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Abstract  

The purpose of this paper is to describe the employee selection and appointment based on Quranic principles and 

Prophet's prescriptions pertaining to govern Islam community. The paper investigates the relevant Islamic beliefs and 

prophetic statements by gathering them from two main Islamic resources and explains different aspects of them. The 

paper offers Islamic managers a perspective of what Islam prescribes for selecting and appointing their employees 

and managers based on different Islamic characteristics of jobs and employees. The main part of the organizational 

and managerial success depends on people working in an organization. As a manager must be able to handle the 

organization the employees have to be capable of accomplishing their tasks too, based on the organizational goals 

and objectives. Therefore, selection and appointment of competent employees are the most sensitive function of a 

HR manager because achievement of the organizational goals and objectives will be impossible without the 

individuals. This paper is the first one in its type addressing the concept of selecting and appointing employees 

according to Islamic beliefs. 
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1. Introduction 

As we know, all countries around the world have a various culture based on their values, beliefs, norms and 

religions. Islam is one the religions which has many followers throughout the Middle East. Accordingly, managers 

and employees living in this area are influenced by Islam’s principles and prescriptions which can be observed from 

their managerial decisions in respect to all national and international issues. One of the main concerns in handling an 

organization in such countries is the employee selection and their appointment to managerial positions. This issue is 

also the main function of Islamic managers because of the importance they put on the type of their employees 

regardless of their mere specifications and professions. In this paper, we try to look over all relevant prophetic 

prescriptions by Islam about this issue. So all related materials to the subject of this paper will come at the following 

paragraphs.              

2.   Necessity of Work Division and Appointing the Employees to Each Function 

As it is being discussed in all managerial books, the second step, after selecting the best organizational structure, is 

job analysis and its fragmentation into small parts. The resulted jobs should be un-repetitive and un-meaningless and 

should be done by an ordinary person. The philosophy of labor division is to implement the tasks precisely and 

neatly and also to increase the work productivity by using the organizational resources in an efficient way. 

Accordingly, the functions and responsibilities should be divided in a way achieving the above objectives. 
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To identify the required jobs and organizational positions, it is needed to be informed about the work measures and 

standards. If a painter's, for example, standard work is two paintings in a day and the firm has to paint fours in a day, 

there will be a need for two painters to accomplish the tasks. So, structuring an organization needs fragmentation of 

organizational positions and determining the required number of them. In this respect, Quran wants people to do two 

things: one is determining responsibilities for each job and the other is work division. So all the employees do not 

rush into doing one job and leave the others intact."It is not proper that the believers should go forth all together. 

Therefore, why not a squadron from each division stay behind so that they may obtain the understanding of Deen 

(Al-Islam), and admonish the people when they return to them so that they may refrain from un-Islamic conduct” 

(Malik, 2007, 9:122). 

 Bin Abitalib (AD 596-661) also, in his letter to one of his sons after returning from the Battle of Siffin (Bin 

Abitalib, letter 31), demonstrated the job division as he advised his son to: "Divide and distribute work among your 

servants so that you can hold each one responsible for the work entrusted to them. This is a better and smoother way 

of carrying on a work than each one of them throwing the responsibility of every bit of work on somebody else ". 

This statement clarifies the necessity of determining organizational positions accompanied with completely 

specified functions and delegating them to a given employee. Because, in the absence of work division employees 

will weasel from job undertaking and they will think that it is not their responsibility. So, no one do the job and 

consequently made it postponed. In this situation, the organization can not achieve its goals and it will fail. 

3.  Specifications of Work Division in Islam 

Specifying Jobs to employees must be based on some characteristics to gain the most efficient and effective results. 

Islam has mentioned these characteristics as: 

3.1. Commitment and proficiency 

"One of the daughters said: "Father, hire this man. The best that one can hire is a man who is strong and 

trustworthy"". (Malik, 2007, 28:26). Shirazi (1988) Interprets this verse as: "it is obvious that word "strong" does not 

just mean physical potency but it is the power of performing a responsibility. A strong manager is one who knows 

his mission area and he is informed of motives, clarifies the goals and leads the organizational forces to achieve 

them. In his way he should be sympathetic, gracious, trustworthy and honorable". In fact, those who rely just on 

purity and trusteeship do wrong as those who consider proficiency as sufficient trait for taking a job. The amount of 

harmfulness of traitorous proficient employees for an organization is as same as unskilled virtuous ones. So, it is 

important that the specified job for a person has to be adaptable with his characteristics. 

It is obvious that humans not only differ intrinsically, but also differ in their levels of knowledge and since they are 

specialized in a given field, they can just prosper in one job and do it better than others. 

"Allah commands you to give back the trusts to their rightful owners, and when you judge between people, judge 

with fairness. Surely, excellent is the counsel which Allah gives you. Allah is He who hears and observes all" 

(Malik, 2007, 4:58). Although, the word "trust" in this verse is absolute, including materialistic and moral affairs, 

but it can not be justified factually, it emphasizes on a particular issue which is the subject of management or 

administering a society. 

In this respect Islam Prophet (Peace Be on Him) also says that:"anyone who appoints an employee in a community 

or a country in which there is someone better than the appointed one, he is undoubtedly betrayal to God".    

3.2.  Ability to do the job 

The job specification to a person has to be according to his/her physical and mental capabilities. In Quran, God does 

not impose on mankind more than his capabilities: "Strive in the Way of Allah as you ought to strive with sincerity 

and discipline; He has chosen you and has not laid upon you any hardship in the observance of your faith - the faith 

of your father Abraham…."(Malik, 2007, 22:78)."We charge no soul with more than it can bear; we have a Book of 

record which shall clearly tell the truth, and they shall not be treated unjustly." [1, 22:62]. "As for those who believe 

and do good deeds - We never burden a soul with more than it can bear - they are worthy of Paradise, wherein they 

will live forever." (Malik, 2007, 7:42). "Let the rich man give according to his means, and the poor man give 

according to what Allah has given him. Allah does not charge a man with more than He has given him; soon Allah 

may bring ease after hardship."(Malik, 2007, 65:7). "O Prophet Say to them: "Everyone acts according to his own 

disposition; but only your Lord knows best who is on the Right Way."(Malik, 2007, 17:84). 
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3.3.  Willingness, love and motivation to do the job 

Principally, individuals ought to be exempted form jobs not willing to do. The more willingness they have to do the 

job the more possibility to success and getting the desired results. In fact, Mankind flourishes in jobs loving them. 

3.4.  Heeding justice and criterion 

Work division must be done based on justice and known acceptable criteria. Justice is the main principle in every 

task. As it is mentioned in Quran, at the beginning of the Noah storm, all the qualified persons went to the ship 

except Noah's son. Noah request God to save his son but god refused him: "Noah called out to his Lord saying: "O 

my Lord! My son is of my family, and surely your promise is true and You are the most just of all Judges!"(Malik, 

2007, 11:45). "Allah replied: "O Noah! In fact he is not of your family; for he is not of righteous conduct. So do not 

ask Me anything of which you have no knowledge! I admonish you, lest you become one of the ignorant!"(Malik, 

2007, 11:46). "We have revealed to you the Book with the Truth so that you may judge between people in 

accordance with the Right Way which Allah has shown you, so be not an advocate for those who betray 

trust"(Malik, 2007, 4:105). 

4.  Authority Limitations 

The authority of each employee ought to be specified after work division and appointment of employees. In this 

context, it should be mentioned that generally it is not rational to charge an employee who has not sufficient 

authority. Furthermore, some individuals go beyond their authorities and not only intervene in their colleagues work, 

but also act in contrary to their superiors orders. Facing these individuals, HR manager must try to specify their 

possible authority boundaries. He ought to also ask them not go beyond them. So monitoring such employees is one 

of the managers' functions. For example, Ash'ath bin Qays was a hypocrite and time-sever. Sometimes, he attached 

himself to Imam Ali (a.s) pretending to be his sincere follower. The ulterior motive behind this was to amass wealth 

and to grasp power. Imam Ali (a.s) had appointed him as the Governor of Azerbaijan. He started collecting and 

procuring wealth by every means possible. When this was reported to Imam Ali, he wrote the following letter to 

Ash'ath: On receipt of this letter he wanted to abscond with the wealth so amassed but good counsels prevailed upon 

him and he was persuaded by Hujr bin Adi Kindi to get to Imam Ali. When his accounts were audited he had to 

surrender 400,000 dirhams. (Bin Abitalib, AD 596-661) sent a letter to him and wrote:"Verily, you have neither 

been entrusted with the governorship so that you amass wealth nor are it a tasty and juicy morsel to be swallowed 

up. On the contrary it is a trust committed to your care and trust. Its responsibility lies upon your shoulders. Your 

Amir (meaning Imam Ali himself) has appointed you as a shepherd and a guardian of the people. You have no right 

to do as you like and to act independently without seeking his advice and permission. In all important affairs of the 

state and the public, your decisions must be based on true facts and sound reasons. In your control and custody, there 

is one of the treasuries of Allah, you are only a treasurer, you have no right to make personal use of any part of this 

wealth, it is your duty to pass it on to whom it belongs. I hope you will not give me a chance to prove myself a hard 

task-master and a harsh administrator. Wish you see the light". In this example Imam Ali urge him not to act without 

receiving order. 

5.  How to Select an Employee 

Selecting an employee among pool of recruited volunteers requires paying attention to several tips as follows: 

5.1.  Testing 

 It is needed to test individuals before selecting them as an employee. It means that when there is not sufficient 

knowledge about their quality of performance, manager should appoint a similar job to him in the low levels of 

organization and examine his performance precisely. If the results were positive he would be hired in the expected 

responsibility. In this context, Bin Abitalib (AD 596-661) says in an order to Maalik al-Ashtar: "Then come the 

officers of your State. You must supervise their work. They must be appointed after a careful scrutiny of their 

capabilities and characters. These appointments must be made originally on probation without any kind of 

favoritism being shown or influence being accepted otherwise tyranny, corruption and misrule will reign in your 

State"(letter 53). He also says:" trusting to people before examining them is due to inability"(sayings 384). 

5.2.  Compatibility of employee and job characteristics 

The issue which must be considered carefully is the compatibility of employee with the job. We see in Quran that 

"Joseph" introduced himself for the responsibility of resources of land. Then he points to his two specifications on 
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which undertaking of that responsibility depends. "Joseph said: "Place me over all the resources of the land. 

Certainly I know how to manage; I have the necessary knowledge" (Malik, 2007, 12:55). Here Joseph pointed to 

two characteristics (trusteeship and managerial knowledge) which are significant for taking that responsibility. So it 

comes to light that employees considered for a job must have proper traits. 

5.3.  Considering managerial characteristics 

An employee must have some Islamic managerial characteristics in the field of activity which are comprised of: 

5.3.1.  Knowledge and belief 

Generally, in Quran, knowledge and belief has been assumed as the main criteria for selecting employees. Since 

there are different levels for knowledge and belief, selection of all employees must be on the underpinning of 

combination of knowledge and belief. Namely, those who have high levels of knowledge and belief must be 

appointed to higher responsibilities. Furthermore, appointing a responsibility to an impious person is contrary to 

Quran principles and no one has the right to dominate an impious person on a believer one. "O believers! When you 

are asked to make room in your meetings, make room, Allah will make room for you in the Hereafter. And if you 

are told to rise up, then rise up: Allah will raise to higher ranks those of you who have faith and knowledge. Allah is 

aware of all your actions" (Malik, 2007, 58:11). "These hypocrites are the ones who wait and watch to see how the 

wind blows. If Allah grants you a victory, they say: "Were we not with you?" And if the unbelievers gain success, 

they will say to them: "Were we not strong enough to fight against you? Yet we protected you from the believers 

(Muslims)." Allah will judge between you and them on the Day of Resurrection. Allah will not leave the way for the 

unbelievers to triumph over the believers" (Malik, 2007, 4:141). "Let not the believers make unbelievers their 

protectors rather than the believers; anyone who does so will have nothing to hope for from Allah - except if you do 

so as a precaution to guard yourselves against their tyranny. Anyhow, Allah warns you to fear Him: because with 

Allah is your final refuge" (Malik, 2007, 3:28). 

5.3.2. Trustworthy, physical and mental proficiency  

As we mentioned earlier in the title of work division specifications, the commitment and proficiency of individuals 

must be compatible with job specifications. Here again we repeat it as one of the managerial characteristics that an 

employee must possesses. The reason "Moses" were proposed to old man for job was his trustworthy and 

proficiency. In the other verse of Quran the importance of knowledge and proficiency has been mentioned: Their 

Prophet told them: "Allah has appointed Talut to be your king." They replied: "How can he be our king when some 

of us are more deserving than him? Besides, he is not rich." The Prophet said: "Allah has chosen him to rule over 

you and blessed him with knowledge and stature. Allah grants kingship to whom He pleases and Allah has 

boundless knowledge" (Malik, 2007 2:247). 

5.3.3. Discipline  

Hornby (2002) defines discipline as the ability to control your behavior or the way you live, work, etc.  In this 

respect, Bin Abitalib (AD 596-661) says: "I advise you to believe God and discipline in your affairs". 

5.3.4. Family background  

One of the other main Islamic managerial criteria to identify useful employees is their family type. It is less possible 

that those who are born in non-righteous families be confident, because both individual and family play a significant 

role in shaping each other personality. So, it is possible to know individuals by surveying their families. Bin Abitalib 

(AD 596-661) says,"…While selecting your officers take care to select experienced and honorable persons, 

members of respectable families who had served Islam during its early days because these are usually of noble 

character and good repute…"(letter 53). 

6. Selection and Appointment of Managers for Key Responsibilities 

Islam also prescribes how to select managers for appointing to required positions in Islamic organizations which can 

be found in proceeding lines: 

6.1. Succession planning in Islam 

Forecasting the availability of inside executive candidates is particularity important in succession planning - the 

ongoing process of systemically identifying, assessing, and developing organizational leadership to enhance 

performance (Soonhe, 2003). Succession planning can be observed in Islamic doctrines. Prophet (Peace Be on Him) 
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says: "Anyone undertaking a job, if God wants his welfare, he will put a competent surrogate for him. Someone who 

helps him and he reminds the forgotten affairs to him". All effective managers (prophets) had prominent surrogates. 

For example, surrogate of "Moses" was his brother "Aaron" and the surrogates of Jesus were his disciples. 

6.2.  Selection of managers in ancient Islam territory 

Selection of managers and top employees during the period of second caliph (Omar bin Al-Khattab) kingdom was 

based on consultation with scientists, capital citizens, or local dwellers of the area that the new governor was to be 

appointed (Raeis Al-Sadat, 2003). The prophet was also mentioning some characteristics for those who were to 

undertake a position as follows: 

 Having an excellent personality 

 Having a competence ingenuity  

 Having a part in servicing Islam 

 Having the required and desired proficiency compatible to the position, such as financial knowledge in 

financial responsibilities 

Bin Abitalib (AD596-661) orders also to his companion Maalik al-Ashtar to select managers with the following 

characteristics:  

6.2.1. Excellent records in previous responsibilities 

"One more thing about these officers: You must remember not to select them for very important posts and not to 

trust them completely simply because you have found them honest, diligent, trustworthy and intelligent and have 

formed a good opinion about them because there are some people who, when it suits them, pretend honesty, 

diligence and fidelity and can put on the garb of piety and virtue and thus find their ways in the hearts of the rulers, 

though actually they are neither honest nor diligent nor wise nor sagacious. Therefore, you must always look to the 

record or reputation of the services of such men during previous regimes; more importance should be attached to 

their good reputation. This kind of selection and supervision will prove that you are faithful to Allah and that you 

wish your Imam well"(letter 53). "…Your worst ministers will be the men who had been ministers to the despotic 

rulers before you and who had been a party o atrocities committed by them. Such persons should not be taken into 

your confidence and should not be trusted because they have aided sinners and have assisted tyrants and cruel 

rulers…"(letter 53). 

6.2.2. Moral competency  

"…especially the affairs which are of confidential nature and which deal with secrets, and the security of the State 

should be entrusted only to men of noble character…"(letter 53). 

6.2.3. Mental capacity against respectful behaviors and information achievement 

"… men who are intoxicated with power, position and prestige carry on propaganda and speak against the 

government in public, they openly misbehave with you and consider themselves so important as to ignore you or 

your orders in financial transactions essential to the State, they avoid placing necessary papers before you or 

attending to important correspondence.…"(letter 53). 

6.2.4. Carefulness and consciousness in receiving information from subordinates about the organizational 

issues 

 "… Those who do not forget to send your letters or correspondence to subordinates…"(letter 53). 

6.2.5. High competency in accomplishing too much works and deciding in risky situations 

 "…Thus you must appoint one officer as the Head of each important branch of your government. He should have 

knowledge and wisdom enough to cope successfully with all the intricate problems of his department and should be 

diligent enough to cope with extensive work…"(letter 53). 

6.2.6. Consciousness in handling legal contracts and alliances 

"…Particular care should be taken that when the officers make contracts on behalf of the government or sign 

agreements, these contracts and agreements are not defective or harmful to the State, if they are negotiating any 

treaties and alliances they do not overlook or forsake the interests of the State or if they find the State in a weak and 
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embarrassing position on account of unfavorable terms of treaties or due to intrigues, they should be able to find 

sensible ways out of them…"(letter 53). 

6.2.7. Telling the truth and not hiding the facts 

'…They are those who can always speak out the bitter truth to you and unreservedly and without fear of your status, 

can refuse to assist you or associate with you in the deeds which Allah does not like His good creatures to 

commit…"(letter 53) 

6.2.8. Continence and trustworthy to prevent the misuse of position    

"…Select honest, truthful and pious people as your companions…"(letter 53) 

6.3. Some Tips about selecting a manager: 

 A responsibility has to be appointed to an employee after he feels that he is able to perform it. 

 Subordinates must recognize the manager to obey his commands. If he is imposed on them, then they 

would not obey him. For instance, people rushed to Imam Ali after the murder of third caliph (Osman) to 

accept the governance. Inevitably, Imam Ali accepted it due to heavy public pressures. "You drew out my 

hand towards you for allegiance but I held it back and you stretched it but I contracted it. Then you crowed 

over me as the thirsty camels crowd on the watering cisterns on their being taken there, so much so that 

shoes were torn, shoulder-cloths fell away and the weak got trampled, and the happiness of people on their 

allegiance to me was so manifested that small children felt joyful, the old staggered (up to me) for it, the 

sick too reached for it helter skelter and young girls ran for it without veils"(Sermon 227). "You advanced 

towards me shouting "allegiance, allegiance" like shecamels having delivered newly born young ones 

leaping towards their young. I held back my hand but you pulled it towards you. I drew back my hand but 

you dragged it…"(Sermon 136).  

 Managers should be selected from inside of the organization. Because all of the one hundred and twenty 

four thousands prophets were selected from the mankind and they were brought up from the region they 

belong. 

6.4. Carefulness in not appointing incompetent employees 

Since, positions in an Islamic system are God’s gift; it is needed to appoint them to best people. So, if someone took 

the responsibility of a position while there was a person better than him, he was treachery to God. The prophet 

(Peace be on Him) says: "anyone who appoints a youth to govern a community while there is an individual better 

than him, he is treachery to God".  

7. Conclusion 

In this paper, an attempt was made to provide an in-depth review of employee selection and appointment based on 

Islamic beliefs and prophetic prescriptions to followers by addressing concepts such as work division, job 

qualifications, personal characteristics needed for taking the responsibility of a job, approaches to Islamic selection 

and appointment, and some necessary tips regarding the process of recruitment all which can somehow guarantee 

the success of an Islamic manager in handling organizational affairs. It should be mentioned that this paper does not 

intend to show any empirical findings but it tries to show that how the process of recruitment occurs from Islamic 

perspective leveling the ground for those managers concerning the ways compatible with what they believe in this 

field of action. Anyway, it opens a path for future researches to concentrate deeply on each of the above concepts 

empirically to address the poor knowledge in this area of study.     
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