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Abstract

The purpose of this research was to investigate 1ssues in the evaluation of
executive training programmes in Saudi Arabian organisations. The researcher
investigated the impact of training of the Executive Development Programmes (EDP)
offered by the Institute of Public Administration (IPA) upon on-the-job performance of
the executives who attended it.

In order to achieve this purpose the data from participants in ten EDPs and the
participants’ superiors was collected in two surveys. Some sources have claimed that
training is ineffective in Saudi Arabia, particularly Executive training, in producing
observable change in the workplace. Yet these same sources have made no effort to

evaluate, or statistically document, whether the statement is true. In addition, little has

been said about the Saudi management context elsewhere regarding the social and
organisational environments, and the impact that they have on successfully applying the
material and methods learnt in a training course once the attendee is back at the
workplace. The present study attempted to do this. Difficulties in developing managers,
and training them, have arisen because of Saudi Arabia’s accelerated development from
a traditional, tribal society towards a modern, industralised country.

Field research was conducted in Saudi Arabia from December, 1993 to
November, 1995. Methods of eliciting data included questionnaires before the training
programme, after the programme, and from their supervisors.

The study improves models for understanding the nature of factors influencing

management training and development in a context like Saudi Arabia. The researcher



found that most Saudi managers and executives felt that Executive Development
training was desirable and needed. The researcher found that actual implementation of
their knowledge was low once they returned to their jobs. This of course was because
the EDP programme was not very influential due to irrelevant training methods, i.e. case
studies, to the Saudi organisational environment; therefore, recommendations are made
to improve IPA and its EDP programme.

Precisely, when the theoretical model proposed from the literature review was
tested, 1t was founded that conclusion generally did not tend to support that model. So a
second model was suggested. It was found that the Saudi social and cultural

environment has a strong impact on management and Saudi organisations, which may

be topics worthy of further study.
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Chapter One

Introduction



1.1 Introduction

The main theme of the study is to investigate issues in the evaluation of
executive training programmes in order to understand the impact of training Executive
Development Programme (EDP) offered by the Institute of Public Administration (IPA)
upon on-the-job performance of the executives who attended it. Initially, the study was

designed to take place in the State of Kuwait, where major investment in executive

training and development has been made but, unfortunately, the Gulf War in prevented

the researcher from carrying it out.

Owing to the disruption that resulted from the Gulf crisis, both the researcher,

who 1s a Kuwaiti, and his supervisor believed that it was not possible to conduct the

study in Kuwait. Therefore, the Kingdom of Saudi Arabia was considered to be the

alternative choice to carry out this study.

In the Arab culture personal and social contacts seem to be more effective in
gaining access to organisations and getting things done than formal contact (Muna,
1980, and Al-Faleh, 1987). So the first step was to establish personal contacts and
acquaintance with influential individuals and officials within the IPA in Saudi Arabia.
which provides the major executive training and development programmes.

On that account, Dr Mohamed Al-Tawail, the Director General of the IPA is the

person involved as patron for this study in Saudi Arabia. He gave the researcher the

approval to conduct the study within the IPA’s departments and the promise to assist in

obtaining the co-operation of other departments.



The purpose of this chapter is to provide a broad overview of the thesis. Thus,

the background to the research and the basis for study are presented, covering the

research focus and objectives, the limitations of the study, and its importance and

contribution. Finally, the structure of this research is outlined.

1.2 Background to the Subject

There has been growing dissatisfaction about management training programmes.

The United Nations Department of Economic and Social Affairs (1977) reported that:

“ Billions of dollars have been spent on formal programmes for managers, and
the development of such programmes have benefited the major educational innovation
of this century. Yet, attempts to relate to change in behaviour on the job or to improved
organisational effectiveness have yielded disappointing results. Evaluation studies by
the Division of Public Administration and Finance show that experience with

conventional training programmes of the general type: even those of higher quality,

have limited and uncertain impact on the organisation performance. Evidence derived
from the research points to a series of assumptions, usually implicit, the trainers and
consultants tend to make. These assumptions are : that the training needs of a
heterogeneous group of participants drawn from a diversity of organisations are
common enough, that the individual participant will emerge from his experience in a
{raining situation - which is disconnected from the work situation - with a new
orientation and capability well enough assimilated to produce some significant change
in his behaviour, that what has been learnt in the training situation will be transferred
to the work situation and will be carried over into actual work practices; that the
individual participants will act as the ‘agents of change’ in their native work situations
and that their organisational system will readily respond to their initiative. Some where
along this path characterised by a long chain of risky assumptions, the envisioned

process of change falters and probably comes to a stop. The fact that an individual

manager is embedded in a complex social and technical system is given little

3



consideration. A basic issue here is the question of whether system wide organisational
change can be achieved through individual, isolated managers, even though they

occupy positions of responsibility in their organisations”

Another argument against management training is its failure to ease the shortage

of managerial talent. According to Hoffman (1983):

“One of the most persistent cries of alarm raised within the business community
is the shortage of managerial talent. A quick scan of Harvard Business Review, AMA's
Management Review, Business Month, Nation'’s Business and Dun’s Review will reveal
a number of articles on the same theme. The shortage is further evidenced every week
by the want ads in major newspapers and financial journals. Yet, think of hundreds of
courses being offered on managerial principles, communication, human relations,
leadership, managerial styles, time management and stress management attended by
hundreds of thousands of trainees over the years. Think of the formal in-house
development systems (performance appraisal, management by objectives, career

coaching and counselling and assessment centres) which prevail in many organisations.

If these systems and courses do the job, why is the shortage of managers still a major
concern. Managers assessment of the impact of courses has been equally condemning.

In the 1950s, the study by Moorhead Wright of several hundred General Electric
managers showed that the successful ones attributed not more than 10 percent of their

growth to such programmes. An American Management Association reported a similar

finding in the year 1974, and my own unpublished investigation in 1970-1981

reconfirmed this.”

There 1s growing consensus among policy makers , politicians and the like of the

crucial 1importance of the efficiency of government machinery as a vehicle to

implement, supervise and follow up development. Given its present state and shape,

government bureaucracy is widely seen to be incapable of meeting the challenges and



demands put forth by policy makers and by developmental challenges (Al-Tawall,
1985).

The absence of skilful and qualified middle-level manpower has been widely
seen to have handicapped the proper development of an adequate and efficient Civil
Service in developing countries ( Al Essa, 1981).

As a consequence, the importance of both management and organisation
development is now emphasised and hence supported. Training policies and training
centres have been initiated and viewed more and more as vehicles for the introduction
and activate change in the nation’s surge for improved performance.

In the areas of management and administrative training, Saudi policy makers
responded to the urgency of the matter by constant administrative development
culminating in the establishment of the Institute of Public Administration (IPA) in
1960. The IPA has made a massive and quite unprecedented effort to transform the
organisational and managerial environment of Saudi Arabia organisations through
management training, These efforts still continue, yet the enthusiasm and optimism of
earlier times have been replaced by government disenchantment. Experts, managers,
researchers, and supervisors apparently feel that much of the work which has been done

has proved to be focused on management training and inappropriate and now, after

almost four decades , it is time to re-think the premises upon which of these efforts have

been based.



1.3 Basis for Study

An increasing number of management training programmes, both 1n developed
and in developing countries, are being offered, and they are generally perceived to be of
considerable value to managers who are responsible for senior positions in the
organisational hierarchy. Governments, management and other authorities frequently
support these efforts with ample resources and encourage managers to spend time and
energy participating in them. However, neither authorities nor the management take the

time necessary to validate the results of most training programmes (Steers 1977). The

general reaction has been that if a budget is available and if the organisation is
positively inclined towards training, it will proceed on the assumption that they will be
useful. A great deal of naivety is implied in this approach, based on the logic that would

be totally unacceptable in any of the more precise disciplines (Yaeger 1971).

Management training cannot be examined or evaluated in a such a superficial manner
when one considers the vast outlays of financial and personal resources dedicated to this

training. One source that is concerned with this issue, Campbell et al. (1970), asks how

long organisations will follow policies characterised by * spending millions for training,
but not one penny for training evaluation”.
The study of management training forms the basis of the specific problem

addressed in this study. The necessity of pursuing this kind of study of training stems -

from the current emphasis found in the management training literature. Moreover, it also

stems from the emphasis in most of the developing countries on the management



training activity, which is considered as a straight instrument for economic
development.

This study is an evaluation of the effects of the Executive Development
Programme (EDP) of the IPA. The effects were measured by assessing the impact of the
EDP upon on-the-job performance of the executives who attended it. Evaluation of

training programmes usually focuses upon the effects of the programme on the
participants and the measurement of learning at the time of completing the programme.
In the case of EDP reactions were measured at the end of each run of the programme
and learning was measured by a brief questionnaire assignment. No attempts have been

made before to measure the influence of the EDP upon on-the-job performance. The

focus of this study was therefore on-the-job performance before and after the

programme had been completed by participants.
By focusing upon on-the-job performance before and after training, the study
served as a feedback from the participants and their organisations to the IPA and its

collaborators. It was hoped that this feedback provided information which could be

utilised in deciding whether or not to change the EDP and how it should be changed.
However, the results of the survey suggested that, using forms of evaluation permitted

by Saudi officials, it was extremely hard to arrive at a judgement.

1.4 Problem Focus

At the outset the main problem initially addressed by this study was : what is the

impact of the EDP upon on-the-job performance of the executives who attended it? This



evolved into a focus on the problem of evaluation itself, and the organisational and

cultural preconditions for effective training evaluation.

1.5 Research Objectives

The main objectives of this study can be classified four-fold as follow:
1) The impact of EDP on the executives who attended the programmes 1n having
better knowledge of modern management principles and techniques.

2) The impact of EDP on the executives who attended the programmes in having

better leadership skills.

3) The impact of EDP on the executives who attended the programmes in having

better problem-solving skills.

4) The impact of EDP on the executives who attended the programmes in having
more positive attitudes towards their jobs. However, this evolved into a concern with the
organisational and cultural factors that affect the application of evaluation methodology
and 1n focusing the issues that were raised for the IPA.

The choice of leadership and problem-solving skills was based on the fact that

the mission statement of the EDP is to prepare executives for development as senior

executives and top managers. In these positions, leadership and problem-solving skills

are crucial performance variables.

1.6 Importance and Contribution of the Study

The study of evaluating management training programmes is an area of both

theoretical and practical importance because:



1) The study focused on the evaluation of training as a means of looking at the
impact of training on-the-job performance of the participants who attended it.

2) It provided information about the impact of the EDP on the vanables
specified in the research questions. The IPA did not have any evidence about the impact
of this programme.

3) The study sheds light on the very fundamental issue about the preconditions
for effective training evaluation. This was not the intended outcome of the study, but 1t
is the most important contribution to knowledge by this study.

4) An important aspect of this study was the impact of the project’s
‘environment’. It seems appropriate, therefore, to dwell at some length on the political,
economic and religious conditions in Saudi Arabia.

5) The growing demand for trained Saudi employees in general and executives

in particular, and the costs of training for these employees, are reasons for the researcher
to be concerned. Conditions exist within the business world that require more
productivity and lower costs.

6) The importance of this study derives from its contribution in investigating and
examining research findings and studies from developed countries in developing
countries (i.e. Saudi Arabia). Training has been extensively researched in developed
countries (e.g. UK and USA). Most these studies have been conducted in Western
countries which are characterised by a free economy, more advanced education and
professional levels, and a particular set of cultural values. Unlike most previous

research, this study was undertaken in Saudi Arabia. Saudi Arabia, like most developing



countries, is still characterised by centralised planning, limited educational levels, and

different sets of cultural values from Western values.

7) The potential value of this study is in providing specific useful information to
Saudi organisations in identifying the factors which are playing a vital role in the impact
of the training programmes and outcomes of these programmes. It is anticipated that
Saudi management will find the results of this study to be helpful in designing the

training programmes according to the real needs of Saudi organisations to achieve the

ultimate goal of improving managers’ performance, in turn leading to growth of

organisational productivity.

1.7 Limitation of the Study

The study intended to evaluate training programme in Kuwait rather than Saudi

Arabia. Unfortunately, the Gulf War obliged the researcher to shift the study to Saudi

Arabia.

This research faced various limitations, derived from Saudi culture and the
government structure, which did not allow observational methods, restricted
Interviewing female managers, etc. (these are discussed in Chapter Four and Five).

a) The study was conducted in an environment which views research as a low

priority. Informal contacts and personal relations were, therefore, the only means for
obtaining support for the study and motivating the study population. This placed

limitations on the choice of methodology, design, and data collection.

b) Evaluation of job performance is difficult, especially in Saudi cultural

context. This task in any case is difficult in most countries in the world.
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c¢) Limitations in obtaining statistical data and getting access to the government
reports related to this study due to the Saudi government structure.
d) Limitation of the area of the study. This study covers the EDP; therefore,

generalisations made by this study may be applied to other management training

programmes offered by the IPA.

e) The main instrument for data collection was a questionnaire distributed to the
participants and their immediate superiors. The questionnaires were hand-distributed
and collected. This may have influenced the responses obtained.

f) Questionnaire response problems: some of the participants were not willing to

complete and return the questionnaire to the researcher.

1.8 Definitions

a) Participant:

The participants who attended the EDP were executives from public sector
organisations with at least five years’ management experience involving planning,
decision-making, and supervision of subordinates.

b) On-the-job Performance:

Conceptual definitions of on-the-job performance are difficult to find because
on-the-job performance is concerned with individual output, whereas ultimate
performance is reflected through larger unit output. According to De Vries and others

(1981), there are three basic categories of individual performance which represent the

measurable domain of job performance. These categories are: personality traits,

behaviours and outcomes.
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“Possible examples of each of these three performance content categories for

managers are :
1. Personality traits e.g.

a. Leadership
b. Initiative
c. Attitude

2. Behaviour e.g.

a. Organised employee feedback sessions.

b. Presented reports clearly and concisely at trade association

meetings.

¢. Responded to customer complaints promptly and thoroughly.

3. Outcomes e.g.

a. Reduced unit absenteeism by five percent.
b. Completed development of a new product line before deadline.

¢. Increased net sales by seven percent.”

Although De Vries and others (1981) classified these categories, what the
researcher means is that personality is not the same as performance and leadership is not
the same as personality traits. On-the-job performance can be defined in terms of
personality traits, behaviour and outcome. It is the job holder’s contribution and work
place behaviours that enable the organisation to achieve its mission and goals.

c) Attitudes Toward the Job:

Generally, attitudes are defined as feelings or emotions toward a stimulus. They

are the product of the society, the culture, the values, upbringing, education, and

experience which all taken into account together predispose the behaviour of an

individual.
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d) Leadership Skills:

Leadership can be defined as : Interpersonal skills required to aid a group 1n
accomplishing its goals and/or improving and maintaining working relationships.

e) Problem-Solving Skills:

Abilities to identify, document, and justify deviation from the normal, achieve

objectives, and select and implement an effective solution to problems.

1.9 Organisation of the Study

The study has been divided into nine chapters. The current chapter i1s an
introduction to the study. The second chapter provides a general background on Saudi
Arabia and general information about the Kingdom’s population and labour force. This
chapter concludes with a description of the political system and leadership of the
Kingdom, its planning and development system, and Saudi cultural values.

The third chapter presents a concise review of literature in the field of

management development and literature on the relationship between management

development, and national cultural factors are presented in Chapter Four.
Management development in Saudi Arabia, management organisation

characteristics in Saudi Arabia, the impact of culture and value system on management

development, the contribution of the Institute of Public Administration (IPA), are

presented in Chapter Five. This chapter also contains the Saudiisation experience.
Chapter Six provides a review of literature in training evaluation, and Chapter

Seven describes the research methods and procedures used in this study. This covers
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research questions, the choice of study design, research methods, data collection

instruments and a brief description of the statistical techniques used to analyse the data.
Chapter Eight focuses on an evaluation of the IPA Executive Development

Programmes (EDP). The chapter presents and analyses the data from the sample of

participating managers in the two surveys from the points of view of the participants

and their superiors.

Finally, Chapter Nine provides discussion and conclusions, as well as presenting

the possible implications of the findings.
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Chapter Two

General Background on

The Kingdom of Saudi Arabia
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2.1 Introduction

This chapter is meant to introduce brief general background information on the
country which is the focus of this study, the Kingdom of Saudi Arabia.

The Chapter begins by briefly describing the population of the Kingdom, 1ts
growth and distribution, labour force composition, the effect of foreign labour on a

population census, the labour force problems. Considerable details are introduced about

the political system and leadership, the political power and organisations in the

Kingdom of Saudi Arabia.

The general features of economic, planning and development are briefly
discussed about the five year development plans and their achievement between 1970

and 1995 in economic growth and social stability, developing human resources. The

Saudi private sector development is also dealt with.

2.2 Population and Labour Force

Al-Farsy (1986) has stated that:

“The actual size of Saudi Arabia’s population has been the subject of
controversy for some years, but in particular since 1974 when the first national census
was undertaken ..... In the 1974 nation-wide population census, it was reported that a
population of 7,012 million people, including foreigners, was living in Saudi Arabia.
Estimates of the population size differ markedly but all agree on one important feature:
all estimate a population growth-rate of about 3 percent per year. This growth-rate is
probably about right for the rate of natural growth of the Saudi population. When

foreigners are included, however the growth-rate for the most recent decade has

probably been closer to the 4-4.5 percent range”.
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The figures above were reported by Al-Farsy who states again:

“The Kingdom of Saudi Arabia encompasses about four-fifths of the Arabian
Peninsula. It had a population of just over seven million according to the census of

1974, a figure estimated to have risen by one million, including the immigrant
workforce, by 1978. The Kingdom's area is just over a million square miles, one-third

the size of the United States of America. Saudi Arabia has a population density of six

persons per square mile, a figure roughly comparable to the population density of the

United States in 1790".

According to the last population census (1992), however, the estimated
population figure reached 16,929,294, distributed as Table 2.1 shows:

Table 2.1 Population Census 1992

) B
M e

Source: Public Statistics Department, Ministry of Finance and

National Economy, Kingdom of Saudi Arabia, 1992.

However, it 1s interesting to note that:

“Saudi Arabia has undergone a remarkable demographic transformation in the

past sixty years. The headiest years of economic expansion and industrialisation from
the early 1970s to the mid-1980s drew people into the cities. Take Riyadh. The average

annual increase in the population has never slipped below 9% since 1968. In 1968

Riyadh’s total inhabitants numbered 300,00. Today the population is 2.3 million. The

17



new arrivals have mostly been young, with 86% of them aged under 35”. (Financial

Times, September 8, 1992)

It 1s noticed that the annual rate of growth has varied. From 9.3 million in
1981/82, the population has grown to 12.8 million by 1991 (see Table 2.2 and 2.3).
Jeddah and Riyadh together have a population of 3 million. This leaves the country
with a relatively small population in other cities, towns, villages and tribal areas.

For the intensive development Saudi Arabia has undergone, it has required much
more labour than could be provided by national manpower. The reported foreign labour
force increased form 1.54 million in 1979 to 2.66 million in 1985 and to 3.2 million in
1991 (Tables 2.5 and 2.6), but this is only part of the picture. There are 500,000 foreign
workers employed as domestics, such as house-maids. The estimated total labour force
was about 5.6 million in 1991. (3.7 million foreigners plus 1.9 million Saudis).

The effect of this labour force on a population census is even greater because
many foreign employees here brought their families with them when they accepted work
contracts in the Kingdom. The Saudi national population is currently 7 million, and the
foreign population is 5.8 million, in a total population of 12.8 million.

The annual population growth rate has varied. From two per cent (2%) in 1960,
1t increased to two and nine-tenths per cent (2.9%) in 1974, and to four and a half per
cent (4.5%) p.a. in 1980 to 1984. The high of four and a half per cent (4.5%) annual

growth rate reflects the high foreign inflows. Since 1984 the economy has slowed as oil

prices and revenue have dropped, and the annual growth rate has decreased. Since 1984

1t has averaged three and eight-tenths per cent (3.8%). It dropped, however, to one and
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four-tenths per cent (1.4%) during 1990-1991 because of the Gulf crisis (Table 2.2 and
2.3).
There are some other factors contributing to the large increase in foreign labour.
1) A large part of the population is young (Table 2.4). Sixty-four per cent (64%)
1s under 25 years old (about 2.5 million in schools). Therefore a large part of the

population that will enter the workforce is still attending schools, universities and

vocational institutes.
2) Because of Saudi Arabian culture and traditions, many Saudis prefer

administrative jobs to technical or manual jobs. This preference has recently changed

since hundreds of graduates cannot find administrative jobs, and have to study or re-

train, at vocational and technical institutes in order to occupy technical, professional and

skilled jobs, replacing some of the foreign labour.

2.2.1 The Labour Force

Since 1973 Saudi Arabia has undergone an intensive, accelerated development.
The population in 1973 stood at around 7 million. The rush towards development
required foreign labour at all levels, professional, technical, skilled and unskilled. The

educational institutes in Saudi Arabia could not graduate enough Saudi youth to meet
the market needs for qualified manpower. The intensive development required much

more labour than the local market could supply. The foreign workforce, therefore,
increased rapidly to 3.7 million workers (from more than 65 different nationalities)

while the Saudi workforce was less than 2 million (Table 2.5 and 2.6).
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After the Gulf crisis and resulting slow-down of economic activities coupled

with the completion of much of the industrial infrastructure, a more rational level of

development activities, and an increase of Saudi graduates, the foreign workforce annual

growth rate has started to decrease.

Although the development of universities, technical colleges, and vocational
institutes has resulted in an increase in the number of graduates, the Saudi workforce in
the private sector is still only about fifteen per cent (15%) of the total. (The private
sector’s total workforce is about 4 million.)

Unemployed Saudis claim that the private sector does not encourage

Saudiisation (replacing foreign held positions with Saudis). As a result they try to join

the government sector, even though there is no room for them. Ninety per cent (90%) of

the government sector positions (1.1 million) are occupied by Saudi nationals, (Table

2.6).
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Table 2.2 Annual Population Growth 1981 - 1990

Year 1981/ | 1982/1 | 1983/ 1984/ 1985/ 1986/ 1987/ | 1988/ 1989/ Annual Growth
1982* | 983* | 1984* | 1985** | 1986** | 1987** | 1988** [ 1989** | 1990** Rate (%)

Source: Saudi Arabia Market Conditions, Business International. 1984, p4.

** Annual Growth Rate 3.8 Source: Government Statistics Year Book 1986.

Table 2.3 Annual Population Growth 1991

' 1990/91 Annual Growth Rate (%)
ﬁ'

Annual growth rate decreased due to the Gulf crisis in August 1990.




Table 2.4 Distribution of Population Sex/Age, 1975 - 1985 (Saudi and non-Saudi)

Year 1975 1985

sex/age Male Female

_ 100,306 95,843 196,149 145,593 138,076 283,669
1-4 496,348 501,537 997,885 719,322 721,807 1,441,129
5-9 593,323 584,579 1,177,902 859,785 841,483 1,701,268

10 - 14 461,185 425,387 886,572 668,484 612,505 1,280,989
15-19 376,055 319,370 695,425 674,385 546,290 1,220,675
20 - 24 299,067 222,541 521,608 475,386 352,853 828,239
25-29 244,658 210,068 454,726 354,598 306,797 661,395
30 - 34 210,235 186,107 396,342 304,616 267,687 572,303
35-39 194,320 161,888 356,208 281,691 233,087 514,778
40 - 44 166,191 144,421 310,612 260,644 207,759 468,403
45 - 49 126,585 90,591 217,176 210,117 121,847 331,964
50 - 54 118,443 100,439 218,882 190,076 135,135 325,211
55-59 69,215 43,655 112,870 170,502 129,470 299,972
60 - 64 100,306 74,837 175,143 175,934 120,699 296,633
65 + 143,981 120,789 264,770 205,763 169,148 374,911
Not Reported 1,110 328 1,438 1,715 502 2,217

H 3,701,328 3,282,380 6,983,708 5,698,611 4,905,145 10,603,756

Sources: Manpower Development Needs and the Educational and Training System in Saudi Arabia. The Institute of Public Administration. 1987
Riyadh, Saudi Arabia, p. 85.

Notes: The male population is higher than the female because of the foreign workers many of whom are single, or their families are not living with
them in the Kingdom.



2.2.2 The Labour Force Problem

The private sector has benefited from intensive development, and is provided
with many incentives to aid in the development of the economy. The vast majority of
work by the private sector has been government contracts for construction and services.
Middle East News Paper reported that private sector factories, shops, and firms

increased about three hundred per cent (300%) in the 10 year period form 1970 to 1980.

The Saudi government has assisted and provided support for the private sector. The

process for obtaining foreign labour, for example, was simplified and stream lined.

Foreign labour, especially from the Far East, is considered inexpensive since the salary
1s one-third (1/3) of that paid to Saudis. The majority of these labourers are skilled or
semi-skilled and are considered better qualified than their Saudi counterparts. Even if

Saudi labour were better, the local market could not provide a sufficient quantity of

qualified workers.

There are many considerations on both sides of the argument as to why there are

not more Saudis in the private sector work force. The private sector claims that they

could not recruit Saudis for the following reasons:

1) Saudi graduates do not meet work requirements, and do not have the

experience. Also educational and vocational institutions do not ‘look deeply’ into the

needs of the market and job requirements. (Okaz Newspaper 1989).

2) The private sector used to make contracts with the government. The cost of
those contracts was based on many factors, and manpower cost was one of the major

factors. The private sector used to get cheaper manpower from the Far East, since the
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cost of Saudi labour was higher, and was higher still if re-training, familiarisation, and

lack of experience was included in cost estimates. If the private sector tries to include

Table 2.5 Labour Growth Rates 1967/68 and 1984/85

Growth**
Saudi+ 632, 491. ,7186. -
Non -Saudi ,384. ,534. ,660. 1,125.2
toa o |somso [ameo remo loo

* 300,000 foreign Workers, employed as domestics, i.e. Housemaids, to be added.

** For the period 1979 to 1985
+ (Includes Saudis in military jobs)
Source: Fourth Development Plan, 1985-1990, and Statistics Year Book 1967-1968

and 1990/91.

Table 2.6 Labour Growth Rate 1984/85 and 1990/1991

19084/85 1990/91 Annual Growth
Rate

Saudi+ 1,890.943

Non-Saudi 3,220.608

* 500,000 Foreign workers employed as domestics, i.e. Housemaids, to be added
Total = 5,611,551

+ Includes Saudis, 200,000 in military jobs.
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such costs in their estimates, then the government will not award them contracts. The
government expects contracts to cost about the same as when cheaper foreign labour
was included. (Okaz Newspaper 1989).

3)The salaries, especially for Far East and some Middle East employees 1n the

private sector are less than Saudi salaries. The reason for this lower salary 1s either that
the foreign labour cannot find attractive jobs in their home countries, or that they do not

mind a Spartan lifestyle for a two-year contract. In this way they can save money to

take back home to invest.

4) The private sector claims that a typical Saudi graduate’s knowledge,

qualifications, and experience are poor. They feel they cannot use them to replace

foreigners because it will reduce productivity. (Hashim, 1988).

5) Another claim is that Saudi graduates are not punctual and tend to be

unreliable (Hashim, 1989).
6) Saudi graduates look for management jobs, leadership positions and

administrative work. They do not like field and technical jobs, and they do not want to

recelve instruction or directions from a foreign supervisor (Hashim, 1988).

7) Saudi graduates do not like to work in cities or villages outside those where

they were born and raised and where their families reside (Hashim, 1988).

8) Saudi labour looks for high salaries, thinking that the private sector should
pay salaries equal to those paid by the government. However, salaries in the private
sector should not be compared with the government because productivity, competition,

performance and experience are more critical factors in the salary structure of the

private sector. (Ba-Qaar, 1987).
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9) Many private companies have found it necessary to re-train the Saudi

graduate, specifically those who graduated from vocational schools. They have found

that their knowledge was basic and bore little relation to the real work environment.
(Ba-Qaar, 1987).

Hashim (1988) argued that the opposite view that the private sector is
irresponsible and does not encourage Saudiisation are:

1) Development of Saudi Arabia is not only the government’s responsibility, but
is the responsibility of the private sector as well. But the private sector has participated
so far in the development only as a business that makes a lot of profit and has not fully
shared responsibility for social development. The private sector will not engage in
business activity unless it provides a high percentage of profit. The private sector
should participate in training or re-training the Saudi youth and graduates, rather than
leaving this function completely to the government and then claiming that the
government educational institutes are not supplying good graduates.

2) The private sector knows that sharing responsibility means giving up some of
the high levels of profit. Recruiting Saudis, for instance, means increasing personnel
costs, but does not consider that Saudi manpower development would be a human
resource investment for both the private and government sectors.

3) Even if the private sector is right about Saudi graduates lacking experience,

knowledge and qualifications, the private sector can develop a committee or a centre
that discusses and resolves those 1ssues with the government institutes.

4) Graduates are no longer looking for jobs located in the same areas where they

were born. There is much evidence to show that they now work in cities and villages
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other than in their home Region.

5) The claim that foreign labour is cheaper may be true if one calculates only the

salaries the private sector is paying. Foreign labour also benefits from government
subsidies on food and medicines, and many other services that in most cases are free,
such as education and health care. If these indirect costs that the government s handling
are added in, it would no longer be true that the foreign labour 1s cheaper than Saudi
labour.

Of course the main objective of the private sector is to make a profit, but the

profit should not be made through hiring cheaper labour alone, or by increasing working
hours to a level that the Saudi will avoid, for instance, 54 hours per week. Nor should
the profit be made by avoiding training personnel or by asking them to do multiple tasks
and jobs they were not hired to do. The profit can be made by attaining high
performance, high productivity and good quality, and by reducing waste and operational
costs (Alkholy, 1989).

Only a small percentage of Saudi females that are capable or working actually
join the Saudi workforce. Most estimates show that about eleven per cent (11%) of
capable Saudi females are in the workforce. This female group is eight and seven-tenths

per cent (8.7%) of the Saudi national labour force, and only three and two-tenths per

cent (3.2%) of the total workforce. There are about 1 million female college, university

and high school graduates who can work, but only 176,000 are working.

Most of these work at educational institutes, hospitals, and social work

departments. There are more than 200,000 jobs occupied by foreign female workers, for

example, nurses, paramedics, lab technicians, teachers and administrators.
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In addition, there are about 200,000 clerical and administrative jobs occupied by

foreign male workers that could be replaced by Saudi females. The most important
factor here is Saudi culture. Saudi culture allows females to work in jobs that do not

involve free association with men. If the job requires working with men, then some
restrictions must be made, especially in administrative jobs such as that of secretary.
Other problems areas: home responsibilities and duties, the necessity of additional leave
days to take care of children, and the unwillingness to work in some jobs for a very low

salary. For instance, a Far East nurse’s monthly salary at a private or a government

hospital is about US $350, plus accommodation. The monthly salary for a Saudi nurse

for the same job at a government hospital is about US $800. Private hospitals in the

kingdom, which have about 20,000 nursing jobs, refuse to pay higher than US $350-
400. So far, no resolution has been found for this problem of female unemployment.

Furthermore, Al-Ansari (1987) criticised the Saudi Government’s Saudiisation

plans:

“Based on the published Development plans for the kingdom, it was concluded
that the strategy of Saudiisation was not clearly defined at the formal level. At best it
appeared to refer superficially to a policy of simply replacing foreign workers,
particularly those in managerial positions, with trained and qualified Saudi nationals.
However, we argued that taking into account the Islamic principles outlined elsewhere
in the Development Plans, the strategy of Saudiisation was, implicitly, a good deal more
complex than merely a replacement policy. In particular, we drew attention to the ways

in which criteria of managerial theory usually applied uncritically within the context of

Western business organisation might need to be redefined to make them compatible with

the Islamic principles fundamental to Saudi development. Thus, we concluded, that
Saudiisation could not be conceived merely as a strategy to obtain quantitative resulls

(i.e. Replacements) but also had to be considered as having qualitative objectives, that is
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the creation of organisational procedures and structures compatible with Islamic
teachings. This dimension was seen to be of particular importance in relation to the
most recent Development Plan which seeks to apply Saudiisation to the private sector of
the economy, for it is here that Western-oriented business and organisational practices
are likely to be most deeply ingrained and most difficult to control. Replacement alone
might lead to an increased showing of Saudi personnel but might do little to bring about

patterns of business practice compatible with the wider aspirations of Saudi Society!”

Between 1991-2000 there will be more than 575,000 new jobs in the Saudi

Arabia. Most of those jobs will be for technical and skilled labour. For instance, there
will be 107,000 jobs at the Al-Jubail Industrial Complex, 90,000 jobs at the Uanbu

Industrial Complex, and 80,000 jobs at the Al-Yamamah Projects.

Therefore, Saudiisation may be a problem for the next two decades, causing

more unemployment among national graduates and putting pressure on the government

to find jobs for nationals.

2.3 Saudiisation (Placing Saudi Nationals in Jobs Occupied by Foreign Labour)

Before the 1970°s Saudi Arabia was basically a village and tribal society with

limited colleges and two universities in four semi-modern cities (Jeddah, Riyadh,
Makkah, and Dhahran). The major source of national income was based on crude oil

export, and some craft and agricultural trade. The population was less than 6.5 million

in 1968.
However, since 1973 Saudi Arabia has undergone an intensive, accelerated

development. The population in 1973 reached 7 million. The rush towards development

required foreign labour at all levels, professional, technical, skilled and unskilled. The

educational institutions in Saudi Arabia could not graduate and train enough young
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Saudis to meet the market needs for qualified manpower. The foreign workforce,
therefore, increased from 384,000 in 1968, to 3.221 million in 1991, and today stands at
4.7 million. (Source, Development Plan of Saudi Arabia 1970 — 1995, Ministry of
Planning)

The term ‘Saudiisation’ came into being with the publication of the Kingdom’s
Third Development Plan (1980-1985). This plgn, theoretically, symbolises the
replacement of expatriate labour with similarly skilled, trained and highly educated
Saudi nationals. But practically, it remains a distant goal for all but a few government
agencies, public corporations, or private businesses. It is not an easily obtained
objective, but political and economic pressures continue to make it a high national
priority.

The question of Saudiisation of the Civil Service is one of the important interests
of the Saudi government. Again, in theory, Saudiisation is an important national goal,
but in practice many difficulties arise. Saudi Arabia stands out among countries

recruiting expatriates, because of the size and nature of its economic and social

development plans, compared to many other countries. The development budget figure
already supports this fact. Saudiisation in the private sector has been the result of a long-
term, systematic strategy for the recruitment, retention and advancement of Saudi
nationals into the managerial structure of the company.

According to the government’s reports Saudiisation has been seen as a counter-
measure to the unpopular importation of foreign labour, so necessary to the
development of the Kingdom’s infra-structure and yet so potentially harmful to the

delicate fabric of both the Kingdom’s culture and national security.
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Harbison and Mayers (1986) argued that:

“Localisation efforts to replace foreigners by nationals, should begin in the most
sensitive and policy-making posts of the government, followed by the replacement of

expatriates in occupations requiring ‘extensive specialised education’ in occupations requiring

high technical and professional competence.”

Considering that in the past government employment seemed to offer the
greatest long-term stability and the government was ‘in the drivers seat’ of every major
industrial venture, a new emphasis on the role of the private sector suggests a major
shift in incentives for private sector employment. But for all this, the government will
continue to play a major réle in the overall Saudiisation effort. This gives impetus to
new development strategies being initiated, and new economic sectors being targeted for
development. The policy of the government toward computerisation of its own

operations could have a major impact on the number of personnel released to the private

sector, and its policy toward the employment of women within government ministries

and agencies would also impact on overall Saudiisation efforts.

Saudl new entrants to the labour market have shown a marked preference for

employment in the government sector, which paid higher wages at middle level position

and below than the private sector. The government sector also provided greater job

security and better working conditions, in terms of working hours, employment

regulations and promotion prospects.

The recruitment practices of Saudi private sector employers have added to the
constraints on higher Saudi employment in the private sector. These employers have

naturally tended towards the recruitment of foreign workers, whose qualifications,

training, operating flexibility and wage demands have more closely matched their own
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requirements. Furthermore, the training costs of upgrading new Saudi graduates in such
a competitive labour market are perceived as too high.

New strategies to widen the Kingdom’s industrial base and augment human
services, will also impact on the nation’s total Saudiisation drive, given the manpower
needs inherent in the development of these new resources and citizen services. As stated

in the Third Development Plan:

“During the past two decades, the direct government civilian employment has more
than trebled. As of now, the government is not only the single largest employer in the Kingdom,
but it also absorbs the vast majority of trained new labour force entrants each year. Therefore,

the Civil Service Bureau plays an important role in the Kingdom's overall manpower

utilisation and labour force deployment process.”

In this context, Al-Hafiz (1982) has suggested that: ‘The Kingdom pool all
available training resources to develop Saudi manpower for the jobs foreigners are now
doing.’

Al-Hafiz goes on to suggest that most of this training should be accomplished
within the Kingdom, between the existing training agents. Saudi Arabian Oil Company
(ARAMCO), operates the world’s largest industrial training programme. Citibank, the
American partner of the Saudi American Bank, operates the largest international
training programme in banking. Saudia, the National Airline, reportedly has Saudiised
more than 60 percent of its in-Kingdom staff through extensive training operations.
Saudi Basic Industries Corporation (SABIC) also are heavily involved in training
operations.

But, can we say or decide, that training forms the only avenue to Saudiisation?

We think that in time organisational structure can play an important part as well.
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The emphasis placed in the Saudi Forth Development Plan, on the development of the
private sector, together with the renewed emphasis on Saudiisation first stressed in the

Third Development Plan, will place considerable pressure on both foreign and national
companies to develop Saudi Nationals for positions of responsibility of getting a plan or
a project operational.

Few companies in the Kingdom have developed successful Corporate strategies
on the Saudiisation issue, such as ARAMCO’s half century of experience in Saudi
manpower development, and Saudi Arabian Airlines of its management development
programme. More recently, the experiences of Citibank of New York and 1ts successor,
the Saudi American Bank, provide an important insight into the problems inherent in the
conversion of Saudiisation policies into practice.

The Saudiisation efforts of ARAMCO, Citibank and other corporations in Saudi
Arabia provide siéniﬁcant insights into the proper requirements for a successful
Saudiisation programme. It is necessary, therefore, that those corporations which intend
to remain in business in the Kingdom of Saudi Arabia, begin immediately to outline
their Saudiisation programme. Therefore, while not having an impact on every sector,
the continued pressure for Saudiisation continues and is a potent force 1n the country.

The experience of the corporations mentioned above, would suggest the
following components of a good Saudiisation programme:

1. The development of a highly visible intention to ‘stay the course’ and participate in

the long term development of the Kingdom.
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2. The development of a highly structured, well defined, job-specific statement of
corporate Saudiisation goals and objectives sanctioned by a Corporate Board of
Trustees and supported by all line managers.

3. The development of an equally well-defined strategy for implementation of
companies manpower development goals and objectives.

4. The development of aggressive staff recruiting programmes both in-Kingdom and
abroad.

5. A collaborative assault with other corporations on ministerial reluctance to release
Saudi University graduates from obligatory government employment in order to
permit the private sector to hire, train and promote Saudi1 Nationals.

6. A willingness to initiate more innovative approaches to training, promotion

procedures, and the distribution of responsibility, especially at upper management

levels.

A further issue in Saudiisation is that of women in the Civil Service. According
to the present records of the Civil Service Bureau, women are employed in special fields
such as: Health Services, Child-Care Services, Analytical Services, Statistics and
programmeming, administrative assistance, Girl’s and Women’s educational services.
Now, women are employed in different ministries such as Ministry of Education,

Ministry of Health, Ministry of Social Affairs, Ministry of Interior, in addition to the

universities and the Civil Service Bureau.

The Civil Service Bureau is now making extensive research efforts to identify

more opportunities for employing women in the Civil service beyond the traditional

positions, taking into account the established policies and values regarding the
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employment of women. Its main objective is to widen the avenues for employment of
women who represent an important resource of the National labour force. However, in a
culture where the tradition for women has been in the home and subservient to the male,

it will need a considerable shift in emphasis for true equality to occur.

2.3.1 Factors Influencing Saudiisation

The jobs created for Saudis in the public sector are more the result of filling
vacant positions than through the implementation of an effective scheduled Saudiisation
programme. Considerable scope still exists, however, for replacing non-Saudis. It is
estimated according to the Fifth Development Plan (1990-1995) that about 261,000
public sector jobs are currently filled by non-Saudis, most of which could be occupied

by suitably qualified Saudis in various locations throughout the Kingdom.

The failure to implement replacement programmes in the government sector can

be attributed to three factors:

1. inadequate numbers of Saudi graduates in scientific, technological and technical
fields in general, and in various medical specialisation’s in particular,
2. the demand for more general academic graduates in the civil service has already

been met sufficiently, particularly in the major cities,

3. the difficulty for female graduates in taking up job opportunities in locations far

from their families and homes and the consequent failure to replace non-Saudi

temale workers with Saudis, particularly with respect to female teachers.

In this respect the success of the Saudiisation process cannot be left to market

forces alone, either in the public or private sectors. Therefore, according to the Sixth
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Development Plan (1995-2000) a twofold policy approach for the replacement of non-

Saudis by Saudis will be adopted, combining both incentives and mandatory measures,

as follows:

a)

b)

d)

Financial and other support measures provided by the government to private sector
establishments will be linked to commitments for the training of Saudis and the
achievement of Saudiisation targets.

The concerned government agencies will implement and follow up the decisions of

the Manpower Council regarding the size of the non-Saudi labour force and the

positions which should be restricted to Saudi citizens. In addition, annual minimum
targets for the employment of Saudis and the ceilings for the number of non-Saudis
will be set for private firms of various sizes.

The recruitment of foreign labour will be restricted to skilled and semi-skilled

workers, thus reducing the demand for non-productive workers in community and

personal services.

A national information campaign will be adopted aimed at encouraging job seekers
to work 1n the private sector and identifying new areas of employment for women in
conformity with the Islamic Sharia.

Women will be encouraged to invest in and practice their professions in private

clinics, translation offices or any other industrial or service project whose feasibility

1S proven.

f) The Civil Service Bureau (CSB) will continue to implement decisions and policies

concerning Saudiisation in the government sector, and follow-up Saudiisation plans

which will be implemented annually by each government ministry and agency.
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Particular emphasis will be placed on vital government utilities, on 1ncreasing job
opportunities for women, and on finding appropriate solutions to the problems of
employment and Saudiisation outside the cities, together with the necessary transfer

of vacant positions in the government sector.

2.4 The Political System and Leadership

Shaker (1972) noted that although political leadership has shown signs of
meeting the challenge of social and economic change, the authoritarian political
leadership has remained resistant to any attempted change. It may be however that its
legitimacy will be challenged on the social and the economic fronts.

We have argued that this pattern of leadership has its basis in the country’s
traditional cultural values, if one looks back to its roots in the country’s tribal culture.
Difterences in the region’s bureaucratic orientation did not alter the fact that all regions
were accustomed to the idea of central authornity (Huyette, 1985) regardless of its form
and this made it easier for the king to maintain centralised and patrimonial leadership in
an era where the call for a more democratic way of life is reaching its peak. The point
here 1s that the massive changes that the government has been through over the past
twenty-five years, especially in the area of education, will put pressure upon some of
these cultural values. Ultimately, it seems likely that a change in the political leadership

style will have to take place as a response to this change in perceptions and values.
The political situation in Saudi Arabia is highly stable compared with most

developing countries. It is a stability which has prevailed since the statehood of the

country in 1932,
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Such as climate is very desirable for long-term planning towards development but the

question of whether it is entirely conducive to organisational efficiency is more

debatable.

2.4.1 The Political Power and Organisations

The Kingdom is ruled by the Royal Family (Al-Saud). At the present time, the
King is the head of the Government as Prime Minister, the First Deputy Prime Minister
is the Crown Prince and the Second Deputy Prime Minister 1s the Defence Minister.
Other members of the Council of Minister are the Ministers for the Interior, Finance and
National Economy, Foreign Affairs, Petroleum and Mineral Water Resources, Justice,
Industry and Electnicity, Planning, Agriculture and Water, Transport, Communications,
Commerce, Higher Education, Education, Information, Health, Labour and Social
Affairs, Pilgrimage and Wagqfes, Public Works and Housing and Municipal and Rural
Affairs (See Figure 2.1). Ministers are responsible directly to the King.

The political power in the Kingdom is distributed in the following way:

First the King and the Royal family together. The king is the elder son of former
King Abdulaziz Hayiat Al-Ifta, and is the second political authority and the most
influential source of power in Saudi Arabia.

Hayiat Al-Ifta is concerned with law and government decisions that may conflict
with the Islamic values and teachings. It is the authority that approves or disapproves
governmental laws and decisions as they interface with Islam’s teachings. In addition,
judges are recommended by the Hayiat Al-Ifta. The Hayiat completely reply on

religious teachings and instructions in all their activities.
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The Ministerial cabinet is the third source of authority. It decides policies and
discusses and approves plans as needed, such as regulations for government expenditure

and foreign affairs. Legal, formal laws (for instance, rules for charging cnminals) must
be approved by the Hayiat Al-Ifta. The executive power of the ministries is the fourth
source of power. Ministers are responsible for recommending plans and putting the
Kingdom’s plans and development into action and carrying out its missions. Ministers
can also recommend several policies and rules. If those policies are only administrative,
then they may issue them and approve them for applications without sending them to
the ministenal cabinet for approval but in some cases the approval of the Civil Bureau is
required, for example, the employees’ promotion policy.

In addition, a new royal decision, issued early in 1992, approved the

development of Majlis Al-Shouraa, the advisory council. This council was established

in 1943 and was supposed to be second in political power and influence in Saudi
Arabia; however, it has had no role since 1962, and its coming role may not be
influential. The members of this council are, or will be, selected and appointed by the
King or his deputy, based on their tribal or family’s influence, and not their knowledge,
experience, and qualifications. The Advisory Council in the first two centuries of Islam,
570-770 A.D., was the most powerful unit in Muslim life. Govemors and senior
members of government were selected or recommended by the Council, and “Fatuwa”
(formal legal opinion) was given through it.

The political and governmental system in Saudi Arabia is centralised. There are

no political parties or national elections or unions in Saudi Arabia. Saudi Arabia has

enjoyed political stability since 1932. Because of its political stability and available

40



government revenue for development, the Kingdom is recognised as a good place for

investment and business.

2.5 Planning and Development in Saudi Arabia

The political economic power of the kingdom of Saudi Arabia denves from its
vast petroleum deposits, since it is ranked as the third largest oil producer in the world,
and one of the largest power crude o1l reserve areas.

In addition, the Kingdom of Saudi Arabia is still in the leading position in the
world oil industry - in fact, specialists and economic experts forecast a real growth of

the Kingdom’s economy of around 6 per cent in future years given the relative stability
of oil prices. However this strength emerged only in the mid Seventies after the oil

embargo and the increase in the oil prices.

In 1938 the country started to export oil in commercial quantities. However the

quantities discovered were modest and the growth of public bureaucracy and activities

in the absence of clear financial planning meant that the economic situation remained

unsatisfactory.

The first formally organised budget was in 1954 and demonstrated the weakness
of planning, in that one third of the budget went on defence and a large proportion was
devoted to luxury projects (Niblock, 1982). The problem of actual expenditure

outstripping available funds persisted until the late fifties. The country then resorted to
the International Monetary Fund to review the financial situation.

In order to evaluate the achieved targets and what might be achieved, Saudi

Arabia has adopted a new system of period plans.
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The country’s first five-year plan was drawn up in 1970, the second one 1n 1975,

the third plan in 1980, the fourth plan in 1985, the fifth plan in 1990, and the sixth

development plan 19935 -2000.

2.5.1 Economic Growth and Social Stability

In its development plans the Kingdom has always pursued the macroeconomic
objectives of economic growth, full employment, stable prices and avoidance of sharp
fluctuations in economic activity. As international experience has shown, however the

simultaneous achievement of all these objectives particularly the attainment of full

employment with price stability is not easy. Nonetheless the Kingdom can be justly

proud of its achievement in these areas:

1) Over the first five development plans between 1970 and 1995 the real average
annual growth in non-oil GDP has been 6 per cent.

2) Average annual inflation between 1970 and 1995 (measured by the pnivate
consumption deflator) amounted to 5.3 per cent and to less than 1 per cent duning the
last ten years which is significantly lower than international levels.

3) Total employment of Saudis has risen about 1.2 million 1n 1970 to almost 2.4
million in 1995 (Sixth Development Plan Report).

Rapid economic growth and modernisation have led to social instability in many

countries particularly when the benefits of development have been unevenly distributed

and traditional values have been abandoned. The Kingdom has been keen to avoid such

a diverse impact. However the provision of opportunities for all members of Saudi

Society to participate in the development process has been a permanent goal of the
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Kingdom’s development plans.

While the statistical measurement of diversification achievements is difficult, the
kingdom has recorded some notable success in diversifying the economic base and
reducing dependence on crude oil.

1) Non-oil GDP increased more than fourfold between 1970 and 1995 measured

in constant 1990 prices.

2) The non-oil sectors contribution to GDP rose from 353 per cent in 1970 to

about 67 per cent by the end of the fifth plan 1995.
3) The contribution of non-oil revenues to total government revenues increased
from 16 per cent in 1970 to 22 per cent in 1995.

4) As a share of the Kingdom’s total exports, non-o1l exports rose form 8 per

cent in 1970 to about 21 percent in 1995.

5) Value added by manufacturing industry grew at an average annual rate of 7.4
per cent between 1970 and 1995 in constant 1990 prices.
6) Driven mainly by the huge growth in petrochemical exports of the past ten

years non-oil merchandise exports have arisen from almost nothing in 1970 to more

than SR 15 billion 1n 1995.

7) Agricultural output rose six fold between the beginning of the first plan and

the end of the fifth plan and in Kingdom has moved significantly towards achieving

self-sufficiency in food supply (Sixth Development Plan Report).
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2.5.2 Developing Human Resources

The development plans have placed great importance on human resources
development through continuous advances in primary, intermediate, secondary and
higher education as well as in technical education and vocational training. The result

has been a great increase in the productive employment of Saudi citizens and a steady

upgrading of the skill levels and occupational achievements of the Saudi labour force.

The following indicators point to the quality and scale of achievement in developing the

Kingdom’s human resources:

1) The total number of schools at all levels rose form 3,283 in 1970 to about

22, 000 1n 1995, while enrolment in all educational institutions increased from around
600,000 1n 1970 to about 3.3 million in 1995 an average growth rate of 7.1 per cent.

2) Seven universities and fourteen girls colleges have been established while the
total number of students at these higher education institutions has increased from 8,000
in 1970 to about 170,000 in 1995, an average annual growth rate of 13 per cent.

3) Enrolment in vocational training centres rose form 578 in 1970 to over 10,000
in 1995 an average annual growth rate of 12.6 per cent, while enrolment at technical
schools and institutions increased from 848 in 1970 to over 28,000 in 1995 or at an

average annual rate of around 16 per cent (Sixth Development Plan Report).

2.5.3 Saudi Private Sector Development

By the beginning of the fourth plan a suitable climate had emerged for greater

Integration between the government and the private sector. Most of the infrastructure

projects have been completed and the priorities for development have shifted towards
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structural change and economic diversification. Through a wide range of financial and
regulatory measures the government encouraged the private sector to engage in joint
ventures with firms and to invest in new-generating capacities using the latest available
capital intensive technology mainly in the agriculture and manufacturing industries. As
a result, the private sector became less dependent than in earlier plans on government
expenditure. The growing maturity of the private sector and its resilience in reaction to
declining oil revenues and government expenditure began to show in the fourth plan
years and was reaffirmed in the fifth plan also, as the number of private sector

companies continued to rise along with the volume of private capital investment and the

range of private manufacturing activity.
The growing strength of the private sector and its important role in effecting

structural change in the Kingdom’s economy are evident in the following indicators:

1) Private investment rose from SR1 billion in 1970 to about SR 46 billion in the

last year of the fifth plan.

2) The private sector’s contribution to GDP rose form 21 per cent in 1975 to 45
per cent in the last year of the fifth plan while its contribution to non-oil GPD reached

about 72 per cent in 1995.

3) Private sector employment rose by 4.7 million between 1970 and 1995.

4) The number of operating (Saudi/foreign) joint ventures reached 352 in 1994

with a total capital invested a mounting to SR 81.5 billion.
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5) The stock market has grown rapidly in recent years as the number of shares
traded rose from less than 15 million in 1989 to more than 60 million in 1994 while the

value of transactions over this period increased from almost SR 760 million to over SR

17 billion (Sixth Development Plan Report).

2.6 Saudi Cultural Values

The cultural values of Saudi Arabia according to Malaika (1993) are based on

three major sources: the religion of Islam, the social values which include the tribal and
village values and the family values and ties. Islam is the religion of the Saudi people
and also the source of political legitimacy or the judicial system and the moral code for
Saudi society. On the one hand it is the formal religion of the Kingdom and its

principles are the supreme authority. On the other hand it is the social and cultural
institution whose system of social conduct and spiritual forces penetrate every aspect of

Muslim life. Al-Awaji (1971) pointed this out clearly

“For Saudi Arabians it is not only the importance of Islam as a major source of
social values and norms that complete the constitutionalisation of Islamic doctrines and

teaching but also its effects as the source of all legal and political acts that perpetuates

and enforces such as institutionalisation™

Prior to 1932 Saudi Arabia was predominantly a tribal society. There were some
rural villages (Taif, Hail, Jizan Buraidah) and few towns (Makkah, Medina). Only two
Urban centres (Jeddah, Makkah) could be classified as cities and they were small.

The basic social and political units to which many Saudi Arabians looked for

centuries for the preservation of order and the resolution of conflict were tribal groups.
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Tribal groups values are based on the concept that an individual has the identity
of the group to which he belongs. In most cases this is his/her wider family in which the
senior members take charge of almost everything. Owing to the traditional harshness of
nomadic life these values are fiercely defended against any perceived intrusion.
However, these values of senior members looking after the other members of a family
also influence the ways in which a management role is perceived. This could be a
contributing factor in the excessive centralisation to which Malaika (1993) refers.

Maliaka also refers to this style as not supporting employees’ independence but
expecting loyalty which is considered to be more important than the quality of their
work. Also the use of personal ties is a faster and more efficient way of getting things

done on a personal as well as professional level. The village is also important in the

social structure because it is a transitional stage between tribalism and urbanisation (Al-
Kharaji and Al-Aily, 1984).

Historically, Bedouin “nomads” settle first in villages through which they
acquired their first experiences in a settled society. Village kinship relations are
important because in many villages, though not all, an important segment of its
population may consider themselves related through a common male ancestor (Al-
Kharaji and Al-Aily, 1984).

Consequently the social position of the individual village is determined by this
belonging to a particular extended family and by its position within a large kingroup or
in the village as a whole. As in a tribe, the village chief, “Amir”, is the leader and the

spokesman of his villagers (Al-Kharaji and Al-Aily, 1984). The family values system

as a source of a cultural values is the centre of all activities in Saudi Arabia. But this
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fact has been changing slowly over the last few years (since 1974 in particular). It
remains the dominant characteristic of the Saudi family. Whether in tribes, villages, or
cities the family remains the primary source of identification (Al-Karaj1, 1984).

Identification with a certain family influences one’s economic and political
status. Among the nomads the family is largely a self-sustaining economic unit. In the
cities such as Jeddah the family is usually centred around a business enterprise that
includes the father, sons, brothers, uncles and other relatives (Shaker, 1972).

The primacy of the Arab family has evolved out of three factors: the Arab
tradition, the Islamic teachings and the economic and political factors.

The Arab traditions are the main source of a family’s social legitimacy. The

social structure of the Saudi family, where descendants are traced through the paternal

line 1s organised around related males.

The second source is Islam, which asserts the priority of the family and the
relatives. In Saudi Arabia, Islam is the legal form that is applied to almost all aspects of

life. The third source is the economic and political factors. Saudi Arabia has been

going through a very intensive development.

Tremendous - change has happened to the family structure and its
interrelationships. Because of the nature of the Arab world of handicrafts, simple trade
agricultural and pastoral life the whole family continues to be relied on as an economic
organisational unit and a social unit. Shaker (1972) declared that:

“The development of an industrialised economy in some parts or areas in Saudi

Arabia has not yet provided a major viable substitute for the family role.”
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As the issues of both the political leadership and Saudi culture are very important
in understanding the context of management development and the attitudes of the

managers in the issues of evaluation, their details will be discussed in Chapter Five.

2.7 Summary

This chapter has endeavoured to establish a meaningful brief description of the
general features of the kingdom of Saudi Arabia. The country population according to
the last census reached 17 million.

The annual population growth rate has varied, from 2 per cent in 1960 to 2.9 per
cent in 1974, and to 4.5 per cent in 1980 to 1984 and to 1.4 per cent during 1991. The

labour force in Saudi Arabia, therefore is 34 per cent Saudi and 66 per cent foreigner. Of

the 5.6 million labour force 1.1 million Saudis are in the government sector and 800,000
in the private sector. The private sector has 4.5 million employees but only 15 per cent

of them are Saudis. The Saudi government wants to increase the Saudi labour force in
the private sector.

However, there are many obstacles to achieving this objective. For instance,
many Saudis lack experience, or training qualifications and do not like to work in the
private sector, either because of the low salaries or the working conditions compared
with those of the government sector. The Kingdom is ruled by the royal family (Al-

Saud). The King (and the royal family) is the highest political power in Saudi Arabia.

Next in power is the religious authority Hayiat Al-Ifta, followed by the ministerial

cabinet.
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The executive power of ministers is the fourth source of political power. The

political and governmental system in Saudi Arabia is heavily centralised, there are no
national election or political parties or unions.

Planning and development in the Kingdom of Saudi Arabia based on five year
development plan the first national plan was drawn up in 1970 and the last one 1n 1995
and will extend up to the year 2000.

There are three major sources of values in Saudi Arabia, the religion of Islam,
the social values which include the tribal and village values, and the family values and
ties. In addition to Islam, the family values are considered the second most influential
force on individuals, followed by societal values. The family is the basic social unit in

Saudi Arabia. The individuals’ loyalty and devotion is to the interests of his family, kin

and 1ntimate groups.

It will be clear from the above that Saudi Arabia has been undergoing great
changes in its economy. It is, therefore, self-evident that proper management of the

economy 1s essential. How can this management expertise be obtained? The next

chapter attempts to answer this question in detail.
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Chapter Three

Management Development Purposes,

Concepts and Institutions
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3.1 Introduction

Management development is an important and expensive activity in the
development of the public or private sector. Much has been written on this topic, as it 1s
equally important for Eastern, Western, developed and developing countries of the
world. Most of the literature is about general management development, but little has
been written on the contextual aspects affecting management development where
management style of culture and business marketing is always changing day by day.

This chapter will overview the activities that both are and should be involved in

public and private sector organisations in developed and developing countries. It

addresses the questions: what is effective management, what is the role of the manager in

managing the organisation, and how and why is it important to train and develop

executives?

Both developed and developing countries and their public and private sectors
have recognised these changes in business as well as in governments. With this level of
change there is consensus all over the world that managers and executives require
ongoing training and education, beyond degree level, to help them to make effective

decisions with new demands placed on them by the public and private sectors in which

they work.

3.2 Management and the Role of Managers in the Organisations.

If we start with the term “management” there is a fairly straightforward

distinction to make between management as a class of people and management as an

activity.
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activity.
Skertchley (1968) explains that:

“management is concerned with problem-solving, decision-making processes
through which enterprises or businesses are controlled, and their objectives attained,

and that, management development is concerned with raising managerial ability in

order to improve the effectiveness of management actions.’

While the leading authorities are in broad agreement regarding the functions of

the manager, their definitions of management vary widely. Brech (1967), for example,

states that 1t 1s:

“a social process entailing responsibility for effective (or efficient) planning and
regulation of the operations of an enterprise, such responsibility involving (a) the
installation and maintenance of proper procedures to ensure adherence to plans, and (b)

the guidance, integration and supervision of the personnel comprising the enterprise and

carrying out its operations.

By comparison, Drucker’s (1955) definition of management as “a

multipurpose organ that manages a business and manages managers and manages

workers and work” is intrinsically different in that it concentrates on what has to be done

rather than how it has to be done.

Conceding the value of such definitions, Stewart (1963) carried out research for
something simpler as a prelude to her discussion of the manager’s job in practice. In her
opinion the manager’s job can be divided into (a) deciding what to do and (b) getting it
done, and thus her definition is “deciding what shall be done and then getting other
people to do it”. While one could accuse Stewart of gross over-simplification, the

straightforwardness of this approach is attractive, especially to busy executives who
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often view more ponderous definitions with suspicion.

The simplicity of Stewart’s approach is in contrast with that of Paterson (1966),
who defines management as “the ordering and co-ordinating of functions and of the men
fulfilling these functions in order to achieve a given purpose”. In seeking a definition of
management, Paterson stresses managerial functions such as planning, co-ordinating and
controlling, and warns against the tendency to assume the decisions concerned with what
he calls “the tools of management”, such as accounting, engineering and selling, which
are part of the basic management process. He accepts that many managers do require
specialist knowledge in these areas of work in order to be able to carry out their duties,

but suggests that, in considering the nature of management, one should concentrate on

the common elements in managers’ jobs which show that managers are people who

manage other people and so get things done.
Stewart (1993), on the other hand, points out that the analysis of functions has

limited usefulness because of its generality. She argues that:

“these limits of management functions ignore the diversity of management: that

the job of a top manager bears little resemblance to that of a junior manager, or that
being a coke-ovens manager in a steel mill is hardly comparable with being an

advertising manager to a popular shoe manufacturer.”

In essence, she is illustrating that the analysis of the functions of a manager

concentrates on the similarities in managers’ jobs, whereas much more can be learned
about managerial jobs by concentrating on the difference between them.

"Management’ as a class can be regarded as the people who carry the title of

manager. By convention, the title of manager is given to people who are one or more
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levels above the supervision of operatives in the organisational hierarchy. However,
managers are to be found in all types of organisations, for example, commerce,
education and industry.

The role of a manager in the organisation is to get the job done through
subordinates. Some managers treat their subordinates in a responsible way that leads to

superior performance in the public or private organisation. Other managers who really
need to develop and usemanagerial skills, intentionally or unintentionally treat their

subordinates in a way that leads to lower performance than they are capable of

achieving. The way managers deal with their juniors is subtly influenced by what they

(managers) expect from them. If the manager’s expectations are high, his/her dealings
must be high and productivity would be likely to be excellent. If the expectations of a

manager are low, productivity is likely to be poor. Therefore it is management and

managerial skills that develop the managers’ expectations and behaviour which influence
the organisation, productivity and profitability of the business.

Further exploration of what managers do or should do leads us to one of the well-

known acronyms for the task of a manager as POSDCORB. These letters stand for the
activities of Planning, Organising, Staffing, Directing, Co-Ordinating, Reporting and
Budgeting. These ideas seem to have their origin in the personal experiences and
contributions of Fayol (1950) and Gulick (1937). They have been enormously
influential to the extent that whenever practising managers are asked what is it that
managers do, they start talking about planning, organising and so on.

Stewart (1963) provides a clear insight into this in her book. She explains that

management theorists have been analysing the nature of the manager’s job since the
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beginning of this century in order to generalise on its functions. Allowing for
differences in terminology, there is a broad agreement that the manager has four main
functions. Planning is seen as his first function - that is, first identifying useful
objectives then determining tasks and resources to achieve objectives and being
concerned with the development of policy through the forecasting of future events, the
analysis of problems and the making of decisions. Secondly, the manager is concerned
with organising, in the sense of determining and arranging for work to be done by groups
or individuals. Motivation is the third function by which the manager “inspires his staff
to contribute to the purpose of the organisation, to be loyal to its aims, and to pull their
weight in achieving them.” Fourthly, the manager has a controlling function, ensuring
that objectives have been attained and that performance has matched the planning.

Drucker adds a fifth function of the manager’s job, namely the development of

people, which he regards as being of paramount importance when he states “the function
which distinguishes the manager above all others is his education alone. The one

contribution he is uniquely expected to make, is to give others vision and ability to

perform.” This is a particularly interesting addition in the context of this study, since it
highlights the fact that all managers, and not only those responsible for management

development in an organisation, have a part to play in developing managers’

subordinates.

What are the differences between managers’ jobs? Stewart (1963) suggests that
the three main influencing factors are: the function of the job, the level of the job and the

situation of the firm. As far as the function of the job is concerned, this is a factor which

becomes increasingly important as management becomes more specialised. The

56



organisation chart of any medium or large sized organisation clearly displays this

specialisation with titles such as personnel manager, accounts manager, operation

research manager and many others. Although there are similarities in the activities of

these specialists in that they all manage men and so get things done (Paterson, 1966),

there are also basic differences in terms of the knowledge and skills they require and the
problems they have to solve.

The levels of the job also create significant differences. Generally speaking, the
more senior the job, the more the incumbent manager will be engaged in policy-making,
and the greater the responsibility he will bear. In many cases this responsibility involves
the direction and supervision of managers at more junior levels in the organisation.

The manager’s job is also affected by the situation of the firm. The size of the

firm, for example, will determine the amount and degree of managerial specialisation

with which the manager has to deal and the level of contact with non-managerial
employees. The nature of the firm’s product will also influence the type of manager
required in terms of his qualifications and experience, particularly at first line and middle
management level, e.g. the skills required for firms’ product telecommunication, oil,
motor cars 1s different from skills required for medical service firms’.

Stewart (1963) has also challenged the often heard statement “a good manager
can manage anything”, arguing that this belief i1s rarely put into practice in industry,
especially in view of the amount of technical or specialised knowledge required in many
management posts. She concedes that, nearer the top of the managerial hierarchy, the

need for technical expertise is often exceeded by the demand for administrative skills

such as decision-making and leadership. She argues, however, that:
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“even at top management level, the kind of people who have to be managed and
the type of problem that has to be resolved can be so diverse that they require different
abilities, and therefore, different people.”

Stewart’s conclusion is that differences between managers’ jobs are so great that
specific descriptions must be prepared before the effective training of managers can be
carried out. A point central to any study of management development is that it
highlights the fact that management cannot be treated as a large amorphous mass.
Rather 1t 1s a grouping of men fulfilling similar roles in terms of the four functions of
planning, organising, directing and controlling, but engaged in jobs which, in many
cases, are fundamentally different. When we think of managers in the context of

management development, therefore, we must think in terms of individuals and the

specific duties and responsibilities assigned to them.

Various definitions have been offered for management development. Morris
(1971), for example, defines management development as “the systematic improvement
of managerial effectiveness within the organisational effectiveness”. Ashton and Taylor
(1974) put their definition in the context of organisational goals: “a conscious and
systematic decision-action process to control the development of managerial resources in

the organisation .... for the achievement of organisational goals and strategies.” House

(1967) defines management development in a way to cover the current, as well as the

future, perspectives of this process. He stated that it is “any attempt to improve current

or future managerial performance by imparting information, conditioning attitudes, or

increasing skills.”

These definitions may serve as examples of what is generally understood as

38



management development. The important features, which emerge from these and other
definitions, are:

1) This function relates to the entire body of management in an organisation, not
just the individual manager or particular groups or levels of managers.

2) Management development is concerned not just with training or education, but
with the broader concept of development which implies improvement.

3) This improvement should manifest itself in the extent to which organisational
goals and objectives are achieved.

Such features reflect a need to take a broad view of this function to relate it to its

organisational context and to its effects on an organisation and its performance.
Barnard (1938) in this regard identified in his classic book, The Function of the

Executive, three main functions of the executive:

“(a) The executive must maintain the organisation with common purposes. He
must also do this by first defining organisation roles, then by hiring the personnel to fill
these roles, and finally by helping to develop an information communication system
good enough to spread the word so that formal orders need be issued relatively rarely.
(b) The executive must secure essential services from individuals by maintaining morale
through incentives, restraints, control, supervision, training and education. (c) The
executive must formulate the purposes and objectives of the organisation and

disseminate these down to the organisation’s lowest level to enable the organisation to

work as an organic whole. "

Drucker (1955) also identified another set of major roles of the executive:

“The task of thinking through the mission of the business itself - what it is and
what it should be - which leads to setting objectives, strategies and plans. Setting
standards or providing the vision and values in key areas. Building and maintaining the

human organisation and having concern for human resources, both for the present and
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for the future. Maintaining major relationships which only the people at the top of a
business hierarchy can foster, for example, with customers, with major suppliers, with
bankers and the financial community. Such relationships can be maintained only by one
who represents the entire organisation, speaks for it, understands it and commits it. The
‘ceremonial functions’ which include participation in civic events and representation of
the organisation to the community in which it operates. Serving as a standby
organisation able to take over in times of crisis or when things go badly wrong. This

should include the most experienced, wisest and prominent people within an

organisation who can step in at such time.”

More specifically , Mintzberg (1973), in his article, “The Nature of Managerial

Work”, described the 10 roles of the executive/manager: figurehead, leader, liaison,
monitor, disseminator, spokesman, entrepreneur, disturbance handler, resource allocator

and negotiator. These roles are based on structured observations that were part of a

study Mintzberg conducted. They are different from management functions such as

“POSDCORB”.

Mintzberg presented his findings, using a format of “folklore versus fact”:

Folklore 1: The executive 1s a reflective, systematic planner. Fact: This study

has shown that the executive works at an unrelenting pace, that his activities are

characterised by brevity, variety and discontinuity, and that he is strongly oriented to

action and dislikes reflective activities.

Folklore 2: The effective executive has no regular duties to perform. Fact: In
addition to handling exceptions, managerial work involves performing a number of

regular duties, including ritual and ceremony, negotiating and processing soft

information that links the organisation with its environment.

60



Folklore 3: The executive needs aggregated information, which a formal
management system best provides. Fact: Executives strongly favour the verbal media -

the telephone or meetings.

Folklore 4: Management is, or at least is quickly becoming, a science and a
profession. Fact: An executive’s programme to schedule time, process information,
make decisions and so on remains locked deep inside his brain.

Sherwood (1981) in an article on the nature of executive work stated:

“He (the executive) is no executive if he is engaged in the routine and in

regularised processing activities. He becomes an executive as he deals with the unique,

as he seeks to understand what is happening and what is needed.”

Like Sherwood, but more broadly, a series of studies by Porter and Ghiselli (cited
by Wicket & McFarland, 1967) suggests that marked differences exist between

executives 1n different functions and at different levels. In their studies they compared

persons in the middle management with those in top management. According to their

findings, the top management person is one who paints with a broad brush, adopting a

comprehensive decision-making point of view and describing himself as capable,
resourceful, enterprising and sharp-witted. However, they pointed out that the middle
management man appears to be more of a data-gatherer, an evidence-seeker, a man who

supplies upper management with data on which to make their broad, general kinds of

decisions. He (the middle manager) tends to see himself as practical, discreet, forward-

looking, deliberate and steady.

Herbet Kaufman (1981) reported in his book, The Administrative Behaviour of

Federal Bureau Chiefs, that the major activities common to all executives regardless of
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other differences are as follows: deciding things, receiving and reviewing intelligence
about the state of their own organisations and of the external environments, representing
their bureaus to the external environment, and motivating their work force. According to
Kaufman, the lines between the categories are not sharply defined; rather, the classes
overlap, and a single act may involve several of these. Kaufman constructed a diagram
showing the allocation of the executive’s time to various activities (Fig 3-1).

As the figure indicates, Kaufman found that a large percentage of the executive’s

time is spent on receiving and reviewing information. This finding is supported by other

writers, such as Sherwood:

“One thing we look for in a leader is that he be a learner. If you take seriously
the idea that the executive today is responsible for what happens more than how it
happens, then we know that he must be tuned into a vast array of things happening
around him. Furthermore, those things are continuously changing. It follows, then, that

the learning process becomes very important in the executive function. While he has
increasing demands on his time in all aspects of his work, the executive also has a

rapidly growing amount of data, from a broader and broader spectrum, that he must

process before he can make sound decisions.”

Glenn (1985) discussed the differences between an executive and a manager

(Fig.3-2). The executive, according to Glenn, learns that he is a principal shaper of

organisational reality. Glenn perceived the executive as both influencing and being

influenced by the broad world around, both in and outside the work organisation.
As a result of his study, Glenn found that, congruent with the broader perspective, are

the following qualities that executives see in themselves: an ability to see relationships

that were not apparent before; a propenstity for seeing things in the global and long-term
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Figure 3.1 Allocation of the Executive’s Time

External Relations Work Force

25% - 30% 10% - 20% r[

Recelving and reviewing information for all |

purposes, including preparation, including

preparation for decision-making, external relations

and motivating the work force, steps to avoid |

embarrassment and efforts to appraise performance.

55% - 60%

Source: Kaufman, H. (1981) The Administrative Behaviour
of Federal Bureau Chiefs, Washington, DC. The Brookings

Institution.

Figure 3.2 Hierarchy of a Large Work Organisation as Perceived by an Executive
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perspective; an inclination to view the world asa hierarchy; an openness to new
ways of thinking about the world; a proclivity for the ambiguous, the undefined, the

unclear, the uncountable; a tendency to rely on his or her own judgement; a desire to

exploit his or her own potential; a desire to cope with big issues; a desire to live and

work passionately.

3.3 The Need for Management Development

Social, cultural, political and technological trends are accelerating. For example
the world population in 1975 was 4 billion; by the year 2000, the projection 1s 6.35
billion, an increase of about 60% of which 90% will occur in the developing countries.
This projection amounts to 100 million births every year. Moreover, authors vary in

their view of the make-up of this population, with a dramatic growth in ageing,

particularly in developed nations. This will mean that 24 percent in the United States, 30

percent in Japan and 36 percent in West Germany will reach retirement age by the year
2000. These figures mean a dramatic change in the management process and in the
make-up of the managenal group will be needed.

Studying the role of the manager reveals very clearly that he 1s a valuable
company resource. Maintenance engineers are employed to ensure that plant and
machinery are capable of maximum utilisation, accountants to ensure that the best use is

made of the firm’s financial resources. However, it is the top managers who are

employed to ensure that the organisation as a whole is moving in the right direction.

Management development is needed to ensure that the company’s managenal resources

are fully developed.
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Arguments in favour of management development also arise in the context of

organisational change. All institutions undergo change and re-organisation 1n response

to changes in their external environment; such changes affect all grades of employees,

including managers. One example of change which affects managers is the development

of computerised systems. Although computerisation creates its own breed of specialists,
other managers must be trained to appreciate and use the applications of the computer.
Another example arises when there is a change in the top management structure of an
organisation. The introduction of a new chief executive, for instance, frequently results
in a different managerial style being applied and revised standards of performance being

expected. Again this type of situation can require members of the management team to

adapt to a new set of circumstances.

Generally speaking, people have an inherent resistance to change, and managers

are no exception. Those who resist change because they either cannot or will not adapt
to changing circumstances must be replaced if the organisation is to continue operating
effectively. However, many of the difficulties caused by organisational change, such as
rapidly growing problem of executive obsolescence, could be avoided if management
development programmes prepared incumbents for impending change, helping them to

cope with it, and created real commitment to it. Management development thus is an

essential tool of organisational change.

Consideration of the problem of executive obsolescence, which tends to be more

acute 1n the case of older managers, draws attention to another important facet of the

need for management development. It is a common fallacy that a programme of

management development is beneficial only to younger managers who have the potential
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to develop further and be promoted to more senior positions. Certainly this 1s an

important aspect of management development, but there 1s also a very real need to

develop the manager, young or old, who is unlikely to achieve further promotion. He

must be given the assistance he needs to ensure that he keeps on top of the job, is fully

up to date with current managerial practice and is given the stimulus to put maximum
effort into performance.

Managers are required to acquire a range of management skills for which they
may not have been equipped earlier. Skill in financial management which cuts across all
aspects of an organisation, skill in organisation building and management, insights into
economic and technological forecasting, competence in managing the environment of the
organisation which influences most of the major decisions must all be part of the

manager’s make-up in addition to specific proficiencies such as manufacturing, buying

and selling. Management seldom considers to what extent their managers will be
capable of operating in the changing conditions of the future when technologies may be
more advanced, when size and diversification of the organisation will grow, when social
and political conditions may change, and when today’s managers may find themselves as
obsolete as yesterday’s machines.

In developing countries, management development must be taken a step further.

Although its concern is to develop a man’s knowledge and skills as a manager and
planning for management succession, it is also its concern to ensure the growth and

development of the economy as a whole, besides ensuring the successful continuity and

growth of an enterprise. Because, as de Bettignies (1975) states:
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“management development is not a choice, it is a ‘must’, a requirement of the
economic systems, as a process imposed on enterprises in both developed and
developing countries, as a result of organisational growth, changing technology,

changing conditions (politically and socially), and changing environment in its broadest

sense.’”’

It 1s interesting at this point to relate the above conclusion about “managerial”
and “manager” to what are called “Executives’” and “Executive Development” (ED).

The executive development programme (EDP) 1s in concept a relatively new
branch of education and training. Just after the World War II, it developed into a major
growth industry. It constitutes a wide variety of learning experiences with the common
purpose of, for example, helping managers grow in competitive talent throughout their

careers. These EDPs are often full-time one- or two-week courses, with some rather

longer, e.g. Harvard Business School’s Advanced Management Programme and
executive MBA programmes offered by universities world-wide, e.g. Strathclyde

Graduate Business School.

Executives and managers retain job responsibilities and attend courses while

sometimes receiving academic certificates, diplomas or degrees on the job. Business

strategy 1s one of the common EDP topics. International experience and training have

increased greatly in importance. As a result more organisations seek to provide their

executives with at least one overseas tour to their “sister” companies.

3.4 The Nature of Management Development

McGregor (1960) gives an interesting and enlightening view of the nature of

management development. He believes that, traditionally, management development
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programmes tended to consist of attempts to identify and develop in individuals the
personal qualities of leadership, which are often closely identified with the qualities of a
manager. He reflects on this approach and illustrates his own ideas on the subject by
stating a number of generalisations which, he claims, are supported by research:-

1) It is unlikely that there is any one pattern of qualities and personality traits
which 1s common to all leaders.

2) The characteristics in the leader required for success are dependent on the

circumstances in which leadership takes place.

3) Within limits, weakness in one direction may be compensated for by strength

in another.

4) The skills of leadership can be learned or acquired and are not entirely innate,

natural characteristics.
McGregor concludes that since these generalisations included so many variables,
management development programmes, which attempt to produce managers to a

preconceived pattern, are pointless. Instead, he argues, the only methodology for

successful management development 1s to create an environment in which potential
- managers may develop naturally and not to a stereotyped pattern.

He illustrates his approach metaphorically in the following way. While

conceding that traditional approaches to management development do meet with some

success, he suggests that companies try to “manufacture” managers and that the
individual frequently gets “lost in the machinery”. As an alternative, he relates his view

to agriculture, suggesting that management development should be concerned with

growing talent rather than manufacturing it. He lays great emphasis on the conditions
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required for growth, such as the climate, the fertility of the soil and the methods of
cultivation, referring, of course, to the background and underlying conditions in the
company and the training methods used.

As far as management development in the public sector is concerned, this has
been an issue and an agenda as far back as the ancient Chinese and Roman empires.
Their governments were engaged in developing and training leaders for public service.
But only since World War II has the concept of management development developed as

a subject of a voluminous literature. Charles Brown (1973) identified that:

“There are several reasons for this tremendous surge of interest. Perhaps the

immediate reason is that the psychological testing methods considered so successful in

selecting military leaders during World War II have since come into general use. More

important, the post-war growth of industry and government as well as increasing

technological complexity, has demanded not only more managers but also more

sophisticated management”.
There 1s a shortage of qualified managers in both developed and developing

countries. It is not that government and industry have increased in complexity and

technology, but that good and trained managers and leaders have always been in high

demand and short supply in the world.

The importance of the background conditions in the company is also stressed by

Desatnick (1970), who defines management development as “an individual process
involving the interaction of a man, his job, his manager and the total work environment.
Individual development then results in the acquisition of new knowledge, skills and
attitudes in a planned, orderly manner to improve present job performance, while

accelerating preparation for advancement into more responsible positions.” He suggests
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that it is the responsibility of the organisation to provide the opportunity for this
interaction of man, job, manager and environment to enable “each individual to develop
to the full extent of his potential consistent with his needs, interests, abilities and
willingness to exert himself to realise this potential.”

Desatnick points out that management development is all too often perceived as a

series of fragmented parts including recruitment programmes, performance assessments

and training courses. He maintains that this gives a misleading impression of the true

nature of management development which he believes to be concerned more with the co-

ordination of these activities with each other and in line with the business objectives of
the organisation. When the objectives have been determined, the individual strengths,
weaknesses and interests of the organisations’ managers can be related to these and,
from this comparison, the constituent parts of the management development programme
can be used as “tools” to achieve effective management development.

Desatnick’s concern is that the management development programme 1is

sometimes viewed in fragmented parts rather than as a co-ordinated whole. This is

interesting because this problem had to be dealt with in planning, researching and

writing this study. It is necessary, therefore, to stress that the various component parts of

the management development programme must be closely inter-linked and must relate to

the business objectives of the organisation if a really effective scheme is to be achieved.
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3.5 Objectives of Management Development

Based on the above, Jarman (1973) identifies five main objectives for
management development:-
1) To improve the performance of managers currently in post.

2) To provide adequate cover in the event of unexpected change such as deaths,
transfers, resignations or unanticipated new developments.

3) To raise the general level of management thinking in all branches and at all
levels in the organisation.
4) To provide a supply of managerial talent which will meet the anticipated needs

of the future development of the organisation in terms of commercial change, growth
and increased technological and managerial expertise.
5) To extend the frontiers of knowledge in the understanding of the managenal

function.

These five objectives cover the topic adequately and their study provides a

helpful insight into the management development process. The first objective involves

the use of assessment or appraisal techniques to review managers’ present levels of

performance and the use of a variety of training techniques to improve performance if
possible. On the other hand, the history of management training and development in

developing countries demonstrates clearly that developing and encouraging management
development 1s a substantial feature of national economic and cultural life. Essentially,

the fact is that growth is accomplished by people. It cannot emerge simply through the

wishes of a government any more than it can spring from a simple increase in capital
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investment. It is also the result of development of directed individual effort and

enthusiasm and the most positive utilisation of human resources.

In general, management development usually i1s a method to enhance the
managers’ knowledge, skills, and behaviour. Management training programmes cover
areas where managers need to improve according to their level(s) and responsibilities.
For instance, managers have three basic areas to improve, a) technical knowledge,
which includes operations, controlling, etc., b) interpersonal skills, 1.e. staffing,

motivating, leadership, c¢) Conceptual skills which includes strategic planning,

developing organisational values, structure and systems, and of course developing
business plans. The more senior the manager is, the more conceptual skills he needs.
However, the amount or levels of skills and training to be provided to management will
be based on their work/business nature and their training needs. The following Figure

(3.3) gives a brief outline of the objectives of management development and

management training.

Figure 3.3 Management Development (Objectives and Expected Results)

Technical and Operational Interpersonal and " Conceptual Skills
Skills Behavioural Skills

Safety, quality control,
cost reduction, marketing,

Supervision, leadership,
staffing, motivation,
teamwork, etc..

Strategic planning,
business development,
organisational systems,
strategies, improving

market shares, etc..

accounting, etc..

This cannot be completed, however, without taking into consideration the
society or environment where the organisation is located or where the manager works.

In other words, providing managers with the necessary skills and knowledge and
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developing their behaviour is not the only fundamental issue for developing
management. In Western and developed countries skills and knowledge related to the
environment are included in the interpersonal and conceptual skill categories. However,
the other part of this is to develop management to deal efficiently and effectively with
their environment. In a broad context, it helps deal with global business, and in a
narrower context 1t helps deal with local business. The researcher, here, means that we
have to develop a view that looks into the three skill categories besides looking at the
environment, the situations, the challenges of the business world, societal expectations
and 1ts effects. Thus, because of the previous parts depth and importance to management
development, the researcher will discuss this fourth category later, in Chapter Four.
Eftective management development, therefore, must be a major component of

national development. Certainly planning for any form of industrial or other types of

development would be of little consequence without aligned plans for the development

of managers.

Training, and indeed the whole process of managers’ development, is a vital

factor 1n bringing about new realities to the developing countries. For these countries
the need for a rapid development of managers is fundamental to successful development.
Developing countries, therefore, must ensure that both present and future managers are
well equipped with knowledge, conceptual and human abilities, and the philosophy of

accomplishment, which will enable them to create and maintain their place in a rapidlly
changing world. This is nowhere more so than in Saudi Arabia, with the massive rise in
their fortunes brought about by oil, as discussed in Chapter Two. However, some

lessons can be learnt by failure of management development programmes to bring about
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any change in performance on the job, as shown 1n Sudan’s Young Executives
Programme (Mohamed, 1984).

In considering some of the issues which are important in management training
and development in developed countries, and how these are related to the problem of
management training and development in general, we refer to some of the published
thoughts. Rose (1970), for example, reviewed the pre-war management education

records of Britain and compared its progress with that of the USA. He noted that

“Businessmen in Britain generally appeared to be hostile to the suggestion that

education, except in specific technical fields, could successfully develop or strengthen
management skills.” In America, however, education for management was well

established prior to 1945, with thousands of young graduates pouring from schools of

business administration and commerce.

The second objective, concerned with filling managerial vacancies arising from

death, transfer and resignation, highlights two further aspects of management

development. Firstly, an effective method of dealing with these unexpected vacancies is

through succession planning, which involves systematic forecasting and planning of
future requirements. Such planning, which should be subject to regular revision in the

light of changing circumstances, relies to a considerable extent on the availability of

accurate personnel records.

Jarman’s third objective reminds us that management development must be
concerned with people at all levels and in all functions. It should not deal exclusively
with an elitist few who are recognised as having outstanding potential or with younger

managers who are at the start of their careers. Management development should be a
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company-wide activity embracing the whole of the management team.

The fourth objective echoes Desatnick’s assertion, that management development
must be closely linked with the business objectives of the organisation, because it is only
through interpretation of company objectives that the “anticipated needs of the future
development of the organisation in terms of commercial change, growth and increased
technological and managerial expertise” can be assessed (Jarman, 1973). This also has a

bearing on another important aspect of management development, namely effective

recruitment, since the supply of managerial talent required to meet the organisation’s

needs will depend to a large extent on the ability of those responsible for recruitment to

attract personnel of suitable calibre.

Jarman concludes his list of objectives on a more philosophical note. It is not

unreasonable to observe that “to extend the frontiers of knowledge in the understanding

of managerial function™ is more likely to be the view of the academic than the average

managing director. Nevertheless, there is still a great need for research and development

in the field of management education and training, and the success of this depends

heavily on co-operation between industry and the academic world.

It 1s interesting again to note that many writers distinguish between the two

concepts “management development” and “executive development”. In this respect, for
example, Barnard (1983) states: “We do not develop the general executive well by

specific efforts, and we know very little about how to do it. The higher the position in
the line of authority, the more general abilities are required.” The general ability that

Barnard referred to is what differentiates executive development from other types of

training.
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Sherwood (1979), referring to what Barnard called “general ability”, argued that:

“in considering issues of executive development .... it must be understood that
advancement toward the hierarchical top of an organisation makes ever more
problematic the specific competence that will make a difference in a particular role.
Nor can we assume there is any steady state. In the ambiguous world of the top
manager or executive, the surroundings are in constant flux. What needs to be done in

one situation involving a particular set of relationships may require quite different

competence from those appropriate to another.”

Explaining the ambiguous world of the executive and how executive

development differs from other training, Sherwood wrote:

“In all executive development, there is a temporal dimension that necessitates a

different view of this function than of other training. Most training deals with givens.
Either it seeks to socialise people into accustomed ways of carrying on the
organisation’s business or it undertakes to induce change in direction’s that have

already been identified and are desired. In the case of the executive, however, neither

purpose applies. He is no executive if he is engaged in the routine and regularised
processing activities. He becomes an executive as he deals with the unique, as he seeks

to understand what is happening and what is needed. His development, then, is not
rooted in the past nor even in the present. It must be directed toward the future and the

unknown. And it is not a matter of filling his head with more data about events and

institutions but rather one of building the attitudes and skills that will permit him to deal

with ambiguity and uncertainty.”

Jones (1959), a former chairman of the U.S. Civil Service Commission,

suggested three developmental stages in an executive’s education, arguing that each

managerial level needs a different training programme.

Murphy and Pak (1979) defined executive development as a process of providing

the individual involved with opportunities to (a) identify his/her developmental needs,
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(b) set learning goals, (c) satisfy those developmental needs and goals, and (d) continue
to realise his/her potential in light of the needs of the organisation.

This definition by Murphy and Pak is a response to the nature of executive work
and the ambiguity involved with it which demands individual growth and development
to deal with a changing environment. According to Sherwood (1975), executive

development is essentially self-development in which the individual involved must
assume major responsibility for his/her own development.

Sherwood noted that as executives move up the hierarchy:

“their duties and responsibilities change; their tasks range far beyond the
discipline they learned in college and practised in early days. Oversight of large
complex organisations and playing a role in the maintenance of a vital and enduring

social and political system demands more than substantive discipline training.”

According to Murphy and Pak (1979), a successful executive development

programme requires the confluence of five factors:

a) the development of an executive resources planning system for the

organisation,
b) a development programme that is responsive to the needs of the organisation,
¢) a development programme compatible with the needs of the individuals in the
organisation,
d) a clear definition of the nature and objectives of the development programme,
¢) consistent, strong support from top management.
The authors cautioned that, in our environment in which executive development

1s regarded by key government officials as some kind of “boondoggle”, paid vacation or
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waste of time, it is highly unlikely that meaningful executive development programmes

can emerge.

Writing about the educational framework at the Federal Executive Institute (FEI),
Quigly and Stupak (1975) point out that it nurtured creative tensions by institutional

design, clientele selection and educational philosophy. According to these authors, the

FEI educational strategy was not one of simply providing information, facts or standard

operating procedures. Rather, it provided the federal executive super-grades with a total

learning experience.

For providing mentoring to executives, Wolf and Sherwood (1981) identified

four kinds of coaching support:

“(1) Executive role development, in which coaching can help managers and
executives experiencing role transition understand the dimensions of the executive role

and identify an executive role definition that fits their skills, and at the same time
matches the reality of the role context.
(2) Executive skill building/self management. Here the coach can impart the

skill of self-observation in which the executives pay increased attention to the way they

manage interactions and activities during the day.

(3) Problem-solving. In this type of coaching the coach supports the executive
in talking through problems, pointing out possible blind spots and considering

approaches to the new job.

(4)Career counselling, or career coaching which attends to the long-term
development needs of the executive. The coach can aid individuals to understand their

careers, the forces that have shaped them and alternative directions.”
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To provide these kinds of support, Wolf and Sherwood described three methods

of coaching:

“(1) Individual assessment meetings, which involve a mutual review of current
pressures, problems and issues facing the executive. This method includes empathetic
listening, feedback and mutual problem-solving around issues confronting the executive.

(2) Direct observation and feedback, or ‘shadowing’ the executive during a
normal working day. Through direct observation and subsequent feedback, a coach can

identify how the executive's time is being spent. The coach and the executive can use the

data to compare the kind of role the executive thinks is desired and that which is actually

being enacted.

(3) Survey feedback with work groups, in which the coach interviews the key
subordinates of the executive in order to gain data about behaviours that help or hinder
in making a maximum contribution to the organisation. These findings are first

aiscussed with the executive and then later considered in a problem-solving session with

subordinates.”

In advocating the coaching method Yeager (1982) cautioned that it is unrealistic
to expect an executive to recognise many of his own needs and skills. He states:

“The human ego is designed a great deal like the human eye .... An eye cannot
see itself seeing. Neither can an ego. It is equally naive to expect to add to a person’s
experiences during a few classroom hours ... In this context, it is more useful to think of

reorganising the executive's experience than trying to tell him how he ought to do

things.”

Henderson (1985) conducted a questionnaire survey to investigate the mentoring

process. Based on responses from a random sample of senior executives, the study

revealed a strong aversion of both mentors and protégés toward an organisational

programme that imposed mentor/protégé relationships. According to Henderson, the
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response supported the idea of an organisational philosophy which strongly encourages

and expects executive mentoring to occur. Henderson concluded that such a climate

permits a sort of free market development of harmonious mentor/protége relationships
by providing flexibility of timing, interest and mutual dependability.

It is obvious that the senior executives and managers today do more than
strategic planning. They undertake strategic management, which is continuous attention
in guiding the activities of the organisation towards achievement of strategic goals. The
same executives who plan also implement. Therefore they need both skills and
knowledge managerial functions, which their executive development programme
offered.

But these executive development approaches also suffer several limitations that
make linkages with corporate strategies difficult. William Nelsson (1984) identifies
them:

1. These approaches are typically generic - that is all managers are treated as if
they have the same problems. This approach is usually most effective for building basic
managenal skills.

2. Most management development programmes are designed and implemented

by practitioners who have had little experience with the actual operating problems of a

specific company. This makes it difficult to build realism into the training.
3. Management development is often treated as something that other people “do”

to managers and therefore the executive of the organisation seldom feels ownership of

the process.

4. Many executive development programmes are conducted by an outside
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contractor entirely away from the firm’s environment. When they return to the
company, executives typically find that their associates have difficulty relating to the
new methods and techniques they are using which they learned from the programme.

This makes transfer of learning back to the job extremely difficult, if not impossible.
5. Traditional executive development efforts focus an extraordinary amount of
time on executive succession planning. Large databases of existing and potential

executive talent are discussed and the development effort is directed at “holes” in a
manager’s education and experience. This activity deserves some attention, because the

time spent on executive succession planning after prejudices the time spent on building

executive development skills.

These limitations should be kept in mind while developing executive
development programmes for the organisation. If the organisation 1s not in a position to

design and conduct the training programme, then it must select the appropnate

programme and agency that is suitable for the executives of that specific organisation

and its business sector.

So far, our approach has been based on introducing the notion of management
and executive development. To redress the balance and to place the following chapters

in context, it 1s necessary to consider aspects of relationships between training and

education in the development process.

3.6 Management Development in Practice

The discussion of the need for, and the nature and objective of, management

development indicates at least in a broad sense that management development is a long-
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term process which requires extensive planning and is a resource-consuming activity.

Mullins and Aldrich (1988) argue that:

“A prerequisite for management development is effective manpower planning

coupled with procedures for recruitment and selection. A system of performance review

will help identify individuals strengths and potential for promotion”™

They further add that the process requires a combination of on-the-job as well as
off-the-job training programmes. This section focuses on the practice of management
development in organisations.  Various activities are related to management
development practices in the literature. However the discussion here is confirmed to the

planning, execution and evaluation of management development as an organisation

function. In this research management development is defined as all the processes that

are carried out by an organisation to ensure a sufficient supply of managerial talent in

terms of quality and quantity to meet the requirements of its mission effectively in the

present as well as in the future.

Regardless of these activities are conducted either within or outside the

organisation, practices can be dealt with under three main headings: management

development policy and planning, management training methods, and evaluation of

training and development activities.

3.6.1 Management Development: Policy and Planning

The 1ntegrated approach to management development discussed earlier stresses
the need for the developmental efforts to be based on a clear policy. Furthermore

Margerison (1991) believes that management development requires careful planning,

deals with the issue of what managing is about and covers everything from recruitment
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and selection to career progression.

Mumford (1989) argues that organisations should have some sort of policy
concerning management development that reflects their understanding and dedication to
the process. However, not all policies necessarily have to be written. Some
organisations have established practices and procedures that are informally adhered to by

their members. Nonetheless, he suggests a detailed policy which defines the

responsibility of the organisation in regard to the development of its members, its belief

in the value of management development to both the organisation and the individuals

working within it, the provision of basic requirements and essential programmes, and the
expectations of the results of the development schemes.

Margersion (1991) sees management development policy as ranging from having
people understand how promotion decisions are reached, through what educational and

development opportunities exist, to all the issues that usually affect people’s

development in their job.

Another significant aspect of establishing a management development policy 1s
setting clear articulated and published objectives. An example of a broad objective

suggested by Mumford (1989) is:

“To ensure that executives are developed or recruited and trained in sufficient

numbers to sufficient standards to meet the auspices and general management

requirements of the group in the short and the long term”.

Such an objective as a starting point in the management development practice

implies a range of basic requirements. It requires a job description which determines a

job level and its requirements in terms of knowledge and skills and an appraisal system
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which forms, especially over a period of time, an important foundation for management

development in its assessment of managerial potential to judge how far the manager
might be promotable in the future. It is important here to differentiate between
performance appraisal and potential assessment. The former is concerned with the actual

achievement, whereas the latter is not related to how the achievement was reached

(Vineall, 1991). He argues for “a development list” that should be founded on the

results of the previous steps where jobs are divided into three or four levels and an

estimated promotability time is set for each individual to reach the next upper level. His

proposed system also serves as a training assessment method and helps the policy’s

formulation in several ways.

1) It focuses and sharpens judgement about potential and serves as a screening

shield against any premature potential judgement.

2) It provides the raw material for basic planning comparisons of profitable

resources and identifies any likely future needs.

3) It highlights the training and development needs. Challenging and testing

opportunities, which are often in short supply, can then be directed to those on the list.

4) The system provides a useful language in which different parts of a large

organisation can communicate about the sort of people they want for a certain job

(Vineall, 1991).

Before any management development system is initiated, a review, either at a
unit or an organisational level, is essential to reflect on the performance appraisal and
potential information and to set priorities and plans which guide and assist in any need

for recruitment and selection, future training courses etc. This review should cover
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several areas such as:

1) organisational planning in terms of production and business plans and any
organisational changes such as expansion (e.g. opening new units, acquisition) or
contraction (e.g. closing units, selling a branch of business),

2) a review of the senior managers’ inventory (e.g. their personal details,
performance appraisal, potential),

3) a similar review of those who have been included in the “development lists”,

4) a succession planning to meet any vacancies which may arise from a planned

or sudden change, and

5) an overall picture of the organisation where a prediction of the future
management requirements could be determine from the various review stages.

Individual career planning should be considered as an element in any
management development programme. It is essential in determining the individuals’
training requirements. Some writers think that the policy should be communicated to all

managerial levels. A manager should be made aware of what is available to him in terms
of training opportunities as well as future career prospects (e.g. Vineall, 1991; Hibch,

1990; Bennison and Casson, 1984).

To conclude this section one can say that, at the policy and planning stage of the
management development, many elements should be explored: organisational planning,
job descriptions, managerial resource inventory and succession planning, managerial
performance appraisal and potential assessment, development lists, and career planning

of present and future managers.
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3.6.2 Management Development and Organisation Climate

Chabotar and Lad (1974), report:

“ The eventual success of a training programme depends upon the trainees’
ability to apply their new knowledge, skills, and attitudes to their everyday work
experience. Unfortunately, trainees sometimes must later confront indifference or even
hostility from fellow employees who did not participate in training. If their agency's
normal operating procedures or personnel are opposed to what trainees learned during
training, then the programme'’s benefits are likely to be short-term. These ‘intervening’

variables are potential impediments to, or supports for, reaching the goals of training

programmes.”

Assessment of the agency’s organisational climate was therefore, essential

before measuring the impact of training programmes upon on-the-job performance of

the executives who attend it.

Organisational climate is normally thought of as being what the kind of
experiences participants within the organisation have on that organisation. And this very
importantly and fundamentally includes how they are deal with their organisations. For
example, if the organisation sends participants for training, does it take an account of
that by changing their position in the organisation after the training programme; is the
organisation willing to send the participants to other training programmes; does the
training participants received appear to conflict with what the organisation requires from
the participants; and does the organisation allow and support the participants in applying

knowledge and skills gained from training?
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3.6.3 Management Training and Development Methods

The bulk of the literature on the subject covers the techniques and mechanisms
used in management development. For instance Huczynski (1983) lists more than 400

methods of management development and training. This vast quantity has misled many

observers to see these training methods as synonymous with management development

(Storey, 1989).

There 1s a large number of ways in which learning activities for managers can be

divided, some of which are:

on-the-job v off-the-job

in-company \ external

functional (production, finance) \% general (covering all functions)

concerned with concepts \ concerned with skills or attitudes
or theory

aimed at immediate needs \ aimed at longer-term needs

of short duration \ of long duration

Management development activities can be grouped into many categories, as
described 1n the literature (e.g. Mullins, 1988; Keys and Wolfe, 1988; Storey, 1989 and
1990). However, to serve the purpose of this study management training activities are

grouped 1nto two main categories, on-the-job and off-the-job (see Table 3.1)
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a) On-the-job Management Training

On-the-job training activities received increased attention in the early nineteen

seventies after having focused on production and technical jobs. The activities which are

appropriate for managerial levels are as follows.

Table 3.1 Classification of Management Development and Training Activities

TRAINING ACT IVITIES GENERAL CHARACTERISTICS

1 On-the-job - learning company or job-related skills
- coaching and counselling through doing and observing

- mentoring, understudy plans

- secondment and attachment

- job rotation

- action learning

2 Off-the-job usually in the class room

- external - learning through participation in

- internal learning events in which a variety of

training methods are used, whether

outside or within the firm

1) Coaching and counselling activities refer to the roles that are undertaken by

line managers to develop their subordinates. Coaching is the directed activities of an
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experienced manager in developing skills of a less experienced manager by used
theoretical and practical knowledge of management. Counselling is a part of coaching
activities by discussing mistakes and difficulties with the less experienced managers, and
helping them to deal with these difficulties by allowing them to talk about the
difficulties. Together the boss and the subordinate manager set developmental tasks and
review progress. Thus, the manager and his superior act in a student-tutor relationship

while the supervisor is expected to improve the performance of the trainee by discussion,

exhortation, encouragement and facilitating understanding (e.g. Verlander, 1986;
Novarro, 1986; Mumford, 1987 and 1989). Coaching can provide a useful option where
training requirements cannot be met by formal courses. Yet, it is very difficult to
measure results. There 1s a tendency for coaching to be organised by the training
department which, although not directly involved in the programme, provides support by
selling new ideas for implementation, training the coaches, and helping to monitor
progress. Coaching is often followed by counselling, undertaken by a third party
specialist and by interviews between boss and subordinate in which, sometimes the help

of an external consultant is provided (Novarro, 1986).

Disadvantages of coaching are seen by Mumford (1987 and 1989) to be that
supervisors/coaches are encouraged to adopt a non-directive reflective style which is

intended to help the manager being coached learn more from his own efforts. This style
may come into conflict with the supervisor’s everyday style which requires being

decisive and getting sub-ordinates to operate in the way he wants them to operate where

the later style 1s directive.
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Mumford (1989) believes that many bosses would enjoy giving expert
information to junior inexperienced manaéers, but would find difficulty in pointing out
to them their imperfections and weaknesses. Therefore, as he suggests, instead of trying
to force all managers into a coaching role, only those whose preferred managerial style is

appropriate for an effective coaching relationship with learners should be helped and

encouraged.
2) Mentoring are similar to coaching, as they consist of appointing a young
manager as a protége. In this scheme, each senior manager, in addition to his regular

duties takes a long-term interest in developing a junior manager to prepare him/her for
future advancement (e.g. Clutterbuck, 1987; Willbur, 1987; London, 1986; Tack, 1986).

This plan has a number of advantages and disadvantages. Its main advantage is that
learning takes place in the atmosphere and position in which the manager will be

expected to perform (Clutterbuck, 1987). Its main disadvantages are that it discourages

others potential promotees and that some superiors might be threatened by potential

replacements and keep their knowledge to themselves.
3) Secondment and attachments (apprenticeships) both provide opportunities
for managers to undertake given tasks outside their actually held jobs. The first

technique can help the secondee to learn some aspects and methods of doing work

closely related to their own in physically remote environment. The second requires the

trainee to accompany a more experienced executive and occasionally take his/her actual

roles to learn by doing these roles (Peel, 1992).
4) Job rotation, which is also used as an alternative to promotion, provides

managers with first-hand experience of their firm’s various activities and may
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incidentally acquaint them with sectors better suited to their particular abilities. Many
organisations have planned rotation programmes according to which managers are

moved on a co-ordinated organisation-wide basis. In other organisations where rotation
is unplanned, it is regarded as a sign of progress, since staying on one job for too long
may impede success in a manager's career.

Margerison (1991) found that keeping a person in a job too long is one of the
worst mistakes that can be committed in management development. It is vital that
managers develop experience in many functions, early in their career, if they are to move
up to senior positions. Senior people must be able to understand the total context of the

business and this is best achieved by direct involvement in various functions. One of the

results of Margerison’s study was the suggestion that, for any person moving into senior

levels, three or four years would be an optimum time for any one job.

According to Sayles and Strauss (1981), firms use rotation to develop generalists
and to help indoctrinate employees with common perspectives so that they are more
homogeneous in their viewpoints and understand one another better. Multinational firms
in particular view inter-country rotation as a means for diffusing technological and
administrative skills through the organisation. However, given increasing resistance on
the part of managers (and their families) to being moved, rotation among communities 1s
declining as a form of management development where is causes disruption to families.

Rotation has both advantages and disadvantages. Some managers find it
challenging and exciting, others find it frustrating for themselves and their families.
Some departments benefit from new ideas and fresh points of view brought in by an

outsider, others suffer in morale and efficiency at the hands of an outside manager
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unfamiliar with the special technical and human problems of the situation.

5) Action learning is a technique, which applies the principle of “learning by
doing”. It was first conceptualised and implemented by Revans (1971 and 1982). He
argues that managers above all are men and women of action, and that it is by taking
action that they all develop further the necessary skills for their jobs. The method he
suggested, and which is central to action-learning, is to organise exchanges so that a
manager experienced in one organisation is placed in another to solve a particular set of
problems. The trainee works on the other firm’s problems for a given period, having
many sessions of discussions and debates with other managers similarly coming from
other organisations and facing problems to solve. As the trainee steps towards a

solution, he learns in terms of discovering what he needs to know instead of what

someone else feels is necessary for him to know.

One of the problems associated with action learning is the reluctance of people
already in the job to accept a stranger in their midst, a stranger who is there to advance
his own development at, as they might believe, their expense. Furthermore the problem

of confidentiality of operations may prevent a firm from participating in action-learning

(Torrington and Chapman, 1987).

Revans has effectively dealt with this problem by often using firms of the same
ownership, or firms which had no competing interests. Early examples of action-
learning were those developed by Revans, notably the Belgium Inter-University project
and the Hospital Internal Communication Project (Wieland and Leight, 1971). There
have also been some well-publicised programmes, such as General Electric Company

(Mansell, 1975), Casey and Preace (1979), as well as a number of books and articles on
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action learning (Boddy, 1981; Pedlar, 1986; Mumford, 1987, Kable, 1989) The essence
of Revan’s “action-learning” notion lies in the principle that management learning does
not come simply form books but from doing a job and solving its problems.

As it can be seen from the previous discussion, management training activities
vary to a great extent, which enables any organisation to select what is most suitable for
its managers, structure, situation and environment in terms of learning. Organisations, as

well as trainees, should pay a considerable amount of attention to the potential
advantages or disadvantages of these activities in different situations. This holds true

also when it comes to selecting the particular training method to be adopted from the

extensive range.

b) Off-the-job management training

Activities which are executed off the job constitute an other set of management
training and development activities which mainly comprises attendance at various types
of management education and training events where participants are emancipated from
their work duties. This form of management development can be classified as external

and internal or in-house, depending on the agent who assumes the responsibility.

1) External programmes are offered to participants from several organisation

outside the company by educational establishments, research institutions, commercial

agencies, consultancy organisations, professional or course-running organisations.

2) Internal programmes are arranged by the company itself for its own
employees. Some programmes, whether internal or external can be residential, i.e.

offered in hotels, universities or training centres which also provide accommodation.
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These programmes offer many advantages because participants get better acquainted and

useful exchange of information can take place.

There is a debate going on currently as to which type of training can bring better
results. Advantages and disadvantages of each method are reviewed by Graham (1983).

Internal training is supported by those who believe that in-house programmes
have the advantage of being designed with reference to specifically diagnosed training
needs, and that these programmes can result in more active planning and the
implementation of organisational change. Since well-planned internal training can be
designed around particular organisational and individual requirements, it is not

surprising that almost all experts in organisational development and consultancy are in

favour of it.

Internal management training tends to direct itself towards forms of learning that

are specific to the organisation. One of its main advantages is that it provides a process

by which managers are socialised to display the particular managerial and behavioural

styles which fit the needs of their organisations.

External training is mostly supported by educators, universities and management
teachers. It is generally acknowledged that the break from daily pressures gives

managers an opportunity to re-evaluate both themselves and their performance on the

job. There is cross-fertilisation of ideas due to participants coming from different

organisations and industries.

External training is not confined to a short course. There is a small but
increasing proportion of managers who take leave or are sponsored by their firms to

attend a full-time course in management leading to a qualification such as the degree of
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M.B.A., which is offered in an increasing place, in the UK (Handy, 1988). However, the
role of education is more orientated towards longer-term development of the individuals
and is more concerned with the general rather than the specific. Thus transfer of
information from the classroom to the job is not the dominant element in general
management education. Furthermore, some critics have questioned curriculum content

relevancy of the MBA programmes (Van Doren et al., 1986). Mumford (1989) argues

that MBA programmes emphasise knowledge, rationality and analytical skills, while

“what 1s needed 1s a fundamental shift towards reality and effectiveness”.

3.6.4 Evaluation of Results

Management training is a multi-faceted process which involves many people to

carry 1t out and requires a vast amount of money to be invested. Hence, the potential

value and benefit of such a costly endeavour must be proven to the organisation.
Therefore, training evaluation is receiving much attention and many different approaches

are proposed by various authors (Easterby-Smith, 1994). Nonetheless, this area remains

problematic in many respects.

Many researchers believe that it is extremely difficult to evaluate management
training owing to a lack of agreement on criteria, the diversity of approaches and
complexity of the training process (e.g. Mumford, 1989; Easterby-Smith, 1994). For
instance, Mumford (1989:155) stresses the reasons why evaluation is rarely conducted.
These 1nclude:

1) the absence of clear objectives and standards of achievement for the course,

2) lack of interest by line managers, who have not forced trainers to provide clear
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statements of benefits achieved,
3) a lack of interest among trainers and educators, who are characteristically
more interested in delivering the course than in reviewing the results,

4) the actual difficulty in constructing relevant analytical processes (i.e.

evaluation techniques).

Four general purposes of evaluation have been suggested by Easterby-Smith

(1994). The first is “proving”, which emphasises the values and benefits gained from
training and developmental activities. The aim is to judge the way an activity 1s
executed and to justify the cost incurred. The second purpose is “improving”, which
stresses future improvement of current programmes. The third 1s “learning”, which
implies that evaluation should be considered part of a learning experience, since it
cannot be easily separated from it. The last aim of the evaluation process is

“controlling”, which refers to the use of evaluation data to ensure that individual trainers

as well as training departments are performing to the standards and meeting their targets.

These four main aims are illustrated in Figure 3.4.
The four purposes are very broad and cannot be accomplished by a single

evaluation process. Therefore organisations have to decide first on the objectives of any

assessment effort and to plan evaluation activities accordingly. In other words they have

to determine the focus or foci of the evaluation process: whether it will be concerned
with context, administration, inputs or outputs. The choice made by the concemed party
will drive the data collection media and methods (Easterby-Smith, 1994).

Bramley (1991) argues that, once an objective or a group of objectives are

decided, the next phase isto select a suitable approach. He classifies approaches for
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Figure 3.4 Four General Purpose of Evaluation

Source: Easterby-Smith (1994), p.15

training evaluation into five sets according to the purposes to be served. The first group

is goal-based evaluation that views training activities as cyclic, where needs are

identified and objectives are set. Then the evaluation is directed at measuring the degree
to which the objectives are attained. The second set is system evaluation that is

concerned to answer questions such as: “What is the targeted population? Is it effective?

Is it worth the cost involved?” The third group is goal-free evaluation, which

emphasises opinions rather than measuring outcomes. The fourth set is responsive

evaluation which attempts to assess the responses of all parties involved: the main client,
the organisers, a sample of trainees and their superiors. The last group 1s sometimes
labelled quasi-legal evaluation, which involves a tribunal that includes representatives of
organisers, users and accountants to whom evidence of the value of a training experience

1s submitted for consideration.
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3.7 The Relationship of Management Development and Management Training

The realisation by an organisation of the need for managers’ development will
form the basis of recommendations in respect of their future development. The

recommendations, in order to be carried out, call for development action. It 1s here that

training comes forth as a tool of development action on the one hand and its practical

manifestation of development on the other. Management training can be looked upon as
a method of management development which is what the development action is expected

to result 1n.

Management and executive development is a process which can be achieved not
only from university education but also from the trainee’s own experiences of public or
private organisations. It takes place primarily on the job as mentioned above and in
addition to on-going managerial responsibilities.

Manpower and executive training plays a crucial role in that development process
because it makes experience more meaningful in practice. As Moulton and Fickel

(1993) say:

“The process of learning and development have been in place since the origins
of humankind, and they continue to be central to the survival of institutions. During

these final years of the twentieth century change, is increasing at an accelerated pace.
That pace of change imposes new imperatives for corporations and executives world-

wide to address the increasingly important issues of ensuring the competence of the

critical executive resource.”

The authors further explain the components of executive development by saying
that “experience is the best teacher; but that is true only if you truly learn from 1t, and not

only from your own experience, but especially from the experience of others. The
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executive classroom can provide the opportunity for both kinds of experiential learning™.
Both these kinds of experiential learning, experience in the organisation and knowledge
learned at training institutions, play a critical role in management development.

While a management development scheme causes the training process to start
(through the device of appraisal, which helps in the identification of the needs of

individuals) and sustains it through a continuous need-identification process, it also

depends for the realisation of its objectives upon the existing training system. In the
former respect, the scheme can be seen to activate and infuse a purpose-orientation 1nto

the training system by making it need-based. If one views the situation from the latter

angle, training, as a development agent, may be regarded as the sustainer and accelerator

of the process of management development.
Therefore, not only may training be rendered less meaningful for want of the

inputs supplied by the management development scheme, but the reverse 1s equally true:

the lack of an adequate training programme for an organisation may work as a brake on
effective management development. It can, therefore, be argued that since such a

complementary relationship exists between management development and management
training (as an agent of development), then one must support the other to prevent its

collapse and must in turn receive a corresponding measure of support from the other for

1tS Own sustenance.

In order to explore this relationship, it would seem necessary to introduce the
element of time into this discussion. At any point in time, the form it assumes is
determined by, and represents, a mutual interaction between a number of forces at work.

In terms of a recommended action at a given point of time, there is a corporate decision
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where the superiors, managers and training and development experts are involved. Itisa
series of these development recommendations that determines the pattern of training
over the total span of a manager’s career or a part thereof.

Depending on the period of time to which a set of recommendations pertains,
different considerations weigh in decision-making. For example, when the next job 1s

considered, it is necessary to view an individual’s present know-how and attitudes

against those which his promotion to the higher job would make it necessary for him to
possess. A review of the individual’s potential, as well as that of other considerations
relevant to promotion, becomes necessary. When development beyond the next job, i.e.
over the next few years, is considered, a viable plan of development must, in addition,

provide for the updating of the existing skills and knowledge. For the development of
new technology, methods and techniques is likely to render them obsolete or inadequate.

A consideration of the relatively distant future also invites reference to manpower

planning, succession planning, and the organisation’s own awareness in terms of

identifying new needs and making provisions to meet them. A fresh organisational

analysis may also become necessary.

Whatever the considerations that may cause a plan of development to emerge,

and whatever the time period over which it extends, it is ultimately through the

instrumentality of training that it is translated into meaningful action.

The salient concern of the above discussion has been to show that a particular
development decision activates a number of constituents of the management

development process at the same time; that particular constituents will be activated 1s a

function of the time to which a decision relates; that other elements of the process are
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subservient to the cause of training, which, as indicated earlier, 1s at once an instrument
and a practical manifestation of the development action; and above all, that a
comprehensive training system is critical to the success of the overall aims of

management development. In fact, it is through managerial and training programmes that

development ultimately reaches fruition.

The boundaries between education and training are not at all clear. Some full-
time educational courses give vocational training, while many staff in industry pursue
further educational studies at the behest of their organisations. Traditionally, education is
considered to be the general development of the individual, while training is the
preparation for specific employment. This distinction can no longer be maintained, for
many of the academic courses of study are being more and more aimed at the
employment students will take up on completion, and many organisations concemn
themselves with the general development of staff and increasing their knowledge. It is
perhaps the case that education and training should be continuing right through a
person’s life, and a boundary is only discernible before and after employment.

However, education and training show some differences. It might be helpful to
go through them in simple terms, because management development involves both of
them. Training is an activity through which we can expect an increase of knowledge,
skills and abilities of individuals who undergo this activity to be fit to accomplish their
jobs effectively. Education means an increase in general knowledge and understanding
of the environment. It also refers to developing the individual morally and mentally, so

that he acquires greater understanding of, and adaptability to, his environment (Jucius,

1973).
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Most of the concepts of management training and education refer primarily to
college and university educational programmes No doubt, the university degree i1s the

basic requirement for managers. But also management is a practical and learning-by-

action training, and development is a joint responsibility of universities and corporate
human resource staff, and executive training packages. As Roger Young, the Director-

General of the Institute of Management (IM) said, “Managers receive more training than
they' did five years ago, but it is not enough to meet the business needs. Every
organisation should have a formal training policy concerning the needs of all staff, not
just managers. But managers also need to take greater ownership of their own training”

(Warr, 1993).

According to an Economic and Social Research Council (ESRC) report in 1991,

Britain’s managers receive an average 8 days training per year which is only 15 minutes

for each working day (ESRC, 1991). Moreover, one-third of UK organisations still

provides few formal training programmes for their managers. More than 2,000
managers were surveyed. They spent on average five working days a year plus three

days of their own time on training programmes. Managers in 83% of the organisations
believed that they required training every year. 32% responded that their organisations

have more training programmes for managers, but that older managers are receiving less

training than their younger colleagues.

The Economic and Social Research Council (ESRC) Survey in 1991 stated:

“Many managers have little opportunity to undertake training. One third said that their
organisations did not have a formal management training policy; one in eight received

no training at all, and half admitted they had too little or far too little training. The
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survey also revealed a need for not just more, but better, training. While 60 percent of

managers rated their most recent training activity as very helpful or a very great help for

their current job, 40% showed it as of little, very little, or only some, help.
According to the above recent data, British managers are not getting enough

training and career development programmes from their organisation as well as for their

own career. But what about the developing countries, which are very different from

developed countries like Britain?

There is a need to develop a framework of training programmes for executives
and managers every year. This life-time learning helps them to become a more effective

manager if they receive continuous training to meet the rapidly changing management

environment.

Graham Mole et al (1993) identified the need for executive development in an

increasingly global, deregulated and competitiveness commercial environment. This has

produced a rash of organisational responses. The solution to the problem of bureaucracy
1s the delaying of organisational structures, the move to accountable business units, and a

focus on quality and customer responsiveness. Such responses have one striking feature
in common: they all place an enormous burden on the skills of management. This is the
reason for the surge of interest in uncovering, identifying and developing the

competencies of management, for it is on these that corporate success depends. Changes
in organisational structures all lead in one direction - to “liberate” managers and thus

enable them to deploy fully their innate creativity and skills. The development of these

skills thus becomes crucial; hence the dramatic increase in management training.

In current literature, the terms “education” and “training” are often used
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indiscriminately, and as, Tannehill (1970) has pointed out, this causes much confusion,

for training and education differ in four main areas (Kenney et al., 1979):

1) the degree to which their objectives can be specified in behavioural terms,

2) the time normally needed to achieve these objectives,

3) their methods of learning,

4) the learning material involved.

Whatever the significance of these differences is, it should not obscure the fact
that education and training are both concerned with the development of human potential
or talent. They are, as Taylor (1966) stated, complementary aspects of the same process,

and 1t 1s difficult to imagine any training which does not have some educational effect

and vice versa; in short, some of the other exists in each.

Education and training increase the individual’s knowledge, skills and abilities.
At the same time they change some aspects of personality. More specifically, certain
types of training, when applied to developing managers, take the individual out of his

organisational role and put him through a process that may change his attitudes (Witaker,

1965), and cause him to be a manipulative rather than a flexible resource within the

organisation (Cooper, 1976). However, education in general helps in changing the
individual’s attitudes, i.e. norms and understanding, while training helps to change the
individual behaviour, i.e. in respect of organisational regulations, work values, and

safety matters.

In summary, both management education (training) and development are a

planned, systematic and continuing process of learning and growth designed to induce

behavioural change in individuals. This is achieved by encouraging or cultivating their
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mental abilities and inherent qualities through the acquisition and use of new knowledge,
and insights and skills as they are needed for, and apply to, more effective performance
of the work of management. Issues in developing countries have been alluded to in this
section. However, as this thesis is focused on a developing country, a more systematic
investigation of management development in developing countries is called for.

The main objective of this study is to evaluate the outcome of the EDPs
undertaken by executives from top management (i.e. General Manager, Deputy General
Manager and other Co-General Manager). The researcher investigated in detail the
factors which could play vital role in affecting the outcome of the training programmes,
such as the nature of the managers who participated in the training programmes, the
organisations they work for, managerial experiences, prior preparation for the training
programmes. The researcher produced Model (1), which is derived from the literature
review. Model (I) in fact explains the main theme of this study, which is concentrated in
the following aspects: what the management is; what the managers actually do inside
organisations; executive development; the need for and the nature and the objective of

management development; the relationship of management development and

management training; and what outcomes might be expected from management training

programmes.

Given the established literature on management training and the impact of it, the

Hypothetical Study Model (I) (Figure 3.5) suggests that the quality and the relevance of
the training with other factors e.g. organisation and organisational climate, which the

individual come from, were also important. It is the question of whether the individual

given prior preparation for training, and if he brief and debrief by his supervisor.
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Figure 3.5 The Hypothetical Study Model (1)
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So there are a range of factors influencing the impact of training and job performance in

the outcomes.

There is an agreement that organisation and organisational climate and the
support of the superior are key variables that may influence the training outcomes. Also,
there is evidence from the literature reviewed that in the absence of prior preparation,
management training will always be at a disadvantage and will never be sure of
continued support from management. In that respect the quality of training is important,
but it is not only the important issue that will influence the outcome of training

programmes.
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3.8 Summary

The major purposes of this chapter were to introduce the concept of management
training and development and to explain attempts at improving managerial performance

through management training programmes.

This chapter also reviewed literature on the nature of management and executive
development.

The chapter also covers essential aspects of management development practices
as they relate to the objective of this study, the planning of this activity, the methods
used and finally the evaluation of management training and developmental activities.

In summary, efficient and effective management is an essential vehicle for

organisational progress in both the public and private sectors. This calls for management

development. As managers and executives are the decision makers in those
organisations, they are the leaders and they are responsible for organisational success.

They need to enhance their knowledge and skills, keep up-to-date, and change their

behaviour according to environmental and situational needs. Therefore, the main

objective of this research is to review the managerial development programmes, their

efficiency and effectiveness in the Arab world in general, and in Saudi Arabia in
particular. However, management training and development programmes in this context

cannot be reviewed separately without deep analysis of the societal and cultural impact

on management behaviour.
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Chapter Four

Management Training and Development

in Developing Countries: Cultural Issues
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4.1 Introduction

This chapter describes the increasing involvement of developing countries in the
field of management training and development as an urgent need for their economics
and the societal and cultural effects on management development. This was needed
because the availability of high-level managerial manpower is the key to successtul
implementation of a nation’s development programmes. The researcher separates
Chapter Four from Chapter Three even though both of them discuss management
development because: (1) The management practices in the Arab world are highly
influenced by societal values and culture. (2) Management development in the Arab
world requires a different model, or specifically tailored programmes, that takes into
consideration societal impacts such as family ties, relationships, loyalty to tribe, etc.

In fact, the relationship between culture and management practices has been
approached on a basic assumption that management practices are ‘“culture-bound”.
Therefore, comparative management and cross-cultural management research
methodologies have been adopted since the 1950s, mainly in the USA, to discover any

forms of interplay between culture and management.

There are other arguments that the broad environmental and culture (e.g. social,

educational and legal-administrative) factors have significant influence on management

practices in general on and management development in particular.

The Arab management practices are susceptible, at least to some degree, to

socio-cultural influences which are derived from two main active components, the

nationalistic “Arabic” culture and Islamic value systems. Management development, as
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a planned and deliberate function, was seen as a solely the government’ responsibility
during the 1960s and 1970s. More recently, however, a growing interest among
businesses and some professional agencies can be identified.

This chapter will attempt to give a brief overview of management training and
development in developing countries, and of the most prominent cross-cultural studies
of management which in one way or another clarify the influence of cultural and
environmental factors on management development. Then, the major cultural elements
in the Arabian world are explored as they relate to management practices. Moreover,
management development experiences in the Arab countries are highlighted.

The above discussion asserts the role of culture in shaping managerial and
organisational development choice. It could help or hinder, facilitate or falsify, any
adoption of any approach depending in its consistency with the heritage of a given
societal construction. In other words, if the adopted management development scheme

is at odds with the cultural realities it frequently fails to bring about the desired results

(Hofstede, 1987).

4.2 The Concept of Culture

Culture has been conceived linguistically to connote two distinct meanings.

Firstly, in a narrow sense culture means “civilisation” as an outcome of the mind’s

refinement. On a broader sense, however, the term “culture” as used by anthropologists

means the shared set or sets of values and attitudes that shape, to some degree, the

behaviour of people in a certain society (see Weinshall, 1977; Tayeb, 1988; Hofstede,

1987; Evans, 1975; Child and Kieser, 1977) among many others.
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Similarly Hofstede (1991: 5) used the analogy of the computer system to explain
the meaning of culture and defines culture as “the collective programmeming of the

mind which distinguishes the members of one group or category of people from

another”.

It should be noted here that these common features of community members are
learned through their life within what one could call the “hardware” of culture. This
refers to the societal environment in which individuals grow up, attain their life
experiences and assimilate their social interactions.

The boundaries of culture are very abstract, and it is hard to define how to locate
an individual within one culture. The difficulty stems from the fact that any one person

might belong to a number of different cultures at the same time (Hofstede, 1991). He

argues that the following are examples of cultural levels:
1) A national level according to one’s country.
2) A regional and/or, ethnic and/or religious, and/or linguistic affiliation level.
3) A gender level, according to whether a person was born as a girl or a boy.
4) A generation level, which separates grandparents from parents, from children.

5) Social class level, associated with educational opportunities and with a

person’s occupation or profession, and

6) Organisational or corporate level, according to the way employees have been

socialised by their work organisation (p. 10).

The scope of cultures is seen to include groups and institutions with which the

organisation in focus has exchanged relationships (Pennings, 1975). In other words, the

country’s stage of development, where a study is conducted, should be elucidated and
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the related economic, legal-administrative and educational factors should be 1lluminated
because it has been suggested that they have a degree of influence on management
practices (e.g. Negandi, 1983, 1985; Nath, 1988). Recently, Bugra (1990) has pointed
out that socio-cultural and political factors are also crucial for an adequate analysis of
the influence of culture on management.

Therefore, economic, political, educational and legal-administrative elements are

considered in this study because they are believed to be, explicitly or implicitly,
influential in shaping management practices. According to the existing literature,
planning, policy making and controls are affected by economic and political conditions.
Training and development budgets confront serious problem during economic
difficulties (Harrison, 1989). Political unrest creates an unfavourable atmosphere for
formulating specific policies for managerial development. Survival of the business
takes prionty over developmental policy-making.

Educational levels of managers assist in widening their creativity and
imagination to deal with even complicated environments. Also, availability of
educational institutions that provide managers with more specialised knowledge of
management and supply them with the essential managerial skills in the form of
managerial training. In general, managerial receptivity to change seems to correspond
to managers’ level of education.

The legal system usually decides the form of relationship between organisations
and their employees. Specifically, in developing countries, and Saudi Arabia is an
example, employment laws are enacted to regulate many personnel processes, and the

training and development of nationals are imposed by laws. In a situation where
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expatriates are required, their contract conditions are subject to governmental approval.
The legal system is, therefore, considered as a main element within the environment.

From the above discussion, culture appears to play a significant role in human
behaviour and perceptions. But culture is not characteristic of individuals, 1t

encompasses a number of shared national, regional and ethical conditions among many

(e.g. religion, customs and traditions, education, etc.) which distinguish a member of

one group from another in terms of behaviour.

In fact, many other factors have contributed, in one way or another, to the huge
interest in cross-cultural study of management and no single research could cover all of

these variables, but some examples may help.

Firstly, the emergence of international and multinational organisations with trade

and operations across national borders have raised many questions, such as whether or

not domestic and foreign operations should be managed in the same way. This point of

view has called on international managers to gain a good grasp of local cultures (Payson

and Rosen, 1991).

Secondly, the success of Japan in the past few decades, has encouraged many
researchers to try to uncover the secret behind the Japanese prosperity and to assess

whether Japan’s distinctive culture accounts for this success (Tayeb, 1988; Pascale and

Athos, 1982).

Thirdly, the recent development in communication and transportation, i.e. the

means and ways which brought the world to be considered as a “global village”, has

dictated that any business person needs to understand the logic behind different business

practices in different cultures.
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Fourth, the end of the Cold War between the East and the West blocks and the

democratisation and openness of formerly Communist societies have opened new

opportunities and new cultural challenges to managers on both sides and require them to

have a reasonable knowledge of the new situations.

Fifth, the failure of many management development programmes has been
blamed on misunderstanding or ignoring local realities (Kelly, 1987). In fact, a vital
impediment to the transferability of management concepts to different nations,
regardless of the development stage of their economies, is the failure to take into
account local economic, social, culture and historical conditions (Hofstede, 1983a and

1983Db).

The basic emphasis in cross-cultural management research is to evaluate the

impact that cultures have on individual behaviour in the workplace which stems from
their value systems (Alder, 1983). That is, people of various backgrounds have different

perceptions of their roles within their organisations and, in turn, these perceptions shape

their behaviour (Hortum and Muller, 1989).

For example, in the United States, education is perceived to be significant in all
aspects of life. Thus, 85% of their top managers hold a university degree; management
1s constdered to be a quasi-profession. A quarter of postgraduates are seeking an MBA

degree. Many large corporations created their own “corporate college”, e.g. Hambuger

University, Motorola University, etc., and university training programmes are

extensively attended by executives.
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For the Japanese, both education and on-the-job training “apprenticeship”
correspond to their traditions of lifetime employment commitment, especially 1n large
firms, and seniority is a major promotion criterion.

The French culture has two main characteristics, “rationalism and legalism”, that
have some bearing on their approach to management development. Legally, French
corporations are required to spend 1.2% of their payroll on training, to have
development plans for their work force, and to produce annual reports on their training
activities. Therefore, specialists managers are noticeable in France, although some
recent changes towards general knowledge of managers are gathering momentum.

In Germany, functional training “apprenticeship” precede specialised long
education, mostly in pure or applied science, because humanities are not viewed to be

relevant to management. This long process resulted in the dominance of specialist

managers and in most well-educated Germans entering employment only at an average

of 27 years. The story of the president of Mercedes-Benz who retired on May 1993 is

an example of the German management development traditions. “Mr Mercedes”, as
they call him within the company, joined the firm in 1943 as a mechanic and climbed

his way up to the organisation’s summit, reaching the presidency in 1989 (Al-Watan

daily, 1993).
The British have different traditions and have a culture of their own.

Traditionally, management has been seen as a low status function related to service jobs
rather than an active role at the top of the organisation. Furthermore, it was viewed
more as a practical art than as applied science. As a result of such attitudes,

management development was merely left to experience to distinguish between
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effective and ineffective managers. In the British tradition “character, initiative, energy
and imagination” factors outweighed educational qualifications in gaining promotion to

managerial positions. Nonetheless, a gradual change is taking place in Britain towards
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