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1. Introduction

Currently, organizational performance is the main agenda for both private and public organizations.
Cera and Kusaku (2020) stated that public sector performance is considered as one of the key factors
for efficiency and positive results; consequently, it has attracted the attention of many researchers.
According to Elena and Maria (2016), organizational performance is defined by different authors in
diverse ways. In line with this, Carton and Hofer (2006) described that there is no agreement on what
the different dimensions of overall organizational performance are or on how they should be
measured. The definition offered by Meyers and Verhoest (2006), which is most often used in the
literature, states that the performance of public sector organizations refers to the efficiency,
effectiveness and quality of the activities in the organizations.

According to Kenneth and Laurence (2010), an organizational performance measure requires
developing valid knowledge about the determinants of performance. Specifically, knowledge of how
and to what extent management shapes organizational performance is crucial. MacPherson and Pabari
(2004) asserted that key factors in the policy or regulatory environment, as well as in the economic,
political, sociocultural, environmental and technological contexts, affect what and how the
organization does its work. Moreover, individual performance can either positively or negatively
influence the performance of the entire organization. On the other hand, Bonn (2018) noted that
policy and regulation positively moderate the relationship between mission, vision and organizational
performance.

According to Cera and Kusaku (2020), the work environment, training development and
management are important determinants of organizational performance, while organizational culture
does not have that influence. However, this finding contradicts with that of Tibebe, Solomon, and
Amoroso (2009), who claim that the organizational culture of institutions affects organizational
performance. Moreover, Taher, Das, and Rashed (2020) showed that a decent environment in the
workplace has a positive impact on organizational performance. On the other hand, Bashaer, Sanjay,
and Farouk (2016) identified leadership competency as an important variable in the success of any
organization. Gabriela (2020) strengthened this finding by saying that organizational performance is
dependent on leaders’ mastery of creating a cooperative working environment and on their ability to
lead a team. Despite the lack of general consensus on the concept of performance and what constitutes
performance measurement, organizations are in a constant search for improved performance and ways
to measure their performance level.

Organizations have their own goals to be achieved and customers to be served. In relation to this,
Gabriela (2020) described how organizational performance can be obtained through the achievement
of proposed objectives. In support of this assertion, the study conducted by Ndubisi and Nwankwo
(2019) revealed that there were positive significant relationships between customer satisfaction and
organizational performance. This means that organizational performance has either a positive or a
negative effect on customer satisfaction. In other words, it means that if the performance of an
organization increases, the satisfaction of its customers increases, or vice versa.

As Kenny (2019) indicated, if managers wish to improve the performance of their organizations, the
most important area they should emphasize is the management of people. In addition, improving
organizational managerial activity drives the organization into success. According to Knies (2018),
many countries and states have driven through managerial changes based on so-called ‘best practice’
human resource management in an attempt to improve the productivity of public sector organizations.
Guo (2011) advised that public agencies can become more efficient and effective by opening their
decision-making processes to the public and taking advantage of the contextual knowledge and
practical advice they offer.

Organizations must use different techniques to improve their performance. According to Zubair,
Khan, and Mukaram (2021), organizational performance in the context of the public sector is crucial
because of the high stakes involved and the increasing demand for efficiency and effectiveness, as
well as the demand for accountability. Meyers and Verhoest (2006) explained that the presence of
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management instruments will increase the performance of public sector organizations. Although there
is still a debate on the relevance and proper implementation of these tools, the government of Ethiopia
has officially adopted civil service reform tools such as business process re-engineering (BPR) and
the balance scorecard (BSC) as managerial change tools over the last two decades for the purpose of
increasing the organizational performance of the public sector. Most notably, the BSC is still under
implementation in many government institutions.

According to Tadesse (2019), the Ethiopian Civil Service Reform Programs were not framed in line
with the country’s development strategy. Instead, there has been a tendency to take other countries as
a benchmark and adopt it regardless of whether it aligns with the reality on the ground in the
Ethiopian context. Therefore, there was no visible improvement in civil service delivery in most
organizations as a result of the reform initiatives. Concerning this, Gebre (2015) stated that the civil
service leaders were ineffective and did not play their role to the required level mainly due to the
improper placement of civil service officials and process owners in the civil service reform process.

The studies that were conducted on customer satisfaction after implementation of the reforms also
indicated that the organizational performance of civil service institutions did not improve to the
expected level and that customers were not satisfied in most cases. For example, according to
Alemseged and Hailay (2019), even though customers in public service organizations were positively
satisfied with the overall service delivery of the organizations, there were service delivery differences
within different sections of every public service organization. This occurred due to lack of
accountability, willingness to provide service as per request, inconsistency of rules and regulations,
and lack of integration among different service providers in the government.

A study conducted by Zewdu, Behailu, Girma, and Muluken (2020) in the Dire Dawa City
Administration also revealed lack of skilled and experienced leadership, inability to lead and make
decisions strategically, inconsistent follow-up and monitoring, absence of regular consultation with
customers and stakeholders as major challenges deterring service provision. The study also identified
prevalence of corruption and rent-seeking behavior, lack of motivation and service-provider
mentality, ineffective automation, absence of timely revision of rules and regulations, lack of
cooperation and integration among stakeholders, inefficient and inappropriate grievance handling
systems, mismatch between demand and supply in water, health and electric services, and absence of
conducting customer satisfaction survey as additional factors inhibiting provision of services to the
required level.

This study explored the organizational performance of the African Leadership Excellence Academy,
which is one of the government institutions in Ethiopia. There were six leadership development
institutions in Ethiopia until the end of 2021. Of these institutions, the African Leadership Excellence
Academy, which was previously named the Meles Zenawi Leadership Academy, was the first and the
only leadership development institution under the federal government after the overthrow of the
Dergue regime. The Academy was established by regulation number 326/2014 with its previous name
“Meles Zenawi Leadership Academy” and re-established after 7 years by regulation number 484/2021
with its recent name. The Federal Negarit Gazette published on 16" July 2021, indicates that the main
objective of the Academy is to ensure the sustainability of Ethiopia’s and Africa’s overall prosperity
by producing leaders of high quality and sufficiency and ensuring that they are knowledgeable and
willing to respond to the public demands at the respective levels.

Even though there are five other leadership development institutions under the regional
governments of Oromiya, Amhara, the South Nation Nationalities and Peoples Region, Tigray and
Addis Ababa City Administration, the case selected for this study was the African Leadership
Excellence Academy, which was purposely selected for four reasons. First, it is the only leadership
development academy under the Federal Government of Ethiopia whose mission is to produce high-
quality and sufficient number of leaders for Ethiopia and Africa. Second, the trainees of the academy
were limited to leaders who were highly influential in the political, economic and social affairs of the
country. Third, the last six-years-annual reports of the academy showed that there was a gap in
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achievement of the preset goals. For example, the annual average performance of the training wing in
delivering leadership training was 41.7% in 2016, 40.37% in 2017, and 37.08% in 2018, and no
leadership training was given from 2019 to September 2021. Fourth, the academy enrolls trainees
from all regions of the country, while regional academies enroll only leaders from their respective
regions and sometimes from “developing regions”. The study was guided by the following three basic
research questions.

1. Why has the organizational performance of the African Leadership Excellence Academy

declined over the last six years?
2. Are all the organizational wings equally affected in terms of performance?
3. What are the major effects of the performance decline on the Academy and its stakeholders?

Theoretical Framework

The study used the General Contingency Theory of Management as a framework. According to the
general contingency theory, system performance is a function of the interaction among subsystem
variable sets. This theory also defines an organization as a social system that consists of subsystems of
resource variables interrelated with various management policies, practices and techniques that
interact with environmental variables to achieve a set of goals or objectives. Luthans and Stewart
(1977) suggested that the interaction of environmental and resource variables produces situational
variables. They also indicated that the variables for performance criteria are the outcome of action
between environmental and management variables. These system variables are classified as primary,
secondary or tertiary levels.

Primary variables: are the "building blocks" of the organization. They include environmental,
resource, and management variables.

Environmental variables: are factors that affect the organization but are beyond the direct or positive
control of the organization's managers and are considered as "givens" or independent variables.
MacPherson and Pabari (2004) described organizations as existing within certain external contexts or
environments that facilitate or impede their performance. Key factors in the policy or regulatory
environment and in the economic, political, sociocultural, environmental and technological contexts
affect how the organization does its work or the work it does. Internally, performance is driven by the
organization's motivation to perform in accordance with the organizational culture, history, mission,
values and incentive systems.

Resource variables: These are both human and nonhuman variables. Since the set of resource
variables on which the manager operates is a "given" at any particular point in time, they, like
environmental variables, are treated as independent variables in the contingency function.

Management variables: are those concepts and techniques expressed in policies, practices and
procedures used by the manager to operate on available resource variables in defining and
accomplishing system objectives.

Secondary system variables: result from the interaction of subsets of the primary variables. There
are three important secondary system variables: situational (the interaction of environmental and
resource variables), organizational (the intersection of managerial and resource variables) and
performance criteria (the intersection of the environmental and management variables).

Tertiary System Variables: The third level of hierarchical system variables is generated by the
interaction of secondary system variables (and, therefore, constituent primary system variables).
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Figure 1: A Summary of the Variables and Relationships in a Contingency Model of the Organization
(Source: Fred Luthans and Todd I. Stewart, 1977: 187)

2. Research Methods

A qualitative case study approach was employed in conducting this study. Creswell (2009) illustrated
that this method enables the researcher to explore a program, event, activity, process, or one or more
individuals in depth. Baxter and Jack (2008) also explained that qualitative case studies provide
researchers with tools to study complex phenomena within their contexts. For this study, the intrinsic
case study type was found to be appropriate because there was a genuine intrinsic interest in the
subject studied.

Sample Size and Sampling Techniques
Before its re-establishment, the organizational structure of the Academy was categorized into four
main wings; namely, Training Wing, Research and Development Wing, Academic Wing and
Administration Wing and fourteen directorates. However, after the re-establishment in 2021, these
four wings were reduced to two; namely, the Program Affairs Wing and the Operational
Administration Wing with the ongoing restructuring of the directorates. There were a total of 186
employees in the Academy of which 116 and 70 were males and females, respectively.

As shown in Table 1, twelve (12) study participants, represented by pseudonyms as SP1-SP12, were
selected for the study by using purposive sampling technique assuming that they had rich information
about the problem under investigation.

Table 1. Demographic characteristics of the study participants

S.N Pseudonyms Sex Age Educational Work Directorate/Faculty
qualification experience
in the
academy
1 SP1 M 37 MA 7 years Leadership capacity building
2 SP2 M 34 MA 7 years Think thank and consultancy
3 SP3 M 35 MA 7 years Leadership capacity building
4 SP4 M 42 MA 7 years Training works management
5 SP5 M 33 MA 7 years Training need and impact
assessment research
6 SP6 M 43 BA 5 years Plan, budget and change mgmt.
7 SP7 M 49 MA 7 years Leadership capacity building
8 SP8 M 39 MA 7 years Special training programs
9 SP9 M 36 MA 7 years President office
10 SP10 M 55 PhD 5 years Training need and impact
assessment research
11 SP11 M 52 PhD 4 years Leadership and governance
12 SP12 M 49 PhD 4 years Development studies
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Therefore, one directorate director and seven employees who have been working in five directorates
under the Program Affairs Wing (one of the two wings after the re-establishment in 2021) for more
than five years were selected. The job description of these directorates is directly related to the
objective of the Academy, while the job description of the remaining other directorates has a
supportive nature. In addition, one employee working under the Plan, Budget and Change
Management Directorate was interviewed. This individual was interviewed because of having a role
directly related to planning, continuously supporting and evaluating the overall performance of the
Academy. Moreover, the director of the President Office Directorate was interviewed because of the
job character of the position. Every activity that requires the decision of the head of the Academy and
every direction given from the head of the Academy to the wings pass through this Directorate. In
addition, the director who is working in this position serves as the secretary of the Management
Committee of the Academy, and it was believed that he is the right person to provide detailed
information about the organizational performance of the Academy.

Even though the Academic Wing was closed by regulation number 484/2021 and teachers and
students were transferred to the Ethiopian Civil Service University after December 2021, the two
former faculty members (from former Academic Wing) were interviewed. This was done for two
reasons. First, the time limit of the study ranged from 2016 to 2021, and the Academic Wing was
active from 2018 to 2021. Second, the interviewed Faculty Deans were members of the Senate of the
Academy, and it was assumed that they may provide better information and valid data about the study
topic. In sum, twelve purposely selected participants were interviewed from May 25-June 2/2022 after
providing consent. Even though there were three female employees who fulfilled the aforementioned
criteria, they declined to participate in the study after being informed that their response would be
recorded. Due to this, all the participants in the study were male.

Instruments of Data Collection

Qualitative data were collected from both primary and secondary sources. The primary data were
collected through telephone interviews, and the secondary data were collected from organizational
archives such as annual reports of each year, post-training reports, manuals, regulation documents and
Negarit Gazette for the purpose of triangulation. Some of the organizational archives were obtained
through email from the concerned directorates, while the remaining ones were collected by visiting
the Academy. The interviews were carried out by using two types of semi-structured interview guides
consisting of eight items for employees and nine items for Directors and Deans. Each interview
session lasted from eighteen to thirty-four minutes and was audio recorded. Since the official
language of the Academy is Amharic, all the organizational archival documents were written in it.
Therefore, interviews were made using the Amharic language for simplicity of communication and
for cross-checking the responses of the study participants.

The validity of both the English and Amharic versions of the interview questions was tested by
using face validity and content validity methods. Face validity was conducted by two PhD candidates
at Haramaya University whose professional backgrounds were Language and Literature, and who
taught in the university for a long period of time. On the other hand, the content was validated by
experts who were working in the Relevance and Quality Assurance Directorate of the African
Leadership Excellence Academy through email communication.

Data Analysis

All the interview data were transcribed in Amharic and translated to English. Prior to the analysis, all
the data were sorted, sifted and segmented. In this study, an inductive data analysis process was
employed. Creswell (2009) affirmed that this method of data analysis helps researchers build patterns,
categories, and themes bottom up by organizing the data into increasingly more abstract units of
information. Coding was used for labeling and developing core contents and successively into major
categories and overarching themes with an aim to answer the four basic research questions. The five
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steps in data analysis were as follows: (i) reading and re-reading for familiarizing the researchers with
the data, (ii) cross-checking the data with the archival of the organization, (iii) labeling of the text and
generation of initial codes, categorizing according to their similarities and identification of themes,
(iv) review of themes, and (v) definition and naming of themes.

Ethical Considerations

Prior to the actual interviews, all participants were fully informed of the purpose of the study and their
right to participate. In addition, the transcribed responses of the interviewees were sent to each of
them by email for member checking and they confirmed its accuracy.

3. Results

Analysis of the interview transcripts yielded four major themes and eleven sub-themes that best
captured the total picture of the organizational performance of the African Leadership Excellence
Academy. The themes are presented in line with the basic research questions posed about the
organizational performance of the Academy. The major themes and sub-themes are presented and
described in detail supported by direct quotes from the interviews.

Table 2. Major themes and sub-themes

Major themes Sub-themes

Politics related issues Politically affiliated mission
Political instability
Political change
Leadership related issues High leadership turnover
Unwillingness of leaders to reform the Academy
Lack of accountability
Effects of Performance Decline Effects on the institution
Effects on customers and stakeholders
Effects on employees
Future strategy Corrective measures to be taken
Main actors in taking corrective measure

Theme 1: Politics Related Issues

Almost all the respondents in the study affirmed that politically affiliated missions, political instability
and political change at the national level were the root causes of the decline in organizational
performance at the African Leadership Excellence Academy.

Politically affiliated mission
All the respondents unanimously disclosed that the missions of the Academy before its re-
establishment and re-branding were strongly affiliated with the political ideology of the ruling party,
EPRDF, and that this affiliation affected the organizational performance of the Academy. This is
illustrated by the statements from two of the study participants:
From the beginning, the institution was affiliated with politics. Almost all of its leaders have political
party leadership experience. Because of this, they could not lead the institution as a public service
organization. Instead of implementing the leadership style and evaluation system in the government
organization, they follow a political organization evaluation system (SP5).
I think the problem started from the beginning of the establishment of the Academy. If you have seen
the establishment regulation of the Academy, the purpose is to induce the ideology of the
Developmental State in Ethiopia as well as in Africa. This purpose is linked directly to the ideology
of the ruling party. Normally, the Academy is a public institution similar to a university, but it is
politically affiliated (SP12).
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These responses imply that the Academy could not be politically neutral. Therefore, it had an
ingrained problem to function as a public service organization with leadership style and evaluation
system aligned to this.

Political instability
All the participants of the study articulated that political instability and the crisis in the country that
started before the 2018 political change which have continued up to now are other causes of the low
organizational performance of the Academy. This is illustrated in the words of two respondents as
follows:
Starting from the time the Academy came into being, there was political resistance throughout the
country during the years 2016, 2017 and 2018. After the new prime minister came to power in March
2018, the preparation period started in 2019 and 2020 because of change in the situation.
Consequently, there was no suitable condition for assembling leaders or training them (SP2).
I know the organizational performance of the Academy is declining from time to time. The cause for
this is the presence of crisis in the country. It became challenging to conduct needs assessment in the
different parts of the country and provide training based on the needs. I think this was the main
problem (SP.10).
The responses of the study participants imply that the political instability of the country created a
challenge for the Academy in assessing training needs, assembling leaders from different corners of
the country and training them.

Political change
The respondents also described national political change as one of the causes of low organizational
performance. Two respondents expressed their views as follows:
No training was offered for leaders after 2018 because of the national political change. Before the
change, the institution had given training to the EPRDF cadres. When the political situation changed,
it could not be able to pursue its activities. No measure was taken till September 2019 because the
new government did not want to continue with the previous type of training, whereas the former
leader of the Academy did not want to accept the new change (SP 6).
The training given in the institution used to focus on Revolutionary Democracy and the
Developmental State. When the ideology was changed after the national political change, some of the
wings of the institution remained dysfunctional for almost three years (SP11).
This means that the shift in political ideology of the country was an additional factor that could be
considered as one of the causes for the low organizational performance of the Academy. This can also
indicate how closely the Academy was politically affiliated with the ruling party of the day.

Theme 2: Leadership Related Issues
Participants in the study also raised points related to the leadership issues that they believe were other
causes for the declined performance of the Academy.

High leadership turnover
Almost all the respondents in the study expressed that there was a high rate of leadership turnover at
the Academy both before and after the 2018 political reform. Two respondents explained this as
follows:
The former leaders were changed after the institution was re-branded. It took some time to replace
them with other leaders. After the new leaders had arrived, they restarted the unfinished reform work.
The previous reform states that the Academic Wing will continue. However, the new leader rejected
this by saying that it is not necessary. I think this has contributed to extending the time to reverse the
decline in organizational performance (SP6.).
The turnover rate of leaders was very high. They frequently change leaders before they settle well,
and the next leader is not assigned immediately after the change. For example, the Academy had no
leader for more than six months after the new political change. Soon after the leader had been
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assigned and ready to start work, the change in position followed. It also took a long time until the
next new leader continued with the reform (SP9).
These responses imply that there was a high turnover in leadership and a delay in replacing the new
one. This condition had its own negative effect on the organizational performance of the Academy.

Unwillingness of leaders to reform the Academy
The respondents in this study noted that there were leaders of the Academy who refused to implement
the balanced score card (BSC) as a change tool before and after the national political change. Two of
the study participants explained about the situation as follows:
The Academy stopped providing training after the 2018 political change. The leader of the Academy
was not willing to work with the change leaders. Due to this, the academy stayed like an island until
the new leader was assigned in 2019.The leader also refused to implement the public service reform
tool called the BSC (SP3).
When the plan and budget experts tried to implement the balance score card (BSC) and measure
performance, leaders refused instead of accepting it. They ordered the employees to prepare the plan
and report it in narrative form. Therefore, the institution met difficulties in accomplishing tasks by
using continuous measures through the BSC system. The leader who leads the Academy had no
willingness to work with those leaders who were leading the change (SP5).
The above responses imply that the previous leaders of the Academy refused to work in
collaboration with the new leaders and to implement a balance score card (BSC). This unwillingness
of leaders may be an indicator that they did not work toward better achievement of the Academy.

Lack of accountability
Among the twelve respondents, ten (83.34%) expressed that they believe that internal leaders at each
level of the Academy, external leaders at the board, and the government that established and
controlled the Academy should be held accountable for the decrease in organizational performance.
However, since most of the remaining two (16.66%) respondents said that most causes were at the
national level and not simply controlled by the Academy, there is no specific body to be accountable.
The statements of the two participants are as follows:
Everyone should be held accountable. The government that established the institution by giving it a
mission to accomplish was unable to give direction to the Academy. In addition, even though there
was lack of initiative from the government, the leaders of the Academy could seek for a solution.
Directorate Directors also had a role in it. Even if they could not create a suitable situation for
conducting the training, they had the possibilities to accomplish other tasks, such as preparing new
training materials for future training (SP2).
Since the main cause of the performance decline was national political instability, it is impossible to
say that someone is accountable. However, the board and the federal government may be accountable
because they did not provide enough attention, follow-up and support to accelerate the reform process
(SP8).

These responses imply that the accountability for the decline in the Academy's performance lies
primarily in the leadership of the Academy and the Federal Government which established the
institution. While some of the causal factors for the performance decline were distal and beyond the
mandate of the leaders of the Academy to be addressed by the government, others such as the
completion of the reform program were within the boundary of the Academy such as the Board and
the leaders of the Academy.
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Theme 3: Effects of Performance Decline
The participants of the study identified which wing of the organization was highly affected and
explained how the decline in organizational performance came up with other consequences.

Effects on the institution itself
All the respondents unanimously explained that the performance decline did not have a similar effect
on the different wings of the Academy. The most affected wing was the Training Wing, followed by
the Research Wing. Academic and Administrative Wings performed better than did the other wings.
Participants emphasized that the Academy itself was affected because of the decline. This is
illustrated in the statement from two of the respondents:
In the last three years, the performance of the Academic Wing has improved, while the performance
of the Training and Research wing has declined and almost stopped. The trainees would be leaders
who were busy with reform work that came after the political change throughout the country. The
leaders who joined the Academic wing were learning regularly and were excluded from their
leadership position (SP5).
The Training Wing could not train individuals in either the regular program or special program. The
Academic Wing was functioning well and it had better performance. Since the task of the
Administrative Wing is supportive, it is always on duty. In short, the decline is not the same for all.
This caused the institution not to be trusted. Such questions as “What is this institution doing?” were
being raised. Stakeholders also could not use the institution as they wanted. They could not train their
employees or leaders. Because of this, we can say that the Academy itself is also a victim because it
cannot achieve its strategic plan (SP10).
Here, the responses of the participants imply that the organizational performance of all the wings of
the Academy is not equally affected due to the effect of the change on each that led to differences in
task performance. The Academic Wing performed better than the other Wings because the students
joined the program granted with a study leave from their respective organizations. However, as a
whole, the Academy itself was negatively affected because of the decline in performance of other
wings.

Effects on customers and stakeholders
Almost all of the study participants expressed that the decline in the organizational performance of the
African Leadership Excellence Academy affected customers and stakeholders. They explained that
because of the low performance of the Training Wing, the leaders of the country who are customers
could not get training, and this in turn had an effect on the institutions that send these leaders and the
nation as a whole. Two participants described the effect on the customers and stakeholders as follows:
First, when this institution stays idle not accomplishing the mission for which it was established and
the tasks for which budget is allocated it has a negative effect on the country. Second, since our
customers are leaders in the government and other institutions, they were affected because they did
not get the training they supposed to attend due to failure in our institution to respond to their needs.
Skill improvement and attitudinal change are brought about only when people receive training (SP6).
We have many stakeholders. Some of the stakeholders who are affected are Regional States, Federal
government institutions and Service providers. For instance, service providers have a demand for
training in order to survive and sustain in a competitive work environment. This means that they
could be affected when the training is missing. That means, when the training is at halt, the
competence and performance of leaders decline which in turn affects the performance of the regional
states and the federal government. If the leaders get training, they may become a catalyst for change
(SP9).
From the respondents’ views, it can be inferred that the low performance of the Academy had a
chain of effects on its stakeholders at individual, institutional, regional and national levels.

Effects on employees
Participants also described that a decline in performance affected the motivation of employees at the
Academy. Two respondents explained this as follows:

42



Demoze and Dawit Organizational Performance: African Leadership Excellence Academy

Job satisfaction decreases when there is no work. Because of this, the motivation of employees
became low and many of them left the institution. Turnover increased, and the number of employees
who left the institution also increased because of the loss of hope (SP10).

The effect on employee motivation was very high. There are very young, energetic and master’s and
PhD degree holders who also have knowledge, interest and motivation. However, when the
institution stopped working, the employees also stopped working. In addition to moral damage, I
think these employees were forced to develop a behavior of receiving salary without working. Many
things happened when these employees who used to work very hard became idle. Especially, it had a
destructive effect on the young staff (SP12).

The above responses indicate that the employees of the Academy were obliged to stay passive in
their offices without engaging in productive work. They had also a concern about their fate with the
question “Will the Academy continue or be closed?”. Since these individuals were morally affected;
their motivation to work decreased, they became hopeless, and many left the Academy for good.

Theme 4: Future Strategies
The participants of the study suggested some strategies that may be helpful to improve the
organizational performance of the Academy. They identified some corrective measures that should be
taken and who should take the measures. Respondents suggested corrective measures that they
thought are important for reversing the decline in organizational performance. The expressions of two
of them are presented below:
I am not happy with what is currently being practiced in the Academy without studying where the
problem lies. First, the gap must be identified. It is not possible to solve the problem without
identifying the root causes. The attitude of the workers toward the institution, the gap from the side of
the employer and its mission should be addressed. Currently, however, the change initiative is
underway without the participation of stakeholders. For example, at this time the organizational
structure is under revision without consulting the employees and stakeholders. Therefore, I advise the
leaders of the Academy consider constructive ideas through discussions with employees and
stakeholders (SP3).
Everyone should make a self-assessment saying “What should I improve?” in order to fit to the new
reform. The organizational structure should be developed based on the reform ideas generated from
the stakeholders. Preparing relevant training materials is also needed to promote understanding about
the change among the employees. I believe that the problem will be solved if the work starts after
doing these tasks (SP8).

These responses indicate that the employees of the Academy believe that the organizational
performance of the Academy could be improved if the root cause are identified. They also suggested
the completion of the reform within a short period of time in a transparent and participatory manner to
bring about performance improvement. In addition, relevant training materials need to be prepared
based on the reform.

Main actors in taking corrective measures
Most of the respondents identified and explained who should be the main actor in improving the
performance of the Academy. They particularly indicated that the leaders of the Academy should take
the lead while other stakeholders play supportive role. The following is the expression of one of the
respondents.
The leaders of the Academy should be the main actors. Then, directors and experts should take part.
If the leaders lead employees strategically, there is no reason for other stakeholders not to follow in
their footsteps (SP6).
The leaders of the Academy should lead properly by taking the reform agenda as a day-to-day
activity. They also need to ensure the proper placement of employees. In addition, the Federal
Government should support this initiative. Apart from this, employees also should properly
accomplish what is expected from them. (SPS).
The responses indicate that there is a belief that the leaders of the Academy should be the main
actors in reversing the decline in organizational performance of the Academy. Then, directors and
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experts should take part. The government should also support and control the Academy to be effective
and efficient.

4. Discussions

The findings from the analysis of the 12 telephone interviews and document analysis revealed that the
organizational performance of the Academy has been declining in recent years. The main causal
factors are political and leadership-related issues. In addition, there are several other factors related to
these two main factors. The hypothetical relationships between those factors are presented in Figure 2
below.

Employees became Decline of Dissatisfaction of
de motivated and | organizational > customers and
morally affected performance stakeholders

* A

Decline of trust on

the institution

Difficulty to deliver
leadership training and
conduct research

-Politically affiliated mission
-High leadership turnover

A
A 4

-Political instability
-Unwillingness to reform the Academy

-Political change

Figure 2: Hypothetical relationships between political and leadership-related factors

Political and Leadership-Related Factors

The findings showed that the political affiliation of the Academy was one of the causes for the
decrease in organizational performance. This was crosschecked against the establishment regulation
number 321/2014. Article 6 sub-articles 1, 2 and 3 of this regulation indicate that the Academy was
given a mission to induce the concept of Developmental State ideology both inside and outside the
country. In addition, the post training report on senior leaders training conducted in May 2017 shows
that most of the training topics were related to ‘Revolutionary Democracy’ and the ‘Developmental
State’ which are related to the political ideology of the Ethiopian People Revolutionary Democratic
Front [EPRDF]. This implies that the written statement in the establishment regulation was not
changed into practice and that the institution was not politically neutral. This may hinder the
Academy not to perform its day-to-day activities as an entity established for providing public services
independent from political affiliation.

This legislation-related factor is stated in the General Contingency Theory as an external
environmental variable. MacPherson and Pabari (2004) described that key factors in the policy or
regulatory environment such as the economic, political, sociocultural and environmental contexts
could affect how and what the organization. This finding is consistent with the finding by Solomon
(2021) which states that continuous dominance of the ruling party made it difficult to separate the
government from the party in Ethiopia after 1991. This is also consistent with Rainey’s (2009)
assertion that public organizations tend to be subjected to more directions and interventions from
political actors and authorities who seek to direct and control them.

The second political issue-related factor that was considered as a cause of organizational
performance decline was political instability throughout the country. The 2017 and 2019 annual
reports of the Academy affirmed this problem. Accordingly, the number of trainees was reduced
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because of political instability. These findings also match with the general environmental variables in
the general contingency theory. From these variables, politics is stated as the main factor that
influences the performance of the organization and provides a context for more specific factors. The
political instability of the country created a challenge in providing demand-driven training. There was
no suitable condition for assembling leaders or providing them with training. This is consistent with
the assertion by Solomon, Olabanji and Ogo (2020), which states that the stability of the political
space or environment is necessary for the efficient and effective operation of organizations.

The third political factor that caused the Academy to be a low performer was the 2018 National
Political Change. Before the political change, the Academy used to train EPRDF cadres and
government officials. With the shift in the political system after the change, the Academy could not
continue with that tradition. The new government had no desire to provide training that did not align
with its ideology. This in turn has created doubts among the graduates of the Academy currently
serving as leaders in many institutions whether to quit or pursue as leaders. In addition, the political
instability continued to develop, creating additional new tensions. This situation is in line with the
assertion by Shegaw (2022) which states that the year 2018 was a time of political confusion in
Ethiopia. It was the era of political reform that was followed by political turmoil in the country, and it
was common to hear about political conspiracies via the social and mainstream media. This means
that extra factors that can cause low organizational performance are also added even after the National
Political Change.

The findings of the study showed that the performance of the Academy was also affected by
leadership-related factors, such as high leadership turnover both before and after the 2018 National
political change. Moreover, the unwillingness of leaders at the Academy to work together with the
new leaders and reform the institution were also found as other factors. This unwillingness of leaders
may be an indicator that they were not working toward better achievements of the Academy. Such
conditions were identified in the general contingency theory of management variables as factors that
affect organizational performance. This implies that the Academy was led by leaders who are
uncommitted to the government. Djalil, Abdullah, Ismail and Shalihin (2017) suggested that low
commitment will cause individuals to act for their own interests and that organizational commitment
can serve as a psychological tool for running an organization to achieve expected performance.

The study findings revealed that all the organizational wings of the Academy are not equally
affected by the factors that cause a decrease in organizational performance. Even though Training
Wing couldn’t give training and the Research Wing could not conduct studies, the academic and
administrative wings remained functional. The job description of the Academy which was prepared in
2014 cascaded most of the politically affiliated tasks presented in Regulation Number 321/2014 for
Training and Research Wings. Therefore, it is possible to say that the difference in performance was
created due to task differences between the wings of the Academy.

The findings also showed that both the Academy itself and its stakeholders are affected by a decline
in the organizational performance. The resultant performance decline caused the institution not to be
trusted. Peyton and Bao (2020) described trust as a critical element of performance; it is a two-way
street, and ideally, it should be mended when it is broken. Stakeholders cannot use the institution for
building the capacity of their leaders based on their plans and needs. This means that they missed
opportunities for improving their performance that may be gained from the training given by the
Academy. Carton and Hofer (2006) noted that each organizational stakeholder has a different
perspective on what is ‘valuable’ based upon her/his purpose of associating with the organization.
This is consistent with Kenny’s (2019) notion that training and development are important for
organizations to obtain skilled and capable employees for better performance. An inability to deliver
training may create dissatisfaction for customers. This means that the Academy was operating against
the assertion by Elena and Maria (2016) which states that justified customer needs satisfaction is the
goal of any organization.
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Moreover, many employees of the Academy were obliged to stay idle in the office in the morning
and afternoon without performing any tasks for more than three years. Being unaware of whether the
Academy will continue or not, the employees were in tension. As a result, they were morally affected,
and their motivation for work declined. This implies that the overall condition of the Academy did not
motivate the employees. This is consistent with the findings of Chandrasekar (2011) and that of
Biniyam and Eyob (2019) who explained that the workplace environment strongly impacts the level
of motivation and performance. Sonnentag and Frese (2005) also explained that low performance and
failure to achieve goals might lead to personal dissatisfaction and vice versa. The findings of the study
also indicated that the leaders of the Academy and the government which established the institution
should be held accountable for this chaotic condition owing to inability to reverse the organizational
performance decline of the Academy in a short period of time. Peyton and Bao (2020) suggested that
accountability practices help organizations foster cognitive trust as they set standards for good
performance.

5. Conclusions and Recommendations

Based on the findings of the study, it could be concluded that the root causes for the decline in
organizational performance of the Academy both before and after the 2018 National Political change
were politically related issues and leadership-related issues. In particular, the decline was very high
after the political change. This is because of the previous politically affiliated mission of the
Academy, political instability, high leadership turnover, the unwillingness of the leaders of the
Academy to work with the new government and the low focus given to the Academy by the new
government to perform quick reform. Even though there were some improvements after the Academy
was reestablished in 2021, most of the problems still persist. All these factors that affect
organizational performance are not internal or external factors as stated in general contingency theory.

Therefore, it is recommended that the reform be completed within a short period of time in a
transparent and participatory manner. First, it is better to identify the gap and collect constructive
ideas through discussions with employees and stakeholders. Guo (2011) noted that participation has
practical value and endorses the long-standing efforts of academicians and practitioners to ensure that
those are affected by government policies. Second, different strategies for improving the performance
of the Academy should be established. Umar, Muhammad and Hassan (2020) noted that strategy links
an organization to the environment and that the strategy chosen in turn affects the performance of an
organization. The third measure should be assigning proactive and highly competent leaders.
Organizational Performance Group [OPG] (2016) explained that proactive and engaged leaders of
organizations are interested in how their organizations can do better. Almatrooshi, Kumar and Farouk
(2016) also showed that leadership competency is an important variable in the success of any
organization. The government should avoid the practice of repeatedly changing leaders. The next
measure should be merit-based and competitive placement of employees followed by continuous
capacity building training. Kenny (2019) explained that training and development are important
aspects of human resource management and are important for organizations to obtain skilled and
capable employees for better performance.

It is believed that the leaders of the Academy should be the main actors in changing the given
recommendations into practice. The government should also support and control the Academy to
enable accomplish its missions and achieve its goals. To do so, sometimes politically neutral
intervention may be needed. According to Colin (2010), “intervention” means any exercise of power
by performance regime institutional actors, executive governments, legislatures, courts, auditors, etc.,
which is intended to change, steer, or shape the performance of public agencies.

In general, this study identified the main causes of the decrease in organizational performance of the
African Leadership Excellence Academy in the last six years. However, searching for details on the
amount of resource wastage that happened because of low organizational performance is limited.

46



Demoze and Dawit Organizational Performance: African Leadership Excellence Academy

Therefore, further studies should also be performed to determine the amount of resource wastage at
the Academy.
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