sucuadsry ed. swl[tmglend *}s ol
scholazships Spmelalty tuterenind In Edwin~ Jwhich 2 ca-
tlea faculty ot d. turned.
LI £ Yen, with 2 N Meatluw alosalus Toua lufuinal Yew, Yeo, vluae faisiluns [Yes
Assis.snle t7aios flabetmu clasical & Jwith MaTiue t.chaical
la dist. Ce te accout schoul,
achao) In cumews
Yurulss Tus Tcn Yen, languaga e menliva [ Fisaulug duvelupmast [Yew
altsire wud Yutclys ut 8 FuTelgn Service
Kaluttoos lantitute
Induatiy Yee, 88 hub, Yus 3 days Uold beatuars W, Liss Ay~ [Yew, Clerd-fintarested fu Tug lum. 33 In
ludustoy Lepi. tus Hislstey euttoeablplcal ac- Schools ol Autvuosuusf1%4) Must $a2
1 Asat. Stell & Autewnu- (i dgeacy rousting & fagencieas. ] avatla,
nuue Ageucics hunggescut
Marlve Trcen- (Yoo, cumbined N Mautiue s Meultus Yutre Tew, 13 Iu [Veo, suppuil Martlas [Yne, baypd (oe
Foit aud Nosiafuliih Hlanalug iatucmal 1583 T . 8choul ~
Misasal and Tes, 16 guulugy |[Ms Mumtive Vutalgn bapuste }Vuu, Yam Use large Ul) Ca. Bour]ing
Watas bept. tisla stail s luloiasl Renageta much «l Tech. tag
as e tabuteturi Clecsa

W

-2



http:S1.00io1.o.1.h..1o1.3I

CIRRT .2 (e,

}

NEMLTRY taloteme ul o losduite Infiial Landucts dtatt Mew tag. Une wt Baw & bpwiial fnal.
Teatntog veck. | N i:utation W-Setvice g | 0.3, g SEnan of Skl Wik f1
ia Rlulavey Lour Coudunts of bas sa
Intrsent.
20, Touslen sud  |¥es, Teataley  |ho Kenitom Taln codke ot o Mentlon [Wea, Moo bub anpiesead o [Ter, 19 ga
Mutals aud arte Dups, Afubs Butel Spacisl wend. last 3 yo
Sesluars
20, Mbe Valley Yes, 1a Dept. ofids Mcative (wiren Lyputia |Ycu Yea, Ack. [Mone Toe new
Main, sive (v Seadsaga|iaturr -y awd Clerg-
sach mmih cal
11, afuimailon & [Hen & positlon [Ke Maniton Yas, tocel tag [Mu meutton vew M. Uees Matfusel Tas, tu I
Matloanl Lut 18 weoccu coaducted by alvascliy los
Cu pled, tuselgn enpasts language Tisinfay egfeeneats
sud agencles with other
k couatrios
22 Flasnca L) B Aeallw Yes, Inteinal Unk. Yam, four 7 Yeu
Accouallng
Cuuraes
a. Preatdency Juu|ms Lol 1Y) LI Y'Y b, L b,
: able Avallatla




7.7 Foreign Training

One of the most controversial sources of skilled manpower training are
scholarships in foreign countries. Usually funded by a donor organization, the
programs have become controversial because of the low rate of repatriation of
graduates. The primary task of several of the mioisterial traioing sectiorns is
that of identifying and assigning scholarshi ,. Table 7.2 gives an indication
of ths scope and variety of foreign training availabla {n 1979.

Employees seek such scholarships because they ptovide am opportunity to
travel, to save momey from their living allowance, 3 gquallfy for a senlor
position in Somalia, or to obtain an even more remunerative position elsewhere.
Unfortunately for both the donors and the government, many graduates do not
return to Somalia or after returning leave the civil service. Although accurate
records have not been maintained, it has been estimated by several ainistries
that less than bilf of all graduates return to their civil service positions.
The graduates either stay in the countTy where they rioczivzd their education or
fiad employment in the Gulf States or in another third country ecomomy.

To limit this phoenomenon, some donors ara exploring the possibility of
withholding the granting of degrees until the students have actually returned
home. Others, such as the UNDP wvhich has been supporting SIDAM, favor greater
usc of short term training programs in Somalia or in the regiom.
foreign~trained scholars are still needed urgently in nearly all alnistries and
particularly in the educational and trainming imstitutiocns which require high
quality staff. The ultimate solution 1s to create incentives that are
sufficlent to make service in Somalia more attractive to the Somall graaquates of

foreign programs.
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TABLE 7.2

SOMALI STUDENTS ABROAD IN 1979 8Y DATE OF EXPECTED RETURN

Fleld 1979 | 1980 | 1901 | 1382 | 1983 |55 | rorar
Engineering 2 9 6 13 2 5 37
Surveying & Cartography 1 1
Physical Scisnces L3 5 10 1 20
4griculture and Biolopical

Science 24 2 5 1 33
Hedicine 6 18 2 13 40
Publdc Adamin, Acctg., Econ.

Statistics 5 3 1 L 23
Education, Arts, Lang.

Religion & law 15 9 6 15 2 47
Printing, Journalisa 1 o 3
Unknowa 1 3 1 5

TOTALS 59 44 23 59 2 22 209
STUDENTS ABROAD IN 1979 BY FIELD AND COUNTRY IN WHICH STUDYING
u £43
2l 3| | z| 5| -zid
Engineering 12 2 3 3 36
Surveying & Cart. 1
Phys. Scilence 2 10 1 1 6
Ag & Bio. Science 2 11 2 4 14
Medicine 25 4 1 9
Pyb. Admin. Ete. 3 15 5
&, Arts, law Btec. 7 7 15 3 15
Printing, Journalism 1 2
Uoknown 1 4
TOTALS 52 34 16 P 15 88
Source: Somalia Democracic Reapublic, Ministry of Macional Plamning. Zvaluation
of the Three Year Develooment Program 1979-1981. Mogadishu, August 1982,
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Several ministries are involved in approving and recording foreign
scholarships. The Ministry of Higher Education and Culture i3 responsible for
all degree program scholarships. The Ministry of National Planning tries to
zaintain records on short courses and on all programs comnected with
developmearal plumning. Other ministries negotiate witl donors for scholarship
asgiscance that can be used to advance their programs. There is a need Zor
better coordination between the donor commupity and the government in the
assignment of foreign scholarships and in the moaitoring of those studying
abroad. Also, donors should consider means by which they can reduce the {mpact

on government of the removal of key personnel for overseas training.

7.8 The Dimension of Unmet Training Needs

Numbers to be Trained. A number of agsessments have been made of the gumber

of indi{viduals who need to be traiued and of the subjects lo wnich they need
training. The Manpower and Human Rescurce Surveys of 1972, 1978, and 1983 have
requested data from government ministries and agencies. However, the responsas
have been of reduced value for planning purposes for several reasons. First,
many of the individuals trained in the past have not remained {n government
employment. Second, of those vho have received training, significant numbers atc
all levels of the organizationa' structure still lack the skills or experience
to perform the tasks expected of thes. Third, even those that have been traimed
and have demonstrated competence on the job may require refresher training or
new instruction bacause their responaibilites have changed.

In the area of senior manpagement alone, approxizately 100 Geperal Managers
apd Directors-Ganeral require ome or more weeks of refresner training. Over 600
directora at department level require a month or more of traioing to improve

their managerial capacity. At the lower supervisory and service levels at least
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1300 civil servants could benefit from two months to two years of additiomal
traiging.

In addition to those indivduals chact need short or long courses {n general
panagement, industrial managemeat, public adminstration, or project management,
there {s a long list of specialists who require annual training experiences Lif
the work of government is to continue at its present level. Table 7.3 provides
an gvervierr of training requirements based {n part on the "National Manpower
Rescurces and Requirements Surveys of 1978-1983." It zust be bormae in aind chat
the numbars suggested in the table are only a rough ordar of magnitude, since

skilled workers coantinue to leave the government service at au increasing pace.
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The list ia Table 7.] {s by no means exhaustive and could be extended. It doas
aot, for instance, fncluda techniciams and craftsoen, such as carpeaters,
magons, fitterz, electricians, turners, plumbers, welders, blacksmiths, or
printers, ‘or whom not aven general estimates of trainiag needs exist.

Natioual Training Policy. Mo aational training policy or mandated

organization to establish one currently exrists. Even a cursory review poiats to
an urgeunt need. Mot only does aach ain{stry geed a1 competent training scaff,
but a mechantsm {s required to develop interagency coordivation and

cooperation. Above all there needs to be clear commitment by the government of
funds and human resources for staif training and development 1f the goals {t has
set for Ltself are to be achiaved.

Centrally Coordinated learn‘ng Resource Center. Any weaningful training

program needs such resources as: libraries of reference materials, case
studfes, cterxts, role-play exerciges, charts, audio-visual materials, and
training equipaent. Libraries do exist in several oinistries, {.s. Mational
Planning, Iadustry, and iducation as well ag at the University and at SIDAM.
Yone are adequate ¢o the demands that will be placed on them nor are there any
coordinated zeans of zaking their assets available to all who might need to usge
them. Training macerials are ig even shorter supply; where they exist they
often ie not catalogued, properly maintained, or zade available for general
use. There needs to be soms cencral agency for resource coordination, statfed
and equipped to support a zovernment—wlde training program.

A Qualified and Competent Cadre of Training and Development Specialiscs. [f

the needed trainiox programe are to he implrnented; vhare 1a an urgent aeed far
qualified Somali Trainers whc kmow uut only the subject matter to be taught but
also the pedagogical means for teaching it. This cadra of trainers should staff

the primary training offices of the miniscries and the training institutes winich
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assist the ministries. At present the aumber of qualified Somali training
specialiats i3 inadequate to meet this challenge.

Adequate Supply of Tachnical, Trade, and Craft Workers. As outlined earlier

the pation's development programmes suffer from a lack of caintenance and repair
capacity. Repair and maintenance workers constitute ona of the most urgecctly
veeded categories of skilled employees. ixisting sources of such perconnel,
largely the appreaticeship and on~the=-job programs of private and public
industrial agencies, are inadequate to provide the quantity and level of skilled
personnel for the maintenance and repair work needed by the government.

Attitudinal Change. Given the current econmomic and psychic iacentives

received by civil service workers, the government {s fortunmate to have been able
to retain the support of a core of loyal and effective administrators.

Continued organizational improvement will require a high degree of devotion to
organizational goals, a sacrifice of personal self-interest, and a reinforcement
of poaitive attitudas toward work. Improved morale must be built upon az
increased pride i{n government employment, higher standards of job performance,
and identification by workers with the aission of their ministry or agency.

This implies a need for strong and aggressive leadership, for a team~training
approach o manpower shortages, and for the use of organizatiomal development

techniques in the ministries and autonomous agencies.

7.8 Summary and Conclusious

Training requirments for the civil service involve both the breadth and the
intensity of naed i changes in workers abilities. The training needs range from
simple f1ling and recordkeeping akills to more complex supervisary,
administrative, and managerial capacities. Many of the institutions and

facilities needed to asaist in the transformarion of the civil service are
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already in place. However, most require both qualitative and quantitative

laprovezent to accomplish the tasks that will be set for them. I[f the

developmental work of the nation is to ba accomplished in a timely and effactive
fasbion, some significant investment oust be 2ade in the goverument personnel
who are expected to direct and implezeat it. Some progress can be nade by
altering incectives but the major determinant of success will be tralaiog. The
final results of civil service improvement aiforts will depend on the zanner in
wvhich the reform program is packaged and the degree ro which senior lanagers cao
enlist the gupport of their civil service subordivates in the tagk of naking

Somalia a batter place fu which to Ilive.

After reviewing the prasent status of staff training and development

prograomes, the following conclusions have been teached:

1. There is need for an {mpraved commitment on the part of senior officials
of the government to a program of staif development and in-service
training;

2. Much of the trainfng effort erpended to date has had less positive
regults than should have been expected;

3. The government zusc develop a set of national pclicles regardiag

training;

“. A central auchority zust be establighed to iaplement the craining
policles, coordinace training, allocate resources, and evaluate the
results of tratning programs;

5. All Minlatries and agencies should have designated training officers who
W1ll be respoiiible fos the pianadag ant conduel of tnssivice traicing
of the minisrerial staff;

6. Those wha are placed in charge of traiairg activities in the ministries

should themselves be trained to fulfill such responsibilities; and
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7. SIDAM should he sctaffed and fundad inadequately to mneet the governuent's
needs for training in management, accountancy, lacgucges, clerical

skills, apnd specialized admipistraciocn.

7.10 Recommendazions

The prece:ding analysis suggests a continuiag aeed for a strengthened
training ard staff developuent effcrc, some of which can be developed locally
with governmental resources although a significant proportion will continue to
reqire substantiai domor support. Specific recomarndations wnich will assist in
f1lling this ne=d are preseentnd below in order of pricricy.

RECOMMENDALION 7.1. To ensuxe top mepagemant support IZor training tiure

shonld be at Jeast one seufpar each vear for ministers and owe for

diractors—-general wiich would cover problems of zanagement generally and che
requirement ror training and devclopment specifica.ly. Senior officilals of
the government should support in—serwvice training actively. should
themselves participate ip training programs, ard shuuld strive tc assure
that the benerits of training are appreciated and used by zhe purticipants.

RECOMMENDATION 7.2. TIhe coordipation and di-ection of training in the

ministries anc agenciles shouid be strengthened througn the creatiom of a

Mational Trafaing Council, a Department of Traiaing tn the Ministzy of

Labour and Soc’a) Affairs to implement the Council’'s declsiona, and tie

creation of a traloing office in each ainistry and agency. The Traiaolng

Council, consiscting of senior officials representing the 2residency, the

Parcy, and a2ll large wuinistries, would develop training policy, review

trairing plans, and discusa and resolve prcblems. The Traiping Deparctaent

{n the Miolstry of Lulour would rupport the !atiomal Training Council by

iwplementing its decislors, coordinating trainiag schedules of the
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ainistries and agencies, allocating training resources, and by providing
direct plaoning ind staff suppor:t to SIDAM. Individual ainiscry and agency
training ofifices should develop annuzl trainiog programs based on their
annual work plans and the assessment of training needs to meet those plans.
Thay also should conduct the training programs and evaluate the courses.
AECOMMENDATION 7.3. To the extent feasible, civil servants shculd be given
actionoriented training conducted in the Somalt language. Participative
exercises sinould be emphasized rather than lectures and confererces.
Students should be imstructed in the language they undersytand best. The
ipstructivnal methods used should include supervised research, field
investigations, role-playing exercises, and group discussions, Above all,
there shculd be a strong Somald lenaguage writing componeut {n all
iu-service training. Officials aeed to izprave their ability toc express
themgelves clearly, conclsely, and effectively in written docuzsnty.
RECCMMENDATION 7.4. General amacagement training should he designed for and
provided first to the senior officials. These orficialg subsequeatly should
assist in presanting similar instructlon to their subordinatea., As a mattar
of high priority, SIDAM siuould be fnstructed to prepare and deliver to che
the Natlonal Training Council a ranagement training progran wnich focuses
specifically on supervisory and delegatory responsibilities of officials at
the general aapag.r and direczor-—geseral level. e program's aim should be
to have all officials fdentify respousibilities, decisions, an. accions
which consume their own time and which can and should be delegated to a
lover level of admtn; «czatic,  The vogram cl3o shondd develop mathods by
which senior officials can assure thewselves that such delegations of
responsibility are belag haudled sroperly.

RECOMMENDATION 7.5. The Somali Institute for Development Administration and
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Mauagenent, 5SIDAM, should be streagthened and supplemented with stafl and
funds to enable it to provide the assistance adeeded by the silanistries and
agaczies in their {n-service training programs. The Institute nseds a staff
of approximately 25-30 highly qualified Somali imstrustors. Adequate
funding should ve provided for the purchase and pcinting of teaching
materials, for holdirng periodic conferences and seminars, and for
instructional supplles and equipment. Above all, the Institute will aeed to
be able to pay salaries adequate to ensure tha% prospective stati uembers
whey are given oppportuniries for higher education actually will retura and
becoze productive zembers of the Institute.
RECOMMENDATION 7.6. An anqual c~aining plan should be prepared i{m all
miniatries and public agenzies based on projected trairing needs. Included
ic the plan's coverage should be:

1) orientation traiaing for new employees;

2) at least two “eeks of refresner aad up-grading traiciag for all

current employees;

3) training for supervisors im the techniques of providing subject

matter and skill traizing to subordinares;

4) training on the coanduct and adminlstratlon of meerings and ia tidze

zanagement; and

5) inatruction in office management (including che use of filing sysrems

and data recoleval nethods).
RECOMMENDATION 7.7. A continuous etfort should ce zade to evaluate the

effectivenesa of ecach major traioing program, both tn determine what the
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participants have absorbed {n xnowledge, skills, and attitudes and to
deternmine the exrent to whizh this learnizg i3 being utilized by the studeot
to improve job performance. This evaluation should igelude a review of
post-training asaignmenrs of civil servants, trained either locally or
abroad, to determin: whetker the skills they acquired ate being
appropriately employed.

REQOMMENDATION 7.8. Ministerial and agemcy authorities, including izmediate
suparvigors, should ensure that students receive incentives adequate to
encourage them to undertake training courses and *o complete rke couvse
Tequiresznts successfully. Incentives should inclyde: appropriate
assignmeat upen completion, the use of successful completion of training as
an impyrtant consideration for promotionm, and appropriate recvugnition in
competition for bonuses and employee awards.

RECOMMENCATION 7.9. The exfscing base of tralaing for the vocational crafcs
should ba axpanded as equipment and imstructors can br: zade available. This
erpansioa will allow government to strengthen the gaality and quantity of
the comstruction, zaiatenance, and repalr vork of tke ainistries and public

agencies.
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8.0 SUMMARY RECOMMENDATIONS FOR POLICY aND PRACTICE

8.1 Intzodretion

This chapter presents a et of integrated recomzendations proposed for the
civil service, The recommendations concera areas both of palicy and of
practice. Because of the interdependency of the recoumendations, they are not
agsigned individual priorities. The recommendations are designed :ur
ioplementation over a ten year period to permit phased adaptation ani ad justxent.

Nine recommendations are proposed and they are organized within the Zour
content areas cf this report, e.g., organization and nanagement, personnel
administratioa, civil service compensation and staffing, and training
requirepents. The recommendations, whicia will be discuased ia detail delow, are:

Organization and Management

1. A Civil Service Commission should be establisbed with legal, advisory,
and appeal functions at goverament-wide level to provide overall policy
guidance and review of the civil service employment system.

2. The Ministry of Labour and Soclal Affairs should be reorganized into a
stoicture with two major divisions, each headed by a director general.
One division would be concerned prinarily with issues of persomnel and
training and the other with issues of labor regulaticn and statistics.
In addition, the perscnnel department should be strengthenmed to act as
the central personzel agency Zor the zovermment.

3. An organization and 1sethods unit should be created with traioed Somall
profesalonal staff capable of studying organizatijial aand
administrative problems throughout the government. The unit shouid be
given the responsibility for making recommendations for improvement of
civil service procedures and for designing and implenenting thoase
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reforus.

Personnel Administration

4.

The government should restructure its assignment and promotion
procedures to lncrease the probability of having the best qualified
person assigned to each position. This restructurisg should imclula
the restoration of increments for the technical series, the
aodification of the administrative scale, and placing increased
responsibility for salection on the official or officials of the umih

to which the worker will be assigmed,

Ccmpensation and Staffing levels

5.

8.

The goverument should act to identify redundant workers and provide
assistance to them, 3s neceasary, in finding altermative employment
outgide the civil service. Informed estimates suggest that
approximately twenty percent of all government workers (the largest
aumbers being at the lower job classification levels) could be relieved
of their current government respounsibilities without a reduction in the
quantity or quality of services provided. A goal of approximately
36,000 public sector employees should be set and an attempt should be
gade to reach this level by the end of 1986.

Subsequent to the reduction in workforce, government should grant
selected groups of employees a substantial i{ncrease (200 to 300
percent) in salaries (inclusive of allowances). T™is increase should

become effective no later than  anuary, 1987.

Trataing Needs

7.

The coordination and directiom of training in the mintstries and
agencies should be strengthened through the crestion of a Matiomal

Training Council. The cew Department of Staff Development and Training
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in the MLSA should be given the responsibility for laplezentation of
Cuuncil directives. A training office scould be created for each
ain{stry and major agency.

8. To the maximum extent feasible civil servants snould be given
action—oriented traiming which eaphasizes participative exercises
rather than lectures or conferences. where possible, all training
should be done in the Somall language.

9. A program of general management tralning snould be designed for aad
presented initlally to senior ainiscry officialas (heads of departments
and above). These officials should be given the responsibility of
assisting in the presentation of appropriate 2dacagement traiping to
their subordinates. An initial aim of the program should be to
tdentify decisions and actions suitable for delegation and to develop
methods by which such delegation can be properly implemented and
supervised.

All of the above recomzendations are provisional only. Their (aplezentatica
vould take place over the pext four years and should be conitored nver tae aext

decade to identlfy neerded modifications and reform.

8.2 Racommendationz for Orzanizatiomal and Management Reforn

RECOMMENDATION ONE. The government snould establish a Civil Servica

Comnmission with legil, advisory, acd appeal functilons at the

{nterministerial level to provide overall policy guidance and review for the

civil service systea.

There is an inherent difficulty in haviag ome ainistry responsible for
supervising and directing the operations of a peer agency. if this 13 %o 3e

done, as it is presently in thke case of persounel. thare snouid be some higher

authority which can provide wvalidity, support, and ceview to these eflorts,
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establish policy, and act as 1 court of appeal. A Civil Service Commission,
composed of discinguished former senior ¢ivil sarvapts, would provide the
authoritative gupport and the needed objectivity to rssolve any issuss under
disjuce.

RECOMMENDATION TWO. The government should reorgaaize the Miaistry of Labour

and Social Affairs {nto two aajor divisions, each under the supervision of a

directar~general, asd strengthen the ?agsonnel Department as the central

persomnel agency of tha governmeat by having it absorb the establishment
function. In additiom, a Department of Trafning should be added.

Uncer the proposed reorganization the senior career admintstrator ia the
a2inistry would become the “Perpanent Secretary.” This person would supervise
the two directors-general. One, the director—general for Personnel and
Training, would supervise the Departments of Personnel, Staff Davelopment and
Training, aod Vocational and Crafts Training., The second, the director-general
for labour and Soclal Affairs would supervise the Departments of Labour, Jlabour
Statistics, and Welfare and Soeial Affairs. The Department of Administsition
would operate directly under the control of the Permanent Secretary.

This organizatiomal structure would strengthen the Department of Personnesl
significantly. It would provide the department with more authority by giving it
the primary operaticmal responsibility for decermining personmel requirements.
The zew structure would also require cthe Deparment of Persongel to supervise the
personnel operations of the other alnistries under che overall guidance of the
Civil Service Commission. 4 significant aodification in decision-making
procedures would be required aince the two directors—general would Ye empowered
€o act and sign papers on tehalf of tae Miniscry. Thia aot only suggests the
aeed for 3pecific writcen delegactions of authority 5ut ilyo the 1eed for
coordinacing procedures and the handling of correspondence to permic che

Permanent Secretary to Ye inforaed (and to be able to inform the Minister) of

the status of Min!stsy operatioms and plans for the future.,
34



RECOMMENDATICN THREE. A high priority should be placed on the creatlion of a
unit with a traineu professional staff capable of studying organizacional
and administracive problems throughout the government, of zaking
recommendations for improvement, and of assisting {z the !{oplementation of
these recommendations.

The scaff required for this purpose would include individuals with
axperience in govermment and with training in the analyctical techniques needed
to evaluate organizational structures and processes, to assess theilr afficlency,
and to design new structures and procedures to epnable the organizactions to
operate more effectively. Such skills and knowledge usually require advanced
formal training in addition to practical experience. =Zxample of the problems
with which the staff cight deal could ifnclude such quescions as whether
minictries and agencies would be more efrective L{f consolidated; whether any
fiscal savings would result frocm such comsolidation; whether the procedures
enployed in obtaining clearances for imported goods could be simplified without

sacrificing coordination and control; and whether the processes used in the

appointment or promotiom of civil servants could be nade more efficieant.

8.3 Recoaomendationa for Changes in Perscunel Admintsctration

RECNMMENDATION FOUR. The government should {mprove promotiou and assignment
procedures to increase che probability of haviag the be=at qualified person
in each position. This would include the reatoration of the {n-grade
increments for :the tachnical jeries, the modificsation of the administrative
scale, and the vesting of the responsibility for the placement of personnmel
in the manager of the organization selecting them.

A major step in the direction of improving the civil service would be taken
by focussing the srfforts of its personnel system on the single goal of providing
the best workers to do the best possible work in the interests of the aatiom.
This will require promotion systems that are perceived as fair ana equitable.

The systems should provide every employee reasonable expectations for promotion

vwinile ensuring sufficient flextbility to advance those best qualified by
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experience, performance, and education.

Assigning the best possible workers to the available positions requries 1) a
careful acalysis of skills, attitudes, and xncwledge required in the posicions
to be filled; and 2) {dentification and recordisg of individual qualificatioas
for the positions {n terms of demonatratcd performance and 3kill, knowledge and
education, as well ag attitudes as reported by colleagues and supervisors. One
of the 208t sffective means of selecting the best qualifiaed applicant lles in
assigniog the responsibility for aaking the selection to the nanager who aust be
respousibla for the selectee's performance on the job.

Current deficiencties (o promotloun opportunities for the technical vorkers
stem from the abolition of the in-grade increments provided {m the law for the
Cechnical serics. deeatablishing these increments t-ould provide an lmproved
opportunity for promotion for highly skilled tecktnical persounel. Improving
promotion opportunities for adminiscrative workers requires the modification of
the zdministrative scale by exteading each grade from its current tase lavel to
4 top level corresponding to the base level of che next higher grade agod by

peraitcing larger ‘ocrements.

8.4 Recommendations on Molovee Compensation and Staffiag

RECOMMENDATION FIVE. The goverument should act to idencify redundant
vorkers and provide asaistance to chem, as necessary, in Zinding alternative
employment outside the civil dervice. It {3 estimated thac approximatcaly
twenty percent of all government workers could be relieved of their current
8overument responsibilities without affecting the quancity or qualicy of
services provided. A goal of approximately 36,00 public secto:x employees
should be set and an attempt should be aade to reach chis staffing level by
the end of 1986.

A gumber of steps might be taken which would bring about an adjustmenc in
the size of the workforce t¢ approxizately che levels pravailing in 1979~1980,

that is, about 36,000 personga. First, new appointments, excepc for university
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graduates and a few others whose services are urgently aeeded should be
postponad. This would result {n a reductilon through actriticn of perhaps 5 to 7
percent of staff per year. Second, a significant number of the several thousand
tezporary appointees should oot be reappointed when their three azonth
appointzents expire. Third, the government should arrange to give priority to
current civil service employees as It selects candidates for foreigm emigraction
for employment. Fourth, all who would choosa to resign should Ye permitted to
do so. If fact, the government aight find it advancageous to orfer a
bonus——perhaps equal to three to aix zonths of salary--to all who would resign
from the services within a stated period. A procedure would have to be designed
in order to recain those individuals most essential to the govermmenc's
operations.

These aud other alternative arrangemencs aust be considered to zaxinize the

voluotar? withdrawl of redundant personnel from che civil service. Involuncary

ezployment terminacions, however, pose an even larger problem. AC preseac,
dismissals are posaible only as a consequence of prolonged absence without
permisaion or as a result of disciplinmary acclomn. I will be esgential
therefore, to amend the civil service law by statute or dacree to authorize
terminations of those employees whose services are not required because of
redundancy or the shortage of funds. Dismissals should be authorzzed if
programs are terainacted or reduced in scope for either policy or Iinancial
reasons or if it i{s dectermined that there have been zore people ¢ ploved chan
are actuzlly needed to acccomplish the objectives of the agency with which they
work. Changes in techmology or of gcvermmental objective boch are lixkely to
nake some employeces redundant. The aation's welfare will e enhanced Lf such
enployees are released to the oiber sectors of the ecomomy as soon as they have

becoma underemployed in the civil administration.
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A second problem arises froa the naed to provide 4 fair and equitable means
of identifying those to be released. It will He n;cessaty to {asitute
procedures (including explicit criteria) to avoid allegations of favoritisms or
of arbitrary releases without regard to the needs of the organizatiom. Hence
the reduction should aot be applied acroas the board in the same percentage
since soze ministries will have a higher percentage of redundant staff than will
others. Ar the same tize tha contribution of the lndividuals to the work of the
agency should be taken into consideration and those that ara released should pe
those who for one reason or another coatribute the least.

A third problem arsa involves the question of wnat assistance the governzent
should give to those being released in finding additional employment. There are
a aumber of poseibilities which night be explored but soue positive program of
out-placement should be developed and ioplemented. Fach of these problem areas
offer a number of coastraints and could involve aignificant costs, depeading on
the solution selected., tiowever, the benefit to be achieved through reducing the
workforce and increasiag Lts efficiancy may bYe expected to far axceed che
posaible cosc.

RECOMMENDATION SIX. Subsequent to the reduction in workforce, goverzment

should grant selected groups of employees a substantial increase in

salaries. This ircrease saould become effective no later than January, 1987.

The overriding factor affecting the day~to—day performance of che Somali
civil service {= the lnadequacte leval of employee compensation. This problem
2aa caur:d a substantial decline iz performance, reduced confidence and zorale,
and curtailed the apility and willingness of zanagers to enrorce attendance
Tules and disciple. [aadequate salaries aave zaq a dajor lapact om all pnases
of management and operacions throughout the goverament. laprovemeat in wages is
4 gecessary preconditilon to anv other civil service reform.

The rate of inflacion has been so dramatic {n receat vears that it wvould
8-8
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require increasing the salary of all employees by over 500 percent to provide
them with the real iacouwe levels they possessed in 1976. A substantial case has
been made {a Chapter 6.0 for the effacts of chis {nflation of living cosats.
Working for less than a living wage has forced civil servaats o find their
means of livelihood wherever they could; if not in their government jobs then in
the private sector or elsewnhere. For aany (and often these have been the zost
highly qualified)}, it has zmesat leaving the goverment service. Unless some
Deans of establisning adequate salaries s found ir will be difficult, if not
impossidble, for the govermemnt to retain tiic qualified employees it needs to
conduct its operations.

The funds required for raising the salaries of all personnel are well beyond
the limits of exiating revenue sources. I£f the funds were to be raised through
ipcressed deficit financing, the even more rapid inflationm that would resulct
would wipe out the adavantages gained. Thua, any incresse pust be funded from
available revenue. A recommended increase Ln the annual wage of approximactely
So.Sh. 500 million per year could be financed by reducing noun-wage sxpenditures
{n 1985 to 10X below their projected 1984 level, Such a limited wage lacrease
cannot be expecred to sctop all of the exodus of skilled and educated emplovees
from the government service, but 1Z would mark a sigrnificanc first step toward

eventually reaching an adequate and equitable level of coamp-nsation.

8.5 Recommendations on Training ‘leeds

RECOMMENDATION SEVEN. The coordination and direction of training in the
ministries and agencies should be strengthened througn the creatior of a
National Training Council. The anew Departzent of staff Development ind
Training snould be given the responsibility Zor implementation of Council
directives. A tralning office should be created for zach ainiscry and mzajor
agency.

As has been suggested ian previous chapters, the training aeeds of the Somali

3-9



Civil Service are both extensive and urgeat. In spite of the fact that much of
the training they have already received has not had as guch effact as might have
been expected, (t 15 essential to expand and readjust the tratning efforc {n
order to provide the skills and knowledge that aodern adminisctration Tequires.

Tae National Training Council, conaisting of senlor officials representing
the Presidency, the Party, and all large ainiatries, should work to develop
training policy, review training ?lans, and discuss and resolve problems. The
De parmenc of Training and Starf Development in che Ministry of Labour and Socilal
Affairs would support the Council by implementing its decisions, coordinacing
training schedules of the miniscries and agencies, allocating training
fesources, and providing programs based on annual aeeds dssessments, conduct
training, and zake training evaluations. The resulting scructure For Craining
coordipacion i3 shown fn Charz 8.l.

CHART 3.1

ORGANIZATION FOR TRAINING

NATIONAL TRAINING TRAINING DEPARTMENT SIDAM
councIL MINISTRY OF LASOR —_
Library & Zauipment
Policy Guidance, Policy disseminaction Courses, Long and
Coordination and Assistance, Coordin- short, Consulting,
Review ation, Supervision Training support,
e and Evaluation. Train trainers.
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‘ MINISTRIES AND 20BLIC AGENCIES

l Training Institutes and Schools

In addition to the MLSA, a oumher of other miniscries have a strong interesc
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in ::Qini:g and staff development. The Minisatry of National rlamniny is
involved in human resource planiing ip ccamectics with {ts anoual develspmect
plans. The Mimiscry of EZducation adainisters teacher traiafng, technical
teacher training, aid che ‘econdary and lntaerzediate schosls whose zraduates
often ave exployed it governmental agencies. Tha Mlafstry of Higner Educaclon
and Culturs suparvises the Mational river:sity. The Mlolstries of Health,
Agriculture, Foreign affairs, Livestock, Justict aed Reiliglous Affairs, Zosts
and Telecowmunications, and flsheries eitler conduct tralaing institutes or have
a strong ‘cterest in technlcal secondary scbools under the suparvision of the
Minsitry of Education. They and thelr taterewsts, a4 well as that of tie at’'er
ainistries, should be zepreseuted adequaraly om ctie Traiafag Council, all
traZning institutions shculd te coordinated by the Council with respect to thair
contribution to the training of public 2uployees.

RECOMMENDATION EIGHT. 7To the pezinur axtent feasible civil servancs should

be given .ction oriented traleing willen ecpnasizes participative exercises

tather than lectures and conferences., '“here poasible, all training sonould
be done in the Somall languags.

The need to naximize zhe use of Somall stess from i:s place as the prizary
language in the school system and as tae officizl administrative language of the
government. It {s the lsnguage nearly all civil :ervants will use an the job in
implementing whatever they may have learmed in training. aAction training i3
clearly needed to enable those receiving {nsvruccion to implemeat what they have
learned when they recturn to thelr units.

This recommendation would require that esci foreign Lascructor be coupled
with an appropriately trained Somali with an excellent comaand of the
foreigner's workirg language. The foreigner snould work with his councerpart on
a daily basis and attend his counterpart's classes. 3oth foreign imstructors

and their Somall counterparts should be given iastructlon in participacive
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aethods. It would also raquire translating trainlog saterials irto Somali, It
13 recognized that this will {nvolve some difficuley in standardizing selected
techiical temms.

RECOMMENDATION NINE. A program of geumeral nanagemeat training should ba

designed for and presented initially tu the senior winiscry orfficials (heads

of department and above). Thesc officilals should agsist {n presenting
dppropriace zanagement ‘nstructiou to thelr subordinates. ap initial aim of
the program should be to identify decisions and actions suitable for
delegation and :o develop mathods by wbich auch delegation caa be properly
iaplemented and supervised.

Ef fective supervision !s one of tte ;ora urgent aeeds {n current Somall
administration and {s equalled only by the need for lacreased delegatlon of
respoasibilicy. The moat effective way to imcrove supervisina aad delegation is
by having those respomsidle for it tearl it. They are zore llkely to saforce
thoae precepts if they hava been involved in prepariag others to do the same.
The genersl managament zourses shouid be 3iven at cthe aisiytries; SIDAM ahould
4ssist Lo preparing the exercises and the practical work components.

It also lmportant to estadlish the principle that seainr asnagers are
Tesponsible for the trainiag and development of their subordinstes. If they are
got commizerd to the training of their staff very lictle training is likely to
Take place. Managaers at all levels ceed practice 2nd experieace in giviag

inacruction and specifically {a tne methods of supervising on-the~job training

in taed: departmencs.

8.6 Implement2tion 2lan

The above racomuendations reflect a broad range of interrelated weasures
witich, when implemented, +ill ‘mprove the moti{vation and effactiveness of the
civil service and the envircament in which its members work. Some of these

changes will take relatively little time or effort, winlle ochers will require a
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major reallocagion of resources, substantial reorganizations, or procedural
nodificarions. Maay uay require foreign donmor firancing and technical
asslstance., In order to minimize ccnfusion and discontinuity in administration
thess recommendations should be {mplemented as a carefully phased package over a
five year period. The following plan for implemencation i3 presented o assist
in viaualizing the relationshipa, the scepe required, and the time that aight be
ipvolved.

Suggested Schedule. A suggested schedule for implementation 13 preseanted in

Caart 8.2. Details of fhase 1 and Phase 2 are given below.
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CHART 8.2
SUGGESTED SCHEDULE

X0 RECOMMENDATION 1984 | 1985 | 1986 | 1987 | 1988 | 1989
FIVE Reduction {n force b= - 3
TEREE | Create an Organization and ¢ -
Mapagemant (nit / ‘
foLR Improve Promotion/Assigoment .
Procedures o=
ONE Establish a Civil Service
Commission
WO Reorganize the Ministry of PRRLY. N
Labour and Social Affairs N g
SIX Improve Civil Service N
Compensation (‘" y
SEVEN | Improve Structure for v .
Training €-X —
NINE Management Training in ¢ N
Supervision R 7
EIGHT | Conduct Action ctraining in L
Somali &-=f-- X
- Train Somall cadre for
Personnel Tng and Managoment < t
Units
Note: ?2lan: €------ >

Perlod of inirial Implementation: —
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1.

PHASE 1. (1984-1985)

Reduction in Forcs. The reduction in the oumber of reiundant employees

should be i{nitiated withcut delay and by no later than January 1, 1985, Several

months aight be required to develop plans and instructions for the criteria to

be used and the nethods to be empoyed. ?Plans for outplacement of the redundant

staff should be Zormulated as required. The sequence of steps might be

egtablished as follows:

a.

Inf{tiate planning in October, 1984. Prepare appropriate instructions.
Ministries identify candidates for release from among those, regardless
of rank, contributing the least to the vork of the ainistry.

Promotion and disciplinary coumittees or appointed special committees
conaider candidates within each ministry im priority for releage.
Appointment of an intermintaterial committee to consider the names aand
nunbers submitted by each ministry and approved for release. This
action is oecessary to lasure that the reduction i3 conducted fairly
and equitably both for individuals being released and for the
aipnigtries. Some ailnistries will have zany more iadividuals and a
greatar percentage of their workforze to release than will others.

Some will have a higher perceantage of upper managerial and techaically
trained personnel ttan others. The work that some ainistries and
individuals within them perform have higher priority and greater
urgency than others. These factors should be carefully weighed with as
much objectivity as josaible by icdividuals in a position to take the
broadest view.

Amend Law 5 to permit the release of public setvants for other than
disciplinary reasons.

Consider all ameans of reducing the work force such as:
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a.

2.

(1) Relesse a substantial number of temporary emplovees at the earliest
opportunity.,

(2) Approva resignatiouma of all except the 308t essential employees

(3) Offer a benus to employeas who agree to resign before a designated
dacte, such as Marchk 1, 198..

Iniciate the release of the approved cacdidates by oot later than March
1, 1985 to be completed by Jjuly 1, 1985.

Consider all zeans of employing the services of those being released.
(1) Those being released from regicial or agricultural organizations
night be employed {n the agricultural sector where a snortage of
workers 1s reported.

(2) A program of vocational and craft training might be organized,
using the facilities of the secondary technical schools during
afternoon periods or when the schools are nmot {u session, to upgrade
skills for private enployment.

(3) A small subsidy might be offered to workers !{ntarested in private
sactor employment. A number of employees might become absorbed
full-time in those private sector activities im which they are now
engaged part-tize.

(%) Since tke govertmeat is actively engaged i promoting the export of
Somali workers to countries whera there are labor shortages, released
employees aight be ziven priority for selectioa for such opportunites
if they are unable to find suitable work im Somalla.

Reviev appeals of fndividuals who night feel they have been treated
unfairly.

Create an Crganization and Management Uai:z, [n view of che canagmeat

and organizational problems facing the government no Iime should be loat ia
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creating a unit of qualified managemeat amalysts wiio can assist and advise
govertmental units in ways to solve their problems. The reduction in force,
posaible consolidation of ziniscries, tie reorganizatiom of the MLSA, and
inprovement in the structure of rraiming are among the types of problems such a
unit shouid be prepared to handle. This unitc will require up to six Somali
analysts and nne or zore foreiga experta to train and advise them. A donor aust
be identified to a@sist in funding the project and to provide the required
technical assistance.

a. Obtain the asaistance of an appropriate sponsor and donor country which
is recognirzed for having skills in this area.

b. Determine which unit of government {8 the zoast appropriate Zor this
uait. It should be one with adequate adaimistrative suppert {ncluding
office space and transportation as well as sufficient authcrity to take
advantage of the work performed. Possible candidates might bde:

(1) The Office of the Presidenc.

(2) An office housing the budget Zfunctioun.

(3) The Miniacry of lahour aod Social affafrs.

0f these the Presidency mignt offer the best location {n the long rum
but the Ministry of Labour and Social Affairs could house the ofiice
during fts {nitial period.

c. Recruit analyscts with appropriate skills and knowledge to be of
assiatance.

d. Initiate the Unic early fn 1985, with the designated advisor as
inatructor and using SIDAM or recenr graduate students on a part-tize
bagis as initilal staff wnile other selectees are deing traimed.

3. The Establishment of a Civil Service Commission. The establishment of

the Civil Service Commisasion should be completed by July 1985 to emable it to
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play a part in the other recormendatiouns which affact public servants: the
reduction of the work force, changes in compensation, improving promotion and
asasignment procedures, revision of che pay scale, and strengthening the central
personnel untt,

The Civil Service Commission s conceived as a body committed to
streagthening the quality of the government workforce. Because of the haavy
wark schedule (particularly during the first year) and the need for persoas whao
could view the civil service in an obiective lJanner, disctinguished retired civil
servants would be the most suitable cand{dates for appointmenc,

a. The first step would be to request a wide range of orzanizations and
individuals to submit the names of potential candidates. These should
include Ministers and high ranking public servants, workers unions and
social organirations, as well as reglonal and district leaders. The
request should ba zmade for persons who understand the needs and
operations of the organizations wnich recommend them “ut ialso have a
view of the national intarest.

b. The second step would be the aomination of specific candidates for
appointment. This should be accomplished by a select commission of
direczors—general and Miafsters desigpated by the President for the
task. These individuals would review qualifications, ioquire as to the
dominees' willirgness to serve, and recommend candidates to the
President for appointment.

C. Once appoizted, the Conmisaion snould fizat prepare a definition of its
aisalon, authority, and procedures with the asaistance of the Mipiscry
of labour and Socfal Affairs and such other advisors as it 2ay zhoose
to cousult. It should then have its aission statement approved by the

Pregident and published as law,
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d. The Commission should then prepare a tentative agenda Zor the Zirst
year with a schedule of activitiaes, by priority, which should begia by
July 1, 1984.

b, Inprove Promotion/Assignment Procedures. The basic thrust of all of

the Personnel recommendations is to provide the mechanisms and authority inm
todies which can function to maintain and {mprove the integrity of the public
service and the care with which {ts law and regulations are carried out. an
Laportant feature of th!s i3 administrative decentralizacion as mandaced in
Axticle 93 of the Constcitutiocn: "As far as possible administrative functions
shall be decentralized to local admlpistration and public btodies.” Thoge who
are respousible for the outcome of operatiocns should also be responsible for che
appointment of and promotion of employees. The government camnot ifford o
wagte {t3 human resources; the realization of zatZonmal goals for economic and
soclal development depend on piacing the best possible candidate {n government
poditions at all levels. Top nanagers and professionals are criticial, but {f
they are to function effectively, they need to have the support of sxcellent
aiddle aznagement personnel ard techniciazns. Of course, zuch of the work oa
which all civil service success depecds {s done at the clerical, sxilled labor,
and crafts level. Promotion and assignmect are important motivators Zor civil
servants as recognition of periorzance and service. The effort to [aprove :nese
procedures should begi{a early ia 1985,

a, The first step sanould 3e Zo conveme R cormittee of personmel ofiicers
to determine exactly which laws, circulars, or decrees should be
nodified to nake the recoameaded cnanges ‘u both the technical amd
administracive scales and !a the procedures by wnich the scales should
be i{azplemented.

h, Before December 1985, this comnittee should be abls to ceport their
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5.

findings to the Minister of labour and Social Affairs and to the Civil
Service Commission and recommend such revisions of law and
adainistrative practice as Tequired to create an aquitable
assignment/promotion system for all civil gervanmes.

The approved zeasures should be put in operatiom by ao later thanm
January 1, 1986.

Iaprove Civil Service Coapemsatiocn. The geeds of the civil service are

such that the joverument Zoes not have sutficient funds to pay for all of cheam.

in nrder to nhold down the rate of icflation the aoney uged for any gay raiss

aust come from the reduction of other goverament expenses. Some savings soould

be realized from the reductlon of the workforce but not nearly enought to

support an adequate salary ior those rezaining ic the service, No salary

increases should be granted during the perlod of che reduction in force. Hence,

the fizst part of 1985 should be devoted to planning.

a.

An Interministerial Compensation Review Committee shold bte establisned
in early 1984. It, i3 turm, snould create a planniang 3roup, consisting
of top, ziddle, and lcwer lavel enployees with appropriate
Participarion by Party and worker issociations. This group snould
devige an equitable and efriicient wJay to expecd tie avallable {ucds to
promote worker 2orale and the retention of Aigh quality workers. [he
planning group should develop a anased plan Sy which increased
compensation could be extended to sesiscted persomnmel.

The salary planning group, under the supervision of the
iaterainigcerial Compensation Review Commitzee and with the assistance
of the newly created Civil Service Coomission, should sutmit ics report
by October 1, 1985 so that the plan can be considered for inclusica in

the 1986 budget.
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c. Another task of the Compensation Review Commlctee would be to give
special attention to the issue of wnecher corresponding adiustzents
should be made between previous and Suture recirees. Since pexzsion
paymeunts are telated co f£inal salary, a large difference could exist
between pension lncome of those amployeess who rectired earlier aomd
those who retire after the pay imcrease.

6. Reorzanize the MLSA. The reorganiration of the Miniscry of Labour and

Soctal Affairs snould be fnitiacted srortly after cie creation cf the Civil
Service Commission so that the body can assisc in the reorganization

activiites. Planaing withia the Ministry for the creation of the cew units, the
selection of directors-general, and the development 3f the new procedures
required by the change should be fnftiated by tie Miulstry coC later than July
1, 1985. The goal snould be to preseat a reorganiration plan to the Civil
Service Commission for thelr commenc and aporoval by December L, 1985. Expert
assistance from 5IDAM or frcm the newly created Urganizatcica and Hfanagment Undit

aignt significascly facilicate these activitias,
SHASE 2 (1.966-1987)

1. Status. 3y Jaguary 1, 1986, the reduczion {a forca should Se
underwvay. The organization and managemenc unit will have Seen in full operation
for at least dix zmomths aad the individuals sent for averseas lastructionm will
lave returned for continued on-cthe=job tralning. Flanaiag for promotion
procedures should have been completed ama the recommended chanyes rublishec as
law or regulation. The Civil Service Comaission wiil have been in full
operation for at least three zoncks. The sctudy on the reoryanization of :he
MLSA will be in its final stages. The enhanced compensation packase should have

beeu approved and ready for i{zmplementation.
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2.

Reorganize the MISA. By March 1986, the plan fsr the reorgaczatica of

the MLSA should have baen completed and approved oy the Civil Service Connission

and published in law.

3.

3.

The students to be trainmed overseas as jescribed above should have
returrad and discussions conducted with all personnel as to their roles
1o the new crganticational systen and how they expect to relate with
units of the other =ntaiscries.

The persomnel iesignated to hold the new positions should desizn their
proposed procedures ang prepare Zor approval draftsg of their duties,
responsibilicies, and authoricies.

The two directors-generals should be nomirated according to criteria
specified by the CLvil Service Commission. after momimatium their
nanes should be sent Co the MLSA for approval aand theam, with the
approval of the Civil Service Comaission, to the President rfor actual
appointment.

The Teorganization, together wita all the {aternal and easterzal changes
in procedures, should be coapleted by Jamuarv 31, 1987.

Iaprove Civil Service Compensarion. Jeginniag ir January 1986 7lanntng

saould begin on the first rcund of inereases im civil service compernsation.

a.

The Interainisterial Compensation Review Committee tnat was appoincred
during 1984 and began wori during 1985 should explore a variety of
options for {aplementing salary tacreases ang develop formal wage
scales and time schedules Zor their laplenentation. The Civil Service
Commission should assist this committee in Lts vask to provide a long
range plan for wage scals inprovements.

A second high-level task force of Somall and foreign tecanical experts

should be convened and given not more than six zmoaths to Zormulate the

8-22

T
R



following:
L. Proposals for continued reductions {n non-vag: expenciture to
i{nclude:

1. The conduct of a £inancial needs assessment survey to
investigate the allocation of outlays for gemeral
administration and econmomic services.

b. The calculation of expectad savings from reduced expenditures
resulting from elimiaation of those programs and projects
which are deemea of lowest prioricy.

c. Iaproved recording of developmental expenditures carried out
under "non-budgeted” categories so as to allow a better
asyessoent of total budyeted and non-budgeted expeaditures
and their ecopnomic and firvancial lmpact.

2. Proposals for calculating expected {ncreases in revenue.
3. Recommendations as to whather zodified pensions snould te 3zranced
to those penaloners wno rtetired prior to the propesed salary

ad justments.

. Improve cthe Structure for Traiaiang. Althougn lzprovements in zraining

need 2ot be delayed, the rtecoomendation for the developmeat of a tralaing
council shouid be postponed until arfter the creaction of tow Civil Service
Commission and the reorganization of the Ministry of Labour and Social Affairs.
The following steps are suggested:

a. Selact 4 or 3 jraduates ZSrom overseas trainiag in early 1983 and begla
the ¢ype of training suggest earliler for danagement analysts. The
gruduaces will form che cadre of qualified trainers for the tralaing
deparzent of the MLSA and for SIDAM's own prograos.

h. Appoint the Natiomal Training Council in early 1986 with a zembersnip
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that would include:
1. The Ministry of Labour and Social Affairs
2. The Ministry of Natiopal Planning
3.  The Minoistry of Zducation
4. The Ministry of Higher =ducation
5. The Miaiscry of Agriculture
6. The Mintistry of Health
7. The Ministry of Poscs and Telecommunicacions
8. The Ministry of Livesacock, forestry, and lange Manzgement
9. The Ministry of Flsherias.

C. Zstablish the rtraiping departaenc in t=e M.SA by emplovizg studencs
that have returaed ‘rom overseas traizing. The new emplovees should
then begin work om their fmitial traiaing program under the guidance of
tae National Traizing Council.

d. Begloniag om January 1, 198a, training orZicers snould e appoinced to
all miniscries and agencies. Graduatas with Jdegrees in education ind
scme teacaing experience would be the moat ippropriate candidaces.
These 4appointees snould receive a three moach tralalnyg course in
scheduling, in conduccing ana evaluatiag traimicg, {3 the coaduct of
trainipng needs asgsesszents, ia preparizyg tralniag curricula, and in
participative trainiang, This activity snould e couducted under the
ausplcles of 3IDAM.

5. Accion Tratoing Conducted ‘n Somali. To the exteat possible thig

recoumendation snould be lnitiated as soon as practical. However, for rfull
{aplementation comsiderable preparacion is requied. Th: necessary steps will
{aclude the following:

a. York should begia {zmediately om a glogsary of ctechaical terms for each
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6.

professional fleid Io which civil servants are to be traimea, These
glogsaries should Se stacdardized 5w che laticnal Academy and tle work
conducted under its auspices.

Training officers acd ians=ructors (bot: 3jomall iud axpacriate) should
have a short course on participative training mechods. The course
should be of two weeks to oae azcnth auration. This course mignt Se
provided at the same time and in the sade courses used To traiz the
ninisterial training officers.

A8 soon 48 the existence of glossaries of tecimical terms permict,
tralning zaterials used {u ig-service traiaing shou'd be traanslated
into Somali by faculty aembers uf 3INDAM, unit ctrainiag officurs, or
other appropriate persoruel.

By the end of 1986, th. zajority of traiaisg clusses should be ziven Ir
Somali.

Management Training In Supervision. while tiads cralaing is needed

urgeatly, it is likely to ce more effective after the proper preparatiors lave

teen completed. The Traiaing Council, che training deparzeat in the !LSA, ana

the ainisrerial craining orfices shoulad all Se ia operation. I[mstructors shold

be trained in participative aechods aa: traiaiag aids and zaterials tramslaced

into Scmalil by the time extensiva supervisory trainjcyg ts begua.

a.

Conduct 4 panagezent cetreat for Mialsters of 5 days, using
participative zeasures and coverinog the zmaterial on supervisiom and
delegatiou thac'Lacer wil! be given to all mamagers. TIThals algnt be
done by aid-1987.

Conduct a zanagement retreat of at least one week duration for
directnis-general. ~rarticipative methods should be used and the

specific program to be presgenced to all managers ia the ipdividual
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units should be reviewed.

During che fall of 1987 aand early 1988, a program on supervision and
delegation for all managers (including heads of sections acd services)
should be conducted. This traiping should be done wizi i< tie
alnistries and supervised and conducted by the directors-general with

asgistance -rom their training ofiicers and departzent heads.

R0le for Jomor Agsnices

Donors can belp support the civil service izprovement program {n many ways:

by providing Zfunds for scholarsiips, by providing taechnical asslstance to the

new organizational uaits, and above all by coordinating their iadividual

prograus so as to assist the goverament in achieving the necessdry savings in

expenditures aeeded to iaplement the improvements in coopensation. Specilic

suggestions for donor ‘mprovemeat are outliped below.

1.

Regularized Docor Supplements to Sovercmeut Salaries. Both the

governement and domors snnuld recognized that it zay be necessary to
supplement ovarnment salaries, even {f fncreased as reconmapdes, {n
order to keep esseacial and skilled eaployees effectively at work on
donot supported activicies. The goverament should regularize ana
legitizize such selary supplements by recommending a4 scala of
supplemez:s <o be paid and by asking that the ~ost of such supplemencs
be included fn projezt budgers. The local eoplovee wage and salary
scale of the UNIP or of other s3jor Zcreign employers zight be taken as
an index of what wages essential prolect 2oployees should recesive.
There should be a procedure by which such supplenents could be
cancelled or reduced Lf performacce 241d not zeet aXpectations.

Urge Coordizationm of Donmors' Lacal Inplovee Salaries. Docors,
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voluntary orgarizations, and foreign goveraments snculd de requested to
coordina . thel: wage scales among themselves and wvith the government
so that the compensation the donors may pay to their Somall employees
should not be a disincentive to the government's rs2tenticn ol those
emplovzes needed for its own programs.

Emphagize Short Courses and MNoo-cegree Traiping Abroad. This report

emphasizes training and recognizes that all training 2eeds candot te
met in Somalia. However, except whera absolutaly esseatial, all
training should be practical, lovolve ilntermnships or work—sgudy
programs, and be of a non~degree type. Many scholars have been seut
abroad from Somalia over the past twenty vears but =zpatrlation has got
been high. Also, of those who return, an excessive numter do not
remain in government service. Specifically, in the case of the
students selected to recaive training abroad as personnel officers,
training officers, and management amalysts, speclal care saould be
taken to assure cheir return to governmeant employmeat.

Bacause of the proposed brevity and coccentrated character of the
proposed program, only persons who already izave a reasccable flueacy in
the language of the country £o which they are being sent should be
selected. It 1s aot absolutely laperative cthat ail participaats
already be university graduates but the aajority should be. A third to
half of those selected for the personnel and training specilizaciozs
should, L{f posgsible, be persons who dalready aave had some experience ia
those two fields; the balance could be recent university graduates.
Graduation from the Faculty oZ Education would be suitable for those
destined to become tralaers and training zcordinators. CFersonnel

specialists could come from any faculty, vith law, education, or
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ecouomics probably beicg the most suitabls. Those desctined to Secome
administrative analysts could be graduates i{n a variaty of rialds,

Technical Assistance. In the first phase of the project to upgrade

Personnel zanagement, training coordination, and adntnstracive
analysis, it {s suggestel that thers be opu foreign expert engaged Sor
each required specialey. Ugrading the skills of ;ersoanel and trainiag
jpecialists in the various miniscries v1ll require a good deal of local
speciallzed training,

The ability of an experienced adminjitrative analyst will e very
helpful {a redesigning personcel forms and sinplifying the procedures
by whick personnel tramsactions are processesd. The succesgsful
{mplementation of the recommendations nade by organization aud aechods
speclalists nearly alwvays requires personsel snifrs and exteasive
training. Consequently the technical advisors snould be abla not only
to train, advise, and coach the units to widch they are principally
attached but should Se able to nelp each other and each other's

counterparts on a regular “asis.
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APPENDIX CNE

LIST OF GOVEANMENT MINISTRIZS

wasaaradda Dawlada Hoose & Hor. R.M,
Minigery of local Geverament & Rural Developzent

Wasaaradda Wax. Barashadda
Mindstry oif Zducation

Wasaaradda Caafimaadka
Ministry of Healch

Wasaaradde 3eeraha
Miniscry of Agricultuze

wasaaradda X. Xoolaha Dhirta & Caaqa
Ministry of Livestock, Forestzy & lacge

wasaaradda Kallunka
Ministry of Fisheries

wasaaradda Shagqada 4 Arr. Bulshada
Miniscry of Labour & Social Afrfalrs

Wasaaradda Hawlaha Guud
Ministry of Public Works

Wasaaradda Dalxiiska & Hoteellada
Ministry of Iourism & Hotels

Wasaaradda Canacsiga
Mioiscry of Commerce

Wasaaradda Gaadiidka Badda & Dekedaha
Ministzy of Marize Transport « Jorts

Wasaaradda Hiddana & Taclinta Sare
Ministry of rlgher Educaction & Qulture

Wasaaradda Warfazafinta & Han. Jadweymana
Miniseyy of Information and Nacional Guidance

Wasaaradda Garsooka & Arrimaha Diinta
Ministry of Justice and Religious Affairs

Wasaaradda 3oosaha & Isgaarsiinta
Miniscry of Posts and Teiecnmouznicatlions

Wasaaradda Yacdanta & 3iyaha
Ministry of Mineral 4 water Resoursaes

Al-1l
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Wasaaradda Dhallinyarada
Miniscry of Sports and Youth

Wasaaradda Washadaha
Ministry of Industry

wasaaradda looxada
Ministry of Jubba Valley

Xarunta Dhexe Madaxtooyada J.D.S.
Ministry of Presidency

Guudiga Iibka Qaranka
National Purchasing Commissiocn

Garyaqaanka Guud ee Dawladda
State Attorney Gaperal

Agaasinka Guud ee Lacagta
Presidency of SDR Directorata of
Administracion

Haatidhawrka Guud
General Magistrate

Maxkamada Badbaadada
Nacicnal Security Courc

Guddiga Chaqaalaha
Zconomic Commission

Xogheynta Gud. Siyaasadda Golana
Wasiirada MJDS
Secretariat of Council of Mintstries

Wasaaradda Gaadiika Cirka iyo Dhulka
Ministry of land ana Alr Tramsporc

Wasaaradda Qorsheyuta
Miniscry of Natilomal PLanning

Wasaaradda Msallvadda
Miailstry of Finance

Wasaaradda rr, Dibadda
Ministry of Forlegn Affairs

Wasaaradda Ganshaaandhigga
Ministry of Defense



APPENDIX TWO
ORGANIZATION CHARTS
oF

THE MINISTRIES OF THE SOMALIL GIVERNKENT

Thase charts represent the approxizate organizational
structure of the Ministries. They weze repruduced froz the
descriptions of their organizations by directors-general and
directors of administration. It snould be observed that ia
many places services assigned to some of the departments did
not exist in fact. That is, they were part of the authorized
establisnment but had no one issigned to thea.
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APPENDIX THREE

INTERMINISTZRIAL COMMITTEES

Interninisterial committees are normally established by Presidential
decree. Some are temporary while others are perzament. Ihey are supplemented
by numerous ad hoc committees assembled to examine or cope with a specific
problem. Following 13 a lisct of the perzanent committees.

COMMLTTEE
1. Committee for Water

2. Coordinating Committee for Rural
Developrent.

3. Matiorval Zconomic Commission

4. Nationmal Committee on Persomal
Inquiries

5. Natifonal lesearch Council

6. Committee on Arab lLacguage
Strengthening.

7. National Defense Committae

8. Interministerial Committee on
Technicians -

3. National Self-Help Commitcae
10. Intermintsteriai Committee on
Stacistics.,

1l. [nterministerial Comaittees on
levaluctionary Youth Centers

1Z. Matiomal Production Committee

CHAIRPERSON

Mintster of Mioeral and Water Resourses.

Minister of Planning. Members: Local
Goverument, Zducaction, Health,
Agriculture, Livestock, rlsheries,
Finance, Mineral Resourses and water,
Jubba Valley.

Minister of Planning.

Mintster for Presidential Affairs.
Minister of Higher Zducation, 14 members
including representacives of Labour and
Finance,

Party Bureau of Zducation, training, and
Sports.

President of the SDR.

Minister of labor and Social ifrfairs.
Members {nclude: Defenge, Indugcry, Land
and Air Tracsport, Zducatioa, Public
Works, Fisneries, Mineral and “ater
Resources.

dureau of Organizatilon and Mobilizatiocz
of the Party.

Ma{ster of Planaing.
Minister of local Government and rural
Development.

Geperal Mapager, farm Managemeat and
Extension.



13.

14,
1.
16.

Committes for che Evaluation of
Cercificaces

Committee on *at
Comnittes on Scienctific Research

Commictee on the Development of
Tachnical Language

Director Genmeral, Minister of Higher
Zducation and Culcure,

Minigter of Healch.
National Acacemy of Science and the arcs

Natlonal Academy of Science and the aArts
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APPENDIX FOUR

PARASTATAL ENTERPRISES

A.  LIISKA WAKAALADAHA (AUTONOMOUS AGENCIZS)

NAME

Wakaaradda Batroolka lmmadda

Wak.

Wak.

Wak

Wak.

Wak.

Wek.

Wak.

Wak.

Wak.

Waik.

Wwak.,

Yak.

wak.

Nacional Petroleum aAgency

Rugta Ganacsiga Warchada & Beerha
Chamber of Commerce

Garacsiga Unmadda
National Trading Agency

Fallenka & Xabagata
Agency for Incense i Guam

Hargaha Soomaaliyeed
Hides and Skins Tradicg Agency

Cagaf Cagaryada iyo Qalabka Heeraha
Tracotr and Agricultural Services Ageacy (ONAT)

Danwadaagta & Baeraha
Agriculture Settlement Agency

Beeraha Deg. Dega.
Agriculture Crash Progranm

Horuminta 3eeraha
Agriculture Development Agency

Muusica Unmadda
Mational Banana Agency Somali Fruit

Keenidda § Soo Saarridda Daawooyinka (ASPIMA)
Medicine, Macerial I[mportation 4nd Distribution

3adbeadada Shaalaha (CaSS)
Somall Social Security Fund

Filimada Soomaaliyeed
Somali Film Agency

Murtica & Madadaalada
dational Theater

Madbacadda Qaranka
State Printing Agency

Ad-l

SUPERVISING MINISTRY

Commerce

Commerce

Comnerce

Commerce

Commerce

Agriculcurs

dgriculture

Agriculture

Agriculture

Agriculture

Health

Health

Information

Information

Information



16.

17.

19.

20.

24,

25.

26.

27.

28,

dak.

Wak.

Wak.

Wak.

Wak.

Wak,

Wak.

Wak.

Wak.

Wak,

Wak.

Wak.

Wak.

Xoogah Koruntada Ummadda
Nacional Ageacy for Zlectrical Zaergy

Dhismaha Soomaaliyeed
Somali Construction Agency

Hindisaha Soomaaliyeed
Somal{ Engineering and Consultircg Agency

Gaadiidha Qaranka
National Tramsport Agency

Gaadiidha & Qalabka Dayactirka
Transport and Spare Parts Trading igency(WAGAD)

Howlaha Maraakiibth
Somal{ Shipping Agency

Dekadaha Soomaaliyeed
Somali Ports Agency

Soo Bixinta, Dhoofinta Alaabta
National Clearing and Fforwarding Agaency

Biyaha Xuamar
Mogadishu Weter Agemcy

Biyaha Hargeysa
Hargeisa Water Ageacy

Biyaha Xismeyo
Kismayo Water Agency

Korumarinta Biyana
Water Development Agency

Daaqa Garaaoka

Public Yorks
Public Works
Public Works
Transport and Civil

Aviation

Transport and Civil
Aviation

Marine Transport
and Ports

Marine Tramsport
and Ports

Somaii Cooperative
Caion

Minerals and water
Regourses

Minerals and Water
Resourses

Minerals acd water
Resourses

¥inerals and “ater
Resourses

Livestock, ForesctrTy,

Nationmal Racge Agency

and Range

B. LIISKA WARSHADAHA (PUBLIC FACTORIES)

NAME

warshahada Kallupka Laas Qoray
Las Xorenh Fish Factory

war., Caanaha
Mogdishu Milk Factory

War. Labanka Afgooye
3rick factory Afgoi

SUPERVISING MINIST2Y

Fisheries
Industry

Industry

a4=2

0
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9.

10.

11.

16.

i7.

8.

19.

War,

war.

War.

War.

War,

War.

War.

War.

war.

War.

War.

LTS

War.

war.

War.

War.

War.

War.

Sigaaka & Taraga
Cigarette & Match Factory

Dharka ee 3alcad

Balad Textile Factory (SOMALTEX)

Saluda ee Xamar
Mogdishu 011 411ling Factory

Sigeynta Batroolka
Petroleum Refinery Agemcy

ITCP ee Afgoove

Fruit and Carning Factory (ITOP)

Birta Shubca

Iron and Mechanical Workshop Factory

iINCas

National Corrugated Paper § Plastic Factory (INCAS)

Maacuunta Xaoar

Household Aluminum Utensils Factory

Sonkorra Jowhar (SNAIL)
Sugar Factory Jownar (SNAL)

ISNAY Bivasa

Perfuze and Alcohol Factory Jowhar

Bacrinta
Urea Plant Mogadishu

Hilibka Xismaayo
K{smayo Meat Factory

Sounkorta Mareerey
Marerey Sugar Facrory

Zternitka Berbera
Asbestos Factory 3derpera

Shameentada (Sibirica) Berbera

Cement Facetry Berbera

Hargaha & XKaboha XM7.

L2ather ana Footwear Factory (7 ka.)

Hargzaha Ksimayo
Leather ractory Kismayo

Burka & Batada
Flour and Pasta Factory

Aé=3

Industry

Industry

Induscry

Induscry

Induscry

Induscry

Induscry

Industry

Industry

Induscry

Industry

Induscsy

Industry

Industry

Industzy

Industry

Induscry

Developmant 3ank



C. LIISKA MASHAMRIICDA, BANGIYADA & SHIRKADAHA (PUBLIC COMPANIZS,

BANKS AND JOINT VENIURES)

NAME

Mashruuca Horumarinta XEZBAHA
Coastal Developmentc Project

Mas. Waraabka Mugambo
Mogambo Irrigationn Project

Shirkada FIMA
FIMA Cooperative Coupany

Sh. Caymiska Garawka
State Iosurance Company of Somall

Sh. Davuurvdaha Soomaaliyeed
Somili Asrliges

Sh. Somaali Helinic
Somall Airlines

Sh. Kalluunoka Soomaaliyeed
Somali Fishing Agency

Uruuka Chaghaqaaga Soomaaliyeed
Somall Cooperative Union

(-angiga Dhexe Qarapka
Somali National 3ank

8angiga GCapacsiga & Xevdka Scomaaliyeed
Somali Commercial & Savings 3ank

Bangiga Hormarinta Soomaaliyeec
Somali Development 3ank

Jaanicadda Umzadda
Somzli National University

dkadeemiyada Cilimiga rfanka & Suugaanta

National Academy of Scilence and Arts.

Macadka Maamulkl Horum & Maareynta (SIDAM)
Somali Insitute for Development aAdministration

and Manageaoent

Ad~d

SUPERVISING MINISTRY

Fisheries

Agriculture

Finance

Transport ana Civil

Aviacion

Marine Transport
and Ports

Fisheries

Finance
Tinance
fiaance
digher Zducatlon

and Culcture

Higher Education
and Culture

Labour and 3ocial
Afalirs



APPENDIX FIVE

CHARACTERISTICS OF CIVIL SERVICE PESSONNEL

The following tables were extracted from the 1983 Manpower Survey conducted
during the Zall of 1983 by the Miaistry of Labour and Social Affairs, The Basic
data vere gathered by questionaire from the Ministries and Auctonomous Ageacias
who used their persomnel files as the basis for their response. Several
responded late or with incomplate inforzation. The Mnoistry of Foreign Affairs
did not respond at all, The Ministry of Defense, Police, The Socialist 2art and
Natlonal Militia were mot fmclnded in the Survey. Of the autonomous agenciles
the following either weras not lacluded or failed to respond:

The Nationmal Trading Agency

The Agency for Incense and cum
The Marerey Sugar Factory

The Xismayo Meat Factory

The Loather Faczory, Ki=mayo

The Leather and Footwear Factory, 7Ka.
Hides and Sking factory Burao
iHides and Skins Factory Bderbera
Asbestos Factory Berbera

Natiopal Bavana Agency

Hational Range Agency

water Cevelopment agency

Kisaayo Water Deavelcpment Agency
Hargeisa Water Development agemcy
The State ?rigcing Agency

The Somali Fisning Agency

The National Universicy

These ageilcxes have a total ezployment of an estimated 7,00 Yased on 1978
employmen: figures. Although incomplete, these data are reasopmably accurate and
the best avatliple. The aumber of uzknowns in the var: ous cacigories give an
indication of che comdition of the pertonnal records from which they wvere taken.

An attempt was zade £o check the feported ouabers, by zrace, against those
listed for 1983 !n the 1984 3udget submission with the following results:

MINISTRY 4 AY 3 F ¢ & 2 TOTAL
Agriculture (Survey) 45 == 147 -- 600  -= 175 1234
(Budgee) 132 =~ 97 74 431 220 74 1089(teap)
Healtn Survey) 371 -~ 629 1988 2166 301 635 6095

(3udger) 681 — 4239 - 2899 — 507 8326

Finanre (Survey) 68 — 364 3 253 4106 363
(Budget) 73 -~ 4L — 62 -- 148 924

Other ainisesies that included personnel by grade in their budget sutmission
shoved similiar discrepancies. Since these figures were not projected but
fresumed to be those actually onm the payroll in 1983, the variationm ia striking,

AS-1
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TABLE AS.1
CIVIL SERVANTS BY SEX AND CATECORY

HINISTRY HALE FEMALE PERHANENT TEHPORARY FOREIGN TOTAL
Local Covernsent and Rural ‘ o
Development 109 S8 132 35 -~ 167
Educstion —:;:;94 6,760 22,162 463 1 29 22,654
Health 3,170 2,925 6,090 — 5 6,0‘9.5*
.:grlcullun: T 1,077 157 966 251 17 1,211:
Liveatock, Forewtry & T 1
Range Managesent 1,540 538 1,0 712 2 2,084
Figlicrica 218 15 251 42 - - 243
Llabour and Soctal Affairs 181 117 258 39 B 1 - _-4;9‘(;
Public Horks 1,682 210 1,892 ~-- o I,8—9_2_
-Tuurlum wud Notels 727 - 366 1,007 ;l:_~ - _“I,—O‘;)-
-Cumuu.'rc;: o | 62 41 105._— —_—N - 10;“
Harine Transport and Porte . 1] 22 10 20 - -~ N _‘)_()A
—ITEJ:;‘EJM: l-;; § Culture o 109 58 ) 96 13 N 1 1-3_()_
luformatfon and Natfonul - T o R
Guidance 30y 123 432 -- -- 432
~;:2:1;;’:1h Hc]l;]un» Affui:; 832 B 340 1,020 IS{“_ 1 1,172
I'oqu & A‘F:lccumuuicullonu 1,154 500 ) 1,654 -— 1 - _ _-l—,.b;l.r
Miueral & Water kcuou.l:;_— A 18 20 o 180 20 -~ - 2(;0‘

Sporte and Youth 212 19 180 111 - 291
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TABLE  A3.1 (cout,)
CIVIL SEHVANTS BY SEX AND CATECORY

HINISTRY HALE FERALE PERMANENT TEMPORAKY FUKEICGN TOTAL
Tadustry 85 49 122 12 - 134
Jubba Valley 29 24 b 7 -- 53
tand and Alr Transport 1,739 i3y 1,718 98 2 1,878
Hutiunal Planniog 130 75 204 1 - 205
Pluanze 570 293 £19 &4 -= £6)
Forefgn Affuire HUT AVAILARLE Eat 249
Presldency wud Assoclisted
Units 381 164 530 15 - 345
—_— ——k 4
TOTAL 0,464 13,135 41,424 2,089 58 43,562
Percent 101 Jux 953 4.9% .13 100x
Autuvnowous Units, Jufnt
Projects TOTAL 15,275 3,689 17,101 180 64 18,969
Percent 80x 20x 90x 9.5% .5% tooux

Source: Mintstry of lubour and Suclal Affatry, Hanpower Survey 1983, Unpubllished

ADoes not fnclude 240 estimated strengh of Forefgn Affafrs




TABLE A5.2

CIVIL SERVICE EMPLOYEES BY AGE 1983

HINISTRY 15-19]20-24]25-29130-34]35-35140-44]45-49]50~-54]55-59]60-64]| 65+ | unk “—“1:UTAL
Local Government and Rural
Development 2 18 15 35 14 30 12 25 8 [ 2 - 167
Educatfun 423]2,15814,140}4,002 4_1—; 4,082]3,026] 643 42 - - 3 22,654
—;;ul(h 15731,77601,1231  686) <43] 543 333] 275] 201 204 140 —2_:4 VR—O,O‘J’;
Agricalture - 25 —1;2 —l;; 179 96 97 92 g —_2—.: —‘1—3 ‘__2-7—4 ‘Vk—l,ZJAb
Iivestock, Porestry and B D o B

Runge Hansgement 841 Los 5187 284 122 a7 114 51 49 50 54 2 2,084
Fisheriew 1 Z—J a3 64 32 20 17 i 20 _—& 7 __l‘ 293
Lebour and Soctal Affaira -_5 - —4.8 B 50 42 —22 11 11 10 57 6 —'t; »—‘H—U ‘_—_29_1;
Publlic Works 27 203 238 339 261 279 142 146 _12: m —41; —__3 '_l_,.ﬂ—‘)‘z“
'l'ou-r-;;; und Hotels 12 —E 212 168 143 131 109 £4 Kl 7-—;(; 25 w—“ _m-—l-,;‘.l—;
Coumerce 1 22 7—2'2" [ 13 12 V—‘_-; _—: ‘*‘-li _'—- 2 v--l—’_ —l(}_b-
Marlne Transport snd Porte 1 ﬁ_‘; 25 26 4 I; —_5 -] ___14 B —— ‘-_— —--— —-—.‘;Um
Higher Enlucull:l_n_i Culture k] 17 ]9' —2_(; —l~l| ~~~H 7——__; 5 - ___Z. _‘.; —l; “«_"-l-;l‘)v
' Inforuatton and NatTnal R R I
Guldauce 1 37 50 159 46 98 10 18 b1 3 3 2 432
Justfce and Religfous Attalrs 23 78 8l 13 9y l_; IU()V 12; 5:;- 45 2‘1 312 1,172
Pouwts and Tulecommunlc.ulunu- - —2:6 443 329) 234 95 34 21 - 23 7 —“; ‘"“_’ N -115_4-
—Hluarul and Water Kesources —- 6 31 36 63 ‘_2‘2_ 12 5 18 _—6 | - —_- ~H-2-U_(;
Spurts and Youth o 1 22 34 69 26 44 ~;;— J 15 14 5 ——-- V“-_“_.Z;;-
) AS4 o '
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TABLE  A5.2 (cont)
CIVIL SERVICE EMPLOYEES WY AGE 1983

HINISTRY 15-19120-24]25-29]30-34}35-35 | 40-44 | 45-49)50~54 55-329]60-64| 65+ P;:;” - TUTAL
~;nduutry 4 13 26 i 38 15 17 4 3 1 10 3 —_—t; ’_-_—I;:_
Jubba Valley -—_—; 21 12 —__; : 3 - 1 1 - - ———_2 o 53
Land and Afr Transport 38} 243 3e0f 326f 191] 173] 140 119 73 —;Z; 53 8 l,ﬂ]ﬂ>
Hatfonal Planaing - 22 45 Jb 32 36 24 4 3 1 1 1 205
Floance T HOT SVAILABLE ' ~>863 ) 863
Forelgn Atfalrs NOT JVAILABLE Egt 240 240

Presidency and Assoclated T T
Unlts 34 112 95 9 39 25 23 30 26 16 14 41 545
TOTAL 81515,89417,83417,248)6,129]5_ 974 4,243}1,7051 760} 671] 405 2,121 43,802
-'__Pcrcent 2X J13.4x] 182 ;6.51 142 13,02} 9.62] 3.9x —;T;; 1.5%) 12 | 4. 82 1001
Autonomous Agencles Reporting ) h
TOTAL 5971 2231 3560] 3836 2805] 2s58i| 1564f 1252 7891 563 477| )y9a 27353
Percent 2. exl1002116.1X)17,3x}12.7% —:;;- T.1z1 s.ex} 3.5x] 2.s5z] 2x H:;; 100x

Source:

Hinlatry of Lsbour aud Soclul Affairs,

Hanpower Sucvey 1983 - Unpublished.
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TABLE AS5.3

CIVIL SERVICE EMPLOYEES BY CRADE 1983
HINTSTRY A AY B c X b (152::‘;:;" | Toma

Local Government and Rural

Development 43 - 2] ~ 73 21 - 9 167
Minlutey of Education 2,335 320] 17,036 211 1,042 832 .91 ] - 22,654
Health 37]7 - 6293 1,988] 2,166 301 635 5 6,095
Agriculture 45 - 147 - 600 - 176 266 1,234
Llveatock, ¥orestry & Range o S

Hunagenent 2461 - 61] 52 422 559 119 40 2,064
Fiabery 35 10 17 45 47 67 10 42 o 293
Labour and Soclul Abfatre N 25 - 57 5 105 36 30 40 - 298
Public Works - 11 25 105 -' 3]. 1,701 lbr 3 1,492
Tourlum and lHotely 14 - 66 - 761 - 226 26 1,093
Jublba Valley 15 - 19 - 6 - 4 9 53
_‘['.r':ulduncy and Avsoctiated V o

Unico 54 - 177 - 237 9 60 8 545
land aud Alr Transport 13 [ 98 64 497 608 94‘ 98 1,878
Nattonal Planoicg ] —_-4.9 3 74 - 70 - -] 1 o 205
—;mmc:ce 18 - 27 - 28 2] 9 2 105 o
Harlne Traasport and Porcwe 12 - 6 12 17 14 ; 20 90
Righer Educatfon & Culture 32 - 3] - 14 3- 14 36 o 130

AS-6
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TABLE  A5.3 (cant)

CIVIL BERVICE EMPLOYEYS BY GHADE 1983
AINISTRY - A AY B v | ¢ X LI P 1'2::2:::” TUTAL
Infaraatton and Natfonal -

Culdunce 73 - 164 9 133 - 52 1 4312
Juétice and Relfglous Affalru 325 - 144 - 240 108 201 152 1,172
Posts and Telecomsunications 24 - 50 166f 1,270 2; 112 5 1,654
Hineral and Water Resources 69 - 23 10 97 - - H 200
Youth and Spercs 9 - 21 - 14 135 - 112 29
Indusiry 23 5 19 - 2} 22 248 16 134
Flnance 68 - 364 3 25) 104 4 67 861
Forelgn Affalrs HOT AVAIILJBLE Est 240 240

TOTAL 3,904 J69f 19,920 2,565} 8,544] 4,572 2,683 1,259 43,802
Percent 8.91 .8% 45,52 6X 19,51 10,4 6.1X 2.82 160%
Autonomous Agenclea
Report Ing TOTAL 820 872 2,592 a15f 6,100 s5,351] 2,017 1,646 15,969
Percent 4.3x 5% 13.3x 2,22y 32.2x] 28,21 10.61 8.7x 100%

Source: Hinlatry of Labour and

Soclal Affalrs, Manpower Survey 1983, Unpublfshed.




CIVIL SERVICE EMPLOYEES

TABLE AS_4

BY EDUCATION 1983

HINISTRY UNIVERSITY ;Eg:)l;:ll’::ly' ;gélo):::‘i:Y INTERMEGIATE |PRIHARY |LITERATE|UNKNOWN TOTAL
Local Goverawment & Rurel 1
Developacnt 10 - 3 65 5 50 - 167
Education 2,510 145 17,247 1,042 832 a78 - —22,654
healih 336 T - 2,561 574 88 2,281 255 6,095
Liveadtock, Forestry & Range
Hanagement 243 - 663 422 619 59 18 2,084
Flaheries L’ 4 81 6C 1 - 102 B 293
labour and Social Affalrs 17 1 56 118 1 104 1 298
Public Wurks 28 - 107 35 - 1,717 5 1,892
Tourlsm and Kotela 5 - 82 235 - 745 26 1,093
Commerce is 4 22 28 - 29 7 - 105
Harine Trausport and Ports 10 - 20 15 - 44 1 90
llgher Education and Culture 32 - 3o 19 2 36 11 ) I-.'l(l—
Informatfon & Natlonal
Gutdance 60 3 172 90 39 63 - 4312
Justice und Religlous Affalrs 19—5--. 5 191 2713 ) 2697 233 1,172
Posts u;lJ Telecommunicalfons 24 - - 216 1,270 - 139 5 1,654
Hloeral Water and Redouices 68 - 40 13 17 46 l!:‘ 200
_—Sporlu and Youth 9 - 25 &7 - 210 - - 241
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CIVIL SERVICE PHPLOYEES BY EDUCATIGN 19B3

TABLE A5.4 (cont)

HINISTRY UNIVERSITY :EEE:;f:: :gég:ﬁ::v INTERHMEDIATE ] PRIHARY [LITERATE UNKNUWN TOTAL
ludustry 27 - 26 28 - 53 - 134
Jubba Valley 14 1 21 11 - - 6 o 53
lLand and Alr Traneport 9 - 139 233 663 805 9 1,878
Hatlonal Plunning 50 - 77 42 35 - 1 205 )
Finance 41 100 233 84 1 30 3174 863
Forelygn Affaics NOT ;;;{LAHLH st 240 240
\PrEilduncy & Associated Unftu 34 - 193 46 54 12 166 545
Natjonal University o - HUT.AVAX!AHL! 800 . 800
Acuademy of Arts and Sclence 3;_. - 22 18 e | - '““‘:;; o 167
Agriculture 60 - 147 496 -2_80— -l 251 i 1,234
slosm 2] 7 7 7 - 22 _—__—]— --——_-—:;;—'
TOTAL ;,JT " 20 22,420 5,331 2,648 | 7,592 | 2,680 -*l.-l.,au
Percent 8.6 6% 50 11.9% 62X 16,92 o% ) 100% -
TOTAL Autounomous Agencles 747‘ 62 2,853 4,640 4,378 7,794 1,720 21,921
Auntonuuous Agencles Percent 2 .3X 132 20.92 20X 36X 7.82 1001
o GHAND TOTAL 4,367 332 | 25,273 9,971 7,026 | 15,386 | 4,400 66,7595

Note:

1. Educatfonal Totalu by level do not balance because of mlssing data.

2. Source: Mintatry oi Lsbour and Seclal Affalrs, Hanpuwer Survey, 1981, Unpub) tulied.
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i oasl mef sa] a9z 1] B ] ol -l -] 232 1.0
ap azzf sz} el ksl aml 20| i 2w wsl 2ee am [y 2,084
3 o] a1 v}l x| ] n ol as] 22} s . - 2931
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TABELE A5.6

FOREIGN LEAVES TAKEN BY CIVIL SERVICE
EHPLOYEES DURING 1983

HINISTRY conFERENCE | sentNaus | PIORY COURSES m:az(zllzus::ue:::gllws MEDICAL | PERSONAL | UNKNOWN]  TOTAL
Labour and Social Affairs 4 - 9 1 1 1 19
Informatlion 96 1 2 4 5 -8— 122
Flonauce 21 1 1 k) 2 -_-;ﬁ ]:
Industry 18 4 22 2 1 ] 3 50 )
Fluhertes 6 2 4 1 1 - IT—
litgher Education and Culture 14 - 1 4 12 - 1 S ) 37
Heeleh ZT— 8 67 10 1 6 ) 132
Agric:liure 28 12 42 4 1 l_ 92
Pugte and Telecommunicat fons ? 4 2 20 4 2 2 41 B
Educutlon 12 9 9 15 7 A 2 _ [34]
Local (‘uv.:rnm:ul-—:nd Kural » B
Bevelopuent 1 - 1 2 2 - 12
Youth and Sports 111 2 4 _T— 1 _"”—]_' _—l‘;]—
- Livestock, Foredtry snd Mange o T T )
Hunugement 12 1 25 - 1 - 46
Harlne and lond Transport b— - - - - —_- - 6
Justtce and Reltglo~ Affulrs 15 - - k] _ 2 2 o 22
l‘l.nmlug. T 10 - 19 n |- I
o i - - A5-12 T o T




TABLE A5.6 (cont)
FOREIGN LEAVES TAKEN BY CIVIL SERVICE
EHPLOYEES DURING 14983

Sources

HINISTRY CONFERENCE | stninars | SO TOURSES necngusfilgt:::uws HEDICAL|PERSONAL | UnkNown|  ToTAL
Jubba Valley 7 - 3 1 - 1 - 12
Land und Afr Transport 4 - ? 1 3 4 __-:—— 17 -
Hincrals and Water Resources 4 2 11 1 4 - -] 22-
.Publlc Wurks 9 - 2 - - - ——‘]-_ ‘_-__1;“_
Coumecrce 4 .——— - 1 i 1 “-—T T 8
Forelgn Affulrs 41 - - 2 - - | “tf"“”‘“:;"
Tourlsm - - - - - i 4 _-—_;—— 5-
Bir. of Adatn. (Presidency) - - - - — - - —_—_:~ 1
Untversity 3 8 14 18 [ 2 “—-;-_ 55—_
Acudeuwy of Artw and Sclences 2 b 1 2 1 ) - ) - 12
STDAM - 4 4 - - - i - 8
TOTAL HINISTHIES 473 63 271 97 55 49 40 1,048
Total Autunomous Agencloes 116 3t 94 L 43 18 '—.;&_— - ]9;-A
CRAND TOTAL 589 99 165 14) 9u_~ 67 —‘];;V -.:t2:;~

A5-13
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APPENDIX SIX

SUMMARY = CIVIL SERVICE LaW

(This law has not been officlally translatad into Zaglish, The following
index has been prepared as a guide for those who aight want usore direct
access to the content of the law.)

Notay
—

Law Number 5, 2 Februarv 1980

CHAPTER I ~ General Provisions
Article 1. Definicions ("Eead of unit” mmans head of agency,
e.g., Miniscer, general manager.)
Article 2. Application and exclusions: temporary and contract
staff, private agenciles and companies, amilitary and
paramilitary

CHAPTTR II - Structure
Article 3. Grade, responsibility, obligation; definition of
egtablishment
Article 4. Positiouns classified into &, AY, 3, F, C, X, D.

CHAPTER III - Employment

Article 5. Conditions under which the president cam act
outside law.

Article 6. Requirements for all public employment; education
cercificaces

Article 7. Carcification Ivaluation Committee: makeup and
responsibilities

Article 8. Respousibility for recruitment and selectiom with
recruitment interviews for all public and private eaployazent.

Article 9. Responsibiliry for unskilled workers recruitzent anc
selection with Recruitment Boards of Districts and Regloams.

arcicle 10. University graduates guaranteed c<mployment; eater
A-3.

Article 1l1. Secondary school graduates join sezvice
automatically without competitive exam; eater 3-10.1

Article 12. Interzediate school candidates eanter througn
recruitment.

Article 1J. Skilled workers without educational qualifications
undergo competitive exam comparable to that for
trade~testing: if successful appointed to available post or
recained on list 6 months.

Article 14, Makeup of latiocnal Commictee for imployee
Examinacion.

Article 15. Examipation chacnels for {ntermediate certificace
holders and unskilled workers applying for employment in
cegions.

Article 16. Pepalty for an employer who recruits employees
outside the legal channels (Recruitzment Bdoaras).

Article 17. Appointzment by Presidential decree to A, aAY, 3, F;
by MLSA vo C, X, D.

A6-1



Article 18-20. Designation of grade level to wnich education
and experience qualify appointees.

CHAPTER IV - Probation for Permanent Employment?
Article 21, Probationary period not less than 6 monchs ang up
to one year.
Article 22. Cartificate of satisfactory work to be issued at
close of period.
Article 23. Unsatisfactory worker to be discharzed.

CHAPTER V - Obligations and Duties of Public Employees

drticle 24. Lists performance staudards and responsibilities (8)

Article 25. Lists standards of integrity amd rsblic moralicy
(12).

Article l6. Cach.

Article 27. Persomal liability for compensation to the State or
an individual for damages arising from violation of
responsibility or negligence

Article 28. Procedure, protection for employee in case of
11llegal order from superrisor.

Article 29. any actiou taken contrary to this law gull and
void, zand punishable.

Article 30, Money borrowed from the government shall be repayed
by employees at not more than 1L/4 oonthly salary; balance on
departure from service to be withheld from gratulcy or
pension.

Article 31. Right to onme day of rest per week, all holidays
recognized by the govermment; evening and holiday work in
case of need without compensacion.

CHAPTER VI - Leaves

Article 32. Anouai leave, 30 days/year; accumulative to three
years.

Article 33. Laave without pay, up to 4 months/year, subject to
ministerial approval.

Article 34, Maternity leave, full pay for Zour months, two to
be after delivery, requires zedical certificationm, Jay cot
take annual leave same year.

Article 35. Major sick leave, full pay firat six months, half
pay remainder; certified by government Medical 3oard,
approved by MLSA; aorzmal sick leave up to 10 days.

Article 36. Study leave, to pursue training abroad, approved by
Ministry of Culcture and Higher Zducation; no pay; family
eligible for help equivaleat to pay. Return at designated
time unless justificacion for delay.

Article 37. Agency Dead can suspend annual leave, leave withouc
pay, and study leave in the national interesct.

CHAPTER VII - Promotion Demotion, Transfer and Secondment.<
Article J8. Lisrs coaditions for promotion; procedure, review
af perforzance rating, curricula vita Yy agency committee on
Promotion, Reward, Auaishment.
article 39. Make-up, responsibilities of Promocion, Rewazd,
Punisnment Committee.
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Article 40. Promotion in A, AY, 3, F require presidential
action; in C, X, D action by MLSA.

Article 4l. Demorion: conditions and proceduze,

Article 42. Secondment: definitiom, rights.

Article 43. Transfer: defipnition, cond.:ions, procedure.“

Article 44. Definition and rights of ceniority.

CHAPTER VIII - Discipliaze and Grilevances

Article 45. Lists offenses (12) from unsatisfactory performance
to abuse of office for personal gain; penalties (8) from
wricten warning to dismissal.

Article 46. aApplication of disciplinary measures, vnose
authoricy: preasident, miniscter, D.G., Committee on
Promotion, Aeward, Punishmear.-

Article 47. Disciplinary procedure of Committee: act within 15
days; cupy to agency personnel file, 1 copy zo MLSA.

Adrticle 48. Suspension: circumstances under wiich applied.

Article 49. Ulsciplinary procedure vhen offense {s beirg tried
in another Court; conditions for resuming disciplinary
process in case of acquictal

Article 50.

CHAPTER IX ~ Separations

Article 51. Resignation: requires written application, zay be
denied if employee 1s inaispensable, requires presidential
action A, AY, B, F; MLSA for C, X, D.

Article 52. Re—mployment: corditions, authoriry, rights and
benefics.

Article 53. atirement: age 60 men, 35 women; early
retirementc.®

Article 54. Medical discharge: circumstances, rignts and
benefits.

Article 55. Dismissal i{n che nactilonal incerest by presidential
decree.

Article 56. Conditlons under wnich official zay be dismissed,
effect on benerics.

Article 57. Dismissal of workers for delinquency, sabotage,
frequent absence fznm work, i{.e. anti-socialistic attituges,
self~iaterest.

CHAPTER X - Technical Chapter

Article 58. Definicions.

aArcticle 59. Grades, posicions, salacties listed ‘n Appendix 2.

Article 60. Categories: professional, technicial, skilled
labor/craft, assistant labourer, Appreatice; each cacegorv
subdivided.

Article 61. Conditions Zor promotion: examinatinm or
certificace,

Article 62. Examination process: skill-testing and
certification every two years;_ prerequisitas: zwo condecutive
years of satisfactory service.

Article 63. Criteria for vocational levels in ter3:s of
knowledge, abilicy.
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Notes:

Article 64. Process, requirements for technicians to qualify as
professionals.

Artinle 65. Salary of university degree holder dependent on

" level of degree, qualificatious, experience,

Article 66. Intermediate school certificate holder,
requirements Zor §3.

Article 67. Ordinary Secondary certificate hnlder, requirements
for F3.

drticle §8. Appreatice: recruitmeat, right to hire.

Article 69-70. Natlonal Technician Commitiee: make~-up and
responsibilicies.

Arcicle 71. Tachnicial starff subject to other provisions to
thls law celative to discipline, disnlssal, starff
sunagemeat, etc.

Arcicle 72. Lisc of recognizet craftsmen and technical
profeasional workers

CHAPTER XI -~ Insurance and Allowaaces

Aarticle 73. Employee lnsurance regulatad by law #49, 8 Aug.
1970.
article /4. Employee allowances regulated by Law #2, 5 May 1976.

CHAPTER XII - Pensions and Gratuicy

Arcticle 75. Amount of pension based on amount of pay and length
of service.

Article 76. Q0fficial dismissed for disciplirary or criminal
reasons loses peasion and gratuity, received own deductions.

Arcicle 77. Peasivn and gratuity zights whea official resigas.

Article 78. Establishmenc, adninigcration, management of
Pensicn Fund.

Article 79. Pensions and gratuities for job-related disabilicy

article 80. Opcilon for lump sum and reduced peusiop; 1/1
aonthly pension X 120 as lump sum; rezaining 3/4 naonthly.

Arcicle 8l. Family pension in case of death or Job-ralated
disability: eligibi'ity, condicioms, amount.

Article 82. Family eligibilicy for pension; speclal condicilons.

Article 8J. Fanmily eligibilicy for gracuity, conaicions, amount.

Article 84, Effect on penmsion, gratuity of conviction and
iaprisonment for offlctal abuse of office, offense against
state, other offense.

Article 83. Process: approval by MLSA, agency concerned;
payment by Minisecry of Finance.

Article 86. Non-transferabilirv of pension except by Cour:t
order to pay legal debe.

Article 87. Family eligibility for contiaued Support when
employee i3 deterred abroad.

Article 88. Pension adjustment for pensioaers ceceiving less
than designated in the law.

Article 39. Peasion eligibility of X, X, D grades delayed 3
years.

Article 30-91. Repeal of conflicting laws and date enforced.

l. Guaranteed employment for secondary school graduates rescinded in 1983.

A6-4


http:aonthi.ly

Probation as condition for employment mot deaerally practiced.

Promotions are not generally comsidered to be 3iven as often or as widely as
desirable.

Transfers by agency agreement currently cancelled by presidencial decree,
requires president's approval.

Discipline ot currently effectively applied.

Few employees retire; age limit is got enforced.

Skill-testing mechanism currently used as means to ralise pay .

e
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TAALE 48.1
ADMINISTAATIVE SCHYDGLE

Cacegory A=Mavagesant 3=frecutive C~Clerical D=Subordisace
Al andgesanc ~——gCHEoVe ———mlet ————iTi3ACe
Geade Salary rade  Salary Crada Salary arade salagy

2 1800 (fized
1600

5cn
2 1400
- Do
1250
3 1200
I TIAU (f1xeq)
180
120
] 1290
060 1060
1030 wae
s 1000 7 10m
=TS - 3% 920
890 890 250
80 260 860
a3 8% (3]
b 300 8 800 8 800
! - T - = )
699 650 690
660 660 660
630 630 630
8 800 3 600 9 600
1)
halil 510
49y 490
W70 470
10 430 0 &30
) 430
410 a10
190 190
370 370
u 50 120¢21) 330
Jeu
330
220
310
L30¢22) 30u
R
280
270
260
Le0/13) 230
. T %0

23U

a2

a0

3%(14) 0

"These grade cuabers iiffer from those in Previous lav assigned ¢o chese salary ranges.
Pravious desiguacion ls nozed i3 parentnesas.
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TABLE A6.2

TECHNICAL WORKER PAY SCHEDULE

Categorv AY Technical Professional
Grade Salary Range Amount of Iacrement

1 12001~ 1800 100
2 1000 - 1200 50
k! 800 -~ 1000 50

Category F Technician
1 1000 - 1400 100
2 800 - 1000 50
3 600 - 800 50

Category X Craft/Labourer
1 800 - 1200 100
2 600 - 800 30
3 450 -~ 600 50
47 ) 350 - 450 50
5 (apprentice) 120

1 mi. gumber s corrected to errata note on p (274) of Law S.

2 Z-4 i3 elsewhere noted as a subordinate category, iX, comparable to D
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APPENIX SEVEN
CUDKSES (ONDUCTED BY SIPA/STDAM FRUH 1965 Ta 1983

IATES SURIECT DURAT IUN ATTENDANCE SCobE
Oct. 1965 |Managcment Problewms for 2 hirs/ro for 6 mos 21 Problems of educution; Admin law; Civil
M yectore General Service; manpower, Adain Controle; work
measurenent; flscal plamning; fellow-
ships, Public relations
Mov. 1965 |Sentnar for Dircetors 2 days/uk for 6 mos 18 Organizational structure; Judiciary
English Account {ng, muanagement, Peruonnel ad-
Speaking ofnistration, fiscal controls
May 1966 ;Sewinar for Directorg Same 8 Same as above
Italian
Speaking
Oct. 1966 JSculnar for Directors and 2 weekly sesslons a5 Organizational Structure; Admin Inte-
Section Heads for 3 mes in 2 English gration of civil service; local gov't;
groups Speaking Judiclary; € & M; Form letper design;
38 work simplification; expenditure con-
Itallan trols; persennel managesent; planning
Spesking mduagemcant problewms; flacal policy;
Hanpower; development pvlanning; statis-
tics and Almin; Publi. .clatfons
May 1966 JPublic Relatlons with The 2 hrs 3 tiues a wk 22 Huas Communicatlons and Public Rela-
Minlstry of Informacion and fur 6 wks tions; Baulc techuiques; Covernment
tational Guldance Printing Huuse; F.R. Audio Visual Atds;
Practical Iemonstrations; Oclentatfons
July 1966 |Planning With The Hinistry of]2 sesslons/wk for 16 Need for Planning, Welfare State Eluca—
Planning and Coordination 6 wks tional Plannlng; Financlal Adpects;
Formulation; Feaslbility; Foretyn Ald;
Minpower aspects
March 1967{Pubile Administration Orien~ |Mull Time 4 1/2 mos 13 Organlzation; Personncl Admin: Budget &
Lation New Appolntees Accounting; Program Adwin Theory aund
Off{ce Management
Nov. 1967 JManagecent Developoent for Aull Time 3 aos 11 Structure and Punctioning; Intro. to
Senlor Offfcers bPublic Adwindsteation; organlzation and
methods; Huwan Relatlons; Personnel ad-
sinlstration; Economics and Socfal bhe-
velopment; Flnaneial Adwfulstration
A7-1



DATES SUBJECT DUKATI0N ATYENDAKNCE SCUPE
Administrative Responsibilities; Pro-
cesses and Tools
May 1968 JHanagement for Field Officers[2 wks Full Time 29 General Orientation of Adminisiration
and Management with speclal reterence
to replonal povernment
June 1968 JManagement for Fleld Officersfiull Time 2 mos 3] Orgarizacion, Personnel, Finance, Human
Relationw, Orgenlzation in Action Of-
flce Management, Development, flealth,
Kole of Fleld OFficers
Sept. 1968|Hanagement for Fteld Officers|l wo Full Time 29 Structure; Development Admin{stration
(Buras) Adminlutrative process; Personncl Admin
lluman Kelatlona; Flaancial Adminlstra-
tion wrganfzatlon and Methods; Offfce
Mgot; Development; Orlentation local
fleld offlcers
Mav 1969 Management (Course for Heads 13 wks Full Time 29 Organfzatlon, Personncl administration
uf Services fuman Relatlons, legal framewerk; De-
velopment; Econoxic Sclence; Urganlza-
tional wethods; Development; Engllgh
Langnage
Sept. 1969fAlulnistration for Ffeld 1 mo Mull Time 22 Organization and Structure; Civil Sve
Otflcers (hargesla) ALY level faw; Floeuce aduipnistration; luean
Trafnecs Relatfons; PFunctions of Aduinistration;
Oftice Managemeat; tevelopment Projects
Jan, 1977 |&iairisteation for Meld 1 mo Mull Tiwme 29 Same as above
Offlcers AAB KFleld
Oiflcers
April 1970]0rtentation In Public Adwin- |3 Lrs/day for 6 aos 69 Organization and structure; Clvil Svc;
istration for Scalor Civil fu Conjunction with Flnanclal Adminfstyation; Teclmigues of
Servauts military tralning Aluwinistratfon; Adlwicistrative ekills
~tflce Hanugesent; Efifclency lmprove.
buvelopuent prujects
April 1970|Orfentation Iin Pablic Admln |3 hrs/day for 6 mus 46 Organizatlon of Covernwent; laws, rules

For lewly Recrulted Craduates

witl: military tng

and Hepululions; Organlzatfonal Theory;
Compartative Public Admin; Alwin acth-
ods; Project ftormulutfon and Evalua-
tion; Adwindstration; Persunnel Manage-
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1. Aldmlufstrative Ubstacles
to levelopwent

2. Iecentrallzation for
Bevelopment

3. What went Wrong with the
Flrst Flve Year Plan

4. Role of OLH In luprovement
of Admialstrattve

DATES SUBJECT GURAT TUN ATTENEANCE SCuPE
ment; Culture & History; Administrative
skills; Internship ia Ministry
Sept. 1962{0Organization and Methods Organfzational Theory; Processes and
oct. 1968 1. Mid level 2 mos tull Time principles; Methiods of utatlstlcs
filing; records wanagemeul,
2. Senlor Officer Orflenta- |2 wks K1l Tlme Y
tion
3. Senlor Offfcer 2 mos tull Time b
April 1966]1. Accounting Part Tive 6 mos 12 General Principles and practices of
Oct. 1966 2. . Pars Tlme 7 wos 23 Governuental Accounting
June 1967 ]3. - Part Tiame 6 moy 29
incl 2 wou 0t
v, 1966 Auditing Part Time b nos - Same plus Andlting tunctions
Incl 2 wus UIT .
Feb, 1968 |Budgeting 3 wka Full Tice i1 Financial Aduministration Elementas ot
Financlal Management; History of Flonan-
cial Hanagement; Characteristics
June 1568 |Advanced Accounting Part Tlwe 3 wwos 14 Includes specific types such as payroll
with ®JT and pension
Dec. 1968 ]Induction Course for Account-|Full Tiwe 1 oo 9 Ceneral Descriptlion of Accounting
ants Truinees Panctious and practicesr
Reb. 1969 JAccounting fe. Junfor Mll Time 3 mos 10 Theory and Practice; Finance Rules and
A:countants Regulationy, Commerclal Acct. Gov't
Accounting; Supervislion
Reb. 1970 JFMnanctal Adeinistration Full Tiwe 7 wks 1e Budgeting, Storea purchasing and Stor—
ape; Accountiny, Auditing
May 1967 |Scalfor Seminars 35-20 ea Av 12 ea Croup blscusslon, presentatlons problem

solving
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DATES SUBJECT DURATION ATTENDANCE SCOPE
Development
5. Delegation and (vawunica-
tion problems in Heglonal
Aduin,
6. ldentifying Tralning Needs
and Determiniog Priorities
for Civil Servants
7. Financlal Admfulstration
8. Adwministration of lustice
9. Corruption Eradicatloun
10.Public Enterprises and
Economlc Ievelopuent (2)
Mg, 1969 J11. Budpgeting for Development
Pec. 1971 JOrientation for Directors mos 156 Series ot worksiiopas to diagnose admin-
General, General Hanagers aond futrative problems in one of following:
Aubassudors Nuwber 5 at a. Environmental Factors; L. Manpower
Halane and labor; c. Public Corporatioas,
local government; d. Personnel poli-
cled; Econumlic planning and public
tinance
Jan. 1972 jorfentation Course for Newly mos 42 Ecology of Sonmalfa; Inst{tutfonal
Eecruliod graduates ol tor- framework of government; Economic De-
elpn schools velopwent ami Public Flnance; Aduinis-
Nuwber 5 at Halane tratdve skills and Practlces; Bufldlng
Soclallst {nstitutjons
Harch 1972{0rientation for Civil Servicel4 172 mos. 242 Changes luvolved In the Soclalist
Nimber 6 at Halane A Division System; nature and use of management
Lechniques; consideration of reports ot
comwittees of Sth course
&g, 1972 |Orientacion for Headwasters wos 350 Continuuation of above
And Teacliers, Departeent of
hlucation
Himber 7 at Halane
Aig. 1972 }Comnunications ski1ls for wks - Practical exerclses {n 1istening, read-
Eupgllsh Speakiug Supervisors ing, speakiug and writing
June 1972 Jiersonnel Alministration for wks 3 hrs/day 17 Sclentific Socialism; Personnel Adain;

Mgl ish speaking ters/Alain

keaponsibilitles of Pers. Ofticers
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NATES SUBJECT DURATION ATTENDANCE StorE

Officers in Public Agencles Records keeping: Supervising skilla

July 1972 }Same for Itallan speaking 15
Officers

April 1972{Store Accounting for Public |3 wks 21 Began |Deligned for stores personnel in Agri-
Agencies 19 Passedicultural Developwent Curp. ENC and

Crash Prograume

June 1972 JAccounting for Newly recruft-]1 mo 196 Began [For Lhose to be asslgned to District
ed ENC Personnel 167 Passed]and Kewd~=nal offfees

July 1972 {Fnance and Accounting for 3 mos 21 Promoted by Sec. of State for Finance
Public Agencles bl fferent Professional instruction plus socfalist

Agencles ladoctrination, exanination

Aug. 1572 [Government Accounting and 3 172 mos. 26 Finance accounting and stores manage-
Budgeting for Clerfcal Train- aent
Ing Center greds llargelsa
(licld ar Police Academy)

July 1972 fRegistry and F1ing Course 2 mos 22 Followed by on-the-job trainlug in Four

Hindstrfes

Consultation
Drafe Regulations on Flnanclal Accounting Procedurcs
Revised Accounting for Agricultural bDeveloppent Corp.,
Stores Accounting ror Grain Marketing Corp.
Accounting for Multlpurpose Klucation Pro ject
Covernment Commission on Simplification Assistance
Reglstry and Filing System for the Maglstrate of Accounts
Reglstry and £lling System for the Somali lnsurance Company
Organizational Structure for SUMALTEX
Reglstry and tiling System tor Minlstry of Finance
Assisted In organiziong and Establishlng
A.S.P.I.M.A,
Rational &gency for Tuourisa
Laugnage Tratalng Courses ia Bngliah and Italfan glus translation Services
Preparation of Clossary of Sowall Publie Adainistrstion Terms in English and 1tallsn
Index of Somals leglslation 1967-1972, updating previous fandex.
*® & 3 x &

. . * x & a . * - . & a . ®
June 1979 JAccountsncy No. 3 2 yrs hull Time 71 including practical traning of one
wonth.
!
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DATES SUAJECT DURAT ION ATTENDANCE SCUPE
D:c. 1979 }Industrial Mansgement Post 1 yr Full Tige 10 For prospective top managers ilo the
Graduate Course industrial Sector advanced knowledge
and fleld work, leading to begree
Rural Pevelopaent and local 1 yr Full! Time 23 besidential Course with Field work in-
Governwent cluded
Implementation of Wified 6 wks 32 Desfgned to help accountants and
Accounting Systewm Financlal Managers in Public Agencles
with lwplementation
Operations Research ] mosy 18
Seninars:
lndustrial Managewent 1 wk 17 General Managers In Industrial Sect.
Trade lromotion 2 wku 28
37 For State Plaaning & FAO
17
30 Resldential for Arab UOrgunizatton ot
Admiunistrative Sclence
Counsultations.
Hurking Kelations Amoag for Office of Preastdent
Personnel bupartments Mintutry ot labor
" Miclstry of labor
Hodel (hart of Accounts [dvestoch Dev, Agency; Settlement
Auinistracion Duvuluymunl Agency; Tourtsm aund llotel
Agency
Minfstry of focal Governwent & Hural
Developuwent
Personnel Hanagement; Man-— Ministry of fabor
power Plannling
1980 Accountancy (3) ull Time 2 yra 62 Hrote new syllabus
(4) 66
Industrial Hgor (1) Full Time 1 yr 11 Conpleted and graduated; Course begen;
Post Graduate (2) 7 Extended production flanning course by
HHIDLO
Kural bevelopmeat and (1) Ful}l Time 1 yr 10 Pirst Course Completed
local Government (2) il Sccond Course Bepun
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DATES SUuJECT DURAT 10N ATTENDANCE SCOPE
nified Accounting Systew 4 wka 32 Requeted by Ministry of Flnance with
Students frow Finance Depl. of Public
Agencles
Seminars ard Short Courses
Personnel Minagement 2 mos 16
broject Analysis 3 wks 37 For Nitloual Planning Min. and FAO
Recruftment sad Selection 4 days 17
Stuff Adgessment 1 wk 25
leadershiip 1 wk 30 Resldential, Arsb Orgunfzaction Admin.
Governwent, Budget & Fiu. Flnance, Planning and Maglstrate of
Mgt . 10 days 18 Accts.
Production Plannfog 10 days 18
Personnel Adnlulstration 2 mos 20
Manpower Plananing 10 days -—
labur Relations 4 days -
Cunsultations
Reorganization of the Presldency Office of the Presfdent
Revising Central Lyviea of Personnel Records Miniatry of Luabor
Horklng Relatlons u: .y personnel Departments -
Reorganlzatlon of th Minlstry of Flnance Ministry of Flaance
Somzll fmwegrant workers Hlinlstry ol Labor
Adminlstration of Pensfon Fund Mintstry of Flnance
Adulnistrative Organlzatin of Suwall Gov't (Arabic) AOAS
1981 Accountancy (3) Full Time 2 yvs 62
(4) " 66
(s) - 68
Industrial Management (2) Full Time 1 yr 7 Nunber 2 Graduated
(1) - 11 Number 3 Started
Rural Development and lLocal
Govermment (2) Pull Tiwe 1 yr 17
(3) " Number 3 Started
General Hanagemeat and Public|Fuil Tlme 1 yr 144 Forwer Governors, District Commisgsloner
Adminlstration 125 graduated
Seminars and Short Courses
Stored Manapeoent 2 wku 17
Fersunuel Management 1 wo 15
labor Relations 2 whe 15
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DATES SURJECT DURAT ION ATTENDANCE ] SCuktE
Regional Governors & Dist.
Comn, 1l mo Y0
Lucal Gov't Alministration 1 wo 80
Rural Development Sceminar 1 wk 80
theaployment 1 wk - 1.L.0O.
General Hapnagement 4 mos 13 Telecownunications & Pust
Uptiuwization of Hesources 10 days 35
Malutenance Management S days 20
Organlzations Role 1n Adwmin
Dev. 5 days 31 AUAS
Tudustrial Hanagement 5 days 18 AOAS
Agriculture Extenslon 15 days 28 AlD and Hinlstry of Agriculture
luternatlonal Relatlons 17 days 30 Head of Service, Bilaterasl Ald, Forelgn
Affalrs
Fuud Storage Management 17 days 14
Flnanclal Management 7 days 15 UNIDO
Orfentation of New Hap, 2 wks 1] Minlstry of labor
Maximlzatfon ot jluwan
Resources 2 wos 16
Regulations and Procedures
in Personnel Management 3 wkn 20
Use of Duplicator and Photo
Copy 12 days 18
fabor legislatlon 7 days 30 Arab Labor Organizatlion
Consultations: HReorganlzation ot the Ministry of labor (labor); Munagement Tralning Needs (S1DAM) Statt
Asscuswent Methods and Approschies (labor); Relatlonship of Establishwents and Personnel bDept's; Princ-
1ng and Reproduction; SIDAM staff development; Organization of the Hinfstry of labor; Heorganizatfon
ol Mugadisha Municipality; Mutivatfon and Incentives ln State frloting; Public Service Mersonnel Man-
dgewent and Developpent §n Somallu; iblic Enterprises 1o Scmalla; Assoclated 1dvestock Project; Ad-
winfstrative Developoent lu Scuwalia.
1982 Accounting (4) Full Tlme 2 yrs 66 Sraduated 63 incl 3 for SI1DAM
(5) 65
(6) 82
Industrial Management (3) Full Tiwe 1 yr 11
(4) 11
Kural Development & lLocal (1){Full Time 1 yr
Guveciwent (2) 20
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DATES SURIECT DURATIUN ATTENVANCE SCOPE
General Management (2) Aill Tiwa 1 yr 144
Seminoras & Short Coursces:
Maximizatton of fluman
Hesources 2 mus 12
Suvnlor Executive Courge 4 1oy Post und Telegraph
Haterfal Mgut & Qual.
Contrul 3 mos
Malnt. Hgmt & Spare Pr.
Inventory 2 wos
Unlried Accounting fubllce
Agencles 3 wku
Regulatfons & Pract ia
Pers Hpuwt 3 wks
Ortlce Management 10 days Arab Urganization ot Admin Sclence
Public Enterprise Mgut 10 days -
Top level Managewcent for Mr. Gen. Closed by President, Ministers & Vice.
Maxlomlzing luwan Hesources 2 wos 12
Trudnlng the Tralners 3 wka 33
Accountlng and Audlting 3 mos 56
Haterlual Management aud
Spare Pus, 2 wmos 23
Iepreciation Management and
Repalry of Offlce Machitnes 3 wks 14
Fuorelygn Relations 3 wks 34
eneral Managers of Publice
Agencica 5 days 24
Operattons Rescarch and Critical Peh 94
Workers Slucatfon Seminar 5 days Somall Trade thion
Recrultwent and Selection 3 wks 12

Consulting: 8 Tralning Projects in 4 Factorles on

Muapesent and uality Control.

Indivldual Hanagement; 4 projects in 4 factories on

1983

Accountancy  (5) full Tiwe 2 yru 65 Graduated
(0) 92
(1) 2

Industrial Mangpewent (4) Full Tiuwe 1 yr 13

Rural Developmwent  (4) ]l Time 1 yr 20

(5)
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DATES SUBJECT DURATI1ON ATTENDANCE SCOPE
General Management  (3) Full Tiwe 1 yr 18-11
General Management (Police Mull Time 1 yr 140 Organized and Conducted by STDAM
Academy)
HBA Management (Fresno Ppm) Mill Tiwe 2 yrao 64 Began 6 month 'anguage Training
Sew’ .ara and Short Courses:
tanagement 2 mus 70 Hinlster of local Goverumeat
‘ldintenance Mgmt 1 oo 20 Hinlster of lndustry
fralning Tratners 3 wks 15
Supervisory Development 3 wks 13 Used Hodular Prograws
fuplesentatlon of Unitied
Accounting 3 wks 23
Iadustrial Management 4 wks 25 SUHALTEX
Hanugement of Couperatives 3 wks S
Rural Development 1 wk 80
Afalnlstrating Meetiogs 1 wk 11 AUAS
Produetlvity in Public
Agencles wk 18 -
leadershiip Ski1ls and Huwan
Helatlony 1wk 16 -
Organtzatlonad Ievelopuent 1 wk 10 -
Curlcula Deslgn in Hanagement
bevelupument 3 days pii}
Manpower Planning Uait
faevel 1 wk 14
Honapewent Problems (o
Somalia 3 days 70 Party Representatives
Hinl-Conputer 1 wo 130
Maximlzlny Huwan Resources 2 mos 33
Work/Method Study S wku 19-14
Tratnlng Tralners 3 wks 27
Huterial Managewent 3 wks 30-45
Juplewent ing Uil tfed
Azcount lug Systea 3 wks 15
labur Relations 3 wks 13
Sup:rvisory bevelopaent 3 wks 20
leadership and Mutivatlon 1 wk 22 A0AS
Top [evel Managemeat 2 ks 33
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DATES SUIIECT | DURATION ATTENDALCE HCOpE
Caoperative Managem:aot
Training 1 wk 10
Hanagenent Horkshop on labor
Adolnistration and
Inspection 3 wku 33 Miolater of Labor
Cownunications 1wk 18
Compr ehienslve Planning 1wk 28
Product and Corporatlon
Flannling 1 wk 8
Consulting:

Hodel (hart of Accounts Arub and Jubba lotel, Natlonal Range Agency UOrgaunizational Structure tor

Bardliere um.  Product and Corporute Planning for Aluminum Factury, Cigarette Factory.
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Bahabo Jlow Mohamud, Parsonpel Officer
Monamed ibdi Guicd, Director of Administration Department

INSTITUTE JF TELECOMMUNICATICHNS

Yoor Sebrive, Dean
s nciiare, ean

JOWHAR SUGAR FACTORY

Hasuan Adan Xallnieh, Deputy Genearal Danager
Mohamed Sheikh aAbdullahi, Director of Factory Departzent
Yukub Sidow, Personnel Director
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NATIONAL ACADEMY OF SCIENCE. ART AND CULTURE

Farah Abokar Khayne, Secretary Gemeral, national Research Council
All abdurahman hersi, Chairman

JATIONAL RANGE AueNCY

(Paul Davis, Technical Director for Planrcing and Training)

PASIA AND FLOUR FACTORY

Ahmed Haji Sahardeed, General Manager

MINISTRY OF NATIONAL PLANMING

Awil Farah, Diractor of Institute of Statistics and Applied Economics
Omar Sheik Ahmed, Director of Development ?lacuing Institute

Maxamed Xasan Maxamuud, Acting Head of Personnel Services, Departaent of
Administration

(Dr. K.S. Seetharam, IL7 Zconomist/Demographer, Consultant to the
Department of Human Resources Development)

(S. ™idambaram, ILO Technical Adviser to Department of Statistics)
(Emilos Smardzija, Chief Technical adviser of United Nations Teaa,
Departzent of Technical Cooperation for Development)

(U1Lf Olsson, Statistics Sweden Technical Adviser to Central Statistics
De partment)

QFFICS OF THE PRESIDENT

His Fxcellency, the Honorable Musse Robile Ghod, Minister of Presidential
Affairs

PECPLE'S ASSEMELY
Mohamed Purvaleh [dmail, Second Vice President

MINISTRY OF POSTS AND TELECCMMUNICATIONS

Ahmed Sheik Mohamed Isss, Director General

Mohamed Abukar Mayow, Direcror of Personnel

Nur Sabrie Barre, Director of National Telecommunications Training
Institute

Ahmed Abdulle Weneliye, idead of Training Services

SOMALI INSTITUTE OF DEVELOPMENT ADMINISTRATION AMD MAMAGEMENT (SIDaM)

Ibranim Mon.wud Abyam, Dean

Abdullahi Shexl: Ali, Senior lecturer

(Moatafa K. Elhag, Director of Fresmo State 2roject)

(Dr. Xapal Zein, Personnel Management Zxpert, LLO Comsultant to SIDAM)
(Dereish Energin, General Management EZxpert, ILO Ccosultant to SIDAY)
(Theodore Thomas, Lecturer for fresmo State Project)

(Bruno Carini, Italian Technical Adviser to SIDAM)

(Rosavittoria Todara, Italian Technical Aaviser to SIDAM)
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dldide Z1 Kahanaf, Part-Time Instructor, (Colonel of Police)
Mohamed Yahya, Lacturer ’

SOMALT NATIONAL UNIVERSITY

Sheik Abrar Nureyni, Registrar General
(Garmanc Grassivaro, Ccordinacor of Italian Technical Assistance)
Dr. Abud Mussad Abud, Dean, Faculty of law

Sheik Adam Mohamed, Professor of XMumigistrative Law

SOMALTEX (Balad Textile Faccory)

Ahmed Egal, Deputy Manager
Abdishahur Mohamed Aden, Persommel Director

MINISTRY OF SPCRTS AND YOUTHS

Maxamuud Xasan Nuur, Director Gemeral

Ibraham Xasan Ibraham, Director of Administration
Sharif Cabdurammaan Aden, Director of Personnel
Maxamed Salah Ahmed, Director of Planniang

TECHNICAL TEACHFR TRAINING INSTITUTE

Abdullahi Mohamoud Warsame, Dean

MINISTRY QF TOURISM AND HOTELS

Al{ Alio Mahamed, Director Geperal
Masamud Cabdi Xasan, Training Director
Hussein losa adan, Personnel.

Mohamoud Abdi Yousur, Adminiscration

TRACTCR AND AGRICULTURAL SERIVICT AGENCY

Abd{ lage, Gemeral Manager

MIMISTRY OF TRANSPORT AND CIVIL AVIATION

Abiib M. Makad, Director of Civil Avidtion Lepartmeant
Mohamed sheik Nur, Head rf Persomnel
Ahmad Muhamed Issak, Director General




INDIVIDUALS CONTIACTED AT DONOR AGENCIES AND EMBASSIES

EMBASSY OF THE FEDERAL REPUBLIC OF GERMANY

Wolfgang Mueller, Economist

DELEGATION OF THE COMMISSION OF EUROPEAN COMMUNITIES

Jurgen Krarft

GERMAN AGENCY FOR TECHNICAL COCPERATION

Peter Conze, Sconomic adviser
Stephan Helming, Cconomist

Asgsessment and Development of technical Zducation and Vocational Training
in the Somal! DNemocratic Republic: Study T.anm

Gunter Konlheyer, Economist

Xari-Ernst Lohmann, labor Economist

Siegmund Ziebart

INTERNATIONAL MONETARY FUND

David C. Treifry
Rifaat K. Basagti, Middlr. Eastern Departme.t

INTERCOVERNMENTAL COMMITTEE FOR MIGRATION (ICM)

Maurizio Malogioglio, Representative

INTERNATIONAL SERVICZI FOR NATIONAL AGRICULTURAL RESEZARCH (ISMAR)

Floyd Williams, Team Leader far Study, "Development of an Agricultural
sesearch System:

UNITED STATES AGENCY FOR INTERNATIONAL DEVELCPMENT

fred Witthans, Program Econnmist

UNITED STATES [NFORMATICON SEEVICE

Janice Sevilla
Thomas Hull

L.S. EMBASSY
Paul Daley, Zcomomic Officer

UNITED NATIONS DEVELOPMENT PROGRAMME

Robert dorthwick, Resident Representative
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ANK AESIDENT MISSION, MOGADISHU

sodrevw Hayzan, lesidenc 2epresencative

Jengt

G. Sandberg, Technical Assistance Advisor for Zasc Africa



