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1.0 THE SOMALI C7VrL SERVICE STUDY 

1.1 Intruduction 

Since Somalia achieved its independence in 1960, a major goal of government
 

has been to create an administrative structure and a workforce capable of
 

resolving the nation's difficult social and economic problems and of 
making
 

sustained progress coward the society's goals. The concern for an efficient
 

public service has been a prioricy area for the Ministry of Labour and Social
 

Aifairs (MI.SA). 
 In 1977 the MLSA was made responsible for government-wide 

personnel functions previously held in the Directorate of Establishment and 

Personnel within the Office of the Presidency.
 

In June, 1981, a 
report of the International Labor Organization's Jobs and 

Skills Programs for Africa (JASPA) dramatically highlighted weakneses in the
 

public service pay structure and compensation levels. Subsequently, the
 

International Development Agency (:DA) in its Fourth Education Pro4ect Workinz
 

Papers tncluded a discussion of a consultancy to deal with issues in "Civil
 

Service Employment Services.' 
 The task proposed for this consultancy was
 

defined as follows:
 

The study [is1 to review the present system, investigate its
 
shortcomings and to make recommendations for improvements in
 
organizational structure and in recruitment, deployment, promotion and
 
renumaration of the public servants.
 

The IDA loan for the Fourth Education Project for Somalia provided funds for 

an exanded civil service study entitled CIvil Service Employment, Structure
 

and Remuneration." The expanded terms of reference to be given the
 

consultant(s) were:
 

The consultants should review the present status 
of and recommend suitable
 

policy changes rdgarding:
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i. 	 government polic7, including policy for guaranteed public
 
employment to all intermediate and secondary school leavers;
 

2. 	organizacion and structure of the civil service including staff
 
for parascatal ordanizations;
 

3. 	 method of recruitment, deployment. and promotion;
 

4. 	 remuneration and conditions of service of all grades of civil
 
servants; and
 

5. 	 ocher related matters, including training needs of the civil
 
service.
 

In making recomendations, special attention should be paid to:
 

1. 	appropriate incentives to qualified and experienced civil servants to 

remain in the civil service; 

2. 	 adequacy of organizational structure and orking conditions for
 

conducting government functions in an effective and efficient manner;
 

3. 	 budgetar7 conatraints and the choice between increasing strengths of
 

civil service and reasonable remuneration to the civil servants, and in
 

particular to those engaged in development related activities;
 

4. 	 revised rules for recruitment and promotion and the cnnditions of
 

service appropriate to each grade of civil servants; and
 

5. 	 recommandtcions for reassignment of civil servants who may become
 

redundant as a result of the review.
 

3y 1983, however, the projected study still remained in abeyaace. During
 

the year, the proposed undertaking was assigned a high priority as it became
 

apparent that fiscal constraints anO administrative shortcomings called for a 

more fundamental assessment. The Hinistry of Ntional Planning's report, Somali 

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

three major constraints upon efficient administration:
 

1. 	 the lack of managerial training; 

2. 	the inadequacy of the systems of incentives for staff; and
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3. 	 the lack of explicit goal definitions sod accountability within
 

managerial unics.
 

As a result of these various initiatives and encouragements, the Miinistry of
 

Labour and Social Affairs decided that its responsibility fox government-wide 

personnel operations and oversight warranted its oum assessment of the
 

constraints upon and opportunitite for improvement of the civil service system
 

and Lhus, indirectly, the productivity of the entire civilian branch of the 

government. -his 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, findings and recommendations made in recent 

years both by government officials and foreign consultants. Information 

collection, analysis and the formulation of recommendations was carried out by 

Somali government personnel from the Ministries of Labour and Social Affairs, 

Finance, and National Planning. Assisting them was a group of consultants 

provided by direct donor financing. From the beginning, the goal of this 

collaborative enterprise was to produce a Somali government document reflective 

of both economic and political realities and responsive to the needs of the 

Somali people. 

1.2 	 Methodology and Organization
 

The study team's work extenaed from late February to June, )84. Obviously, 

even the most ambitious analyst would be forced to face certain realities about 

the achievement of significant change witLhin such a restricted time frame. 

However, the .MSAdoes not see'this report as an end in itself but as the basis 

for a continuing process of assessment and reform. Many of the recummendations 

proposed envision a time horizon of five to ten years or even longer. Others
 

offer 	more immediate 'first steps" to the process of civil service improvement.
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The important assumption made is that civil service analysis and change is a 

natural and recurrent responsibility of any government. 
 In Somalia, that
 

responsibility rests primarily on 
 the MLSA and one desired outcome of this
 

report is to reinforce the MMnistry's ability to continue to fulfill this
 

critical obligation.
 

The mechodolog .cal approach used in preparation of this report envisions
 

four major steps: 
 and assimilation, analysis, development of recommendations,
 

and implementation of change. 
 -he study team report includes the product of tha 

first three activities and diacusses procedures and strategies for the fourth. 

The data assimilation activities included extensive review of reports and
 

other documentatio., appraisal of statistical material, extensive interviewing
 

of key individuals at various levels of the government and in the general
 

society, and new data collection. The review, interviewing, ard new data 

collection sceps were interrelated 
 chat gaps in available information could
 

be assigned priorities; then new di. 
 ..olleccion decisions were based on the 

cost vera;us benefits of alternative collection procedures and goals. 

The analysis procedure was divided into four main areas of concern. The
 

* rst was that of intermnlisterial and intraministerial structure and 
organization. Within this first area an emphasis was placed on definitions of
 

functional responsibilities, inter-umit linkages, and staffing levels. 
 The 

seccod area of concern was the personnel adinistration system. In this aresa, 

snecial attention was directed to the legal and regulatory background, the 

adequacy of recordkeeping, the nature and effectiveness of supervisory 

activities, and the procedures for inicial emploiment, promotion, transfer, and 

cerminacton (including retirement). The third subject area was staff 

compensation. As will be seen this copic represents a significant constraint on
 

current civil service Improvement efforts. 
 The final major area of concern in
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the analysis section was the training requirements of the civil service. This
 

requires an analysis of the present fit of staff qualifications to job
 

requirements, the specification of the nature and quantity of training required,
 

and the identification and assessment of resources (individual and
 

institutional) for training in Somalia.
 

The dovelopment of recommendations involved in similar division among these
 

four areas of concern. Ln the development of recommendations the analy7szs ere
 

encouraged to think in terms of processe- rarher than of individual steps. :n
 

addition, all recommendations were evaluated in terms of the following:
 

1. 	Raquired dtvelopment costs to institute the change;
 

Z. 	 The effect on recurrent cost levels of government; 

3. 	 The requirements for donor assistance (in amount and type); and
 

4. 	 Tha need for sequencing recommandations in such a way that the
 
present administrative system is not unduly burdened.
 

The report presented here deals, at varying levels of detail, with almost 

all of the tasks envisioned in the original :DA loan study. The issue of 

guaranteed employment for intermediate and secondary school graduates was 

resolved by the government in 1983 and so the emphasis here is on less dramatic 

issues influencing the size of the civil service. While this report greatly 

advances the work of civil service study, there remains the need to 

Institutionalize reform within the overall government system. he formation of 

a permrnent. ioterministerial Civil Service Commission, with senior personnel 

from the .inistry of Labour and Social Affairs se."Jing as :he chairman/and or a 

director of the secretariat, remains one of the most !mportant steps still to he 

taken. 

The problems encountered by the Somali civil service are not unique to this 

system. They are faced by every civil service system in both developed and 

developing nations. As is pointed out in Chapter Three, the legacy of divided 
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colonial, control and the delayed introduction of a common written form of the 

Somali language have slowed the development of a uaified structure. Given the 

economic and ocher constraints (including scarcity of high-level manpouer) faced 

by Somalia since independence, the very existence of a unified system is a
 

signal accomplishment.
 

.he next major step for the clvil service is to adapt the 
structurez and
 

procedures of modern public admiistration to the culture and 
resources of
 

Somalia. 
It is toward that goal that this study has been directed. Lt is hoped
 

that 
the report and the other outcomes of the work of the study team will
 

advance the achievement of 
improved efficiency and responsiveness in civil
 

service administraticn.
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2.0 THE ECONOMIC CONTEXT OF THE CIVIL SERVICE STUDY 

2.1 Introduction
 

The effective performance o the SomallU civil service and thi efficieuL 

performance of the Somali economy a:e Linked in several important ways. First, 

an overstaffed or inefficient civil service places a seriout burdeL on the 

financial resources of government. ;Iven the natf.a's responsibilities fur 

development, welfare, education, and defense and the government's existing 

limited fiscal resources, funds expeaded on operations of the civil serv'.ce 

which are inefft.cient hays a very high opportunity cost. S.cauud, the efficiency 

of the civil service system will have a major role in detprmining the effective 

development of the nation. The implementation of the various sectoral 

development programmes, the operalion of the parastatal enterprises and 

iutooomous agencies, and rhe facilttati-n of private sector growth are all 

ex,&plej of areas of economic activity -dhere civil service performance will have 

a direct determinant effect, Third, in r.he context of a socialist economy, -he 

proportion of economic activity that falls under government responsibility is 

significantly larger than under other ilorm of development. This reinforces the 

requirement for responsive and eificent administration. 

The performance of the Somali iconomy 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 s review of the civil service, to restructure 

wage incentives, to rooote staff developenct, and to intrnduce new 

infirmational technologies are all ez-.mples of actions that will depend upon 

increased governmental funds. Even where the project components of these 

activities are financed via donor assistance, the issue of the capacity of the 
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government to absorb new recurrent costs iill have to be dealt with before any 

significant modificAcion of thn exiaU.ig civil service structure is introduced. 

Re:. Irowth in per capita gross domestic qrnduct La, thtrefore, botn a means and 

a hoal of the civil service study program recommendation to be proposed here. 

2.2 The Economic Condition of Somalia 

The M.inistry of National Plauing in its report, Develooment Str-tey and 

Public Investment Pogratme, 1984-1986 ,:avised December, 1983), states that 

'Somalia is one of the world's least developed countries ....... In the last
 

decade, the nation has faced a variety of internal and external factors which
 

have hindered the rate of economic growth and development programme 

Implementation. Shortages of certain Lmport co=odities (e.g. raw aterialz, 

fuel, spare parta and the instability of foreign demand for Somali exports 

(largeiy livestcck) have created erratic changes in year-co---ea. performance of 

the economy. This situation nas been agZravmred by the recurrent disruptions to 

agriculiure and livestock produccton resulting from the fragiity of the 

enviroameat. The droughts of 1972-1975 and of 1979-30 and the floods of 1981 

h.-ve (.ombined with the normally severe "limate of Somalia to result in an actual 

decline (in real terma) in crop prcduccion. Betveen 1970 and 1981, agricultural 

production declined at an average annual L:ace of 0.4 percent.
 

La coe recent Januar-, 1984' report, Somalia Education and Human Resources 

Sector Assessment, se'rea salleat issues concerning the aggregate Somali economy 

were cited:
 

.)external dependence 

2) internal incentives
 

3) potential overutilization of rangelands
 

4) undereploitation of farming, foreitry, ea.L fisheries 

2-2 

http:exiaU.ig


5) environmenta. fragility 

6) the role of the private sector
 

and 7) the planning of human resource development. 

it was noted that "'ithin the Somali economy, these issuer are Linked into a 

system which presently conscrains economic development (in aggregate and 

distributive terms), but which, assuming the continued adaptive leadership of 

gavernment, could be modified to promote higher levels of personal welfare for 

the Somali population and greater stability for the society.' 

An important part of the adaptive leadership of overnment will be the 

analysis and improvement of civil service performance. As noted above, the 

activities of the civil service can be related to each of the seven issues 

perraining to the economy. Either the civil service affects the iasue or the 

issue structures the environment of the civil service. Me later section of 

this report will emphasize those issues, such as intirnal incentives, the role 

of the private sector, and the planning of human resource development, where the 

civil service has a direct responability. In the remainder of this section, 

the emphasis will be on the larger economic environment and how it acto to 

support or to constrain the civil service structure and its operation. 

2.3 Statistical rndicators of Economic Performance
 

Table 2.1 presents data on gross domestic product (GDP) by kind of activity 

for the period L981 to 1983 and with projections far 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.Sb. to 15,547 So.Sh. between 1981 and 1983 with an additional increase to 

17,659 million So.Sh. expected by 1986. he annual growth rote of ;DP projected 

by the Ministry of National Planning for the 1984 to 1986 period is 4.3 percent. 
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The production sector's share of GDP in 1983 was 12,407 million So.Sh. or 

79.8 percent of total GDP. Agricultural output in 1983 (7,742 million So. Sh.) 

represented 62.4 percent of the total production sector GDP and 49.8 percent of 

the total natioual GDP. Governlment services in 1983 ,1,415 nillion So.Sh.) 

represented 67.9 percent of the services sector's total and 9.1 percent of the 

national GOP. These estimates severly understate the actual tmpact of the 

central government on GDP production because of the inclusion of most parastatal 

and autonomous agency GOP production under the separate production sectoral 

activity headings. 

Table 2 2 presents the ,itinscry of ,ational Planuing forecasts of the annual 

growth rates for constant price sectoral GDP for the 1984 to 1986 period. The 

fastest growing .-ector is expected to be consr-uction with an annual rate of 

10.0 percent as compared with that for total GDP of 4.3 percent. Agriculture is 

expected to maintain a rate of 3.8 percent; this is slightly less than that for 

the rest of the production subsectors (4.5 percent for all subsectors and 5.6
 

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

G P increase is forecast at 3.6 percent with the government subsector growing
 

annually at only Z.8 percent.
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TABLE 2.1
 

GROSS DOMESTIC PRODUCT, BY KIND OF ACTIVITY
 

1981 - 1986
 

(MI.LITONS OF SOMALI SHILLINGS) 

SECTOR OF i 

ECONOMIC 1981 1982 1983 

ACTIVITY 

AGRICULTURE 
 6,900 7,384 7,742 

MNING AND QUARRYLNG 68 61 61 

MANUFACTURING 850 923 995 


ELECTRICITY AND WATER 127 134 157 


CONSTRUCTION 506 566 591 


TRADE, HOTELS, AND RESTAURANTS 1,509 1,562. 1,648 

TRANSIORT AND COMMUNICATIONS 1,122 1,161 1,213 

PRODUCTION SECTOR TOTAL 
 11.081 11,791 12,407 


FINANCE, 1NSLRACE AND 

REAL ESTATE 1,022 1,072 1,057 

C-24UNITY, SOC--L, AND 

PERSONAL SERVICES 1,811 2,024 2,083 

SERVICES SECTOR TOTAL 2,2833 3,096 3,250 


TOTAL CDP (ac factor cost) 13,914 14,887 15,547 


SOURCE: MUnistz-v of National Planniag, .inis.--
 of Finance, 

1 Estimace 
2 Forecast
 
NOTE: All values in 1981 purchasing power equivalents
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2 2 2 

1984 1985 1986 

8,038 8,346 8,666
 

63 66 68
 

1,067 1,143 1,226
 

173 190 209
 

632 677 7.'4
 

1,724 1,303 1,886 

1,269 1,327 1,388 

12,966 - 13,552 14,167 

,,104 1,2041,3 


2,155 2,226 2,288 

3,359 3,379 3,492 

16,225 16,931 .17,559 

Central Bank of Somalia
 



TABLE 2.2
 

ANNUAL RATES OF GROWTH IN SECTORAL GDP
 

1984 - 1986
 

SECTOR OF ECONO.IC 
ANNUALACTIVITY GROWTH RATE 

AGRICULTUILE 
3.8
 

MINING AND QUARRYING 

3.8 

•MNUACTURfl:G 
7.2
 

ELECTRICITY AND WATZ.R 
 10.0
 

CONSTRICTION 

7.0
 

TRADE, HOTZLS AND R.ESTURANTS 

4.6
 

TRANSPORT AND COMMUNICATIONS 

4.6 

PRODUCTION SECTCR TOTAL 4.5
 

FINANCE, INSURANCE AND uA ESTATE 4.4
 

CO1*YUNIY, SOCIAL AND PERSONAL SERVICES 
 3.2 

OTAL GDP (ac factor cost) 4.3
 

Source: Kinstry of Nattoral Planning
 

The relevance of the GDP history and forecasts should be interpreted 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 aonly small increase 
in. per capita GDP. The low increase expected in the government service sector 

reflects the expectations for conservative government budget growth through 

1986. If maintaiuad, these nudget Levela will aslo., for oidL7 a 3mall increase 

i discretionary funds for modification of incentives within the civil .ervice 

even if current staffing levels remain unchanged. 

Table 2.3 presents the central government financial operations for 1981 to 
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.986. The 1983 figures are estimates and the 1984 to 1986 figures are 

forecasts. Current revenue (exclusive of foreign grants) is expected to 

increase ac an 18.8 percent annual -ate (a rate of 8.0 percent in constant 

purchasing power) after 1984. Expenditures are expected to increase at the 

folloving nominal and real rates from 1984 to 1986: 

Ex ptuditure category Nominal Real 

Rate Rare 

Total Expenditure 13.3% 3.2% 

Current 13.11 2.9% 

Development 6.1i1 -7.0. 

F.xtra budgetory 32.0% 20.0. 

Expenditure growth will be held below revenue growth for this period if thcse 

expectations are realized. However, the overall balance of central government 

will, as shown !n -able 2.3, remain negative. Foreign grants and loans will be 

used to finance these deficits. Mie growth in foreign financing (net of 

iaflation) is expected to become negative and will average - 7.3 percent between 

1.984 	 and 1986. 

Again, these figures emphasize the fiscal constraints faced by government in 

its Attempts to institute the national development progranmes. Any new 

expendituzes which would occur within this period as a result uf modifications 

of the civil service structure or its procedures would have to be financed by 

one of three means:
 

1) 	 offsetting cost reductions generated by :he modifications themselves; 

2) reductins in other central government expenditures; or
 

3) increases in revenues.
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TABLE 2.3 

CENRAL GOVERMENT FDIANCIAL OPERATIONS 

1981 - 1986 

(millions of Somali Shillings) 

ITEM 
CURRENT REVEUE 

FXPENDITIJR.E 

QCrrent 
Development 
Extrabudgetary 

1981 
2349 

2,795 
286 
339 

1982 
2558 

3,635 
346 
779 

1983 
3557 

7 

4,664 
492 
507 

1984 
4214 

5,2.69 
720 
350 

1985 
5018 
___ 

5,958 
771 
466 

1986 
5965 
3 

6,746 
810 
610 

OVERALL SALANCE 
Lnc.ud.ng development
expenditure 
Excluding development 
expenditure 

-1,o73 
_ 

-787 

-2,.-02 
__ 
-1,856 

-2,2o6 
_ 

-1,714 

-2,l5 
U_ 

-1,395 

-2180 

-1,406 

-_2 2a 

-1,391 

FIN' CNG 
Foreign sources 

Grants 
Loans 

ouestic sources 
Banking system 

Cash bl.ance and 
domestic transfers 

1,073 
726 
121 
605 
347 
347 

-

2,202 
2,210 

680 
1,530 

-8 
-150 

-140 

jLL 
1,966 

825 
1,141 
240 
-

-

2,115 
1,692 
-

423 
-

-

2,180 
1,744 
-
-
436 
-

I,201 
1,761 
-
-
440 
-

tr-ncluding transfer from local government So. Sh. 129 million 
Source: hinistry of Fi.ance 
Note: All values in current prices 
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An example of the first of these mean', would occur if the aggregate size of 

the civil service were reduced as a means of financing wage increases for all or 

some parts of the remaining staff. Given the present restrained development 

budget and the inelascl±.ity of much of the current expenditure budget, 

reductions in other central government expenditu:es are not likely In the short 

run (2 to 5 years). The most probable source of short term funding would be 

through a combination of donor assistance In the short run and increased 

government discretionary funds in the longer run. Because cf the uncertaincy of 

the latter, any civil service modification proposed m-st include consideration 

of the recurrent costs to central government. The li!Lted fiscal absorptive 

capacity of government also argues for greater provision of grants and 

non-commrcial loans by donors. 

As indicated in Table 2.4, the major source of revenues for the central
 

government is the set of indirect taxes placed on international trade. For 

1983 44.6 percent of all revenue will originate in this form with 40.1 percent 

from taxes on imports and the additional 4.5 percent from taxes on exports. 

Taxes on goods and services represent the next largest source of revenue.
 

Export taxes (inclusive of the olicy Action Programme's Z5 percent ad valorem 

tax on exports) are expected to be the fastest growing source of tax revenue.
 

Such revenues are projected to increase at an annual rate of 10.: percent
 

through 1986. For the same period total tax revenues will increase at 7.1 

percent per year and noncax revenues at 11.9 percent per year. 

The general services sector of expenalture by central government presently 

represents 79.4 perceut of the total budget. However, government has proposed 

restraining increases in this category, at of inflation, to only 1.0 percent 

per year (11.1 percent in current prices). Even so, by 1986 the general 

services sector will still consume 75.2 percent of all central government 
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expenditures. 

The real annual growth rate of the social and economic sarvices sectors will 

amount to 10.0 and 8.2 percent respectively. In cur ent price terms, chese 

rates will be equivalent to 21.0 and 19.0 percent isuming projected rates of
 

inflation. In 1986, social services will consume 14.4 percent of the
 

expenditure budget and economic services 10.0 percent. 

T-ULE 2.4 

CENTRAL GOVERNME-IT BUDGET, BY CATEGORY 

1981 - 1986 

(Cillions of Somali Shillings) 

ITE 
CTRRENTREVENUE 

TAXES 

1981 
2"347 
2.t6# 

1982 
2558 
5J2 

1983 
3537 
.2'89W 

1984 
4 224 

1985 
5,018 
4_, 

1986 
5"965 
__I4-

Indirect taxes 
Goods and Services 
International trade 

Imports 
Exports 

Stamp Tax 
Direct Taxes 

1,780 
379 

1,200 
1,156 

so 
195 
288 

2,052 
553 

1,J12 
1,189 

123 
189 
170 

2,453 
636 

1,387 
1,426 

161 
230 
441 

2,880 
742 

1,863 
1,668 

197 
273 
529 

3,380 
865 

2,191 
1,952 
239 
324 
635 

2,969 
1,008 
2,575 
2,283 

292 
386 
762 

NON-TAX REVENUE 
CURRENT EXPENDITMJE 

279 
2,795 

336 
-L,3 I 

663 
4 

815 
aj 

100 13,24 
46oZL 

General Services 
Social Services 
Economic Services 

2,795 
359 
203 

2,9)3 
447 
275 

3,700 
548 
416 

4,11 
663 
495 

4,567 
802 
589 

5,074 
971 
701 

BALANCE -448 -,7 -1,07 -1,045 -940 -781 

Source: 11iniStry of E4nACe 
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This budget detail indicates the extreme concentrations of the revenue and 

expenditure sides of the central government budget. The revenue side Is hiphly 

dependent on international trade results. These are quite variable and often 

determined by factors beyond the control of t e government. The general 

services category which dominates expenditures is largely inflexible downward. 

Thus, government faces the dilemma of relatively fixed expenditure obligations
 

but variable revenue sources. This makes the prediction of budget balances an 

ezceedingly difficult assignment.
 

The rest-aints imposed on real growth In expenditures on central services 

reinforce the earlier conclusion on the scarcity of funds that are likely to be 

available for new investments in civil service change. Howevar, as the 

following discussion will show, the constraints oa governmental discretionary 

expenditures exist in terms of foreign curreu-y availability and debt financiag 

as well as in terms of the internal budget shortfall. 

The negative trade balance for Somalia is expected to increase from -309 

illion U.S. dollars In 1983 to -573 million U.S. dollars in 1986. --e negative 

current account balance (the trade balance net of services and transfers) is 

projected to increase from -- 7 million U.S. dollars to -168 million U.S. dollars 

over the same period. A positive but declining capital account flow will mean 

that the overall negative balance wil, nearly triple during the period: from -40 

million U.S. dollars in 1983 to -1.27 million U.S. dollars In 1986. 

These figures represent a current cash flow problen offset by a long term 

debt obligatlon problem. The latter problem can only be restrained through 

continued fiscal conservatism on the ?art of the government and enlightened 

packaging of external assistance by the donor community. Greater detail on 

national accounts and central government budgetary relations may be found In 

Chapter 2 of the aformentioned Somali Education and Human Resources Sector 
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Assessment and in the Develoom,,t Strategy and Public Investment Programme, 

1984-1986 reports.
 

2.4 Mhe impact of Inflation 

A major fact of life for Somalia's public employees has been the dramatic
 

increase which has occurred in the cost of living. 
Until 1978, national budgets 

Linapproximate balance and relatively conservative fiscal policies kept 

inflationary pressures under crntrol. In that year the Mogadishu Consumer Price 

Index rose by only 10 percent. However, a number of adverse i[ctors had begun 

to affect price stability. Strong demand pressures were generated by an 

increasing money supply fueled by the government's heavy borrowing from the
 

Central Bank to finance the earlier budgetary deficits. The Somali shilling 

depreciated in the International market at the sane time that domesric
 

pioduction fell because 
 of adverse weather and excessively low producer prices. 

The general consumer price index rose by 24 percent in 1979 and 60 percent in 

1980. As Table 2-5 shows the increases were spread over ill categories of 

coats, though food and 2nergy rose aigilficantly more than the other itemb. In 

1980 Somalia began operating under an IMF stabilization agreement and by 1981
 

inflacion was reduced to an annual rate of 45 percent. Experience in .982 was
 

still better as abolition of the franco veluta system, increased agricultural 

production, and improved export per-formance held inflation to 35 percent. 

:I 1983 inflation increased once again with puices tn general l-ibing 49 

percent. This brought the price index to a level six timesover that of 1977. 

Puel and electricity increased even "ore drastically with 1983 prices more than
 

tan times thoe of 1977.
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TABLE 2.5 

MOGADISU CONSUMER P.CE INDEX 

1977 - 1983 

Percent
 
change 
Dec. 

Weight 1977 1979 i980 1981 1982 1983 82 - 83 

General.
 
Index 100.0 100.0 136.2 2.17.1 313.23 423.64 630.64 48.9%
 

Food 60.1 1)0.0 137.6 244.3 343.5 393.99 630.99 60.21% 

everages
 
and
 
Tabacco 2.2 100.0 123.6 165.4 243.3 309.1.2 54.66 111.8% 

C:lothing 5.6 100.0 131.5 173.3 253.2 375.58 649.09 72.8: 

Raen and 
Water 15.3 100.0 109.1 11.3 227.4 393.94 478.61 21.5% 

Fuel and
 
lighting 4.7 100.0 165.6 236.0 412.5 912.82 1105.46 21.1%
 

.M.ace.Ll e
aeoua 12.1 NA NA NA NA 461.40 623.8 35.2%
 

Percenc 
Annual 
Increase 	 24: 602 45: 35. 49:
 

Source: 	 Adapted from data of Central Statistical Lhit, 
Min.is ry of .ationaJ Planning. 
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,orecent figures are available except for food prices but there a general
 

concensus exists that prices have increased =ore rapidly from September 1983
 

through XArch 1984 t.an in any previous period. ie effects of this inflation 

upon civil servants whose basic salaries have remained fixed at close to their 

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

2.5 Additional £couocic :'ssues in Civil Ser-ice Chanie 

in addition to the fiscal issues noted in the preceding sections, several 

other economic concepts will have to be considered in any analysis of civil
 

service restructuring. The moat important of these are:
 

a) impacts on employment and aggregate demand; 

b) Incentive restructuring witnin the civil service;
 

c) incentive restructuring bet-ween the civil service and other forms 

of employment; and
 

d) D.mnnd for human resources.
 

The government, in the Five Year Development Plan (1982-1986) states three 

main objectives for national development progra-mes: 

- to raise the standard of Living of :he population to tha highest 

nossible level
 

- to provide opportunities for gainful employment "o the laborentire 

force
 

- to create a society based on social jusrtce and individual freedom 

within a socialist framework. 

For these Suals La e acbj.aved tne 3overuwent muir. make provisiot, 4or 

greater opportunites for employment outside the civil rervice. At present the 

major alternatives faced by a graduate of a formal education or training program
 

are government employment, private sector employment, or emigration (usually to 
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the Gulf States region). Mhe government, ! not having the fiscal capacity to
 

provide guaranteed employment to all, suot c-onsider the mosc appropriate means 

of facilitating other forms of employment. The emerging private sector is 

limited in its own employment absorptive capacity and -.s hinderea by the lack of 

an ;fficient labor information system to facilitate recruitment of needed 

workers. A cooperative cad supportive relatonship between goverument and the 

private sector will reduce the pressure 5or 3overnaent employment and '.ncrease 

the overall efficieucy of labor utilizarion.
 

A related issue in the area of aggregate employm.ut impacts is the
 

redundancy of staff within present goveranent employnent. ghlvgeneral 

agreement exists as to the excesaii:e numb-r of civil ser'rice staf! at the lower 

shill and training levels, there is ne concensus on thn best means of dealing 

with this problem. An alternk,tve which should be conwidered is Lhe creation of 

an "out-placement" program involving a combination of training, counseling, 

tools provision, and employment assistance. insuch a pcogram, staif identified 

aL unnecessary or inappropriate for che mission of cheir own or ocher agencies 

in government, would be trained in specific skill3 aetded in the private 

sector. As these skills are acquired, workers would undergo cransition from 

public to either employment wage or .elf-employment in the private sector. 

A second economic issue of importance in the current civil service system is 

the incentive patterns relaned to pay, allowances, and promotions. Trhepresent 

study will examine and make recommendations on the restructuring of incentives 

with the aim of increasiug operational efficiency. Mere is littla question 

that almost all Somali civil, servants suffer from d low level of total incoce 

(pay plus allowances). This problem is compounded by the large variation in 

work demands placed on staff. General cost-of-living increases (such as the 10 

percent -upplement suggested for 1985 in the Policy Pction Programme) help 
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moderace only rhe first of these two problems. To improve the equity wellas as 
the efficieucy of the system, it is necessary to consider additional
 

resdomsibility or merit allowances. These appear to be justified especially for
 

the middle level government administrators. 

As with all other reforms to be suggested here, the issue of recurrent coot 

effects "will prove to be a constraint on any . ttempts to restructure 

incentives. 
 However, the government's prudence in deaL,.ding to control increases 

in ;he growth of the siz, of the civil service will per-it, evtrntually, some 
d.iscretiontry margin of funds for tha more direct reward of scarce skills and
 

meritorious performance. To deal with the related issue of incentive effects
 

between the governmenr and noncvernment employment, 
 policy altermativer will be 

difficult to inploment. Any change in the government pay/allowance system will 

change the opportunity cost for private sector employment. Similarly, the
 

unavailability of government 
 employment encourages workers to pursue In greater
 

n'bers the alternatives of private sector employment 
 and emigration. At 

present, manpower estimates and observation both suggest a shortage of 

professional and technical personnel rn both the public and private aectors. 

Thus, for the immediate future, the tao sectors will remain in competition for 
these scarce workers. The relative wage rigidity of the "ublic sector placas it 

disadvantage this competitionat a in at present. This disadvantage will 

persist until the rewards for professional and technical workers in the civil 

service can be renlforced in a selective and effective manner.
 

The final set of economic Implications stemming from this civil service 
study concern the demands placed on the education and human resources system for 

new ettrants into employmeat. The net manpower demand projections made for the 
Somali -ducat-on andHunan Resourcev Sect)r Assesment indicate an oversupply of 

leavers atact l every lovel of education. Whle based on dated manpover 
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survey figures ,, a hig.hly mechanistic methodological approach, the scale of 

the oversupply of. ctes versus demand is so great as to eliminate questlonsgradu-


concerning the nature if not of the scale of the imbalance. 

The actual level and incidence of the imbalance in supply versus demand for 

various school leavers will be determined by the rate and distribution of
 

economic growth by sector. To the extent that the more labor-intensive sectors 

grow more rapidly, the effect of GDP increases on manpower deiand will be 

reinforced. As a government policy for all sectors, the emphasis on 

labor-intensive production technologies also assists in maximizinj employment 

resuats of GDP growth. 

Among the important outcomes of this study will be the implications drawn 

for human resource planning. In addition to fiscal constraiats and inefficient 

patterns of inceantives, the civil service system has existing persocnel %ho are 

not adquately trained for the level and types of responsibilities assigned. 

There is a cricical need for a better definition of the training requirements of 

the civil servtce and for improved provisions to assure that the graduates of 

such training are assigned to positions where they can utilize there skills 

properly. 

All of the issu, ;s discussed here are llnked into an aggregate pactarn af 

costs and rewards for government staff. The ability to earn an appropriate 

income, to be recognized for meritorious performance, to be trained and assigned 

appropriately, and to work in an efficient operational structure are 

international requirements of a successful civil service system. As noted in 

Zhe intzoductiou, the dominant difficultiE. faced by the civil service sys~lm in 

Somalia are not different in kind from those faced in every other country. 

Certain of the difficulties do differ in degree from those faced by most other 

countries and there is little doubt that the current economic burdens faced by 

Z-17
 

7z,
 



government mean that Somalia faces more severe constraints on any attempts at 

rapid change. Hovever, the problems of the national economy "ein..orce the need 

to improve the civil service system even a. they make the processes fcr 

improvement more difficult to implement. La summary, it will be the aetion's 

ability to deal with this inherent contradiction vnich will determine the 

economic success of the next decade and the eventual effectiveness of the civil 

service system.
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3.0 TIH HISTORICAL CONTEXT OF THE CIVIL SERVICE 

3.1 Introduction
 

The efficiency of a civil service system is never deteLmined solely by the
 

circumstances existing at a particular time. Presant day administration in 

Soms.lia has been shaped by the country's colonial antecedents and by the events 

wd policies of the past two decades. 

Upon achieving independence in 1960, Somalia inherited two quite different 

administrative 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 which had developed in the nore heavily populated South. Each 

tradition had matured over a number of decades. Each embodied differenL legal 

standards and followed different administrative, decision-making, personnel 

zanagement, and record-keeping procedures. Even more significant was the fact 

that each used a different non-Somali lanuage for all government business. 

The two systems were, however, similar in certain important ways. in both,
 

the range of governmental functions was limited and relatively stable.
 

Innovation occurred only slowly and practices could be brought to a fairly high
 

level of efficiency before new methods needed to be adopted and learned. Tax
 

collection, the maintenance of peace and order, and the provision of minimal
 

health and educational services were the main administrative responsibilities. 

Within the departments of the administration, action tended to be confined to 

the consideration of individual "cases" which could be decided through a ratner 

routine application of fixed rules of l.awor policy. niscretionary 

decision-making was highly centralized in a relatively few key posts. Mese 

positions, along with others requiring a significaut measure of scientific or 

technically complex skills, were almost entirely held by expatriate officials. 
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An early report stated tac the two colonia. services combined contained only 

three Somali officials with university degrees. Little was expected of either 

civil service in terms of individual initiative, planning, or problem-solvi-ng. 

Somali employees in both systems were expected to learn by doing under the 

guidance and control of the expatriate staff. In neither system wan much
 

atteurion given to the collection and use of quantitative data in arriving at 

decisions. 

in both systems there was an ordered structure of pay grades; each post was
 

given a title and assigned to one of these grades. Personnel decisions tended
 

to be determined by the abi'.ity of expatriate supervisors co damess actual or 

potential capabilities of employees. SenLiority tended to be given great weight
 

in advancement as was true in the domestic civil service syscems of both Great 

Britain and Italy.
 

3.Z Creation of the Somali Civil Service 

The new state of Somalia which achieved independence in 1960 by the 

combination of these two disparate colonial elements, adopted a constitution 

very similar to that of Italy with executive authority in the hands of a Prime 

Minister and a Council of inisters dependent upon a parliamentary assembly 

elected by principles of proportional representation. The government set about 

the enormous tack oi merging the two different administrative structures and 

their personnel into a unified system and of preparing Somalias to take the 

places of departing colonial admtlnistracors. As an ioterim measure, Somalis 

ftom both administrations were given either temporary appointments or permanent 

starus without much regard to formal qualifications And at salaries determined 

on a case by case basis. Ser-ral hundred expatLiates were kept as 

admLiultrators nder individual contracts. 
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With the assistance of United .ations advisors, a civil service law, modeled 

largely on the Italian Civil Service Law of 1956, was drawn up and enacted in 

1962. Much of the substantive content of this law has carried over into the 

most recent codification In the Civil Service Law of 1980. 

The major feature of the new law was the division of the public service into
 

four levels differentiated by the educational attainment required for each.
 

There were to be fifteen pay grades covering the four "divisions" or series.
 

DIVISION EDUCATION LEVEL REQU!EDF PAY GRADES 

.A. University degree or equivalent I - 8 

'B' Completion of Secondary School 7 - 10 

.C. Completion of Elementar7 School 9 - 11 

.D" No schooling required 12 - 15 

T.hepay grades overlapped the divisions so that an experienced and capable
 

person who had had only secondary schooling could be promoted to a grade higher 

than a recent university gradnate. :a both the British and Italian colonial 

services it was customary to appoint entrants into the civil service at the 

lowest pay grade appropriate to their educational attainment, but this was not
 

required in the new law.
 

The law also provided that positions would be "established" in the British 

manner. That is, the position would be described, given an occupational title, 

and assigned to an appropriate pay grade before an appointment to that position 

could be made. The 1962 law also contained provisions relative to the selection 

of candidates for appointment or promotion, transfers, terminations, leaves of 

absence, and disciplinary sanctions for misconduct. here was a mandate to 

create a Public Service Commission to which appeals of ministerial personnel 

decisions could be made. 

The task of planning a unified administrative structure and of assigning the
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existing staff to the new structure was given to an Escablishment Commission and 
to ad hoc committees of senior Somali of_ icials and United Nations advisors. 

The first task was to determine the needed number, sphere of responsibility, and 
internal structure of the ministries to be established. The 1963 report of the
 

Commissione oar L'inouadramento del Personale Civile dello Stato recommended the 

formation of 17 ministerial level units (of which 15 were instituted), specified 

the reuponsibilties of each, and liste the titles, grades and i.6.zs of 

positions allocated to each as indicated in Table 3.1. 
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Table 3.1
 

1963 MINISTRIES AND THEIR ESTABLISHED POSTS
 

MINISTRY Authorized oossr by catego 

A B C D Total 

PRESIDENCY 3 3 19 43 68 

COUNCIL OF MINISTERS 19 48 291 146 504 

PUB1-IC SERVICE COMMISSION 4 Z 3 2 11 

MAGISTRATE OF ACCOUNTS 7 18 27 3 56 

FOREIGN AFFAIRS 48 24 24 8 104 

INTERIOR 108 63 200 144 51.5
 

DEFENCE 2 5 9 2 18 

GRACE AND JUSTICE 5 3 15 4 27 

INFOR.MATION 7 22 76 20 134 

EDUCATION 69 179 1,128 723 2,099
 

HEALTH, VETERINARY & LABOUR 103 192 621 1,746 2,662 

FINANCE 12 78 321 97 508 

WORKS AND COMMUNICATION 32 192 1,498 701 2,362 

INDUSTRY AND COMMERC 6 15 59 27 107 

AGRICULTURE & ANIMAL HUSBANDRY 19 63 250 441 773 

TOTALS 444 855 4,542 4,107 9,948 

The Commission observed that some of the posets provided for might not be 

needed until later and that fully qualified persons were not yet available co 

fill certain other posts. The Commission further noted that there was some 

redundancy of staff because of the consolidation of the two administrations but 

it implied that the total number of chose already employed was approximately 
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equal to the number of posts available.
 

In the Commission report 
 it was noted that in the South the pay grade had
 

been attached to the person, an in 
 the Italian "rank-Ln-man" personnel system,
 

whereas in the North the pay grade had been determined by the duties assigned to 

the position. The Commission pointed out that the 1962 civil service Law was 

ambiguous on this matter of principle and strongly recommended the correlation 

of pay with position. However, this ambiguity still exists in the present civil 

service law.
 

Once the structure of the administration had been decided upon, the most 

essential task was the assignment of the workforce then available to the newly 

established posts. Nomiations were called for from each ministry, 

qualLfications of candidates were reviewed, and recommendations for appolntment
 

were made 
 to the Council of Ministers. Because not all reassignments could be 

completed by the target date of March 31, 1965, the task of completing the
 

processing and reassigment was given to a newly created Directorate-General of
 

Establishment and Personnel Divisions in the Presidency of the Council of
 

Ministers. A deadline of December 31, 
1965 was set for finalizing assignments.
 

Membership on the establishment planning commission consisted of the Somali
 

head of the Fstablishnent and personnel Directorate, a Somali attorney, two
 

Italians with colonial government experience, and two experts supplied by the 

United Nations. The Job of consolidating the two civil services was made doubly 

difficult because of the considerable differences in pay. The 1.5pay grades in 

the South had carried a monthly stipend ranging from a low of 1.25shillings to a 

maximum of 100. In the North pay levels ran from a minimum of 100 to a maximum 

of 2500 with a superacale of four grades from 2700 to 316/ for both expatriates 

and Somalis capable of holding these high level positions. The fifteen grades 

of the pay scale established in the civil service law of 1962 -an from a minimum 
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of 160 per month to a maximum of 2250. !.any of the higher level civil servants 

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

3.3 Civil Service Training 

A second major task of the new governme-nt was that of upgrading the
 

cApabillties of Somali civil servants so that they could replace the sharply 

reduced and dwindling number of expatriates holding executive and technical 

positions in t .e! administration. In 1962 t 'enty-three countries offered 

ncholarshipa for Somali civil servants to study abroad; 336 of these
 

scholarships were for full university degree programs of which 38 were in Italy, 

67 in the United Arab Republic, and from inl to 50 each in England, USSE and the 

United States. In subsequent years the number of such scholarships and training 

opportunities increased. By 1968 it was estimated that nearly 400 Somalis with 

foreign university degrees were in the civil service, and that nearly 1200 more 

were then enrolled in degree programs abroad. Luigi Pestalosra in The Socalian 

.Rvolution asserts that in 1968 a total of 1509 Somalis were studying on 

scholarships abroad. Of them 1044 were in USSR, Italy, Egypt, and West 

Germany. In the six year period 1968-1973, 639 graduates returned to Somalia 

with foreign university degrees. Among them were 164 M.D.s, 99 graduates in 

law, 83 in economics, 93 agronomists, and 91 civil engineers. 

By 1971 the distribution of civil servants holding foreign university
 

degrees was as follows: 
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Education 140 

Health 86 

Agriculture 59 

Justice and labour 
 43
 

Public works 24
 

Rural development 19
 

Mining 18 

Planning 10 

Voreign Affairs 10 

Industry 10
 

Other fields 
 71
 

Total 490
 

In 1965, the Somali Institute of Public Administration (SIPA) was
 

established (with United Nations assi-tance) to assist in providing the needed
 

tramaing for civil service sarf. 
SIr.%began with a small group of foreign 

advisors and teachers; both long and short courses in management and related 

subjects were offered to 
present and future civil servants. SIPA's ambitious 

program of training and skill development included short courses in personnel 

management (in Italian and English) forin personnnel and administrative unit 

heads and support staff in the ministries and agencies of the government.
 

Daring the 1960's considerable thought was given to the founding of a 

national university. Such an undertaking was recommended by a UNESCO strd, 

group in 1964. The idea was further refined and endorsed by a sub-committee of 

the Council of Ministers and by an intarxtnisterWl commi tee in 3.967. 11 1968 

a committee of experts we appointed by the Iinister of Ed cation to review 

practical considerations. It was assisted by the U4 advisors to the Ministry of 

Pinance and an LO manpower planning advisor. 
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This committee's report noted that the then current annual number of 250 to 

300 scholarships for study abroad had been declining and could not be expected 

to be maintained, and that the diversity of languages and instruct.on&aI methods 

posed major problems. it noted that only 37 percent of the 490 civil servants 

with foreign university degrees had studied in either of the two official 

languages of the public administration. The others had studied in L5 different 

languages In 20 different countries. -. e report observed that the limited 

knowledge of EZag%-sh or Italian of these returned de ree holders "may permit 

normal contacts, but hardly any exchange of views at a technical level on the 

job or, more important stil1, the easy writing of reports and official 

letters." The committee's recommendation that two existing training 

institutions be converted into faculties ah the nutcleus of a new university was 

accepted, and with Italian financial and technical assistance the Lniversity was 

founded. Its evolution and present structure are described In the .inistry of 

Planning's education and human resources sector report. 

The faculty structure and curriculum are similar to those of Italian 

universities. Italian is the medium of instruction except in the faculties of 

education and agriculture which use English and tho faculty of linguistics. 

Much of the teaching is still done by Italian university instructors assigned to
 

the National Univer.ity of Somalia for relatively brief periods.
 

By 1983 the total number of graduates had passed 5000. All are guaranteed 

employment in the public service but no records have been kept of what 

proportion of them have accepted such employment. A research effort is 

currently underway =. Ascertain the subsequent career patterns of those who have 

earned degrees. As in most other countries, significant proportions of 

university trained persons can be expected to pursue carters in fields other 

than the one in which they specialized while at the university. 
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3.4 The Language Issue 

In addition, to the problems of merging two separate colonial structures ana 

of identifying and training Somali staff, the new civil service faced a third
 

barrier to efficiency; the issue of language. 
Because the Somali Language had
 

no standard written form prior to 
1972, administration during the first decade 
of independence was complicated by the necessity of using the two official 

languages of the former colonial administrations. 
."any off±cial documents had 
to be written in both laniguages. 
 This was costly and inefficient for there were 

few competent translators. The language difference isolated adminLitrators from 
the former British Prr~ectorate from those previously employed in Italian 

Somalia. 
The language t-Lvalry among civil servants was compounded by the 
"linguistic chauvinism" of Italian-speaking and English-speaking officials in 
each major governmenr institution. An official wishing to address a letter or
 

memorandum to another official often would have to determine first whether the 
recipient could read the language in which the mezorandum was to be wr-itten.
 

According to Omar Osman Mohamed, former Director-General of SIPA, the difficulty 
of communication in writing between officials who did not know each other's
 

second language strengthened the natural tendency of Somalis to rely excessively
 

cn oral communicationi. Communications between the public and the 

administration were even more cumbersome and inconvenient because so few members
 
of the public could toad or understand either official language. 
 Tere were 

fears that the language barrier would turn into a "schism berveen the State and 

the people". Mhese fears werp not rrmoved "ril after Lha revolucin of 

October, 1969. 
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3.5 Civil Service Reform after 1969 

The present government originated in a bloodless coup engineered by army 

Lfficers dissatisfied with the previoux government's foreign policies and by a 

chaotic perLimentary situation. The revolution resulted in the proclamation of 

three new charters which centralized authority, established a single political 

party as an active partner in governmental affairs, and announced that 

"scientific socialism" (literally (in Somali) "wealthsharing through knowledge"] 

was to be the guiding ideology of the State. These principles were incorporated 

in che Constitution formally adopted in 1979. 

Following the revolution there were a number of major developments which
 

have had a great impact upon the civil service. 

1. The new government embarked on a vigorous program of administrative 

reform and ade strenuous effort- to improve the quality of the administration. 

According to Pestalozza, initIal. *efforts were made prizaril7 to weed out 

dishonest managers and employees... to reduce the ranks to the number of 

officials, clerks, doormen, etc.. .really necessary, eliminating the plethora of 

parasites who had entered the offices through the channel of tribal clierctelism, 

aod to conduct a campaign of moral pressure for the rehabilitation and the 

reactivaton of administrative ictivity." Jumerour circulars and other
 

presidential messages were issued exnortlng civil servants to a strict obedience 

to the law and an energetic devotion to dury. 

To this end a series of orientation courses were 'ield for various
 

categories of civil servants. An orientation course held from December, 1971 to
 

February, 1972 assembled over 150 direcrors-general, general managers, 

ambassadors, and other high officials. Their workshops formulaled solutions to
 

perceived administrative problems taking inr.o consideration both the 

environmental setting and economic constraints. Their reports were duplicated
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and circulated widely through the government. Many of their recommenedations 

reappear in this report. 

2. Undoubtedly the most important of the post-revolutionary 

innovations was the adoption, by presIdential decree in October, 1972, of a
 

standard written script for the Somali language using latin characters. The
 

needs of the civil service were an important motivating force for this
 

controversial but long awaited action. The first group to receive 
intensive 

training in the uew scrip" were civil sarvants all of whom were then required to 

pass a literacy test in Somali. A massive, country-wide literacy caupaign was 

launched using secondary school teachers and students as instructors. Although 

much progress was made over the next decade, language difficulties have not been 

entirely overcome. Tue language is rapidly absorbing new 40-s and meanings to 

accommodate the terminology of science, technology, and m4aagtment. Foreign 

languages are still widely used for instruction and In certain government 

reports. Many civil servants fluent in a foreign language find it difficult to 

cranslace frca that language into written Somali ot from Somali into their other 

languagA. 

3. An active policy of SomalIzation of the administration was 

initiated. Most of the several hundred expatriates who were holdovers from the 

pre-indepeLdence admn-'iscratiooa or had been hired subsequently by the 

government, were terminated as rapidly as their contracts allwed. 'he 1975 

manpower survey found fewer than 50 foreigners still serving as direct employees 

of the central government. By 1983 the oumber had declined to 40. 

4. 4ew aspirarions and arrategic consideracions led to a number of 

shifts in the structixe of the public administration. The Interior Ministry was 

renamed Local. Government and Rural Development and its major conponent. the 

police force, was transferred to the Ministry of Defense. :n 1969 the Ministry 
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of Grace and Justice was renamed Justice, Religion,and Labour and made 

responsible for the issuance of work permits and the settlement of labour
 

disputes. Ln 1971 Labour was elevated into a separate ministry and renamed 

Labour and Sports. Finally, in 1977, a separate Ministr7 of Sports and Youth 

was created and the labour minist.- became Labour and Social Affairs. At that 

time the Directorate of EasrRlishment and Personnel was transferred to Labour 

and Social Affairs from the Office of the President. A Mlnistry of Livestock, 

Range, and Forestry was formed in 1975 out of the Ministry of Agriculture and 

An iml Husbandry. New minlstries of Mineral and Water Resources, (1973), Post 

and Telecommuicarions, (1971) and Industry (1971) were formed out of existing 

ministries. The founding of the Nacional Lniverslt7 lad to the separation of a 

Ministry of Higher Education and Culture from the Ministry of Educat'.ou (1973). 

The Ministry of Information had "and %ationalGuidance" added to its title. The 

Directorate of National Plannig in the Office of the President was made into a 

miistry. 

The process of organizational subdivision continued. Out of the orginal 

Works and Communications Mnlistr7 came not only the Ministry of Post and 

Telecommunications but also the Ministry of Marine ransport and Ports and the 

Ministry of Transportation and Civil Aviation, both created in 1977. Fisheries 

was also mane a separate Ministry in 1977. Later the autonomous agency which 

managed the government hotels was converted into a Ministry of Tourism and 

Hotels and in 1982 a major developme.nt project was converted nto the Ministry 

of Jubba Valley Development. 

Several autonomous agencies were created before independence and others were 

added soon afterwards. Their numbers expanded rapidly after 1969 as Industrial, 

comercial, and financial enterprises were nationalized and new etitites were 

created. The manpower Aurvey of 1975 listed some 40 parastatal enterprises with 
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a total workforce of approximately 16,000. Although employment has declined in 

a number of chez., the total number of autonomous agencies L now over 60 and 

their workforce is estimated to be as large as 32,000. 5owever, the 47
 

autonomous agencies which responded to the 1983 manpower survey claimed onIy 

about 18,500 employees. Civil, service measures adopted following the tevolution
 

extended the pension arrangements and grading and salary structure of the civil 

service to the autonomous agencies but since 1980 differences in treatment have 

been allowet\ and have begun to be significant. 

In 1973 it was decided that the government would provide employnrent to all 

university graduates aud to intermediate and secondary school leavers. The 

policy was soon modi'.ed to exclude intermediate school leavers and, in 1983, 

graduates of secondary schools. Nevertheless the policy contributed CU the
 

relatively continuou, increase in the central government workforce indicated in 

Table 3.2. The table provides employment levels for the .{1nistry of Education 

separately in order to show the groring imporrance of the teacher corps in the 

total employment picture. The headquarters staff is slightly more than 300. 

For the past 7 years nearly one half of all. central government employees have 

been school teachers.
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TABLE 3.2 

GROWEH L THE CLNTRA. GCVEL MENT WORKFORCE
 

Year Estimated number of -mplovees
 

Total in. of Mucation only 

1962 9,.00 

1969 18,000 2.900 

1971-2 13,300 3,100 

1975 20,600 6.030 

1978 33,100 15 ,800 

1983 45,100 22,650 

All figures are to some degree estimates. \Iubers for 1962 and 1969 were 

derived from tables of "estab3ished positions"; those for 1975, 1978 and 1983 

.from the responses by ministries to manpower surveys couducted by the .in/istry 

of Labour and Social Affairs. Data on 1983 employment in the ministries of 

Agriculture, Foreign Affairs, and Firance are not yet available, so unofficial 

estimates for these ministries have been obtained frcm seccncary sources. 

Central government here means the civilian ministries of the government (not 

including the uniformed services of police and the armed forces) plus three 

autonomous agencies (t-he National liverrity, tbe NEational Academy of Sciences 

and che Arts, aud the Somali Institute of Development .dmJni.stration and 

Managezent) which are technically autonomous agencies but operate as components 

of the central government. 

The progressive evolution of the structure of the central government and the 

distribution of its work force are shown in Table 3.3. In the 18 ministries for 

which comparable manpower survey data are available for both 1978 and 1983, and 
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excluding Education, the number of employees increased by 30 pertent over the 5 

year period. A figure which is perhaps not unusual ccnasidering the important 

social and developmental responsihil:.ties of these iniijtrres. Wage 

expenditures for all of the period are nor available but the total wages for the 

period 1981 through the amounts budgeted for 1984 increased by 51.6 percent with 

an eupecially large increase being recorded as expenditures for temporary staff. 

A tabulation of employees in the 18 ministries by year of entry into zbe 

service shows th. t 4427 began their government service in 1981, 1728 in 1982 and 

1475 In 1983. The latter figure was for some months less than a full year 

because most agencies made out their reports in October or November of 1983.
 

Clearly the government has substantia.Lly reduced the rate at which it is adding 

new employees. Nevertheless these data reveal that 40.5 percent of all 

employees on the :olls in these ministles at 
the end of 1983 had been employed
 

by the government for less than three years. More complete data for the whole
 

central government suggest that only 30-35 percent of employees are in this 

category. In either case, it is obvious that a substantial proportion of 

employees are inexperienced in their assigned worK. 

Two important inferences can be drdwn from these dzta. The fact that the 

percentage of recent entrants signiJficantly exceeds the percentage growth in the 

workforce means that there has been an extremely high attrition rate. 

Separations from service were not tabulated until 198 and the number recorded 

for that year in the Department of PersonneL of the Ministry of Labour and 

Social Affairs seems excessively low to be considered complete. Zhe second
 

conclusion is that supervisors have had to absorb large numbers of recent school 

leavers whose skills have scarcely had time to develop and whom supervisors 

would have been hard pressed to train adquately. 
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TABLE 3.3 

DISTRIBUTION OF Z.'LOYMENT LN THE CL'NTrPLL GOV-RNMENT 

1969 - 1983 

Year 
inistry 1969 1971 1975 1978 1983 

Agriculture 1670 567 925 1295 1500E 
Livestock, Ln8e 

and Forestry N/A 782 1396 1472 2084 
Finance 552 562 483 513 600E 
Public Works 2289 1703 1782 1722 1892 
Justice and Religious 

Af fairs 289 605 701 774 1172 
Information and 

National Guidance 269 351 317 365 432 
Educa.aon 2898 3087 6051 15845 22654 
Health 4539 2375 3672 4604 6095 
Labour & Social Affairs N/A 67 173 206 298 
Commerce 148 30 96 86 105 
Industry N/A 63 62 71 134 
Sports & Youth NIA N/A N/A 279 200 
Fisheries N/A N/A 212 271 293 
Marine Transport and Forts N/A N/A N/A 145 160E 

Post and Telecom
municacions 1949 514 832 1209 1654 

hincral and Water 
Resources N/A 63 173 182 200
 

Local Government & 
Rural Dnvelopmenc 783 630 532 352 167 

Foreign Affairs L38 120 169 224 240E 
Higher Education 

and Culture N/A N/A 70 137 L30 
Transportation and
 

Civil Aviation 1949 1427 1-828 1962 1878 
Tourism and Hotels N/A N/A N/A N/A 1093 
Planning 69 63 137 173 205 
Juba Valley Development N/A N/A N/A N/A 53 
Presidency 409 199 510 396 545 

AUTONOMOUS AGENCIES (2)
 

NationaL Academy of Science N/A 14 48 100 167 

National University N/A 58 400E 731 BOOE 
SIDAM 25 37 50 40 65 

Totals 17,976 13,317 20,619 33,1_53 45,126 
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Notes: 

E 	 Estimates obtained from officials because data was not available. None 
of the fugures should be regardea as exact. Tey are believed to be 
closer to the actual workforce numbers than estimates derived from the
 
annual budgets. The figures for 1969 and 1975 a 
much as 1,500 too
 
high 	because based on manning tables; the figure for 1971. is probably
about the same amount too low. 

1) 	 hinistries have been identified by their contemporary name. For 
earlier years entities with different names may have performed the same 
functions.
 

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

3) he number of 90 given in the manpower survey did not incude the field 
staff, here estimated as an additional 70. 

4) 	 To this total there should be added 253 employees of the Ministry of
 
Defense and of several other small units no 
longer considered part of
 
the central government plus an estimated 500 "casual labourers", making 
a total of 14,070.
 

Sources:
 

1969 and 1975 from typed or mimeographed lists of "established 
position" in the files of the Establishment Department of the Ministry
of Labour and Social Affairs. Thus these lists would incluse unfilled 
vancanies as well as those filled, but they would not include casual 
labor or temporaries.
 

1971 from The Manpower Implications of Current Development Strategies,
Manpower Survey Project Vol. 1. Ministry of Labour and Sports,
Mogadishu, August 1972. 

1975 	data from Manpower Establishments Survey of Public and Private 
Sectors, Vol. No. 1, Present Employment and Future 1equirements

Statistics, Labour Department, Ministry of Labour and Sports, 
Mogadishu, July, 1976.
 

1983 data are from the manuscript tabulations 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 several steps have been taken bearing upon 

the civil service system. In mid-1983 the policy of employing all secondary 

school graduates an abandoned. Late in the year a decree authorized an 

increase in the compensation of employees of the Minscry of Finance to the 

levels paid by the Central Bank and other autonomous agencies concerned with 

finance. The average increase amounted to approximately 50 percent. This is 

the first time that the uniformity of regular compensation among the ministries 

has been broken. 

In April, 1984, the government decided to begin to reduce total governement 

employment. On. May 1, a notice was dispatched to all ministries by the 

Secretary of the Political Committee and Council of Minsters reading as follows: 

The Government's meecting on 19th April 1984 has decided to shift those 
under-employed staff and retired personnel into ocher sources of production 
such as Agriculture and Fishing. 

In order to make that decision successful, we request from the 
inistries to submit those under-employed people in their nistries as soon 

as possible and liat them according to the above mentioned.
 

The Council of Ministers did not set a target tigure as to the size of the 

reduction sought nor indicate how the shifting into other employment would take 

place. The manpower survey data do not show any significant numbers of 

employees over the ages of 60 for men and 35 for women, those being the ages 

when eligibility for retirement on a pension occurs. 

There is currently no provision in tne civil service law proi.ding for 

separations because employees are redundant or because of lack of funds. 

However, & nonstitutionally-valid modification of the law could be made by 

Presidencal decree. 

Discussions are also taking place within the government regarding possible 

consolidations of some of the ministries and of reduction or elimination of 

subsidies to business-type autonomous agencies. Several such enterprises have 

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

3.6 Summary 

An assesaaenc of the efficiency of a personnel system requires an evaluation 

of how well that system satisfies both qualitative and quantitative needs of the 

public administration within the constraints imposed by the financial resources 

available. O both counts the present situation is not wholly satisfactory.
 

All branches of the adminstration suffer from shortages of personnel with
 

needed skills. 
 This should not be attributed to the personnel system, however. 

A recently expanded educational system and & small modern economic sector simply 

have not yet produced a large number of persons with developed managerial,
 

professional, and technical competence. he 
decline in civil servants' real
 

incomes due to a combination of fixed 
wages and price inflation also has 

concributed to the shortage. Many experienced and competent civtl service 

employees have been lost to other employment. 'he civil service has not been
 

able to replace these experienced personnel by recruiting new employees from the 

scarce supply of persons possessing the desired skills. With so large a portion 

of the workforce having less than three years of experience, those abilities and 

skills which can onl? be acquired through experience and on-the-job training are 

bound to be in short supply. 

The thirty percent growth in the public work.force has outstripped the growth 

in the economy and in 
the financial capacity of the government to pay adequate
 

salaries and to provide employees 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 determine priorities
 

among claimed needs for personnel or to limit the intake of additional employees 

to the numbers that the country can afford. 
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The consequences of the rapid expansion of the work.force, despite what
 

appears to be a high attrition rate, have been threefold. I) Low employee
 

morale and loss of productivity have developed because the government has not
 

had the financial capacity to adjust compensation in keeping with increases in
 

the cost-of-living. 2) Supervisors have not been able co devote the time
 

necessary to give adequate on-the-job training to so many new employees. Thuse 

with supervisory responsibilities have had to carry the burden of assuing that 

the primary activities of their units are handled. For many such persons, it 

has been more efficient to have the poorly prepared new recruits ouc of the 

office and to do what had to be done themse.lvs than to spend time in training 

the umkllled. 3) ',he fact that large numbers of employees are paid for doing 

little or no work has damaged the morale and willingness to work of many in the 

civil service. Kinistry officials believe that a jignifcau proportion of the 

civil service is less prcductive than was the case tvo or three years ago.
 

3-21
 



4.0 ORGANIZ&TION ND UMNAGL0T 

4.1 Introduction 

This chapter sumarizes the general structure of the government and the
 

noteworthy characteristics of management style and operations. 
 Me first
 

section outlines the major components of the goverment with 
brief comments on
 
the functions and responsibilities of each part. 
 Te next sectlon highlights 

certain frequently encountered patterna of administrative practice. These
 

latter observations 
are coucbed in general terms because of the great 

disparities that exist among the ministries !n terms of personnel and style of 

operatic,.
 

Sources of information for these sections include the .instry of Plannlng'a 

Evaluation of the Three-Year Develoomenr Programme, 1979--1, the SD/FAO report 
Comoendium of Agricultural Develooment Projects in Somalia (October, 1983), The 
World Bank report, Somalia PolicyMeasures for .ehabilltation and Growth (May,
 

1983), and interviews 
with numerous officials. The purpose of this descriptive 

assessment is to depict the institutional environment in which the civil service 

functions and to lay the foundation for the recommedacions on Craining 

contained later in this report. he chapter concludes wirh suggestions as to 

steps which should be taken to bring about lasting improvements in the 

efficiency and effectiveness of the public administration. 

4.Z The Structure of the Government
 

The government is composed of three main elements: the highest political 

authorities; an implementing level consisting of ministrIes, autonomous
 

agencies, and joint projects; and local government. The last has its own
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independent iLncitutions but is also an extension of the central goverment. 

Highest PLitlical Authorities. Supreme authority is vested in the 

Secretary-General of the Somali levolutionmary Socialist Parry, the President of 

the RKpubic, the Office of the President, and the Peoples' Assembly. These
 

institucious are linked together through interloc-king memberships. Chart 4.1
 

provides a schematic of the membershlps of and relationships among the central 

government agencies.
 

The Presidenc is Chairman of the Council of 4.nsters, Chairman of the 

National Defense Council, Commander-in CLief of the Armed Forces, 

Secrecary-Ceneral of the Somali Revolutionary Socialist Party, and Chairman of 

its Political Bureau. Two Vice-Presidents sit as members of th,jse various 

councils and together with -he PL...dent preside over the Offi:e of the 

President. The components of the Of"ice of the ?resident and the size of their 

staffs as reported in the 1983 pu'Lic sector manpower survey are as follows: 

Ministry of Presidency 69 

National Purchasing Commit ee 21 

State Attorney Geaneral 26 

Magistrate of Accounts 172 

Directorate of Administration 184 

National Security Court 50 

Ecomoolc Committee 13 

Secretariate of Council of 

MinListers 10 

Total Staff 545
 

These offices provide legal advice, study and make recommendations on policy 

issues, and maintain organizational and fiscal control over the rest of the 

government. The Magistrat6 of Accounts has registration and auditing functions 
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CIIARI 4.1 
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similar to thoase of the courts or account in France and Italy. Me 

organizational arrangement of the office of the President is depicted in Chart 

4.2. 

Six of the one hundred seventy-seven member Peoples' Assembly are appointed 

by the President. he remainder are elected by public ballot from a list 

proposed by the Central. Committee of the Party. The ?eoples' Assembly is 

charged with the respomsebiliry to debate and act upon all prepared laws and 

budgets. Bec;usu the Assembly is restricted to brief semi-annual relsions, Lhe 

major share of its responsibility is delegated to its standing committees on 

political affairs, social affairs, legal affairs, economic measures, and defense 

and national security. 

The Council of Muisters, chaired by the President, is composed of 

approximately 48 inisters and Vice-4Inist~rs appointed by the ?resident to 

direct the 24 ministries (and the autonomous agencies attached to them). The
 

Council meets frequently to consider and vote un measures presented to them
 

including policy statements and draft legislation. 

The Administrative Units. Policies are implemented and laws executed by the 

23 civilian uaiistries whiLch (togetcber with the Office of the President and the 

,inistry of Defense) comprise the "central government." :a addition, over sixty 

"autonomous agencies" operate as 
parastatal or relatively independent public
 

enterprises under the auspicies of specific mir., rties.
 

Ministries are responsible for studying problems -n a particular functional 

area, preparing pl.ans, developing draft Laws and decrees, carrying out or 

supervising approved and funded projects, and executing the laws and decrees 

promulgated by higher authorities. Legislatiom specifies the area of
 

responsibility of each ministry and, with few exceptions, names subordinate 

organizations within the ministry and lists the functions and responsibilities 
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cItArT 4.2 
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of each department, service, and section. If the basic enabling legislation 

does nnt do so, complementary legislation typically lists, by title and number, 

the positions established in each section of the ministry and the salary srade 

allocated to cach such post. 

The internal structure of the ministriei follows a common pattern. At the 

top are the minister and, usually a Vice-Minister, both of whom are appointed 

directly by the President. It is common for such senior staff to have held 

ministerial posts in several different ministries. The movement of a minister 

from one ministry to another often has been followed by the transfer of a number 

of civil servants in whom the minister has special confidence. Ministezs 

Constitute the main link between the individual ministry and the higher 

political authorities. Some have expertise in the field uf the miaistry's 

responsibilities but this is not a primary criteria for appointment. Some are 

actively involved in managing the admiListrative affairs of the ministry while 

others concentrate on its external relations and devolve primary management
 

responsibility to the director-general. 

The size of the ministries varies greatly as is iudicaced in the following 

table:
 

Workforce in Ministry Number of Ministries 

150 or fewer 5 
151 -o 300 7 
301 to 1000 3 
over 1000 8 

The smallest ministry is the recently (1983) created Mnistry of Jubba 

Valley Development with only 53 employees. The largest is the Miistry of 

Education with over 22,000. The latter ministry includes the full corps of 

public school teachers in addition to its central and regional adminstrative,
 

clerical, and support staff.
 

Ministries ace subdivided into departments, generally from four to eight, 
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and the departmants are divided into services and sections. Orgaizational 

charts for all mioLatriea, developed from the legislation creating the ministry 

or from information suppLied by ministry officials, ae included in the Appendix 

Two. Many of the services and sections shown on the charts are not yet staffed;
 

this is especially so In the smaller ministries. Cartain of .he departnents 

have such small staffs that there is no supervisory level below that of the 

department head. Canges in departmental and subdepartmental organization 

structure occur frequently and iifornally in response to changes in staffing 

levels and the assignment of altered responibilities. 

All but a few of the ministries have some portion of their workforce 

stationed outside the Mogadishu area. Eight ministries have over 50 percent of 

tnelr employees in regional, district, or other field offices. These are the 

ministries of Education, Health, Justice and Mligiuuo Affairs, Livestock, Range 

and Forestry, Local Government and Rural Development, Marine Transport, Poets 

and Telecomunications, and Public Works. 

Each ministry, no matter how small its vorkforce, has its own administrative 

Support sections, its own building, and a complement of vehicles And other 

equipment. Geographic dispersal of the administration throughout the area of 

the capital city complicates comunication and coordination among them. Lines 

of jurisdiction between many of the ministries are unclear, and there someis 

quite obvious duplication of efforts. Four ministries, for example, have a
 

significant responsibility for water resource development; two are concerned 

with transportation; four with major aspects of the rural economy. A number of 

minis ries makn decisions upon a common body of data or serve a common 

clientele. The large size of The Council of Ministers restricts its ability to 

serve as an effective consultative, policy review, and coordinative institution. 

The government has long been aware of the problem caused by the subdivision 
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of the administration into so many different ministries. Difficulties in 

coordination and the dilution of scarce managerial talent are obvious. Within 

the last year an interministerial committee has made an extensive study of this 

issue. Aspects of their report are being considered by appropriate authorities
 

but no detail or decisions havn been announced.
 

Some consolidation of minlatries would appear to be desirable. Reduction in 

the number would yield some economies of scale, improvements In coordination, 

and in a more efficient utilization of buildings, equipment, transport, and 

above all, of scarce managerial and technical personnel. However, there are 

offsetting disadvantages. .iisterial status does give a particular area of
 

activity a higher visibilJ.ty and prominence. Smaller ministries are likely to 

be somewhat eajier 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 consolidaciot as some 

have suggested, namely to only twelve civilian ministries, would be v'.visable.
 

Comblning ministri's is a more difficult enterprise than sabdividing them, and a 

gradual process of consolidat on over a five year period would provide better
 

results in terms of more effective administration and cost saving than would 

more precipitous action.
 

In each ministry, the key managerial position is ",hat of the 

director-general, also appointed by the President, and, typically, a career 

civil servant of long experience and respected expertise in the subject area for 

which the ministry is responsible. Many of the current directors-general have 

been appointed to serve in an "acting" capacity and have aot been promoted to 

the salary grade established for such positions.
 

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 a.. departments report directly to the director general and because so
 

few decisions are finalized at the department level without at least review by 

the director-general, the individual serving in this role is seriously 

overburdened. In addition to his normal responsibilities, ministry
 

directors-general also often play 
a lead role in dealing with political
 

authorities and foreign donor organizations. The present system creates a
 
serious decision-making bottleneck which even the most 
 competent and industrious
 

individual cannot ame-liolate. 

A director-general's responsibilities include oversight of the preparation 
and presentation of the proposed budget. 
 They personally must approve documents
 

authorizing expenditures and personnel actions, and, indeed, must sign almost
 

every official document or communication issued by the ministry. The 

director-general also chairs miniscr-i'sthe management-worker committee which 

has a voice in personnel actions and, frequently, other aduiiistrative matters
 

as well. 

A director-general's personal staff assistance normally consists of only a 
secretary, three messengers, and driver. thisa Within constraint, his personal 

management style, vigor, and administrative eifectivene.s will set the cone for
 

the ministry and have a major Impact on the ministry's accomplishments. 

A representative of the Somalia ?evolutionary Socialist Party is stationed
 

'a each ministry and autonomous agency. 
This official constitutes the direct 

link between the ministry and the parcy bureaucracy and participates in the 

formation of many ministerial decisions, especially in regard to personnel. 
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Autonomous Agencies. A large number of administrative units (know 

generically as 'autonomous agencies") have been created by legislation or
 

decree and attached to one or another of the ministries. These agencies report 

generally to the minister or vice-minister and not to the director-general. 

Except in those which are educational institutions, the admaincrative head of 

each agency is know as its "genera. -anager. As noted in the previous chapter, 

Legislation enacted in the early 1970s was designed to place the employeees of 

the autonomous agencies under the same personnel system, especially with respect 

to pensions, terms and conditions of employment, and salaries, as the staffs of 

the ministries. However, over the intervening years various decrees and 

legislation have significantly altered the status of the employees of the 

autonomous agencies. 

A definitive list of autonomous agencies does not exist because the 

is and are not alwaysdefinition of that status variable certaJ.n entities 

entities usually described as "autonomous" hasincluded. A composite list of 61 

been prepared from the list of those that responded to the public sector 

manpower survey of 1983 plus others naued by various ministerial officials (see 

Appendix Four). The 47 whi-h responded to the manpower survey listed a total of 

18,500 employees.
 

Conceptually, the autonomous agencies can be classified within four
 

The term derives from the Italian azlendu auronome, (literally
 

independent businesses) which in Italy designates the goverament's
 

wholly owned and managed business enterprises but not those 

enterprises, organized under the general corporation law, in wnich the 

government io a stock-holder. 
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different categories. Adequate information is nor available in all cases 
to 

permit the asaignment to one or another of the categories. One group of them 

consists of certain non-revenue producing service delivery agencies such as the 

National University of Somalia, the ,ational Arademy of Sciences and the Arts, 

and the Soami Insititute for Development Administracon and Maaagement. These 

agencies night rightfully be considered as components of the central government 

and their personnel have been included in the staif 
table contained in the
 

previous chapter of this report.
 

A second group of autonomous agencies are otherwise known as "joint
 

projects" or "Joint ventures" because they operate subject 
to agreements between 

the government and a donor financing organization or private company. 

Representatives of the donor or private company normally share in the management 

of the agency to the extent provided for in the project agreement. The
 

Somali-Hellen.ic Shipping Lines and Somali Airlines are two examples of this form 

of autonomous agency.
 

A third category consists of manufacturing and processing establishments 

also know as "factories." A number of these 
were private enterprises 

nationalized after the Revolution of 19659. Others have been established more 

recently in order to increase export earnings or to reduce requirements for
 

imported goods. Fxamples include the Jowhar Sugar Factory, the .Kismayo Naat 

Factory, the .lum inum Utensil Factory, and the Fertilizer Plant (now under 

construction).
 

A fourth category consists of financial institutions and trading companies 

created for the purpore of impoiting and distributing essential goods such as 

nedicines (ASPLNA) or of purchasing and exporting such products as hides (Hides 

and SkIn Trading Agency). Some of these are monopolies while others Must 

compete with private entrepreneurs handling the same items. The status of the 
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12 hotels owned by the government is ambiguous. =ey are listed by the .tinistry 

of Finance as autonomous agencies but are managed by the Ministry of Tourism and 

Hotels as though they were an integral part of the ministry. 

Both the third and fourth categories of autonomous agencies were expected to 

be sclf-sustaining from the revenues derived from the sales of products or 

services. Some of the financial institutious and trading companies have 

substantial profits, a considerable portion of which accrues to the national 

treasury. Others collect considerable sums as excise taxes on their sales but 

do not yield a net profit on operations. .any do not have revenues sufficient 

to cover their annual direct recurrent costs. According to the World Bank 

document Somalia Policy Measures for Rehabilitation and Growth (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 iLace since 1977. In 

the recent past many of the agencies have found it difficult to break even 

because of the inability to obtain adequate supplies of either local or imported 

raw materials and because output prices have sometimes been set by legislation 

at artificially low levels. Other handicaps include such constraints as 

obsolete and poorly maintained equipment, lack of skilled workmen, and the 

employment of excessive numbers of poorly trained and relatively unproductive 

workers. An example of the problem is the banana packing plant. It employs 250 

workers but is operating only 4 days a month for lack of fruit and market 

demand. The Jowhar Sugar Factory has not operated for seven months while 

undergoing renovation, but even after this work is completed, the supplies of
 

cane available to it will not be enough to allow it to operate at more than a 

fraction of its productive capacity. 

At present the future status of the manufacturing and trading enterprises 

remains uncertain. In January the Council of M.nisters considered and approved 
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in principle a proposal that factories attached to the Mii stry of Industry be 

permitted to place their employees under the General 
.abour Code (law 63 of
 

1972). This would permit determinatim, of salaries and terms and conditions of 

employment through collective bargaining contracts rather than by the civil
 

service Law. This legislation, which would 
 be expected to facilitate the
 
recruitment and retention of 
skilled workers and the termination of those found 

to be redundant, has not vet been enacted. There have been proposals hat
 

additional auroanmou,-
 agencies uaner mimnstries ocher than the Ministry of
 

Industry be included in the legislation. There have also been 
 suggestions to
 

the government that subsidies from 
the treasury to revenue. proaucing agencies be 

sharply reduced or terminated. This might require some enterprises to be sold, 

transformed into cooperatives to be 
turned over to their employees, or simply
 

liquidated. Several unprofitable enterprises 
have already been discontinued. 

Any of these proposed actions would relieve the government of a costly
 

responsibility for subsidizing and managing non-economic activities. The
 

decisions made will have a major determinant effect on the Zovernmenc's fiscal
 

conditio. and on its overall administrative efficiency.
 

Local Government. The Ministry of Local Government and Rural Development 

supervises all local governments excepc the nunicipallty of Mogadishu. The 

latter is directly under the Office of the President. The country is divided 

into 16 regions which are in turn subdivided into 84 districts, each of which
 

ma7 have one or more towns or villages vithn Its borders. Local governments 

currently employ be-ween elven and twelve thousand people of whom 3,200 are 

employed by the Municipality of Mogadishu which has the functions of both a
 

regional and a district government. 
 Figure 4-3 indicates the organizational
 

structure of the Ministry of Local Government and Rural Affairs and its
 

subordinate and cooperating agencies.
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Regional governments are headed by a Governor appointed by thie President. 

The Governor is simultaneously Chairman of the Regional Development Council and 

head of the Ragional Pare7 Committee. As regional executive he is tesponsible 

to the MLGaD for administrative matters but he also is subject to direction .-nm 

the Party organization. in addition to the Chairman, the Regional Development 

Council consists of the Governor's political and administrative assistants, 

regional representatives of the ministries of Public Works, Agriculture, 

Education, Health, Mineral and Water Mesources, and Livestock, Forestry, and 

Range, local commanders of the armed forces, heads of social organizations, 

district commissioners, chairmen of the district Peoples' Assemblies, and 

district executive officers. 

The Council meets quarterly. In the interval between meetings its powers 

are exercised by the Governor and his two assistants, who forms its Executive 

Committee. Their acts must laer be ratified by the Council. The Council must 

app:Jove district tax levies and expenditures and prepare a budget which becomes 

effective after approval by the X.LGaD and the inistry of Fi:ance. Its own 

funds com from central government subventions and contributions from the 

districts witnin the region. Regional governments monitor, through the Governor 

and his assistants, the implementation of all development projects, both those 

financed locally and those funded by transfers from the central government. 

In each district there is a .oples' Assembly of 13 to Z1 members depeuding 

on the size and importance of the district. Members are elected by the people 

after nomination by the Party. Me Party also nominates tho Chair-an of the 

Assembly who is then elected by its members. !n each district there is an 

Executive Cfficer appointed by the Minscer of the ,LERD. His role is that of 

advisor to the Assembly and as supervisor of local admniistration, but he is 

inferior in power and statue to the District Secretary of the District Party 
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Committee. 

ZUn1984 the total budgets of regional and district governments amounted to 

just under 450 million shilling of which approximately 18 percent was for 

salaries and wages. !he formal status of employees who work in local government 

is ambiguous for they are subject to the general civil service law of 1980 in 

soe matters and in others to decree So. 4 of 1972 which resulted in the 

transfer of the central government field employees to regional and district 

governments. Local employees may be transferred between districts and regions 

and between them and the headquarters of the ,LGR.D but such tranfers are rare. 

4.3 General Characteristics of Organization and Yanagement 

This section of the report examines certain aspects of governmental
 

structure and funcioning appear be of greatest
whLich to significance. The
 

generalizations set forth have 
 been drawn from other studies and reports and 

from i-formation and judgements expressed by persons interviewed for this
 

study. The following section contains suggested changes 
which are believed to 

offer sIgnificac possibillties for improvements in operational efficiency. 

Shortccniags in YMaagement and Suvervision. ,any reports, both formal and 

informal, have noted the lack of sufficient numbers of skilled and effective 

managers. he situation has been aggravated by the fact that experienced and 

competent managers have resigned, retired, or emigrated a more rapid -aceat 

than they have been replaced during a period when government f'unctions and 

;torkforre have expanded. 
 Delayed government impl antation, low employee 

productivity, and the failure to achieve planned goals are indications of a less
 

than fully effective management system. 

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

set have nor been realistic in terms of fiscal shortages and the scarcity of 

4-L5
 



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 tine engaged in activities that should be left to 

subordinates; d) resources are not allocated among activities in line with the 

stated priorities; and e) the "nix" of resources is not appropriately balanced. 

Supervisory shortcomings are revealed in the fact chat: a) subordinates 

sometimes do act follow instructions or perform all of the tasks assigned to 

them; b) supervicors do not give enough time and attention 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 them 

when they fall to act cortectly and efficiently. Me extent to which these 

indications of inadequate manAgment and supervision exist variei, of course, 

with the ministry and within them with the personal abilities and energies of 

persons occ:ipying managerial and supe-visory positions.
 

There are good reasono why management and supervision are not as effective 

as might be desired. Management is a sophisticated technolo.gy. Its methods 

must be learned especially by observation of skilled practitioners and with 

opportunities for practice and self-evaluation. Learning opportuaities ave aot 

been extensive for the 50 to 60 primary managers !a the central government. 

They have been even less ample for the 150 to -50 secodary-level managers and 

supervisors. Many of these latter are relatively young and inexperienced. 

Because of the rapid expansic. of the government over the past fifteen years and 

the departure of morn experienced officials, many of these secondary 

suborganizational heads and supervisors have been given significant ma.ager-al 

resposibilities prematurely. They have not had time to acquire the knowledge, 

skills, and self-confidence necessary to operate consistently as effective 

managers and supervisors. 
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The fact that sn many and such diverse responsibilities are placed upon
 

primary managers is a major ope-aricnal constraint. Tb-ase officials are, for
 

the most part, the 
aatio's "policy elite." They are the technocrats to whom 

the government turns for dlscussion of critical issues. They are asked to
 

develop plans, prepare and analyze legislation, negotiate with donors, and
 

resolve crises. 
They must do all these things without, in many cases,
 

appropriately educated suppor:Ing staffs and in 
a work environment in which many
 

persons can akedemands upon their t.Le ant attention. Moreover, statutes and
 

administrative tradition dictate that they must w-ke many andsmall decisions 

personally sign a large number of documents; they are not likely to have time to 

evaluate each activity or decision fully. The fact that managers and 

supervisors obtain most of their ILformat-on verbally and comunicate their 

decisions co others in the same places further limitsmanner upon their capacity 

to delegate and to monitor their own 
 mrk effectively.
 

Successful management demands highly d:eveloped skiLl. in the assimilation 

and manipulation of data, in the analysis of complex consideratons in terms of 

their component elements, in drawing logical inferences, and in laying out 

courses or sequences of action. Considering how l.ttle formal preparation in
 

chese skills is provided to 3overnment personnel, an-agement is often better 

than might be expected. Subsequent recommendations for itrengthenLing management 

and for the tralaing of both managers and supervisors should, if adopted, lead 

to significant improvements. 3tic it should be acknowledged that the process of 

improving the of and isoverall quality management supervision bound to be slow 

and must be substained over a period of many years. The maintenance of
 

managment quality, once achieved, becomes a recur'enr obligation of the public
 

service.
 

Highly CentralizedAuthority. Delegation of authority to take any kind of 
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formal action below the level of a director-general appears to be rare. As 

noted above, routine documents must go to a director-general, minister, or even 

to the Office of the president for approval. Such requirements for h gh-level 

signatures reflects a vestige of the highly-centralized coloalal tradition and, 

in many instances, the perceived scarcity of trained and experienced staff at 

lower levels. 

The absence of delegation substantially slows down all kinds of 

administrative action and wastes the time of senior officials that might bectEr 

be spent in plannir4, policy-m-aking, and the manugemenc of resources. It also 

frequently results in the loss of effective control. eriodic monitoring or 

chetking upon the exercises of delegated authority by a subordinate is likely to 

result in much better decision-making and operational control than exi s 

without delegation. M.nagers and spervisors at every level need intensive 

training in the art of delegation and in th-i application of technologies which 

permit control and accountability through onitoring and sampliag. 

Shortcomings : Lmlementation. aosely related to the shortcomings -a 

management and supervision j it identified are the common failures in 

implementation. The 4inistry of Pl r- nag's Mid-Term Review of the National Plan 

cites frequent instances in which planned accomplisnments were not realized
 

because of difficulties in implementtion. 

The constraints 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 is the excessive optimism inherent 

in most project plannin activities. A third important factor is the high 

degree of uneertainty that attaches to any forecast of future conditions because 

of tbt high degree of variability in the aggregate Somali economic performance. 

Finally, there is often a failure to oordinace project activities (especially 
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when assistance for the p'oject is derived from separate donor agencies) with 
the result that the implementation plans of the individual projects fail to cake 

into account the competing if not mutuaLly exclusive demands on financial ann 

human resources.
 

A sustained attention to detail, careful analysis 
of needs, and the creation 
of forward-looking plans of action to meet possible contitgencies are not 

characteristic modes of behavior. 
There appears to be J'sufficienc emphasis
 

upon the accomplishment of desired practical ends. 
 Too often plane have been
 

made and targets set without sufficient consideration of the resources required
 
and of the practical steps which must be taken, usually in ordered sequence, Co 
achieve the desired results. 
Often the degree of program implementatlou has
 

been measured by the amount of money spent rather than by tangible
 

accomplishments.
 

There is 
no quick and easy solution to 
the problem of implementation.
 

.anagerial and supervisor trainng shoUid be helpful in alerting officials to
 

the aecessity of including this element 
 in their plans aud of constantly
 

monitoring tha of
.ourse implementation so that appropriate actions can be taken 
If impleentation is faltering. Progress on this front is bound to be slow. it 
would be helpful if ministries emphasized to theall employees desirability and 
aecesrv'7 of achieving practical, concrete 3oals. It would be useful as well to 
arress the importance which the work of services, sections, and individuals has 

for the attainment of the goals of the organization and the welfare of the 

populatiou. 

Goals and Plans xceed Resources. Throughout the governmeac there are 
repeated instances in which mimistries are being asked to do too much with too 
little. There are great disparities between the activities and responsibilities 

assigned to organizationaI units and the resources available for them. 
Certain
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sections and services (with goaLs defined in legislacion) have nevwr been 

staffed because of the lack of human and financial resources. The staffing of 

one section in the .inistry of Fisheries, for example, consists of but two 

professionals and four subordinates, but the list of its responsibilities in the 

authorizing legislation would require a minimum of thirty personnel.
 

This lack of congruity between means and ends has many causes. One is the 

natural desire to meet social and economic goals regardless of practical 

constraints. Goals are set without an adequate appreciation of present and 

future resources. hinistry staffs may lack the technical skills required to 

calculate the true long-term and recurrent costs of desired programs. Ln any 

society, it is both politically and psychologically difficult to reject or defer 

obviously desired goals solely because the necessary resources are not currently 

availahle. 

The desire to utilize external assistance from donors has lead in certain 

instances to comitments for recurrent costs wnich the government realistically 

could nct be expected to sustain. Budget formulation, it seems, has been 

concerned primarily wi:h fiscal matters and initial investnenc costs and not 

with the availability of other resources (suc.h as personnel with the requlIsLte 

technical and managerial skills) required to maintain a project or program once 

it is instituted. 

Much of the perceived difficulty in matching means and ends appears to 

result from the exclusion of -"'get considerations In the formulation of 

legislation defining ministerial responsibilities. This has resulted in a lack 

of coordination between planners who set program priorities and those who 

prepare and review the budgets of the miistries. The World Bank report, 

Somalia Policy Measures for Rehabilitation and Growth notes: %L variety of 

measures should be undertaken to strengthen the government's planning investment 
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program and budgeting procedures and otherwise co increase the efficiency of 

resource aLlocation." Ce alternative would be to consolidate the planning 

staff of the M-inistry of National Planning and the Budget Department of CL, 

Miistry of Finance so as to produce a corps of personnel that is skilled in the 

aualysis of priorities and car match the scale of investments and operations to 

realistic forecasts of human and financial resources.
 

The formulacton of recommendations as to how the budgeting process should be 

improved, or even where a combined budgec-planning staff should be located 

organizatio lly, is beyond the scope of this study. The problem identified 

here is, however, worthy of serious cunsideration and it might prove necessary 

to conduct a special study of financial planning, budgdering, and expenditure 

controls. 

It does not require financial management expertise, however, to conclude 

that over time the budget and planning staffs, both centrally and in the 

ministries, 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 planLing. The budget-planning staff should be required to spend more 

time in the ministries whose budgets they are in charge of reviewing. The staff 

should also be charged with responsibility for evaluating the consequences and 

accomplishments of programmes and they should receive appropriate training to 

enable them to fulfil this responsibill 7 . In the formulation of the budget, 

human as well as financial resources should be taken into consideration for
 

administrative and technical skills are among the nation's scarcest resources. 

The human resources should be budgeted and alocated 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 desirable,
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(albeit inessential) activities are undertaken, the desirable and essential
 

activities will suffer. 

Reac.ive .Rather than Proactive Administracion. The administrative tradition 

inherited from the colonial experiences was essentia.ly ractive. That is, 

adminitatiou was expected to wait until demands were uade upon it, and then, in 

a sei-judicial manner, determine whether the demand was in proper form, 

contained the Information 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 unmet nearly 

all needs which require positive action and initiative on the part of the 

individual mnstries. 

Since 1969 the government has endeavored to move from this reactive pattern
 

to one in which administration is charged with the determination of needs, the 

planni . and formulation of programs, and the initiation of actions to meet 

needs. Agriculture extension services, development of water resources, primary
 

health care provision, and promotion of fishing are all instances of positive 

actions taken by government &:omeet needs with which a reactive administrative 

style would not have dealt. But the reactive tradition fades slowly and it may 

be some time before such traditional functions as personnel management become 

proactive and designed to maximize employee satisfaction and productivity rather 

than the reactive application of policies and rules to specific situations and
 

reuqests, 

Consensual Decision-making. Despite the high degree of centralization of 

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

consultative disc4.sion. Committees and task forces examine issues and problems
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in free and open debate. Subordinates appear to have little hesitancy in
 

disagreeing with or in presenting unfavorable information to their superiors.
 

Those who fail to win others to tl;eir point of view seem to accept the group 

concensus gracefully and do not appear to harbour disappointment or resentment. 

This candor and openness in discussion, even among those of quite unequal
 

status, is an important administrative asset. It increases 
 t-ho probability that 

all relevant information will be considered. The views of those most familiar
 

with a particular mattar 
are readily taken into account. Subordinates do not 

fpl r-cat they are mere tools for policy implementation as they do in some
 

environments, 
 but that they are full participants ia the making of important
 

decisions. There is also likely to be more 
 coordination between organizational 

units than the "ormal adminisLrative structure provides for. Unfortunately, the 

legitimation of decisions remains a highJ centralized activity and this has the 

effect of offsetting some of the advantages of the consensual process.
 

Consen ual group decision-narking 
also has its own inherent drawbacks. 7t is
 

time-consuming and dissipates that 
scarcest of resources-the time of the 

skilled, professional managers. Because groups often meet without advance
 

preparation, participants many not bring with them all available information 

.elevant to the issue under examination. The decisions reached may be affected 

by hearsay or inaccurately remembered facts. 
The group's conceusus, when
 

reached, may subsequently be interpreted in varying -days by tho articipants. 

On tha whole, consensualodecisio 6has nor. positive than negative
 

consquences and the tyle should be preserved. Managers could, however, be 

trained to use committees 
and consultative discussions more effectively. Some
 

subordinates should receive concentrated training in preparing agendas and
 

position papers and in the recording of minutes.
 

Imoact of Donors. It would be difficult to overestimate the impact of donor
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assistance activities upon the administrative operatiot s of the central 

government. Aggregate donor funding accounted for U.S. $40 -.00 million -n 1983 

or approximately 25 percent of the Somali Cross Domestic Product. This 

extensive donor activity has teen accomplished by infusicn into Somalia of a 

large number of experts, consu.tants, evaluators, technical experts, and project 

support personnel. It is an accepted fact that these personnel have varied 

greatly in their area competence and in their sensititivity to local constraints 

and institutional procedures. .Nevertheless, in many ministries the expatriate 

staff play a significant role in the design of plans and operational procedures. 

Whatever the personal strengths and weaknesses of expatriate staffs, a major 

impact of the availabiltly of experts and donor assistance has been to fragment 

the use of the government's own resources. This has come about because of the 

lack of coordination anong donors in terms of project areas and the forms of 

project intervention. lso, donors have not in the past given adequate 

attention to the fiscal and managerial absurpcive capacity of the ministries for 

the recurrent project responsibilities once donor support ends.
 

4.4 Recommendations 

Two major sets of recommendations emerge from the foregoing analysis of the 

status of organization and management in the government. Ce has to do with he 

strengtheming of management and the other with the provision of a greater 

technical capaciry to introduce greater ratiouallty into the organizational 

structure and methods by which the administration carries out its 

responsibili ties. 

?ECOMENDATION 4.l. Four things can and should be done to strengthen 

anagement.
 

1. Provide more extensive training and particularly periodic refresher
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workshops and seminars for all who are appoinced to managerial positions. Ihis 

is covered in greater detail in the report's chapter dealing with the training 

needs.
 

2. Enlarge the managerial corps gradually by providing more than one
 

director general 
 in large ministries having a diversity of responsibilities.
 

This could be accomplished easily with 
existing staff if smaller ministries were 

consoLLdated. COe miniscry (Fisheries) now has two directors-seneral, one for 

adminisration and the other for operations. beThis should regarded as an 

organizational experiment and, if successful, could be copied more widely. In 

large ministries the designation of two or more directors-general would probably 

require the establishment of a superior ?osition such as Permanent Secretary or 

Executive Manger. 
This official's function would be to promote coordination
 

both within and among ministries and to assist political authorities in the 

analysis of important policy issues.
 

3. Directors-general would be more effective -anagers if all of them were 

provided with a staff assistant. The staff assistant should be a professional, 

and should have no other regular operating or supervisory responsibilities. 

Such assistance would expedite decisions, facilitate coordination within the 

ministry, maintain continuity when the director-general is absent, and, in 

general, free the time of the director-general for those activities and matters 

which the latter alone can handle. The assistant could also undertake special
 

assignments of the type nov commonly given to department directors. One result 

of the present system is that the directors' time and attention is taken away 

from their ovn management and supervisory responsibilities. Mhe staff assisranar 

position should be filled by someone with a baccalaureate level degree. 
 For a
 

recent university graduate a couple of years experience as an assistant to a
 

dixector-general could be the best possible training for a later assumption of a 
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technical or supervisory role in the ministry. Intelligence, versatility, 

discretion, and communication skills will be more important factors to be 

considered in making the selection of candidates for such assignments than the 

faculty or discipline in which the graduate earned the degree. 

4. Management could also be improved by making the annual plan a 

minagement tool. If departments and services were required to limit themselves
 

in their annual plan to what can be accomplished with the human and financial 

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 

statements of the duties, responsibilities, and goals, both qualitative and 

quantitat ive, of each service and deparment. 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, be 

updated periodically. 

With written job responsibility statements and realistic annual plans, 

managers could identify problem areas, take corrective action if accomplishments 

are not meeting expectations, and hold subordinates accountable for 

implementation of programs according to the plan. Meeting the goals set in 

plans and .ob statements could also be used to determine pay increases, bonuses, 

or promotions for meritorious performance. ritten statementas of 

responsibilities and authority would also facilitate the much aeeded delegations 

of responsibility. They could indicate precisely what subordinates could and 

could not do without recourse to higher authorities and also the standards which 

they should apply when exercisicg delegated authority.
 

RL.COM ENDATION 4.2. A high priority should be assigned to the creation of 

an organization and methods unit with a trained professional staff capable of 

studying organizational and adminisr'tcive problems throughout the government. 
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21e 1963 commission which planned the organizatlon of the public administration 

urged the creation of such an office. .No such unit was ever created. Instead 

the government has depended upon the advice of foreign consultants, few of whom
 

had been trained in what might broadly be caled management analysis or 

organizational engineering. 
Donor-provided advisors have typically been experts 

in a functional field such as aW icultur. , fisheries, vocational education, and 

the like. Neither their education nor their prior experience could have been 

expected to give them expertise in the diagnosis of administrative problems or
 

the ability to design and install improvements in systems and procedures to 

achieve greater efficiency and economy. SIDAM has from time to time provided
 

such consultative services but 
 the work usually was done by expatriates and
 

their studies typically have been limited in 
 scope and duration. 

Since the early 1930a 
mearly all developed countries have created such
 

organizational and administrative analysis units. Commonly, there is a central 

unit that serves the government as a whole and smaller units of like nature in 

each large ministry or department. Lf such a technical staff now existed, it
 

would be the appropriate agency to advise on such issues 
as consolidation of 

ministries, assignment of support personnel and equipment, and the design of aev
 

forms, records, and procedures.
 

There is a general consensus 
 that there should be a sustained effort to 

simplify forms, procedures, reports, and other paperwork systems in all of the 

ministries. Much of the government's manpover is now devoted to handling 

repetitive operations. A small but technically competent analytical staff could 

do much to make these operations simpler and less costly,
 

Illustrative of the kinds of procedures which should be looked at are those
 

which result in the appointment, transfer, or promotion of personnel, the 

handling of leaves of absence records, the purchase or issuance of equipment and
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supplies, the enrollment of participants in courses, the issuance of passports 

and visas, and the monthly paymeats of stipends to employees. Many of these 

operations are now unnecessarily complex and cumbersome. Forms often are nor 

well designed, prepared, or properly filed; frequently the forms are difficult 

to understand, fill out, and record. Unnecessary multiple copies are prepared 

and filed and approvals are required at much higher levels tzan the importance 

of the action merits. A smll but techrically competent analytical staff 

working with responsible mInsterial officials could do much to make these 

operations simpler, more expeditious and less costly. 

These changes in organization and managemenr are necessary to promote a
 

significant improvement in civil service operations. They are not, by 

themselves, sufficient to achieve this goal. The succeeding chapters -. ill deal 

with the issues of personnel management compensation, and training needs which 

are complimentary to the reforms recommended here.
 

4-28 



5.0 THE PERSONNEL YANAL'.LNT SYSTEM 

5.1 	 Introduction 

The 	activities which comprise the personnel management system of the civil
 

service can be divided for the 	purpose of examination and analysis into the 

folloving components:
 

1. 	 Determination of manpower needs;
 

2. 	 Recruitment and selection from among available candidates for 

appointment;
 

3. 	 Placement of appointees and employees in specific jobs (including
 

initial assignment, promotion, and transfer);
 

4. 	 The provision of a salary and other benefits in exchange for the
 

employee's services;
 

5. Instruction and on-the-job experiences that complement prior 

education and enable employees to perform assigned tasks more 

effectively or prepare them to carry out more difficult and
 

ccaplex duties; and 

6. 
 Definition and enforcement of employee duties and obligations.
 

Complementary to these six fundamental functions are otherrwo matters of 

concern. 
The first is the assignment of responsibility for the above activities
 

within the operational unit and among the ministerial or agency personnel units 

and 	the central personnel offices and finance authorities. The second is the
 

tact 	that each of the six activities involves the creation and maintenance of an 

efficient personnel information system. Filea and reports are needed so that 

future personnel decisions can be based upon information regarding the 

employee's characteristics and employment history. Statistical and other 

reports enable directors and 	other senior officials to monitor personnel 
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operations and to formulate general policies or to suggest changes in applicable 

legislation or procedures. 

This chapter provides a summary of the scope aud structure uf the civil 

service system and discusses the status of four of the six categories of 

activity listed above. The employee training and the compensation categories 

are discussed in subsequent chapters. Following the description of current 

practice, the major issues and problems requiring consideration and possible
 

action are presented
 

5.2 Scone and Structure of the Somali Civil Service
 

The term civil service refers to all non-uniformed employees, both permanent 

and temporary, of the central government including the judiciary, teachers, and
 

some clergy. The "central" government designation includes staff assigned to 

districts; in several ministries the district staffs comprise 50 percent or more 

of the total ministry staff. For example some 5,500 employees serving in local 

governments are classified as part of the Ministry of Local Government and Rural 

Development's "central' government staff. For 1984, the total number of central 

government staff as here defined is approximately 45,000. Police and the armed 

forces are not included as part of this definition 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 is inportant 

because the fiscal and other implications 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 No. 7 

of March 15, 1962. Subsequent modifications and additions were consolidated in 

the current civil service Lw No. 5 of 1980. A summary of its major provisions 
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is contained in Appendix Six.
 

The original law defined two divisional career ladders, one administrative 

and one technical. Classification series were added for Loiversity teachers 

(W) and for artists in 1975 and 1977 respectively. The original administrative
 

Ladder was into four separated 'divisions" A, B, C, and D in a mcLner
 

analogous to the civil services of the United Nations and a number 
 of European 

countries. For each division there is a minimum educational attainment. For 
assignment to division A, a university degree or its equivalenc was required; 

division B required graduation from a secondary school 
(12th grade); C required
 

completion of elementary school; and D required basic literacy. The current law 

maintains these minimum standards; a certification committee evaluates foreign 

degrees and technical education for equivalency to the specified minimum 

educational attainments. 

Originally there were fifteen pay grades which covered the four divisions 

with some overlap among the divisions. Divisions, although still numbered to 

fifteen separate grades, now cover only L3 different pay levels. Division A
 

contains grades I through 8, 
B grades 7 through 10, C contains grades 8 through 
I., and D grades 12 through 15. ?ay grades in divisions 3 and C have been 

modified so that 37 equates to A6, 38 and CS to A7, 39 
and C9 to AS. Prior to
 

Law No. 5, division D included grades Ll-14; in the current law these are 

numbered 12 to L5 but the pay levels have remained the same as those under the 

previous numbering. D12 under Law 5 is now the came as al. A review of the
 

actual pay assigned to subordinate staff on personnel rosters inpreparea 

individual ministries reveals inconsisteacy (and possible confusion) in the
 

designation of pay for these renumbered graden.
 

Positions are identified by job 
 itle and assigned to an appropriate grade
 

level. New positions and titles are allocated to grades by comp;ari
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educational qualifications and other requirements with those of previously 

allocated job titles. Remuneration consists of a basic pay for sac grade plus 

various allowances. Because grade levels overlap among the divisions, the 

higher grades in divisions 3 and C receive more in pay and alalowances than do 

the lower grades of A and B. Caart 5.1 presents a conparison of pay divisions
 

and grades across the various series and selected job titles. Chapter 6 deals 

with the remuneration issue in greater detail.
 

The technical series developed in Law 37, 1977, has been incorporated into 

Law no. 5, 1980. Howevper, interpretation, regulations, and implementation of 

Law No. 5 have failed to incorporate significaant features of the orgin.Ll 

technical and professional series. This series was designed to o=nplemer.L, 

build on, and improve the administrative lav by providing more equitable 

treatment for tec6-.ically skilled workers. Specifically, Law No. 5 defines 

broad levels of expertise within the skilled crafts division X), the technician 

division (F), and the professional division (AY). These definitions of 

expertise permit entry above the initial division grade on the basis of advanLed 

t:aining 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 mechanism has been 

developed. The levels of entry at the tecinicians level (F) are sketched 

briefly in the law and current efforts concentrate on developing precise
 

standards for implementation at this level in coordination with the X level. 

Little attention has been paid to development and implementaron 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 accomodate both advanced degrees (masters and 

doctorates) and extensive experience.
 

The most significant feature of the AY series is its failure to provide for 

increments-in-grade. Incremants were eliminated by presidential order in 1972. 

However, the application of the 1972 order to the t-.chnical series (developed in 

1977) has seriously harmed the incentive structure of the system. In the 

administrative se- es, the increments that ure eliminated by the 1972 decree 

were small, typically 10 to 30 shillings with 250 shilling increments at the A3 

level ;2. 2,100 shilling increments at the A2 level. However, the increments 

proposed for the technical series (which have never been instituted) are of at 

least 50 shillings and usually 100 shillings and within moat grades there are 

four increments. This system of increments-in-grade would permit increased 

remuneration within each level of expertise and at the professional level would 

allow advancement to a level of compensation equal to the highest available in 

the administrative series (and lower only than the WB-I (professor) level in the 

total pay scale]. 

Chart 5.2 presents a summary of occupations by actual assignment in a sample 

survey of six ministries (Fisheries, Information and .ational Guidance, Labour 

and Social Affairs, Sports and Youth, Tourism and Hotels, and Transport and 
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Civil Aviation). Mhe chart indicates a less than systematic pattern of 

assignment of occupations to divisions vita technical positions frequently 

assigned to the adminstrative series. The International Standard Classification 

of Occupations (ISCO), adopted by Somalia as a basis for its manpower 

statistics, outlines a clear and useful distinction between divisions A and A". 

The ISCO system permits adequate promotional and pay increase opportunities to 

technical erperts including bozh those with scarce medical, veterinarian, and 

agricultural skills and those with more common systems analysis, statistical, 

translation, personne)%, and information skills. 

5.3 Determination of ,1anuower Needs 

The specification of manpower requlirtmeni. Is both a budgetary aud a 

personnel anagement responsibility. On the personnel side -t involves 

determining how many employees, possessed of certain types of skills and 

qualifications, are needed to perform a given set of activities. To do this
 

similar tasks are grouped together, assigned a job title, and allocated to an 

appropriate level within the occupational 3rade structure. Estimates of average 

workloads may be used to calculate the number of persons who will be required 

for each job title. Such estimations are difficult to achieve and are am 

unreasonable expectation in an emerging civil service system. 

lasses of posts, and of 

zitles to the grade structure has been the responsibility of the Establishment 

Departmew; in the MInListry of Labour and Social Affairs. Positions are tirled, 

graded, and 'as blished" upon request by the ministry or agency concerned. 

Many titles such as -head of section," "driver,* "messenger," or "clerk-typis'" 

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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a particular ministry. 

The prevailing philosophy has been to "establish" positions to meet
 
auticipated needs as far as ten years into 
the futire. In this way, established 
posts will be available to bQ filled when required to meet amerging program
 
needs and as available funds permit 
 the addition of new employees. Thus, it is 
customary for a sidnificant number of 'established' positions to vacantbe at
 

any point in time.
 

the 1974 policy of guaranteeing public employment to secondary school and
 
univeraity graduates began 
 to place a severe strain on the 'establishment'
 
process in the 1980s. These candidates had to be appointed whether or 
 not
 
vacant posi 
 ;as existed. Lists. of positions were drawn up for mew
 
organizations in the traditional manner, 
 but the list of "established" posets in
 
some ministries 
has not been updated since 1976-77. Many appointments and, with 
the ellmination of increments, most promotions have occurred without there first 
having been established a vacant post to be filled. However, if ministries
 
notified the Es:abllshrent Department 
 that assigned graduates had accepted 
appointment, the I.(SA then would officially "establish" the posts that the 
graduates occupied. This process was In direct contradiction both to standard 
personnel practices and to the methodology of manpower forecasting. 

Determination of manpower requirements is also a part of the budget 
preparation and implementation process. 
Approval by the Presidency is required
 
before a position can be "established," but that approval does not guarantee, by 
itself, that funds will be available to permi: filling the position. It is not 
clear how much, f any, buagetairy analysis and evaluation is dome in the 
Midnistry of Finance before approval is given to the filling of a vacant 
established" post long asso total burigetary allotments are not exceeded.
 

Whatever the initial wisdom of a 
 personnel appointmenc, once an appointment 
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has been made the 4ivtscry of Finance considers the salary and allowances of the 

appointee as "fixed costs" and includes such costs in the annual budgeL and fund 

allocations. No ministry has reported the dismissal of any employee holding a 

regular appointment because of a subsequenc reduction in the budget or the 

inter-minmiterial reallocation of funds. Terminations of appointment because of 

the 	exhaustiou of funds do occur with the ;ompletion of development projects,
 

but appointments to such projects usually are temporary rather than permanent 

appointments to the regular civil service. 

5.4 	 Temorar; Staff 

Periodically, most governmental units find it necessary to employ temporary, 

part-time, or seasonal workers. These employees are used primarily in the
 

government ministries and agencies that relate to construction, agriculture, and 

other employment activities subject to variations in intensity. The civil 

service law permits the appointment of "temporaries" for periods of less than 90 

days provided that there are funds in the approved budgets adequate to finance 

the appointments. Such temporaries nay be employed without prior examination or 

testing and without regar! !o -re necessity of having pre-tasablished positions 

for 	the workers.
 

In recent years the number of temporary staff has grown at a very rapid
 

wage bill for temporary staff had increased , So. sh. 483.2 milllon, a sixteen 

rate. The total wage bill for temporary staff was So. sh. 26.4 million in 

1980. It increased 34.8 percent to So. sh. 35.6 million in 1982. By 1983 the 

-

fold increase. This was over 45% of the total wage bill exclusive of pension 

contribution. The manpower report of the fall of 1983 showed the employment of 

a total of 1,785 temporary employees, or 4Z percent of the cotal number of 

employees. 
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Prior to 1980 the temporary staff consisted primarily of lower-gade workers 

in the C, 0, and X divisions. Since 1980, however, it has become common to use 

temporary appointments as a way of avoiding the low wage ceiling imposed by the 

pay system for permanent civil service employees. Because temporary staff may 

be assigned pay outside the normal government pay levels, temporary appointments 

have been used to recruit workers who otherwise would not hava been wLlir.g to 

accept government employment.
 

The manpower survey of 1933 also asked ministries to give the year in which 

each staff member was first employed by the government. Dates before 1980 were 

given for a significant portion of currently employed temporaries. When the 

statutory limit of ninety days of service is reached, ministries often simply 

reappoint their temporary staff. 

5.5 Rec-ruitment and Selection 

Methods used to attract candidates and to select those to be granted 

appointment vary with the applicable division of the grade structure. Under 

existing law, those who have graduated from a university are entitled to
 

appointment in the public service at 
the A/AY level. Each year the National 

Cniversity supplies the names of all degree recipients from ten of its twelve 

faculties to the Ministry of Labour and Social Affairs (Education graduates are 

assigned to the Mnistry of Education and Political Science graduates directly 

to the Party). An intermlnisterial committee, chalred by the Minister of Labour 

and Social Affairs, then allocates the graduates to the various ministries and 

public enterprises in accordance with each agency's requests and the relevance 

of the graduate's field of study to the availabl,, positions. The MLSA tha.. 

notifies both the graduates and the agency to which they were assigned of its 

decisions; agencies are notified by circu.ar and students by lists posted in the 
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Ministry of Labour and Social Affairs. Because the committee takes several 

weeks to accomplish the assignment of university students to government 

agencies, students are compelled to stay in Mogadishu (without a subsidy of 

living expenses) from the date of their graduation until their assignment. 

However, when assigned, their dat. of appointment and the payment of their 

salary is made retroactive to the time of graduation. 

TABLE 5.1 

APPOINThM4T OF UNIVERSITY GRALDUATES TO GOVE.NMEW EMPLOYMENT 

Effective Dete Number of 

of Appointment Dte of Circular Graduates Assigned 

May 1, 1983 May 30, 1983 29 

Jan. 12, 1983 Feb. 2, 1983 . 

Jan. 1, 1983 N/A 84 

April 13, 1983 Apr. 25, 1983 10 

Aug. 1, 1982 Aug. 28, 1982 229 

Oct. 1, 1982 Dec. 2.3. 1982 44 

Nov. 1, ld N/A 92 

Dec. 1, 1982 Dec. 18, 1982 23 

Most faculties at the University follow the Italian pattern of administering 

an examination when a suitable number of graduates is prepared to take it. 

Therefore, there is no correspondence among the graduation dates from faculty to 

faculty. Table 5.1 indicates the aumber of graduates assigned by their 

effective date of appointment and date of notification for 1982 and 1983. Table 

5.2 shows the distribution of University graduates, by academic discipline, to 

the varioui ministries for the same two years. 
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The ability to absorb University graduates without exceeding staffing 

requirements varies among the ministries. Soma minlscries do not request many
 

university graduates because the salary obligations would exhaust budget funds
 

that are deemed to be more useful for other purposes. It appears that the
 

number of graduates from certair University faculties will soon exceed the 

ministries' capacity to absorb them in positions requiring those .articular 

more
specialities. It may be anticipated that future assignments will be in 

generic occupations rather than in subject area specialties. 

Other ministries complain that they do not receive as many capable graduates 

each year as they require. A major problem cited by graduates is that their 

interests, particular abilities, and desires are not taken into account when 

they are allocated to posts within the assigned ministries. As a result, very 

many graduates either do not report for work within the six mouth time period
 

allowed or 
after a brief period cease working in the ministry to which they have
 

beea assigned.
 

Numerous posts in the A division that normally require a 'iiversity degree 

have been filled by appointing or promoting persons having a secondary schooi. 

diploma plus some combination of training and experience. Senior officials 

express the opinion that persons with long experience and a aecondary school 

education often are more productive and capable employees than are the recent
 

University graduates.
 

Essentil!ly the same system of central assignment was used from 1971 to 

1983, the period of guaranteed gover-ment employment for secondary school
 

graduates. In 1981, the requirement ro provide governmeot employment to all
 

secondary school leavers resulted in the placement of 249 students. .ccording
 

to a Ministry of Labour and Social Affairs official, 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 number was much higher than the 

number of employeeu requested. 
Table 5.3 presents detail on the assignment 

pattern of secondary school ieavers in 1981 and 1982, the most recent years for
 

which data are available. 
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Another category of staff that are a~signed to governmnat agencies without 

regard to requiremenLa are personnel whose services no longer required byare 


the military. Some of these are 
 older personnel described as "pensioned;"
 

others 
are simply staff who for one reason or another have been claisified as
 

redundant by the military. 3etween 1976 and 1979, 1,144 such persons 
 were
 

transferred to the civilian civil service and between 1980 and 1982, 290
 

additional workers were transferred. The following table detalils t-e 

occupational divisons theseof transferees. 

Distribution by Occupational Division of Military Personnel 
Transferred to CivIl Service Agencies, 1976-1982 

Occuoa-conal Division 
B C D Chiaentified Total 

1976-79 92 232 412 134 274 1144 

1980-82 21 51 132 56 30 290 

Total 113 283 190
544 304 1434
 

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

These staff members continue to be paid the :.iaries that they received while in 

the miLitary service. For those transferred between 1976 and 1979 especially, 

their salaries and allowances appear to be siguificantly higher than those of 

equivalent workers in the civil service agencies.
 

Althoug, it is widely asserted that the 
 policy of universal employment of 

secondary school leavers has overz.-znded the civil service, it is hard to 

document this from staff rosters. The government has not attempted to document 

the extent to which either university graduates or secundary school graduates 

assigned to agencies have in fact remained in the assigned agency or on the 

government payroll in another agency. 

Since 1980 almost all of the increase in civil service employment has been 
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flvexa.U. staff increases in other ministzies do 

not appear excessive and do not reach the estimated needs outlined by the 

in the Ma.istvr a, Fd1cation. 

for tne Mi istry of National 

The effort to trace secondary school appoiaL-erts in se-Lected 

u&inistries in their staffl.g projecti.ons pzepared 

Planning. 

selected for analysis wereMinistries was in0.cated in Table 5.3. Miiatries 

those for whom staff rosters were available and which were small enough to 

permit the Liie--by-llne sctutiny necessary to identify whether given persona 

was indeed on the roster. This exercise highlignted the difficulty of acquiring 

and aggregating information from the personnel data available in the 

ministzies. The fol.lov.wng problems were encountered:
 

1. Letters azslglna students to ,.he nlistries are not uni.form from year 

to year in terms of incl',sioua (e.g. assignueats to the 3at~otal 

University) or in :Kie order in which students were listed. 

2. 	 'taff rosters do not use a uniform metbod of isting staff; soma are 

alphabetical., some work from highest di%isicn/grade to lowest, some 

organize by administrative ano structural units or by a central versus 

field dpsignaticu. :n alphabetz.ng, a non-standard Somali order is 

used. Since these rosters temri tn be prepared for submission for 

bt.dget purpotves a.standard order relative, tc budgetary needs would seeA 

to be required. 

3. 	 Many employment rosters lack ir identifying number, a date of vacry to 

service, or ocher clear ideucifier. Tere ate minor discrepancin: LA 

the way names are entered wtiich !au-e didficultles because of the 

s3ilarit-' among certain n.ames and tht. frequency of errors further 

complicates che diffi.ulty of identification. 

These are all prob)ems that will ieed to be addressed in order to imrarove record 

keeping and in.formariunal storage uethods and to allow for analysis of the 
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P"Sonnel system. 

While large numbers of secondary school graduates are alleged to have been 
asigned to the agencies without regard to need, it should be noted that tbo 
MLiis:vies also cite this educational level as one of critical shortage.
 

Agencies regvlarly 
 .how u~filled positicas at the executive (B) level (service 

and section head) and there remains a dramatic shortage of technicians (F). 

This inco,.istency may be explained in termn of the perception by senior
 
officials and 
 managers that secondary school graduates bave not beeu educated in 
a manner that akes them immediately useful within :he uork environmenc, While 
this probably Is true fcr all levels of educa.lon, less has been done in terms 
of training to compensate for the iadequecies at tha secudary level Lhan at
 
the university or elementary 
 level. Semi-skJleo traje and craft persons have 
well-developed charnels acquire and demonstrate competencyto and to entr the 
technician ranxs. University graduates receive formal on-the-job training and 

edueaciona.s opportunities to develop needed skill,.
 

With the elimination of the policy of 
guaranreed employneuc of secondary
 
School. graduates in 1983, candidaces for poset in the B/F 
 and C/X divisicns of
 

the ocupational 
grade structure currently are selected through copetitive
 

eLAinacionz administered 
by the Recruitment Board of the :inistry of Labour and 
Social Affairs. The Board's permanent members include a representative of tht 
.MSA, of the Worker's Union, of the Women's Democratic Association, an of the 
Youth Association. This 3oard has responsibility for all recruitment for civil
 
service employment in rhe country. if the examination is being held only for a 

pariLular mistry, a re =esntative of that ministry is included on the 
examining board. All examinations are advertised in the official newspaper, 

Xiddigta Ickroobar, and via radio announcements. Such advertisements identify 

the lobs to be filled, the minimum qualifications required, the date of the 
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exAminaton., and the closing date for applicatious. Table 5.4 showe the number 

of candidates tested and placed by recruitment boards from 1978-1782. 
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Since a supply of employable persons with the talents and skills desired 

often is not available, these examinations may aot discriminate effectively 

among th3 comparative levels of competence of the applicants. Under these 

ci:cumstances, examin.tions caa only test for such general factors as literacy 

and numeracy, basic intelligence, and personal interest. 

The government has an inherent interest in id&tifying as many qualified 

candidate3 as possible for gainful employment. Where all conditions are 

favorable, RecruLmenc ioard examinations can function efficiently. For 

exAimple, in early 1984 the Soma. Central Bank sought L5 new cashiers. Ln 

scheduled, and advertised acooperation with zhe Board, the Bank developed, 


written qualilyi g examination. Of 459 applicants, 50 passed the qualifying
 

people by an interview process conductedzamin.ativa. These 50 were ranked oral 

by Bank officia.1a in the preserce of Fecrulntment Board representatives. Te top 

15 candidates were hired on a probationary basis. The list of those who passed 

the examination but were not selected for appointment has been used to fill 

the Central Bank as
subsequently vacated or newly created cashier positions at 

well as positions at the Commercial Bauk. 

5.6 Placement, Promotion, and Transfer 

Uhen a 3roup of people with the same formal. qualifications are appointed to 

a minitr.y, they tend to be randomly distributed to available positions among 

varloua departments. Some ministries evaluate new recruits following an Initial 

work period and reassign them to positions for which their skills appear most 

appropriate. There is, however, no uniform practice of re'iew and reassignment; 

the effort expended to match people to positions varies greatly from minist-y to 

miniscry, depending on the management style of each director-general. There are 

a considerable number of instances -dhere individuals who have received 
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specialized training are assigned to positions which do not make use of that 

crainlng. 

Promotions can oCcur in either of two crcumatances: when there is a
 
vacancy in an post at
established higher gradea 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 prioz educational qualifications, subsequently
 

acquires a higher level qualification by further schooling. Because the pay
 
grades of the divisions overlap, this 
change of category may not carry a pay 

grade increase. It is, however, advantageous to the employee since it creates
 
the possibility of future promotions to the higher divisions. 

Under ciA.l service law employees are not eligible for promotion until they 

have served three years in a particular grade. But this period may he shortened 
in cases of 'special merit.*- any employees complain chat neither good work nor 

participation in in-service training programs appears to increase the 

probability of their promoclon. :here is no government policy on promotion that
 

is clearly or uniformly applied. Some agencies appear to be fairly liberal with 
promotions, giving them almost automatically to all who have served three years 

in-grade and have performed satisfactorily. 
Other agencies have apparently not
 

been apprised that promotions currently are being processed and therefore fail 
to request them and thus inadvertently penalize deserving employees. Still 
other agencies do not have sufficient budgetary funds to pay for promotions and 

thus avoid granting them. 

Promotions have been banned periodlca.ly over the past decade because of 

general fiscal restraints. Statistics on the frequency of promotions have not 
been collected routinely in the ministries or centrally. However, The ,Manpower
 

Division of tht Ministry of Labour and Social Affairs currently is compiling 

these statistics for 1983. 
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Promotions may be proposed and processed one at a tine, but typically 

ministries review personnel 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 differect levels of 

employees.
 

5.7 Separations
 

Data on the number and the reasons for separations from the civil service 

were not gathered until 1983. No ministry surveyed had calculated turnover 

rates although at least one had raw data on staff turnover. Beginning this 

year, data on separations will be incorporated in the Ministry of Labour and 

Social Affa..rs ongoing series of manpower surveys. Data tabulated so far show 

647 separations in 1983 based on this data the aggregate turnover rate is 

approximately 1.5 percent. 

Resignation is known to be the most common recsou for separation. The 

highest rate of resignations '.s among skilled craftsmen and technicians. Over 

the past five years every ministry has lost by resignation a significant portion 

of higher level professional, technical, and managerial personnel. Te most 

common explanation for such resignations has been that the persons concerned had 

opportunities to earn much higher incomes aither in Somalia or in other 

countries. Death is the second most frequent reason for the termination of 

employment. 

Resignations are not official until they go through the same legitimization 

process as appointments or promotions. As elsewhere in the world, there are no 

systematic exit interviews with those who resign. It seems apparent, 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 is 60 years 

for men and 55 for women, at -whLch time 
,ha retired official is entitled to a
 

pension based on final salary and length of service. Although retirement would 

reduce the size of the civil service and create promotion opportunities for 

younger employees, both desirable outcomes, civil servants who have difficult
7
 
living on their salaries are unwilling 
to accept even lower pensions. However, 

the government can anticipate chat over the next decade pension claims will
 

constitute a growing burden on the 
 country.'s financial resources, especially if 

the level of issalaries increased. 

5.8 Definition and Enforcement of Ebnlovee Duties 

The 1980 Civil Service Law contans several sections listing the duties and
 

obligations of civil 
servants. Among these are: 

a) to devote full time to 
their duties;
 

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

laws; 

c) to obey and respect superiors;
 

d) to look after public property;
 

e) to be punctual;
 

f) to preserve the confidentiality 
of official information. 

Punlshment is also provided for violations such as disloyalty to the state, 

requesting or accepting gifts, seeking to use official influen, a for one's own 

benefit or that of friends, misuse oi funds, or the commission of a crime.
 

Regulations explicitly prohibit 
 the holding of a second job or being engaged 

in business or professional activit 
es for gain. They also require in each
 

office the keeping of a daily time record on which employees are expected .o 

register their arrival and departure times. Uhexcused absence from work for 
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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 so. 

Formal disciplinary charges are sometimes brought but this is quite 

rare-usuaLly fewer than ha.Lf a dozen per ministry per year. Those charged are 

generally persons in the lowest levels of the grade structure. The employee 

facing discipline has the right to take part in an informal hearing by the 

ministr7's promtlon, reward, and discipline committee before the committee 

makes its recommendation to the director-general. The employee can appeal this
 

decision to a public Inquiry Committee in the .lmfistry of the Presidency for 

further review. Penalties range in seriousness from a fine equal to a few days 

pay to suspension and dismissal. 

The inadequacy of pay, the curtai ment of promotions, and the elimination of 

in-grade increments understandably have undermined employee motivation to 

perform well on the job. Absenteeism is hLigh and supervisory discipline is 

ineffective. Given the virtual lack of normal monetary rewards, it is 

surprising to find as many dedicated, efficieat, and hard-working civil servants 

as one does. 

In this otherwise inhospitable work environment there are ongoing efforts to 

recognize and reward employee service. All agencies have ac least one annual 

ceremony, usually in connection with Labour Day, May i, at which workers are 

cited for meritorious work. Selected employees receive cash nauses of several
 

hundred shillings or are awarded letters of commendation which are placed in 

their personnel files. 

TablL 5.5 shows a record of the disciplinary actions, promotions, rewards, 

transfers and other personnel actions compiled in the annual report of one 

ministerial personnel unit (Tourism and Hotels). Data from this ministry has 
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TABLE 5.5
 
HINISThY OF TOURISH AND IIOrELS: &KSONNELACTIUN3, 1983
 

Total Staff Central Staff 

Permantient Staff 
Total 
1077 

Hale 
682 

emule 
395 

Total 
140 

Hale 
94 

iLmnale 
46 

New 26 6 20 10 3 7 
Tranaferu from 4 2 2 1 1 0 
Transfers to 3 2 1 3 2 1 
Realgnatlona 80 50 4 6 5 1 
Fired 33* 31 4 6 5 1 
FIned 2 1 1 1 0 1 
Promorions 120** 84 36 58 37 21 
Oled 2 2 0 1 1 0 

.Accidents 2 1 1 1 0 1 
Seconded to 6 6 0 2 2 0 
Seconded from 10 3 7 2 1 1 
Good performance Award (caah) 8 7 7 3 3 
Good performance CerLficate 17 11 6 12 7 5 
Scholarahipa abroad 3 3 a 3 3 0 
Unitverslty training - 9 montli 15 6 9 2 2 0 
Foreign I:aves 2 1 1 1 0 1 
Sick .tave 4 0 4 3 0 3 

*33 from ii II Kalaab 

"flgheht In 10 yearu 

Source: 1983 Annual ReLport . Hinistry of Tourism and Hotels 
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been included for illustrative purposes only; no other ministry provided an 

annual report detailing such information. 

5.9 Organization for Personnel Administration 

Personnel actions are initiated by the director-general., by heads of 

departments, or by the workers' committee, but not generally by the ministerial 

personnel service. The role of the ministerial personnel service is reactive 

rather than purposeful. Itz functions are generally Limited to the preparation 

and forwarding of communications, the recording of documents sent or received, 

follow-up on matters peuding in the ministries of Labour and Social Affairs or 

of Finance, and the keeping of the personnel files.' The personnel unit rarely 

participates in decisions directed to the improvement of employee morale or tha
 

utilization of human resources.
 

The structure of min/.sterial personnel units varies depending on the size of 

the ministry and the iriportance attached to the personnel function. A few are 

departments, sometimes combined with training department3; more typically they 

are services in the Administration Department. Size can range from one employee 

exclusively occupied with personnel matters and files to over ten so occupied.
 

Personnel units sometimes 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 and work schedules of guards, cleaners, janitors 

and others engaged in similar support work. 

Among ministries surveyed, the senior offic.als of the personnel unirs had 

job ratings that ranged frm A-3 to C-9. Length of experience in personnel work 

for these individuals ranged up to 30 years. Some officials with B and C 

ratings had recent university graduates as subordinates, but both 5-9 and C-9 
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officials have salaries higher than these of entering graduates. Of the senior 

personnel officials interviewed, most had had at least a few weeks of formal 

training in personnel administration at SIDAM and several had had significant 

training including training abroad in Arab or other African countries.
 

Instruction has been in Somali, 
 Arabic, and Eglish. There is some question as 

to the b*nefits of such specialized training in English, a language wiLh which 

few personnel chiefs are comfortable.
 

The Fsrsonnel and Documanr.ation Department of the .inistry of Labour and 

Social Affairs has given guidance to the personnel offices in the other
 

ministries 
relative to the organization of personnel files, the documentation 

which must accompany requests for personnel actions, and the format and content 

of personnel reports. To date, emphasis has been on documentation aspects of 

the personnel office and not 
on its role as a specialized *-ontributor to the
 

mobilization and ordering of the agency's -inpover.
 

In each ministry a key role in all p 
 %nel decisions is played by the
 

Prcmotion, Reward, and Discipline Committee 
 whose composition and
 

responsibilities are defined in 
 Law Number 5. jTis committee is chaired by the 

director-general and all department heads are m=mbers. Committee membership 

varies somewhat with the size of the ministry but contains as a core 

representatives of the Workers Union, the WoLian's Democratic Union, and 
the 

Youth Association. in the larger ministries different categories of workers are 

also represented. The Party representative also participates in the committee's
 

meetings but does not vote.
 

It Is the usual practice for the call to meeting ro tnclude an agenda of 

matters to be considered. The head of the personnel unit is generally the 

committee's secretary and prepares the minutes of the discussions, decisions, 

and recommaudarions. 4'etings may be scheduled regularly or called as nended. 
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Durin these committee meetings the directors-seneral in some ministries may 

discuss non-personnel matters such as the ministry budget, general policies, the 

status of work prujects, etc. The workers' component of the committee also may
 

meet independently.
 

These comittees have the advantage of involving workers in participatory 

decision-making and in highlighting the imporatuce of benefits and incentives to 

performance. In matters of discipline, howeier, there is evidence that 

requiring prior comaittee approval of discipltn , y sanctions thwarts prompt and 

effective discipline. For instance, in the Ministry of Tourism and Hotels, any 

disciplinary action must be approved by both the individual hotel's discipllnary
 

committee and the mi n try's disciplinary committee and be reviewed centrally 

before the general manager can act. It is not clear that the law intended this 

degree of restriction on effective disciplinary action. 

The establishment function is prescribed in the Civil Service Law of 1980 

but it has not been possible to maintain it under current conditions as 

ministries de not provide the Ministry of Labour and Social Affairs with precise 

informatiou about persons employed. An expert in personnel and establishment 

assigned to the Vice-.Minister has been solely responsible for the complete 

establishment operation in the inistry of Labour and Social Affairs. However, 

a new Director of Establishment has been appointed and plans are underway to 

strengthen the unit. 

Requests for personnel actions such as appointments, promotions, transfers, 

and separations are sent by the requesting ministry, over the signature of the 

Ministe. or Dirertor-Gaaeral, to the Personnel and Documentation Department of 

the Ministry of Labour and Social Affairs. Tere the documentation is checked 

for completeness and conformity to law. Requests are frequently incomplete and 

the Department has issued numerous circulars in an effort to have the necessary 
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information subitted. Documentation is checked again in the President's office 

during the degree issuing process. U a request has been justified and 

documented properly a decree is prepared for signature; it is signed by the
 

President if the action pertains to employees in the A, AY, 3 or F division or 

by the Minister of Labour and Social Affairs if it relates to employees in one 

of the lover divisions. 

The staffing pattern in the Personnel Department at the ,LSA is currently 

the following: 

A-3 

B-9
 

C- 21
 

Ten Personnel Departmenc employees petorm ministerial 
"mail room" functions.
 

That is, they register all 
 incoming and outgoing correspondence and documents
 

and forward them to the Director-General for review 
and distribution t the 

proper offices. Since the personnel unit's own mail constitutes the major 

portion of Ministry mail, assigning this function elsewhere might be less 

efficient. Staff type envelopes for outgoing mail and store the ministry's 

official fies chronologically by type in a series of folios. 

Staff responsible for the personnel function in the Ministry of Labour and 

Social Affairs seem cognizant of the problems to be solved and of underlying 

coustra:.nts. There is 
an openness to suggestions and 
an interese !n developing
 

methods of coping with these problems.
 

5.10 .ecords and Files 

Personnel administration requires the preparation of records and the keeping 

of files. Efficiently run organizations must know who their employees are, when
 

they were appointed, promoted, or separated, and their training and skills 
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background. Personnel records are also essential for payment of s"aries and 

fiscal, accouitability. 

Given the financial and manpower cocstraints, it is nor surprising to 

discover that govern.ental personnel files are presently inadequate. Personnel 

offices generally have copies of Law No. 5 but do not maintin a current file of 

presidential ord'ers, decrees, or regulatloaz which modify the basic statutes. 

Appoinmear decrees are creatud ir. multiple copies and filed :hronologically. 

Since January 198.1, mI.nstrris ha-e been instructed to keep the master file on 

each employee in a folder designed by the Personnel and DocumentAtion Departmet 

of the Ministry of Labour and SociaL Affairs. The most eseential dat; o. :hat 

employee's work hIstotff is supposed to be entered on the outside of the folder 

as well at on a personal hist.ory sheet filed iBside. Amindex card systcm has 

been designed to make individ'jal fil.es easier to locate in the central persoznel 

office and to facilitate keeping track cf files remoied for use. chronological 

registerp of documents received and dispatched and chronologically filed folders
 

containing copies of outgoing zorrespondence make it possible to verify the
 

receipt or dispatch of documents and to ,il~.ow retrieval nf then as necessary. 

There have been problets in implementing this system. LTe personnel file 

folders frequently lack essential information or documents. Because the papers 

and folders used are large (based on the tIalian mode) they do not fit in.o most 

of the available cabinets. Most fil"s are stored horizontally rather than 

A file search is time
veritically and therefore take greater floor space. 


be picked up and examined befur.consuming since a large aumber of files must 

record i.,found. UA has not 'oeen able to construct a sufficientthe deuired 

numoer of shelves to accomnodate the entire central personnel filing system and 

many files renan stacked on the floor. 

Records may not be updated promptly. 7t is widely believed that some 
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persons who have left the service continue to be paid as employees. ne 

non-standard Somali alphabetical order adopted by goverLment d-scourages the 

development of rapid and automatic alphabetization ski.s in filing. !n some
 

ministries, personnel files often aze stacked randomly and an employee may find 

it necessary to search through the entire coltlection in order to find a desired 

file. No uniform method has been devised to the filesidentify of individual 

employees. "'hre is confusion aue to "cheduplication of names thus making it 

difficult to identify che pec Uic i~Llvidual to whom a tile belongs. Positive 

file identification is achlaved by the use ot a combinaticn of the three names
 

used and the mother's name, birth plane, arA birth date 
 as recorded on birth
 

certificate. Birth certificates are suppsed to Li included each Iile
in to
 

ailm for positive identification; Lowever, vuch certificates frequent.y are
 

missing eithar becat-se they ware not entLred at time of appoircmant or because 

they subsequently have ben removed. 

Althcugh files are regularly used in routine processing of personnel 

tran4ctions, personnel manage.rs aioL them sourcesdo use as of management 

information. For example files are seldom referred to when employees are Seing 

selected for specialized traning. Persons with certain skills cannot be located 

sysrematizally and then matched with appropriiee Jobs or traintng 

opportunities. Because fzle data are not and madeaggregrted available to 

policy mAers, important declsions are often made on the basis of beliefs or 

estimates rather than upcn documented Information from the ministry files. 

5.11 Evaluation and Inalvsis 

Those aspects of the Somali personnel system, as provided for in lay and 

regulation, appear to be appropriate and rational. division of serviceThe the 

into four categories distinguished by the aducnt onaal level atumined but with 
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separate ladders for all levels of technical and skilled workers and for 

academicians is re.Latively simple and workable. The weakest aspect of the 

system, the failure to provide proper incentives and rewards for senior 

technical professionals, derives from the failure to implement the original
 

technical series with its generous in-grade increments perMitting advancement to 

pay levels comparable to those at the top of the admiistrative series. 

'Ze procedural departure from the requirement for a separate establishment 

function prior to employment is one that mighr well be institutionalized as it 

allows increased flexibility in the reassignnent of personnel as programs and 

needs clange. In addition, it saves the manpower which would other-,ise be 

expended in trying to anticipate needs and fix titles for positions for which
 

funds may never be provided. 

The rapid and perhaps excesive 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 given permanent 

regular appointments, are secure in their tenure as .ong as they meet their 

respo-nibillties adequately. This is a norm in most civil service systems. 

However, it is inefficient to make the size and levels of the staff assigned to
 

specific functions permanent. Needs change, and with those changing needs, some 

activitiec, departments, and even ministries should be expanded while ochers 

should be contracted. A budgetary mechanism which would result in greater 

flenibility in staffing and in an abilit7 to shift manpower from areas of 

surplus to areas of scarcity is possible under the present civil service law. 

Despite the conclusion that those aspects of the civil service system just 

described are reasonably well designed and appropriate to the ctUture and 

environment, there are problems and issues which erit emphasis and further
 

discussion. The ba.Lince of this chapter is devoted to an analysis of the most 
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important of these issues. 

5.12 Redundancy 

A major issue in an7 consideration of the Somali civil service system is
 
whether there are significant numbers of redundant sca2f. 
 An exact 
determination of the aumber of staff who may be redundant would require analysis 
of work loads and employee production rates, of each department and each 
ministry. Such an analysis would require an in depth study by a highly trained 
staff of thirty to fifty Division A employees in order to determine which 
positions are nonproducti .• and which positions should be cut in order to 
reallocate resources. 
A rough approximation based upon the direct observations
 
of key informants in a limited number of mnistries is that, depending on the
 
rtinistry, somewhere between 5 and 50 percent 
 of the employees could be dismissed 
without reducing the effectiveness of the public administration. If absenteeism
 
were minfIized and 0e employees who were retained devoted their energies for 
the entire official work week to the tasks assigned to them effectiveness would 

be increased. 

5.13 Limited Ooortunit es for Promotion 

Infrequency of a cocmonpromotion is employee complaint. This complaint 
appears to stem from the elimination of in-grade increments with the result that 
pay increases can be obtaiaed only with the advance of an employee to a higher
 

"ade. In the typical civil service career, an average of thr,e or 
four 
;nomocions can be expected over 20 
or more years. If no other avenue to pay
 
increase exists, i.e., if cherd are no Ln-grade increments, civil servants tend 
to become demoralized by the lack of reward for good service. Alternatively the 
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classification str-ucture and assigned pay scale may be distorted by the use of
 

promotions to provide pay increments. Both of these conditions characterize the
 

current civil service system. :t also appears that insufficient attention is
 

paid to aasurin that those promoted have the necessary experience, seniorit7, 

and competenne to perform job responsibilities. 

By design, most of the higher grades in the administrative division 

(A and B) are allocated only to job titles involving supervisory and management 

responsibilities. In each ministry the number of positions in the lowest grades 

of each division are much greater than those at higher levels. Although one 

vould expect fewer high level than entry level posts in each division, too great 

a d1sparit7 in numbers means that employees' hopes for advancement through 

promotion are frustrated and productivity may decline. 

Use of the higher grades in each division (especially A) exclusively for 

supervisory and management posts also overlooks the fact that an equal amount of 

talent, experience, and responsibility may be needed elsewhere to perform 

specialized tasks involving planning, reseach, analysis, problem-solving, and 

policy formulation. Officials called upon to perform these delicate and 

difficult tasks need opportunities to advance to paygrades as high as those that 

are given to supervisory posts. A greater opportunity for advancement to a 

higher level post would also be an important motivating force toward greater 

productivity by those employees at lower levels. As noted earlier a 'udicious
 

application of the professional series, AY, as designed, could remedy this 

situation.
 

A variety of m.ans ey-Ist for selecting employees who are to be promoted. 

The most common means is promotiou by seniority, i.e., elect!ng the subordinate 

employee who has served longest at the next lower level to fill each vacancy as 

it occurs. A second method is to leave the choice of who is to be promoted to 

5-36 

.4 



the Judgement of the relevant supervisory official. A third is to promote on 

the basis of a competitive examinati±on. And a fourth is to promote after
 

evaluation of both pAst performance and probable capacity at a higher level by 
an informed committee of agency officials and of peers of the candidate eligible
 

for promotion. 

Each of the four criteria for promotion have advantages and disadvantages.
 

Use of seniority alone tends to produce an elderly corps of officials at the
 

highesc levels who may or may not be qualified for their positions. However,
 

employees tend 
 to regard promotion by seniority an fair or, at least, 

objective. Such a promotion criteria frees them from the need to be unduly 

subservient to superiors or afraid to 
express their opinions. Examinations 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 selection through favoritism. The use
 

of a review committee, with or without the use of qualifying examinations, would 

tend to offer the best compromise among the alternative methods. 

5.14 Relationship of Practic- to Law 

In 
a modern social context it is desirable that a rational design for a
 

civil service system be incorporated into an internally consistent and 

comprehensive body of law. 
 Law legitImizes and, by l.imiting discretion, affords
 

stability and tends to promote equity and social justice. 
A civil service law
 

usually defines the obligations of tnose employed by the government and requires
 

that standard procedures be roliowed in persoucnl selc.-ion, aa"geme L lad 

supervision. Even the most efficiently designed civil service law will not 

produce the desired results unless its dictates are implemented and obeyed.
 

There exist in the civil service some common personnel practices not in
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comfnrity with existing law. For example: 

1. 	 Civil servants typically hold second jobs or engage in business or 

other gainful activities despite the legal prohibition of such income 

supplementing activities;
 

2. 	 Frequent and excessive absences from assigned work stations occur
 

during official working hours; 

3. 	 Appointments and promotions are made without the ezistance of a 

previously established post; 

4. 	 Employees accept additional - and not officially approved - payments
 

from others for the performance of duties already included in their 

work assignments; and 

5. 	 The prescribed probationary period is not used to screen 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. For 

exampln there is a certain ambiguity about the manner in which the law is 

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 implementation. Mhis situation exists because of the
 

inadequate maintenance of and difficulty In gaining access to records. Some 

aspects of the law are less rigidly applied than others, e.g., the inclusion of 

pay increments In the law without their being implemented im practice. Some 

provisions of the law (work hours and outside income restrictions) either caunot 

be complied with or would have inequitable results in the currznt state of the 

economy. Finally, and most important, the absolute level of salaries is 3o low 

that even the highest grades do not carry remunration above a bare subsistence 

level. Government officials recognize that it would be unreasonable to impose 
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santicons for failure to obey legal requirements that would make it impossible 

for an employee to meet minimum living expenses while continuing to serve in the 

civil service. 

5.15 Adequacy of Selection Procedures 

The major issue relative to initial appointments seems to be the extent to 
which the various recruitment, certification, and examination bodies succeed in 

selecting the best available candidates for the posit-ions to be filled. Current 

emphasis seems to be on formal credentials and academic achievement level. 
An
 

effort is made to specify the particular knowledge, skill, and attitudes
 

requized of candidates. Efforts to assess 
the potential of candidates can be
 

justified where there is a significant excess of candidates available for 

appointment and whero 
one could make the assumption that some candidates 
are
 

significantly more capable of doing, or being trained to do, the tasks for which
 
the selection is being made. 'ere these assumptions are not valid, it is
 

probable that, regardless of the selection method or criteria, the 
potential
 

performance level of those selected will, 
 on 
the average, approximate that of
 
those not selected. In 
that case, it Is crucial that the probationary period be
 

used to 
assers the realized competence and industriousness of new employees.
 

Many personnel actions - appointments, promotions, transfers, opportunities
 

for foreign travel or education - may be motivated by personal or political
 

Considerations. 
If so, this could result in the appointment of individuals 

lacking in experience, ability, or motivation to important posts. It may result 

in an unnecessary and wasteful movement of employees f-om one winis ):yor
 

department to another. 

Selection of appointees for higher posts on the basis of criteria other than
 

excellence of performance tends to depreciate skill and accomplishment and can
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result in reduced morale and motivation. It is clearly important to establisn
 

political support and to reward loyalty. Within the context of loyalty,
 

howe-ter, it is critical that government workers be assigned only to those jobs 

for which their ability and attitudes are appropriate.
 

5.16 hieouacv of the .an naer Base for Personnel Oeratioas 

Both in the muiniscries and in the central personnel office in the Miistry 

of Labour and Social Affairs, those involved in personnel operations require 

additional educational preparation and specialized training. No unLiversity 

faculty provides courses in personnel management. A solid foundation in a 

variety of disciplines - psychology, law, manangement, economics, and statistics 

- is required for purposeful action to solve personnel problems in a manner 

which will secure more effective accomplishment of governmental goals. 

There has been little or no opportunity for personnel specialists to learn 

more about their field. SIDAM has given numerous courses In personnel 

administration, bdt these were offered alnot exclusively in English and few 

personnel directors are comfortable in that language. As a result the 

understanding by most personnel directors' of the causes of cuecnt manpower 

difficulties is limited and their conceptions of possible corrective actions are 

inadequate. Because they themselves lack a broad base of experience and 

knowledge of personnel methods, officials of the central personnel office have 

not attempted to train or monitor those in charge of personnel operations in 

other ministries. Due to the lack of a clear understanding of the concept of 

personnel management little use is made ai statistical and other Information in 

identifying and defining manpower problems and in formulating useful alternative 

policies and processes. 
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5.17 	 Summa-v Conclusions 

This discussion of the operaciou of the civil servicp system .as
 

concentrated on legal and procedural issues. 
 As noted earlier, howevar, the 

actual operation of the systei is determined largely by the effect of the wage
 

system. While this besystem will discussed in more detail in the next chapter, 

all conclusions presented here relative to personnel management are contingent
 

for their effectiveness upon a reeolution of the wage problem.
 

The very substantial dec_-.ine in the last 	five years in the value of civil 

servants' salaries has had a pervasive naeative effect on the functioning of the
 

civil 	service. In analyzing civil service -Iaw, its implementation, and its 

impact on Somalia's human resource potential, it is critical to differentiate 

carefully between: 

1. 	 the aprropriateness of the assignmeat of occupations to a grade scale 

versus the adequacy of the salary assigned; 

2. 	 the ratio of pay levels between and within different divisions and 

career series versus 
the absolute value of the salaries;
 

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

benefits separar.e from their possible trivialization by inflation; 

4. 	 the effectiveness of recruitment and examinatiou procedures whure the 

potential salary is viewed an inadequate; and 



occupational pay grades at the lower levels. Articles of the law which prohibit 

employees from supplementing inadequate salaries are ignored. Government 

efforts to provide universal employment have placed a strain on the 

classificatioo system. 

The basic plan of the civil service law, with placement in entry grades 

based on education and in higher grades based on performance, orgnn.izational 

role, and length of service, is relatively simple and reflects prevailing social 

values. Individual ministries have shown a willingness to use the legal 

structure flexibly, modifying it as appropriate to meet current needs. An 

inherent cost of such flexibility, however, is inconsistency. 
Impleentatlon, Structure and Administration. The Deprtment of Personnel 

in the M-SA perceivej its major responsibility as monito:ing personnel 

tra-zctior-i for conformity with law and policy and as givin3 guidance to the 

ministries on procedures and records. It has not acquired the professional 

staff or procedures to enable J.t to act as an aggressive human resource 

management agency for government.
 

Mhe star.utory requirement for the official "establishzent" of all positions 

before appointments can be made is not being followed. Administrative 

procedures are complex and require centralized approvals. This zauses delays, 

requires multiple paperwork, and consumes time which could be used more
 

productively. Personnel files and records are poorly organized and difficult to 

use because of the lack of an efficient file storage system and the lack of 

staff experience in the development and utilization of written records, 

statistics, and files. 

Assessment, Use, and Motivation of Personnel. The present method of
 

assigning university graduates, by academic discipline, to the ministries is not
 

well adapted to meeting the variations in manpower needs. Examination
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procedures for trade testing, hiring, and promoting craftsmen do noc function
 

effectively because of the absence of valid worker evaluation criteria,
 

procedures, and because of the pressures for advancemeut in order to gain higher
 

salaries.
 

any employees are assigned "o organizational 
units for which their personal 

interests and individual attributes are not appropriate. Persons who have
 

received specialized training are often assigned responsibilities for which such
 

training ii uoc relevant.
 

The statutory gr,de structure does not recognize education beyond the first 

university degree as meriting a higher level entry grade; however the grades in 

:ha technical/professional series might bo. used for this purpose. Somalia
 

requires persons tiho have received in depth training and experience beyond the
 

normal four-year college degree for its scientific, technical, instructional.
 

and managerial cadres. Failure to recognIze the value of such graduate 

education is inequitable and will result in the loss of valuable talent. 

5.18 Recommndaticns on Personnel Administration 

General. In general the following recommendations emphasize the improvement 

in performance of personnel functions within the existing framework. 

Modifications to the system should be made slowly and should be concentrated in 

thos,: areas of pressing and proven needs. Me Somali civil service needs the 

most immediate improvemenc in the area of project and prugram Laplementation. A 

thorough revision of the civil service structure would consume valuable staff 

and financial resources for a period of at least Six .ou.hs to & year. IL would 

utilize those skills in which the existLng personnel are strongest: broad 

assessment of problems, negotiation and compromise on issues, debate of options, 

snd the production of an official plan or structure. There is, however, nothing 
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to indicate that a different structure, based on a different rationale, would in 

any way affect the implementation and operation of the civil, service system or 

the general level of government accomplishment. 

Therefcre, the underlying principle in these recommendations is that
 

specific and definable problems be dealt with on an individual basis. Projects 

and programs should be realistic and should emphasize the accumulation of staff 

experience in accomplishment of an objective. Little new funding will be 

required except for the compensation measures related to restoration of
 

increments.
 

RECOWE.NDAIION 5-1. Lprove opportunities for advancement by restoring the 

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

adminiatrative srale to permit larger increments. The technicil series 

increments are nov pegged at 50 or 100 shillings per mcnth and should be 

increased proportionally to any general increase in salaries. The 

administrative scale should be reatruczured by extnding each grade from its 

current base level to a top level corresponding to the base level of the 

next higher grade. 

1ECOMISDAXI0fl 5-2. intensify activities of the National Technical 

Committee to enable them to review, restore, and further implement the 

technician series as origiaa.sly intended. This would iuvolve: 

a. Restoring the examination function in skill testing of X workers 

and eliminating the present emphasis on attempting to increase 

inadequate 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 recommendations. 

C. Reviewing, developing, and implementing useful features inherent 
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in the technical professional (AY workers) componen.r,
 

RECOOMCNDATION 5-3. 
 improve the procedures for the integration of new
 
employees by desigaetizjg entry level administrative grades as trainee 

positions for new graduates (AB for Uhiversity graduates, 310 for secondary
 

achool leavers) and by permitting appointments to uiper salary levels above 

the top scale in iadlvidtual cases when justified by the experience, 

educational background, and demonstrated skill of the appointee. 
All new
 

appointees should have a period of probation as a precondicion of their
 

employment and their probationary performance should be reviewed for 

adequacy before making the appointment permanent. 

LECOHMIENATION 5-4. Eatablish a central repository for the documentation of 

all civil service laws and amendments so that the most recent version of all 
laws related to personnel are available in one location. Circulars and 
copies of all decrees and regulations should be distributed to all personnel
 

offices when issued ind incorporated in periodic officially amended versions
 

of the law. 

-ECO?0MNDATIN 5-5. Permit civil servants to engage in outside employment, 

business investment, aac. other remunerative activities suhJect to 
1)
 

conllct-of-interest sanctions and 2) full-time attendance and attentica to 

thair government job. 

ELECOXYEZNATITOINEstablish a5-6. Civil Service Commission with legal, 

advisory und appeal functions at the interministerial level to provide 

overall policy guidance and continuous review of the civil service system. 

This Comiasiou should meet at least quarterly. 

aECO,1NMrATION 5-7. Establish uniform and compatible record-keeping system.s 
in all personnel offices throughout the government. A high priority should 

be placed on the implementation of a systematic and comprehensive method of
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personal idenitfication (the personel ID numbers "Ahich already exist, for 

example) throughout the system to dilatiaguish each individual employee. 

Personnel rosters, reports, and files should be arranged so that information 

can be retrieved rapidly and correctly and use i tr appropriate analyses. 

R.ECOMMENDATICN 5-8. The responsibility .'or the placement of personnel 

.should be vested -n the same managers o organizations that are responsibile 

for the success of the operatiou to which they are assigned. Particular 

responaibility for monitoring i.nd assuring that persomunl actions are 

motivated solely in the interesas of improving government performance should 

be shared by the Civil Service Csnaission and its a-tion agency, the Central 

Personnel Office; by the ag=nc7 personnel offices; and by the worker 

participant committees which are assigned personuel functions. 
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6.0 CIVIL SERVICE COMPENSATION AND STAFFING 

6.1 introduction
 

civil service as emi.o 


government alike as the structure and level of 


Few elements in a mystem are important to i'.-es and 

financial remuneration. Wages 

and salaries typically consti'nuta half or more of to6a. government 

txpenditures. At any given level of governmental revenues and expenditures,
 

the size of the wage fund will determine the aumber of employees who can ba
 

hired. 11 the a-mber of workers and the level of compeasatiou is fixed by law, 

the government must obtain from some source the funds necessary to pay them. 

Me two criteria most frequently used to judge a pay system are "equity* and 

-adequacy". A pay system is regardad an fair and equitable if the inequalities 

in rewards and benefits which it provides to various individuals and grouvs 

reflect differences which the culture leads them to accept as reasonable. 

Employees who feel their own compensation is unjustifiably lower than that of
 

othar staff are apt to evidence lo-r morale, to he less that fully productive, 

and to lack loyalty to -he Foals and interests of the organization. 

Me Cetral Government wage bill for civilian em;loyees is onlyr a small 

part (approximately one quarter) of its total wage bill. The last year for 

which disaggregated wage bill data are available is 198.. In that year the 

total wage bill amounted to so.sh.l,395.7 million, of which so.sh.l,038.6 

-llioawere wages for military personnel, militi, police, dnd personnel 

employed in prisons or municipalities. Salaries or permanent stalf (262.5), 

salarie for te'porary staff (35.6), allowances (51.1), and pension 

con -ibutions (7.9) made up the Central Government: wage bill for civillan 

ezployees, totalling so.ah.357.1 million. 
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In moat industrialized countries, differences in the level of
 

responsib.Llity. '!-tne length and quality of prior experience, and in the
 

scarcity of specialized skills are generally regarded as justifications for 

differences in pay. In some circumstances educational attainment and age
 

(proxies for ability and experience) are looked upon as justifying salary
 

differentials.
 

The adec:uancy of a pay structure is deceLminead by two main tests:
 

Are total compensation levels sufficent to enable the employer to hire and 

retain employees possessing the knowledge and skills the enterprIse requires? 

Labor, whether of unskilled workers or of technicians and professionals, is 

subject to the laws of supply and demand. Although many nonfinancial 

considerazions condition individual choices, workers will tend to seek 

employement with those ocganizations which offer the highest bids for their 

services and will often leave one employer for another who offers higher
 

National Uiversity havefinancial inducements. in Somalia, graduates of the 

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 remunerative careers. 

Do employees receive sufficent compensation to maintain a "decent" standard 

of living in keeping with the customs of :he society and the status which it
 

accords to their occupational roles.I If fixed wage rates are reduced by
 

inflation to real wages below acceptable levels, the energies which
 

1 See: 

Law No. 65, Oct. 18, 1972 
Labor code 
Article 70 
Adequac7 and equality of remuneration" 

"Every worker shall have the right to receive remuneration which shall be in 

proportion to the quality and quantity of his work and which shall ensure an 

exaistence consistent vith human dignity." 
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should be expevded on behalf of the employer are likely to be used in trying to 
maintain the subsistance of the workers' families. 

There follows a brief summary of the structure and main features of
 
financial and other 
benefits paid to civilian 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 Chapter 2.0). It should be 
noted that the cost of living for civil servants, as measured by the Mogadishu 
Consumer Price index, has increased by over six times since 1977 and that food 
prices, which constitute by far the largest single item in household budgets, 
especially for the rank and file of employees, increased by 60 percet Ln the 
first two months af 1984 (though zhey declined somewhat April).in The relevant 
issues in the area of vorker compensation in the central government are:
 

1. 
Widening income differentials between employees of ministries and those 

of autonomous agencies and development projects;
 

2. An incrueaing disequilibrium between public sector compensation and that 
offered by alternative employment opportunities in Somalia and abroad; 

The growing gap between fixed government salaries and the cost of 
minimum acceptable staudards of living; 

4. The effects of the decline in the real purcbasing pover of civil service 
wages upon employee morale and the effectiveness of government operations;
 

5. The reasonableness of present methods of determining pay grades for 

those employed in performing various tasks;
 

6.2 Structure AndLevel Of Compensation Of CivilServants 

The structure of the basic salary scale of Somalia's civil servants was 
devised in the early 1960's. 
Subsequent changes and modifications have not 
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altered its original character significantly. As new cacagories of employees
 

were recognized, they were, for the most part, inserted into the exsisting pay 

grade series. The grade series established for tniver3ity 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 each. As noted In Chapter 5.0, it is possible for employees who hive been 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 receives is determined in the first instance by the level 

of educational attainment, secondly by the level of position occupied, and 

finally, by the length of experience and quality of work performance. 

Modifications in Pay Levels. The pay grade series initially adopted for the 

civil service allowed three or four lengtr-of-service increments within each pay 

grade. As an austerity eaoure the granting of futher incremental increases was 

suspended in 1972. Provision for such increases was retained in the 1980 civil 

service law but has not been implemented. Employees whose ialary in 1972 was an 

incremental amount above the minimum continue to receive the same incremental 

amount over and above the salary applicable to the current pay grade. 
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Wage levels established in 1966 were reduced in 1970 by a "developmental 

levy" ranging from 5 percent on the first 200 shillings of monthly pay up to 30 

percent of salary in excess of so.sh.1.500. Although offically a general 'tax", 

it was collected effectively only from public employees. The levy was 

terminated in 1982, thus effecting an increase in real wages. 

A cost of living allowance was added to salaries at the beginning of 1974;
 

it amounted to 12 shillings monthly for apprentices and ranged upward to 20 

shillings monthly for employees in grades &-8 and F-3 whose base salary is 600 

shillings monthly. In 1980 there was an additional cost-of-living increase 

ransing from 36 shillings monthly up to 150. 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 on..y 18 percent from 

1971 to 1978 and by 38 percent from 1971 to 1981. 

Allowances. Over the past two decades a number of special al-lowances have been 

granted. Chart 6.2 shows the ranges of the most common allowances. Senior 

staff normally receive housing and responsibility allowances. University 

graduates, and those with a post-secoudary school certificate equated to a 

University degree, receive a professional allowance of 700 shillings per month. 

A health allowance is paid to workers in hospitals and there is a medical 

hardship allowaace for those whose duties expose them to contagious diseases. 

Technicians in a number of ministries have been granted special allowances. 

School allowances are paid to teachers not eligible for the professional 

allovsnce and there is an allowance to headmasters which varies with the number 

of classes in their schools. Allowances are not pensionable. Total central
 

government allowances in 1981 were 92.7 million shillings, 20.9 percent of the 

otal wage bill exclusive of defense expenditures. By 1983 allowances had 
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increased to 137.5 m.iiton increasing their share to 22.1 percent of the 

non-defense wage bill. 

Deductions. Five percent of each employees basic salary in withheld and 

transferred to a pension fund to which the 3overument contributes an additional 

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 L2.6% 

1501 and up 18.9. 

Other Tan-gible 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 is to bt taken at the end of the employee's work year. Each 

employee is entitled to up to 10 days of 'normal sick leave' annually. 

Employees are also entitled to a "major medical' leave of up to six months at 

full pay and an additional six months at half pay, but not more than 12 months 

of such leave may be taken within any three year period. This is to cover 

medical ailments which are of extended duration and have a long recovery 

period. Women are eligible for four months of maternity leave on full pay but 

do not receive any annual leave for any year in which they take maternity 

leave. All medical and maternity leave must e supported by a certificate from 

the attending physican. 

Leave 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
 

che employee's salary when the employee is on leave without pay. Employees of
 

the ministries do noc receive overtime pay but are entitled to compensatory time
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off 	if required to work on Friday.
 

Men are entitled to retire at age 60 and women 
 at 	55, but retirement is not 

compulsory. The present pension formula pays 40 percent of final salary after 

20 years ot service, 50 percent for those with 25 to 30 years of service and 60
 

percent for more that 30 years. A retiree nay & 3ose to take a portion of the 

pensiou in a lump sum payment and receive a reduced annual pension.
 

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

compenzatm employees for what are perceived to be unjustifiably low salaries. 

Probably the most common is tolerance of absenteeism and reduced levels of 

productive accomplishment. Supervisors recognize that moat employees must have 

additional income to -aincain their families at a subsistence level and often
 

tolerate unscheduled absences over a considerable period of time without 
taking
 

disciplinary action. 
A common form of reward is to nominate employees for
 

scholarships, workshops, training, or conferences where, in addition to
 

receiving valuable experienc-s and acquiring career enhancing skills, the 

employees are able to save enough from travel and expense allowances to augment 

their annual income. 

Suoolemental Tangible Comensation. 
A number of ministries make it possible for
 

at least 
some of their workers to augment their incomes by work outside the
 

normal workday. Employees of the Manistr
7 of Sports and Youth, for example, 

receive additional income for working at 
sporting events. Some faculty at SIDAM
 

may 	 use the classrooms there to hold private classes for their own 	 fee-paying 

students. 

Many donor-financed projects engage in rhe practice of supplementing 

official government salaries with monthly stipends to government employees who 

work with foriegn consultants or on donor-financed projects. The amount of 

these supplements may range from what amounts to a sizable gratuity (awarded 
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from time to time as a reward for diligent work) to the adoption of a formal
 

project pay scale (with the difference between the government 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 

incomes should be conpared. They are the employees of the central government,
 

employees of the autonomous agencies, and employees of development projects 

supported in whole or large part by donors. 

The salaries, allowances, and other benefits enjoyed by civil servants in 

the ministriles have just been described. If one excludes those few officials at 

very top levels whose salaries and allowances may be supplemented with 

subsidized housing and other benefits, the range of monthly salaries, plus 

allowances, for this group runs from 300 shillings to 3,000 shillings nonthly 

with an average of total compensation in 1983 of approximately 800 shillings.
 

The average Zotal ot wages and allowances for this group was roughly 430 

shillings monthly from 1973 through 1977 and 375 shillings in 1981. The 

increase in the average total compensation since 1981 has been due in part to
 

the dropping of the development levy, in part to the increase in nunbers ot
 

university graduates and secondary school graduates in the service, and in par! 

to the effect of substantial numbers of promotions in 1981, 1982, and 1983.
 

Basic salaries of employees in the autonomous agencies were once unified 

with those of other civil servants. The employees of some of the agencies are 

still equal to those of personnel in the ministries, but in moat of tCe agencies 

total compensation rates have Increased steadily for employees of the agencies. 

Allowances always have been substantially higher in moat agencies than in the 
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inastr.es. Some of the industrial and trading enterprises authorize payments 

for substantial amounts of overtime. The ,inisrr7 of Industry estimates that 

the average monthly wage in the sugar and textile factories has climbed from 770
 

shillings in 1979 to 900 shillinqa in 1984. 

It is difficult to estimate the average difference between the roguiar civil 

service pay scale and the totaJ compeasatiou received by those civil serants
 

who work with consultants and technicians provided by donors or on development
 

projects supFortLd in whole or in large part by donors. As noted above,
 

compensation practices vary from nominal salary supplements to significant wage 

equalization payments. The Italian government has recently been requested to
 

provide a salary supplement to Somali professors 
at the .ational University 

which would amount, on the average, to 
roughly four times their stipulated
 

government baso salaries.
 

For employees projects scales been
in some wage have established which
 

approximate the wage scales used by the 
 Lited Nations Development Program or by 

the United States Government for local employees. The U.S. pay scale has 10 

grade .evels providing a monthly stipend of roughly 1500 per nonth in the lowest 

grade to 15,000 ia the highest pay grade for a work week of forty hours. 

Adjustments are made for employees (e.g. cooks and maids) whose work week is in 

excess of the forty hour standard. The effect of the donor-financed supplements 

and wage scales is to increase the total compensation level of such workers to
 

triple or quadruple that of the basic government salary plus allowances. It is 

apparent that the widening differential bet-seen ministerial compensation and 

that of orher employees of the government has had certain consequences. Those 

employers 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 transfers of experienced and capable 
 employees from the
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ministries to agencies and projects. Agencies and projects 'havenot lost as 

large a proportion of their skilled personnel to emigration, and the repatriation 

rate of trainees is higher. For example, of .5 employees of the Ministry of 

Agriculture sent for forifgn education and training in recent years, 14 have
 

returned to their project employment. It is required cihac their morale is 

higher and attendance and productivity more satisfactory than is the case for 

non-project employees.
 

6.4 Wav e Diseiuilibrium Betweet- thi, ..i.I,. -int ?rivate Sectors 

The most recent official statistics appear to underestimate both the current 

number and gross incomes of those in the modern private sector. Most business 

enterprises are small; in 1983, 80 percent of them were estimated to employ 

fewer than five persons. A great many are family enterprises in which the 

participants do not earn fixed wages but share in the total earnings. An ILO 

study has estimated that in 1980 the average annual household wage income in 

Mogadishu was roughly 35,000 shillings, but that the average annual non-wage 

income per household was 60,000 shillings. Most households have several income
 

recipients and have both wage and non-wage income.
 

There is only a fragmentary information available un current private sector 

earnings altnough there are indications that such earnings have increased 

sharply since 1982. There is also a grert diversity in earnings. Self employed 

taxl drivers currently report gross monthly earnings of from 9,000 to 15,000 

shillings. Cooks in private hotels and restaurants are said to be paid from 

1,500 to 10,000 shillings mouthly. A skilled tailor, who normally would have no 

mrre than a primary school eduactlon, might easily earn 4,000 shillings a 

month. 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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enterprises in Mogadishu:
 

Job Titles 
 Range of Monthly Compensaticn 

Foreman/supervisors/
 

unit managers 6,000 to 9,000 

Heahanic/electrican 4,000 to 5,000 

Plumber/masonicarpenter 3,000 to 3,500 

Accountant/cashier 2,400 to 5,000 

Clerk typist 
 2,400 to 3,000 

Driver/chauffeurs 900 to 1,500
 

Watchmen 
 450 to 600
 

Janitors 200 to 600 

Most of these workers received fvinge benefits (including vacation leave czd 

health benefits) nt least as generous as those granted by the governmeac to
 

civil servants.
 

The Yigadishu labor market (in which the ministries must compete for their
 

headquarters' staff) is greatly influenced by the demand of expatriate
 

organizations for skilled and dependable employees. 
Lf one includes the
 

household servants of expatriates, more than 5,000 persons in the urban areas
 

may be estimated to be directly employFed by foreign individuals, embassies, 

technical cooperation groups, project contractors, international voluntary
 

organizations, and private businenses. 
The local employee wage scales of the 

UJDP and of the U.S. Embassy give an approximate index of what this 

international community is willing to pay for productive employees. Although it
 

may not be possible to compare :mny of thr jobs paid in rhes qc"es direcrly 

with the posts in the ministries, it can be estimated that these scales provide 

a level of compensation roughly five times as high as 
the govetnment's current
 

salary plus allowance compensation. 
Even at the higher wages currently being
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paid, the intera.ional co~umity is having dlffir;ulty in recruiting and keeping 

local employees with the desired level of skills. 

Salaries below prevailing wages are not the sole. tause for mLin.Lstries being 

unable to recruit the talents needed. Trainea and experienced persons with 

developeid technical. and managerial talents are simply not yet available in 

significant numbers. There is , however, a surplus of school leavers at every 

level. Imitially at least, these individual s have difficulty in being absorbed 

into either the wage or non-wage income necotra. Initial salaries significaacly 

below prevail.Ing levels might still be suff± cent to attract the bett;r and more 

promising candidates among this group. If higher level positions (to be earned 

by merited promotions) approximated prevailing market wages, the low initial 

wage would be less of a barrier. The central government's current critical
 

7zoblem is that of retaining employees in the public sector. It is a major 

misal.locatiou of resources to lose such staff after aLnistries and donors have 

made substantiaL investments in educating and training them either in craft 

sk.lls or in administrative and managerialL competence. 

To some degree every country is in competition with other countries for 

workers who have skills and knowledge which a.e in short aupply. There is a
 

continuous flow of persons to those areas wher4 the real wages are highest. The 

*brain drain" phenomenon has hampered development efforts throughout such of the 

developing world for more than three decades. Because of its history ant size, 

Somalia has had to rely of fortign educational institutions and training 

facilities to prepare those expected to staff the higher levels and technical
 

funtions of government. This has been especially true for those activities for
 

which education beyond the first university degree is essential. Many of chose
 

who have been given expensive foreign educations (it costs approximately -5O,O00
 

to 350,000 shillings to provide a year of advanced education in an
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industrialized country) hAve not returnld to Somalia. Educated Somalis have 

beau especially attracted to thnse countries in which Arabic or English is the 

common language. It is estimated that the average Somali working in one of the 

Gulf states exrns to times much as infour six as he would earn Somalia, perhaps 

10 rn.es as much as the government would pay in salaries and allowanc:es. 

6.5 Government Compensaion and the Cost of T.via 

As the disciasion in CLapter 2.0 indicated the Mogadishu Cost of Living
 

Index las increased by over 600 percent since 1977. 
Central government salaries
 

plus allowances have advaaced over that period by slightly less that 50
 

percent. Average compensation has 
 increased 'y a larger percentage because of 

the hiring of gVowing numbers of secondary scJiool and unlvey.sity graduates at 

higher pay grades than those of thu pre-exaist:ing, lema well-.,ducated work 

force. Average compensaticu has also moved upward as the workforce wins 

promotions because of longer experience and the acquisition of greater skills.
 

Despite this, it is obvious that the real 
income derived from central government 

employme. .as shrunk to less than one-fourth that of the 1977 le-vel. 

The 1982 report, Rural-Urban Gao and income %istribuion:The Case of 

Somalia, estimated that the amount that a typical Somali family needwould in 

1981 to pp.a for basic L4 viag requirements was in excess of 1,900 sbillings 

monthly. That amount, the report said, was 2.7 the averagetimes government 

worker's compensatiou and 7 times the modal wage. M1e same report estimated the 

average family income, both wage and non-iage, at 2,300 shillings and average 

expenditures at 3,000. 

The deficit of income minus expenditures isifinanced by the reallocation of 

money within extended family arrangements (both vithin Somalia and through 

payments from fimily members employed abroad). It also is likely that the 
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reported income levels in the JASPA report do not include all forms of earnings 

received fro the informal economy.
 

Table 6.1 contains an estimate of monthly expenditures of two representative
 

classes of government workers in April, 1984. Monthly expenditures of
 

households in which the head of the household is a civil servant in a managerial
 

or 
technical post with at least -!nme education and training at a post-secondary
 

school level are estimated at 9,700 shillings. Nearly all those at a department
 

chief or equivalent level interviewed for this study estimated their household 

expenditures as currently running berweeu 9,000 and 1.5,000 monthly. Column "B
 

of the table shows estimated monthly expenditures of a typical semi- or 

unskilled laborer head of household (with the usual 6-a dependents) as 3,000 

shillings. This amount would allow no expenditures for clothing or 

miscellaneous exenses. These figures compare with the JASPA estimate that in 

1981 the cost of the most spartan diet which would provide the number of 

calories necessary to sustain health would exceed 1(0 shillings per month per 

person. Since then the prices of food products in general have gone up 160 

percent and the greatest increase has 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 in 1977
 

and 1.984 by the Central Statistical Office of the .inistr7 of National Planning 

on a sample of items important to the budget of civil servants.
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TABLE 6.1 

ESTIMATED MONTHLY EXPENDITURES OF 
REPPESENTATIVE CIVIL SERVICE FAMILIES 

April 1984 

A 
so. sh. 
 so. sh. 
 '
 

Food 6,700 63.9 
 2,300 76.7
 

Mat 2.000 20.0 400 13.3
 
Water 
Fuelr 8001) 8.2 
 300 	 10.0 

Ligh
 

Clothing 200 2.0 
 -0- -0-

Misc. 500 5.9 -0- -0-

TOTAL 9,700 100.0 3,000 100.0 

Estimates based on households with 6 to 8 dependents. 

Column "A" 	 Civil servant with educational background with post secondary
school, technica,_l, administrative or managerial training. 

Column 'B" 
 Head of household is semi- or unskilled with ao more than 
incermedita level schooling. 

i) Cost of water - sh. 4 per cubic meter 

Cost of liquid gas - sh. 11 per 1iter 
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TABLE 6.2
 

COST OF ZMOKTANT HOUSEHOLD ITEMS, 1977-1984
 

Mogadishu Prices (in Somali shillings) 

1977 0 1984 + 

cooking oil (liter) 8.07 167.44 

beef (kilo) 13.57 57.50 

milk (lter) 2.64 23.67 

an's, shirt 61.94 221.25 

charcoal. per kilo .24 4.00 

package of 20 cigare tes 9.00 48.33 

pair of leather sandals 38.00 165.0. 

vcman'as shawl 88.05 387.50 

# average of prices throughout the year
 

+ average of prices collected in March 1984 
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A small sample of middle and upper lee! ¢V1l. se-van rs waa asked bvw their 
households coped with the disparity between their government salaries and
 

monthly household expenses that were four to five times higher. The most common 

response was that the difference was financed by remittances from family members 

employed out.ide Som&Lia. Me second supplementary income source mentioned was 
the exsistence in the bousehold of several income recipients who were either
 

salaried or engaged in some 
trade or service activity. Several respondents
 

reported they had made investmtrs in small businesses in past years when
 

government salaries permitted savings. 
 They now receive some share of their
 

tntal incoma from these businesses. Individuals 
who had been abroad for
 

education or other donor-upported purposes reported 
 they were able to save 
enough on their foreign living allowances to augment their family resources. 

Many respondents reported regular ',rtime or secondary employment. Some spoke 

of sharing of income from diverse and sporadic sources among family, relatives, 

and friends. Nearly all respondents said they received some suppor= in kind 

from relatives who are farmers or pasuorallists. In the majority of these cases 

the average supplemental wage and non-wage income has been inadequate to allow
 

the household to maintain a level of real expenditure equal to that the family 

enjoyed in the mid-I970s. 

6.6 Consequences of Znadeouate CencralGovernmenc Comoen ,etion 

It is impossible to make a quantitativi escimate of the consequences of the 

inequities among salary levels just identified and of the drastic decline in the 
real purchasing power of central governme,u compensation. The tollowin& 4re the 

effects most commonly reported by Somali officials and by their foriegn 

counterparts. 

I. Excessive tardiness and absenteeism. This seems to be especially 
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prevalent among lower paid employees and among recent entrarts into the 

service. It is a more serious impediment to effective adminisrration in iome 

units than in others. It is rEported that there has been a noticable increase 

s
 
in absenteci m during the 4th quarter of 1983 and the first quarter of 1984 as
 

workers faced increased problems due to the rapid increases in food prices.
 

2. Employees often are discouraged and frustrated and frequently their
 

morale is low. .any are sceptical as to the possiblity for future 

impruovemants. Some remark that government does not value their services and 

therefore they do not feel obligated to provide much in return. 

3. In many situations there is a general breakdown in discipline as 

eaployees focus their attention upon the needs of their failies rather than 

upon the accomplishment of organizational goals. Petty corruption, in the form 

of accepta.te of payments for the performance of routins official activities, 

has become more common as increasing numbers of civil servants engage in such 

behavior in order to help finance household expenses. he threat of dis issal 

carries little weight because such a small portion of the family's total income 

comes from the government position. 

4. Employees rend to avoid or drop out of training prcgrams unless the
 

program provides them with an i.mmdiate financial Incentive or prepares them to 

secure employment abroad or in a sector of the labor market in which 

compensation is enhanced. 

5. Despite continuoun training efforts both in Somalia and abroad, the 

ministries do not seem to be able to develop and retain the competent and 

skilled employees they need to carry out all of the activities expected of them 

and essential to the nation's welfare. 

6. Many employees feel little incentive to do the qualit7 of work which 

would win them a promotion because the increase in pay which cones with a
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promotion to a higher grade is felt to be too small to justify the additional 

effort.
 

6.7 Qualifications Versus Resvonsibilities as a Determinant of Pay 

In racent years there have been recommendations that the civil service
 

system be modified in such a way as to relate the pay received to more explicit 

descriptions of the duties and r -sponsibil±ties performed. Frequently the model 

proposed is 
the "positinn classification method". in such a system prior
 

educational attainment is not paromount; what matters is the level of knowledge 

and sk.ll required in a post. This is in sharp contrast to the European 

rank-in-man systems upon which the present system was modeled. 
In these
 

rank-in-man systems, new employees are 
brought into the service at a grade
 

determined by their educational attainment. 
Changes in job assignment do not
 

affect the pay received, although excellent performance and assumption of higher
 

level responsibilities 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 characteristics of the
 

individuals fillIng the post, are numezous. it 11l minimize perceived 

inequalities between persons performing the same or essentlally similar tasks. 

Pay can be adjusted for narrow classes of occupational expertise to assure an 

adequate supply of employees possessing such expertise. The system also 

facilitates budgetary planning and control because budget makers can insist that 

organizations demontrate a need for the performance of specified sets of
 

activities. Financial controls on posts specify that amounts allu,-ated to fill 

posts with certain titles cannot be used to compensate persons holding other 

titles. With carefully drawn and explicit descriptions of the responsibilities 

attached to each job, oar-anlzation. can select those most suicable for that 
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job. There can be greater control over promotions because these will be allowed 

only if an employee is moved from a position entailing a set of duties at one 

level to perform another set of duties which justify an assignment of a higher 

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 ministries 

have not revealed substanial inequities due to the performance of duties 

inappropriatc. 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 recent 

school leavers for whom educational attainment is probably as good a measure of 

the appropriate Initial pay level as would be any other criterion. Mhe system 

is flexible enough to permit empioyment of persons with higher than entry grade 

skills at above the entry grade. Presently used techniques of budgetary 

analysis would not be much improved merely with the addition of job descriptions. 

The essentials of the present system are relalively inexpensive to maintain 

and to adjust to reflect changing circumstances. Identifying entry grade 

salaries with educacional attainment motivates youths to continue and complete 

their schooling. Above all the present system provides the degree of 

flexibility in program emphasis and in 'ask sequencing which is so essential to
 

a developing administration.
 

6.8 Conclusions 

1. 	inadequacies in present pay scales in the central government, tne lack of 

financial incentives for diligent performance, and inequities among groups 

of workers pose major organizational difficulties and should not be allowed 

to continue. Little can be done to improve the effectiveness of central 
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gover ment operations until. ths compensation of civil servants is 
increased. 
Without such increases there will be a further steady loss of
 
competent and skilled employees, futher declIne in porductivity, and more
 
frequent and costly delays In actions and decisions.
 

2. Failure to increase the salaries substantially could also result in a spread
 
of corruption, in an increased diversion of governmental fumds to
 
non-essentials, and in a slowdown in the supply of essential services.
 

3. 
The decline in the purchasing power of the shi.lling has been so great that
 
an increase of at least 500 percent would be needed to give civil servants
 

the same real wages they enjoyed in 1977. 
4. As an interim step civil servants should bo given a minum increase of 200 

percent. 
Although this would not restore the former purchasing power of
 
salaries nor cover typical household living expenses, this smaller increase
 
is more realistic in view of 
the government's limited financial 
resources.
 
It is probable that most civil servants would consider a tripling of current
 
salaries acceptable in the short run if the cost-of-living did not continua
 

to increase at current rates.
 

5. 
To keep the most esential personnel from leaving government, substantially
 

greater increases are needed for competent professional and managerial
 
employees, especially those who have had specialized education and training, 
and for workers whose developed skills are in short supply. 
 Inadequacies in
 
salaries already have been responsible for the loss to other employment of
 
many well educated and competent teachers, technicians, and managers.
 

6. Any increase in employer salarlee not p*id for out of reductio-a in oIuer 
government expenditures or 
by increases in governmental revenues, will have 
infEationary consequences which will quickly nullify the effect of the 
increase and leave employees' real income at 
or below their present levels.
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Futher inilation caused by increased governmental deficits would have
 

negative effects upon the national economy. 

7. M.ost of the redundancy and underemployment in the civil service is in the 

ranks of the temporaries, unskilled workers, and the recent school leavers
 

whose average total compensation can be estimated as being approximately 600 

shillings monthly. These are the groups which will be affected by amost 

reduction of the central government's workforce. As their average wages are 

relatively low when compared to those of employees remaining in the civil
 

service (whose average monthl 7 salary amounts to approxicmttely 1500 

shillings) , a reduction in the work.force by roughly 9000 persons - or 20 

percent - would yield annual wage savings sufficent to allow only a 10 

percent increase in the compensation of those remaining. Not .11 of the 

savings would be available immediately because most of the emplo ee 

terminated will be entitiled to termination pay. Also, as noted in Chapter 

3.0, there may ueed to be bonuses or post-termination subsidies paid to ease
 

the transition from government employment to other occupations.
 

8. The savings required to give civil servants the increases they deserve are
 

very large. For 1984, total government expenditures are budgeted at 5,269 

million shillings whicn is 18 percent above the level oi 1983. %eduction 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 compensation of 100 percent. Mhis data reflects the need for 

government to reassess the order of ies social and economic priorities. 

However, current weakness in financial planning and control will make it 

difficult for the government to determine, with precision, where the
 

expenditures can be reduced and by how mich, without seriously impairing the
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quality and timeliness of governmental services. 

6.9 Recommendations 

EECOMMENDATION 6-1. A high level intermiistrial task force should be named by 

the Council of Ministers and given not more than six onthe to develop proposals 

for immediate reductions in the non-wage expenditures. Special assignments of 

this technical committee should include: 

1. The conduct of 
a financial needs assessment study to investigate the
 

allocations of outlays for general administrative and economic services and
 

to calculate expected savings from reduced expenditurea, by elimination of 

those progra,. and projects which are deemed to be of lowest priority. 

2. Improvement in the statistical data 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 Study. 
 Despite the relative inelasticity of much 

of the current expenditures budget, determined efforts to minimize futher 

expenditures growth could yield sizable savings. An interministerial task force 

should commission a Financial Needs Assessment Survey, involving all ministries, 

in order to investigate the need for and the allocation of outlays for general
 

adminsitraitve and economic services,.and to develop 
- in cooperation with the
 

Department of the Budget - stricter accountability measures. These measures 

could include prescribing limits to each spending unit in central government. 

Available data suggest a need for more rigorous controls on 
expenditures.
 

Central govermenmt expenditures for the year 1984 are estimated to 
climb to
 

So.Sh.5,269 million, an increase of 
 13 percent (measured in current prices)
 

over the previous year. 
From 1981 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 expenditure indicates that in 1983 

outlay3 for general services increased by 27.0 percent, again maintaining their 

role ta a major compouent of the total. For 1984, a total of So.Sh.4,111 

million - an Increaze of U.0 percent over the year 1983 - have been budgeted 

fcr general services. Outlays for economic services in 1983 registered an
 

increase of 51.2 percent to So.5h.416 million. Yuring the current fiscal year a 

futher increase of 19.0 percent to So.Sh.495 millIon is erpected. Also, :he 

expenditures for social services increased sharply ia 1983. Outlays in this 

catagory went up by 22.6 percent to So.5h.548 million while the social ser.yees 

share of total government expenditures remained, at 12.3 percent, almost 

unchanged from the previous year. 

In so far as the provisions for economic and general administarive services 

is concerned it has not been pissible, iecause of the lack of disaggregated 

data, to determine if and where scarce 7esoursef, are oeing allocated to low 

priorities purposes. Judging from the aggregate data available, it appears that 

the increase in economic services expenditures of 51.2 percent in 1983, together 

with the inctease in generp-l services outlay of 27.0 percent, is not consistent 

with the need for fiscal restraint and promotes concern over the future fiscal 

capacity oi the governmant. 

Consolidation of Budgeted and Non-Budgere Exenditures. A critical 

InCormation gap exists in regard to the lack of conaolidation of budget and 

o-budget data. Derailed information on the precis, size and distribution of 

large government expenditure items frequently is not aval'able even tho .gh such 

disaggregated data would seem to be a minimal requirement for the efficient use 

of resources. Financial planning could be made more efficient if data on 

developmental expenditures were recorded and monitored more accurately.
 

Currently it is virtually impossible to assess total developmental expenditures 
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and their economic and fiscal impact in a comprehensive menner. The presen
 

structure does not separate capital and recurrent expenditures, and makes no
 

allowance for the consolidation of budgeted and non-budgeted data, the latter
 

being financed extensively by foreign donors.
 

During 1982 budgeted development expenditures amounted to So. Sh. 346
 

mil.lion, an increase of 72.7 percent over the previous year. In 1983, outlays 

in this category climbed to So. 
Sh. 492 million, a further increase of 42.2 

percent. The estimated expenditure level for the current year indicates an 

increase of 46.3 percent to a total outlay of So. Sh. 720 mill-Ion. The 

following figures indicate the sizeable non-budgeted amounts of development
 

expenditures:
 

(In million so. sh.) 

1982 1983 1984 (Est.) 

Budgeted 346 492 720 

Non-budgeted 1904 4726 5389 

Given the government's need for substantial reductions in expenditures, a better
 

understanding of impa't of new projects on the economy obviously is desirabla.
 

Many development projects have serious recurrent 
cost implications - sometimes
 

equal to 15 percent of the original investment - and proper long-term fiaancial 

planning could result in substantial savings. 

R-EC0,ENDAM=:N 6-2. An interministerial salary review committee should be 

appointed as soon as possible to explore a variet7 of options for further salary
 

incrases and to develop formal wage scales and time schedules for thtir 

implementation. The donor commumlry should be asked to provide short-term 

technical assistance to the task force out of consultants currently employed in 

Somalia or recruited especially for this endeavor. T'e available information 

suggests that not all wage policy modifications can be financed from within the 
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present recurrent budget projections. Therefore, both the government and doaors 

should recognize that it may be necessary to consider partia.ly subsidized 

compensation increases through donor contributions. 

RECOMMENDAIION 6-3, Changes in wage and employment policies have to be made as 

soon as possible. Two Important reform measures to i.prove the efficiency and 

effectiveness of government operations are the reduction of the total workforce 

and the adoption and implementation of a remuneration policy which will put the 

civil service in a more competiti"e position with the pvivate sector axd 

donor-sponsored projects for the limited supply of qualified anpoiwr. 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 concomitant action to that of decreasing the number of civil servants 

should be to increase the compensation of selected groups of employees. 

Uncertainty concerning the Lequired size of these increased monetary incentives 

is the single largest constraint on the impleuentation of the proposed wage 

reform. Another constraint is the necessity that any new or added expenditures 

devoted to changes in the remuneration of civil servants would need to be 

financed by one of these three means: 

1. 	 Offsetting cost reductions generated by the modification itself, e.g., 

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

2. 	 reductions in central government non-wage expenditures; or 

3. 	 increases in revenues together with donor contributions.
 

In Chapter 2.0 it was emphasized that large reductions in the current 

expenditures category are not Likely in the short run, but it appears that 

stricter accountability measures could result in substantial savings in the long 

run. Thus, the most probable manner of funding increased compensation levelz cf 

the civil service between 1986 and L990 appears to be a combinations of savings 
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from redu-tions in expenditures supplemented by donor sibsidies.
 

The form of the wage 
 reform will be structured according to three major 

reform standards: 

I. Across-the-board increases (to ccmpensate for lost purchqslng power;
 

2. .41nImtu wage levels (to assure minli living standards for al-. 

workers; or
 

3. Targeted wage increases (to maximiza the incentive effort of a give

wage total).
 

Across-the-Board Increases. An across-theboard increase by doubling the 
salaries which trere in effect in January 1984 - for all civil servants would
 
reduce the distortions that -ve emerged in past years among wage 
 levels in
 
Central Government, the autonomous agencies, and the private sector. MhLle it
 

would appear as equLl
an aad equitable measure, an across-the-board adjuntnenc 

would spread available wage resources too thinly to have much effect on
 

individual employees. In addition, the rewards would be shared 
 not only by
 

those whose 
 work is most ease-tial to the government and who ieserve a pay 

increase, but also by those who are least efficieut and productive.
 

,nLu !.-els. Another approach to increased compe-Isaton in the 

civil service would be raising salaries of thos-: Ii, the lowest C and D-grades to 
a new miaimto level (e.g., So. Sh. 1,000), which on the average would be equal 

to an increase of 50 percent over existing monthly wages. This approach has 
certain merits, as it would compress the wide spread of differentials presently 
existfn& between the A and D grades, and would also help compensate the lowest 

paid civil service employees for the Increas-. which have occurred in the const 

of living. Assuming that savings from reduced exp'.aditures together with donor 
subsidies would allow government to incre%se the 1986 wage bill by approximately 

ZOO percent, a pay adjustment of C and D grade employees to the proposed minimum 
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level would put the increased cost well within the limits of available 

resources. While the narrowing of the current distribution of wages may be 

desirable on social grounds, it does not lead to rewarding those whose services 

are of greatest value to the government and would not promote the retention of 

the most scarce -anpower. 

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

standards previously discussed, it appears that in order to maximize the 

utilization of scarce financial reeour'es, government shou.d give special 

att-ution to the targeted compensation increase strategy. This plan maximizes 

the efficient use of resources by concentrating them on those employees whose
 

work is most essential to the government.
 

Presently the central government employs approximately 45,000 civil 

servants, of whom 3,000 are assigned to 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 found in 

the X and C divisions. 

Assuming that these are the people whose services are of greatest value to 

government, approximately 10,000 employees will be eligible for wage increases. 

Implementing this pay adjustment in an equitable manner poses some problems. 

However, by relating the Asge increases to respoueibilities, duties, initiative 

and/or privileges of certain civil service posit.ous, the principle of internal 

equity will not be violated. Department heads in each ministry should be 

required to identify those employees whose services are most essential to the 

government to meet its operational and developmental goals. 

aMOMML'DAXION 6-4. The government and donors should recognize that it zalr be 

necessary to further supplement government salaries, even if increases as 
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recommended, in order to retain essential and skilled employees on donor
 
supported activities. The 
 government should regularize and legitimize such 
salary suppliments by recor!'aidng a scale of supplements to be paid and by 
asking that the cost of such supplements be included explicitly in project 

budgets. The local employee wage and salary scale of the UNDP or if another 
major foreign employer might be taken as an index of what essential project 
employees should receive. 
 There should be a procedure by which such supplements
 

could be canceIled or reduced if performance did not meet reasonable 

expectations. In addition, donors, voluntary organizations, and foreign 
governments should be requested to coordinate their wage scales 
mong themselves 

and with the government so that the compensation they pay to their Somali 
employees will not be inconsistant with the government's compensation of its own 

staff. 

6-31 



7.0 STAF TRAINING AND DEVELOPENT 

7.1 Introduction
 

Staff training and development customarily are understood to mean an 

organization's efforts :o enable employees to perform efficiently the tasks 

assigned to them and to progress to tasks and positions of greater complexity 

and respunsibility. Effective training iakea it possible for employees to do an
 

adequate job whon first employed and, when combned with a program of staff 

development, prepares them to advance to higher level posts of a scientific, 

policy making, or management character. Trainiag crn be organized by (1) level 

of authority and responsibility, (2) by operational function performed, or (3) 

by problems to be corrected. In practice al three methods of training 

organization coomonly are used. 

This chapter begins with a short review of the various types of trainizg 

that normally are required. This is followed by an analysis of the avallallity 

and application of the major training methodologies to the civij service in the 

recent past. Next is an examination of perceived training v=.-ds and a review of 

the present status of training and development activities a-1 facilities. 

Conclusions are presented with a statement of major :eco= .ndations arising in
 

staff training and developmenc. 

7.Z Educatiou, Training, and -mplovee Performance 

The personal characteristics which determine what tasks individuals can 

parform and how efficiently they can perform them are classified into knowledge, 

skills, and attitudes. The required proportion of each of these 

characteristics, of course, varies with the mature of the job to be 
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accomplished. 
Many tasks demand specific personal characteristics chat are not 

needed at all or needed to a much lesser degree in ocher assigmnents. 

The specific forms of knowledge required in governmental agencies generally 

'alls into one or more of 
 he following categories:
 

1. 	 Knowledge of the environment upon which he organization acts; 

2. 	 Knowledge of the mission, policies, rules, and constralats of the 

organization; and 

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

organizat!Vi 's activities.
 

Skills may be classified as operational (typing, auditing a financial report, or 

writing a directive), intellectual (being able co assemblc and organize 

information, solve problems, or present a written explanation or argument in an
 

understandable and persuasive form), and human relations (establishing effective 

and productive relationships with others, teamwork, leadership and
 

super ision). Attitudes supportive of organizational effectiveness include:
 

I. 	 a willingness to 
accenc direction, control, and responsibility;
 

2. 	 a willingness to 
put fcrch one's best efforts and to set high standards
 

of persona, performance; and
 

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

individual's contribution to its mission.
 

The abilities that 
an employee possesses come from many different sources:
 

family, colleagues and papers, reading, formal education, training courses, 

on-the-job training, and above all, from he variety of life experiences. The 

position gradib of tbrk civil. bvice 1. rer-. of che ducatloual leve. attained 

assumes that most of the abilities that employees would use in their work would 

be acquired in formal schooling. The validity of this assumption depends partly 

on the educational curriculum, partly on the quality and mode of instruction, 
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and parmly on the degree to which post-school experience is determined by formal 

schooling attainment. The validity of this assumption also depends on how 

effectively these elements of ability development have been designed to meet the 

needs of the government service.
 

In the European tradition, schools were expected to impart "general" 

knowled8e am well as intellectual and communciation skills. Specialized skills 

needed in subsequent employment were erpected to be learned through family 

instruction, formal apprenticeships, or on the job. As governmental systems 

evolved, however, this system of skills development was seen to be inadequate. 

Many European countries established specialized schools for civil servants. 

These schools had the responsibility of providing selected candidates with the 

knowledge and skills needed for effective perforance in their government jobs. 

Until fairly recently, only a few professions - law, medicine, and engineering 

- were deemed of sufficient imporr.ance to warrant requiring a higher level of 

educational background as a prerequisite to government employment. 

7.3 Historical Develooments in Training for the Civil Service 

European patterns of preparation for public service employment were followed 

in Somalia under the colonial administrations. Ceneral education t.,rough 

secondary school was available only to a very few. Governmental agencies 

maintained a group of specialized secondary schools whose curriculums included a 

two-year institute in accounting; a one-year commercial school; a one-year 

industrial school; a one-year clerical school; and a one-year marine school. In 

the North, government employees were allowed 6 months to 2 yearn away from their 

jobs to take secondary school courses. Ln 1959, the Health Department created 

an agency to train its own aedical assistants.
 

With independence, it was apparent that the supply of adquately educated and 
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skilled Somalis was insufficient to 
replace departing expatriates. Additional
 

trained Somalia 
were needed to replace those lost through normal attrition and
 

those needed to staff the new and expanded organizations essential to the 
status
 

and development aspirations of the new nation. Because of the nascent state of 

developmenc of the local educational system, foreign education was deemed
 

essential. From 1960 to 1970 more than 1200 Somalis were enrolled in
 

post-secondary schools in more 
 than 30 different countries. Most of these
 

students had scholarships and grants provided by individual countries nd 

international organizations. 

During this same period various ministries devoted substantial effort to
 

staff training; these programs 
 normally utilized expatriate staff who were 

serving as technicians and advisors on development projects. 
Government
 

training efforts were formalized when the Somali Institute of Public 

Administration (SIPA) was founded in 1965 (with United Nations assistance); its
 

goal was to provide instruction 
to civil servants in planning, management, and 

clerical operations. 
In 1973 SIPA was reorganized as the Somali Institute for
 

Development Administration and Management (SIDAM) and continues to operate unde. 

that name. 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 512A 

courses, seminars, and consultancies were provided by foreigners. 
 he
 

expatriate staff was to be replaced eventually by Somalia who had been given an 

opportunity to receive advanced and specialized higher education training 

abroad. Instruction at SIPA was in English except for selected courses given in 

.talian. Most of tho instruction yes given in the rraditIonal lecture mode 

because of a) Lhe relatively large numbers of students, b) the limited time 

available for class preparation, c) the limited familiarity of instructors with 

more effective, participative, action-oriented methods, and d) the limited
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resources available for an actlon-oriented curriculum.
 

During the first five years of its operation SIPA enrolled 741 persons. 

These students attended over forty separate courses and numerous workshops and 

seminars. Students included both full-cime and part-time participants. The 

courses ranged in duration from several days to four and a half months. Course
 

topics coveved a wide range of administrative concerns: office manangement,
 

filing, financial mangement, budgeting and accountiag, personnel. administration, 

planning, organizational analysis, and public re-lations. Participants ranged 

from recently employed secondary school leavers to directors-general. Some of
 

the courses were multi-agency courses while others were designed for employees
 

of a single governmental unit. After 1969, general civil service orientation 

courses were conducted in conjunction with the political reorientation courses 

in which most senior civil servants participated. 

Despite this massive training effort, the effects upon ministerial 

operations do not appear to have been commensurate with the effort and funds 

Invested. The knowledge and techniques employed in Western zianagement aad 

administration were not always appropriate in the Somali environment. A number 

of circumstances explain w.hy the training effort seems to have had so little 

impact. 

Lack of senior-level commitment to training. Initially, many senior 

governmental officials, including ministers and directors-general, did not 

appreciate the need for staff training and did not give such training consistent 

support. They did not, in general, participate in determining training needs. 

Selection processes were not always based on objective criteria related to
 

training-readiness. Some senior administrators did not encourage employees to 

seek training or reward them for having done so. Employeeu who had received
 

training often were assigned to tasks in which they could not utilize the 
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training received. The training programs themselveas were rarely evaluated and 

thus there was no basis to reorganize the future eflorts of the trainers. 

Language difficulft'es. Many of the civil servants who ,ttended SIPA courses 

had only a fragentary and imperfect understanding of the English and Italian 

languages being used by instructors. Because these were second languages to
 

many of the instructors as well, many students probably did not understand a
 

significant portion of what the instructors were attempting to communicate. 

Ineffective teachlne methods. 
 Instruction tended to be In the form of
 

lectures and conferences. 
 Even when comprehension or rote 
retention of the
 

subject-macter was sufficient to 
pass tests, most student's were 
no able to
 

employ the acquired abLL 4.ties on chair jobs. 

Inherent difficulty of transfer. 
Even in the most favorable of
 

institutional circumstances 
 it has proven difficult to transfer new managerial 

and adminitrative methods, techniques, attitudes, or behavioral styles from the
 

school 
or classroom to the workplace. All organizations tend to be conservattve 

and resiscant ro chance unless such changes are viewed as immediately beneficial 

to the persons whL must implenent them. In a ministerial environment where only 

a minor number of the individuals involved receive training, the existing habits 

of their superiors and the influence of their colleagues often causes te
 

abnandonment of the newly acquired skills and methods. Training tends to be 

most effec:ive when a whole organization is 
involved in the development of new
 

procedures and when all staff work together to 
employ the new learning for the
 

good of the organization's programs. Although SIA attempted to reach 

higblevel ofl.c ali 3s well on thor- iddle .age ,.r: lev-s, it to appar.nt 

that a critical mass of trained officials was nor achieved. 

Inappropriate student 
selection orocedures. 
Many of chose designated to 

participate in traiuing courses were not selected in terms of their prospective
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work assignments. As a result, many of those who received training subsequently 

were not employed in positions where they could make use of wnat they had 

learned. This has continued to be a problem in recent years. :n 1983,
 

fifty-two percent of a sample of SIDAM graduates from 1975 - 1983 were not in 

positions directly relevant to the courses of instruction which they had 

previously followed. 

Lack of incentives. it is unlikely that most participants in the SIPA/SIDAM 

training courses perceived such training as being of personal benefit to them. 

Successful completion of a course was not expected to result in more rapia 

promotion or more interesting and worthwhile job assignments. Instead, training 

took time which otherwise could have been used for income-producing activities. 

Also, training often was mure demanding than were customary lob 

responsibilities. Consequently, the drop-out rate at SIPA and LAter at SIDAM 

has been much higher than it normally is in such programs. 

Cultural Forces. Administrative and ma-agement practices which SIPA 

training attempted to cultivate are based upon a respect for such values as hard 

work, efficiency, time conservation, r.-tiosal ordering of priorities, and 

achievement of measureable results. These values tend to be accompanied by 

acceptance of social and hierarchical control, belief in progress based upon 

tnnovation, and the solution of problems through logical =anlpulacion of factual 

data. These attitudes, and the ways of thinking and acting they imply, have 

evolved over centuries as the proces3es of industrialization and 

bureaucratization have taken place. The economic, social, climatic, and 

rellgiuus environment in which the Somali culture has evolved emphasized other 

attitudes and behaviors than those characteristic of an industrialized or 

bureacratized society. The process of adopting Western managerial concepts and 

practices taught at SIPA/SIDAM was to take much longer and requl:e much more 
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sustained effort than had originally been envisaged.
 

From 1970 to 1977 a number of employees were sent for education and training 

to the Soviet Union and other socialist countries. With the creation of the
 
National University of Somalia in 1971 and 
 the gradual development of its
 

various faculties, ministries 
 began to send a number of their more promising
 

younger employees (who only
had secondary school educations) to attend the
 

University on either a part 
 or full-time basis. Several new vocational 

secondary schools were eatabliched and most of their graduates were absorbed 

into the public service either in the ministries or in public enterprises.
 

Several social develop.ants during the 1970's had important implications for 

civil service training and staff development. he border conflict in the Ogaden 
absorbed a considerable share of the nation's manpower otherand resources and 
p-'ecipitated an inflationary cycle which substancially reduced realthe incomes 

derived from civil service salaries. The adoption of a script for the Somali 

language in had1972 profound effects on schooling and on the administration of 
the civil service. 
 Since 1972 a dramatic increase has occured ia the number of
 

persons receiving ac,.ooing at every level. 

1he adoption of a governmental policy guaranteeing publ!- employment of all 
secondary school and unLiversity graduates made such schooling even more
 

personally desirable, but also burdened the government with large numbers of 

youthful employees for whom they had neither the time nor resources to provide 

-decessary on-the-job training. For various reasons, including the 
attraction of well-paid positions in the rapidly modernizing states of the Gulf, 
a significant proportion of the Somalis who been abroadhad sent for advanced 

education and specialized training either did not return co Somalia or Leturned 

and subsequently emigrated. 
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7.4 The Nature of Training I.eaouirenenCs 

Overall. The training needs of the civil service will be varied and 

extensive if the ministries and parastasal enterprises are to become effective 

implementors of goverment policy. In addition to the need for structural 

readjustments and improveJ uconomic and psychic incentives, a large and diverse 

training program and institutional development effort must be sustained 

indefinitely to overcome the severe quantitative and qualitative =anpower 

shortcomings that currently impede government in both its regular and 

developmental operations. Not only muar the existing cadre of current employees 

theybe trained (or retrained) to adopt the procedures, systems, and techniques 

should be using, but provision must be made to train new employees in the 

knowledge, skills, and attitudes required for government work. 

are cited by government as a
Management "raining. Managerial weaknesses 


primary cause for the failure of development projects to ac.hieve their expected 

goals. Ineffective management is seen to result in duplication of effort, waste 

of resources, faulty scheduling, premature deterioration of equipment, and lack 

of motivation and diligence on the part of subordinates. This problem will not 

be remedied easily or quickly. 

The skill of effective management is not a skill that can be learned rapidly 

or exercised easily. To mobilize and direct the work of an organization, a 

manager must have the necessary discipUne to recognize, Interpret, and utilize 

of action. A managerinformation, to solve problems, and o decide upon courmes 

should be able to allocate :atioually both human and material resources and 

reallocate such resources as problems and priorities change with the passage of 

time. A manager must evaluate the capabilities and performance of hi3 

subordinates fairly. He must motivate and train subordinates so as to promote 

acceptable levels of worker prodvctivity. 1 manager must thlnk continuously of 
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the future, establish an adequate exchange of communication, and be able to make 

plans which will accommodate contingencies ard t"he unexpected. He saould he 

able to make decisions and control operations based upoa statistical and other
 

quantitative data. A manager needs to discipline himself to delegate
 

responsibility and authority. In this way his own energies aud talents can be 

engaged actively and productively in handling those maters with which only he 

Is qualified to deal. 

These talents and skills are not indigenous to any !ulcure and are acquired 

as part of the process of individual and social development. Searly all of the 

500 civil service officials who ate :0w, or in the near future will be, in 

managerial posts could, ii given extensive training in a manner appropriate to 

their respective status, experience, and responsibilities, become even more 

effective -anagers of their organizations' efforts. 

Supervisory training. Even with walU-tralned senior management fficialn, 

the quality of an organization's day to day performance is dependent upon its 

supervisory staff. It is they who must ensure that work details are -aken care 

of, rules complied with, activities documented, files kept orderly and useful, 

letters written and dispatched promptly, machinery and other equipment kept in 

good operat.ng order, and new employees instructed In theii" duties and 

responsibili-'ies. Even in a participative, 3roup-oriented wvck force, 
as in
 

Somalia, senior management must rely on supervisory personnel such as foremen, 

section chiefs, and team leaders who know their subordinates' jobs as well as 

their own and who will take the timn and zake the effort to ensure that both 

.oucine and extraordinary tasks arc accomplished !a a tnmr.. faahin. 

in the absence of an authoritarian tradition, few persons automatically or 

intuitively become effective supervisors. These skills must be learned. 

Classroom instruction alone will almost never be successful. Only an 
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appropriate mix of theory, practical guidance through work exercises, and 

on-the-job training maintained over an extended period of ti-me can create a 

dependable core of supervisors. 

Manual and Craft SKills Imorovement. The fLSA'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, maintenance, and repair. Direct observation of ministry operations
 

confirma a serious lack of maintenance and repair capacity. Non-operatioaal 

typewriters, duplicating machines, telephones, automobiles, air conditioners,
 

lamps, plumbing, machine tools, earth movers, tractors, and fishing boats all 

testilf to poor maintenance facilities, lack of spare par-s, and inadequately 

skilled repairmen. The harsh natural environment demands extra care of 

equipment to keep it operational. Breakdowns of equipment have impeded 

governmental programnes in technical schools, field development projects, 

scientific research, and industrial enterprises. Such conditions frustrate and 

discourage workers and result in a consequent decline in efficiency. Project 

reports frequently include references to equipment which was prematurely 

abandoned for lack of spa.e parts or a scarcity of adequately trained
 

repairman. Eighty percent of the fishing boats which have been provided by 

donors to stimulate the fishing industry are not in use for lack of spare parts 

and skilled repairmen. 

As demonstrated by the dra':c report, Assessment and D.velopment of Techical 

Education and Vocational Trainiop in the Somali Democratic Republtc (April,
 

1984), :he vocational and technical school system has foc'.sed on theoretical and
 

advanced knowledge and not on manual skills. Graduates of such schools 

frequently regard manual work as beneath their dignity. If the government's 

equipment is to be operated efficiently and maintained adequately a capable 
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corps of craftsmen must be schooled appropriately, provided with complementary 

on-the-job training, and operate in an environment with adequate work
 

incentives. Most 
 of the supply of such craftsmen currently come from
 

apprenticeship programs and on-the-job training acttvities conducted by the 

Ministry of Labour and Social. Affairs. Tne present supply of such workers 

clearly is inadequate. Government's Development Strategy and Public investment 

Programme, 1984-36, cannot be achieved unlese immediate steps are taken to
 

create a sufficient number of mecuIacal, repair, and support crafrtmen. The 

proposals recommended in the GTZ draft report on technical and vocational 

education should be given prompt attention.
 

Specialized Knowledge and Skills. An ambitious development programcie, when 

coupled with the normal requirements of the governmental administration, must 

depend upon a corps of civil servant: possessed of many different bodies of
 

specialized knowledge 
 and skills. Personnel in almot every department need 

knowledge that is unique and specific to that particular department. The fields 

of knowledge may be as 
dIverse as nutrition, irrigation, vocational education,
 

entomology, or iroperty evaluation. Personnel officers, for example, should be
 

familiar with the civil law, the design of appropriate selection criteria,
 

techniques for constructing alternative forms of examinations, disciplinary 

methods, means of evaluating employee performance, informational storage 

methods, and modern technologies used in recruitment, promotion, and job 

assignment based on specialized skills and personality charazteristics.
 

Trainers and instructors need a knowledge of pedosogy as well as of their
 

,ubject atro Govrrunen gr.entinri and ongineerv need practica 

technological skills as well as academic knowledge in their specialized fields 

such as agriculture, hydrology, medicine, or mining. YMnagers in general must 

have expertise in planning, economic and statistical analysis, budgeting and 
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resource alIocAion, feasibility analysis, quantitative decision-making 

processes, output masurement, and programme evaluation. Most governaent units 

also require financial managers with skills in budgeting, revenue fzrecasting, 

cost analysis, accounting, and cash management. The list of specialized skills
 

needed for the operation of any civil service is very long. Few of these 

specific bodies of knowledge can be acquired solely in school. Many can be 

developed only through job experience, from superiors and experienced advisors,
 

or through work experience outside government. 

Language Instruction. Those who will require the use of existing 

international scientific and t.chnological resources must have sufficient 

foreign language skills to utilize these resources. Thus, there is a continuing 

need for high quality language instruction. Many civil servants already have 

facility in several foreign languages with Arabic, Italian, and English being 

the most common.
 

The Sovali language must acquire and standardize ways of communicating new 

scientific, technical, and management terminology and concepts. There is a need
 

for glossaries and dictionaries which will standazdize and disseminate this new 

vocabulary. The .National Academy of Sciences and the Arts has been given this 

responsibility but program funding is inadequate to assure accomplishment of the 

desired goals in the near future. 

7.5 Structure and Status of Training nstitutions 

The current structure for the education, training, and development of public
 

ser anta includes a diverse network of schools, institutes, and colleges. A 

graphic presentation of this network is offered in Chart 7.1. The formal 

educational institutions were studied in some depth in the Ministry of 

Planning's 1984 report on the education and humen resources sector. However, it
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would be usaful to review briefly at the time the major institutions now 

supporting the in-service training of the ministries and public agencies. 
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SIDA.4. Mhe formal charter of the Somali Institute for Development 

Administration and Management gives it a broad -andate to provide instructiou 

for upgrading the civil service, improving management skills, and preparing 

.tra.ined professional cadres with professiona.L degrees, diplomas, and other
 

qualifications, to comply with the managerial and administrative needs of the
 

country.-
 The Institute is divided into four academ:.c departments: Development 

Administration, ,Magement and 3usiness Administration, Cooperative and Rural
 

Development, aud Language. There is an administrative support office, a 

library, a language laboratory, and an audio-visual unit.
 

From its beginnings as the Somali Institute for 
Public Adninistration, the 

Institute has been heavily dependent upon donor financial support and foreign 

instructors. Its present building was financed by support 
from the U.S. Agency
 

for International Development in 1978. Italian bilateral aid has supplied two 

long-term language teachers who also assist with the library and audio-visual 

and other equipment. For -ny years the International Labor Organization has 

supplied two or more teachers and consultants to the Institute. Throughout its 

history a large portion of the SIPA-SIDAM courses have been conducted by 

expatriates with the language of instruction being English, Italian, or Arabic. 

in 1983, the Inceruacion Development Agency (IDA) of the World Bank entered 

into a contract with the California State University at Fresno (C UF) to provide 

144 person-months of both short- and long-term professional staff to offer a 

two-year full time course of study equivalent to CSUF's regular curiculum 

leading to the Master of Businesu Administration degree. in addition, the CSUF 

ptogram offers in-gervice training, preparprion of trainiog nateriAlm, and 

consulrancies for selected ministries. Instructiou in the CS F program is in 

English and standard U.S. texts are being used. The contract Ls for three years 
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and an expenditure of U.S. $2,188,000 is allocated for ti first phase. An 

initial class of 70 university graduates, most of whom are v"'oyees of 

governmental agencies, was rec-uited in the summer of 1983. Most were provided 

with four months of intensive language training in English. By late March, 

1984, approximately 56 of the original class had completed the first three 

substantive courses. When they' have completed the course, it is expected that 

these students will become SIfDAM instructors, ministry and agency training 

officers, and middle managers in the public enterprises. The students will be 

available for part time employment in November, 1984 and for full time 

employment in November, 1985. 

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 months duration or less). Long courses in 

Accountancy, Rural Development, and Administrative Law currently are being 

offered as well as short courses in English, French, and typing. 

The number of persons being trained is inadequate for government's needs. 

In 1981, as ILO consultant estimated that 1500 senior managers, 3000 middle 

level managers, and 10,000 supervisors required training. 'While this estimate 

appears excessive, the numbers of managers and supervisors in need of additional 

training and periodic refresher instruction are far greater than SIDAM can 

accommodate with its current resources. 

Over the years there has been an increasing emphasis at SIDAM on longer 

courses leading to diplomas. An increasing reluctance of ministerial and public
 

euterprise participants to enroll in short training courses has been 

experienced. Damand for longer courses has beon . icouraged by the belief by 

students 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 MBAcourse have indicated that they view the acquisition of English 

language competency and of the equivalent of a U.S. tEA degree as a means to 

obtain a better paying position outside of Somalia. 

SIPA-SIDAi has long had difficulty in retaining its Somali faculty. Of ten 

prospective faculty sent for education on foreign scholarships in 1978, three 

are still working for degrees abroad; the other seven have completed their 

stadles but only two have returned to Somalia and neither is employed by SIDAH. 

Of the fifteen students sent abroad for advanced training since 1979, only three 

have returned to the SIDAM staff. 

A degree of dissatisfaction exists with SIDAM's programs of in-service 

training for current civil servants. This is due partly to the language issue, 

partly to the predominance of expatriate i-astruction, and partly to the emphasis 

on academic and theoretical subject matter. Some ministry representatives do 

not consider SIDAM's courses sufficiently specialized to meet their needs. The 

responsibi-ity for these problems does not rest solely on SIDAM, however. 

Students are nominated for training even though they may not be motivated or 

prepared to benefit from the courses. Because of the inadequate incentives for 

civil service employment and past failures to use training graduates' expertise 

once they return to their ministries, the conditions do not exist for an 

efficient transfer of knowledge from theory to practice. The CSUI project 

appears to be a major step in the direction of redirecting SIDAM's training 

effort and of strengthening i:.s overall performance. 

The National University of Somalia. The status and programs of the NUS are 

discusied fully in Chapter X of the Minstry of Planning's 1984 report on the 

gducation and human resources sector and need not be duplicated here. tn terms 

of the relationship of the NUS programs to civil service manpower training 

needs, several generalizarionas may be made. COe is that the number of 
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university graduates assigned to and accepting employment in the various 

ministriez is insufficient to satisfy the demand of ministry officials. Another 

is that almost all graduates requite further training before they can assume 

managerial responsibilitiea in the ministry to which they are assigned. The 

Ministry of 1inerals, for example, has made an agreement with the Lbiversity to
 

provide additional courses for some of its graduate employees to give them the
 

specific knowledge and skills they require on the job.
 

Instructional dissatisfaction with the NUS is attributed partly to an 

imperfect understanding by students of the language of instruction and partly to 

the program and curricular structures. These structures, modeled on those of 

Italian universities, prcvide instruction which miniscry officials feel is 

neither as derailed or as specialized as required to prepare graduates with the 

knowledge and skills needed by the ministries. A final circumstance which has 

limited the effectiveness of graduates is the method by which graduates are 

assigned to various ministries and agencies without adequate attention to their 

persoval desires, interests, and abilities. The concentration of graduates of 

certali faculties in some ministries has tended to deprive these minstries of 

employees with an appropriate variety of educational backgrounds. It has been 

suggested that the present method of restricted assignment is one reason =any 

graduates either do not accept their initially assigned employment in the civil 

service or leave their assigned ministry or agency before becoming fully 

productive employees. 

The Institute of Statistics and Applied Economics. The Institute of
 

Statistics and Applied Economics was created in 1976 by what was then called the
 

General Directorate of Natioal Planning. The goal of the lastitue is to
 

provide personnel capable of collecting, processing, and analyzing statistical
 

data. Its governing boat is composed of th,. direccors-general from the
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Miiscries of .'atioal Planning, Hiaher "ducicioi, Labor, F-ucation, and Health 

in addition to all diractors of departments in the izistry of National 

Planning. The director of the Department of Central Statistics acts also as the 

Director of the Institute. He is assisted by a technical committee made up of 

the Director-General of the Ministry of Planning, z representative frcm SIDA.M,
 

the Dean of the Faculty 
of Economics of th, Nationmol University, and the
 

lecturers of the Institute.
 

The current esmpasis of the Institute is to prepare middle level
 

statisticians to act as field supervisors and technicians in economic 
planning 

and as statistical clerks. These statistical clerks are required to prepare
 

questionnaires, compute statistics, 
keep records, and to assist in project
 

appraisal and evaluation. The two-year Institute programe includes such 

courses as English, statistics, mathematics, demography, manpower planning, and 

economics. The faculty of eleven instructors include four foreign consultants 

and seven Somali staff. The program is subsidized by UNICEF which pays 

honoraria for faculty, transport expenses, aand 120 So.Sh. per month incentive 

to each student. 

Students in the Institute must be secondary school graduates; the7 are 

nominated by their individual miistry. Most come from ministries ocher than 

•National Plarming; the 1,1Pmust then assign them to a position appropriate to 

their skills subsequent to their graduation. Students take an examination in 

each subject at the end of each semester and a summar1 final examination at the 

end of the course. If a student fails three or more subjects, he is allowed to
 

repear the semester. if two or less subjects At falled, the fttdent r.u retake 

the examination. On graduation, diplomas grantedare from the institute.
 

Including 
 the first class of twelve who graduated in 1975, 108 students have 

completed the institute programme and returned to their ministries. Currently,
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twent"-two are finishing their second year and thirty-five are completing their 

first year. The Insrtute has the responsibility of determining if graduates
 

have been assigned properly; planning is now underway to conduct an evaluation 

to assess not only the appropriateness of assignments but also the overall 

uti1izj.t':r ind effectiveness of Institute graduates.
 

Institute of Development lannLing. A second institute operated by the 

Ministry of .ational Planning is the Institute of Development Planning. The IDP 

is only in its first year of operation. The Director is the Head of the 

Livestock Planning Service and its seven instructors are drawn from the Uniced 

Nations consultants working with the Mimistry of ational Planning. Its thirty 

studencs are now in the second semester of a one year program. All students are 

university graduates drawn from the Ministry of National Planning's own staff. 

Their course is designed as a post graduate course in developnental planning and 

economic research with topics specifically selected for their relevance to 

developing countries. 

As in the Institute of Statistics and Applied Econoics, students are paid 

an incentive for program attendance. The N.Pis in the process of determing the 

effectiveness of the program by evaluating the work of the students within their 

assigned offices. The W would like to open the .DP'z courses to other 

minietries and to make it a permanent part of the civil service training system.
 

The National Telecommunications Institute. The NTI was established in the 

Ministry of Poots and Telecommunications in 1981 and is supported in part by the 

International Telecommunicarions Union. Its staff consists of thirty-three 

Somalia and five expatriates. The curriculum consists of two years of basic 

studies, 6 months of language studies, and one year of specialized instruction. 

The language of instruction is English. Students are assigned to the Institute 

on the basis of their results on the University entrance examination. Current 
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enrollment is approximately 200 and 40 to 50 students complete the course
 

annually. Minstries and agencies employing graduates of the Institute 

(primarily Posts, Transportation, and Maritime), appear pleased with the quality 

of education provided by the instituI.ioU. However, several years of additional
 

on-the-job training is deemed necessary for most graduates before they can 

assume signif-cant managerial responsibility. 

Vocational and Technical Training Institutions. The vocattonal arl 

technical schools and training institutes have the responsibility to produce 

craftsmen and secondary school-level technicians. Graduates of these programs 

provide a potentially important input into the civil service work force; they 

make up a major percentage of the technicians recruited each year. These 

institutes come under the jurisdiction of the Ministry of Education and their 

faculties are provided by the Technical Teacher's Training nstitute in 

Mogadishu. The status and programs of the institutions involved are discussed 

in greater detail in Chapter 8 of the Ministry of National Planning's Somalia 

Education and Human.Rasources Sector Assessment, 1984. Overall, there were 32 

schools in operation at the end of 1982 with an enrollment of 9,469 students and 

a staff of 789 teaherj. Table 7.1 presents a summary of the schools by 

ministry and programs of study. Where available the most recent enrollment and 

staffing figures are given. 
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Technical education and vocational training was the subject of an intensive 

study by the German Agency for Technical .Assistance (GZTI)during the spring of 

1984. 
Although they found that the individual institutions vary considerably in
 

the 	quality of both faculty and facilities, all appear to face the following 

problems; 

i. 	School management is 
a serious weak point which results in deficiencies
 

throughout the system; 

Z. Teachar preparation is more theoretical than practical and has not 

included sufficient education methods courses;
 

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

conditions; 

4. 	 All the schools lack appropriate materials and equipment and thus the 

courses of instruction involve little applied or practical experience; 

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

meet government's technical staff requirements but are reluctant to fill
 

craft positions both because they 	lack the manual skills and because 

they do not wish to perform manual or craft work; and
 

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

In order to meet their need for appropriately trained technicians and
 

craftsment three of the major industrial autonomous agencies, Jowhar Sugar, 

Somaltex, and the Jubba Project have stablisned and conducted technical training 

courses with some assistance from donors and foreign technicians. The Jowhar 

center operates a program similar to a technical secondary school with an
 

initial hqle-year course in EngJ.in, folInwed by i year nF chemistry, physics, 

mathematics, technology, and workshop training aud a secud full year of
 

electricity, metallurgy, technical calculation, English, technology, and 

workshop training. The program has graduated eighteen students in two classes 
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to date, has fourteen students in the final semester and forty-one in the 

preliminary English class. The Jowhar faculty includes no expatriate staff. 

The SOMALTEX Training Center at Balad began in 1979 with 20 students and has 

program areenrolled 20 students each year since. Students accepted into the 

graduates of intermediate level schools who have scored well on their final 

full-time course is largely practical,examinations. The center's two-year, 

mechanical and electrical work, technology, technical drawing,covering applied 

tecbnicAl calculations, mathematics, safety, English, Arabic and religion, 

social studies, physics, and textile technology. The training program has 

twelve instructors and has graduated thbi!-y--seven students. Currently 

first and se'ond year courses.thirty-mnie students are enrolled in 

Mugambo Center, managed by the Juba Sugar Project, is bettt-- Pquipp,.dThe 

than the other training centers. Staffed largely by expatriaLL: .nd 

well-traied So uLl instructors, ic prepares trained craftsmen and artisans in 

six montLs of practicalpractical engineering skills. Graduates then undergo 

training and five months of work experience before they begin work as managers 

and mechanics in local industry or in agricultural project3 in the region. 

The governments Vocational Training tnstitute for craftsmen has recentl7 

been reactivated to train general mechanics, motor mechanics, masons, and 

carpenters. It has a woodworking shop, a metal shop, an electrical shop, and an 

in theautomotive shop. This school is supervised by the Department of -aining 

Ministry of Labour and Social Afftirs and has the capacity for 150 students. At 

present it has a faculty of seven instructors (all of whom have been trained 

Both the -raff and theabroad), five assistants, and thirty support personnel. 

facilities are used for cercification testing in all classified handicrafts. A
 

donor-supported team currently is working to u grade this facility and
 

additional buildings and shops are under construction. Even after this
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expansion the output of this school will not be sufficient to meet the crafts 

skill needs of the government let alone of the economy as a whole. 

Both the ministries and the autonomous agencies urgently need qualified
 

techn.cians, engineers, and craft workers from 
a wide variety of o:cupational 

fields and scientific disciplines. At present governmunt appears I:abe losing
 

more 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 technicians and craitsmen. 

Also, the level of skilla graduates possess too often are '.&adequace to meet the 

needs of either governmental or privatL employers. 
A g-ograto urgrade the
 

vocational 
and tectu'Lcal educational and training system as recomended in the 

German Agency for Ted-nical Assistance report should be instituted at an early 

date. 

7.6 Hinisterial and Agency raining Activities 

From 1972 to 1977 a number of ministries and agencies organized their own
 

trainmig programs to 
provide basic courses (such as orientation for new 

employees) as well as retraining courses to improve the skills of older 

employees. This latter training vas largely to up-grade the performance of 

technicians and skilled workers, but several ministries such as 
Foreigu
 

Affairs's and Justice and Religious toAffaizs have made a conarrced effort 

inprove the technical knowledge of their employees. :a spite of this, 77 of 89 

government units responding in 1978 to a Mnistry of Labour and Social Affairs 

questionnaire reported that out o£ 7'1,000 governnawt vor~iers (civi.Lian aud 

ilitary), 23.6 percent, or 16,300 were not caruying out their duties properly, 

due primarily to insufficient training. Some ministries indicated serious 

problens. The hinistr7 of Health reported 1,530 employees as lacking 
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sufficient education or training to perform their duties, Education reported
 

4,465, Air Transport 955, and Livestock, Forestry, and Range .4nagelent 1,099. 

Although no data are available on the numbers of employees requiring further 

training in 1984, the situation certainly has not improved since 1978. Ln fact, 

because of the continuing exodus of skilled employees from the civil service, 

the problem is probably much more severe. Most ministries recognize the need 

for substantial training opportunities for their staffs and a few are taking 

active measures to organize and provide such tr&-.ning. However, many still do 

not have a designated training officer while others list the function on their 

organization charts but have left the position unfilled. Only a few, such as 

the Ministries of National Planning, Post and Telecommunications, Agriculture, 

and Livestock, Forestry, and Range Management, have placed a priority emphasis 

on training. Even in these ministries the concentration has been on 

pre-employment instruction rather than on upgrading %nowledge and skill or 

changing the attitudes of those already employed. These ministries have 

established technical institutes at the secondary school level to supply them 

with the Prained technicians they require. An outline of the training programs 

of the ministries is shown in Chart 7.2. Agencies that have held joint training 

programs with SIDAM are listed in the Appendix Seven. 
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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 ministerial training sections is 

that of identifying and assigning scholarshi l. Table 7.2 gives an indication 

of the scope and variety of foreign training available in 1979. 

Employees seek such scholarships because they provide an opportunity to 

travel, to save coney from their living allowance, to ualify for a senior 

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 servtce. Although accurate 

records have not been maintained, it has been estimated by several ministries 

that less than blf of all graduates return to their civil service positions. 

The graduates either stay in the country where they r '_7-d their education or 

find employment in the Gulf States or in another third country economy. 

To Limit this phoenomenon, some donors are expliring the possibility of 

withholding the granting of degrees until the students have actually returned 

home. Others, such as the UNDP which has been supporting SIDA., favor greater 

usc of short term training programs in Somalia or in the region. 

Foreign-trained scholars are still needed urgently in nearly all ministries and 

particularly in the educational and training institutions which require high 

quality staff. The ultimate solution is to create incentives that are 

sufficienc to make service in SomaLia more attzccive to the Somali graauaLes of 

foreign programs. 
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TABLE 7.2 

SOM&UI STUDENTS ABROAD L 1979 BY DATE OF LPECTED RETURN 

Field 1979 1980 1981 1982 1983 1er1983 TOTALTTL 

EngineerIng 2 9 6 13 2 5 37 
Surveying & Cartography 1 1 
Physical Sciences 4 5 10 1 20 
Agriculture and Biolorical 
Science 

edLicine 
24 

6 
2 

18 
1 
1 

5 
2 

1 
13 

33 
40 

Public Admin, Acctg., Econ. 
Statistics 5 3 1 14 23 

Education, Arts, Lans. 
R ligion & Law 

Printing, Journalism 
1.5 

1 
9 6 1 2 47 

3 
Unknown 1 3 1 5 

TOTALS 59 4423[ 59 2 22 209 

STUDENTS ABROAD IN 1979 BYFIELD AND COUNTRY IN ;%ICH STUDYING 

fhgineering 12 2 3 3 36 
Surveying & Cart. 1 
Phys. Science 2 10 1 1 6 
Ag& Bio. Science 2 11 2 4 14 

e4dicine 25 Z 1 9 
Pub. Admin. Etc. 3 15 5 
Fd. Arts, LavEtc. 7 7 15 3 1 
Printing, Journalism 1 z 
Umknowu 1 4 

TOTALS 52 34 1.6t 2: i. 88 

Source: Somalia Democratic Republic, Ministry of Natio.al Planning. Evaluatioi 

of the Three Year Develo=ent Progra 1979-1981. Mogadisnu, August 1982. 
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Several miistries are involved in approving and recording foreign 

scholarships. The Min.istry of Higher Education and Culture is responsible for 

all degree program scholarships. The Mlni/try of Ntional Planning tries to 

maintain records on short courses and on all. programs connected with 

donors for scholarshipdevelopmental plnning. 	 Other ministries negotiate with 

asaiscance that can be used to advance their programs. here is a need for 

better coordination between the donor comunity and 	 the government in the 

assigmMQnt of foreign scholarships and in the monitoring of those studying 

abroad. Also, donors should consider means by which they can reduce the impact 

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

7.8 The Dimension of Unmet Training Seeds 

Numbers to be Trained. 	 A number of assessments have been nade of the number 

of individuals who need to be trained and of the subjects in which they need 

training. The .anpower and Human Resource Surveys of 1972, 1978, and 1983 have 

requested data f-zom government ministries and agencies. However, the responses 

have been of reduced value for planning purposes for several reasons. First,
 

many of the individuals 	trained in the past have not remained in government 

those vho have received training, significant numbersemployment. Second, of at 

all levels of the organizational structure itill lack the 	 skills or experience 

even those that have been trained 

training or 

to perform the tasks expected of thea. Third, 


and have demonstrated competence on the job may require refresher 


new instruction bacause 	 their responsibilitee have changed. 

In the area of senior management alone, approximately 100 General Managers 

and Directors-General require one or more weeks of refresher training. Over 600 

directors at department 	level require a month or more of training to improve
 

their managerial capacity. At the lower supervisory and service levels ac least 
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1800 civil servants could benefit from two months to two years of additional 

training. 

In addition to those indivduals that need short or long courses in general 

management, industrial management, public adminstration, or project management, 

there is a long List of specialists who require annual training erperiences if 

the work of government is to continue at its present level. Table 7.3 provides
 

an overvie,, of training requirements based in part on the "National Manpower 

Resources and Rquirements Surveys of 1978-1983." It must be borne in nind that 

the numbers suggested in the table are only a rough order of magnitude, since 

skilled workers continue to leave the government service at an increasing pace. 
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The list in Table 7.3 is by no means exhaustive and could be extended. It does 

not, for instance, incudn technicians and craftsmen, such as carpenters, 

masons, fitter-c, electricians, turners, plumbers, welders, blacksmiths, or
 

printers, 'or whom not even general estimates of traLiing needs exist. 

National Training Policy. No national training policy or mandated
 

organization to establish one currently 
exists. Even a cursory review points to 

an urgent need. Not only does each ministry need i competent training staff,
 

but a mechanlsm is required to and
develop interagency coordination 

cooperation. 
Above all there needs to be clear commitment by the government of
 

funds and human resources for staff training and development if the goals it has 

set for itself are to be achieved. 

Centrally Coordinated LearnIng Resource Center. Any meaningful training
 

program needs such resources as: libraries of reference 
materials, case
 

studies, 
 terts, role-play exercises, charts, audio-visual materials, and
 

training equipment. Libraries do exist in 
 several ministries, i.e. National
 

Planning, Industry, and Fducatiou 
 an well an at the University and at SIDAM.
 

None are adequate :o the demands that will 
be placed on them nor are there any
 

coordinated 
means of making their assets available to all who might need to use 

them. Training materials are in even shorter supply; where they exist they
 

often .:e not catalogued, properly aintined, or made available for 
general
 

use. There needs to be some central agency for resource coordination, staffed 

and equipped to support a Sovernnent-wide training program.
 

AOualified and Competent Cadre of Training and Develooment Soecialists. If 

the needed tTaiafo. programe are cc) hr implemented, t'ho.re 1.. an urgevit need for 

qualified Somali Drainers wh knof Luiu only Uhe subject maLter to be Laught Iut 

also the pedagogical means for teaching it. This cadre of trainers should stalf 

the primary training offices of the ministries and the training inititutes which 
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assist the ministries. At present the number of qualified Somali tralning 

special.ists is inadequate to meet this chalenge. 

Adequate Supply of Technical, Trade, and Cra-ft Workers. As outlined earlier 

the nacion'! development programmes suffer from a lack of maintenance and repair 

capacity. Repair and maintenance workers constitute one of the most urgently 

needed categories of skilled employees. Existing sources of such personnel,
 

largely the apprenticeship and on-the-job programs of private and public 

industrial agencies, are inadequate to provide the quantity and level of skilUed 

personnel for the maintenance and repair work needed by the government. 

Attitudinal Change. Given the current economic and psychic incentives 

received by civil service workers, the government is fortunate 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 positive attitudes toward work. Improved morale must be built upon an 

increased pride in government employment, higher standards of job performance, 

and identification by workers with the mission of their ministry or agency.
 

This implies a need for strong and aggressive leadership, for a teem-trainlng 

approach vo manpower shortages, and for the use of organizational development 

techniques in the ministries and autonomous aeencies.
 

7.8 Summary and Conclusions
 

Training requirments for the civil service involve both the breadth and the 

intensity of need i changes in workers abilities. The training needs range from 

simple filing and recordkeeping skills to more complex supervisory, 

administrative, and managerial capacities. .any of the institutions and 

facilities needed to assist in the transformation of the civil service are 

7-37
 



already in place. However, most require both qualitative and quantitative
 

improvement to accomplish the tasks that will 
be set for them. If Lhe
 

developmental work of the nation 
is to be accomplished in 
a timely and effective
 
fashion, some significant investment must be made in the government personnel 

who are expected to direct and implement it. Some progreso can be made by 
altering incentives but the major determinant of success will be training. The 
finaLl results of civil service improvement eafforts will depend on the manner in 
which the reform program is packaged and the degree rto which senior managers can 

enlist the support of their civil service subordinates in the task of making 

Somalia a batter place in which to Live. 

After reviewing the present status of staff training and development 

programes, the following conclusions have been reached: 

i. 	 There is need for an improved commitmnt on the part of senior officials 

of the government to a program of staff development and in-service 

trainin g; 

2. Much of the training effort expended to date has had less positive 

results than should have been expected; 

3. 	The government must develop a set of national policies regarding 

training; 

4. 	 A central authority must be established to implement the training
 

policies, coordinate training, allocate 
 resources, and evaluate the 

results of training programs; 

5. 	All Minstries and agencies should have designated training officers who 

will be respc ,;.ble fc). the pl,.,ng anr; conduct. of inseLvice .rairmag 

of the ministerial staff; 

6. 	 Those who are 	placed in charge of training activities in the ministries 

should themselves be trained to fulfill such responsibilities; and
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7. 	 SIDAM should be staffed and funded inadequately to meet the Zoverest's 

needs for training in management, accountancy, languages, clerical 

skills, and specialized administration. 

7.10 Recommendations 

The preceading analysis suggests a continuing need for a strengchened 

training and ataff development effcrt, some of which can be developed locally 

with governmencal resources although a significant proportion will continue to 

reqire substantial donor support. Specific recommndations wnl.:h will assist in 

fiLling this need are preseent,d below in order of pricrity. 

RECULZNt'D&:AION 7.1. To ensuze top .nagement support for rrain.ing :"m re 

should be at east one seLinar eacb 'rar for ministers and one for 

dirtctors-general which would cover pr-ble s of management gener-.U.y and the 

requirement ior training and devc-lopment specifica-ly. Senior officials of 

the government should sjpport in-service training actively. should 

themselves participate in training programs, and shuld strive to assure 

that the benefits of training are appreciated and used by .he pcrticlpants. 

aECOtOENDAI1ON 7.2. TOe cordination and iection of trining in the 

ministrie, an" agencies should be strengthened through the creation of a 

National Tralning Council, a Department of Training -n the Mriistry of 

Labour and SocraJ Affairs to implement the Council's decisions, and roe 

creation of a trailng office in each ainistry and agetcy. The Training 

Council, consisting of senior officials represeaLing the Presidency, the 

Part7, and alI large ainistries, would aevelop training policy, review 

traivIng plans, and discusa and re3olve prcblems. T.e -aining Department 

in the hinistry of L-Lour would rupport the - tioal Training Council b' 

Pipletienting its decisions, coordinating trainiag schedules of the 
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Linistrles and agencies, allocating training resources, and by providing 

direct planning and staff support to SIDLIJ. Individual ministry and agenc 7 

training offices should develop dnnu&l t:a-unicg programs based on their
 

annual work plans and the assessment of training needs to meet those 
 plans. 

Thzy also should conduct the training programs and evaluate the courses.
 

UEOMENDATON 7.3. To the extent feasible, 
 cii servants should be given 

actionoriented training conducted in the Somali language. ?articipative
 

exercises Lhould be emphasized rather Lhan lectures 
and conferences.
 

Students should be instructed in the Languuge they understand 
 best. The
 

instructional methods used should 
 include supervised research, field 

investigations, role-playing exercises, and group discussions. 
 Above all, 

there should be a strong Somali linaguage writing componeunt in all 

Li-service training. Officials need to improve their abillty to express
 

themselves clearly, 
 concisely, and effectively in written documenrd. 

RECOM -- I:TION 7.4. General management training should he nesignod for and 

provided firs3t to the senior officials. These officials subsequently should 

assist in presnnting similar instructlon to their subordinates. As a matter 

of high priority, SIDAM should be instructed to prepare and deliver to the 

the National Training C.uncll a management training program which focuses 

specificalll on supervisory aad delegatory responsibilities of officials at 

the general managr and director-general level. -e program's aim should be 

to have all officials identify resposibilities, decisiona, am'. actions 

which consume their own time and which can and should be delegated to a 

lower level of admaI*I.ratI.,,,, The .,..gram 1!o sho-jd develop mrtbrs by 

which senior officials can assure the.Wselves that such delegaLions of 

responsibility are being haudled properly. 

RECO.X?.NDATION 7.5. Ihe Institute forSomali Development Administrat on and 
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Ma-agement, IDA., should be strengthened and suLpplemented with sraf. and 

finds to enable it to provide the assistance needed by the zinistries and 

ago:.7ies in their in-service training programs. Me Institute needs a staff 

of approximately 25-30 highly qualified Somali instructors. Adequate 

funding should be provided for the purchase and pinrlcng of teaching 

materials, for holding periodic conferences and seminars, and for 

instructional supplies and equipment. Above all, the Institute will need to 

be able to pay salaries adequate to ensu:e tha . prospectivte staff members 

who are given oppporttunities for higher education actuall, will return and 

become productive members of the Institute. 

RECOMMENDATION 7.6. An annual t-aining plan should be prepared in all 

ministries and public agen,.!es based on projected training needs. included 

in the plan's coverage should be: 

1) orientation training for new employees; 

2) at 1.eas two ieeks of refresher and up-srading training for all 

current employees;
 

3) training for supervisors in the techniques of providing subject 

matter and skil!, training to subordinates; 

4) training on the conduct and administration of meetings and .a tine 

management; and 

5) instruction in office management (including the une of filing systems
 

and data reczieval methods). 

REC0!ONDATrON 7.7. A continuous et ort should oe made to evaluate the 

effectiveness of each major training program, both to determine what the 
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participants have absorbed in knowledge, skills, and attitudes and to
 

determine tne extent to 
whizh thIs learning is being utillzed by the student 

to improve job performance. 7,is evaluation should include 
a review of
 

post-traning assignments of servants,el'ril trained either locally or 

abroad, to detsrmln- whether the skills they acquired are being 

appropriately empLoyed.
 

R.ECOM.MWTION 7.8. iinistefial and agency authorities, including i=mediaze 

suparvisors, should 
ensure that students receive incentives adequate to 

encourage them to undertake training courses and Po complete rhe cou'.se 

requirements successfully. Incentives should include: 
 appropriate
 

assignmeat upon completion, the use of successful completion of training as 

an impirtant consideration for promotion, and appropriate recignition in 

competItion for bonuses and employee awards. 

RECOMMIEDTION -.9. Te existing base of training for the vocational crafts 

shj,'jld be arpanded as equipment and instructors can bo. made available. This 

expansion will allow government to strengthen the ciaality and quantity of 

the construction, maintenance, and repair work ol the minIstries and public 

agencies.
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8.0 SUMMARY RECO?!E.NDAT.ONS FOR POLICY AND PRACTICE 

8.1 	 Introd,,crion 

This chapter presents a set of integrated recommendations proposed for the
 

civil 	service. The recommendations concern areas both of policy and of 

practice. 'ecause of the interdependency of the recommendations, they are not 

assigned individual priorities. Me recommendations are designed :or 

implementation over a ten year period to permit phased adaptation and adjustment. 

Nine recommendatlons are proposed and they are organized within the four 

-oucent areas cf tbis report, e.g., organLization and management, personnel 

adminiscraioun, civil service compensation and staffing, and training 

requirements. Thv. recommendationd, whica will be discussed in detail below, are: 

Organization andManagement 

1. 	A Civil Service Comilssion should be established with legal, advisory, 

and appeal functions at government-wide level to provide overall policy 

guidance and review of the civil service employment system. 

2. 	 The Hiistry of Labour and Social Affairs should be reorganized into a 

str, cture with two major divisions, each headed by a director general. 

One division would be concerned primarily with issues of personnel and 

training and the other with issues of labor regulation and statistics.
 

Ma addition, the personnel department should be strengthened to act as
 

the central personnel agency for the government.
 

3. 	An organLization and zethods unit should be created with trained Somali 

professional staff capable of studying organizati , l and 

administrative problems throughout tha government. he unit should be 

given the zesponsibility for making recommendations for improvement of 

civil service procedures and for designing and implementing those 
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reforms. 

Personnel Administration
 

4. 	 The government should restructure its assignment and promotion
 

procedures to increase the probability of having the best qualified 

person assigned to each position. This restructuring should inc.lu ' i 

the restoration of increments for the technical series, the 

modification of the administrative scale, and placing increased 

responsibility for selection on the official or officials of the umi 

to which the worker will be assigned. 

Comennation and Staffing Levels
 

5. 	 The government should act to identify redundant workers and provide 

assistance to them, as necessary, in finding alternative employment 

outside the civil service. Informed estimates suggest that 

approximately twenty percent of all government workers (the largest 

numbers being at the lower job classification levels) could be relieved 

of their current government responsibilities 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 

made to reach this level by the end of 1986. 

6. 	 Subsequent to the reduction in workforce, government should grant 

seleCted groups of employees a substantial increase (200 to 500 

percent) in salaries (inclusive of allowances). Tis increase should 

become effective no later than anuary, 1987. 

Training . eds 

7. 	 The coordination and direction of training in the ministries and 

agencies should be strengthened through the crestion of a National 

Training Council. The new Department of Staff Development and Training 
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in the MISA should be given the responzibility for Implementation of 

Cuuncil directives. A training office shuuld be created for each 

ministry and major agency. 

8. 	 To the maximum extent feasible civil servants should be given 

action-oriented raiuning which emphasizes participative exercises 

rather than lectures or conferences. Where possible, all training 

should be done in the Somali language. 

9. 	 A program of general management trai.'ng should be designed for and 

presented inItially to senior ministr7 officials (heads of departments 

and above). These officials should be given the responsibility of 

assisting in the presentation of appropriate maragemenc training to 

tlair subordinates. An initial aim of the program snould be to 

identify decisions and actions suitable for delegation and to develop 

methods by which such delegation can be properly implementea and 

supervised. 

All of the above recommendatons are provisional only. Their implementation 

would take place over the next four years and should be monitored over tae next 

decade to identify needed modifications and reform. 

8.2 	 Recommendation for Organizational and Mnaqement Reform
 

RECOMENDATION ONE. The government should establish a Civil Service 
Commission with legil, advisory, and appeal functions at the 
interministerial level to provide overall policy guIdance and rev..ew for the 
civil servi.ce system. 

.here is an inherent difficult7 in having one mlnistry responsible for 

supervising and directing the operations of a ?ear agency. if this is to be 

donme, as it is presently in the caae of personnel, there snould be some higher 

authority which can provide alidity, support, and review to these efforts, 
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establish policy, and act as i court of appeal. A Civil Service Comml::siou,
 
composed of distinguished former 
 senior' civil servants, would provide the
 
authoritative support and the needed objectivity 
to resolve any issues under
 

disure.
 

.ICOMMENDATION TWO. The government should reorganize the Ministry of Labourand Social Afairs into two major divisions, each under the supervision ofdirector-general, and strengthen the Personnel Department 
a 

as the centralpersonnel agency of the government by hiving it absorb the establishmentfunction. Inaddition, a Department of -raining should be added. 
Uager the proposed reorgamiation the senior career administrator in the 

aioistry would become the "Pernanent Secretar-p." - his person would supervise 

the two directors-general. One, the director-general for Personnel and
 
'raling, would superv-ise the Departments 
of Personnel, Staff Development and
 

Training, and Vocational and Crafts Training. The 
 second, the director-general
 

for Labour 
 and Social Affairs would supervise the Departments of Labour, Yabour 
Statistics, and and Affairs.Welfare Social The Department of AdinistrLtioa
 

would operate directly under 
 the control of the Permanent Secretary.
 

This organizational structure 
would strengthen :he Department of Personna.. 
significantly. 
It would provide the department with more authority by giving it
 

the 
primary operational. responsibility for determining personnel requirements.
 

The new st--ucture would also therequire Deparment of Personnel to supervise the 
personnel operations of the other ministries under the overall guidance of rhe 
Civil Service Commission. A significant modification in decisio-making 

procedures would be required since the two directors-general would be empowered 
to act and sign papers on behalf of tne Minstry. This not only suggests the 

need for ipecific written delegations if authority but ilso -he ueed for 

coordinating procedures and the handling of correspondence to permit the
 

Permanent Secretary to be informed (and beto able to inform the Minister) of 

the status of inisatr 7 operations and plans for the future. 
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i.ECOHMYDATICN TIE.E. A high priority should be placed on the creation of a 
unit with a traine, professional staff capable of studying organizational 
and administrative problems throughout the government, of making 
recommendations for improvement, and of assisting in the implementation of 
these r.comendations. 

The staff required for this purpose would include individuals with 

experience in government and with trainhig in the analytical techniques needed 

to evaluate organizational structures and processes, to assess their efficiency, 

and to design new structures and procedures to enable the organizstions to 

operate more effectively. Such skills and knowledge usually require advanced 

formal training in addition to practical experience. Example of the problems 

with wbich the staff might deal could include such questions as whether 

minirtries and agencies would be more eftectlve if consolidated; whether any 

fiscal savings would result from such consolidation; whether the procedures 

employed in obtaining clearances for iported goods could be simplified without 

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

appoint:ment or promotion of civil servants could be made more eificIent. 

8.3 Recommendations for lianges in Personnel Administration 

RavCOMNDAITION FOUL. The government should improve promotion and assignment 
procedures to increase the probability of having the best qualified person
in each position. This would include the restoration of the in-grade 
increments for -he technical series, the modific&tion of the administrative
 
scale, and the vesting of the responsibility for the placement of personnel
 
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 efforts of its personnel system on the single goal of providing 

the beLt workers to do the best possible work in the Irtterests of the natiou.
 

This will require promotion systems that are perceivea as fair ana equitable. 

The systems should provide every employee reasonable expectations for promotion
 

while ensuring sufficient flexibility to advance those best qualified by
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experience, performance, and education.
 

Assigning the beat possible workers to the available positions requries i) 
a
 
careful analysis of skills, attitudes, and kncwledge required in the positions
 
to be filled; and 2) identification and recording of individual qualifications
 
for the posa.tionn in terms of demoatratcd performance and skill, knowledge and 
education, as well all attitudes as 
reported by colleagues and supervisors. one 
of the most effective means of selecting the best qualified applicant Lies in
 
assigaing the reeponsibility for aking the selection to the manager who must be 
responsible for the selectee's perrormance on the job.
 

Current deficiencies in promotou opportunities for the technical workers
 
stem from the abolition of :he in-grade increments provided in the law for the
 
technical series. Reestablishing these increments 
vould provide an improved
 

opportunity for promotion 
 for hig~hy skilled technical personnel. Lmprovi.g
 

promotion opportunities for administrative workers requires 
the modification of
 

the administrative scale by extending each grade from its current base level to
 
a top level correspondlng to the base level of the next 
 higher grade and by
 

permitting larger increments.
 

8.4 Recommindacions on 'nolovee Comensation and Staffin, 

RECO.MNDATION FIVE. The government should act to identify redundantworkers and pro-ide assistance to them, as necessary, in finding alternativeemployment outside the civil service. 
 It is estimated chat approximatelytwent7 percent of all government workers could be relieved of their currentgovernment responsibilities without affecting the quantity or quality of
services provided. A goal of approximately 36,00 public sector employees
should be set and an attempt should be made 
to reach this staffing level bythe end of 1986.
 

A number of steps night be taken which would bring about an adjustment in 
the size of the workforce t4 approximately the levels prevailing in 1979-1980, 
that is, about 36,000 persons. Firsc, new appointments, except for unlversit
7
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graduates and a few others whose services are urgently needed should be
 

postponed. This would result in a :eduction through attrition of perhaps 5 to 7 

percent of staff per year. Second, a significant number of the several thousand 

temporary appointees should not be reappointed when their three mouth 

appoin tents expire. Third, the government should arrange to give priority to 

current civil service employees as It selects candidates for foreign emigration 

for employment. Fourth, all wao would choose to resign should be permitted to 

do so. rf fact, the government night find it advantageous to offer a 

bonus-perhaps equal to three to six months of salary--co all who would resign 

from the services .rith.in a stated period. A procedure would have to be designed 

in order to retain those individuals most essential to the govet-ment's 

operations. 

These and other alternative arrangements must be considered to maximize the 

7olunrarT vithdrawl of redundant personnel from the civil service. lnvoluncary 

employment terminations, however, pose an even larger problem. Ar present, 

dismissals are possible only as a consequence of prolonged absence without 

permission or as a result of disciplinary action. it will be essential 

therefore, to amend the civil serice law by statute or decree to authorize 

terminations of those employees whose services are not required because of 

redundancy or the shortage of funds. Dismissals should be author-,zed if
 

programs are terminated or reduced in scope for either policy or financial
 

reasons or if it is determined that tnere have been more people e ployed than
 

are actually needed to acccomplish the objectives of the agency with which they
 

work. Changes In technology or of governmental objective both are likely to 

make some employees redundant. The nation's welfare will be enianced if such 

employees are released to the oLher sectors of the economy as soon as they have 

become underemployed in the civil administration. 
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A second problem arises from the need co provide a fair and eq-zitabla means 

of idencifying those to be released. w11It be necessary to Lnsitute 

procedures (including explicit criteria) to avoid allegations of favoritism or
 

of arbitrary releases without regard to the needs of the organization. Hence
 

the reduction should not be applied across the board in the same percentage
 

since some ministries will have a higher percentage 
of redundant staff than will 

others. At the same time tha contribution of the individuals to the work of the 
agency should be taken Into consideration and those that are released should be 

those who !or one 
reason or another contribute the least. 

A third problem area involves the question of what assistaace the government 

should give to those being released in finding additional employment. There are
 
a number of possibilities which might be explored but some positive program of 

out-placement should be developed and implemented. 
 Each of these problem areas 

offer a number of constraints and could Involve significant costs, depending on 

the solution selected. However, the benefit to be achieved through reducing the
 

workforce and increasizg its efficiency nay be expected to far exceed the 

possible cost.
 

.EC0. DATION SIX. Subsequent to the reduction in workforce, gover--ment

should grant selected groups of employees a substantial increase in
salaries. This i-crease should become effective no later than January, 1987. 

The overriding factor affecting the day-co-day performance of the Somali 

civil se-rice is the inadequate level of employee compensation. This problem 

has cau.,A a substantial decline I- perfor=ance, reduced confidence and morale, 

and curtailed the abil zy and willingness of managers co enforce attendance 

rules ann disciple. Inadequate salaries Aave 'an a jor impact= on all pases 

of management and operations th-roughout the government. Improvement in wages is 

a necessary precondition to any other civil 
service reform.
 

inflation been dramatic recent,he rate of has so in years that it would 
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require increasing the salary of all employees by over 500 percent to provide 

them with the real income levels they possessed in 1976. A substantdal case has 

been made in Chapter 6.0 for the effects of this inflation of living costs.
 

Workirn; for less than a living wage has forced civil servants .o find their 

means of livelihood wherever they could; if not in their government jobs then in 

the private sector or elsewhere. For many (and often these have been the most 

highly qualified), it has mermt leavitg the goverment service. Unless some 

means of establishing adequate salaries is found it will be difficult, if not 

impossible, for the governemnt to -etain t,. qualified employees it needs to
 

conduct its operations.
 

The funds required for raising the salaries of all personnel are well beyond 

the Limits of existing revenue sources. -fthe funds were to be raised through
 

increased deficit financing, the even more rapid inflation that would result 

would wipe out the adavantages gained. Thus, any increase must be funded from 

available revenue. A reconmended increase in the annual wage of approximately 

So.Sh. 500 million per year could be financed by reducing non-wage expenditures 

in 1985 to 10% below their projected 1984 level. Such a limited wage increase 

cannot be expected to stop all of the exodus of skilled and educated employees 

from the government service, but it would mark a significant first step toward 

eventually reaching an adequate and equitable level of compen-sation. 

8.5 Recommendations on _-ain-ing Needs 

aECQNfATION SEVEN. rhe coordination and direction of training in the 
ministries and agencies should be strengthened through the creation of a 
National Training Council. The new Department of Staff Development and 
Training should be gSven the responsibility for implementation of Council 
directives. A training office should be created for each ministry and ajor 
agency.
 

As has been suggested in previous chapters, the training needs of the Somali 
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Civil Service are both extensive and urgent. :n spite of the fact that ofmuch 

the training they have already received has not had as much effect as might have
 

been expected, it is essential to 
expand and readjust the tralning effort in
 

order to provide the skills and knowledge that modern administration requires. 

The National Training Council, consisting of senior officials representing
 

the Presidency, the Party, and all Large 
 m-iistries, should work to develop
 

training policy, 
 review traimiag pLans, and discuss and resolve problems. The 

Deparment of Trair.ing and Staff Development in the .mistry of Labour and Social 

Affairs would support 
the Council by implementing its decisions, coordinating 

training schedules of "he ministries and agencies, allocating training 

resources, and providing programs based on annual needs assessments, conduct
 

training, and make training evaluations. The resulting structure for training 

coordination is shown in Chart 8.1. 

CHART 8.1 

ORGANIZATION FOR TRAINING 

ATICONAL I [AiLNG MAINING DEPA-MlNT SIDAM
COUNCIL MINISTRY OF LABOR -

Policy Guidance, Library & EquipmentPolicy dissemination Courses, Long anni
Coordination and 
 Assistance, Coordin-
 short, Consulting,
Review 
 ation, Supervision 
 Training support,
and Evaluation. 
 Train trainers.
 

4 1 

I .4LNISTRIFSTraining A!ND PUBLIC AGEN CIESinstitutes and Schools
 

!a addition to the . C.SA, a number of other ministries have a strong interest 
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in traianlIg and staff developmenc. Me .iniscr7 of National Planning is 

involved in hur, n resource planniing in ccnnectioo with its annual develipment 

plans. --e M.nstr7 of Education admnilstars teacher training, technical. 

teacher traiaing, aad the ',econdary and intermediate sc:ools whose &raduates 

often are employed in governmental agencies. 7212 .aistry ot Hjigher Education 

and Culture superv-ises the %tiomal %:river.ity. The MnAstries of Heal:h, 

Agriculture, Fore iu Affai's, Livestock, Justic-t and Reiigious Affairs, Posts 

and Telecommunications, and Fisheries eithier :onduct trailing instituces or have 

a strong interest in tectnicail secondar-- schools under the supervision of the 

Xinaitr7 of Education. Thuy and theic lacer ,sts, zN wpll as that of tae ot'er 

ministries, should be :epreseuted adeou&tely o the Thai in, Council. All 

traiming institut!ons should Le :oordiz,.ited by the Council with respect to their 

contribution to the tralniu of public enployees. 

RZOM/NDAION EIGHT. h the axminufr excent feasible civil servants should 
be given .ction oriented training witicn emphasizes participative exercises 

tUthLr than lectures and conierences. '.bere possible, all training snould 
be done in the Somali language. 

The, need to maximize :he use of Somali stems from i':s place as the primary 

language in the school system and as the officia administrative language of the 

government. It is the linguage nearly all civil ervanrs will use on the job in 

implementing whatever they may have learned in training. Action training is 

clearly needed to enable those receiving iw,.ruction to implement what they have 

learned when they return to their units. 

.This recommendation would require that each foreign instructor be coupled 

with an appropiately trained Somali with an excellent command of the 

foreigner's working language. The fordigner should work with his counterpart on 

a daily basis and attend his counter-part's classes. Both foreign instructors 

and their Somali counterparts should be given instruction in participative 
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methods. It would also require tranalating training materials irto Somali. It 
is recognized that this wil involve some difficulty in srandardizing selected 

r -'--icalterms. 

UECO4(ENDAIION NILNE. A program of general management trlainng should bedesigned for and presented initially to the senior Linistry officials (headsof department and above). 
 These officials should assist 
in presenting
appropriate management r.nscrr:ctlou to their subordinates. An initial aim ofthe progam should be to identify dmcijions and icticos suitable fordelegatton and zo develop methods by which such delegation can be properly
implemented and supervised. 

Effective supervision is one of the nor2 urgent needs in current Soma.Li 
administration and is equalled only by the need for Increased del4gation of
 
responsibility. 
The most effective way to improve supervision and delegation is 
by having those responsible for it teaij it. They toare more likely enforce
 
those precepts if 
 they have been involved la preparing otlers to do the same.
 

:he general nanaaeament :ourses 
 should be given at the ministries; SIDAM should 
assist 
La preparing the exercises and the practi±Lal work components.
 

It also impartant to establish the pr:.ciple that senior managerf, are
 
responsible 
 for the training and development of their subordinates. if they are 
not . o .itvA to the training of their staff very little training is likely to 
..
ake place. Maznagers at all levels need pracice and experieace in giving 

inatr'uction and specifically in 
tne methods of supervising on-the-Job trainia
 

in =2ii departments.
 

B.b Imolemenation lan 

.he above recomiendations reflect a broad range of interrelated measures 

which, when implemented, Aill Improve the motivation and effectiveness of the 
civil service and the environment in which its members work. Some of these 
changes w1,ll take relatively llt-le time or effort, while others will require a 
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major rea.1location of :esources, substantial reorgi izaciona, or procedural 

modflicationu. Many may require foreign donor financing and technical 

assistance. In order to minimize ccoiusion and discontinuity in administration 

these recommendations should be Implemented as a carefully phased package over a 

five year period. The following pln for implementation is presented to assist 

in visualizing the relationships, the steps required, and the time that might be 

involved. 

Suggested Schedule. A suggested schedule for implementation is presented in 

Chart 8.2. Details of Jhase I and Phase 2 are given below. 
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CHART 8.2 

SUGGESTED SCHEDULE
 

NO RECOMENDATION 1984 1985 1986 1987 1988 

FIVE Reduction in Porce j-... . 
!
Ml/.EE Create an Organization and f'-" E I 

FOUR 	 Improve Procotion/As±ignment
 
Procedures 


ONE 	 Establish a Civil Service
 
Commission
 

700 	 Reorganize the .inistry of 
Labour and Social Affairs 
 -	 ' 

siX 	 Improve Civil Service
 
Compensation 

-


SEVEN 
 Improve 	Structure !or
 

Training 	 ..L 
NINE 	 :1anagement Tzalning in T 

S upervision 

EIGHT 	 Conduct Action training inSomali 	 ...-'

- Train Somali fo: 

Note: Plan: - -- > 

Period of initial implementation:
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PHASE 1. (1984-1985)
 

I. Reduction in Force. The reduction in the aumber of redundant employees 

should be initiated withrut delay and by no later than January 1, 1985. Several 

months might be required to develop plans and instructions for the criteria to 

be used and the methods to be empoyed. Plans for outplacement of the redundant 

staff should be formulated as required. The sequence of steps might be 

ettablished as follows: 

a. Initiate planning in October, 1984. Prepare appropriate instructions. 

Hinistries identify candidates for :elease from among those, regardless 

of rank, contributing the least to the work of the ministry. 

b. Promotion and disLiplinary committees or appointed special. committees 

consider candidates within each ministry in priority for release. 

c. Appointment of an interministerlal committee to consider the names and 

numbers submitted by each ministry and approved for release. This 

action is necessary to insure that the reduction is conducted fairly 

and equitably both for individuals being released and for the 

ministries. Some mlnistries will have Man 7 more individuals and a 

greater percentage of their workforce to release than will others. 

Some will have a higher percentage of upper managerial and tecL'aically 

trained personnel than others. The work that some ministries and 

individuals within them perform have higher priority and greater 

urgency than others. These factors should be carefully weighed with as 

much objectivity as ,ossible by individuals in a positiou to take the 

broadest view. 

d. Amend Law 3 to permit the release of public se.vants for other than 

disciplinary reasons. 

e. Consider all means of reducing the work force such as: 
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(1) Release a substantial number of temporary employees at the earliest
 

opportunity.
 

(2)Approvn resignationa of all except the most essential employees
 

(3)Offer a bonus to employees who agree to resign before a designated
 

date, such as March 1, 198L. 

f. 	 Initiate the release of the approved candidates by not later than March 

1, 1985 to be completed by July 1, 1985.
 

g. Consider all means of employing the services of those being released. 

(i) Those being released from regio ial or agricultural organizations 

might be employed in the agricultural sector where a snortage of 

workers is reported.
 

(2) A program of vocational and crs.ft training might be organized, 

using the facilities of the secondary technical schools during 

afternoon periods or when the schools are not tu session, to upgrade 

skills for private enployment. 

(3)A small subsidy night be offered to workers interested in private
 

sector employment. A number of employees might become absorbed 

full-time in those private sector activities in which they are now 

engaged part-cime. 

(4) Since the government is actively engaged !n promoting the export of 

Somali workers to countries where there are labor shortages, released 

employees might be given priority for selection for such opportunites 

if they are unable to find suitable work in Somalia. 

4. 	 Review appeals of individuals who might feel they have been treated
 

unfairly.
 

2. 	 Create an Organization and Management Unbi. In view of the Managnent
 

and organizational problems facing the government no time should be lost in 

8-16 



creating a unit of qualified management analysts who can assist and advise 

governmental units in ways to solve their problems. The reduction in force, 

possible consolidation of ministries, the reorganizarlon of the . LSA, and 

improvement in the structure of rraining are among the ty;es of problems such a 

unit should be prepared to handle. This unit will require up to six Somali 

analysts and one or more foreign experts to train and advise them. A donor must 

be identified to assist in funding the project and to provide the required 

technical assistance. 

a. Obtain the ansistance of an appropriate sponsor and donor country which 

is recognized for having skills in this area. 

b. Determine which unit of government is the most appropriate for this 

unit. It should be one with adequate administrative support including 

office space and transportation as well as suifficient authority to take 

advantage of the work performed. ?-ossible candidates might be: 

(1) The Office of the President. 

(2) An office housing the budget function. 

(3) The Ministry of Labour and Social Affairs. 

Of these the Presidency might offer the best location in the long run 

but the imistr-! of Labour and Social Affairs could house the office 

during its in.itial period. 

c. 	 Recruit analysts with appropriate skills and knowledge to be of 

assistance. 

d. 	 Initiate the Umit early in 1.985, with the designated advisor as 

instructor and using SIDAM. or recent graduate studerts on a part-ti.e 

basis as initial staff while other selectees are being trained. 

3. The Establishment of a Civil Service Commission. The establishment of 

the Civil Service Commission should be completed by July 1985 to enabha it to 
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play a part in the other recommendacious which affect public servants: the 

reduction of the work force, changes in compensation, improving promotion and 

assignment procedures, revision of the pay scale, and strengthening the central
 

personnel unit.
 

The Civil Service Commission is conceived as a body committed to
 

strengthening the quality of the government workforce. 
Because of the heavy
 

work schedule (particularly during the first year) and the need for persons who 

could iew the civil service in an obiective zanner, distinguished retired civil 

servants would be the most suitable candidates for appointment.
 

a. The first step would be to request a wide range of organizations and 

individuals to submit the names of potential candidates. These should 

include .1inIsters and high ranking public servants, workers unions and 

social organizations, as well as regional and district leaders. The 

request should be made for persona who understand the needs and 

operations if the organizations waich recommend them but also have a 

view of the national interest. 

b. The se.ond step would be the nomination of specific candidates for 

appointment. This should be accompLished by a select commission of 

directors-general and Ministers designated by the ?resideac for the 

task. These individuals would review qualifications, inquire as to the 

nominees' willingness to serve, and recommend candidates to the 

President for appoinnent. 

c. Once appointed, the Conmission should first prepare a definition of its 

mission, authority, and procedures with the assistance of the Miistr 7 

of Labour and Social Affairs and such other advisors as it may ahoose 

to consult, it should then have its mission statemenr approved by the 

President and published as law. 
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d. 	 The Commission should then prepare a tentative agenda for the ftrsc 

year with a schedule of activities, by priority, which should begin by 

July 	1, 1984. 

4. Improve Pmoorio/Assirment Procedures. The basic thrust of all of 

the Personnel recomm-ndarions is to provide the mechanisms and authority in 

bodies which can function to naintain and improve the integrity of the public 

ser ,ica and the care with which its law and regulations are carried out. An 

Important feature of tbas is administrative decentralization as mandated in 

Article 93 of the Constitution: ".s far as possible administrative functions 

shall be decentralized to local admInistration and public hodies." Those who 

are responsible for the outcome of operations should also be responsible for the 

appointmenc of and promotion of employees. The government cannot sfford to 

waste its human resources; the realiza-.on of national goals for economic and 

social development depend on placing the best possible candidate In government 

positions at all levels. Top managers and professionals are criticial, but if 

they are to function effectively, they need to have the support of excellent 

middle management personnel and technLicians. Of course, much of the work on 

which all civil service success depends is done at the clerical, s~illed labor, 

and crafts level. Promotion and assignment are important motivators for civil
 

se.-rants as recognition of performance and sevice. -he effort to improve tnese
 

procedures should begin early in 1985.
 

a. 	The first step snoula 'e to convene a co-mittee of personnel officers 

to decerm.ine exactly which laws, circulars, or decrees should be 

modified to make the recommen ed cnanges in both tne technical ann 

administrative scales and in the procedures by which the scales should
 

be implemented. 

b. Before December 1985, this committee should be able to report their 
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findings to the .Mtinister of !abour and Social. Affairs and the Civilto 

Service Commission and recommend such revisions of law and 

administrative practice as required to create an equitable 

assignment/promotion system for all civil servants.
 

C. 	 The approved measures should be put in operation by no later than 

January 1, 1986. 

5. 	 Imurove Civil Serice Compensation. The needs of the civil iervice are 

such that the government does not have sufficient fund& to pay for all of them. 

!a order to hold down the rate of inflation toe money used for any pay raise 

nust 	come 
from the reduction of other govermenact expenses. Some savings snould 

be realized from the reduction of the workforce but not nearly enought to
 

support an adequate salary for those remaining in the service. 
 No salary 

increases should be granted during the period of the reduction in force. 
 Hence, 

the first part of 1985 should be devoted to planning. 

a. An :nterministerial Compensatlon leview Committee shold be established
 

in early 1984. It, in turn, should create a planning group, consisting 

ot top, middle, and lower level employees with appropriate 

partIcipation by Party and worker associations. Th is group should
 

devise an equitable and efficient way to expead the available fonds 
to
 

promote worker morale and 
te retention of hign quality workers. the 

planning group should develop a pnased plan by which Increased 

compensation could be 
extendea to selected personnel.
 

b. 	 The salary planning group, under the supervislon of the
 

:nterminiscorial Compensation Review Committee and with the assistance
 

of the newly created Civil Service Commission, should submit Its report
 

by October 1, 1985 so 
that the plan can be considerec for inclusion in
 

the 1986 budget.
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c. Another task of the Compensation .eview Committee would be to give 

special attention to the issue of whether corresponding ao.ustments 

should be made between previous and future retirees. Since pezision 

payments are rel.arted to final salary, a large difference could exist 

between pension income of chose employeess who retirea earlier and 

those who retire after the pay Increase. 

6. Reorgnize the 41SA. Me reorganization of ne Hinisrrv of labour and 

Soclal ffairs shouLLd be initiated shortly after rh. creation of the Civil 

Service Commission so that the body can assist in the reorganization 

activiltes. Planning within the Mirttsry !or the creation of the new units, the 

selection of directors-general, and the development of the new procedures 

required by tae change should be initiated by the Mi-.tLsry noc later than july 

1, 1985. The goal should be to present a reorganlzation ?Ian co tne Civil 

Service Commission for their comment ann approval by December 1, 1985. Expert 

assistance from SIDAM or from the newly created Organizaticn and :.Inagment Unit 

migat significa-itly facilitate these actIvities. 

P ASE 2 (1966-1987) 

i. Status. 3y Janusr/ 1, 1986, the reduction in force shoula be 

under-way. The organization and management unit will have been in full operacion 

for at least six moths and the individuals sent for overseas instruction will
 

have returned for continued on-the-job training. Planning for promotion 

procedures should have been completed ann the recom=endea changes ;ubllshea as
 

law or regulation. The Civil Service Commission will have been In full 

operation for at least three moatns. he scuay on the reordanization of "he 

hLSA will be in its final stages. The enhanced compensation package should have 

beeu approved and ready for implementation.
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2. Reoreanize the T.SA. By March 1986, the plan for the reorganzatioa of 
the XLSA should have been completed and approved cy the Civil Service Commission 

and published in .aw. 

a. 
 The students to be trained overseas as described above shoild have
 

returned and discussions conducted with all personnel as to 
their roles
 

in the new erganLizational system and how they expect to relate with
 

units of the other mnistries.
 

b. The personnel iesignaced to hold tne iew positions should design their 

proposed procedures anl prepare for approval drafts of their duties,
 

responsibilities, and authorities.
 

c. The two directors-generals should be nominated according to criteria
 

specified by the Civil Service Commission. 
After nomination their 

names should be sent to the I.SA for approval and then, with the
 

approval of the Civil Service Commission, to the President for actual 

appointment.
 

d. .he reorganization, together with .1 the internal and earernal changes
 

in procedures, should be completed by 
'anuary 31, 1987.
 

3. 
 Itprove Civil Service ComDensation. 3eginnlng in 'anuarv 1986 planning 

should begin on 
the first 
round of increases in civil sertice compensation.
 

a. The lnter"in.sterial Compensation Review Committee tnat was appointed 

during "-984 and began word during 1985 should explore a variety of
 

options for implementing salary increases and develop formal wage
 

scales and tine schedules for 
their implementation. The Civil Service 

Ccmmission should assist this coaitzee in its task to provide a long 

range plan for wage scale improvements.
 

b. A second high-level cask force of Somali and foreign technical experts
 

should be convened and given not more than six months to formulate the
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following:
 

i. 	 Proposals for continued reductions in noa-waga expeuciture to
 

include:
 

1. 	 The conduct of a financial needs assessmnt survey to 

investigate the allocation of outlays for general 

administration and economic services. 

b. 	 The calculation of erpected savings from reduced expenditures 

resulting from elimlaation of those programs and projects 

which are deemed of lowest priority. 

c. 	 Improved recording of developmental expenditures carried out
 

under "non-budgeted" categories so as to allow a better
 

asiesomenc of total budgeted and aon-buageted expenditures 

and 	their economic and fInancial Impact.
 

2. 	 Proposals for calculating expected Lncrcases in revenue.
 

3. 	 Recommendations as to vhether =odified pensions should be granted 

to those pensioners wno retired prior to the proposed salary
 

adjustments.
 

4. Imorove the Structure for Training. .Uthougn improvements in traiaing 

aeed aot be delayed, the recommendation for -he development of a training 

council should be postponed until after tne creation of tne Civil Service 

Commission and the reorganization of the Miostr7 of Labour and Social Affairs. 

The 	following steps are suggestec:
 

a. 	 Select 4 or 3 3raduates from overseas training in early 1985 and begin 

the type of training suggest earlier for management analysts. The 

graduates will form the cadre of qualified trainer3 for the training 

deparmenc of the >!.SA and for S:DA's own programs. 

b. 	 Appoinc the National Training Council Ia early 1986 with a =embership 
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that would include: 

I. The Miniscry of Labour and Social Affairs 

2. The Ministry of National Planning 

3. The Ministry of Education
 

4. The 'Uin.stry of Higher Hiucatiou 

5. The Hinistr-y of Agriculture 

6. The Ministry of Health 

7. The Ministrv of Posts and :elecommumications
 

8. The Xinistr 7 of Livestock, Forestry--,
and Range Yanagement
 

9. The Hinistry of Fisheries. 

c. 
 2stablish the trainIng department in tze '-SA by emoloying students
 

that have returned from overseas training. The new employees should
 

then begin work on their initial training program under the guidance of 

the National Training Council 

d. Beginning on anuar-,, 1, 986, training officers should be appointed to 

all mimistries and agencies. Graduates witn degrees in education 1nd
 

scme teaching experience would 
be the most appropriate zandidates. 

These appointees snould receive a =.ree month training course in 

schedulling in conducting ano evaluating training, in the conduct of 

training needs assessments, in preparing "raining curricula, and -n 

participative training. This activity snould be conducted unner the 

auspicles of SIDAM. 

5. Action Tra-ining Conducted 'n Somali. To the extent possible this 

recommendation should be initiatea as 
soon as practical. However, for full 

implementation considerable preparation is requied. 
 Th. necessary steps will
 

include the following:
 

a. 
 Work should begin immediately on a glossary of technical 
terms for each
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professional fieid in which civil servants are to be trained. These 

glossaries should be standardized by the :arianal Academy and -he wor 

conducted under its auspices. 

b. Traling officers and insructors (hot, Somali -udexpatr:ate) should 

have a short course on participarive training methods. 2%e course 

should be of two weeks to one month duration. This course might be 

provided at the same time and ii the iame courses used to train. the 

ministerial training officers. 

C. As soon as the existence of glossaries of tecb,-ical te-ms permit, 

training materials used it. in-se r.ce training shou..d be translated 

into Somali by faculty members uf 31.gAM.,unit training officurs, or 

other appropriate persoriael. 

d. By the end of 1986, th,.majority of training cl sses should be given iL 

Somali. 

6. Management Trainrg :n Suuervision. 'While this craining is needed 

urgeatly, it is likely to ce more effective after the proper preparatiors have 

een c3mpleted. The Traiaing Council, the training iepar.ern in the '.TSA. ano 

the ministerial training offices should all be ia oeration. Instzuctors shold 

be trained in participative metchods an: training aids and materials translated 

into Somali by the time exte-asive supervisory training is begun. 

a. 	 Conduct a management :etzert for M.iniscers of 3 days, using 

participative measures and covering the material on supervision and 

delegatiou that later will be given to all managers. This ignat be 

done 	by mid-1987.
 

b. 	 Conduct a management retreat of at least one week duration for 

directots-general. Partlcipative met:hods should be used and the 

specific program to be presented to all managers in the individual 
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8.7 

uni i should be reviewed. 

c. During the fall of 1987 and early 1988, a program oa super-vision and 

delegation for all managers (including heads of sections and services) 

should be conducted. This training should be done wit.bu t:
 

ainistres and supervised and conducted by the directors-general. with 

assistance trom their traJinig officers and departnent heads. 

The Role for Donor Aienices 

Donors can .elp support the civil aervice improvement program in many ways: 
by providing funds for scholarships, by providing technical assistance to the 

new organizational units, and above all by coordinaring their indivLual 

programs so as to assist the government in achieving the necessary savings in 

expenditures needed to implement the improvements ia conpensation. Spec!/ic 

suggestions for donor improvement are outlined below.
 

i. _.LLarized Donor Supolements to ;over--meunt Salares. Both Cne 

governement and donors should recognized that it may be necessary to 
supplement goverumeat salaries, even if increased as recommezdev, in 

order to keep essential and skilled employees effectively at wore on 

donor supported activities. The government 3hould regularize ann 

legitizize such sz.1ary supplements by recommending a scale of 

suppleae-:-s -o be paid and by asking that the .ost of such supplements 

be included is proje=r budgets. The local employee wage and salary 

scale of the UNEP or of other maor foreIgn empioye.:s might be taken as 

an index of what wages essential project employees should receive. 

There should be a procedure by which such supplements could be 

cancelled or reduced if perfornance did nor meet expectations. 

2. Urge Coordination of Donors' Local -moloveeSalaries. Donors, 
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voluntary organizactons, and foreign governments shculd be requestea to 

coordina:i! thei wage scales among themselves and with the governent 

so that the compensation the donors may pay to their Somali employees 

should not be a disincentive to the government's retention of those 

employce.s needed for its own programs.
 

3. 	 Emuhasize Short Courses and Non-degree .raiaing Abroad. -his report 

emphasizes training and recognizes that all training needs cannot be 

met in Somalia. However, except where absolutely essential, all 

training should be practical, involve internships or work-study
 

programs, and be of a non-degree type. Many scholars have been sent
 

abroad from Somalia over the past twenty years but r-patr!atioa has not
 

been high. Also, of those who return, an excessive number do not 

remain in government service. Specifically, In the case of the 

students selected to receive training abroad as personnel officers, 

training officers, and management analysts, special care snould be 

taken to assure their return to government employment. 

Because of the proposed brevity and concentrated character of :he 

proposed program, only persons who already cave a reasonable tluency in 

the language of the country to which they are being sent should be 

selected. It is not absolutely imperative :hat all participants 

already be university graduates but the =aJority shoula be. A third to 

half of those selected for the personnel and training specillzatlons 

should, if possible, be persons who already have had some experience in 

those t-o fields; the balance could be recent university graduates. 

Graduation from the Faculty of Education would be suita.ble for those 

destined to become trainers and training coordinators. Personnel 

specialists could come from any faculty, with law, education, or 
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ecouomics probably being the most suitable. 
 Those destined to become
 
administrative analysts could be graduates in a variety of fields. 

4. Technical Atssistance. Zn the first phase of the project to upgrade
 

personnel management, training coordination, and acminstrative 

analysis, it is suggesteL that there be 
onu foreign expert engaged for
 
each required specialty. 
Ugrading the skills of personnel and training 
specialists in the various ministries will require a good deal of local 

special-zed training. 

The ability of an experienced adminitrative analyst will be very 

helpful in redesigning personnel forms and simplifying the procedures 

by whicli personnel transactions are processesd. The successful
 

implementation of the recoendations made by organization aud methods 

specialists nearly always requires personnel shifts and exteasive 

training. Consequently the technical, advisors should be able not only 
to train, advise, and coach the units to which they are principally 

attached but should be able 
to help each other dnd each other's
 

counterparts on a regular basis.
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APPEINDLX 	 CNE 

LIST OF GOVF-'JUNL-NT MINISTRIES 

i. 	 Wasaaradda Dawlada Hoose & Hot. ..M. 
Ministry of Local Gevermea" . Aural Development 

2. 	Wasaaradda Wax. Barashadda
 
Ministry oil Education
 

3. Wasaaradda Caafimaadka 
Ministry of Health 

4. 	Wasaaraddz. Beeraha
 
Ministry of Agriculture
 

5. 	 asaaradda X. Xoolaha Dhirta i Daaqa 
Ministry of ilvestock, Forestry & aan e 

6. 	Wasaaradda Kallunka
 
Ministry of Fisheries
 

7. asaaradda Shaqada N Arr. Bulshada
 
Ministry 	 of Labour & Social Affirs 

8. 	Wasaaradda Hawlaha Guud
 
Ministry of Public Works
 

9. Wasaaradda Dalxiiska & Hoteellada 
Ministry 	of Tourism & Hotels 

10. Wasaaradda Ganacsiga
 
Ministry 	of ComMerLe 

11. Wasaaradda CGadiidka Badda & Dekedaha 
Ministry of Marize T'ransport & Ports 

12. Wasaaradla Hiddaha & Taclinta Sare 
Ministry of Hlgher Educar.loa i Culture 

13. Wasaaradda Warfaafinta & Han. Dadweynaha
 
.inist-y of Information and National uidance 

14. Wasaaradda Garsooka & Azrimaha Dilota 
MIinistry of Justice and Rel gious .1ffairs 

15. Wasaaradda Boosaha & Isgaarslinta
 
Ministry of Posts and Telecommumications 

16. Wasaaradda Xacdanta & B17aha
 
Ministry of Mineral & Water Resourses 
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17. Wasaaradda Dhallinyarada

Mimnistry 	of Sports and Yout. 

18. 	 Wasaaradda Washadaha
 
Ministry of nadusary
 

19. 	 Wasaaradda Doomada
 
Ministry of Jubba Valley
 

20. 	 Xar nta Dhexe Madaxtooyada J.D.S.
 
Ministry of Presidency
 

Guudiga libka Qaranka
National Purchasing Commission 

Garyaqaanka Cuud ee Dawladda
 
State Attorney reneral
 

Agaasinka Guud ee Lacagta 
Presidency of SDR Directorate of
 
Administration
 

Hantidhawrka Guud
 
General Magistrare
 

Maxkamada Badbaadada 
Nacional 	Security Court
 

Guddiga Dhaqaalaha
 
Economic Commission
 

Xoghey-nta Gud. Siyaasadda Golaha 
Wasiirada MJDS 

Secretariat of Council of Ministries 

21. 	 Wasaaradda Gaadiika C.rka iyo Dhulka 
Ministry of Land ana Air Transport 

22. *Wasaaradda Qorsheynta
 
inist-y of NatIonal PLanning 

23. 	 Wasaaradda aa.Lladoa 
Ministry of Finance 

24. 	 asaaradda .Xr:. Dibadda 
Ministry of Foriegn Affairs 

25. 	 Wasaaradda Ganshaaandhigga 
Ministry of Defense 
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APPENDIX "WO 

OEGANIZATION CHARTS 

OF 

THE .'NISTRIES OF THE SOMALI GOVLf-,.ENT 

These charts represent the approximate organtzatioAl 
structure of the .inistries. They were reproducea from the 
descriptions of their orgamizations by directors-general and 
directors of admiisration. It should be observed that in 
many places services assigned to some of the departments did 
not exist in fact. That is, they were part of the authorizad 
establishment but had no one assigned to them. 
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APPENDIX TAEE 

INMLVMflISTERIA.L COM,%aTEES 

Interm nisterial committees are normally established by ?residential
decree. Some are temporary while others are per=aent. -hey are supplemented
by numerous ad hoc committees assembled co 
examine or cope with a specific

problem. Following is a list of the permanent committees. 

CO!VIITTEE CHAIRP FRS ON 

1. 	 Committee for Water Minlster of Mineral and Water Resourses. 

Z. 	Coordinating Committee for Rural
 
Davelopment. 
 Minister of Planning. Members: Local 

Government, Education, Health, 
Agriculture, Livestock, Fisheries, 
Finance, Mineral Zesourses and water, 
Jubba Valley. 

3. 	National Economic Commission Ainister of Planning. 

4. 	Ntrional Committee on Personal 
 Hinister for Presidential Affairs. 
Inquiries 

5. 	National 
esearch Council 	 Hinister of Higher Education, 14 members 
including representatives of Labour and 
Finance. 

5. 	 Committee on Arab Language Party Bureau of Education, training, and 
Strengtbhenlng. sports.
 

7. 	National Defense Committee Presidenc of the SDR. 

8. 	 Interministerial Committee on Minlister of Labor ind Social Affairs. 
Technicians Members include: Defense, Lndustrr, Land 

and Air 71ransport, Educatioa, PublIc 
Works, Fisnerles, :ineral and 'iater 
Resources.
 

9. 	 National Self-Help Committee Bureau of Organization and Mobilization 
of the Party. 

10. 	latermiisterial Committee on Minister of Planning.
 
Statistics.
 

ii. 	 Iaterministerial Committee on Minister of Local Government and -ural 
Revolutionary Youth Centers 
 Development.
 

!2... 1ational, Production Committee General Manager, Farm Managemeat and 
Extension.
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13. 	Committee for the Evaluation of Director General, nisrer of Higher 

Certificates Education and Culture. 

14. 	Committee on 'Ka Minister of Health. 

15. 	Commit:ee on Scientific Research National Academy of Science and the Ar:s 

16. 	 Committee on the Developmenc of National Academy of Science and the Arts 
Technical Language 
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APPENDIX FOUR 

PARASTATAL ETERPRISES 

A. LZISKA WAY.LDAHA (AIONOMOUS AGE.NCIES) 

NAME SUPERVISING M.LNISTRY 

I. Wakaaradda Batroolka Ummadda Commerce 
National Petroleum Agency 

2. 	 Wak. Rugta Ganacsiga Warchada & 3eerha Commerce
 
Chamber of Commerce
 

3. Wak. Gacacsiga Lnmadda 
 Commerce
 
National 	Trading Agency 

4. Wak. 	 Fallenka & Xabagata Commerce 
Agency for Lcense & Gum 

5. 	 Wak. Hargaha Soomaaliyeed Commerce
 
Hides and Skins Trading Agenc7
 

6. 	 Wak. Cagaf Cagayada iyo Qalabka Beeraha Agriculture 
Tracotr and Agricultural Services Agency (ONAT) 

7. Wak. 	Danwadaagta & Beeraha 
 Agriculture
 
Agriculture Settlement Agency
 

8. 	Wak. Beeraba Deg. Dega. Agriculture 
Agriculture Crash Program 

9. Wak. 	Horuminta Beeraha 
 Agriculture
 
Agriculture Development Agency
 

10. Wak. 	Muusica Lhmadda 
 Agriculture 
National Banana Agency Somali Fruit 

1!. Wak. Keenldda i Soo Saarridda Daawooyinka (ASPr4A) Health 
Medicine, Material Importation 4nd Dstribution 

U2. Wak. 	 Badbaadada Shaalaha (CASS) Health 
Somali Social Securit 7 Fund 

U. 	 Wak. Filimada Soomaaliyeed Information 
Somali Film Agency 

14. Yak. 	 Murtica & Madadaalada information 
National Theater 

15. Wak. 	 Hadbacadda Qaranka Information 
State Printing Agency 
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16. 	 Wak. Xoogah Koruntada Lhmadda Public Works 
,National Agenc7 for Zlectrical Energy 

17. Wak. hiismaha Soomaaliyeed 	 Public Works 
Somali Construction Agency
 

18. 	Wak. Hindisaha Soomaaliyeed Public Works
 
Somali Engineering and Consulting Agency
 

19. Wak. 	 Gaadlidha Qaranka Transport and Civil 
Nationa&l Transport Agency 	 Aviation 

20. Wak. Gaadiidha & Qalabka Dayactirka Transport and Civil 
Transport and Spare Parts Trading Agency(WAGAD) Aviation 

ZI. 	Wak. Howlaha Haraakiibth Marine Transport 
Somali Shipping Agency and Ports 

22. Wak. 	 Dekadaha Soomaaliyeed Marine Transport 
Somali Ports Agency 	 and Ports
 

23. Wak. Soo 31xinta, Dhoofinta Alaabta 	 Somali Cooperative
 
National 	Clearing and Forwarding Agency Union 

24. Wak. 	 Biyaha Xauar Minerals and Water 
Mogadishu Water Agency 	 Resourses
 

Z5. Wak. Biyaha Hargeysa Minerals and Water
 
Hargeisa Water Agency Resourses
 

Z6. Wak. 	Biyaha XKsme.yo Minerals aad Water 
Kismayo Water Agency Resourses 

27. Wak. Horumarina Biyana Yinerals and Water 
Water Development Agency Resourses 

23. Wak. Daaqa Qaranka Livestock, Forestry,
 
National Range Agency and zRange
 

B. LIISKA WARSHADAHA (PUBLIC FACTORLES)
 

NARE 	 SUPERVISING MINISTRY 

1. 	Warshahada Kallunka Leas Qoray Fisheries 
Las Koreh Fish Factory 

2. 	 War. Caanaha tndustry 
Mogdishu Milk Factory 

3. 	 War. Labanka Afgooye Industry 
Brick Factory Afgoi 
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4. War. 	 Sigaaka & Taraga Industry 
Cigarette & Match Factory
 

5. 	 War. Dharka ee Balcad industry
 
Balad Textile Factory (SOMAL7EX)
 

6. War. 	 Saluda ee Xamar Industry
Hogdishu Oil Mlling Factory 

7. War. 	 Sigeynta Barroolka Industry 
Petroleum Refinery Agency
 

8. War. 	 ITCP ee Afgooye Industry
Fruit and Canning Factory (UTOP) 

9. War. 	 Birta Shubta Industry 
Iron and Mechanical 'orkshop Factory 

10. War. 	INCAS 
 Industry

National 	Corrugated Paper i Plastic Factory (LNCAS) 

11. War. 	 Maacuunca Xamar Industry 
Household Aluminum Utensils Factory
 

12. 	 War. Sonkorta Jowhar (SNAI) Industry

Sugar Factory Jownar (SNAK)
 

13. War. 	ISNAY Biyasa 
 Industry

Perfume and Alcohol Factor-/ Jowhar 

14. War. 	Bacriata 
 Industry
 
Urea Plant Mogadishu
 

15. 6r. 	 H(libka .ismaayo Industry 
Kismayo Meat Factory
 

16. War. 	Sonkorta Xareerey 
 Industry
 
Marerey Sugar Factory
 

17. War. 	 Eteruitka Berbera Industry
.sbestos 	 Factor" Berbera 

18. War. 	Shameentada (Sibirica) Berbera 
 Industry
 
Cement Faccrry Berbera
 

19. War. 	 Hargaha &.Kaboha Q17. Industry
Leacher ann Footwear Factory (7 km.) 

20. War. 	 .argaha Kaimayo Industry
Leather Factory Kismayo 

21. War. 	Burka & Batada 
 Developmint Bank 
Flour and Pasta Factory 

A4-3 



C. LIISKA ASHAAR1ICDA, WAGIYADA SHMlUADARA 

BAYS A1NDJOINT VENT2IMS) 

NA. 

1. 	 Yashruuca .Iarumarinca XEZBAHA 
Coastal Development Project 

2. Mas. 	 Waraabka Mugambo 
Mogambo Irrigationn Project
 

3. Shirkada FMA
 
FLMACooperative Company 

4. 	 Sh. Caymiska Qarawka 
State Insurance Company of Somali 

. Sh. Dayuurvdaa Soomaaliyeed 

Somili Airlines 


6. 	 Sh. Somaali Heliaic 
Somali Airlines 

7. 	 Sh. Kalluunka Soomaaliyeed 
Somali Fishing Agency 

8. 	 Uruuka. rAaqhaqaaqa Soomaaliyeed 
Somali Cooperative Union 

9. 	 :.igiga Dhexe Oaranka 
Somali Natloaal Bank 

10. 	Bangiga Ganacsiga & :Koydka Scomaallyeed 
Somali Commercial i Savings Bank 

11. 	 Bangiga Horarinta Soomaaliyeec 
Somali Development Bank 

1.. Jaanicadda t'.mzadda 
Somali National .nversit7 

13. Akadeemiyada Cilim:iga Fanka & Suugaanta 
National Academy of Science and Arts. 


14. 	 4acadka Maamulkl Horum i .aareynta (SIDAM) 
Somali Insitute for Development Administration 
and Management
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APPLNDIX FIVE 

CHkRACTERISTICS OF CIVIL SERVICE PERSONNEL 

The foLlowing tables were extracted from the 1983 Manpower Survey conductedduring the fal. of 1983 by the Ministry of Labour and Social Affairs. The Basicdata vere gathered by questionaire from the Ministries and Autonomous Agencies
who used their personnel files as 
the basis for their response. Several
responded late or with incomplete information. The iniscry of Foreign Affairsdid not respond at all. The Minlistry of Defense, Police, The Socialist Part andNatlonal M.iltia were nor incl,,dea the Survey.in Of the autonomous agenc*esthe following either were nor Included or 
failed to respond:
 

The National Trading Agency 
The Agency for Incense and Gum
 
The Harerey Sugar Factory
 
The ismayo Meat Factory

The Leather Factory, Klsmayo
The Leather and Footwear Factory, 7Fm.

Hides and Skins Factory Burao
 
Hides and Skins Factory Berbera
 
Asbestos Factory Berbera
 
National Banana Agency

National Range Agency

Water Development agency

Kismayo Water Develcpment 4.ency

Hargelsa Water Development Agency

The State ?rintlng Agency
 
The Somali Flhing Agency
 
The NationaI University
 

These ageac .es have a total employment of estimatedan 7,00employmenc figures. based on 1978Although inzomplete, these data are reasonably accurate and
the best available. :he number of unknow-ls in the vat ous caLcgorles giveindication of anthe condition of -reperioanel records from which they were taken. 
An attempt was rade to check the reported numbers, by grace, against those
listed for 1983 in the 1984 3udget submission "its the following results:
 

MINISTRY A A! B C X( TOTAL 

AgricuJture (Survey) 45 -- 147 -- 600 -- 176 1234(Budget) 132 
 97 74 491 221 74 1089(temp)
 
Health (Survey) 371 629 2166
- 1988 301 635 6095
 

(3udget) 
 b81 - 4239 - 2899 - 507 8326 

Finan-e (Survey) 68  364 3 253 4 104 363
(Budget) 73 461 
 - 244 - 148 924 

Other ministrles that included personnel by grade in their budget submissionshowed similiar discrepancies. Since these figures were not projected butpresumed co be those actually on the payroll in 1983, the variation is striking. 
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TAIB.E A5.1
 

CIVIL SERVANTS BY SEX AND CATEGORY
 

HINISTRY 


Local Government *nd Rural
 
DcveluopmntL 


Edicutcun 

II ui1 


Agrlculture 


lvestock, Foreatry &
 
Range ua 'anl. 


Fluherle 


Lauss and Social Affairm 

Public Wurka 


Turlfam and IloLIs 


Comwerce 


Marine Tiadilport and Purti 


IIlgh-r Educat fun & Culture 

IsformatIim and HNL onul 
(;uldance 


Jugitlce and elgilouub Atfaira 

POULU & Tcicnmuwu1cUt lona 

Hjuerdl & Witer Ieuourcea 

51prtoa and Youth 

HALE 


109 


15,894 


3,1l) 


1,077 


1.546 

218 


181 


1,b82 


721 


62 


t.8 

109 


309 


b32 


1.154 


18C 


212 


FEMALE 


58 


6,760 


2.925 


151 


53-


75 


Ill 


210 


366 


43 


22 


58 


123 


340 


500 


20 


79 
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PERMANENT 


132 

22.162 


6090 


9bI6 

1,170 


251 


258 


1,892 


jOb7 


105 

70 


96 


432 


1,020 


1.654 


180 


1bo 


TEIIPO)AXY 


35 

463 


251 


712 


42 


39 


26 


-

20 


33 


151 


.. 


20 


ill 


FOREIGN TOTAL 

-- 161 

29 22,654 

5 6,()95 

17 1.234 

2 2 094 

293 

1 298 

1,892 

-- 1,093 

-- 105 

-- 90 

i 130 

-- 432 

1 1.172 

.. 1,654 

-- 200 

291 



7ABI.E AS.1 (cunt.)
 

CIVIL SIVAN'S UY SEX ANM) CATEhaHY
 

HINISTkY 
 RALE .e~.ALE PI?IAhEtIT TUIiO|AKY F(IN10¥ TOTAL 

haduuLry 85 49 122 12 - 134 

Jubba Valley 29 24 46 7 53 

Land and Air Tranuport 1.739 ID9 1.778 98 2 1.87tI 
National pianninii 130 75 2u4 2
 

VuI 570 293 19 44 
 1 863 

Foreign AftaJrm 
 NUT AVAIIoA I.E 
 Eat 241
 

Preul Jncy ao.J Aauocithed 

Units 
 381 164 530 
 s 545 

TOTAL. 301:464 13,135 41,424 2,0tI 58 43,562 

'e rcegt 70Z 30% 95Z 4.91 .13% 00% 
Au U}InosaTiii I t all,.Ju.int. 

PIcujclu TOTAl 5,275 3,6t9 17,101 180 64 18,969 

Pe rcent 80 201 90% 9.5z 
 j.5Z 0O1Z
 

Soorce: HInlatry of Labour and Social Altalra, Hanpower Snrvey 1983, UipubllIihd 

"ALkies not 
Include 240 etiumated uarenlh of Forelgn Affaira 
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TAB1LE A5.2 

CIVIL SERVICK EMPLOYEES BY AGE 1983 

HIHISTRY 15-19 20-24 25-29 30-34 35-39 40-44 45-49 50-54 55-59 60-64 65+ Unk TOTAl. 

Local Government and Rural 
Development 2 111 15 35 14 30 12 25 11 6 2 - 167 

EducaaLun 423 2,1511 4,140 4,002 4,135 4,082 3,026! 64 42 .. . 3 22,654 

Ha h157 1.776 1,123 686 443 543 3331 27, 201 204 140 214 6,095 

AgrlciLure - 25 192 197 179 96 97 92 ,4 25 13 214 1.234 

Livestock, VureULry and 
Hinagei;it 84 ouit.&0. 518 284 122 87 114 53 49 50 54 2 2,0814 

Fllierlem 1 23 83 64 32 20 17 i!. 20 6 7 1 293 

Lbour and Social Affilra 5 41 50 42 22 11 11 10 5 6 H 10 298 

Public Work 27 203 23 339 261 219 142 146 122 8811 44 3 1,892 

Tourlim nd lltuia 12 127 212 161 143 131 109 4 311 20 25 44 1,093 

Camnrce 1 22 22 6. 13 12 3 .. 6 1 2 105 

Marinei Tranripnrt and Parts 1 9 25 26 4 11 5 11 4 - - 90 

Higher E,,cati on & Cuitlre 3 17 39 2(; 14 11 111 - 2 - 14 130 

lnforla In rind Nalnia-1 
Guildanc 1 37 50 159 46 91 30 11b 5 3 3 2 432 

Juatice and Hel11lIuu Attalrb 23 181 H13 116 9~ 153is( o 121 55 45 21 332 1,172 

P.,aca rindTe lecommunicat tons 
- _______--- -- ____--

246 443. 
- 1 I 

529 234 
--

95 
--..... 

)4 211 23 
--

20 9 -
___........ 

1,654 

Mineral rind Water Ilureauia - 6 311 36 63 22 12 5 31d 6 1 200 

Sportsa nd YuuLh 1 22 69 26 41 19 38 15 14 5 - 291 
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TABi.E A5.2 (con) 

Civil. lSERVIC'E EMPLOYEES IS¥ AE 1983 

MIITY15-1920-24 25-29 30-34 35-39 40-44 45-49 50-54 55-59 60-64 65t link TOTAL 

Industry 4 13 26 38 15 17 4 3 1 - 134 

i'sbba Valley 2 21 12 9 2,31I - - 2 53 
Land and Air Transport 38 243 360 326 191 113 140 119 13~ 149 53 8 1,878 
National Plannng 22 45 36 32 36 24 4 3 1 1 1 205 
Finance 

NOT VAII.A LE 863 863 
Foreign Atfaira 

NOT |VA1I.A LE Elt 240 240 

Presidency cnd Ausuclated 
Units 34 113 95 91 39 25 23 30 26 16 14 41 545 

TOTAL 819 5,894 7.334 7.248 6.129 5.974 4.243 1.705 76o 671 405 2,121 43,802 
P'ercent 2% 13.42 181 16.51 14% 13.62 9.6% 3.92 1.72 1.5% 12 4.E, J00I 

Autonom.ous Agencies eportiz..
TOTAL 597 2231 3560 3836 2505 2568 1564 1252 789 563 477 d9d 2.7.53 
Percent 2.6110.1Z 16.1210.3Z 12.7Z Z12 1. 5.62 -. 2.52 2Z 8.52 1002 

Source: Hinitry of Labour and Social Affairs. Hanpower Su.vey 1983 - Unpubllshed. 
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TABLE A5.3
 

CIVIL SERVICE EHPLOYEES BY CItADE 1983
 

HINISTRY A AY B C 0 Unknown ... 
(Temporary) TOTAL 

Local Coveriment. and 
Deve]upuen 

Rural 
43 - 21 73 21 9 167 

Hinistry ot Education 2.335 320 17.036 211 1.042 832 18 - 22.654 

lealt 371 - 629 1.988 2 166 301 635 5 6,095 

Agricul tur~e 45 - 147 - 600 - 176 266 1,234 

I.vemock, 'aoreatry
Management 

& Range 
243 - 611 52 422 559 119 BO 2,064 

Fluhery 35 10 37 45 47 67 10 42 293 

Labour and Social Atfairu 25 57 5 105 36 30 40 298 

Public Worka 11 25 105 31 1,701 16 3 1.892 

Touruim and Iotelm 14 66 761 226 26 1.093 

.Iubba Valley 15 19 6 - 4 9 53 

PrealdIcy and Auuocluted 
Unicu 54 177 - 237 9 60 8 545 

Land and Air Tranaport 13 6 98 64 897 608 94 98 1.878 

National Plannirg 49 3 74 - 70 - 1 205 

C 18 - 27 - 28 21 9 2 105 

Hirine Tranaport and Port, 12 - 6 12 7 181 5 20 90 

Ilighur Education & Culture 32 - 31 14 14 36 130 
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TABLE A5.1 (cent)
 

CIVIL HRVlCI EHPLL1XVS BY C^AI 1983
 

IST ¥ A - !_A AY a F1 CC; nknow 
'(Teajporary) 

TOTAL. 

Information 
Guidunce 

and Hdtlondl 
73 " 164 9 133 52 1 432 

Jualice and Ieliiouus Affairs 325 " 144 - 240 1ob 203 152 1,172 
Pout and Telecommunicatiuns 24 50 166 1,270 27 112 5 1.654 
Mlneral and Water Iesourcea 69 - 23 10 97 - - 1 200 
Youth and Sports 9 - 21 - 14 135 - 112 291 
Induatry 23 5 19 - 21 22 28 16 134 
Finance 68 - 364 3 253 104 4 67 863 
Foreign Affairs 

W T AVAIl ILE Egt 240 240 

TOTAl, 3,904 369 19,92o 2,565 8,544 4,572 2,683 1,239 43,802 

Percent 8.91 .8% 45.51 6Z 19.51 10.4% 6.1Z 2.82 IGO% 

Autonomous Agencies-
Reportling TOTAL 820 87 2,532 411 6,105 5,351 2.017 1,646 18.969 

Percent .5Z 13.3% 2.21 32.2% 28.2Z 1O.62 8.7Z 1001 
Source: HiniLry ot Labour and Social Attalra, Hanpower Survey 1983, Unpubieliae. 
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TABLE AS.A 

CIVIL SERVICE EHPLOYEE, BY EDUCATION 1983 

MINISTRY UNIVERSITY SECOINAY ACAECY lN~l*R1IATE PRIMARY L.ITERATE UNKNOWN TOTAL 

Lncal Governaent & Murai 

Development 10 - 37 65 5 50 - 167 

Educatlon 2,510 145 11.247 1.042 832 878 - 22,654 

halh 336 - 2.561 574 88 2.281 255 6,095 

Liveitock. Foreary & Range 
Hanagement 243 - 663 422 619 59 78 2,084 

Vialrleu, 1 4 81 60 6 - 102 293 

Labour and Social Affalrs 17 1 56 118 1 104 1 298 

Public Works 28 - 107 35 - i1.717 5 1,892 

Tourla and IHacelm 5 - 82 235 - 745 26 1.093 

Commerce 15 4 22 28 - 29 7 105 

Harline Tranaport and Porta - 20 15 44 1 90 

ligher Education and Culture 32 - 30 19 2 36 11 130 

Informatilun & National 
C!ILdaucC 60 3 177 90 ;9 63 - 43? 

Jumtice and Religloua Atfairu 195 5 191 273 h 269 233 1.172 

Posts anJ Telecoumunlcatlona 24 - 216 1,270 - 139 5 1.654 

Hlneral Water and Reauukce 1 68 - 40 13 17 46 lb 200 

Sporzu and Yuuth I - 25 47 - 210 - 291 
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TABLE A5.4 (cont)
 

CIVIL SERVICE V HPLOYEES BY EDUCATION 1983
 
-NN I Z-TECIIICAL
ACADEMIIC
 

MINISTRY 
 UNivs
 . SECONDARY 


Indutry 

Jubba Valley 


land and Air Transport 


Natonal Planning 


inance 


Foreign Affairs 


'rcaldency & Auilociated Unitau 


National University 


Academy of Arta and Science 


Agriculture 


SiDoA 


TOTAL 


Percent 


TOTAL Aulonomua Agencies 


Autonumous Agencte Percent
a 


GRAND TOTAL 


i INTEHEDIATE 


27 - 26 28 


14 
 2 I 


9 
 139 
 253 


5o 
 77 
 42 


41 100 233 84 


NOT AVAILABLE 


34 
 - 13 86 


NOT AVAILABLE
1


35  22-


60-
 147 496 


21 7 
 7 
 7 


3,893 
 210 22.420 
 5.331 


8.62 .62 
 502 
 11.91 


474 62 2,853 4.640 


2Z .3% 13Z 
 20.9z 


4,367 332 25,273 9,971 


PRIHARY I.ITERATE UNKNOWN 
 TOTAL
 

- 53 -134
 

- - 53
 

663 805 
 9 1,878 

35  1 205
 

1 30 374 863
 

61 240 240
 

54 12 166 545
 

800 800
 

- 92 167
 

280  251 1.234
 

22 1 
 65
 

2.648 7,592 
 2,680 44,834
 

62 16.91 
 62 1002
 

4.37s 7.794 1,720 21,921
 

20Z 361 7.82 OO
 

7.026 15,386 4,400 66,755
 

Notel 1. Educational Totals by level do not balance 
because of missing data.
 
2. Source: Hliulatry oi 
Labour and Sucial Affairs. Hanpower Survey, 1983, Unpubilulled.
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TAILL £5.5
 
CIVIL bLIVSATS $1 DATE Ur X581V
 

Iocal 

63831T81 

..vr...ia *. locai 

I A& 
3Y13 8 1 392 191 

9 
191) 9 3 39161 1211 31 

[ 1 

39 9 I 
- -, . .. .. 

1S121 83 1 
...... . .. 

383839 TOTAL 

-11 - 2 12 It Is 19 1 3 11 3 3 1 - 4 
Ej..agI I.6U 133 315 112 415 162 2.113 3.61 1.41s 2,3 32 1.913 3.45U 0." 1.466 90 22,634 

3. 83 254 146 1 306 6) 19 403 526 640 1 0 615 93 6.093 

3.3lac¢o~. VO4NC l.4 

21) 31 14 Ij 46 86 39 192 3o 1& 3 -- 232 1.234 

.2 1aspi 13 21 332 312 99 149 ail 201 .13 214 as 23.4 331 4 2.014 

13 .y 41 2 6 3 11 32 IL 34 23 ) a 43 22 1 4 -- 293 

.3 W.a$ .. S11513 033.36. 2- --- It V2 21 3 21, 41 36 20 29 41 2 198 

uil.L l'-1e. -4- -4 59 V1 51 14 51 lie 44 51 V: 148 104 14 26 i.U91 

C ....... 0 2 10 3 4 32 1 2 3 14 1 7 t)0 

'S.5 33 a I 1 1 3 3 - 24 - 90 
8MINI 61.. aI lo..

3 
.. 3 c.c *. 

-1. Co;.ra 
0 

12 3 
... 

- - 3 
. 

1 
. . 

1 

. . 
4 

. . 
1 

... 
1 9 L 24 IN 5 10 

,.,j c a5 1 4 33 21 34 IV 13 33 2 11 16 42 23 6 411 
J..tl. .. l..| -. . 2115 38 I 1/ 411 41 11 44 96 31 3 314 23 11 2 207 1.112 

.,. T.1- 2 8. 24 _343 30 ... 31 4. 
3l3.ci.3 .n Wa.. 6 I 162 4 •- 1 S2 2lI 
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T4111! AS.% ( ... s1 

GIVIL. 5XVVAIITS T DA40I Of A*T1 

~s£14 twg
- io'VE 91 IV31 11115 IV?. J911 18 511 ys IAI Iva~j 583 31510M9 loul 

i..L. V.53.y 

I..J ..nJ All T.H.it 0.L 1 

. 

34 

2 

112 511 1 31 ) 143 141 )b 

2 

53n 

2 

91 

26 

14) 15 

2 3 

1.818l 

381 £2 I 1 5a 2 ) 8 1 t 8093 

5..I.AJI.I,. 

ft..W2.-.,,J A.... 
005.. 

TOTAL M555..3.,,. 

l.t.d 

- - - -

IllS 1 

5.S51 3In 

- -

--

521 

MOT? 051.1 IX - - -- - - - -- - - - 2412 

lu 2. 2& 31) 33 10 $1 11 41 3 vu2 41 A. 

A83 150 951 2.135 3500 S.1023334 1 554 3 805 4's9132.112 J.9147 1.65V 

2031 

54S 

4,152 

I,1T.. A. . A,. . 2.04C .18 5.2 Ail 3.03 .53 1.8313.403 1.32 1.31 33 88 5 1453 1.912 1.2 5413.6 

F....i£.51 5.13 3.1 3.03 3.33 33 5.11 1.81 1.43 4.33[31 14 4.81 1.13 £31.23 *.at £1231 
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TABLE A5.6 

FOREIGN LEAVES TAKEN BY CIVIL SEmVICE 

E-VLOYEES DURING 1983 

HINISTRY CONFERENCE SEMINARS SIMRT QOURSES DEREE $Cll0.ARSIIIPS NELIICAL PERSONA. IJKNON TOTAL 

UNDER 1 YEAR 2 &o 4 YEARS 

Labour and Social Affalru 4 - 9 3 1 1 1 19 

Information 96 1 2 6 4 5 8 122 

Finance 27 1 1 - 3 2 2 3. 

Iduety 18 4 22 - 2 1 3 SO 

Flsheries 6 2 4 4 1 1 - 18 

Higher Education and Culture 14 1 4 12 - 1 5 37 

IleaILh 21 a 67 9 10 II 6 132 

AgrlLIturc 28 12 42 4 4 1 1 92 

P.utm and TelecumMunlcuLlons 7 2 20 4 4 2 2 41 

EduC.Ion 12 9 9 15 7 2 60 

L.uc-I CJve[.wOL and kurnI 
[heI ul~cI i - 1 - 2 2 - 12 

Youth and Sports Ill 2 4 1 I 1 3 123 

L.ivestuck Forestry and Ringe 
Huagem nt 17 1 25 2 - l - 46 

Hrine and land Tramusport 6 ... .. . 6 

Jontle and xclIgIo.. Aftuiru 15 -_-_- - l 2 2 22 

planuiul; it)- 19 i 1 40 
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TAKlI.E A5.6 (cont) 

IOREIGN LEAVES TAKEN BY CIVIL. SERVICE 

EWI.OYEES DURING 1983 
INISTRY INFERENCE I SIIRT cOlRSS DEREE SCiOLARSIIIPS 

NNSEtIiARIUNDER I YEAR 2 to 4 YEARS MEDICAL PERSONAL UNKNWN TOTAL 

Jubba Valley 7 - 3 1 - I - 12 

Land and Air Transport 4 - 1 1 4 - 17 

Minerals and Water Resource& 4 2 11 1 4 - - 22 

Public Wurka 9 - 2 - - - l 12 

Coummerce 4 - 1 1 l ] 8 

Foreign Attairm 41 - 2 - - - 43 

TourIsm - - - - 4 1 5 

Dir. of Admn. (Preuldency) 
-

University 3 8 14 18 6 2 1 52 

Academy of Arta and Sclces 2 6 1 2 1 - - 12 

SIDAII - 4 4 - - -

TOTAl. INISTRIES 473 63 27, 97 55 49 40 1.048 

Total Autunomonu Agencies 116 36 94 44 43 11 43 394 

GRAND TOTAl. 5119 99 365 141 98 67 83 1 442 

!ource: Ministry of Labor and Social Alfala, Department of Planning and Manpower Statistics. 
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APPENDIX SIX 

SUMMARY - CIVIL SERVICE LAW
 

(This law has nor been officially translacid into English. The following 
index has been prepared as a guide for those who might want more direct 
access to the content of the law.) 

t-.._s Law Number 5, 2 Februarv 1980 

CHAPTER I - General Provisions 
Article I. Definitions ("Fead of unit* means head of agency, 

e.g., Minlster, general manager.) 
Article 2. Aplicatlon and exclusions: temporary and contract
 

staff, private agencies and companies, military and
 
paramilitary
 

CHAPTIM II - Structure 
Article 3. Grade, responsibility, obligation; definition of 

establishment 
Article 4. Positions classified into A, AY, B, F, C, X, D. 

CHAPTER III - Employment 
Article 5. Conditions under which the president can act 

outside law. 
Article 6. Requiremento for all public employment; education 

certificates 
Article 7. Certification Zvaluation Committee: makeup ann 

responsibilities 
Article 8. Respousibility for recruitment and selection with 

recruitment interviews -or all public and private employ-nent.
Article 9. Responsibility for unskilled workers recrui-ent ann 

selection with Recruitment Boards of Districts and Regions. 
Article 10. University graduates guaranteed employment; enter 

A-8. 
Article i. Secondary school g:anuates join service 

automatically witnout compeLitive exam; enter 3-10.1 
Article 12. Intermediate school candidates enter through 

recruitment. 
Article 13. Skilled workers without educational qualifications 

undergo competitive exam comparable to that for 
trade-testing: if successful appointed to available post or 
retained on list 6 months. 

Article 14. Makeup of 3ational Committee for Employee 
Examination. 

Article 15. Examination channels for intermediate certificate 
holders and unskilled workers applying for employment in 
regions. 

Article 16. Penalty for an employer who recruits employees 
outside the legal channels (Recruitment Boars . 

Article 17. Appointment by Presidential decree to A, AY, 3, F; 
by YILSAto C, X, D. 
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Article 18-20. Designation of grade level to wnich education
 
and experience qualify appointees.
 

CHAP.TL. IV - Probation for Permanent Employment 2
 

Article 21. Probationary period not less than 6 months ann up
 
to one year.
 

Article 22. Cartificate of satisfactory work to be issued at
 
close of period.
 

Article 23. Unsatisfactory worker to be discharged.
 

CHA.PTE V - Obligations and Duties of Public Employees
Article 24. Lists perormance staudards and responsibilities (8)
Article 25. Lists standards of integrity and T-blic moraLity 

(12). 
Article 26. Oath. 
Article 27. Personal 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 
illegal order from supervisor. 

Article 29. Any action taken contrary to this law null and 
void, &nd punishable. 

Article 30. Money borrowed from the government shall be repayed
by employees at not more than 1/4 monthly salary; balance on 
departure from service to be withheld from gratuity or
 
pension.
 

Article 31. light to one day of rest per week, all holidays
recognized by the government; evening and holiday work in 
case of need without compensation. 

CHAPT--% VI - Leaves
 
Article 32. .nuai leave, 30 days/year; accumulative to three
 

years.
 
Article 33. Leave without pay, up to 4 months/year, subject to
 

m misterial approval.
Article 34. Maternlty leave, full pay for four months, two to 

be after delivery, requires medical certification, may not 
take annual leave same year. 

Article 35. Major sick leave, full pay first six months, half
 
pay remainder; certified by government Medical 3oard,
 
approved by M.SA; normal sick leave up to 10 days.

Article 36. Study leave, to pursue trai ing abroad, approved by
instry of Culture and Higher Education; no pay; family

eligible for help equivalent to pay. Return at designated

time unless justification for delay.


Article 37. Agency head can suspend annual leave, leave without
 
pay, and study leave in the national interest.
 

-CHAFTE VII Promotion Demotion, Tansfer and Secondment. 3
 
Article 38. Lists conditions for promotion; procedure, review
 

of performance rating, curricula vita by agency committee on
 
Promotion, Reward, Punishment.
 

Article 39. Make-up, responeibilities of Promotion, Reward,
 
Punishment Committee.
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Article 40. Promotion in A, AY, B, F require presidential
 
action; in C, X, D action by MSA.
 

Article 41. Demotion: conditions and procedure.
 
Article 42. Secondment: definiton, rihts. 4

Article 43. Transfer: definition, cond..cions, procedure.

Article 44. Definition and rights of Leniority.
 

CHAPTER VIII - Discipline and Grievances
 
Article 45. Lists offenses (12) from unsatisfactory performance
 

to abuse of office for personal gain; penalties (8) from
 
written warning to dismissal.
 

Article 46. Application of disciplinary measures, whose
 
authority: president, miniscer, D.G., Committee on
 

a
Promotion, Ieward, Punishmenr.
Article 47. Disciplinary orocedure of Committee: act within 15 

days; .upy to agency personnel file, I copy to .LSA. 
Article 48. Suspension: circumstances under watch applied. 
Artic.e 49. Uisciplinary procedure when offense is beirg tried 

in another Court; conditions for resuming disclplinary
 
process in case of acquittal
 

Article 50.
 

CHAPTER IX - Separations
 
Article 51. Resignation: requires written application, may be 

denied if employee is inaispensable, requires presidential 
action A, AY, B, F; .LSA for C, X, D. 

Article 52. Re-mployment: conditions, authority, rights and
 
benefits.
 

Article 53. Recirement: age 60 men, 55 women; early
 
retirement. 6
 

Article 54. Medical discharge: circumstances, rignts and 
benefits. 

Article 55. Dismissal in the national interest by presidential 
decree. 

Article 56. Conditions under wnich official. may be dismissed, 
effect on benefits.
 

Article 57. Dismissal of workers for delinquency, sabotage,
 
frequent absence frnm work, i.e. ancl-socialistIc attrtunes,
 
self-interest.
 

CHAPTER X - Technical Chapter 
Article 58. Definitions. 
Article 59. Grades, posicions, salaries listed in Appendix 2. 
Article 60. Categories: professional, technicial, skilled 

labor/craft, Assistant labourer, Apprentice; each category 
subdivided. 

Article 61. Conditions for promotion: examination or 
certificate. 

Article 62. Fxaaination process: skill-testing and 
certification every two years; prerequisite: two onsecucive 
years of satisfactory service. 7 

Article 63. Criteria for vocational levels in terms of 
knowledge, ability. 
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Article 64. Process, recuirements for technicians to qualify as
 
profesaionals.
 

Article 65. Salary of university degree holder dependent on
 
level of degree, quslificatious, expLrience.


A-ticle 66. Intermediate school certificate holder,
 
requirements for 73.
 

Article 67. Ordinary Secondary certificate holder, requirements
 
for -3.
 

Article 68. Apprentice: recruitment, right to hire.
 
Article 69-70. National Technician Committee: make-up and
 

responsibilities.
 
Article 71. Tachnicial staff subject to other provisions 
to
 

this law celative to discipline, dismissal, staff
 
management, etc.
 

Article j2. List of recognized craftsmen and technical
 
professional workers
 

CHAPMTE XI - insurance and Allowances 
Article 73. Employee insurance regulated by Law '49, 8 Aug.

1970. 
Article 74. Employee allowances regulated by Law 42, 5 May 1976, 

CHAPTER XII - Pensions and Gratuity
Article 75. Amount of pension based on amount of pay and length 

of service. 
Article 76. Official dismissed for disciplinary or cr!minal 

reasons Loses pension and gratuity, received own deductions.

Article 77. Pension and gratuity rights when official resigns.
Article 78. Establishment, administration, management of 

Pension Fund. 
Article 79. Pensions and gratuities for job-related disability
Article 80. Option for lump 
sum and reducer pension; 1/1


aonthi.ly pension X 120 as lump sum; remaining 3/4 monthly.
Article 81. Family pension in case of death or job-ralated

disability: eligibility, conditions, amount.
 
Article 82. Family eligibility for pension; special conditions.
 
Article 83. Family eligibility for gratuity, conditions, amount.
 
Article 84. Eifect 
on pension, gratuity of conviction and
 

impri!sonment for official abuse of office, offense against 
state, other offense. 

Article 85. Process: approval by .LSA, agency concerned; 
payment by Ministry of Finance. 

Article 86. Non-transferability of pension except by Court 
order to pay leg.L debt. 

Article 87. Family eligibility for continued support when 
employee is deterred abroad. 

Article 88. Pension adjustment for pensioners receiving less 
than designated in the law. 

Article 89. Pension eligibility of X, X, D grades delayed 3 
years.

Article 90-91. Repeal of conflicting laws and date enforced. 

Notes:
 
1. Guaranteed employmenc for secondary school graduates rescinded in 1983.
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2. Probation as condition for employment not generally practiced.
3. Promotions are not generally considered to be given as often or as widely as 

desirable.
 
4. Transfers by agency agreement currently canceled by presidencial decree, 

requires president's approval.

5. iscipline not currently effectively applied.
6. Few employees retire; age limit is not enforced. 
7. Skill-1esting mechanLism currently used as =eans to raise pay. 

A6-5 



UME A6.1 

Category A-=aaaoieu ~ XCtV -'A'D6r 

Gcd alr rada SaLary Grade Salary -rd Aa. 

1800 (fixed 

2 1400 

2.50
 
.3 ±,0
 

120 

3.360 1060 
1.0306 1200 110 ±n30 921 000 

890 890
l60 	 890o6 860
M30 630 8n6 1000 	 8 800 8 800
 

6 0 690 690
660 860 
630 $30 6303000

8 600 9 600 9 	 600 

010 

70 470:0__ os_o .o ,.50
 

41.0 4/0
390 390 
370 370 

330 

4z13 320230 

13"(z.2 301) 

310 

280 

260 

T±hasf osa.froamo~~a oa.0 n 	
240 

, ~v ~u u aw a a±L~d o r . a. ala y ~ n 1 U.
± ±PreVOUSOCCd d~i~~ateupamn~:70a 220

30 
13*(:4)300 



TABLE A6.2 

TECHNICAL qOR40 PAY SCHEDULE 

Categarv AY Technical Professional 

Grade Salary Range Amount of :ncrenent 

1 1-1001 - 1800 100 

2 1000 - 1200 50 

3 800 - 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 50 

3 450 - 600 50 

42 'KX) 350 - 450 50 

5 (apprentice) 120 

1 Thi. number is corrected to errata note on p (274) of Law 5.
 

2 X-4 is elsewhere noted as a subordinate category, ia(, comparable to D
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AI'PENVIX SEVEN 
MUSUS LWLNtW|EIT IY SJPA/SIVAH F' MiJ1965 I'i 1983 

IIATES SUI|LECT 
Oct.d -196T -Inaement Problems for 

FLrectcru £a,-rl 

"v. 1965 Secinar for Directors 

Iay 1966 Seminar for Directors 

DURATION 

raro for 6 mon 

2 days/uk for 6 mol 

Same 

ATTENDANCE 

21 

18 
EhgIIl aIa 
Sp ak~n. 

8 

SCOPE 
Problems of education:; imln law; Civil 
Service; manpower, Admin Controls; work:measurement; fiscal planning; fellow
slila hutbic relationsOrganizational structure; Judiciary 
Accounting, management, Pervonnel ad
ministrationi fiscal controls 
Same as above 

Oct. 1966 

Hay 1966 

July 1966 

[Seminar for Directors and 2 weekly sneslons
Sectlun Ileads for 3 mes in 2 

groups 

Public Pelations with Tbe 2 frs 3 timesa ukMlatry of Infiormation and fur 6 wks 
11dla tl Guidance 

Planning With The Minlatry of 2 eslona wk forPlanning and C;oordlialdon 6 wku 

Italian 

35 
English 

Speaking 

38 

ItalianSpeakln8 

22 

16 

Organizational Structure; Amn lute
ration of civil service; local gov't; 
Judiciary; C & H; Form letter design; 
work nlmplitlcation; explnditure con
trols; peraunnel management; planningmanagement problems; fiscal policy; 
Hanpower; development planning; statltics and M miue Publi.- eltitlona 
Hass Communications and Public Relatlonu; B1duic techniques; Government 
Printing Hlunbe; P.R. Audio VIuntal Al3;Practical butuani.tratloiun- Orientatloini 
Whed for Pla-nung, Welfare State Educational Planning; Financial Aspects; 

March 1967 

tbv. 1967 

Public Adminitration Orlen-
tatlon 

Management Development for 

Senior Officers 

Foil Time 

Full Time 

4 112 mos 

3 mo. 

13 
New Appointees 

11 

Formulation; feztnlbiilty; Foreign Aid; 

Organization; Personnel AdrIn: budget &Accounting; Program Admln Theory ne~dOfilce Hanag~emen 
t 

Structure and Fonctioulna; Intro, to
Publi Admniatrtin; organization and 
methods; Hluman: Relations; Personnel Ad
ministration; Economics and Social Ile
velopmet; Financial Adminlutration 
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_______________ 

DATES SU1i1JELCT 	 DIRIATION 

Hay 1968 	 Hanagemenc for Field Officers 2 wks Full Time 


June 1968 	 Hanagement for Field Officers Full Time 2 mos 

Sept. 1968 	lanagement for Field Officers I mo Full Time 

(Rurao) 


May 1969 	 Management C aurse fur eads 13 wks Full Time 
of Services 

Sept. 1969 	Administration for Field I mu Full Time 

officers (fargesia) 

jan. 1973 	 ?Aimlristratlin for Field 1 mu Pull Time 
Ofticera 

April 1970 	 Orientation In Public Aimit- 3 lirs/day for 6 mcs 
istratlon for Senior Civil iI (njunction WI Lh 
Serv-ttts military trainin, 

April 1970 	 Orientatlun In Puliic Ad mn 3 hrs/day for 6 mas 
Kir ikwly Recruited CGaduiatet wit: military tng 

_t 
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A"ENDANCE 

29 


33 

29 


1 29 

22 

jA&l level 


17yajnees 
_Offi_ 

29 

AIS Field
 
Officers
 

69 


46 

SCUMP
 

Administrative Responsibilities; Pro
cesues and Tooln
 

General Orientation of AMmlnIstration
 
aud Hanagement with special reterence 
to regioii.Il government 
Orgarization, Personnel, Finance, Human
 
elaLotinu, Organization In Action Of

fice HlanigemenL, Development, IlealthI, 
Rule of Field Oftficers 
Structure; Development Administration 
Adminlutrative proesu; Personnel Ailmin 
Diuman Relations; Financial Administra
tion organlzatlon and Methods; Office 
ligmL; i[velupment; Orientation local 
field offLcers
 
Organization, P'ersonnel administration 
Human RelaLlons, legal framework; Ve
veloImCent; 	 Economic Science; Urgaiizd-

Llonal Luethods; Developmnt; Lngligh 
I angiage 
Organization and Structure; Civil Svc
 
law; Flneuce adm!tlstratiui; lie1an 
elaLlouns; Functlons uf Administratlon; 

li ice Hanajemeti; tevelolimeiLt r'rojects
Same at.above 

Organization ard structure; Civil Svc; 
Financial Atuiltistratlou; Tcchniques of 
Administration; Adlmiiistrative skills 
-If ice HMtagenact i Efticlency Improve.

lk-Vlmiiiet projlecta 
Organization of Covernuient; Lows, rules 
and RellulaLtin; OrgattzatLional heury; 
Compartative Public Admin; Adain meth
odu; Project iotuiulatlui and Evalua

fun; AdlmilistraLIu; l'ersonnel Manage

http:regioii.Il


IATES SUtJECT WIRATIUN ArIEtJCLNCE SCOPE 
ment; (ulture & History; AdmlnIstrative 

__ept• _______rgan___tionand___thod___killo; 
Internship in HinistrySept. 196: Organization and Methods 
 OranIzatLonAI Theory; Processes and
Oct. 1968 1. Hid level 	 moo Poll Time2 	 principles; Methods of fitatiLicsfiling; records Sidnaesent.
 

2. Senior Officer Orienta- 2 wks K-11 Time 9 

3. 	 Senior Officer 2 mos ill Time 6

April 1966 1. Accounting 
 Part Tire 6 moe 12 General Principles and practices of

OcLt. 1966 2. Part Time 7 mow 23 Guvernmental Accounting
 
June 1967 3. 
 Part rimu 6 muj 29 

Incl 2 mos W1T 
ib v. 1966 Auditng Part Time b neo -- Same plus Auditing tunctiuno 

_oci 2 moo
YEb. 1968 Budgeting 	 OIT
3 wku foil Tice 11 finaicial Administration Elements oftt 

Financial Management; istory of Financial Management; jaeracteristlcs.u ne 1 68 Advanced Accounting Part Time 3 eos 14 Includes specIfic types such as payroll
with (UT

le. 1968 Induction Course for Account- Full Time 
and pensiuon 

ants 
I 	no 9 (Xeneral l-scriptlIon of Accounting

_Trainees functionu and practice,Feb. 1969 Accounting fou, Junior Full Time 3 mos 10 1heory and Practice; Finance Rules aldAccountants 
HegulaLionu, Commercial AccL. Gov't 

'lb.1970 Financial Adminstration 	 Accounting; SupervilionFiull Time 7 .ka 1b Budgeting, Stores purchasing and Stor-
May 1967 Senior Seminars 5-20 ea 	 " '; AccotLing, AuditigAv 12 ea 
 Croup Discusslon, presentations problem
 

1. Admiolutraulive Obstacles 
 solvikig
 
to Development


2. 	 IecentrallZatlua iorIi~ve oeIiutur 

3. 	 hat WbunLWrong wILh tLie
 
Flrat five Year Plan
 

4. 	 Role of O1H in Improvement
 
_ f Adminlturative
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DATES Su1EC' IJURArION AWrENIUNCE 

Development
 
5. Delegation and tomwunica

tlun problems in Regional
 
Admin.
 

6. 	 Idenritying Training Needs
 
and Determining Priorities
 
for Civil Servants
 

7. 	 Financial Adminiltration 
8. AdminisLration of 2.tutlce 
9. Corruption Eradication
 
1O.Public B Lterpriaes and
 

Economic Develojauent (2)
hig. 1969 I1. Budgeting DevelopenL
I6. 197i 	 Orientation tar Directors 

0o 
2 mos 156 


General. General Managers 1od 
MAbasuadura 	 NumAber 5 at 
1i1aane 

Jan. 1972 	Orlentation CoAurse for Newly 3 mos 42 
1,-cr,:LA graduates of tor-

e 'g: 1csuole 

Nimber 5 at Ialdane 


March 1972 	 Orientation for Civil Service 4 1/2 mos. 242 
Nimber 6 at Italane A Division 

hik. 1972 	 Orientatlon for Ileadasters 2 maos 350 
And Teachers, L-pjrtmeor o 
Klucatlun
 

_ _ mber 7 at H|alane
Ang. 1972 	 CommuhiCatlont VkllIS for 3 wks --

U-)sl, SupervilorsIbl Speaking 
1972 Pune for 3 wks 3 hra/day 17ersonnel Administration 


9ligisla speaking Pers/Ials, 


SCOPE 

Seree ot workshops to diagnose adamn
tatratLive problems In one of follawlnh: 
a. Environmental Factors; b. Manpower

and labor; c. Public Corporations,
 
Local government; d. Personnel pall
cles; Economic planning and public


_t inance 
Ecology uf 	 Sonalia; Institutional 
traminwork o government; Econumic lD
velopLuett and Public Finance; Adminia
tratiVe ukillu and Practices; Building
Socialist institutlons 
(langea Involved In the Socialist 
System; nature and use af manage-ment 
techniques; coasit!eration of reports o
:ommlttecs 	 of 5th cour 
Continuation of above 

Practical exercises in listenlng, read-

Ing, speaking and 
Scientific Soclalism; Personnel ilmin; 
Beapuinubilities of Pers. Ofticers 

o writing 
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I1AUS. SUIULLIICTTu AIEUIIAMCE
 
Officers In Public Ahencles 
 Records keeping; 'ularvislng aklls
July 1972 Same for Italian speaking 1s
 

itficers
 
April 1972 Store Accounting for Public 3 wks 
 21 Began Deigned for stores personnel TI Agrl-
Agenicics 
 19 Passed cultural Ievelopment Corp. i2C and 

June 1972 Accounting for Kwly recruit- I mo Crash Prograime
196 Began For tiose to be assigned to DiotrIct
ed ENt: Perounnel 167 Paseed and Re',J':mal offices.luly 1972 Finance and Accouitlng for 3 mos 21 Promoted by Sec. of State for Finance
Public Aenlcies Different Professional Instruction plus soclaliat 

Athencles kIjduct r lat iou, examlnat ion&zg. 1972 Government Accounting and 3 1.2 uso. 26 Finance accounting and stores manage-BUdgetlng tor Clerical Train- ment 
Ing Center grods Ilargelsa

(Ield at Police Academy)


July 1972 lIegiatry and Filing Course 2 mou 22 Followed by on-the-job training In Four 

Consultation
 
Draft Hegulatlonta oil Financial Accountilg Proceduret
 
Reviledl Accounting for Agricultural evelonment Cerp.

Storea Accuonting for Grain Harketing Corp.
 
AccountLing for Multipurpose -iucatlon Project

Government Commeislon on Simplification Assistauce
 
Reditry and Filing Syatem 
 fur the Hagistrate of Accounts
 
Reglitry and ftiling System 
for the Somali Insurance Company
 
Organizational Structure 
 for SWLIALTEX 
Reelltry ald tiling System tor Hlnistry of Finance 
Assisted In organizig and Fstablishilng 

A.S.P. I .M.A. 
National Agency for 1uurium
Langlage Training Courses in biglsli and Italian Floa translation Services
 

Preparation of Glossary of Somadl Public AdmInIstr.itlon Terms in English asid ItalianIndex of Somali legilatlio 1967-1972, updating previous Index. 
aA a A A * aJune 1979 A:ccount~ancy Na 2 yrs Flil Time I 71 jIncluding practical tranIing of One

I I I ontil. 
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DATES SUIJECT DURATION ATTENIANCE SCUPE 

lec. 1979 Industrial Management Post 
Graduate Course 

Rural Development and Local 
(;overnment 
Implementation of Wkifled 
Accounting System 

I yr Full Time 

1 yr Full Time 

6 wka 

10 

23 

32 

For prospective top managers In the 
Industrial Sector advanced knowledge 
and field work, leading to DLgree 
Residential Course with Field work In
cluded 
Deslgned to help accountants and 
Financial Managers in Public Afencles 
Withl ilemelitation 

OperaIttuus Research 
Seminars: 

3 mos 18 

industrial lanagmei. I wk 17 General Managera In lnduutrldl Sect. 

Trade Promotion 2 wku 28 

37 Fur State Planning & FAU 

17 

30 Reldcntial for Arub Organization 
Administrative Science 

t 

ConSUltations. 

Working Relations AmuaS 
Personnel Departments 

Model (liart of Acounts 

AIlwInIstratlon 

For Office of President 
Ministry ut 1abor 
Ministry of labor 
lVetUc: ULv. Agency; Settlement 
Development Aeency; Tourism nod Hotel 

Ageucy 
Ministry ot Local Government & Rural 

Developeuit 

Persnutel ManagemcitLt; Mani- inisltry of L.ibor 

1980 Accountancy (3) 
(4) 

Industrial Mgmt (I) 
Post Gladualte (2) 

I:ull 
_ 

Full 

Time 2 yrs 

Time 1 yr 

62 
6 

11 
7 

Wrote new syllabus 

Completed and graduated; Courue began; 
Extended productLon1 Pasing course by
11141Do 

Rural DLvelupment and (1) 
l1.ocalLovur'uaunt (2) 

Full Time I yr 10 
iI 

First Course Complcted 
SeCald (ourje Begun 
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BATES SUu.Cr DUKrION ATTENDANCE 
LIiitled Arcounting System G wka 32 

Seminara arj Sort Courses 

Personnel Kanagement 2 moa 16Project Analysl 3 wku 37 
Recruitment and Selection 
 4 days 17 
Staff Aaessment I k 25Leaderahl p I wk 30
Cuvernwent, Budget & Fiu. 

mgt. 10 days 18
Productiun Plauning 10 ddya 18
Perunnel AdMatIaaiLratioa 2 mou 20 
Hanpower 'lanning 10 days

Labor Relations 4 daya 


Cunsul Latilous 
Reorganization of It': Prelency 

Revising Central 
 Lyoe of Personnel Records 
Working Relationsa-, :,a peraonnel Wkpartmenta
ReorganizatLoh of th HlniaLry of Finance 
Sumll imnegranu workers 
Admiul aL ration of Peaion Fund 
Adminiltrative Organlzatin of Somali Wovt (Arabic)

1981 Accountancy (3) Dull Time 2 ya 62 
(4)
(5) 66 

Industrial HaMnaement (2) Full Time I yr 
68 

7 
(3)  11


Rural Developmenr and Local
 
6overltnenL (2) 
 Flil ime I yr 17 

(3) 


General Hanagament and Public Kll Time 1 yr 144Adminatration 

Seminars and Siort CoutrucB
 
Stores Hjaiagement 2 uka 
 17
Ulvruunne! ?IanagemenL I wo 15
Libor Relationa 2 wka 15 

A7-7 

SCOPE 

Requeted by 41naitry of Finance With
 
Students frm Finance OepL. of Public 
k-encleu 

For Ritional Planning Min. and FAO 

RealdenLial, Arab Organization Atin. 
Finance, Planning and tiaglutrate of 
AcCLa. 

Office of the Prealdent 
Miniatry of Labor 

Hlnitry of Finance 
Mlinitry ot Labor 
Ilinlutry of Finance 
AOAS
 

Number 2 Graduated 
Number 3 Started
 

Number 3 Started
 

'ormer Governors, District Commissloner
125. graduated 



BATES SUIIJEC' DURATION A'IENDLXNCE SCOPE 

Reglonal Governors & Dist. 
C umm. I mo 90 

Iucal Gov'L AminfISLratlun I mu 80 
Rural Development Seminar I wk 80 
Unemployment I wk -- I.L.O. 
General HanaielCnL 4 mos 13 Telecommunications & Post 
Optlilzatlun of Resources 10 days 35 
HaiLtenaLnce Management 5 days 20 
Organlzal.lonaa Rol. In Adrin 

De v. 5 days 31 AUAS 
lidutrial IUia. aat 5 days 11 AOAS 
Agriculture Extension 15 days 20 AID and ilnistry of Agriculture 
laiternatlunal Relations 17 days 30 Head of Service. Bilateral Aid, Foreign 

Affairs 
Fo.d Storagu Hanagement 17 days 14 
Fl1n1ailal Randgement 7 dday 15 UNIDO 
OrientaLon or lIkw Hail. 2 wks 8 Mlnistry of Labor 
HaxlmitiLlon Ut flumin 

hetiources 2 Los 16 
Regulatihats and Procedures 

in Peraotinel flanagesent 3 wks 20
 
Ue of itpllcaluor and Mhoto
 

Copy 12 days 18
 
Labor le9gIlatiuan 7 days 30 Arab iabor Organizatoin 

Consultations: Reorganization ot the Ministry of Labor (labor); Management Training Needs (SIDAH) Staff 
Assesument metuds and Approaches (Labor); RelIatlonulip of EstablilhmeILs and Personnel upL.'u; Print-
Ing and Reproductios; SIDAMi staff development; Organization of the HlIlaistry ft Labor; Reorganization 
ot Hlogadilhu fliunlclpality; Motivation and Incentives In State 'riatlngi Public Service Personnel KMn
agewent anti IWvelopment In Sumalia; i-blic EterprlseLi ILI S .alla; Associated livestock Project; Ad
mlnAtr.itiLve Ievelopweat it Suwalia. 

1982 AcnontIng (4) FuIllTime 2 yrra 66 Graduated 63 Incl 3 for SIDAM 
(5) 65 

Industrial Kinat eatuesn (3) Fil Time 1 yr 11
 
S (4) 11 ____________________
 

Rural lDevelopment & l.0cal (I) Full Time 1 yr
 
ICove (alA t (2) I 20
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ATES SUIJlECT DURATIuN 

Ceneral Hanagement (2) hi l Tiw I yr 
Semlnars & :2iort Courues: 

Idaxlmizatlton 1f Ilumal 
Ie ources 2 muu 


Seiur ExeLuLive Course 4 moa 

Haterial Hk;it & (Iul.
 
Contvrul 
 3 Mos 

HNait. Mgmt & Spare PL. 
Ilentury 2 won
 

thiilIed Accountili Lhblic
 

-encles 
 3 wku
 
Re~ulaLluas & ecract III 

Peru HgaL 3 uks 
JIL±cL Maiaage.ment 10 days 

Public DILterjpric HgmuL 10 days

'lup Level foagczgLtrlit.
r Gen. 

Maxlmizinig Iluan Resources 
 2 aus 
Tralning the r'ITailer 3 wku 
AccountigLgg and Atidlting 3 mus 
Material Man. oumeIltadld 

Spare lis. 2 Mos 

[kpreciation t1aiagemellr lid 

Repair of Office Hachlgies 3 wks 
Foreign Rz.latlons 3 wku 
General Managers (f public 

Agenclea 5 days 

Operations Research and Critical PtI 
Workers -Lucatlon Seminar 5 days 
Recrultweikt and Selcectlu 3 wku 

ConusultIng: 8 Training l'roJ]Lts In 4 Factories on 
aiKagemeit and (Qual ty (kint rol. 

1983 Accountancy (5) Pull 'rime 2 yru 
(b) 
(7) 


linthduArlal Haikagemegit (4) Full Time I yr 
Rural IW-velolpment (4) Full Time 1 yr 

(5)A_
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ACOPE
 

144
 

12
 
Pout and Telegraph
 

Arab (rganlzation ot Admin Science 

12 
33 

56 

Closed by President, Hinisteru & Vice. 

23 

14 
34 

24 

94 

12 

Individual 

Somali 

anagement; 

Trade tialon 

4 projects in 4 factories on 

65 

92 

302 

13 

20 

Graduated 



DATES SUBJECT DURATION 

General Mana ement (3) Rill Time I yr 
General Manageent (Police Vll Time I yr 

Academy) 
HBA Hanagement (Freano Pgm) Fuill Time 2 yra 
Sumn .ars and Short Courses: 

rinagemant 2 mon 
Idlutenaitce HgmL 1 mu 
fraining Tralners 3 wku 
Sul.rviiory li,%elopuient 3 wka 
Implementation a Unilt.d 

Accounting 3 wka 
lnduaLrljl ffinagemnt 44 ika 
fIaiugement of Cuperitivet 3 wku 
Rural iWvuloptut I wk 
AdmiliistraLig Meetling I wk 
Proluctlvliy in Public 

Agencies I wk 
iaderulip Skills atd luman 
Helarionu I wk 

Orgaiiizatlunal De'veluolaenL I k 
Curlcula Ikaign in ldnugaement 

i vU !lapss~ 3 days 

flanupuwer P1anali g Un It 
Icvel I wk 

MHiwjteigiL Prublems it 
SuomIlia 3 days 

MhII-0mlapnter I wo 
HaxlmlzlnLg Ituisid Resources 2 mou 
Work/Muthod SLuoy 5 wku 
Trainiig Traners 3 wki 
Mutaerlal Manage ent 3 wku 
lipl eCLtiMg lil tIeLl 

AccounLhilg SybLe 3 wk 
l-bor l{eltliit 3 ukn 
Sup.-rvisoty l±elopunt 3 wks 
lLddership an] Hotlivatlon 1 wk 
Top leVel ?JIuigeotuct 2 ",ka 
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ATTENDiANCE 

18-11 
140 


64 


70 
20 
35 
13 

23 
25 

5 
s0
 
11 

18 

16
 
10 

20
 

IU
 

70 
130 

33 
19-14 
27
 

30-45 

15 
13 
20 
22 


33
 

SCOPE 

Organized and Conducted by SIDAM
 

Began 6 month Language Training 

?luluter of Local Government 
Hliubter of Industry 

Uued Modular Programs 

SUMAI.TEX 

AUAS 

Party Repreuentatlveu 

AOAS 



PATiES J -UIUEC'| 

Cooperative HanJaclnlt 
Trailning I wk 

H14WIIgnUtIM Workiihop on labor 
Administr.aitio inld 
Inpection 3 wka 

LoLwgunicatI ons I wk 
Compreh.iuwlve PIlanning I wk 
Pr tJcL anud Corporatlon 
p akilng I wk 

IJURATION j Af"I'U~tL 

i0 

33 
18 
28 

Mlilnitr of Labor 

Mtodel t2urL otof 
hdrdhere lWw. 

'countu Arub and Jubba lktel, 
Product and Corporate lanning 

Natlonal Pange Agency 
fur Aluminum Factory, 

Organiztilonal Structure 
Cigarette Factory. 

tor 
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