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ABSTRACT

tends of an effective and functional posting policy for the Kenyan foreign service. The

research method was a marriage of on job experience coupled with observation and

comprehensive analysis and review of scholarly work on the subject. The study draws 

several conclusions. The study satisfactorily concluded that the foreign service of Kenya 

must change and have long-term strategic processes of managing, modernizing and 

renewing itself. It is only then that it will be able to meet the challenges to Kenyan 

diplomacy foreseen now and in the future.

the Republic of Kenya. The study examines the management policy in Kenyan foreign 

service, explores the strengths and weaknesses in the management and identifies the core

The prime purpose of this research is to look at the management of the foreign service 

vice a vice the foreign policy. A lot has been written and said on foreign policy of almost 

all countries but a negligible if at all has been written on the management of the foreign 

service. This research investigates the management of the Ministry of Foreign Affairs of
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CniAPTER ONE

RESEARCH PROPOSAL

Introduction

Foreign service exists to perform several duties. These include representation of

service also exists to protect the interests of a country and its nationals. According to

Kappeller- it entails defending, warning and advising the state, for instance, against

exists to gather and process information about the outside world. In order to achieve these

duties, the foreign service has to be managed efficiently for it to achieve all that it is

expected to. This study explores some proposals that proper and efficient management of

the diplomatic service should be based on.

To achieve these functions a foreign service has a headquarters at home and

diplomatic missions abroad

‘diplomatic service’ refers to the organs of diplomacy which include both the ministry of

foreign affairs and diplomatic missions, whether abroad or at home. In this study, the

major discussion will be on posting policy, which is important in the management of any

foreign service. To do this, the whole picture must lie appreciated. For one to know what

1

the stale in other countries and in international organizations that the state is a member of 

*' for example the United Nations. One could liken this duty to public relations.' Foreign

attacks on its policies and management of its affairs. The other duty of the foreign service 

involves the promotion of friendly relations between states.’ The foreign service also

is ailing the management of the foreign service or the reason for the lack posting policy.

See, Kappeler el al, (1994). Diplomacy. Vol.I: (.'oucepl. Adorn, Organs. Process and Rules. 
Miniea: IDIS. Nairobi.

2 Ibid

See, Ludwik Dembinski, Ed, (1992). Diplomatic and Consular Law. Peter I .ang Inc. Bern.

or in international organizations. Therefore, the term



one has to know first what is ailing the management of the foreign service as a whole.

Posting policy refers to the management of the personnel in foreign service starting from

recruitment, deployment, training, welfare, work environment, development and

accession in service up to retirement.

The basis of this study is that while in Kenya foreign officers are keen for a

posting to diplomatic missions, there is no policy to manage the postings. This means that

it is done in an extemporized manner which affects the morale of the officers. There

exists a difference in attitude and aptitude among officers who have worked in missions

abroad, and those who have not, as those who have been abroad have been exposed to

international standards and thinking unlike their counterparts without this experience to

tap from. The fact that they have also seen other parts of the world and interacted with

different kind of people broadens their scope of thinking and ideas. It is important to be

saved some money from their foreign service allowance as compared to their colleagues

locally who are paid very poorly. The lack of proper management of the foreign service

ultimately affects the posting of officers to missions abroad.

Without a proper posting policy that enables transparency and equity, problems

will ail the management of the foreign service. There should be a posting policy that

motivates officials and is also fair. This policy should be clear and known to the officers

2

equitable when posting officers as team spirit is killed when this is not exercised. Tliose 

who have served in missions abroad are also generally financially well off as they have

so that they can tailor their expectations accordingly.



Statement of the research problem

is the concern of this study. Posting actually begins at the recruitment of foreign service

This study is founded on the premise that there is a serious gap between the

popular image and the reality of diplomacy. Despite the large number of posts being in

remote, unhealthy or hostile states, most diplomats in small and medium states naturally

they are privileged regardless of

their station.

3

the problems faced by foreign service officials that arc caused by the lack of or poor 

■* management of the foreign service.

Not only the immunities and the perquisites of their status but also the simple fact 

that they are the local representatives of a sovereign state nourishes a euphoria that

For the foreign service to achieve its functions, it has to post officers to 

diplomatic missions abroad or at home. This act of posting is part of posting policy, and

officers. The study will ftirther dwell on the progression of a foreign service official in 

the service and how they are facilitated in their work. In essence the study will examine

wish and lobby hard to be posted to a mission because then they can earn a better living 

for themselves and their families. This means that benefits of working in the foreign 

service are accrued by only those in postings abroad as

transcends rank. Unfortunately, for developing countries like Kenya, this advantage only 

lasts us long as the posting exists. When the officials get back, the privileges cease and so 

does the good pay. 1 he change is so drastic that some cannot cope with it. This is also 

true for those posted abroad and find it difficult to adjust to the new environment.

Despite the glamour while at posting, delays of money remittance to these



abroad, the common disease of ‘localities’, and the remoteness from the concerns of the

The other area of foreign service management that this study will examine is the

recruitment area. This should be a profession that attracts the young aspirant for a

4

diplomatic job that promises the excitement of doing what is new and seems important, 

for example, multilateral negotiations. The routine work of the regular embassy staff is

missions or underpayment of the personnel has affected many negatively. This is because 

the foreign service have limited domestic constituencies and are natural targets for 

budgetary cuts. Limited domestic constituencies are occasioned by the nature of the core 

functions of the foreign ministry which is mainly accomplished abroad. '1 he bigger share 

of the ministry’s work is done in other countries unlike in other line ministries where 

their field work is domestically located in the provinces, districts and division of our 

republic. Politicians and bureaucrats still attack those “who feed at the public trough and 

see exotic places at government expense”.

At the same time, there is a certain amount of rivalry between the incumbents of

the ministry headquarters/and other ministries and those overseas. The gulf between the 

‘pen pushers’’ and the ‘social butterflies’* mirrors somewhat different functions and pay. 

The. bureaucrats at home are often irritated by the narrow views of their colleagues

home country. More than one head of chancery is chided for his untidy administrative 

habits or his involvement in the social whirls of the embassy world without caring about 

the difficulties or financial constraints that the country is facing.’

* Michael H. Cardozo (1962). Diplomats in Inleriialioiial Cooperation; Stepcliililren of the 
Foreign Service. Cornell University Press. Ithaca, NY.

’ This refers to officials in the sending state (bureaucrats).
This refers to diplomats representing the sending stale abioad.

’ Zara Steiner (editor) (1982). The Times Survey of Foreign ministries of the IForhl: Tinies 
books limited. London



likely to appear somewhat stifling to the more ambitious applicants, especially when they

learn how long it takes to work up to a position of importance in the foreign service

process of conducting hopefully congenial relations with foreign governments. The

representative diplomat should generally act with “diplomacy”, referring to discretion.

sensitivity and skill in communication. Diplomats are human beings and they therefore

think and act in the environments they work and live in. Diplomats work is unique as it

calls for a lot of sobriety to be exercised and flexibility is needed to be able to fit in the

different environments a diplomat may find themselves in. Diplomats transverse the

world and work and meet with people of all walks of life and they are expected to adopt

identify, qualify and assess.

For foreign service officials to work successfidly they need to cope with the

challenges of working abroad. To do this they need to socialize themselves into the

environment they find themselves in. Some people adapt easily while others need more

effort and help to understand different culture. They need to re-socialize because every

society has social system in order control the behavior of its members. These include

uniformity among the members of the society. There are several means of enforcing

these norms. Socialization is one way of achieving these controls over norms and values

and foreign service officials should be aware of what is expected of them in a particular

society before reporting to work there.

5

career. Much of the careerist’s work in the starting grades is menial. Diplomacy is the

continued stable existence of the social system. These controls produce a kind of

and deliver while at work. It is these challenges that this study seeks to analyze to

social standards, norms, and rules of conduct. These norms are used to maintain the



Objectives of the study

The objectives of the study are: -

1. To examine the management policy in Kenyan foreign service.

2.

3.

Despite the fact that a lot has been written on foreign policy there is a negligible

6

literature on management of diplomatic 

services means that even the practitioner does not know the right way of thinking or 

doing things and the academic has no way of knowing what really happens.

time, these same countries are struggling with management of this core service despite 

being active in it. At policy level, the issues raised in this study have existed as long as 

the foreign service has existed in Kenya but they have never been documented nor dealt

There is a need for a posting policy. This study will help towards this goal by first 

highlighting the issues surrounding this area and then suggest a way forward.

To explore the strengths and weaknesses in the management of the Kenyan 

foreign service.

in the area. The fact that there exists little, or no

To identify the core tenets of an effective and functional posting policy.

Justification of the study

This study will therefore go a long way to breach the academic and policy 

gap existing today and open the door for future research in this area.

with. It is for these two academic and policy reasons that this study is justified.

I'he other justification of this study is the relevance of the chosen topic. It is a 

goorl topic that is researchable and that will assist those who will want to further research

amount of writing on its management especially in developing countries. Al the same



Literature Review

Management in General

Management is the process of directing and facilitating the work of people

organized in formal groups to achieve a desired goal. Management may not be

indispensable to group activity, but it is essential in utilizing limited resources to

accomplish maximum output, that is, in order to prevent wasted effort by individuals.

Without some source of central direction and guidance, individuals in any sizable number

words, formal organization of work and a high degree of specialization of labor make

management imperative as the means for ensuring performance of any undertaking.’

Management is a system of authority and responsibility in administrative effort. In

the public service, management must necessarily function within the limits of purpose

and procedure fixed by the political processes of government. In a democratic society.

management must at all times observe the traditions, the basic tenets, and even the ritual

of that society. But within certain limitations, management is the mechanism which

exercises the authority and accepts responsibility for carrying on certain specified

activities. In a large organization this system of management authority and responsibility

is structured; that is, it is formally created to operate in a hierarchical pattern. Often the

term "top management" is used to refer to a particular "level" of authority and

responsibility, or even to the small elite element among the whole management group.

not necessarily confined to one particular step in an

organizational structure. In varying degree of elaboration, management is to be found in

7

John D. Millett, Muna^emenl in the Public Service: The Quest for Effective Performance.
(Metiiuw-lIlli Hook Company, INC. New York l oronto l.onilon 1954

cannot work together successfully or efficiently over a sustained period of lime. In other

But the tasks of management are



the administrative process at many different hierarchical levels of authority and

"Management" is a collective term. Management is more than aresponsibility.

administrator. It is a group of persons who exercise jointly the

authority and the responsibility for group activity. In a simple administrative situation--in

a work gang, in a stenographic pool, in a bookkeeping office, in a printing shop—there

may be a single foreman, chief clerk, or supervisor. The task of management in these

circumstances is relatively easy to perform without an array of assistants. In a large city

work of management requires a number of competent, specialized assistants. In these

chief engineer, or director, or Secretary; management is a whole group of persons.

In qualitative terms management may be effective, indifferent, or ineffective. The

quality of work performed by any group is not an easy attribute to measure, since the

stanilards one uses are so often matters of personal judgment. Yet there would be

quality. In general, effectiveness would seem to depend upon three factors. The first is

the stale of personal relations within a management group and between management and

subordinate working groups. If personal relationships are harmonious, cooperative.

common purpose, and infused with loyalty to the group, then management is effective.

The second factor is work accomplishment. If the output of an organizational unit is

8

common agreement that the management evident in various organizations does differ in

situations management is not just a single individual with the title of superintendent, or

foreign service, no one person can assume all the duties of management. Formal authority

inspired with determination to achieve a common goal, fired with enthusiasm for a

single manager or

school system, in a state road department, in a regional internal revenue office, in the

and responsibility may be vested in a single person, but effective performance of the



subject to some degree of quantitative enumeration—number of purchase orders executed.

number of health examinations completed, number of structures built—then effective

management may be indicated by the work record over a period of time. If output cannot

be quantitatively determined, then some other periodic evaluation may indicate whether

the desired group goals are being substantially achieved.

The third factor is efficiency. Efficiency may be the engineering concept of

relationship between physical units of input and output in a given enterprise. Efficiency

may be a fiscal quality: the relationship between dollars spent and income obtained. Or

efficiency may be the relationship between human costs incurred and human satisfactions

In whichever sense the term "efficiency" may be used, the

management which creates some evidence of efficiency is effective.

In brief terms, then, management embraces the essential elements of authority and

responsibility exercised in the process of directing and facilitating the work of people

organized in formal groups for achieving a common purpose. Management is a collective

management "team." Il may be evaluated in terms of effective

performance.

Eniphiyccs* Adjustment to Overseas Assignment

There have been attempts to review adjustment literature on overseas assignment

for expatriates.’” These reviews, however, have been qualitative in nature. The primary

9

endeavor by a

goal of this study is to find out common predictors of foreign service that is not so

or benefits produced.

See the article on "Efficiency" by Sumner Slichler in Encylopaedia of the Social Sciences (New 
York: Macmillan. 1931), vol. V, p. 437.

Black, J.S., Mendenhall, M., & Oddou, G. (1991). Toward a comprehensive model of international 
adjustment: An integration of multiple perspectives. Academy of Management Review, 16(2), 291-317; 
Church, A.T. (1982). Sojourner adjustment. Psychological BuUeiin, 91(3), 540-572; Mendenhall, M., & 
Oddou, G. (1985). The dimensions of expatriate acculturation: A review. Academy of Management Review,



different from expatriate adjustment and the problems they face both at home and while

abroad. Although the literature in this area is still accumulating, a summary of research

that exists would be useful in highlighting current knowledge and pinpointing future

areas of research. There being little literature on foreign service officers adjustment.

a review of existing literature on expatriate adjustment will enlighten this area.

be extremely challenging. Apart from changes in

job responsibilities, expatriates typically need to adjust to a different.climate, a new

culture, and a variety of language barriers. Expatriate assignments also often involve

their families, either of which puts a lot of strain on both expatriates and their families.

This is no different in the case of foreign service officers.

Identifying and understanding the factors that predict expatriate success is

3-year assignment is

Research on repatriated

managers has found that more than 20 per cent leave the company within a year of

returning to their nation of origin, limiting any further return on the organisation's

investment. Even worse, some firms lose their repatriates to competitors who know how

to use their skills better.'^ There are also intangible costs to failed global assignments

the erosion of the company's ability to recruit and retain top quality candidates.

10

such us

International assignments can

organisations spend over two and a half times more money to send an employee on 

expatriate assignment than they would to hire locally*’ and a

10(1), 39 47.
McGoldrick, F. (1997). Expatriate compensation and benefit practices of US and Canadian firms: 

Survey restilts. Inlernalional HR Journal, Summer, 13-17.
II Allerton, 11. (1997). Expatriate gaps. Traininf’ <6 Development, .Inly, 7 8.

particularly important because such assignments are very costly. On average.

either uprooting families to a new country or causing the expatriates to live away from

estimated to approximately cost around one million dollars.’^



This, in turn, increases the likelihood of failure. Failure can also cause damage to a

Apart from costs to the

organisation, failure has costs for the individual such as a loss of self-esteem, self-

For the past two decades, research has examined a variety of causes for the

performance problems and dissatisfaction that are associated with foreign assignments.

Much of the research has focused on expatriate adjustment. Although the term

The research on expatriate adjustment generally has focused on three specific facets;

general, interaction, and work adjustment. General adjustment refers to the degree of

comfort with general living conditions, such

transportation, and health facilities. Interactional adjustment involves comfortably

socialising and interacting with host nationals. Finally, work adjustment pertains to

II

as climate, food, housing, cost of living.

confidence, and prestige among peers.”

measured directly as the psychological comfort an individual feels in a new situation.”

company's important constituents who include local national employees, host government 

officials, local suppliers, customers, and communities.”

Cook, J. (1997). Special treatment. Human Resource Executive, November, 43-46.
” Black, J.S., Gregersen, H.B., & Mendenhall, M. (1992). Toward a theoretical fi amework of repatriation 
adjustment. Journal of International Business Studies, 23(4), 737-760.
” Mendenhall, M., & Oddou, G. (1985). The dimensions of expatriate acculturation: A review. Academy 
of Management Review, 10(1), 39-47.

Brislin, R. (1981). Cross-cultural encounters. New York: Perga mon Press.
” Bochner, S., McLeod. B.M., & Lin. A. (1977). Friendship patterns of overseas students: A liinctional 
model. International Journal of Psychology, 12(4). 277-294.

Berry. J.W.. & Kim. U. (1988). Acculturation and mental health. In P. Daasen & J.W. Berry (Eds.).
Health and cross-cultural psychology (pp. 62-89). Newbury Park. CA: Sage Publications.
” Gregersen. H.B.. & Black. J.S. (1996). Multiple commitments upon repatriation: Hie Japanese 
experience. Journal of Management, 22(2). 209-229.

"adjustment" has been used in a general sense to indicate feelings of acceptance and 

satisfaction,” acquisition of culturally acceptable skills and behaviors,” or the lack of 

mental health problems such as stress, low self esteem or depression,'* it has also been



focus.

be used as an analytical tool as it applies all this factors.

borrowed here from the job stress literature and refers to an individual's aversive health

12

temporal and primary outcome in

would influence the development of secondary expatriate/oflicer adjustment. This study 

proposes, therefore, that overall adjustment, the focus of this study, can affect both 

altitudes toward the job for instance, job satisfaction and more general psychological 

reactions such as stress and strain. This is why the concept of industrial psychology will

This study conceptualises adjustment

adjustment to both work and non-work situations. Adjustment is also viewed as a 

an expalriate's/foreign service officer’s assignment that

and more

as being multi faceted, composed of

Black, J.S. (1988). Work role transitions: A study of American expatriates in Japan. Juiirmil of 
huernalional Business Studies. (27)9, 277-293; Black, J.S., & Stephens, G.K. (1989). The influence of the 
spouse on American expatriate adjustment and intent to stay in Pacific Rim overseas assignments. Jouiiuil 
o^Manugeiuenl, 15(4), 529-544.

Dawis, R.V., & Lofquist, L.Il. (1984). A psychological theory of work adjustment. Minneapolis, MN: 
University of Minnesota Press.

Naumann, E. (1993). Antecedents and consequences of satisfaction and commitment among expatriate 
managers, droup and Organization Management. 18(2), 153 187.

The term strain is

viewed as affecting other work-related outcomes such as strain, job satisfaction, 

organisational commitment, performance, and turnover intent. Several years ago, there 

was little research that actually measured and tested the relationship between adjustment 

and these outcomes among expatriates.^^ Fortunately, lhe emergence of additional studies 

contemporary quantitative methods now allow a review with an empirical

specific job responsibilities, performance standards and expectations, and supervisory 

responsibilities.^” Work-role transition theories suggest that adjustment to a new role 

and/or situation is fundamental to subsequent outcomes in the role.^' Thus, adjustment is



Examples of strain from the studies

reviewed here include feelings of stress due to time constraints, feelings of anxiety, and

(poor) mental health. Job satisfaction, in turn, has been proposed elsewhere as leading to

less strain^** and to greater organisational commitment.Strain is known to lead to poor

'* performance and to turnover intent. Individuals with more commitment to the parent

organisation are expected to perform better and to be less likely to leave the assignment

This study generalises from this

turnover finding to suggest intent to leave the overseas assignment might be similarly

affected by performance. These relationships have been suggested in previous literature

in regard to workers who are not expatriates. The data of this study is used to determine

the extent to which the theory of industrial management and industrial psychology would

assignments.

23 Beehr, T.A. (1995). Basic organizational psycholog)'. New York: Allyn & Bacon.

13

or poor perlormers leave? A mela-analysis of the 
irformance and turnover. Academy of Management Journal, 30(4), 744- 
vingstonc, l,.l>. (1994). Another look al tlie relationship between performance and

explain expatriates'/foreign service officer’s intentions to leave their current overseas

Finally, some past research among non-expatriates suggests a negative 

relationship between performance and turnover."’

or welfare reactions to environmental stressors.’’

’“I Cooper, C.L., & Marshall, J. (1976). Occupational sources of stress. A review of the literature relating 
to coronary heart disease and mental health. Journal of Occupational Psychology, 49(1), 11-28; O'Driscoll, 
M.P., & Beehr, T.A. (1994). Supervisor behaviors, role stressors and uncertainty as predictors of personal 
outcomes for subordinates. Journal of Organizational Behavior, 15(2), 141-155.
“ Osiroff, C. (1992). The relationship between satisfaction, attitudes and performance: An organizational 
level analysis. Journal of Applied Psychology, Tl(ti), 963-974.
* Cotton, J.I., & Tuttle, J.M. (1986). Employee turnover: A meta-analysis and review with implications 

for research. Academy of Management Review, 11(1), 55-70; DeColiis, T.A., & Summers, T.P. (1987). A 
path analysis of a model of the antecedents and consequences of organization commitment. Human 
Relations, 40(7), 445-470; Rcichcrs, A. (1985). A review and reconceplualizalion of organization 
commitment. Academy of Management Review, 10(3), 465-476; Shore, 1..M., & Martin, II..I. (1989). Job 
satisfaction and organization commitment in relation to work performance and turnover intent. Human 
Relations, 42, 625- 638.

McEvoy, O.H., & Cascio, W.F. (1987). Do good 
relationship between perf  _..J  
762;Williams, C.R., & i.ivii .;;, ;

prematurely.’^
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companies use some type of testing or screening?

structure in the selection process is the lack of empirical evidence of what predictors 

should be used. There appears to be a heavy reliance on technical skills as the basis for 

choosing expatriates.^’ Although technical skills may be important when the goal of the 

assignment is to transfer skills, this review also underscores the importance of factors 

other than technical abilities such as individual and family factors.

on the different outcomes, it is

Implications for Practice

An often-cited application of expatriate research has been in the area of expatriate 

selection. Ironically, the majority of multinational companies do not have structured 

procedures for selecting expatriates, most rely on manager recommendations, and a few

Perhaps one reason for the lack of

ade<iuiile support in issues such as

care. Expatriate spouses also often have extensive contact with host nationals.

voliiniaiy lurnover. Acadeiny of Management Journal, 37(2), 269-298.
Human Resource Institute (1998). Comprehensive personnel management report: Global 

Piaffing (Research Report). St Petersburg. FL.
Schell, M.S., & Solomon, C.M. (1996). Capitalizing on the global marketplace: A strategic 

guide for expatriate management. Chicago: Irwin Professional Publishing.
” Martinez, M.N. (1997). Study targets expatriates' extensive assistance needs. HR News,

Given the importance of the family adjustment 

important to provide adequate assistance and support to expatriates and their families. A 

recent Berlitz/PHH international relocation study found that three-quarters of respondents

rated spouse counselling and spouse career support as important resources. However, the 

majority of firms do not provide these services. As a result, many expatriates said they 

felt their spouses and children were generally forgotten. It is important for 

organisations to treat the expatriate's spouse as part of a team and provide families with 

relocation, spouse's job search, housing, and health



communications with their home office, it is also important for the expatriate's family to

the host culture.
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Companies or organisations

training and arranging organisation/company-sponsored social events to facilitate their 

interaction with host nationals. Just as it is important for expatriates to maintain

n4-B5.
Black, J.S., & Gregeisen, H.B. (1990). Expectations, satisfaction and intention to leave of 

American expatriate managers in Japan. Inlernaliimal Journal oj Intercullural Relalioia, 14(4), 485-506.

can assist them by providing them with language

adjustment. Many expatriates and diplomats have the propensity to interact only with 

other expatriates rather than with host nationals. Although the social support received 

from other expatriates/diplomats will certainly be helpful, host nationals are best 

equipped to provide information that will reduce uncertainty and facilitate adjustment to

are some ways that organisations can

assignment. This could be likened to decentralization of power and decision making to 

foreign service personnel in missions abroad.

There is dire need of frequent interactions with host nationals in facilitating

February,

keep in touch with family and friends back home. This can be facilitated if organisations 

provide family members with e-mail, long distance access, or home visits.

Job design, particularly characteristics such as role conflict, ambiguity, and 

discretion are important predictors of work adjustment. Expatriate assignments are often 

marred by policy and procedural conflicts that occur between the parent company and its 

foreign operations.” Allowing expatriates to harness their discretionary powers and 

providing them the opportunity to clarify expectations to reduce conflicting job demands 

facilitate expatriates' adjustment to their work
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Companies may, for example, provide expatriates with a sponsor who is a host national. 

Not unlike the mentoring described earlier, local sponsors can help the expatriate network

Organisations can facilitate such interaction by encouraging expatriates to live 

through job designs that require regular interactionoutside expatriate communities or

with host nationals. There are other ways that organisations can foster such interaction.

diplomatic practice.'

Marshall gives premium on

with host country nationals.

Management of the Diplomatic Service

Despite the existence of substantial literature on the foreign policy of developing 

countries like Kenya, there has not been much written on the management of their foreign 

service a trend that applies to the management of Kenya’s foreign service.” Mwagiru in 

his book Diplomacy: Documents. Methods and Practice, highlights some of the issues 

that need management in the diplomatic service. Some of the issues he highlights are of 

interest in this study. This include, post recruitment training, the structures of the 

profession, the mobility problem, postings to diplomatic missions and social problems of

diplomatic missions.

In post-recruitment training he proposes that members of the diplomatic service 

should keep up with the changing environment, and developments in knowledge in the 

fields related to the practice of diplomacy. This training should ideally be advanced, to 

reflect the growing seniority and maturity of the diplomatic officials. This is because at 

recruitment these officials are expected to have some skills/training that is relevant in 

Writing on recruitment and training of foreign service officers, 

getting hold of the right people and training them at the

’■ Makumi Mwagiru, (winter 2006). ‘Issues, Problems, & Prospecls in Managing the Diplomatic 
Services in Small Slates’ The Fletcher Poruiii of ll'orlil Affairs, Vol.30: I
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Makiimi Mwagiru, (2004). Diplomacy. Document. Methods & Practice. IDIS. Nairobi. 
Peter Marsliall, (1999). Positive Diplomacy. Palgrave, New York, pp.136-153.
R.O. Feltam. (1988). Diplomatic Handbook. Longman. New York.
This power to appoint is provided by the Kenyan constitnlion.

Affairs. The minislry is headed by

minisler is always a political appointee who is appointed fron3 the mcmher.s of parliament 

the expertise within the department and its establishments 

on matters of foreign policy, helps

by the president. Drawing on 

abroad, the minister advises the head of state 

fomtulate and coordinate policy, and administers the ministry with the help of a 

bureaucrat who is the permanent secretary in Kenya. At times, the foreign minister is also 

directly involved in negotiations with other states. A number of career diplomats aid in 

running the department. In Kenya the foreign minister is a member of parliament 

appointed to the ministerial position by the president.^'’ The permanent secretary is also 

appointed by the president and in most cases is a career diplomat.^’

The ministry of foreign affairs in Kenya is divided into three divisions, 

administration, protocol and political. In essence the nature of the work is concentrated in 

the protocol and political divisions while the administration plays the facilitative role to

outset and during the whole period of their careers and availing to them the infrastructure 

that will ensure they are in a position to do the job.’"*

The structures of the diplomatic service should be nested on structures that work, 

and which encourage efficiency. The most favored organizational structure is one based 

on geographical basis with some professionally based departments such as the legal 

departments and economic departments. According to Feltam,’’ government agencies 

that deal with foreign affairs are usually called the ‘ministry’ or ‘department’ of foreign 

or external affairs. In Kenya, foreign affairs is handled by the Ministry of Foreign 

a cabinet minister. In democracies, the foreign



Under administration there are several divisions. These include personnel division.

down into smaller divisions and, ultimately, into “country desks.” Desk officers are

handled first by the

activities with the foreign activities of other government agencies/ministries. Treasury

involved in negotiations over trade and money.

training the armed forces.

sources of information about other countries. In some cases.
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training division, transport division, education and welfare division, ICT and research 

The political division is further divided into geographic and functional 

divisions. The former consists of bureaus for major geographic areas that are then broken

Intelligence agencies provide heads of state with alternate 

a foreign minister has

these two functions by providing the support services and managing personnel matters.

Agricultural departments are

Defense establishments are involved in supporting foreign governments abroad and

division.”

departments, for example, are

concerned with foreign trade and world food problems.

” The Presidential Circular NO. 1/2005.
See appendix for Kenyan organisational structure.

career diplomats who specialize in various aspects of the country to which they are 

assigned. Instructions to and reports from embassies abroad are

country tiesks. The functional division deals with problems or issue.s that do not 

appropriately fall under the domain of any one country: trade, international organization, 

human rights, intelligence, public information, international law, and passports and visas. 

Coordination of policy between geographic and functional divisions is a continually 

perplexing problem because of the cross cutting issues. In addition , the ministry of 

foreign affairs’ administrative section also deals with other internal matters such as 

budget allocations, personnel recruitment and management, training, and logistics.

In an age of interdependence, foreign affairs departments must coordinate their



trouble merely keeping informed of all the activities the country is engaged in abroad.

In the missions abroad, the foreign mission is headed by permanent

Feltam'
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This requires coordination and consultation among all the ministries that participate in 

international issues with the foreign affairs ministry being the focal point.

See Article 19 of the Vienna Convention on Diplomatic Relations. 'If the post of head of the 
mission is vacant or if the head of the mission is unable to perform his functions a charge d'affaires ad 
interim shall act provisionally as head of the mission. The name of the charge d'affaires ad interim shall be 
nolifled. either by the head of the mission or in case he is unable to do so. by the Ministry for Foreign 
dffairs of the sending State to the Ministry for Foreign Affairs of the receiving State or such other ministry 

may hti agt eed. *
Thayer W. Charles. (1959). Diplomat. Greenwood Press, Westport, Connecticut.

" R.a. I'ellain. (1988). Diidomolic llandlnmk. I.ongnian. New York.
This is mainly true for developed countries because for developing countries inciuding Kenya 

it is dilllcult to find all this representatives of other departments in missions abroad save lor commercial, 
education and intelligence officers in a few of the missions. Mostly, political ofTicer(s) nndtitask and olT

I** gives a detailed outline of the organization structure of missions abroad. 

Ideally a mission is organized into a series of functional sections that observe, report, and 

deal with issues in their respective areas. Most missions contain sections for political 

affairs, economic and commercial affairs, information and cultural affairs, consular 

affairs, and administrative matters. In addition, a mission usually includes a number of 

officers from other government departments. Military, air, and naval officers have 

traditionally been assigned to foreign missions, but agricultural, commercial, labor, and 

cultural officers are becoming increasingly common."

Missions are staffed largely by foreign service officers, with the exception of the

representative/an ambassador or a high commissioner in Commonwealth countries 

•' assisted by a career diplomat who serves as head of chancery. The head of chancery 

oversees and coordinates the work of the staff and assumes the responsibilities of the

mission as charge daffier ad interim^’ whenever the ambassador is away or incapacitated 

or is between ambassadorial assignments."*®



officers who are drawn from their respective agencies/ministries back home. For

instance, commercial and education officers seconded from ministries of trade and

protection, negotiation and promotion as fundamental functions of missions, on which the

activities of missions are tailored. They further explain that the activities of a diplomatic

mission are extremely varied. They range from such serious tasks as negotiating issues of

Consular operations arechores, missions are also in charge of

concerned with the economic and commercial relations between states. Originally,

loads SOI
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)me of the work to the administration staff.
See, USA Foreign Policy
See, Kappeler et al. (199d ). nll’l■()  ̂hK'y. Text Copy Vol. I: Concept, Actors, Organs, Process 

and Rules. USIU-A, Library, Nairobi.
See Article 3 of the Vienna Convention on Diplomatic Relations. 'The fimcHom of a 

diplomatic mission consist, inter alia. in:(a) Representing the sending Slate in the receiving Stale:(b) 
Protecting in the receiving State the interests of the sending Stale and oj its nationals, within the limits 
perminedby international law:(c) Negotiating with the Government of the receiving Stateifd) Ascertaining 
by ail lawful means conditions and evelopmenis in the receiving Stale, and reporting thereon to the 
Government of the sending Slale:(e) Promoting friendly relations between the sending State and the 
receiving Stale, and developing their economic, ctillitral and scientific relalions;2. Nothing in the present 
Convention shall be construed as preventing the performance of consular functions by a diplomatic 
mission The functions of a diplomatic mission consist, inter alia, in: (a) Representing the sending Stale tn 
the receiving State: (b) Protecting in the receiving State the interests of the sending State and of its 
nationals, within the limits permitted by international law:(c) Negotiating with the Government of the 
receiving Slate:(d) Ascertaining hv all lawfid means conditions and developments in the receiving State, 
and reporting thereon to the Government of the sending Slale:(e) Promoting friendly relations between the 
sending State and the receiving State, and developing their economic, cultural and scientific relalions:2. 
Nothing in the present Convention shall he construed as preventing the performance of consular functions 
by a diplomatic mission. ’

See. article 2 (2) of the Vienna Convention on Consular Relations. ‘The consent given to the 
establishment of diplomatic relations between two States implies, unless otherwise slated, consent to the 
establishment of consular relations.'

industry or education respectively. Citizens of the host country may be hired as 

translators or for non-sensitive jobs to form the locally engaged staff,'*’

Writing on the functions of missions, Kappeler, et al'*'* identify representation.

great political significance and reporting and commenting on important events in the 

foreign country to meeting with foreign students, arranging itineraries of exhibits about 

life in the home country, and issuing visas.'*’ In addition to their diplomatic and political 

consular work.'*®



feel they are not important, the foreign
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diplomatic and consular chores were kept strictly separate because early theorists felt that 

national interests should not be “tainted” by private commercial matters. Thus, two 

separate services—diplomatic and consular—usually existed. Today all major countries 

have combined these two services, and a single corps of professional civil servants serves 

in both areas. Consular work involves a variety of activities. Consuls issue birth, death, 

and marriage certificates to citizens residing or traveling in the foreign country. Consular 

officers also regulate shipping, aid their country's citizens when they travel on business or 

as tourists, and report on economic and business conditions abroad. Activities are often 

carried out in consulates located in major trading and commercial cities as well as in the

See Article 5 oftlie Vienna Convention on Consular Relations. (1963)
•"* Makiimi Mwagirii, (2004). Diplonuicy. DocumeMi. Melhods & Praclice. IDIS. Nairobi

capital cities."”

In addressing the problem of demotivation, Mwagiru suggests that officials are 

best motivated when they feel that the work they are doing makes a difference in the 

overall context of shaping the foreign policy and diplomacy of the country. When 

motivation is lacking officials may develop the attitude that since they make no impact 

the work they are doing is not important. Upward mobility in the diplomatic service in 

comparisons to one’s own reference group from another country also affects the 

motivation of officers. There should be a structure of promotion in the service that will 

develop a well motivated foreign service.""’ This needs to be done because the resource of 

any foreign service is actually human. If they 

service will be ineffective. The terms and conditions of service for foreign service officer 

should also take cognizance of the degree of mobility and unpredictability of the job and 

the discomfort or even danger which may be a feature of life at some posts. Therefore a



comparison is needed of other comparable jobs necessitating an overall pay rate that

One other issue that affects motivation of officers is postings to diplomatic

missions if some officials go on posting regularly and spend many years on posting while

others do not get a chance to serve. It is essential that all officers get a chance to see first

Mwagiru would broaden their outlook and motivates them

diplomatic officers. He further says that the question of posting policy is important in the

management of any foreign service and states must design their own posting policies.

tailor their expectations accordingly. This policy should be fair and

situation where foreign service

equal chance to serve in missions abroad.

Mwagiru also highlights issues of social problems of diplomatic missions that

may emanate from outside or in the mission. He proposes that the head of chancery

should manage these conflicts. He gives the problem relating to spouses of diplomatic

professional at home but being forced to be hoiisewives/husbands in the countrie.s they

find themselves. This may lead to depression and suicidal cases. Lack of counseling to
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Peter Marshall, (1999). Positive Diplomacy. Palgrave, New York. pp.136-153
Makuini Mwagiru, (2004). Diplomacy. Documents. Methods & Practice. lltlS. Nairobi.it)

Equity in the postings abroad would solve this problem as every officer would have an

This posting policy according to Mwagiru should be clear and known to the officers, so

that they can

motivating to officers, and one that would avoid a

officials put in the donkey work, while others reap the benefits through postings abroad.’®

as foreign service and

languages, cultures and the like, or adjustment emanating from having been a

bears comparison to jobs similar to one in foreign service. ■”

hand how diplomatic missions look and even run the missions. This according to

agents working abroad. Spouses may have adjustment problems because of foreign



officers and their spouses before going to missions abroad about their new station and

environments easily as the inability for officers to adjust in new posts is

costly in terms of management performance, productivity in the missions abroad.

relations with the host country and the diplomatic corps and operations efficiency?’ It

year a head to help them prepare for the new station. A posting policy that includes

personnel planning for a period of 5 or 4 years for each officer would assist in this

venture.

There being no way of knowing from which direction social problems and

conflicts will arise, it would help if those in charge of the missions received some training

on counseling or on skills of conflict management as conflicts escalate when not

Marshall’’ gives four criteria of diplomatic sei-vice organisation. The first
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conflict within the mission. This would be avoided by briefing and counselling sessions 

before their departure.” Family life is complicated by the peripatetic nature of foreign

adjust to new

service. If partners could partner in foreign careers it would solve the problem of one 

spouse having to forgo their career.” Acculturation exercises would help individuals

criterion concerns the scale of the professional diplomatic effort. The question of how

would also help if officers and their family knew where they were being posted at least a

’* Maktimi Mwagiru, (2004). Diplomacy. Dociimenl.'i, Methods <6 Practice. IDIS. Nairobi
Smedly, B., ‘Partners in Diplomacy’(Harley Press, 1990)

M. Mendenhall & G. Oddou: ‘Dimensions of Expatriate Acculturation: A Review’ The 
Academy o^Management Review, Vol. 10, No. I. (Jan., 1985), pp. 39-47.

Makumi Mwagiru, (2004). Diplomacy. Documents, Methods <& Practice. IDIS. Nairobi.

addressed on time.’^

what is expected of them may lead to embarrassing conduct by these individuals which 

would be associated to the mission and the sending state at large. It may also cause



involvement or its vulnerability politically, military and economically. Also of

importance is how a country wishes to respond to its international circumstances. The

important thing in this criterion is the resource implications of policy decisions.

Therefore, countries need to differentiate between when they cannot afford to be present

and when they cannot afford to be absent. This also includes representation in

international gathering.

The second criterion Marshall gives involves the subject matter which the

diplomatic service should cover. Should a diplomatic service cover virtually any range of

subject matter which enters the country’s foreign relations? Marshall is of the view that

Thirdly, Marshall talks of the balance between effort at home and abroad. This

mostly relates to the multilateral representation as the home office is larger in multilateral

representation than in bilateral representation. Most of the issues discussed at multilateral

level, tend to be further discussed and fine tuned al bilateral level. This necessitates the

cooperation between the home service and those on diplomatic posts in order to attain the

set goals.

24

55
56

service can follow the following criteria. Major multilateral diplomatic centres like New 

York and Geneva should be given first priority. This should be followed by capitals of

Peter Marshall, (1999). Positive Diplomacy. Palgrave, New York. pp. 136-153 
Ibid.

It is no wonder that ambassadorial appointments do not necessarily come

from the diplomatic service only but from the larger civil service and private sector too.”

they do not have to, because they have access to expert advice from other departments of 

government.

large a diplomatic presence a country should have depends on its overseas economic

In making policy decisions of where to establish posts abroad, a diplomatic



strong political, economic, cultural

development assistance for instance China currently in the

The fourth criterion of diplomatic service organisations by Marshall is

communications between headquarters and posts abroad. This is both the means and the

substantive subject matter communicated. This is central to the work of diplomatic

of utmost importance. The more accurate.

secure and rapid communications are, the less the ambassador abroad will feel isolated

The attempts at adaptation to the current status of the foreign service management

will persist. There can be no ideal solutions in a context of ever-accelerating planetary

change. It is clear that administrative structures do not create. But they can only speed or

inhibit the flow of new ideas. It is clear that the current situation in the Kenyan foreign

service exhibits a fascinating coexistence of continuity and experiment. It is for this
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The latest ambassadorial appointments by H.E. President Mwai Kibaki in July 2006. 
Peter Marshall, (1999). Positive Diplomacy. Palgrave, New York. pp. 136-153.

or military ties, 

especially where these contain in addition the headquarters of major multilateral bodies 

for instance Washington because of World Bank, Brussels because of EU, ACP, NATO, 

Paris because of UNESCO, London because of Commonwealth and other UN agencies, 

and also Rome, and Vienna. Thirdly, capitals of countries which are major export 

markets (for instance Uganda in the case of Kenya) or sources of inward investment and

major countries with which there are

case of Kenya. Fourthly, 

regional centres for example Addis Ababa, the headquarters of African Union and lastly

service. Accuracy, security and speed are

capitals and major cities of neighbouring states, especially those with significant relevant 

ethnic minorities.”

from his or her government and the easier for the government to give him/her 

instructions.”



reason why a study on the management of diplomatic/foreign service will have its

relevance for the practitioner as well as the theorist.

Conceptual Framework

This study will use two concepts. These are the theory of industrial management

proposed by economists and industrial organization psychology concept postulated by

psychologists.

The Theory of Industrial Management

Industrial Management, in business, is a term used to describe the techniques and

expertise of efficient organization, planning, direction, and control of the operations of a

business. In the theory of industrial management, management of organization has two

principal aspects. One relates to the establishment of so-called lines of responsibility.

drawn usually in the form of an organization chart that designates the executives of the

business, from the president to the foreperson or department head, and specifies the

functions for which they are responsible. The other principal aspect relates to the

development of a staff of qualified executives.

Planning in industrial management has three principal aspects. One is the

establishment of broad basic policies with respect to production; sales; the purchase of

equipment, materials, and supplies; and accounting. The second aspect relates to the

implementation of these policies by departments. The third relates to the establishment of

standards of work in all departments. Direction is concerned primarily with supervision

and guidance by the executive in authority; in this connection a distinction is generally

made between top management, which is essentially administrative in nature, and

operative management, which is concerned with the direct execution of policy. Control

59 Ibid.
26



involves the use of records and reports to compare performance with the established

Industrial management dates from the latter part of the 19th century. A notable

impetus to its evolution was provided by the American engineer Frederick Taylor, who

developed techniques for analyzing the operations involved in production and for setting

standards for a day's work. The techniques originally devised by Taylor were adapted by

industrialists to other phases of business, including the employment of qualified workers.

and wage incentive program either to replace or to supplement the piecework system that

had previously prevailed. Industrial management experts who succeeded Taylor have

applied his techniques to a wider range of business problems. Among the leading

the Austrian-American management consultant and educator Peter

Drucker and the American economist, writer, and diplomat John Kenneth Galbraith.

The concept of Industrial-Organizational Psychology

Effective administration is vital because diplomacy is the conduct of relations

between sovereign states through the medium of officials based at home or abroad or in a

professional manner.

The conceptual frame work based

psychology), refers to the application of various psychological techniques to the

workplace and other organizations. Psychologists in this field advise businesses and

organizations on a variety of subjects: the selection and training of workers; how to

promote eflicient working conditions and techniques; how to boost employee morale.

611 Encarta, 2003.
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on industrial-organizational psychology (I-O

third country, this necessitates coordination and effective communication done in a

successors are

standards for work.“



productivity, and job satisfaction; and the best ways to evaluate employee performance

and create incentives that motivate workers. 1-0 psychology first became prominent

during World War II, when it became necessary to recruit and train the large number of

new workers who were needed to meet the expanding demands of industry.

The selection of workers for particular jobs is essentially a problem of discovering

the special aptitudes and personality characteristics needed for the job and of devising

tests to determine whether candidates have such aptitudes and characteristics. The

development of tests of this kind has long been a field of psychological research.

Once the worker is on the job and has been trained, the fundamental aim of the I-

O psychologist is to find ways in which a particular job can best be accomplished with a

minimum of effort and a maximum of individual satisfaction. The psychologist's

function, therefore, differs from that of the so-called efficiency expert, who places

primary emphasis on increased production. Psychological techniques used to lessen the

effort involved in a given job include a detailed study of the motions required to do the

job, the equipment used, and the conditions under which the job is performed. These

conditions include ventilation, healing, lighting, noise, and anything else affecting the

comfort or morale of the worker. After making such a study, the I-O psychologist often

determines that the job in question may be accomplished with less effort by changing the

routine motions of the work itself, changing or moving the tools, improving the working

conditions, or a combination of several of these methods.

workers to determine the length of working time that yields the greatest productivity. In
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Industrial-organizational psychologists have also studied the effects of fatigue on

some cases such studies have proven that total production on particular jobs could be



increased by reducing the number of working hours or by increasing the number of rest

breaks, during the day. I-O psychologists may also suggest less direct

Hypotheses

The following hypotheses have been suggested in order to find out whether:-

1. The management of diplomatic services in Kenya is reliable and efficient.

2. The existing posting policy in Kenyan foreign service is efficient, transparent and

fair.

3. There is no significant relationship between the management of diplomatic services

and foreign policy.

Research methodology

The research will use both secondary and primary data. These methods will allow

the study to undertake thorough inquiry of the research problem. The study will

undertake to use raw data of selected individuals and events to get more insights of the

subject matter.

Primary data

The main primary data will be from observation and on job enquiries. However

research questions were also designed to investigate problems of foreign service officers

61
[.alley, B. B. (1983). Psychology: An Introduction. Brown and Benchmark Publishers. Iowa.
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the Study will be looking at management of 

diplomatic service specifically the posting policy while looking at ways of improving the 

management and increasing the foreign service officials’ morale.®'

requirements for general improvement of job performance, such as establishing a better 

line of communication between employees and management.

This concept suits this study as

periods, or



and the magnitude of such problems. Also sought from the participants are suggestions of

in-depth knowledge of first hand information of

pointed the researcher in the right direction.

study). Chapter Four will critically analyze the findings from data collected. Chapter Five

will provide conclusions.
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live the experience. The interviews will be administered to retired and current 

ambassadors and diplomats from Ministry of Foreign Affairs- Kenya who have served in

management of diplomatic service in general and aspects of posting policy. Chapter 

Three will give a detail account of management of diplomatic services in Kenya (case

published books, journals, and articles by authors who have examined the subject of 

Foreign Service and public sector management as a whole, human adjustment, 

psychology, prevention of adjustment problems, and human resource management. This 

will assisted in identifying the gaps that the existing literature has left in this area and also

Chapter Outline

Chapter One will be the research proposal. Chapter Two will focus on the

Secondary data

This involved a comprehensive analysis and review of scholarly works including

foreign countries. This data will give an

the actual happenings in the ministry of foreign affairs. It will also allow personal 

experiences of these individuals under the current and previous management.

the way forward or what they would have done differently given the chance again to re-



CHAPTER TWO

MANAGEMENT OF THE FOREIGN SERVICE

workforce?

Since lhe

new situation has inspired
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planning, direction, and control of the operations of a business. The business in the case 

of this study would be the provision of diplomatic services. This study is more concerned 

with the principal of management that relates to development of a staff of qualified 

the management of diplomatic service. The principal

Industrial management is

have adopted of late. Kenya has not been left behind, fhe

no different from strategic planning and management

executives and applying it to

relating to line of responsibility will be used to help understand and know what kind of 

the staff needs by relating them to their functions.' 'fhis is important

• Lahey, B. B. (1983). Psychology': An Inlroduction. Brown and Benchmark 
publishers.lowa . .

ADLER N J and GHODER, F. ( 1990). "’Human Resource Management: A 
Global Perspective'", in R. Pieper (ed.). Human Resource Management. An International

development

because of the pivotal role which has been given to line managers as a delivery point for 

a variety of employment policies that are intended to raise the performance of the

that most governments

conditions for managing foreign affairs have changed dramatically since the Cold War. 

end of the Cold War, ministries of foreign afffairs have lost their traditional 

status that to a large extent set them apart from the rest of central government. They are 

now public service organizations being confronted with the same demands for good and 

effective management as other governmental institutions. The

Introduction

As discussed in chapter one under the literature review, industrial management is 

a business term used to describe the techniques and expertise of efficient organization.



a systematic effort lo modernize their management systems. This effort lias been

particularly strong where the ministry of foreign affairs has had to manage cut-backs in

financial and human resources. Since a new government came to power in 2002 in

Kenya, every institution of the government has been required to draw up strategic plans

on the basis of which budgets are allocated and on the strength of which the public

service is managed and judged.’ This study examine the strategic planning in the Ministry

of Foreign Affairs in Kenya and how it is addressing the management issues raised in

chapter one and two in the next chapter.

The Foreign Service

The foreign service is a heteronomous organization of professionals within the

larger department/ministry of foreign affairs and like the civil service, it is a semi-

autonomous personnel system within a larger bureaucratic structure Traditionally, the

term foreign service has two connotations; the foreign service officer corps, and, the

administrative body. Individual members of the foreign service are called foreign service

officers (FSOs), and collectively they are identified as the officer corps.

formulation, and actual execution of a country’s foreign policy. While assigned primarily

to foreign service posts overseas, a large group of officers regularly serves in the

department/ministry of foreign affairs headquarters in their country. Most foreign service

officers enter the service at junior officers levels after meeting a certain criteria set by the

personnel office of the recruiting institution/agency of their country. In some countries
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Comparison. Berlin: De Gruyter.
Makumi Mwagiru: “Issues, Problems, and Prospects in Managing the 

Diplomatic Services in Small States” The Fletcher Forum of World Affairs. Vol. 30:1 
Winter 2006. pp 193-206

Foreign service officers are mandated to oversee much of the administration.
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In other countries like Lesotho? the foreign service is part of the general civil 

service and personnel can move freely into the foreign service from other departments of 

the civil service. In Kenya, there was no professional foreign service for a long time but 

oflicers made their careers in the ministry of foreign affairs without interruption. 

However, since June 2002, there is a 

officers grow in service and

Nairobi (2004). Diplomacy. Documents, Methods & Practice. IDIS.

President. Scheme of Service for Foreign Service

like the USA they have to pass through a rigorous examination process before becoming 

foreign service officers.''

The highest rank for a career foreign service officer is an ambassadorial position. 

Incoming junior officers in many countries are expected to develop ftincfional skills and 

have specialties by mid career’ while in other countries they are expected to be 

generalists. In the beginning of senior ranks, officers are given broadening assignments 

and program direction responsibilities together with key positions in the ministry 

headquarters or overseas involving policy formation or program direction.

On the other hand, the term “foreign service” refers to the administrative body

foreign service scheme of service.’ Foreign service 

are promoted when they achieve the experience and 

expertise to handle the next level of responsibilities. The years spent serving at each level 

of responsibility differs from country to country. In Kenya it is three years,’ while in 

USA* there is a yearly evaluation.



which is the foreign service administration that oversees the selection and promotion of

foreign service officers and other categories of foreign service personnel. It also oversees

the budgeting and plays a facilitative role in terms of availing the equipment and running

subsidiary people processing organization charged under a broad mandate from the larger

department of state bureaucracy to recruit, train, and oversee the careers of these key

organizational personnel.'" While this is the ideal way of handling the personnel

management in the foreign service, many countries among them Kenya, still rely on the

central government unit of recruitment to do this, or handle it as one of its administrative

duties.

The modern foreign service is an amalgam of earlier diplomatic and consular

services. In this study the term foreign service and diplomatic service will be used

interchangeably and they will be referring to the human resource in the foreign affairs

department. The field force of a foreign office, comprising diplomatic and consular

personnel engaged in representing the home government's interests abroad and providing

the necessary information on which foreign policy is based. There is a marked similarity

in the foreign service organizations of most countries. Diplomatic and consular functions

abroad, enabling interchangeability of consular and diplomatic officers. The merger of

the two functions came about when many European countries, beginning with France in

1880, recognized that the consular service, although less dependent on ceremony and
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are generally performed by a single service, which is expected to serve at home or

the management of the offices. In the USA, the foreign service administration is a

’ Ibid.
Ibid.



prestige, could not be entirely separated from diplomatic affairs. ’ *

Diplomacy and Foreign Policy

Diplomacy may be described as the process by which foreign policies are

converted from rhetoric to realities, from pronouncements of principles to the everyday

I promotion of national interest.'^ It is a quest, essentially, for influence or power.

Gathering and dispensing information, reporting, and negotiating, along with other

techniques serve as means to this end.'-'

While generally viewed as the means of carrying out foreign policies, diplomacy

generates resources needed for the formulation of sound policy and its practitioner should

be fully utilized in the policy-forming process.''' According to Simpson the resources of

diplomacy must be considerably amplified in all its dimensions: intellectual and cultural.

political, research and analysis, planning, education and training. Total development and

use of human resources of the diplomatic establishment should be sought after ardently.

In pursuit of international objectives the provision of education and training to officers

should compare to the demands placed on them by modern diplomacy.

evident in everyday relationships. In the relationships of national governments, the use of

‘diplomacy’. Use in that context involves as

much personal skill as do difficult individual relationships, for the relations of

'' Encyclopedia article; The Columbia Encyclopedia, Sixth Edition, 2004. 52323
pgs.
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such qualities and techniques is known as

The qualities and techniques of diplomacy constitute no mystique. They are

Livingstone Merchant; ‘New Techniques in Diplomacy,’ in E. A. Johnson 
(ed.). The Dimensions of Diplomacy (Baltimore: Johns Hopkins Press, 1964), p. 120.

See, Article 3 of the Vienna Convention on Diplomatic Relations.
Simpson S: “Resources and Needs of American Diplomacy” Annals of the 

American Academy of Political anil Social Science, Vol.380 (November 1968), pp. 135- 
144.



governments are in fact, the relations of people. The best diplomats surmount their

official status and so command the host government’s respect that, as individuals, they

acquire an extraordinary influence.

The personality, character, learning and gifts including intuition as to what to do.

when and how, greatly determine a diplomat’s role and, thus in no small measure, his

system while diplomacy is the means of achieving the set out policies. Therefore good

management of the diplomatic service affects the outcome of the foreign policy ventures.

One could say that the foreign policy was a destination for a voyager and diplomacy was

the means of travel used to get to that destination. To be able to get to the destination one

needs to know where it is in terms of directions and distance and how it looks like so that

when they get there they will recognize it. Secondly, one will need to have the means to

manage the information (in this

the diplomacy). Management here refers to running the travel smoothly by making sure

that everything is in order for instance by having a map or directions of the destination

(policy) and by having the vehicle that is well maintained and fueled or having the

necessary tickets to the train or plane to the destination. Management of one therefore

means management of the other.

15 Ibid.
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government’s capacity in world affairs.”

Foreign policies are ideas, interests, plans that a country has in the international

get there for instance a vehicle, a train, ship or plane. Lastly one has to understand and 

case the policy) and the means to achieve it (in this case



Management of Human Resource

For a successive institution, managers need to adopt strategies to retain, reward

and recognise their employees who make a positive contribution to overall institutional

other opportunities for individual growth. A manager should also ensure that the work

remains challenging and interesting by providing growth opportunities for staff with

Job security is important and

environment and additional benefits are provided to his staff. Employees will stay with a

business despite below-market pay, but not below award! Showing respect to your

employees’ efforts by taking the time to personally thank them for doing something well.

Specifically say how and why their effort was of value. Employee recognition is a

powerful tool for shaping and reinforcing desired performance with the advantage of

helping both management and its employees feel better in the process.

Grievance handling by solving problems as they develop helps in managing

human resource. To do this a manager would need effective grievance handling

procedures tailored to the needs of the workplace. A grievance is a formal expression of

dissatisfaction about

sometimes also be initiated by a group of staff or a union acting on their behalf.
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employees’ efforts and show them how they add value to the objectives of the institution 

does make a difference. Cross-train staff and encourage them to work more closely with

challenging assignments and the necessary tools to successfully complete projects.

a manager should ensure that a safe, stable work

a work situation usually by an individual employee, but it may

performance. There are several ways a manager can achieve this. A manager should 

provide opportunity for advancement in the form of new roles, stimulating work and

customers to help them feel more valued. A manager should also Acknowledge



the work. This may include loss of productivity and
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Grievance procedures are bused on the principle of natural justice and it is recognised as 

good business sense to have effective grievance procedures.

By managing conflict in the workplace a manager eliminates problems with his 

! work force. Conflict between staff may arise from time to time which may have

be the result of personal differences, differences in approach, an action at work, or even 

outside the workplace. Ignoring the problem may potentially lead to something more 

serious, such as a physical conflict between staff or significant impacts on work

significant adverse effects on

customer confidence. Conflict between staff occurs for a range of reasons. Conflict may

BACH, S. ( 1994). '"Restructuring the Personnel Function: The Case of NIIS Trusts'", 
Human Resource Management Journal, winter, 4/ 2: 99-115.
” ARGYRIS, C. ( 1970). Personality and Organization: The Conflict between Systems 
and the Individual. New York: Harper & Row.

performance. “

A good manager would deal with conflict as soon as it comes to their attention, 

either through observation or a complaint from staff. He would begin by gathering 

information about the conflict. Talk to staff involved to identify the issue, investigate the 

matter by talking to witnesses. He would ensure he meets all legal obligations to provide 

a safe workplace free from harassment and discrimination. He would then meet with the 

staff involved to identify outcomes and devise a plan of action to manage and/or resolve 

the issue or take disciplinary action where necessary.”

Further, he would ensure staff clearly understands their obligations and responsibilities 

in the workplace, behaviours which are acceptable and unacceptable in the workplace, the 

consequences of continuing to display unacceptable behaviour(s), and lastly but not least 

he would discuss other issues that may arise and monitor the situation and deal with



issues as they arise. It should be noted that simply separating the staff involved may not

be the answer as you may just be transferring a problem to another area."*

The Management Dimensions of Diplomatic Service

There are several dimensions of diplomatic service management that arise. This

chapter will highlight them and look extensively at the concept of posting policy defined

earlier in chapter one as the management of the human resource in the foreign service

The Intellectual-Cultural Concept

In the foreign service, the diplomatic process acquires some formalities and

limitations demanding learning and ingenuity to surmount. This means that what a
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from recruitment to mobility while in service up to retirement, in a later chapter.
UNIVERSITY OF NAIROBI 
EAST AFRICANA COLLECTION

recruit the right people, train them not only at the outset of their careers but throughout 

their career and provide them with the infrastructure that will ensure that they are in a 

position to deliver in their work. Continuous training will enable members of the foreign 

service to keep up with the changing environment and developments in knowledge in the

diplomat says and does as an individual s(he) cannot say and do as a diplomat, and what a 

so subject to misunderstanding because of cultural.diplomat does decide is feasible is

linguistic and psychological differences that s(he) is obliged in speech and action to move 

in special care. This requires considerable groundwork for any move because diplomacy 

is practiced with peoples of different backgrounds. This emphasizes the need and 

importance of education and training of the foreign service officers.'”

The resources of a diplomatic service are mainly human.™ It is imperative to

ADLER, N. J., and GHODER, F. ( 1990). '"Human Resource Management: A Global 
Perspective'", in R. Pieper (ed.). Human Resource Management. An
” Simpson S: “Resources and Needs of American Diplomacy” Annals of the American 
Academy of Political and Social Science, Vol.380 (November 1968), pp. 135-144.



fields related to the practice of diplomacy.-'

Six basic managerial operations are crucial in personnel management specially at

recruitment. These are abilities to plan, decide, organize and delegate, communicate.

lead, and analyze. Three of these operations are "intellectual," namely plan.

communicate, and analyze. These involve the ability to analyze problems, to think

and hence some
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logically, to express one's self, and to analyze numerical values. The other three are 

predominantly personality characteristics, namely decide, organize, and lead.

The planning required by a supervisory job may be very simple, or it may be very 

complex. If the type of work is highly standardized, a great deal of control information is 

available, and plans must be made for only a few specific jobs and for only a few days 

ahead; then relatively little ability for planning is required. But if the situation is 

unstandurdized as in foreign service, there is very little guiding information, and plans 

must be made for a year ahead, covering many unrelated functions, then an extremely 

high degree of planning ability is required by the job.

Similarly for communicating, some jobs require only a low level of the ability for 

self-expression, and other jobs require an extremely high degree which is the case in 

foreign service. The number of contacts in which to express the message, the method of 

communication (face-to-face talks, written memos, and speeches), the specificity or the 

abstractness of the subject, and the objective to be attained by the communication-all 

influence the demands of the job so far as the complexity of this ability is required.

In today’s culture, plans and progress are generally expressed in numerical terms 

ability for handling arithmetical problems is required by most

P Marshall: Positive Diplomacy. (1999) Palgrave; New York.
Makumi Mwagiru; (2004). Diplomacy. Documents, Methods & Practice. IDIS.



supervisory jobs. The type of arithmetical operation involved, the method of reporting.

Most persons can make decisions, but they cannot all make stable, mature decisions.

Maturity is required in order to make highly complex decisions. Some understanding of

the behavior of persons is required by many jobs, since decisions are often made in a

social situation. The ability to stand pressure is also crucial.’’

Human Resource Management in the Foreign Service

The issue of management of the human resource in the foreign service is

paramount. Managing human resource who are scattered over a great number of locations

presents certain problems. The members of the foreign service need to be remunerated at

danger in certain posts. It has to also take into account the morale problems stemming

from the peripatetic nature of the work.

forgotten and ensure equality of opportunity to all especially in opportunities to serve

abroad in the country’s diplomatic missions. This is important in developing a well

motivated foreign service.’^ There is nothing more destructive of morale and indeed of

enjoyment of the job and of the life that goes with it, than the feeling that some people
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account the degree of mobility and unpredictability of the job and the discomfort or even

i and the extent of deduction from numbers all tends to make a job simple or complex in 

the numerical area. “ The making of decisions is treated as a personality characteristic.

a rate which is comparable with that of similar jobs, and it has to in addition to take into

Nairobi. Pp. 143-152
, R. B. Shuman, The Management of Men ( Norman: University of Oklahoma

Press, 1948).
Burke W. W. ( 1987). Organisation Development: A Normative View. Reading, MA: 

Addison-Wesley.
Ibid.

It is imperative to assure those furthest from headquarters that they are not



25never

human resource and one is forced to borrow from literature on the management of

diplomacy. To understand

42

get a chance and that others are shown favouritism.

There is not much available literature on the management of foreign service

a people’s politics one

social upset.-'’

The foreign service can be extremely challenging. Apart from changes in job 

responsibilities, foreign service officers typically need to adjust to a different climate, a 

new culture, and a variety of language barriers. Foreign service assignments also often 

involve either uprooting families to a new country or causing the officer to live away 

from their families, either of which puts strain on both expatriates and their families.

The Political Dimension of Management

Diplomacy possesses a political dimension because it is a governmental process 

which is motivated and directed by political results. Diplomacy is international politics 

are times when inaction does best as

expatriates. One can appreciate the fact that production factors other than humans are 

comparatively less anchored and therefore can be moved around, shuffled, reduced, 

increased, transformed and discarded relatively freely to suit managers’ requirements. 

I heir value is subject to market forces in most cases in a straightforward manner. But 

humans are different. They have needs, emotions, interests and attachments, and they 

perform their tasks best if these are reasonably catered for. They cannot be easily 

discarded and shuffled around against their wishes without causing individual and/or

" Simpson S: “Resources and Needs of American Diplomacy” Annals of the American Academy 
o/Po/zz/c«/flnrf.Soc/o/Sc/ence, Vol.380 (November 1968), pp. 135-144.

Monir H. Tayeb. (2000). The Management of International Enterprises: A Socio-I oltticai Vtew. 
Macmillan. New York; pp 127.

where maneuver and motion are present but there

has to assimilate their culture and



psychology making the dimension of intellectual and cultural interlink with the political

dimension. Therefore a diplomat has to create an intellectual-political understanding and

climate abroad in which the objectives of the sending state’s foreign policy can be

achieved. The politics of diplomacy not only involves ambassadors and senior officers

but also junior officers.” This sets diplomatic service apart from the bureaucratic process

and its management should reflect this. The effort and work of the junior officers should

be appreciated and rewarded like that of the ambassadors.
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headquarters, its peculiar often rambling and chaotic ways and its personalities, and in 

enlisting their assistance by the very same processes which he or she employs abroad in 

enlisting the cooperation of foreign officials in a foreign environment. Getting the action

conscious. S(he) therefore is different from the ordinary civil servant. “

his or her success in understanding the

the aspect of the ever present bureaucracy in all government institutions that those abroad 

have to deal with before taking action on any matter. In getting the bureaucracy to

respond to world developments adequately and promptly the diplomat must become a 

bureaucrat of sorts, but one who is politically motivated and foreign-environment

The Domestic Aspect of Management

The domestic aspect refers to the atmosphere in the headquarters of the foreign 

service ministry and other ministries/departments involved in foreign affairs. This is so 

because many international issues have a crucial domestic thrust that requires input from 

other ministries other than the ministry responsible for foreign affairs. One major issue is

'I'he success of a diplomat depends on

” Simpson S: “Resources and Needs of American Diplomacy” Annals of the American 
Academy of Political and Social Science, Vol.380 (November 1968), pp. 135-144.

Ibid.



that one needs from his own headquarters is no mean feat." No diplomat is trained for

responsive to this thrust and capable of coping effectively with it.

Of paramount importance is the balance and division between effort at home and

abroad. The content of negotiations tend to have a more domestic content when it comes

and effective corroboration from the home ministries.

The other domestic aspect that is important is domestic clarification which refers

unrelated but are.
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The Organizational Dimension of Management

I’his relates to management and supervision, and cannot be met by an ill managed

organization. Organization means supervision and supervision means the development of 

people. There is a need for a supervisory function and training of the supervisors and the 

supervised alike to make the concept prevalent in the diplomatic service. This would 

improve the general quality of diplomacy and solve many problems which seem

to multilateral negotiations and is often of direct and continuing concern of different 

ministries. There is dire need therefore for effective representation in multilateral stations

W. Attwood: The Reds and the Blacks (New York: Harper & Row, 1967), pp. 39-40.
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organizational dimensions. A country should have 

that of other countries. Diplomacy is rarely taught in schools or higher institutions of

a clarification of its diplomacy and

to matters inherent in the country’s diplomacy evolution. It overlaps both the political and

learning. Often countries recruit individuals to the foreign service who have no idea what 

diplomacy is all about. The nature, technique and substance of diplomacy need to be 

known by all. This would enable the public and the rest of the civil service to put checks 

and balances for the foreign service thus aid its management.

this, and must develop it on their own. Rare is a diplomat who is imaginatively
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lheir prime while possessing just the experience to hold a senior position effectively. 

Management therefore has to devise a way to enable the organization to treat its 

personnel as human beings and to stimulate rather than suffocate their judgment and

have lost hope of getting there and the let-down feeling of all officers as they witness the 

dehumanized treatment of their seniors who are sacked or transferred from the service at

One of the problems that would be solved is the morale of junior officers who feel 

left out from where the action is. The other is the cynicism of the mid-career officers who

facilities needed for work.

Organizational structure needs to adapt to changes in composition of personnel 

skills and attitudes. This affects the mobility of foreign service officers as they compare

» Sill 
PuUlica

inpson S: “Resources and Needs of American Diplomacy” Annals of the American Acaileiny of 
at and Social Science, Vol.380 (November 1968), pp. 135-144.

initiative.’”

The problem of management of the foreign service could stem from diplomats 

refusal to manage lheir own affairs as they feel the function is not part of their bargain. 

They contracted for a more glamorous role of ‘diplomat’ not manager. This leaves the 

diplomatic establishment without managers. It has only administrators drawn not 

necessarily from the diplomatic ranks but from outside the diplomatic service. But 

management is more than a single manager or administrator. It is a group of persons who 

exercise jointly the authority and the responsibility for group activity. Therefore everyone 

counts when it comes to management and that is what foreign service officers should 

realize. Administrators tend to work by themselves rather than in unison with the rest of 

lheir colleagues. They tend to point out the way but not necessarily gel themselves dirty 

to do the work, they oversee the rest and mostly in terms of provision of monetary and



themselves with their reference group. If the reference group is doing better in terms of

upward mobility then feelings of deprivation creep in, thus demotivation.” Slowed

promotion rates is a road block for those officers who assumed that rapid promotion

would enable them to apply new techniques to the unique problems of modern

managing the foreign service will be an easier job a.s previous mistakes will be avoided.

of continuity of their education at home and disrupted education as the price of their
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government possesses. As part of the inventory,

•' analyze its mistakes in foreign policy and diplomacy to ascertain why it failed in any 

Planning is related to this as systematic thought is

Social problems of diplomatic missions

Family life is complicated by the peripatetic nature of the foreign service. An 

officer has to make a choice between children separation from him/herself in the interest

situation and prevent a recurrence.

needed on the development of the resources, human and other, needed to carry out 

policies. To make policy decisions, to enter commitments and to decide important moves 

without stopping to inventory resources and to bring diplomacy into equilibrium with 

decisions is the rankest folly.” If inventory and planning is done elTectively and is timely.

Research and Analysis

A diplomat must be served by the gathering and analysis of information on 

broader and deeper scales. There are two faces of this, the research and analysis of 

diplomacy itself, and maintenance of an inventory of diplomatic resources which a 

a diplomatic establishment should

” Makiiiili Mwagiru; (2004). Diplomacy. Documents, Methods c6 Practice. IDIS: Nairobi. Pp.143-152
” White Harrison C. (1970). Chains of Opportunity: Systems Models of Mobility in Organisations. 
Harvard University Press; Cambridge, Ma; Wright Eric Olin & Luca Perrone .(1974). ‘Marxist Class 
Categories of Income Inequality’. American Sociological Review 42: 32- 25.

diplomacy.”



remaining together as they move from post to post. There is also a problem relating to

spouses especially those with their own careers, but are not able to move with their

partners. This may be solved by those who partner (by both working in the foreign

Adjustment issues are also experienced by the family of diplomats when the post presents

return home.

counselled about what is expected of them and their family while there to enable them
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prepare effectively. The counselling should also be done for their family members also. 

This means that ways and means of handling such social problems should be known to

It would help if officers know where they will be posted way ahead and are

service) in foreign service careers but their children will have a disrupted education.’'*

a different language and culture to them. Some are unable to adjust and are forced to

the head of chancery to avoid their escalation.”

” Simpson S: “Resources and Needs of American Diplomacy” Annals of the American Academy of 
Political and Social Science, Vol.380 (November 1968), pp. 135-144.
’■* P. Marshall: Positive Diplomacy. (1999) Palgrave; New York.
“ Simpson S: “Resources and Needs of American Diplomacy” Annals of the American Academy of 
Political and Social Science, Vol.380 (November 1968), pp. 135-144.



CHAPTER THREE

MANAGEMENT OF KENYAN FOREIGN SERVICE

Introduction

The first principal aspect of industrial management as explained in chapter One

and Two relates to the establishment of lines of responsibility drawn usually in the form

of an organization chart that designates the executives of an organization, from the

president to the foreperson or department head, and specifies the functions for which they

are responsible. The Kenya foreign service is headed by the minister for foreign affairs

I lowever, the conduct of foreign policy in Kenya is a prerogative of the head of state who

is the chief executive (president). These powers

Constitution of Kenya.’

permanent secretary is considered to be the head of administrative policy, a position that

' Section 16 of the Constitution of Kenya, Amendment Act No. 28 and in section 23.
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decision-making. From this perspective, the ministry of foreign affairs is only a 

steward of the cotititry's foreign policy; the various

Consequently, the president is the initiator, articulator and director of foreign 

policy. This applies universally and is not unique to Kenya. The foreign ministry’s 

responsibility is that of advice and execution in consultation with the president. Several 

individuals, institutions and organizations participate in foreign policy formulation and

are vested in the presidency by the

facilitator, coordinator and a

government agencies are complementary actors in the conduct of foreign policy.

The minister is considered to be the head of foreign policy in the ministry and the

who is a member of parliament and is appointed to this position by the president.



On

there is an effective

established after Kenya became
The
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caused by the misunderstanding between

policy. The realization that the implementation of foreign policy is best achieved where 

and efficient management of diplomatic service and of foreign policy 

policy creation is implementation has necessitated this study, 

administration of the foreign policy to the 

on creation of new foreign policy

for the country.'*

ministry of foreign affairs (MFA) was 

l„d.p.„den. id 1963 lo .dicul.le policy. «. -l-«y —

. -minisuy of .1.1= for foioign .»i»” under ,h. Oflice of .he Preeiden. un.il 1969 when

some scholars disagree with as they find it untenable. Mwagirif differentiate 

management of foreign policy with creation of foreign policy. Management of foreign 

policy concerns shaping the players, the organs and environment to best serve the actor.’ 

the other hand, managing the diplomatic service entails creating a framework and 

in the diplomatic service and in which theenvironment in which professionals serve

players come up with the best ways of implementing foreign policy. Therefore those 

engaged in the diplomatic service also implement foreign policy which necessitate that 

•' the same manager should ideally manage both.

The confusion and connict between the minister and permanent secretary is 

the creation and implementation of foreign

llluslralions from lhe “"““'S'" Confmme On Th,
Rhihhnn. ,h Nulrom, 26-

Mwagiru, (2004). Dip/omucy. Due— h<„hhJ, * rcocOcc. IDIS.

^'‘S'.ppcudlx for .he c«™.l orgam».io9.l sirocure of mimCry of (...eigo affoii. m

since the end of foreign

Therefore the minister should leave the 

permanent secretary and his officials and concentiate



of the United Nations in Afi ica.

Kenya.
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it became a fully-fledged ministry headed by a minister for foreign affairs. Currently, the 

ministry has established thirty nine (39) missions and three (3) consulates general. UNEP, 

HABITAT are the missions in Nairobi. The government has authorized the establishment 

of Missions in Brasilia, Brazil; Bangkok, Thailand, and a Consulate General in Dublin in

2006/2007 financial year.

The ministi-y also oversees the activities of 80 foreign resident embassies, 7 non­

resident embassies, 19 consulates and 46 international organisations, which are based in 

Nairobi. The presence of these missions and international organisations in Nairobi has 

contributed immensely in reinforcing Nairobi as a regional diplomatic hub, and the home

The other principal aspect of industrial management relates to the development of 

a staff of qualified executives. This is the main agenda of this study and it relates closely 

to planning which in industrial management has three principal aspects. The first aspect 

' of planning relates to the establishment of broad basic policies with respect to production 

or provision of services. In the case of this study, the broad policies will relate to foreign 

policy, as the foreign service exists to implement a country’s foreign policy. To do this 

they have to understand what that policy is and how to implement it.

Kenya's Foreign Policy Orientation

Kenya’s foreign policy has, since independence been designed and guided by 

basic and universally recognized norms: respect for sovereignty and territorial integrity of 

other states and preservation of national security; good neighborliness and peaceful co­

existence; peaceftil settlement of disputes; non-interference in the internal affairs of other 

slates; non-alignment and national self-interest and, adherence to the Charters of the UN



and OAIJ/AU.
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Factors Influencing Kenyans Foreign Policy

Kenya's foreign policy has since independence been guided and shaped by its own 

nilional incerest. This self-lnleresl could be grouped into three main categories. Firstly, 

peace and stability are a pre-requisite to social and economic development. The 

governntenl’s commitment Io guarantee the security of its people and the preservation of 

national integrity and sovereignly within secure borders underlies the desire to advance 

national interests by guaranteeing a secure political envitonnient for development. 

Secondly economic development has played a dominant role in shaping Kenya's foreign 

policy. The need to ptttsue an open economic policy and the demand fo, foreign capital 

and investment flows has influencert Kenya's approach to foreign policy. Tltlrdly, 

Kenya's foreign policy in the region has been shaped by facton. such as the presence of 

overlapping ethnic community acress borden, and the fact that Kenya is a littoral slate of 

the Indian Ocean and which influences relations will, landlocked neighbors.

Fourthly, international and reglotwl co-operatiort form a major component of the 

foteign policy of any eountty. Kenya participates actively in several regional initiatives, 

h is a memirer of East AIncan Community, Common M.tket for Easletn and Southern 

Africa ,COMESA), ACF-EU, Intergovernmental Authority on Development (lOAD), 

- and Indian Ocean Rim Association for Regional Cooperation, amongst others. Utis co- 

operation is bottle out of the realization that the development and ptosperity of Kenya are 

intimately tied Is tmighbors in the region. With the advent of globalization and 

liberalization, the country's estemal relations are being govenred mor. and more by the 

need to promote a favorable environment for trade and investment.



Sessional Paper No. 2 of 1997 on “Industrial Transformation to the year 2020”

clearly defines Kenya's approach to regional integration arrangements. It identifies

institutional and legal framework as prerequisites fostering international and regional

trade which could benefit Kenya. This pro-active and participatory role in the economic

and trade dynamics in the region is geared towards fighting poverty and improving the

welfare of the citizens of Kenya. Kenya has currently given priority to COMESA, EAC,

ACP-EU, NEPAD, UN and AU. Kenya has also started to look for new partners in

development form the eastern part of the world the latest major venture being China.

In summary, to attain its set goals and interests in foreign policy, Kenya continues

The desire to promoteto seek effective strategies in its approach to foreign policy.

adherence to the charters of the UN and African Union.

Before

plays the role of the convener
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economic development will influence Kenya's approach to foreign policy while 

maintaining its traditional core principles and norms of non-alignment, non-interference 

in internal affairs of other states, good neighborliness, peaceful settlement of disputes and

Managing the Foreign Policy

To able to implement its foreign policy, Kenya uses the ministry of foreign affairs 

as its coordinator and major implementor of the foreign policy. The ministry coordinates 

the main actors for instance in trade negotiations thewhere other stakeholders are 

ministry of trade and industry is the main stakeholder and depending 

trade other stakeholders come in (for instance, if it is to do with agriculture products the

ministry of agriculture becomes another stakeholder).

the negotiations begin, there is a preparatory stage where the ministry 

of all the stakeholders meetings to prepare for the

on the subject of



negotiulions and have a common eoiiiiliy position on the matter to be negotiated and fall

back positions in case of disagreements with the negotiating partner. After round table

negotiations there are other discussions that follow and the question of implementation

which the ministry plays a big role in. The ministry also acts as a depository for all

5 iviakumi Mwagiru, (2004). L/p/owrtcy. Documents. Methods & Practice. IDIS. Nairobi.
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treaties and agreements entered into by the state.’

The ministry is able to follow up on issues with other countries through its foreign 

stationed in several countries. Therefore it is imperative to

personnel in missions in this countries are

posted to these missions with the ability to capture the data the country needs and to

service personnel who are 

manage the foreign service personnel efficiently for them to be able to implement and in 

the long run manage the foreign policy. To manage the foreign policy, the personnel is 

required to implement it in a way that will serve the country best.

In Kenya there is a missing link between the foreign policy and the foreign 

service personnel. This as explained earlier at the beginning of this chapter, could be as a 

result of the two being managed by two different people where the minister insists on 

managing the foreign policy and the permanent secretary managing the personnel to 

implement it. This creates a discrepancy which results in the foreign policy not being 

effectively implemented. It is obvious in the deployment of foreign service olTicers that 

the foreign policy is not considered. If it were to be considered, there would be more 

officers posted where the work is and fewer officers where the work is, less or where the 

country’s interests are not significant. Since Kenya’s foreign policy shifted from the west 

to Far East the effects of this policy are yet to be felt in terms of implementation where 

concerned. There should be more personnel
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together with 

responsibilities as the work plans are 

done yearly with quarterly reviews. The

areas that they caninitiate negotiations or lay the foundation for such negotiations in 

identify better while on the ground in those countries.

•fhere are some stations that need more personnel than others and the authorized 

establishment should be reviewed as often as the country reviews its foreign policy. It is 

wastefid to open a mission and not give it enough personnel to make it give its best. In 

multilateral stations for instance, it is imperative to consider the number of committees 

that run concurrently when deciding the establishment of such missions. There have been 

cases where one officer is expected to cover more than two committees which run 

concurrently. This is not humanly possible and the country ends up losing in important 

international matters because it is not privy into the discussions in this committees.*

In short, managing the foreign service personnel and managing the foreign policy 

is one and the same thing because neither can do without the other. Since the new 

administration came into power after the 2002 general elections efforts have been made 

in a bid to streamline the public institutions including the civil service. Consequently 

every public institution has been required to come up with strategic plans of 5 years. The 

•'first one for the ministiy of foreign affairs is for 2005-2010 in which strategic issues, 

options and objectives as summarized above have been discussed.

The important aspect that strategic planning has brought about that has not been 

discussed yet is the supervisory and work plans that every officer has to come up with 

their immediate supervisors. This has helped assign duties and 

tied with appraisals of every officer which now are 

difficulty in managing the work plans is the



policy.

the management of the

ministry and observation of other officers

deployment.
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were assigned to at the beginning of the financial year, 

will most likely be different at mid-year review

Posting Policy

Posting policy is defined for the purpose of this study as 

human resource in the diplomatic service. This begins at recruitment, training, 

assignments in home office and overseas, development in the service up to retirement.

Recruitment

On the issue of human resource management, industrial psychology guides this 

study through the process of selecting, training and promotion of foreign service officers 

in Kenya. The selection of workers for particular jobs is essentially a problem of 

discovering the .peei.l .ptimde. .nd pen»n.lit, ch.r.c.crisiics needed for the Job .nd of 

devising tests to determine whether e.ndid.tes h.ve st,eh .ptitnde. t»d ch.r.c,eristics.

the foreign policy implementation

strategic objectives which mirror the foreign policy of the country.

plan and the strategic planning as a whole is assisting in managing Kenya’s foreign

peripatetic nature of the foreign service, both at headquarters and in missions abroad. 

Officers are generalists in their work and they are moved from one department/desk to 

another very often the duties they 

which the appraisals are pegged on, 

and/or at the end of the financial year.’

There is a need therefore to encourage some sought of specialization to make this 

venture tenable. The bright side of the work plan implementation is the management of 

as the work every officer does is aligned to the

’. Therefore the work
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« '■ /AXo,/ Qnnfil “The Missinu Link in the Study of Diplomacy.Makiimi Mwagiru, (May 2006). ninlomatic Service and Foreign Policy in
Illusratiom from ll« ’‘‘'“f™,'" Cn/mict Tlie
SX X’O/ n, S,,.!, KdM !« AJHc,. Noirobi, 26-

27 May,2006 ninlomacv Documenls, Methods & Practice. IDIS. Nairobi;
aSSSS * P—tlon during .be •«» Cume/n, 
Transferred Offlcer.s to the Ministry q1 foreign Affairs May. 2006.

This is not being done in the selection of Kenya’s foreign service. The ministry of 

foreign affairs has for many years not recruited its own people for a long time and has 

depended on civil servants from other departments who generally are not trained in 

•'diplomacy as they are in mid-career in other areas of civil service.’ Therefore the ministry 

needs to take recruitment into foreign service seriously and requirements for qualification 

should not be the same as those for the general civil service. Currently, there is no 

recruitment policy in the ministry of foreign affairs; but earlier just after independence 

there was a practice that allowed the ministry a say in the kind of recruits it engaged as 

they interviewed them first and employed those who passed provisionally, pending their 

confirmation by the Public Service Commission of Kenya which is the human resource 

management agency for Kenya civil service. ’ This enabled the ministry to get the best 

suited candidates to work in the foreign service.

Training, Work Environment and Mobility
From recruitment of the best suited candidates, industrial psychology emphasizes 

training at entry level to any profession. In Kenya, entrants to the foreign service whether 

new recruits by the Public Service Commission or civil servants on mid-career in other 

areas are first taken through an induction course of one month and then are expected to at 

least get a post-graduate diploma in diplomacy/international studies before they are able



begin with the administration

Secrelary/Director of Personnel Management Oflice Ol I resident.
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to be deployed effectively in the foreign service.

The scheme of service requires an entrant to be in possession of a bachelors 

degree in any of the social sciences from a recognized university. To move to the next 

level an officer has to have worked for 2 years at the entry level and attended one year 

diplomacy training. One can be directly appointed into the scheme or convert from other 

existing public service schemes of service. The guidelines of how to do that are given in 

the scheme of service for foreign personnel. The problem in the scheme is that 

advancement is pegged on the existence of a vacancy in the authorized establishment (the 

number of officers allowed to be at a certain level of work, otherwise known as job 

group). Approval is also required from Public Service Commission which makes the 

process tedious and longer as the commission deals with the whole of the civil service. 

This gives room to a lot of officers going on for many years without promotion and when 

they are done they are never in time."

There is no policy guiding the deployment of officers to duty stations/desk but the 

practice has been for officers to work al the ministry’s headquarters for at least two years 

moving from one department to another acquainting themselves with the kind of work in 

each department before they are posted to missions abroad. There are very few 

specialized departments in the ministry of foreign affairs which means that an officer can 

virtually work in almost all departments save for legal or economic departments when 

one is not a lawyer or economist by profession. Otherwise the generalist officer can do all 

kinds of work including economic-political analysis.

Most officers in the Kenyan foreign service



facilities that can assist make a task easier, like a computer.

the job and observation while working
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a lot it needs to do in this area. First

Equipments or

" Tn I pr views with officers at different levels of the scheme of service.
•> to™7Xl=nce on the job .nd obs=™tion while workrns nt the mtn,slot of

department which allows them to interact with almost all other departments as 

administration department plays a facilitative role for the other departments. Once the 

officer is on the job and has been trained, the ftindamental aim of the organizational 

psychologist is to find ways in which a particular job can best be accomplished with 

minimum effort and a maximum of individual satisfaction. To do this, one has to look at 

several aspects of job performance. These include equipment used and conditions under 

which the job is performed. Also important is the motions/steps and effort required to do 

the job. Conditions refer to aspects like ventilation of the office, heating, lighting, noise 

and anything else affecting the comfort or morale of the worker.

The ministry of foreign affairs in Kenya has

there is inadequate office space for its personnel. Officers newly appointed spend up to 

months without a desk to work on and when they do get it is ill equipped and one has to 

start following up individuals responsible to avail this facilities in order to get them. Most 

new officers start out with old and tattered or broken chairs and desks before they learn 

their way in the ministry and harass those responsible to deliver.

Equipments like telephones and computers which are vital in order Io deliver and 

be efficient are like gold in the ministry of foreign affairs. The absurdity is that the 

ministry can afford to avail these equipments to each officer but it has not bothered to. 

Those who are aggressive enough to demand them end up being given the oldest versions 

available which beats the purpose of availing them.'-



This is not only
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task. For example, one

officer on one computer by way of researching

work anil lastly email it to the relevant people. If this

to look for the information in

depend on

one has to put in order to do ainternet facilities, fax machine/tclephone reduces the effort

is able to research, write and communicate the work to another 

on the topic from the internet, using the

government has no 

missions abroad. This

2006.

same computer to type the 

individual docs not have the facilities, s(he) will be forced 

libraries outside the office as the library in the ministry is not up to date and has no 

computers for use either, draft the work by hand and get a secretary to do the typing 

which might take long as the secretary may have other jobs to do.

It is more expensive to not avail these facilities to officers than it is to avail them, 

experienced at headquarters but also at missions abroad where the 

policy of acquiring property or disposing and replacing them in 

makes it difficult for officers abroad especially that they also 

the same government to provide for their accommodation. There have been 

situations where officers are forced to live in dilapidated houses while their counterparts 

from other courrlrles .re well t.ke.r e.re of. This .ITeets their work ,s Ihrtry .re not » 

return ftvours to their eotmlerpmt. that mquho them to h.vlte them Io their home, for 

errtermlrrment „.ri .l»y .» neither eontinue to «ie=pt sueh invif.lons from them no, 

return the favours.- It is through soei.l event, sueh the« th., diplom.,. get 

Information and network with other diplomats. This .t»h«s them in delivering a, work." 

Therefom In term, of faeililation Kenyan foreign serviee oilicer, „d=. do wilh littleof it 

as there are no policies guiding these ateas.
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service is the postings to
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difficully in adjusting to the 

fair and one that plans

delays of money remittance 

the chancery and officers. Newl 

their basics in the new station have

will allow officers to

their culture and language. Their family will also prepare 

language if it is different, and its education system in case of there being children. This 

will help alleviate adjustment problems for officers and their families.

A posting policy will also reduce the number of cases where an officer or a 

member of his or her family returns home before the end of the tour of duty because of 

new environment. Therefore a posting policy that is open, 

ahead will solve most of the problems in the foreign service. An 

officer will be able to know how and when he will progress in his or her career and tailor 

their expectations accordingly.
The other complaint received from officers who have served in missions abroad is 

to missions abroad which results in financial dilliculties for 

rly posted officers who have barely enough to cater for 

at times been forced to wait for two or three months

Posting to Missions Abroad

crucial aspect in human resource management in the foreign 

missions abroad. The sad thing is that there is no policy in 

existence that guides this area 43 years after independence. There only exists a practice 

that is administered by the permanent secretary and officers do not know what to expect 

until the list of the posted officers is out. This is a practice that should end and in its place 

there should be a policy that allows officers to tailor their expectations responsibly. It 

should have a plan for the posting/deployment of all officers five years down the line to 

enable them and their families prepare for the new station of work ahead of tune. This 

research about the country they will be going to, and learn about 

in terms of learning the



back io headqiiarlers.”
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before receiving their first foreign service allowance.” This makes life difficult for them 

and they have to borrow money from their colleagues in order to survive which brews 

contempt among officers especially when the delay goes for much longer than the time

readjust to the meager pay 

headquarters. This also necessitates

■' thus the never ending lobbying for such opportunities at 

The other result is loss of officers to other organizations 

countries at the end of their tour of duty as the prospects there are better than coming

'• I„fo™.lion8..l..redf,om ,h= M«i». «> ««-*»• “™“

md fcm. onie.rs pCed to .l.~d in lit. Iln.nci.l ye.,

“nSgn »,vlee .llow.ne. paid » nmee» in n.i»nn. -bK-d vennts the basic ,.i.a 

for those at headquarters.

in these briefings.” There are no

Another issue is the huge difference of earnings

abroad and their colleague at headquarters. The difference makes it difficult for people to 

adjust when they return home from missions as they slop earning a lot and have to 

that is characteristic of most of civil service posts at 

the officers need for the posting to missions abroad 

the expense of work at home.

or companies to the host

by which they agreed to repay the loan.

Given the different cultures, and social systems that exists in different societies it 

is imperative to prepare officers and their families for their new post. Counselling should 

be availed to all officers and their families before departure to a new station and while at 

posting to assist in adjustment. The practice in Kenya has been just briefing sessions for 

officers only which is not adequate as only matters pertaining to the office are discussed 

counselling facilities for the Kenyan foreign service.

between officers in missions



CHAPTER FOUR

A CRITICAL ANALYSIS OF THE MANAGEMENT OF KENYAN FOREIGN

SERVICE

was

small and medium-sized states are

The findings
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policy is critically ailing. This is 

and existence of practices that depend

act how they deem best.
Mwagiru’ has argued that, ‘the implementation of foreign policy is best achieved

Introduction

This study set out to find out what the management policy in Kenyan foreign 

service is, the strengths and weaknesses in its management, and identify the core tenets of 

an effective and functional posting policy. These are the objectives set out in Chapter 

One in which a review of existing literature in the area of management of foreign service 

also done. The literature was expounded further in Chapter Two, and it was 

an old and flexible profession, mostestablished that despite the fact that diplomacy is

still struggling with the management of its 

was based on primary data on thediplomatic/foreign service.' ’ Chapter Three 

management of Kenyan foreign service.

established that the biggest challenge for Kenya’s foreign policy lies 

in its implementation, as the proper management of foreign policy and the diplomatic 

service that are central to the success or failure of the implementation of Kenya’s foreign 

a result of the virtual lack of policies to govern this area 

on individuals who hold management positions to



study.

critical to the

permanent
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llliisirations 
Kenya.” 
Theme: The 
27 May,2006

This chapter analyses the main issues that have emerged as 

management of Kenyan foreign service. These are the management of foreign policy and 

diplomatic service, and posting policy, in its various dimensions.

Management of Foreign Policy versus Management of Diplomatic Service

As established earlier in Chapter Two and Three, the management of either the 

foreign policy or diplomatic service means management of the other by proxy as neither 

without the other. The difference between creation and management of foreign 

was defined as shaping the

where there is an effective and efficient management of the diplomatic service, and of 

foreign policy. Where administration of this does not exist, or is weak, there will be 

corresponding difficulties of the implementation of foreign policy. Since the end of 

foreign policy creation is implementation, this missing link has far reaching effects on the 

foreign policy of the country, since a foreign policy that is not implemented is in effect a 

non foreign policy.’ This statement is verified and supported with the findings of this

.r can do

policy was identified where management of foreign policy

players, the organs, and the environment so as to best serve the actor which in this study 

is Kenya.-' In Kenya, creation and management of foreign policy seem not to be 

distinguished by the custodian of the foreign policy who is the minister for foreign 

affairs. This has caused conflict between the minister and the permanent secretary as the 

minister interferes with the running of the ministry which is the responsibility of the 

secretary and his officials under him/her instead of concentrating in creating

r.,., or -
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foreign policy for the country?

A good example can be given of where the permanent secretary deploys officers 

to departments or missions abroad and the minister counsels them. This did happen in 

2005 where an assistant minister cancelled deployments that had been done by the 

permanent secretary after the transfer of the later/' This is not proper because personnel 

management is an administrative matter that falls under the permanent secretary and not 

the minister. Another example is one concerning delegations sent to negotiate in 

international fora where political influence dictates who goes to the negotiations instead 

of the best placed officers who would effectively represent the country. For example, 

week after week messages in which draw attention to the need for Kenyan representation 

at this or that technical or professional meeting in which Kenyan interests are likely to be 

affected from missions abroad are ignored and then at short notice a couple of unqualified 

but cheerful nonentities would turn up and proceed to have fun in the host’s city.’

This kind of problem exists where politicians (minister) looks down upon the 

bureaucrat and wants to turn public servants into his tools and corrupt them by a system 

of favours. The foreign service just like the rest of the public service has its own identity 

in the structure of government in Kenya. It continues unchanged no matter what minister 

takes office and in discharging its duties, does not distinguish between one minister and 

another but serves all faithfully. It has continuity while governments come and go. It is 

not limited in its loyalty to any particular party but seeks to service the government of 

Kenya in the highest and most comprehensive sense of that term.

’ On'the job observation of the practice at the ministry.



of one minister

and limits

65

■ 'ya "public 
mentioned by those

service and a vigilant 

executive. Alongside that ideal, there is a ni

learnt from experience or

are both intelligent and

- observed b, 0»

department in such a way

purposes, then the service is being debased.’

A system of checks and balances helps produce good government 

autocracy. The authoritarian always wants an apparatus that can be used as an instrument 

of his own will. The ideal is to have a strong and independent and non-political foreign 

and effective parliament to give checks and balances to the

leed for ministers who

A foreign service should know no party but only Kenya. Its powers are limited 

and should be subject always to the fact that the minister who is placed in charge of a 

department of the public service is responsible for his decisions to parliament and should 

not delegate that responsibility. By reason of their continuity in office, their expertise and 

their opportunities for gathering information and studying it - an opportunity which no 

^minister has - the higher officers in the public/foreign service may be able to make a 

valuable contribution in the early and formative stages of policy-making.

Once the decision is made about the foreign policy, the foreign service is bound to 

implement the policy but to the point it has the full right and duty. The foreign service is 

expected to give its best service without reserve and without faltering whatever it has 

study keeping in mind that the sole proprietor of the foreign 

policy is the president. Taking that view of foreign service, it is clear that the foreign 

service which is part of the larger public service cannot become the personal possession 

and that if any attempt is made to exercise close control over a 

as to make a department the acquiescent echo of a minister’s



strong enough and so clearly answerable to parliament that they give check and balances

to any trend towards rule by a bureaucracy.

Managing Foreign Policy

important instrument of policy - but that is especially so in foreign policy. Means need to

be associated with ends. “Machinery” includes assigning responsibilities to ministers, the

structure and composition of cabinet committees, and the supporting interdepartmental

coordinating structures.’ That “machinery” can work well or otherwise. It can produce

first class analyses, policy options, coordination at both the political and public service

levels, as well as ensuring implementation.” It can also fail to do so.

It was therefore appropriate in this study devoted primarily to the content of

management of foreign affairs to review the existing machinery and propose changes

substance if he wishes to have an active and strategic foreign policy. It is before the

president has spoken to his colleagues about their portfolios that he has the maximum

discretion. The attractiveness of becoming a minister induces a certain flexibility in the

flexibility which has a short shelf life. Once the

ministers are in their portfolios they lend to become captured by their jurisdiction, with

cases, but ‘tiirP battles are particularly difficult.

The challenge of establishing the most effective system and process for managing
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interests to protect and in many cases, if possible enlarging that jurisdiction. That is not to 

say that a president cannot have continuing influence and right of final decision in many

which the president should consider. The president must think structure as well as

president’s potential colleagues, a

The machinery of government that a president puts in place is always an

’ Presidential Circulars, printed regularly by the Government of Kenya Printers. 
The constitution of Kenya.



t be designed in (he abstract, 

others. Machinery should be

example on

and foreign policies apply."

The second reason is

Kenyan foreign affairs is not new. However, it is becoming a more complicated problem 

for several reasons. The first reason for this challenge is the fact that the separation 

between foreign and domestic policy continues to blur. Supposedly ‘foreign policies’ can 

have enormous effects on supposedly ‘domestic policies’. The reverse is also true. For 

the trade, environment/climate change and agricultural domains, domestic

the foreign Service. Cornell University Press. Ithaca, NY.

67

accordingly.
Therefore to be objective, machinery should not 

although some designs generally function better than <

the change in focus from the western countries as 

development partners to the eastern countries especially far east without adequate 

preparation for this venture. Policies were not prepared in preparation for this move 

which has now pushed the foreign service to work without being sufficiently prepared. 

One major stumbling block is language as few Kenyans speak languages outside the mam 

European languages and most Far East countries have their own languages for in stance 

Chinese for China, Korean for Korea, and Japanese for Japan.

The third reason for challenge in managing foreign policy is the growing degree 

of regional integration with other countries. Sectoral departments such as trade and 

industry, transport, and customs relate easily to their counterparts in the other partner 

stales and bridle al the thought that they should somehow be coordinated not to mention 

led by the ministry of foreign affairs. There is so much going on at any given moment 

(bat il is difficult to have a longer term set of foreign objectives and to manage



more departments.

There are steps that can be taken to improve the environment for a bipartisan

foreign policy. Personnel choices are critical. There should be a process of identifying the

best, most qualified people for the key foreign affairs posts. They should be loyal, but

that does not mean they should come exclusively from one party. A strong bipartisan

national security team would not only facilitate relations with parliament. It would also

send a strong signal to friend and foe alike that Kenya is united in its foreign policy.

Kenya’s political atmosphere may be so contentious that any appointee of the opposite

party would be seen more as a turncoat than an emissary. But this is a risk worth taking in

order to advance Kenya’s foreign policy agenda.

representatives abroad have

insights and recommendations of a well-informed ambassador. Every president appoints

his own ambassadors. Traditionally, about two-thirds are supposed to be drawn from the

contributions.'-

president can increase

requiring his political appointees to

the president's right and they

political appointee should rencct the president's esteem for his nominee's qualifications to 

rather than his appreciation for political contributions at home. The 

his foreign policy credentials, at home but particularly abroad, by 

be accomplished despite their political

UNIVERSITY OF NAIROBI 
EAST AFRICAHA COLLECTION

made in Nairobi, the country's

designed to achieve certain priority objectives, particularly those that cut across two or

Although most aspects of foreign policy are

serve abroad.

an important role. Television cannot substitute for the
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career foreign service, and the rest should be political appointees. Political appointees are 

can be highly effective representatives abroad. 1 lowever, a



for Foreign Service

Posting Policy

Posting policy was derinetl in Chapter One as beginning at the recruitment of 

foreign service officers and continuing to include issues of training, deployment, welfare 

of the officers and his or her family, work environment, promotion, up to retireincnl. in 

Chapter two it was found out that the main resource of the foreign service is human. This 

means that personnel management is key for a successful foreign service. Therefore 

posting policy is synonymous with management of diplomatic service in this study.

Kccruitnient

The ministry of foreign affairs in Kenya did not recruite officers into their foreign 

service personnel scheme of service for a long time but instead has relied on those 

recruited by other departments mainly those from office of the president, who are 

recruited to the administrative cadre, as they meet the requirements of the ministry’s 

scheme of service.” This practice has both advantages and disadvantages.

While individuals recruited through office of the president into the administrative 

cadre l,«,e lo go U.rodgh some exsmi...lions .nd p.ss Item in orier lo progress in the 

cadre Indi.ido.ls reemiled i.rlo lire Ibreign service selreme did nol sil kind of 

ex.n,innll„ns designed b, lire .dn,i,.l,.r..or of Ib.l selr.rne nr order lo progress In the 

scire,rre. fire ex.min.rions dre .dn.inis,r.,lve edre goes .1,rough cm. be e,n..cd ,o ,„c 

ex...... . Ih.l r.r.n, developed coon.ries l.ke .Ire foreign service reemib, drorngh.

goner., iwer. -b -f .b is- of govcm.nec. This i.Cnd. i.enrs from 

geography, his.o., economics, poli.lea, science, c.men. ..airs, ling.lsdcs, nradrenradcs, 

aiKl agriculdiie- Speeineady. dre adnrinis,relive cadre In Keny. sl« for exmnin.do.s nr

„ Service Personnel (June, 2002), Issued by the
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examinations

present from the beginning to the

1997)
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of influence.

seven broad areas. This are, law. governmenl orsaaisatlon, praclice and f.inellons, hnman 

, tesonroe roanagenre.l, pnblle finanei.l rnrrnagenrenl and eo.ml, eeenemie developmeng 

rogtonal and toterna.Ional eooperolton and elTee.lve eomroanlealion, applM logic .nd 

decision making.
essence lhen, Kenyan foroign seroiee oHleers who have gone Ihro.gh Ihi. 

soecessfidly are worthy of their posilions as the exontination. arc nor easy 

and Ihose who fall this exanrin.lions are forced ,o work in jnnior positions Illi 

rotirentent." h has been esiablished thro.gl. Ibis stttdy that the practice of rtrt|uirlng 

tbielgn service ol.ioers to sit this exandn.tion has ceased and .has will aoton.atic.ll, 

affecl the kind of olTtcers d.e Kenyan foreign service will l»ve now and In the Ih.nre. If 

the ministry of foreign .mir. wants ,o have a caliber of olTtcers that will deliver and 

make Kenya pro.d it Iras » con.in.e administering .his ex.mit.ti.ns or design its - 

examinations that all ollicers recrttiled into Ihe foreign service have to sil and pass.

The result of such a practice Is a sendee in which despite the great v.riely of 

individual personality trails, a professional type emerges from th. mold of confonnity. 

insofar «, the wortt is concerned. The disadvantage of this practice is alive is 

discouraged, but a ptemlum is pit. on industty. keen insight, knowledge, versatillly. good 

diction, pleasing P™”""'
dealing with others, and skill in conforming to Ihe palletn that will please the niost people
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end of a e.n=er. I. is imp<.s«d by superiors and erprals in a consulaie. I.g.ilon, or embassy. 

In Nairobi it is imposed by offleers wto deal with the otlssions abroad. In sneh a small 

prolessional service, any oRlcer knows that sooner or later he is apl to have to work with

other Oirteer under eondi.ions whom they must gel on together. A person who is a 

subordinate at one time, may be superior the nest. No matter bow one appmacbe. the 

question of professional eonduel, on. »  light, eompelltive corps is a small

and reckless person Io plunge into new and unapproved pallw."

Progress in the Career and Work Environment
'fire prime conscuence of dm system of promotion up the ladder in the foreign 

service scheme is that on lop of the slow a^tenl, and ag.hml the baekgmund of the life, a 

eompeiltion mnong offleers fo, promotion adds to the Insecurity and the stratn. The 

foreign service is united only when it faces the outside world. In itself. It is perpettmlly 

seething with personal fudgments among its men.Ntrs and with the struggle of Individ,.Is

Each o, them has the education and th. intelligeoce to 10.1 th., he can handle the top 

fof.. each of them entered th. servic a. a caraer. with ambition to reach the top, there 

L .w individuals who will . contented with th. middle level. Mutt.l evahrmron t. 

Kenyan foreign service is fonm.li«d in a fde of « mtings and conddentral

.... ........

---------- ------------ r;;:;;7;;^ierviews wUh gu™. .r the K.oyn foreign «trvlc..
•'■5 On job observation and line



72

is a choice of courses, 

runs a great

are at least an

nothing favorable is ever 

comments through the years
as much as any other individuals. While

,,i,„ for being drunk, another would. And there are 

the observer's attitude toward 

an officer's extracurricular

field, who vary

subordinate oniccr, might not rcp<
be measured according todegrees of drunkenness to 

drinking. While one chief might look with casual interest on 
soeW,ire. would report him Tor any departure Trom strict conventional propriely.

More scioos, While a rere chief n.ipht welcome an apgresaive omcec who i.sl.h, on 

doing new typea of wo* in new way., meat chief, would report aueh a on. as being 

uncooperative or difficult to work with, and the rood to oblivion would be paved.

lutenac competition for the few position, a.mp In • ay.lem where so much 

depend, on theindgment. of ...~i..e. means of «on.« H.l eonromHly L IHe better part 

of wisdom. W.«n one dope... on the .»etlon of onCs colleagues for the very s.«„e 

r one aensihly doe. what will pl.aae Ibem mo.' - """

' the safe,! course is .he one already accp'.d.Td'een'ee'

ent risk of being labelled visiomiry. impractical, or uouhlesome, 
bold new idea tuns a gr

system is alxiu. as ohjeeti.e as an,. Still the rating of an Indlviduaf. wotk reahi on tlw 

judgment of otte. CHiciency ratings are a. lest an established open practice 

admiiiislcred uniformly throughout the service.
■Ph. r.le of comment, .nicer Is built more or lea. accidentally, depending 

on whether a superior olficer choose, to ftlec.mment on small and la, ge mmtera. Ahnoat 

contributed voluntarily to thia file. It consist, in.lead of 

on the behavior of on officer a. Judged by his chiefs in the 

one chief, who likes a'-



in Kenya has to

and interviews ofand observationsthe servicewhile in16 Personal experience

colleagues.
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leant to appreciate its junior

It has to provide

or he/sho is no. m.iore enough ,o irus. .lo.e o. import.™ Jobs. The» .re -,s of saying 

new paths that they have not conformed to type. They 

i, but they can also be rationalized indictments of the
of the person who strikes out in 

may be true, of course, in some cases, 

officer with too much initiative."’

The ministry of foreign affairs 

olTieers .nJ nnrlnre item towards being aeoomplished Jiplomals. 

faeililies lo item just te the, provide for middle »,d senior offieers to enable them to 

nianagetnent should te.l,» sl.engths of each of these oir.eer. and

opportunism;

need not exist; some

need escape. There are some
have spent their spare time in the study of languages or 

some who never read a book. There are some wanton I

deliver.

encourage and guide them.

General Observations on Staff Development
Using th. IO psychology concept, th. d««tr.ption of fontign service of«c.rs must 

rest upon observation. It appears,«, expected, that the gro.p ha. about as much variety In 

the personalities of its memhern as any other group. Some ar. imaginative while others 

are prosaict some are witty, others hnmorlesst some lihe social life, others tahe it . a 

duty; some do their worh with a high sense of moral purpose, while others se^e »lhs^.

„me take ttouhl. In their stride, while othem worry up trouble when tt 

retain a ctoative intemst in their tvorlt, while .then, grow bored and 

poets in the corps «t well as some lettnted schoi.n, who 

. native cultures. And there are 

fellows who engage in bawdy
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service, we can

& Practice, 3rd edition. Palgrave, 

-alional Cooperation: Stepchildren of 

of the President, Government

career. They wi

in charge of some

dull, simll consulaleZmi^” r«

Ute place in novel.. Durine.his

- -------- 77;;;;;;i;;:s;te.ion. .nd .naiy^i i- 

nX-r.l. canioz. OJg
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uvoli and there .re some who are sedate to the point of primness. "

„ any eonelosion on per«,nalit, traits can be drawn, it is tl». I«opl. here a, 

elsewhere e.nno, he typed all as one. Ibe epithets of-coohi. pttshers" and -.triped-pants 

hoys- so often east upon the entire service are certainly « accurate. Pushing cecities a, 

socialnMrsistate.eriot«.,yfcritse,fhy.few,,,dlvidn.lspe,haps.hntJns,a.manyor 

would look upon parties as a par. of their work, potuessed of no mom in.rtac 

value than any other routine practice, the stalf costume of striped pants .Or fortmtl calls 

io daylight hours Is again a n,utter of practice. Whether an uirtcor counts hr. formal dress 

„ important in itself depends, as some wit once said, on whether he wmtrs them on hi. 

iegs or on hi. mind. No doubt so„« ofHcers have striped-pant, mind., hut many more 

would count their changes of costume a. no more signiftcant than confomting to standard 

practice. Convention, in dress are not limited to ,l» foreign sendee. " "

,f it is not possible make general conclusions about a personality type tn .It, 

draw a kind of pattern from the work a. it Is performed by Individual 

officers at various levels. The highly intelligent, weli-^ucated yoong pemon who enters 

d,e service a. entry level is both on pmh.tion and in tmining for the first few years their 

dll he shifted from one type of work to another, on occasion bemg placed 

function a. par. of their tmining." Their assignment may be in a hot, 

removed from .he famous capitals where diplomacy 

the young ollicer begins to learn that the work is



varied and requires much precise knowledge of details, I le/she will learn to write reports

tractors and the like. S(lie) will master the iinniigration rules and issue visas for entry to

Kenya. I’erliap.s in this or other chores they begin to learn to take their work

consulate or to be in charge of a division of work in

ministries of the host government. Or just

mail; 40 per cent on
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the first secretary of the embassy. In the larger mission, they might be made responsible 

for the preparation of a series of reports. Al this stage

impersonally, to divorce his value.s and prejudiec.s from the approach to work in hand.

In a few years, they are now eligible to be second in command in a smaller

an embassy, reporting probably to

on trade, unglamorou.s slalislic.s on hides and nul.s or the purchase of spare parts for

are second in command in a larger

subordinates; 10 per cent 

other work including outside calls. They

executives, but they are not yet negotiators dealing with other governments.-

From the age of 31 to 50 an officer can also be serving in higher grades which are 

much the same in type of duty. Here they are expected to be able to handle a wide range

for a daily review of the pi ess or

they might for the first lime be introduced to dealing on minor matters with some of the 

as likely, he will continue doing, now with

a.s issuing visas, cheeking citizenship, ormore responsibility, such consular work 

performing services for Kenyan citizens. If they 

consulale/mission, they might be in charge of economic, industrial and commercial work 

would spend about 30 per cent of their time on

hifXlhoiHbund on personnel records on individual work plans.

with subordinates reporting to them. I'licy

the substance of the economic field, such as reports on trade 

disputes, reports on firms, or reports on imports; 15 per cent in consultation with his 

in office interviews with outsiders; and only 5 per cent in all 

are still skilled reporters and are becoming



medium-sized consular/mission

be outstanding among
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or they might be a first

secretary or even a 

have reached the top unless they 

Therefore they are considered eligible to be a 

d'affaires ad interim when the chief of mission is absent.”

Pinally the officer at near age 50 may be one of the chosen ambassadors and 

therefore considered qualified to head any hind of ntission. They may be ambassadors or 

appointed by the president, or may handle special top-level 

I. If called to the ministry headquarters, thye might be high in 

chief of the policy-planning staff, perhaps, or director of 

given to those considered to 

and ambassadors, and the mere elevation to 

that any principal counselor is 

slowly, has given

consul generals when 

negotiations on assignment, 

policy-making positions, such as 

po„,le.l .flMr. me .o.t "»

principal counsellors 

d,e does no. a.op

Judged .bl. .O be a ehW of

of assignments. They might be in charge of a small or

office or in charge of a key function in a large mission; they might be in charge of an 

important consular office or might be a first secretary in an embassy. The officer is at last 

eligible to handle important negotiations with other governments. They might also be in 

charge of a division in the ministry of foreign affairs.

An ora... bolweeo H .nd 50 if 'l«» .chnd Itob P—“ ““'d O' 
„„id...d piti.niial iimb.ss.doni ...I —11» Si..» ■ Pd»l»l f-'d of

. large a.lssl.n., ...h as .H . .... . “ ""
coanselirr, «l»> ■. •»«»' I" —»d i" ■ »'“»“■ «l ""s ag. 

are to be one of those promoted to ambassadorship.

counselor of embassy thus a charge

- ----- --------------; the Kenyan foreign service and that of other countries.
- 'X'S"^;Sga »l“. ameer la dilferea,
IsIiriSta fanXfS^ .-ice personnel rahenr. afser.lee pabll.bed in dn.e



in each class on the
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2002 hy the Office °2‘a„d ob obsSon by the researcher reached this conclusion.
Personal experietce a .J

independent."

the condition of uninspiring progress-many years 

average and a ceiling for many below the top-and the lack of freedom to make decisions, 

some other factors that affect morale. The assignment may be in an unpleasant, unhealthy 

spot where bacterial dysentery is almost inevitable and amoebic dysentery is a constant 

threat. One should eat only cooked and peeled foods and drink only boiled water 

anywhere outside Europe, the English speaking countries, and the "best" sections of some 

of the big cities in Latin America, and with extreme onerous caution, it is still almost 

impossible to avoid disease.* Or perhaps an ofBcer fails to adjust emotionally to the fact 

that he is always a stranger in strange lands, finding many acquaintances but few close 

friends. He has his social life pretty well prescribe.! by the circumstance of the service. 

He/she must see a lot of the other foreign service officers and their wives, and after 

having climbed to the higher classes, he will have certain people of the host country and 

the other missions with whom he must exchange parties. If he/she is single, the field of 

choice among eligible women/men is narrow. S(he) must marry a Kenyan citizen, unless

the foreign service one of its greatest handicaps. Some of the ablest young people of the 

nation enter the service, as we have seen, only to find that until they are at least 35 years 

old their work will be mostly routine, very much like the work they learned soon after 

entering. They also find that such routine work as it is must be done under the 

supervision of another, a condition which demands a patient submission to discipline 

even as one approaches middle age. when many other professional men have become
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I

area mainly the need for

he/she can with difficulty get permission to marry

is small in his/her post. If he/she already has 

life of the service, they face the problem of 

or the right schooling for older children?

or college, the

an alien, yet the number of single 

a wife or husband

operations.-"

Kenyan men or women 

who can take cheerfully the transient 

children. Can they get the proper food for babies 

If they want to send their children back to the Kenya for high school 

money has to come from somewhere.” These factors are not the result of the promotional 

ladder, but they add to the tension that comes from the monotony of work, fimotional 

stamina is needed by any foreign service officer.

Postings to Missions Abroad
The iehbihl, of foreign service oliicer, lo .djns. to lhe host enih.nf. soci.l .rxl 

work envimnmenl is costi, in tern., of nt.nngen.ent perfornntnee, prodneiivity in ihe 

missions .h»d, internntionni rel.tions .nd opemtions enieiency. Ws is -by lite .re. of 

to missions .brood sbooitl be go.erned by . policy .. discnssed in

» Ad,er,N.d. ■Cos.^oitt.., ’

Academy Of Management /fevzeiv, 198 , ,

Chapter Three.
The findings of this study have some implications lo this

be *,e to do this the time between selection .nd d.p.d.r. sbonld be long enongh to 

.How ,.cb . pr.ciico- Seeomlly. ibc .n.n.g-- »'■

sysiem.lic.liy ihc psycboWcl, soci.i, .nd bcb.-i-.i —s of m.n.ging oversmt.
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seem to have

become overly stressful to 

writing in diaries, engaging in favorite pastimes

an inadequate

understanding of the key factors 

would aid personnel managers 

to the foreign service

_ ^,7" c 0985). The dimensions of expartriate acculturation: A
?^®"Sdemy^of Management Review, 10(1),Preventing Inlercultural 

‘The (k^s),
Adjustment Problems. In 1 - 1 erdcson.

activities that bring pleasure

activities that exist in the host culture.’ 

for hiflror ».•»■» -

a-o, i„ odiusrlog .o Ih.. new co„««. CUnoO. »

is .1.0 iiiiporlant ,o foreign r»r«iee .djosimenl be™ en.ry 

within the foreign service officer. Ability to

I. Illis involves social adaptation to other 

including limitations in housing.

that constitute the foreign service 

s in the design of selection 
acculturation process would aid persou.,..

insirnnre..,, ,b«
...ining prog„n, .bo, wonid oddres. d.e re,..- f-»n. of .e=uUno.do» - '™" - 

foreign »viee ofOeer, in „» neee.»y *». re.eeen, ,o ib.se f.Cor. - Tbenrfor. ,b.

- r,e,d of foreign .er.iee seleeiion .nd indning in Kony, eorrendy sr.n'e,. 

nnJer.,ending of the rele.nn. f.eior. of foreign ser.iee .eenl.nr.iion .nJ . . 

inappropriate selection and training methods.
An olficer is well adiusted to his new post/envimnment if s(he) is able to replace 

and happiness in the home culture with similar yet dilTerent 

Therefore an officer who is able to find parallel 

cultures is more likely to be 

one good example.
successl

Ability to deal with stress 

inlo an unfamiliar cnllur. piorluco. sires, 

cope wilb day-to-day life ovemeas is iniporlant. 

fellow olTicei. and lo tbe new pliysical environment 

services, enierwinmenl. elim.le, and language.
wen adjusted 0^00,s seem to l.ve '...biHt, to wbicl. they can retreat

olficer to officer but include meditation.
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specialize and 

countries while still at headquarters 

and when each officer will be in all those years.

rely on

^and religious worship. Such withdrawals allow officers to acculturate gradually to the 

host culture by utilizing a familiar psychological support system to assuage the initial 

effect of culture shock. The management can assist by providing some of this avenues or 

facilities that will act as ‘stability zones’ for foreign service officers. For example by

are Christians and posted to Muslim countries use the chancery’sallowing officers who

facilities to hold their services or prayer meetings.

All foreign service officers are assigned overseas to accomplish some kind of task 

and possessing the necessary technical expertise to do so is an important part of foreign 

service adjustment?' fhe ability Io develop long-lasting friendships with host-nationals is 

factor in successful overseas adjuslmenl.”This is so because 

with host-nationals has the same effect on a foreign

behaviors.
The planning of postings ahead would assist officers to mal

when they report to the new post. This can be done by encouraging officers to 

availing them opportunities to visit and engage in meetings in these 

or having five or more year plans outlining where 

This should be done hand in hand with

of Th. I)im.,»io„s Of

68

also an important

establishing close relationships

service officer that a mentor has on a new employee; that is. the experienced person 

th. neophy.. Ihfoueh .be inlri.hcies .nd con.pl.xi.y of lb. n™ o,..nlz.,ion or

.„bu„, prohxliiig him/her .g.in.l tax p... .nd helping hindlr.r en.e, .pperpri...



assignments.

Training Policy
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exposure to these countries. This also relate to the next important aspect of adjustment to 

overseas assignment. Ability to communicate with host nationals has a greater influence 

on successful adjustment. Therefore the ministry should plan the language training of 

officer’s hand in hand with the postings to missions abroad or encourage specialization 

and post officers according to their specialization.

I'he ability to understand why foreigners behave the way they do is also important 

in adjusting to unfamiliar cultural environment. This reduces uncertainty in interpersonal 

and intercultural relations. Well adjusted individuals are non judgmental and non 

evaluative when interpreting the behavior of host nationals. All in all the cultures of some 

countries are difficult to adapt to than others, thus, how well the foreign service officers 

adjust overseas is in part related to the country of assignment. Two major propositions 

are made in respect to acculturation. One is the need to include these aspects in the 

planning and selection and second there is need for acculturation training in the Kenyan 

foreign service for the management and for all officers before departure to overseas

Training is vital in the foreign service of any country. Training should not just be 

done al entry into the service but throughout the career untill retirement, fhis should be 

in the form of post graduate qualifications to ensure a wide variety of specialization in 

areas of diplomacy among the officers. This areas could include, negotiation skills, 

drafting of diplomatic documents, international law, international trade and economics 

and the like. To this end. continuing training should be provided for in the form of 

planning for each officers such that they are aware at what inteivals of their careers they
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can attend a training program.

Conceptualizing the Analysis
Diplomatic in lhe p.« w.s madccd lo . l.-g. exicn, io politol m.l.cm - 

negotiations. In the of globalization, things ha,, changed and not only involve .mt» 

of concns such as the promotion of industries, attracting of Investment, lhe 

encouragement of toun.m or symposiums, hut also we find issue, have come to the 

forefront in the list of priorities, issue, that were unfmnlliar or untouelwd before, such as 

rights, minorities, extremism, terroristn. environment, f,gluing drug, etCera.

This means that diplomat, cannot face new challenges with the shills of old-style 

diplomacy and line managers as explained by .he theory of industrial managemen, bam a 

responsibility in dimeting mrd preparing the pemonnel under them » face the changes 

and effectively represent Kenya.
The responsibilities carried by modem diplomacy have incteased. inter,wined 

and liecome complicated. The diplo.nat has ,o arm himd,e».f with .de„»te h.owiedg. 

and numerous shills, a shut,,io. which, in the hnal analysis, mahes diplomacy a d.unhng 

prospect and much more complicated than many can imagine. The m.nagemen, can 

handle this at mcr.dtmen, and trai.Ing levels as expl.hmd by lhe lO p.yclmlogy con.p, 

by recruiliug the best suilc.1 c.ndidalcs, iralning In the right aieas and by recogniztng 

oniccr, abilities and talents and placing them accotdingly.
AS part of its effort to develop the staml.rd of the Kenyan diplomats, the mmtstry 

upgrade their perfon.mrce, eddon -nd hnowledge through a number of awmeness 

progroms/pollcles appmpriate to the need, of a diplomat, and at the same tune ... mg



them to stay tuned to the international scene. A good beginning point is the building of

comprehensive data base at all levels and set up. for this purpose, a center for information

and research which is a principal aspect of industrial management concept that would

assist in making and review of management policies. IO psychology concept on the other

hand, would assist the management of Kenyan foreign service to implement the policies

in a proper manner while considering the human resources physical, environmental and

emotional needs that are currently missing as found out earlier in Chapter Three.
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CHAPTER FIVE

CONCLUSIONS

The management of foreign service in Kenya since independence with a critical

analysis of posting policy was what this study set out to explore. The study has found out

that the management of the foreign service has not been a favoured topic by the

academicians especially those in developing countries like Kenya. This is surprising

because the same countries have a lot documented on their foreign policy.

challenges of the
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require collective rather than unilateral action. These changes have magnified the 

importance of communication and persuasion among governments and peoples.

Perversely, however, Kenya has systematically reduced its appropriations for the 

conduct of foreign relations. Kenyan diplomatic readiness has been eroded, and 

continuing budget reductions projected by both the Parliament and the Executive will

the president’s sustained leadership can

support. Fundamental reforms are required to equip our diplomatic system for the 

twenty-first century. These reforms have recently been specified and

further hollow out its capabilities.

The government should place high priority upon reversing this dangerous slide. In 

the absence of a conspicuous external threat such as existed during the Cold War, only 

marshal the needed public and parliament

Failure to manage the foreign service efficiently affects the proper 

implementation of created foreign policy and a policy not implemented is as good as no 

policy. Kenya has no choice but to be internationally engaged. The question is not 

whether, but how Kenya will interact with the rest of the world. The international agenda 

has been transformed since the dissolution of the Soviet Union, and most new issues
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analyzed in recent studies prepared by distinguished Kenyan leaders. The failure of a 

resistant administration and bureaucracy to implement these Important recommendations, 

and to place appropriate emphasis upon diplomacy, has understandably contributed to the 

reluctance of parliament to provide more resources. Parliament seldom appropriates more 

than the executive requests.

This raises an important question: exactly how well prepared are Kenyan foreign 

affairs institutions and our diplomats to negotiate the future? According to a wide 

spectrum of foreign service officers, the ministry of foreign affairs is currently a 

“hollowed-out institution” badly in need of renewal. Kenyan future diplomats will need 

expertise and skills beyond those of their twentieth century counterparts. They will need 

to be equally adept at policy and resource management. They will need a solid 

understanding of the interaction between and among politics, culture, national security, 

economics, technology, and ecology in order to gain the best results for Kenyan interests 

in an increasingly globalized world.

The officers interviewed and observed for this study echo many of the issues and 

, concerns raised in recent government reforms efforts, this include reinventing diplomacy 

in the information age; managing foreign affairs in the twenty-first century; strengthening 

science and technology expertise in foreign policy; “right sizing” our overseas diplomatic 

presence and strengthening embassy security, ambassadorial authority, and overseas 

management and administrative services. However, many also recognized that the most 

earnest prescriptions and best-intended improvements cannot transform any organization 

unless they are part of a long-term strategy that supersedes politics and administrations.
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[•'or this reason, there is a window of opportunity between now with the process of 

strategic planning and performance contracts in all of the public service for the foreign 

service to forge a collective call for action to focus attention on this need and to commit 

itself to promoting the kind of change that will help renew and modernize the ministry of 

foreign affairs, and better prepare our diplomats of the future to serve the country.

The country’s lead foreign affairs and diplomatic institutions must change. A long­

term, strategic process of modernization and renewal of these institutions must be a 

priority. The country’s interests will not be well served by a corps of public servants 

whose institutional and cultural core is hollowed out. Despite the Kenyan foreign service 

as an institution, ministry of foreign affairs is pot ready tohaving high quality personnel,

leet the challenges to Kenyan diplomacy foreseen between now and the future.

The foreign service must be more explicit and consistent about the qualities and 

skills it expects of all its officers and match those expectations with appropriate 

incentives and training. And, Core values are very important, if not crucial, to the 

operational effectiveness of organizations like the ministry of foreign affairs. The most 

striking finding was the near unanimous belief that core values are very important, 

juxtaposed with the absence of any agreement on whether State or the foreign service 

have core values and, if they do, what those values

“core values” are decidedly negative, e.g., “don’t rock the boat.” Findings on this issue 

alone suggest a serious lack of cohesion and a need for institutional renewal.

To this effect, there is need to have core values that are known an<l acceptable by 

all in the foreign service, there is hardly an organizational development or leadership 

who does not stress the fundamental role of clear values and a clear
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our gifts and our

a messy international

understanding ol' mission and purpose in successful organizations. To quote just one of

nourish a scrutiny of cori>orate

individuak Renewal comes through genuine service to 

through a process of mere seif perpetuation. Renewal is an outward orientation of 

service, rather than an inward orientation of maintenance.

•fhe ministry of foreign affairs needs to be clear what they are about.Most 

experienced officers confidently assert that the reason the foreign service exists is to 

serve as the country’s diplomatic and consular service, both of which flow from articles 

of domestic and/or international law. But currently diplomatic services around the world 

national interests. They also serve a larger international

web of relationships

many book.s on Ihc subject. Leader.dup Is an Art:

"Shared ideals, shared ideas, .shared goals, shared respect, a sense of integrity, a 

sense of quality, a sense of advocacy . . . must he explicit. . . . We must work to maintain 

these values. Successful corporations tend to become institutions. Institutions foster 

bureaucracy, the most .superficial and fatuous of all relationships. Bureaucracy can level

r competence. Tribal elders must insistently work at the proces.s of 

corporate renewal. They must pre.serve and revitalize the values of the tribe. They 

values that eradicate.s bureaucracy and su.slain.s the

others. It cannot come about

not only represent and serve

purpose, that of knitting the multi-state system together through a

and common parlance, practice and values that facilitate relations and negotiations among 

contending nation states. Diplomats constitute something of an international guild 

characterized by a common tradecrafl. As such, they help order

arena. The Internet, NOOs, and corporate society now also provide opinionated new 

players in this arena, but they do not yet speak for the nation states. The challenge for



their homeland and to the larger

thorough training.

gg

diplomats of the ftiture will be to incorporate in their “state-centered roles” skills and 

modalities that recognize and maximize the positive values “new non-state players” bring

representative 

of foreign affairs; given the 

carefully for judgment, experience

to the diplomatic arena.

The services that diplomats provide to 

international system include but are not limited to: two-way education, advocacy, 

negotiation, conflict resolution, representation, coalition and alliance building, cross 

cultural interpretation, consular services, facilitation, and the collection and transmission 

of privileged information. Without such predictably available services, international 

relations would be even more problematic than they are. If the international diplomatic 

'corps did not exist, the serious states of the world would have to reinvent it, the Internet 

notwithstanding. As Kenya looks to the foreign affairs challenges of the next decade, 

renewing and strengthening the long-term institutional infrastructure of our foreign 

affairs and diplomatic organizations is a prudent investment.

Decentralizalion is .!» i.»pe.«iv= to, .he ...eeess of .he teis" ser.ie. lhe 

™„«e,nen. should be able ,o delegate Impl.m.nta.iou orpollele. determined in Nairobi 

and the n.anage.rrenl of eounti, strategies to .n,b.s«.dors In lhe llelrlt look to 

ambassador, .o coordinate lhe progmms of the .arions agency represen.ati.es tinder llreit 

uiiihoriiy, and to set priorities aniong Kenyan pnnmiN,. »hich In the local coniexi aie 

coinples and not alreays consislenit mgnire .mbasi»dors to act a. lhe pmsldenfs 

and chairperson of an interagency team, not just as officials ofth. ministry 

responsibilities placed upon them, seleel ambassadoia 

and leadership capability, and see that they receive

represen.ati.es


embassies to actual

reserve
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training is one way to 

requirements would help defint 

“credentials” needed to qualify as 

no one has defined “the credentials,” 

values.” We need to do both.

And for the rest of the service ministry of foreign affairs needs to have a workforce 

planning to enable it deliver. The ministry needs to undertake a comprehensive workforce 

review to identify the skills required in the twenty-first century, then recruit and train 

accordingly; provide for and seek funding for expanded training in languages, regional 

-and functional expertise, management and leadership competence; match skills to needs;

improve the quality of life for overseas employees and families.

The ministry needs to also belter adapt the staffing of Kenyan

Kenyan interests country by country through a comprehensive review, under specific 

presidential authority, of the overseas presence of all agencies; while it is assumed that 

such a review wilt lead to substantial reduction in staffing, particularly at smaller posts 

which should need only two or three persons, maintain Kenyan representation in virtually 

an world capitals even if through accreditation; increase fiexibility and adaptability of 

representation through development of “magnet embassies” with functional 

specialization, a surge capacity to reinforce small embassies in time of crisis, and revival 

and expansion of a foreign service reserve system to be tapped as needed.

On the issue of training, the ministry of foreign affairs needs to train and know 

what it is training for. Younger officers unsure about their professional identity believe 

define it. but they do not know what “it” is. Formal training 

,e the skills and experience that provide officers with the 

“diplomats” and “foreign affairs professionals.” As yet 

anymore than they have meaningfully defined “core
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presence.
I„ M .be .....npls •' ""

wbl pe»ie.. T'- can be n„ Ide.l »b..i.,ns in . een.ex. „re„»ee..e„,l„g 

ebenge. It is dear Ih.l .dn.inist.a.lve ..rttCares do no, create. Bu, they can only 

, speed or inhibit Ibe Bow of net, IM. 1. is dear Ib.l lb. c,™,, silnation In Ibe Kenyan 

foreign mtryiee exbibits a fascinating coexistence of continnity and experhnenl. I, is for 

reason why contloaons study on the nranage.nent of dipl.nratldfordgn ser,lce tyill 

,„,e its relevance for the pradi,inner well as the theorist.

Several officers point out the inherent conflict between traits valuable to diplomacy 

— ambiguity, unstated understandings, compromise, conflict avoidance, infinite 

negotiation, process for the sake of process - and those required for effective 

organizational management and leadership - clarity of mission, articulated values, clear 

goals, objectives and expectations, honest feedback, and results-based performance. How 

one interacts with and operates in the diplomatic context may not be the most elTective 

way to develop competent personnel and build an organization. We need to develop 

officers who are proficient in both functions. As Junior officers may wonder if all the 

ambiguity in the foreign service has a real purpose or if it’s Just an excuse for people not 

knowing what they are doing.
Due to the problem of management/maintenance of buildings abroad the government 

should create a chartered government corporation, an Overseas Facilities Authority 

(OFA), responsible for building, renovating, maintaining and managing the government’s 

overseas civilian office and residential facilities, with authority and flexibility, and 

increased participation by other Kenyan government agencies with significant overseas
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