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Abstract

In Ethiopia, Addis Ababa City Administration is it@menting business process
reengineering in order to improve the performanéet® public institutions.
During the period June to October 2008, expertsvdrirom different sectors
participated in the redesigning and organizing asibess processes through
shifting from functional /departmental structure gmcess-centered organizing
practices. This study is part of the initial evdiva studies to assess the effect of
business process reengineering on the manageméanitdn resources in Addis
Ababa City Administration. It is based on a sangfld80 employees drawn from
various city departments. Focus group discussike,informant interviews and
personal observations were used to collect datdhforstudy. The study results
show that the number of employees in the city iaseel after reengineering. This
was due to new posts created during the reengmgegsiocess through the
decentralization of some processes to the localdefsub-city and kebele levels)
of the city. Study results further show that evBaugh process selection was
adequately done in many departments, some acsvitiere not properly
regrouped after processes were redesigned whicitedsn multiple approvals
and delays in decision making. Employee particgpatiuring reengineering was
weak. The front line employees did not get suffitienformation and proper
performance evaluation was not undertaken. Managers not involved in the
designing, coaching and advocacy roles, and dtestjaged in operational and
routine activitiesEmployee satisfaction was found to be low becahseetis no
incentive system. However, employees’ efforts thiee the set standards and
improve service delivery and their initiation fdrange improved despite the fact
that the system as whole is not automated. FurtBecountability and
responsibility of management also improved as altre$ the BPR.

Key words: Business process reengineering, decentralizagemgineering
process, communication, human resource developmeminagerial
competence, incentive schemes.
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Introduction

Today, many organizations are implementing differelnange programs
operating at any time, each with its own advocates)stituents, and
ideologies. These all compete for time and attentand usually have little
real impact. According to Hammer (2001), organasi of all kinds and
sizes must clearly identify and know the changes they are going to
implement if they want to operate successfully ésponse to escalating

demands of the customer economy.

Business process reengineering (BPR) is the compétvention of how
work is designed, implemented and managed (HamneeiStéanton, 1994).
It demands that old beliefs, values and ruleschetlenged and superseded
and relies on different schools of thought otheantltontinuous process
improvement. Although innovations in the area ofnagement in the last
thirty years are impressive, they do not fit inggd organizations. "In the
customer economy, yesterday's innovation is basdtalay and obsolete

tomorrow" (ibid.).

The driving forces behind reengineering are custsmeompetition and
change. This is because today’s customer-supm@lationship has become
more complex than before. Customers are becominge reophisticated,
demanding, and are much more knowledgeable abait twn needs

necessitating changes in how suppliers do busifress local to global

level in a world of competition. Thus, today’s mgament requires
managerial innovation and organizational transfaionato handle complex
needs of customers as opposed to the supplier-éainorganizations

(Hammer and Champy, 1993; Hammer and Stanton, 1994)
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In the customer economy, organizations need to dmhmmore than
simplifying the customer's life. Hammer (2001) atse¢hat organizations
must go beyond merely giving them their productd aarvices but also
adding value to them. Human resources provide tte¢ &nd resourceful
driving force for other aspects of development bseshuman resources are
the only resources that are necessary in detergiihaappropriate manner
of utilizing other resources. It is the ingenuinowledge and skill of
human being that is applied to manipulate othesuees to provide useful
goods and services (Getahun, 1998; Nigussie andevigera, 2009).

Mathis and Jackson (2008) also highlight that withproviding effective
and continuous communication, preparing detaileahiuhg, and training
leaders on the process of reengineering, the ssicatsss of such projects is
extremely low. This is also echoed by Eshete agkhT2009) who indicate
that 60% to 80% of the reengineering projects atesaccessful because of
problems related to processes and people. Thusj\wtg in the redesigning
of the processes and the management of the hursanrces are critical

success factors to sustain the change initiativels as BPR.

In Ethiopia, Addis Ababa City Administration is imepenting BPR in
order to improve the performance of its public itagions. During the
period June to October 2008, experts drawn fronfemdiht sectors
participated in the redesigning and organizingusgibess processes through
shifting from functional /departmental structure f{orocess-centered

organizing practices.

This study is part of the initial evaluative stiglte assess the effect of BPR
on the management of human resources in Addis Abé&by

Administration. It seeks to find out whether theRBPBrinciples have been
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properly applied in the reengineering process aedeffect this has brought

on the management of the human resources.

Within this context, the general objective of thedy is thus to assess the
effect of BPR on the management of human resouncAsldis Ababa City

Administration. The specific objectives of the stuade to:

a) analyze the effect of reorganizing and restructutine processes
and offices on human resources in the city adnratish;

b) describe the integration of tasks and empowermeamployees in
the reengineered processes;

c) identify the major impediments and challenges tladfect
management of human resources after the processes a
reengineered,

d) assess the level of communication of the BPR efftrtemployees
in the redesigning and implementation processes;

e) suggest alternative / further measures that caninbgtuted to

improve the processes.

This study is significant in that it will assistderal, regional, city, local
policy makers, reformers, planners and programeminting bodies on the
nature and challenges of BPR implementation anttuicispolicy on the
issues. On the academic front, the study contribute the growing
knowledge on BPR implementation through sheddirghtlion Addis

Ababa’s experience.
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Methodology

Sampling Procedure

The Addis Ababa City’s Capacity Building Bureau wlhialso coordinates
the civil service agency, urban management instituinformation
communication technology development agency and dymtivity
improvement center, and education bureau sectocengal to the study.
The effect of BPR on the City's management of huntasource
administration at city (municipal), sub-city akdbelelevels is assessed for
these sectors. At sub-city level, Arada, Gullele|f& keranio and Yeka sub-
cities are selected for study using simple randamgding. Similarly, three
kebelesdrom each sub city are also selected using simgidom sampling
and included.

A population sample from each organizational leseitratified according to
sex to ensure proportionate representation. Theplgagmis done in two
stages: firstly, proportionate strata from eachiaeare selected. Secondly,
the subjects from each sector are categorizedthmee clusters: leaders,
process owners and performers. In all, a totalBéf @mployees and officials
are selected using systematic sampling technigge:fdom the city level
offices; 160 from the sub-cities and the rest 268mf the kebelelevel
offices. The number of subjects increased as wedayen the hierarchy to

increase the representativeness of the sub-crittkebeles.

Both primary and secondary data sources are usibe istudy. Primary data
are collected using questionnaires, interviewsusogroup discussions and
direct observation while secondary data are catedtom local authority
records, official working papers such as perforneaneports and

unpublished documents from city, sub-city akebele offices. Human
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resource management practices before and afteBRfe is also assessed

from the BPR studies documents.
Data Collection and Analysis

In this study, key informant interviews, focus gpodiscussions, survey
guestionnaires and personal observations are osgelttinformation about

human resources of the city administration and3fAR project.

a) Key Informant Interviews

In depth interviews were conducted with fourteey kdormants assumed
to be knowledgeable on issues of human resourcésbasiness process
reengineering either from experience, political ipos or professional

capacity. These were drawn from different tiershef city and their opinion
in terms of how the implementation of BPR and managnt of employees

in their respective organizations were solicited.

b) Focus group discussions

For focus group discussions, more or less homogergroups were
selected. Three groups were formed: BPR consultdrite city; employees
who lost their jobs due to BPR implementation; ardployees (civil

servants) currently implementing the reengineerextgsses. Each group
consisted of six to eight participants - both mated female personnel
working in different units of the local authoritiRegarding the subject
matter for discussion, initially, a preliminary #&ss of information

obtained from key informant interviews and surve@guments on BPR in
the study areas was made. A check list based oadsdentified from these

sources was drawn to guide the discussions.
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C) Survey questionnaire

One type of questionnaire was designed and dis&tibto permanent civil
servants and for officials at different levels betcity. The questionnaire
included both close-ended and open-ended quesBw&isre distributing it

to the employees and leaders, the questionnairepveatested in a small
scale in bureau of capacity building. Then, aftecluding the inputs

obtained from the pilot test, it was distributed ttee respondents. The
coaches (members of the regional technical teaftgr andergoing an

induction workshop, administered the questionnaires

Regarding the analysis of the data, quantitativia @eere analyzed using
SPSS version 15. Qualitative data were summarizedl synthesized

thematically.
BPR: theoretical concepts

This section discusses pertinent business proeesgineering concepts
either explicitly or implicitly used in the studyhey are not exhaustive

though.

Organizational designs and employee behavior

Organizations can be designed in three ways inrdodeompete effectively:
the team structure, the virtual organization an@& thoundary less
organization. Teams’ structures are organizing devices used by
management. Decision making is decentralized tdethed of the work team
and require employees to be generalists as welbpesialists. These
complement bureaucracy to achieve its standarcevgaiining the flexibility
that teams provide (Robbins, 2001).
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The virtual organizationis a small core organization that outsources major
business functions. It is flexible and outsourcemynof the functions and
concentrates on what they do best and relies. @nother hand, the
boundary less organizatioseeks to eliminate the chain of command, have
limitless spans of control, and replaces departsmeith empowered teams.

It relies heavily on information technology (ibid.)

In an effort to compete effectively, many organmas and their
departments redefine their missions and undertegegucturing to support
the newly redefined missions due to budget cutsgastlining, and
downsizing. Human resources management departrpétskey roles as
they can affect the efficiency and effectivenessmployees through direct

effects on the jobs, assignment, and motivation.

Work design and technology

Advances in technology are changing the workplae aifecting the work
lives of personnel. The rapid growth of informatitechnology such as
internet and web based systems is creating chandgles processes in many
institutions. Information technology also plays maal role in business
process reengineering. It is an essential enalbléreoreengineering effort.
Hammer and Champy (1993) note that misuse of tdogpocan block
reengineering altogether by reinforcing old ways thinking and old

behavior patterns.

Continuous improvement processes
Processes can be improved by different ways sudmplementing total
guality management (TQM) programs, automating ggsprocesses with

information technology, restructuring or downsizingeorganizing, de-
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layering or flattening organizations. All these g@sses focus on enhancing
existing processes and seek to enhance them bysm&acontinuous
incremental improvement. On the other hand, reewsging seeks
breakthroughs by discarding the existing proceaseésreplacing them with

entirely new ones (Hammer and Champy, 1993; RobBib31).

Reengineering work processes

Business process reengineering is about removimgagassary steps and
making simple way of getting service for the customlt is about
connecting the frontline performers directly withetcustomers i.e. end

users of the service (Linden, 1994).

Reengineering is about making a drastic improvernreperformance rather
than making an incremental improvement. It is negibess improvement or
process enhancement or business modification, rrétlee inventing better
ways of doing work. According to Hammer and Stant(i994),
reengineering has dramatic impacts on the carettreotmployees, on how
they are measured and rewarded, on the way ordgmmgaand employees
are managed and the basic value system of indididugams and
organizations. It fosters innovation, and improvesganizational

performance.

Business process reengineering needs continuousovetpent hence
requires strong follow up, monitoring and evaluatior its sustainability.

Organizations implementing business process reeagitg need strong
technical advice and support from professionalghe area. This calls for
the building and sustaining results-based monigpand evaluation system
(ibid.)



35 Ignatius Mhegeva and Neguse Daba

Reengineering and human resources

Reengineering is producing significant improvemémt employee
performance. The reengineering of business proseiss@chieving
higher output with fewer performers. Contributiondaperformance
are the primary bases for compensation in orgaoimmtthat have
reengineered, i.e. focus of performance measurdscampensation

shifts from activity to results (Hammer, 1996).

According to Hammer and Stanton (1994), the reesgging of work

processes shapes the design of jobs and the kiethpfoyees needed to
perform them. This in turn affects the organizatiorstructure and
management systems for appraising, hiring, trairang developing the
employees. The systems in turn induce a set ofuaés, beliefs, and
cultural norms about the important things. Thisoalesults in improved

performance of the process.

Conceptual framework

Hammer and Stanton (1994) note that the organizatiest and brightest
people should be assigned to the reengineering. tearaddition, strong
leadership is also theine qua nonfor the reengineering project to be
successful. Processes should be properly selectsehgineered and
organized because they are the center of reengige&¥ithout appropriate

processes, it is impossible to create process-bagamizations.

Hammer (1993) explains that previous distinct taakd jobs are combined,
integrated and compressed after reengineering hem@ major change in

the human resource comes along with reenginegdiogimunication is also
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the critical element in reengineering process &s difficult for employees
to implement the project without properly underdiag it. After the

processes are redesigned, workers are require@ke their own decisions
because in the reengineered processes decisiongnakpart of the work.

Managers are expected to play designing and progegsovement,

coaching and supporting, and advocacy and proags®sentative roles.
Process owners do not focus on the routine a@svit the reengineered
organizations like in traditional organizations. dBess process
reengineering also calls for generalists and selfisged teams who can
properly handle these complex tasks, make propeisidas and solve
customer problems. These employees also need pnapdling and support

so that they can implement the reengineered presessper the standards.

Figure 1: Conceptual framework for business processeengineering on

human resource management.

Right people Knowledgeable
(best and .| Reengineered employees | Customer
brightest " process »| (generalists) | Satisfaction

reengineers)

Source: Adapted from Hammer and Stanton (1994).

The reengineered processes have end to end adithiat can create value
for customers when properly designed and managed. ifi turn leads to

customer satisfaction because, after reengineengiomers get high

guality, seamless services which are less costlly speed. So this shows
the linkage of human resources, processes andncestatisfaction. So the
study is analyzed in this framework.
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Results and discussions

Characteristics of the respondents

Survey results show that the majority of the resleons 375(78.1%) were
males while the remaining 105 (21.9%) of the taw$pondents were
females (Table 1). This shows us that females’igpation in government

bureaucracy is weak and still needs support amahreffive action.

Table 1: Characteristics of survey respondents

Item Category No Percent
Male 375 78.1
Sex Female 105 21.9
Total 480 100
18-30 195 40.6
31-40 144 30
Age 41-50 109 22.7
50 and above 30 6.3
Not given 2 0.4
Total 480 100
Diploma 17 3.5
Educational First-degree 332 69.2
qualification Masters-degree | 131 27.3
and above
Total 480 100
5 and below 216 45
6-10 101 21
Work experience | 11-15 48 10
16-20 64 13.3
21 and above 51 10.7
Total 480 100

Source: own survey

Regarding the age of the respondents, 195(40.68o)veinin the age range
of 18-30 years, 144(30%) within 31-40 years, 109%2& within 41-50
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years, 30(6.3%) of the respondents are 50 and aypeses old, while two
respondents did not give their ages. Thus, the nminajof the employees is
in the youthful age and hence can serve in pubBatutions of the city for

longer years.

Concerning the educational qualification, the mja832(69.2%) are first
degree-holders, 131(27.3%) hold master's degrees adnmove while the
remaining 17(3.5%) of the respondents are diploraldns. This is an
indication that Addis Ababa City Administration manned by highly

educated staff.

Regarding years of service in the administratiol6(25%) of the
respondents served the organizations for less hgears, 101(21%) of
them served for 6-10 years, 48(10%) served for riogpeof 11-15 years,
while 64(13.3%) served for a period of 16-20 yeartie remaining
51(10.7%) served their institutions for periods 2f and above years

indicating a relatively highly experienced workferc

Human resources

Information on human resources was mainly obtaittedugh survey
guestionnaires, focus group discussions and ireryiwith key informants
in the city administration. According to key infoamts, the human
resources portfolio withessed substantial growtterafeengineering of
business processes. The number of employees igitthencreased from
thirty thousand to about forty two thousand afeermngineering. One of the
reasons given for the increase was the drive toafil vacant positions

created by the decentralization of business presdgssm city level down to
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the kebelelevel. Most of these vacancies were filled by ypwand fresh

university graduates hired by the city.

The decentralization of business processes tooited levels meant a shift
of duties and responsibilities from the city lewel sub-city andkebele
levels. Thus, the effort of the city administratid@ assign university
graduates (degree holders) to the local levelmnow@raging. However, it
has been observed that employment of graduatesnatasommensurate
with the attractive remuneration packages to retagm. Key informants
revealed that there is a high turnover of the eyg#s in the city due to lack
of incentive mechanisms and unfavorable workingrenwment specifically
at the kebelelevel. It was also observed that the employmenmneiv
university graduates actually took place while engineering process was
going on. Issues of assignment of positions basecompetence enshrined
in the new business reengineering blue print wédfeewlt to address when
making adjustments to fit the new process. This heaye compromised the
effective implementation of business process rewm®ging right from the

beginning.

Thereengineering process

Hammer (1996) states that the problems that afffiodern organizations
are process problems. Therefore, creating procsefed organizations is
the best solution for the success of modern orgéinizs. To recap, in this
study, a total of 480 employees and leaders wdextsd for the study.
Respondents were asked to evaluate the designecksges and the

responses are summarized and analyzed in Table 2.
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Table 2: Responses about the reengineering process

Questions VH H M L VL
Appropriateness of 207(43.1%)| 142(29.6%) 47(9.8%) 61(12.7%) 23(4.8%)
the processes

selected

Appropriateness of| 117(24.4%)| 120(25%) 233(48.5% 10(2.1%) | O
the designed
processes

Leaders’ support | 169(35.2%)| 97(20.2%)| 81(16.9%) 65(13.5%) 68(14.2%)
during redesigning

Ability of 70(14.6%) | 122(25.4%) 160(33.3% 53(11%) | 75(15.6%)
reengineering
teams

Leaders’ 83(17.3%) | 68(14.2%)| 146(30.4% 110(22.9%)73(15.2%)
knowledge about
BPR during
reengineering

Appropriateness of| 12(2.5%) 26(5.4%) 99(21%) 131(27.39%) 212(44.2%)
regrouped activities

Non-value 185(35.5%)| 120(28%) 80(16.7%) 68(14.2%) 27(5.6%)
activities found in
the processes

Source: own survey
Key: VH=very high H=high M= Medium L=Low VL= verylow

Table 2 reveals that majority of the respondent®.5®) agree that
processes were properly selected in many orgaaimtHowever, activities
were not properly regrouped and reorganized aftevcgsses were
redesigned. Key informants revealed that some reeagng team members
purposefully created many unnecessary case teathsdded some non-
value adding activities during the organizationgstactivities aimed at
creating vacant positions so as to minimize laydffst may occur during
placement of employees. It was also revealed duriogus group
discussions and corroborated by key informants tbses related with
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leaders’ support and knowledge, appropriatenessthef reengineered
processes, and capability of the reengineering $eaamed from sector to

sector in redesigning of the processes.

It was further highlighted that many of the proesssvere designed by
considering the available employees rather thansiog on the principles
of designing processes. As a result of this, thabar of employees in the
city administration increased after reengineerisg@mpared to the number
of employees before reengineering. This implies teangineering efforts
in Addis Ababa City Administration have not resdlten a significant

reduction of the employees.

In addition, non-value adding and value addingvécts were not separated
during regrouping of activities and also the notugaadding activities were
not reduced or automated. This resulted in multagerovals, instead of
one point of contact for customers, which causeyilety of decisions in

many public organizations that have reengineeredgsses.
Communication of the reengineering process to empjees

Communication is one of the most important manageraetivities in the
reengineering process. Leaders of reengineeringepsomust find attractive
ways to convey the importance of change despitarapp success. The
reengineering progress and problems also need tocdmemunicated
properly. Keeping the organization up to date anwlork of reengineering
also helps to minimize the resistance that one magounter in the
implementation of the project (Hammer, 1996; 208ammer and Stanton,
1994). So an effort was made to investigate theergxtto which

communication was made in the reengineering process
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Survey respondents were asked to rate the impleti@mtof various
communication strategies during the implementatbBPR (Table 3). On
external and internal communication, survey resuftdicate that the
majority (51.4%) of the respondents consider exiecommunication to
have been well done. This sharply contrasts withrital communication
where only 21.1% make the same assertion. Thetseseke corroborated
by focus group discussions which revealed that ebetéxternal
communication work was done for the public usinglmeEfforts were also
made to inform the public on the activities of rgiaeering team at each
phase of the project. However, they noted thai@afft continuous internal
communication work was not properly done for theplyees of the city
administration who were directly affected by theject. Information was
not flowing as the teams developed their designd mmplementation

schedules.

Focus group discussions furthermore highlighted dmenmunication was
not properly planned. The emphasis during the rgdesy, was training on
the change management, and government policiessaategies for the
general awareness creation purposes on the chdfmes eof the city

government. This may affect the sustainability lné BPR project as not
much was done to communicate information aboutpitegect to internal

employees because the critical success factorefmgineering project is
effective and continuous communication, detailednping and intensive

training for both managers and employees.
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Table 3: Responses on communication strategies

Questions SA A ASE D SD

Internal communication 66(13.8%) 35(7.3%) 56(11.7%) 103(21.5%) 220(45.8%)
was well done

External communication | 88(18.3%) | 159(33.1%) | 109(22.7%)| 88(18.3%)  36(7.5%
was well done

~

Employees’ participation 47(9.8%) 67(14%) 180(37.5%) 128(26.7%) 58(12.1%)
in the reengineering

process was high

I have clear knowledge 95(19.8%) | 85(17.7%) 177(36.9%)|  71(14.8% 52(10.8%)
about BPR

There was planned 45(9.4%) 40(8.3%) 104(21.7%) 164(34.2%

~

127(26.5%)
communication strategy

~

Participation of employeeg 36(7.5%) 67(14%) 112(23.3%) 147(30.6%) 118(24.620)

was encouraged during
reengineering efforts

Employees resistance to 121(25.2%) | 107(22.3%) 76(15.8%) 69(14.4%) 107(22.3%
BPR was very low

Source: own survey

SA= strongly agree, A= agree, ASE= agree to sontengxD=disagree,

SD= strongly disagree

The Managerial Competence

Change initiatives such as reengineering starhatvery top and succeed
only when driven from the topmost levels of theaigation (Hammer and
Stanton, 1994; and Schuler, 1998). Since leaders hathority over the

entire end to end processes that are to be reargohethey need to compel
the compliance of all parties involved in reengimgge So organizational
managers should be committed and engage themseltas process. They
should play appropriate leadership roles during tedesigning and

implementation of the project. The existence ofhsaonditions was also
focused in this study. Survey respondents were daskbout the
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management’s role in the reengineering process i@ndnplementation.

Table 4 summarizes the responses.

Table 4: Responses on management’s role in the regneering process
and implementation

Questions

SA

A

ASE

D

SD

There is good
relationship between
myself and my
immediate supervisor

75(15.6%)

160(33.3%

148(30.8%)

60(12.5%

37(7.7%

Management encourage
and motivates employeeg
for better performance

s70(14.6%)
S

78(16.3%)

141(29.4%

~

111(23.19

80(16.7

Better performance is
recognized by managers

65(13.5%)

71(14.8%)

153(31.9%

~

126(26.39

65(13.5¢

The management
rewards better
performance

55(11.5%)

83(17.3%)

131(27.3%

~

141(29.49

70(14.6¢

Employees are
empowered to manage
their personal and work
information

52(10.8%)

32(6.7%)

73(15.2%

164(34.29

159(33.1

Management
disseminates informatio
on time

n

67(14%)

76(15.8%)

103(21.59

~

144(30%)

90(18.89

Performance evaluation
is properly done

28(5.8%)

44(9.2%)

81(16.9%)

168(35%)

154(31.3

Manager focuses on the|
design and improvemen
of the designed process

t

31(6.5%)

19(4%)

42(8.8%)

195(40.6%

193(40.2

Manager focuses on
coaching and supporting
of the process teams

46(9.6%)

64(13.3%)

24(5%)

136(28.3%

181(37.7

Manager focuses on the|
advocacy activity of the
designed process

33(6.9%)

73(15.2%)

56(11.7%

155(32.39

163(349

%)

%)

%)

)

Accountability and
responsibility of
management has

improved after BPR

50(10.4%)

73(15.2%)

206(42.9%

~

94(19.7%

57(11.99

Source: own survey
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Table 4 above shows that among others, almost 66f3#e respondents
were of the opinion that employees are not empaivekéso, the majority
of the respondents (71.7%, 66.3%, 66% and 66.3%esh) did not hold a
good opinion on their managers on whether bettafopeance was
recognized by the managers, disagreement aboutemprpprformance
evaluation, managers’ involvement in design andcess improvement,
coaching and supporting teams, and their propeoaaby role respectively.
Some respondents (42.9%) also agreed to some exbaut the
improvement of the accountability and responsipibf the management
after the implementation of the BPR. Focus grougcuksions and key
informant interviews also indicated that transpayeis becoming relatively
improved in the city administration after the implentation of the BPR
project as compared to the situation before reemging. They further
revealed that managers’ ability in creating goothtienships with the

employees and motivating them varies from orgainab organization.

Hammer (1996) explains that managers should focus poocess

improvement in order to meet customer requiremenitey must balance
customer needs with organizational needs and ceeatesign that meets
both. Process owners (managers) should also suppuit solve the
problems the performers may encounter by coachimgaddition, they

should represent their processes and play advooss. They should move
from the command and control style to empoweringjoning, cooperating,
and supporting. As shown from the information ofed from the

respondents, however, majority of the process osvner the city

administration seem not to be strategic and visiona
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Focus group discussions revealed that managerserptef focus on
operational and routine issues, and waste theie tiviting and signing
letters instead of concentrating on strategic issti€hey are bosses, not
leaders,” was a remark from one key informant. ‘flage professional

manipulators,” was another remark from anotherrmfmt.

The employees do not have power because they @arenmmowered. The
front line employees do not get sufficient informat A system is thus
created where only managers know and decide ewegy#imd this is against

the principle of business process reengineering.
The placement of employees to the newly designedjpositions

When organizations change their structures fromciapeation based
departments to process based, the newly creatsdpjoditions will require
different skills from the previous ones. After thecesses are organized in
a new way, new placement and deployment of empoyiseusually
undertaken in order to realign the human resousgalities with new
organizational conditions. In this study, survegp@ndents were asked to
rate aspects related to the deployment and pladeafeemployees after
redesigning and organizing of processes. Theingatiare summarized in
Table 5.

The majority of the respondents were not impredsedhe placement of
employees on the newly designed jobs. Similarlyytih@ted lowly the
objectivity of the criteria of employee placemelRocus group discussions
revealed that the placement criteria were highlyjettive and the fate of
the employees highly depended on the will of theissesMore than 50%
of them also rated the complaint handling procedagenveak and unfair.

With regard to the transparency of the placemeotguures 25% of them
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rated as good and a total of 35.6% of them ratedegsgood and excellent.
The others (6.4%) said weak and unfair. Even thoiigkiaries from

institution to institution, there was discussiorthwihe employees after the
points (scores) out of 100 were given for them amad more transparent in
some organizations than in others. In generalf wiothe respondents rated

the whole procedure of employee placement as wesikre and unfair.

Table 5: Responses on the deployment and placemearitemployees

Questions 5 4 3 2 1

Placement of 30(6.3%) 23(4.8%) | 70(14.6%) 186(38.8%) 171(35.6%)
employees on the
newly designed jobs.
How do you rate the | O 0 101(21%)| 204(42.5%) 175(36.5%)
objectivity of the
criteria of employee
placement
Complaint handling 60(12.5%) | 53(11%) 83(17.3%) 170(35.4%) 114(23.8%)
procedures
Transparency of the | 86(17.9%) | 85(17.7%) 120(25%) 77(16%) 50(10.4%)
placement procedure

Source: own survey

5=Excellent 4=Very good 3=Good 2=Wealk=Unfair

A key informant from the civil service agency ofetleity administration

gave the criteria used for job selection and tleged weights as: education
level, 20%; work experience, 10%; being customeused, 10%; ethics
(conduct), 30%; commitment (initiation) for chand®%. Based on the
above criteria those employees who got 50% andelere assigned and
those who got less than 50% were laid off. A cldsek at the criteria

shows that 70% of the placement criteria is subjecnd depends on the

will and interest of the immediate bosses of theleyees. No wonder why
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focus group discussions repeatedly raised the tlaat job assignment

depended on the relationship between the emplayetheir bosses.

A total of 426 employees lost their jobs due to thengineering efforts
undertaken by the city administration. The key infant further revealed
that complaints handling committees were estaldisitedifferent levels in
the city to handle appeals from those who lostrthebs through the
reengineering process. The committee, however,dcawdt provide a
solution and there was an impasse for about tweosyesatil the cabinet of
the city had to step in. It resolved that out & #26 redundant employees,
50 individuals who were 50 years old and above, whd served for 25
years and above be given forced retirement; anoil®ér of redundant
employees be given compensation and will be seghrdtom their
respective organizations, and the rest, 186 empkye returned back to

their jobs.

We can infer from this that the returning of 186pémyees back to their jobs
after wasting this much of their time shows tha flacement procedure
had serious problems. The manner in which the plao¢ and deployment
process was handled not only affects the laid ofpleyees but also those
who remained in the organizations after reengingeriThis placement

procedure, which was very subjective, may createstfation among

employees at different levels of the city admirison and may adversely

affect their motivation to work.

Compensation and benefits administration and emploge satisfaction
Performers retained by the reengineering procekdimd that the jobs are
not the same as the jobs before reengineeringjdiiseare expected to be

voluminous because the formerly distinct activitigh be organized end to
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end in such a way that they can create value ®retid users. These new

jobs will typically require new skills and knowleglg and increased

responsibilities. This also calls for increased pdnat compensates

performing the new challenging and complex taskangkher, 1993). Survey

respondents were asked questions about benefitsiegrtive schemes, and

employees’ satisfaction. Their rating of the issasked is summarized in

Table 6.

Table 6: Responses on benefits and incentive scheapand employees’

0)

%)

%)

satisfaction

Questions 5 4 3 2 1
Availability of 0 28(5.8%) | 72(15%) 183(38%)| 197(419
benefits as compared
to the volume of the
reengineered jobs
Rating of employee | 26(5.4%) 79(16.5%) | 75(15.6%)  151(31.5%) 149(31
satisfaction
Employees’ efforts to| 101(21%) | 135(28%) | 160(33.3%) 54(11.3%) 30(6.39
achieve the set
standards (stretch
goals)
Employees’ efforts to 85(17.7%) | 151(31.5%) 128(26.7%) 61(12.7%) 55(11.5
improve service
delivery to customers
Employees’ 82(17.1%) | 163(34%) 139(29%) 46(9.6%) 50(10.4
initiation for change

Source: own survey

5=Excellent 4=Very good 3=Good 2=Wealkk=Not available

As shown in Table 6 above, benefits are not aviglaind employee

satisfaction is low as they are rated as 79% afd @2ak and not available

respectively for the two items.

On the other haembployees’ efforts to

achieve the set standards and improve serviceegliand their initiation
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for change are reported as good and very good.iitlisates that customer
focus and change oriented employees and orgamzsatian be created if

proper incentive schemes are established in pirdttutions.

Reports of the BPR documents, key informant intewg, focus group

discussions and surveys conducted in general @t po the fact that the

business process reengineering exercise focusgsoonprocesses. It does
not say anything about the human element of tharozgtions. It seems in
redesigning of the business processes of the dityrastration, nothing has

been said about benefits and incentives issudseimetengineering process.
Works are organized in processes and teams assigndte newly created

vacant positions based on the criteria of placentemiployees who were at
the lower level before reengineering and who imptbtheir educational

level competed for the new positions and were assigon the new

positions after the reengineering, having theirvignes salaries. So this
created a situation where city employees perforsiedlar jobs but had

different salaries.

According to the information from survey respondentore than 900
employees in the city administration do not getrappate salaries due to
the problems created in relation with the impleragah of business process
reengineering. This also goes against the prin@plequal pay for equal

jobs’.

Focus group discussions also revealed that somdogegs lost their
previous benefits due to change of structure &fierimplementation of
business process reengineering. At the momentcaneer structures of
employees and promotion have been suspended. TEng sarrently paid to

employees is not based on the market rate. Jolsedraafter business
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process reengineering do not have grades. Officai mstitutions are laid
out uniformly for frontline employees who have direcontact with
customers and other technical staff who work in ltlhek offices. So the
office layout is not suitable for many employeesgéneral, the assessment
system has got a critical problem. Many jobs aneeahiup and disorganized.
Thus, lack of benefits and incentive schemes atltic affect the

implementation and sustainability of the reengimepeffort.

Human resource development

Human resource development contributes towardemptobductivity and

economic growth, accelerates technological changesmotes socio-

cultural changes, contributes towards democracyjaldgg and good

governance, and improves the relationship betwesnah beings and the
environment Human resource development fills thefopmance gaps
through training (Habtamu, 2001; Nigussie and Mbgvea, 2009. Hammer
and Champy (1993) also assert that in the procassdborganizations, the
focus shifts from training to education. In thisidt, survey respondents
were asked to rate some human resources developonegtams after

organizations had been reengineered. The resparsesitlined in Table 7.

Table 7: Responses about HRD

Questions 5 4 3 2 1

Opportunities | 29(6%) 51(10.6%) 95(19.8%) 155(32.3%) 150(31.3%)
for short term

training

Opportunities | 17(3.5%) | 42(8.8%)| 75(15.6%) 183(38.1%) 163(34%)

for education

Source: own survey

5=very high 4=high 3=medium 2= low =véry low
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To rate the availability of opportunities for shotrm training and
education, survey respondents were asked whethenarmuresource
development policy and human resource developmeansp were
formulated and implemented after BPR. The majooitythe respondents
said that there are no such policy and plans. Fethem responded that

they do not know whether they are available or not.

With regard to opportunities of short term-and ldegn-trainings, 63.6%
and 72.1% of them disagreed with the issue respdgtiAccording to key
informants and focus group discussions, publicitutgins in the city
administration do not have human resource develappelicy and plans.
Trainings are delivered without assessing neetigpihazard ways. Most of
the trainings delivered are political which hele #mployees to be aware of
the government policies. However, skill-based traja which help the
incumbents to accomplish their tasks effectivelg afficiently are minimal

in the city administration.

Another aspect highlighted in the focus group diseans was that the
criteria for selecting employees for training andueation are highly
subjective. It was noted that currently trainingpogunities are being
offered to ‘best performers’ which are known ‘ggnbar kedemoch”in

Amharic. Although ‘best performers’ are supposedbe¢cthose who are top
leaders in performance, many of the focus grougudsants and key
informants revealed that tHginbar kedemoch”are all members of the
ruling party. They expressed concern that the idéathe “ginbar

kedemoch”is weakening process teams. In addition, theraite selecting

them are not uniform across the sectors.
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One of the institutions which is responsible for man resource
development of the city administration is the urllaanagement institute
(UMI). According to the Institute’s reports, theckaof facilities such as
library, standardized training rooms and othemirgy facilities, shortage of
qgualified staff as a result of high staff turn-ovabsence of incentive
schemes, are some of the major challenges affettirgperations hence its
clients do not realize optimal benefits from it.hét institutional activities
such as undertaking research and providing comsyltaervices have not
yet brought significant and tangible change in #rea. Certainly these
aspects negatively affect the smooth implementatfoBPR. This calls for
strengthening the institute and developing appabt@rihuman resource
development policy and human resource developmiant p

On technology, theory has it that organizations tzve reengineered their
business processes, modern data base technologysalinformation
previously available only to management to be maidiely accessible. The
application of information technology helps frondi performers to have
sophisticated decision making capabilities. Furti@e, decisions can be
made more quickly and problems resolved as sodimegscrop up (Hammer
and Champy, 1993). Respondents were also askexptaire the level of
application of information technology after redesity of the processes.
Both survey respondents and focus group discussiewsaled that the
system as a whole is not automated or supportedftsymation technology.
There is no appropriate information exchange betveseployees and other
concerned bodies. This also results in delay ofdé@sion making process
in organizations because most of the performersenh®ir time in doing

non-value adding activities, which in turn affectsstomer satisfaction.
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Monitoring and evaluation

Results based monitoring and evaluation is a paw@dblic management
tool that can be used to help policymakers and sdati makers track
progress and demonstrate the impact of a givejegirgorogram or policy

(Kusek and Rist; 2004). For the business processgigeering to be
implemented and sustained, building results baseghitoring and

evaluation is of paramount importance. This in toequires continuous
commitment, time, effort, and resources and changpi®espondents were
also asked to evaluate the monitoring and evaloatmactices in

implementing the BPR.

Bureau of capacity building is guiding and techhycadvising the sectors
of the city administration on the reform programgedfically business
process reengineering. As observed and also higkligby key informants,
the results seem not yet achieved. During the fgcosp discussions, it was
revealed that the monitoring and evaluation thatcigrently being
undertaken is not outcome based. It does not fasusnnovation and
creativity but rather focuses on the inputs. Itsloet integrate and measure
the inputs, outputs and outcome and does not hppeopriate feedback

system.
Challenges faced in both the study and implementain of BPR.

Survey respondents were asked an open ended questithe problems
encountered in the study and implementation of BFPReir responses
highlighted: high turnover of the civil servantack of logistics and skilled
professionals; absence of system automation aticgaki in IT application;

employees (specially frontline employees) are moperly empowered and

equipped with information; absence of reward andemive schemes;
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duplication of some activities in some process&sk bf conducive working
environment i.e. office layout is not suitable foost employees; processes
are not properly revised and improved; and managees not playing
appropriate leadership roles.

The responses reveal that the main impedimentscteffe the city
administration in its effort to change the publiostitutions from
departmental to process-based organizations aresnoursy and intricate.
These can be summarized as follows: processes ate properly
reorganized, revised and continuously improved; rpomternal
communication and coordination between differerdcpsses (interfaces);
still hierarchical structure after BPR; lack of istics and skilled
professionals; problems related with empowermentroployees; absence
of reward systems and incentives; inconvenient wagrkenvironment
(office lay out) for back office who do not haveratit contact with
customers; the process owners (managers) are gyingl coaching,
advocacy and design roles; processes are not amgontagh turnover of
employees is also found to be a serious problemtaidb, these issues
need to be attended to by the responsible autb®ritithe reengineering

process is to achieve what it is intended for.
Conclusion and recommendations

It can be concluded that although processes’ sefewtere properly done,
their reorganization was problematic in that itute=d in the creation of
many vacant positions. This, together with the deedization of many
work processes to the lower tiers of the city adstiation, resulted in
increased number of employees in the city admatisin after business

process reengineering. Thus, the business proeesgiineering in the city
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administration has not brought downsizing of thepkyees. Process

owners also do not play designing, advocacy andring roles properly.

Generalist performers are not created as expeatedtal the creation of
many sub-processes, and case teams which resultdderarchy and
multiple approvals of decisions. In addition, paaiernal communication,
high turnover of employees, absence of system atiomand skill gap in
the application of information technology, absenteeward and incentive
system, problems of empowering of employees, weakam resource
development activities, lack of sufficient matenabkources in the offices,
inconvenient working conditions such as office ¢ay and weak monitoring
and evaluation system were also found to be sepoalsiems encountered.
On the other hand, employees’ initiation for chaaged their treatment of
customers has improved. Customers and change edliamployees and

organizations can be created if the human resoareegroperly managed.

Based on the discussions and findings of the sting@yfollowing

recommendations are forwarded:

The starting point for organizational success idl-designed processes.
Therefore, evaluation, revision and continuous omwpment of the
redesigned processes, refining the operational alerand guidelines are
necessary for the effectiveness of the procesdes.also helps to identify
the non-value adding activities from the value addiones and sub
processes and case teams can be minimized andizaiyamal structures
change from hierarchical to flat.

Continuous need based human resource developmiwvities should be

undertaken. Due attention should be given for Iterg: training programs
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since in organizations that have reengineered jepgration changes from
training to education, hence, education increadesir tinsight and
understanding of the ‘why’ of the job. Due attentghould also be given for
the Urban Management Institute so that it can altigengage in the process
of human resource development of the city admaiisin. The Institute
should be capacitated with the necessary matdriahan and financial

resources to properly discharge its responsibility.

One of the major problems identified is absencenoéntives and reward
system in the institutions. Reengineering usuallymieates position
duplication but increases the amount of work arspaoasibility. So the city
government should practice incentives in the ceélrvice so that the
employees will be initiated to perform the newlysidmed processes at

higher levels and be successful in their dutiesrasdonsibilities.

In order to create conducive work environment,dffeee lay out should be
reconsidered. The office lay out for frontline merhers who continuously
serve customers should be arranged in differentsweym the technical
staff who are engaged in research, program evaluatjuidelines and

directives preparation.

Poor coordination between processes (interfaces)d anternal
communication is also the problem identified in thiey administration
offices. So communicating the importance of theftsfiom functional
departmental ways to process based customer focogghizations to
employees via multiple channel of communication a6 paramount

importance.

Empowering employees to properly discharge theirtiedu and

responsibilities by fulfilling the necessary resmes is also important.
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Providing the employee more freedom and authoatpdrform the job as
necessary, increasing employees’ accountability imrk by reducing
external control, expanding assignments so thaethployees can learn to
do new tasks and develop new areas of expertisdoamdulti-skilled, and
directing feedback reports to the employee rathen tonly to process
owners are very important. Process owners shostd @operly support the
employees by coaching, play the advocacy role hyesenting their
processes, designing and process improvement.der @ make changes

sustainable, leaders must change and get othehatme.

The redesigned business processes should be aatbsmthat information
exchange between employees and managers can barehgfficient and
effective decision making can be made. This cao alsntribute to the
improved customer satisfaction. For the sustaiitgbibf the reform
programs in general, and that of business procesmgmeering in
particular, results-based monitoring and evaluagstem that focuses on
creativity, innovation and outcome, that also &&sion solving problem
should be in place. The current disorganized amaitifocused way of
follow up should be changed to the results-baset sarstainable way of

monitoring and evaluation that can empower pullgtiiutions.
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