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Abstract

The expanding pace of economic turbulence and increasing complexity of
managing large organisations present challenges for business leaders in
both developed and developing countries’ economies. This is particularly so
for those that have been significantly dependant on oil and gas such as
Saudi Arabia (KSA) where there is now a pressing need to diversify due to
price volatility and the increased adoption of renewable sources of energy.
Given the need for oil-dependent economies to diversify, greater attention
needs to be focused on the performance of their non-oil and gas sectors.
Using KSA as a case study, this research aims to develop a framework to
facilitate effective strategy implementation through an exploration of
aspects that improve strategy execution in the non-oil and gas sector

After exploring the process of strategy implementation through use of the
grounded theory method, data was collected from semi-structured
interviews and focus groups with senior management. The result of
strategy formulation and implementation analysis identified 26 factors that
affect strategy implementation in the Saudi non-oil and gas industry. The
most obvious factors are: effective leadership style, a unified view of
benefits realization management, prioritising work activities, employee
involvement and ownership (especially talent), efficiency in the allocation
of resources, transparency and traceability of monitoring and control, the
Saudi macro and micro environment, and the degree of communicational
formality and frequency.

This research makes an important contribution through the creation of a
new theoretical framework titled ‘SIMPLE’, which functions as a pre-
strategy execution checklist tool to achieve implementation success.
Implementation success has a greater chance of being achieved if
organisations are considered holistically and that there is sufficient
appreciation of the social and human aspects, the need for communication,
the environmental and cultural setting, as well as the organisation’s
readiness for strategy implementation.

Keywords: Strategy implementation, Strategic factors, Social setting of
strategy execution.
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Chapter 1

1.1 Introduction

Strategy dominates the future progress of organisations. Planning and
implementation are both an important part of the strategic management
area. The successful execution of the strategy is the key to the survival of
the organisation. Many organisations could not maintain a competitive
advantage, despite the existing process of drafting a strong strategy, due to
a lack of treatment in the strategy’s implementation. The leader and the
top management of any organisation must give more attention to strategy
implementation due to the higher failure rates that occur at this stage [1].
For that, successful implementation requires a better understanding of
these factors but, unfortunately, the existing literature does not provide a
rigorous and structured conceptualisation of these factors, which influence
strategy implementation, and the exploration of their influence on strategy
implementation. The core of this research study is to establish how strategy
implementation contributes to achieving a significant impact on business
goals and objectives in the non-oil and gas industry. This chapter will
provide the introduction to the research study, research aim, objectives and

derived research questions.

1.2 Research background and significance

According to Porter [2], strategies are vital for modern businesses to stay
highly competitive. Strategic management comprises the design and
implementation of business goals based on the assessment of internal and
external resources and the environment in which a firm competes.
Furthermore, Porter [2] claims, strategy balances the relations between the
organisation and its surrounding environment. More explicitly, it is a
mechanism through which activities of diverse functional departments

operating in a firm, such as finance, marketing, production, research-

1



development (R&D) and procurement, are integrated and coordinated [2]
[3]. The objective of an organisation’s strategy is to undertake the efforts to
form and strengthen the organisation’s long-term competitive position and
financial performance and gain a competitive advantage over rivals, which

develops a company's pathway for better profitability [3].

Conversely, the strategic management of any organisation consists of three
main continuous processes:

1. Analysis

2. Decisions

3. Actions

Analysis: In strategic management, analysis consists of strategic goals,
vision, mission and strategic objectives, also with analysis of the internal

and external environment of the organisation.

Decision: In strategic management, decisions involve mainly how to

compete and in what industries.

Actions: The action in the strategy usually refers to how to achieve
whatever decisions have been made and the objectives set; unless there are

actions, no strategy decision will be beneficial [4].

While all three processes are equally important in managing the strategy
in the organisation, it is often recognised that strategy implementation
amongst the three is a key management challenge [5]. This was evident
from the noteworthy statement “great strategy, shame about the
implementation” [6]. Similarly, Miller [7] establishes that nearly 70% of
new strategic initiatives could not be implemented effectively and this
highlights the difficulty of successful strategy implementation in real
business circumstances. According Zook and Allento [8], which they
analysed strategy data from 1988 to 1998, almost 90 percent of firms failed

to implement a successful strategy.



Indeed, given the high importance of strategy implementation, neither
academics nor practitioners can overlook strategic implementation.
Instead, they need to take suitable actions and be ready to manage strategy
implementation effectively [9]. Consequently, the awareness of critical
factors that influence strategy implementations is gaining considerable
attention from both academics and practitioners [9]. A review of the
strategy execution discussion suggests that a researcher has often focused
on certain factors, which influence the strategy implementation [10]. In
contrast, a number of researchers have suggested adopting a full approach

to provide a more comprehensive view of the process [11] [12] [6].

Thus, there is a need for an overarching typology of factors, which influence
strategy. The “what” (targeted change) and the “why” (the context within
which the strategy is implemented) need to be carefully considered, to
explain the “how” implementation is progressing. So, factors and contexts
of strategy implementation vary, and accordingly, further work needs to be
conducted in uncovering/non-explored areas such as the Middle East and
North Africa (MENA) region where changes are more frequent and

influential.

1.3 Research Problem and Significance

In this section, the research problem is stated with its significance.

1.3.1 Research Problem

The expanding pace of turbulence in the complexity of running a business
presents further challenges for managers in both developed, developing or
transition countries. Specifically, developing countries face more obstacles
than developed countries, which require new approaches to strategy
implementation [13]; that is why it is fundamental to extend the research

exploration and also add case studies about developing economies [14].



Mainly, the delimited existing strategic management reached in developing
economies focuses on China and some countries in Central and Eastern
Europe [15]. Less attention has been given to the Middle East in general,
and to the Gulf Cooperation Council (GCC) and the Kingdom of Saudi
Arabia (KSA) more precisely.

The Kingdom of Saudi Arabia is rich in geo-assets such as oil, gold,
uranium, and the like. These rich assets provide solid advantages to enable
Saudi Arabia to take a leading position in the world in the field of o1l and
gas, which has meant that less attention has been paid to the developing of
the non-energy sector. This research study focuses on strategy formation

and execution in Saudi Arabia.

The research problem is the consistent poor implementation or execution of
strategic planning in the Saudi non-oil and gas industry, which leads to
many different problems such as poor product/service delivery and less cost-
effective, low-quality outcomes [16] [17]. However, mostly in any failure of
strategies in Saudi Arabia, there is no comprehension as to what caused the
strategy to fail and how this could be avoided in the future. This study will
investigate and explore the crucial factors of strategy implementation and
which factors dominate and require better management in order to have

successful strategy implementation in Saudi non-oil and gas organisations.

1.3.2 Significance of the problem

According to Kaplan and Norton [18], around 80% of organisations face
failure in their strategy implementation. These failures can be attributed
to the absence of formal procedures for strategy execution. A further
estimation by Davis et al. [19], identifies that approximately 30% of
strategy executions are successful. Some of the strategy executions were
Initiated as a token discussion that then evolved into a top priority concern

in the organisation [20].



However, there seems to be a gap between strategy planning and execution.
It is reported by Childress [21], that only 33% of directors claim to have
achieved significant strategic success, whereas, 97% believe in the
correctness of their strategic vision. It is also Childress argued [21], that
only five or a lesser percentage of management time is given towards

strategy execution.

This may well be due to the attention of day-to-day business issues and lack
of resources. Furthermore, some overriding factors such as business
practices, employee determination, and teamwork also contribute towards
strategy implementation failures. There is a definite need to obtain a

clearer understanding of the implementation road map.

1.4 Aim and objectives

This research aims to develop a framework to facilitate effective strategy

Implementation through exploring aspects that improve strategy execution.

The objectives to deliver this aim are:

1) To determine the extent of the problem in strategy implementation
in the Saudi non-oil and gas industry.

2) To identify organisational factors which influence strategy
implementation in the Saudi non-oil and gas industry by analysis the
existing process.

3) To design a SIMPLE framework that portrays the factors that
influence strategy implementation processes in the Saudi non-oil and

gas industry.

1.5 Research Questions

In Saudi Arabia, most of the strategies are not completed, failed or not
implemented successfully. This research study aims to identify and ask the

correct questions in order to improve comprehension of strategy



implementation. Following are the research questions for this research

study:

1) To what extent does the strategy implementation process explain
differences in success rates across a sample of non-oil and gas

corporations in Saudi Arabia?

This study attempts to answer the following specific questions, in response

to the key research question:

1. What are the factors that influence strategy implementation
processes?

2. How do decision makers in Saudi non-oil and gas organisations
perceive the factors that influence the process of strategy
implementation?

3. To what extent can a comprehensive framework help in
understanding the strategy implementation process in Saudi non-oil

and gas organisations?

1.6 Structure of the thesis and outlines

This section summarises the chapters that are included in this research.

Ch. 2 Ch.3 Ch.4 Ch.5
Initial Literature Comparative : Research Context,
Review Literature Review Site, and Culture

Methodology

Ch.1
Introduction Ch.6
Research Journey Ch.7
of Data Collection Research findings
and Analysis

Ch. 8 Ch.9
Research Conclusion and
Discussions Recommendations

Figure 1: Thesis Structure

Chapter One (Introduction): This chapter introduces the reader to the
research background and significance. It also outlines the research

motivations, providing justifications for conducting the research in this
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particular context, and with this particular focus. Then the research aim,
objectives, and questions are listed. Finally, a summary of how this

research was conducted and its content are presented.

Chapter Two and Three (Literature Review): These chapters review the
relevant research studies of strategic management. Reviewing the
literature and writing the chapter were completed over two different
periods of time, as the study followed the grounded theory approach. The
first stage of reviewing the literature preceded the data collection in order
to obtain a general idea about strategic management change and its related
1ssues, which in turn helped in collecting the data and understanding what
was going on during the fieldwork. At this time, the literature review was
not extensive, in order not to constrain the research or lead it to focus on
some issues by ignoring others and to achieve theoretical sensitivity to
important data and develop the grounded theory, which means an open
mind, not an empty head. The second stage took place during and after
analysing the data, and it relied on the findings of the study, so it was
extensive and in-depth. This was intended to allow a better understanding
of the findings and explain them with theoretical sensitivity. These
chapters aim to provide a general understanding of strategic management
change and illustrate the issues related to such change. In this sense, the
chapters demonstrate the importance of strategic management change by

considering the process of change and the factors causing change.

Chapter Four (Research Methodology): This chapter summarises and justifies
the research methodology employed in this research. It starts by identifying
the philosophical position adopted, then the research approaches, methods,
and data collection sources are described. Finally, it exhibits protocols of

template analysis and the rationale behind the method of data analysis.

Chapter Five (Research Context, Site, and Culture): An overview of the
research context (i.e., the KSA) is presented. This includes a background to

the KSA, touching on a number of characteristics (e.g., history, political,
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economic, social, technological, environmental, rules and regulations), and
outlining some of the recent initiatives introduced that focus on and support
the non-oil and gas industry. Thereafter, a further section highlights the

social setting of Saudi culture.

Chapter Six (Research Journey of Data Collection, Analysis, and
Verification): This chapter presents the empirical work of this research. It
provides detailed descriptions and analysis of the data collected. These
findings are presented theme by theme, which are capable of completely
explaining a phenomenon. The results passed through a reliability

verification assessment for coding and analysis accuracy.

Chapter Seven (The Factors affecting of Strategy Implementation in Saudi
Non-Oil and Gas Industry from Empirical Study Findings (ESF): This
chapter presents the findings of the data analysis. It focuses on the

categories that have emerged in the open, axial, and selective coding.

Chapter Eight (Research Findings and Discussions): This chapter
encapsulates and discusses the empirical research findings for the
fieldwork conducted. At the beginning, it presents a SIMPLE Framework
for effective management of strategy implementation, and following that,
the relationship between the themes is described. A specific section that
further discusses reflections and considerations of the research findings is
then provided. This specific section compares the empirical findings with

previous research and highlights contributions.

Chapter Nine (Conclusion, Summary, and Recommendations): This chapter
concludes the research by reviewing its process, and addressing its main
contributions. Finally, the research Ilimitations are discussed, and

recommendations for future research are provided.



1.7 Summary

The framework for implementation of strategy is the focus of this thesis as
1t focuses on Saudi non-oil and gas organisations. There is a need to develop
such a framework, as the failure rate for strategy implementation is very
high and can lead to loss of productivity and competitiveness. Saudi Arabia
1s in particular need of such a framework to help its non-oil and gas
organisations as the country seeks to diversify from a dependence on the oil

industry.

The next chapter provides an overview of the literature on strategy and the

implementation of strategy.



Chapter 2

Initial Literature Review

This chapter presents a review of previous studies conducted on the topics
of strategy, strategic management processes, and strategy
implementation/execution. The goal here is to bridge the gap between
strategies formulation and implementation to achieve theoretical
sensitivity, the researcher must begin with few predetermined ideas to be
sensitive to the data as possible to develop the emerging theory which

means an open mind not an empty head.

50

20

Figure 2: Understanding Existing Knowledge

2.1 The Concept of Strategy

In the world of business, the term ‘strategy’ appeared in the 1950s, when
many executives with military experience from World War II started to
apply their knowledge in business [22]. The first authors who developed the

meaning of the term in business management were industrial giants, such
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as Alfred DuPont Chandler (related to the DuPont Chemicals family) and
Chester Barnard (American Telephone and Telegraph - AT&T) among
others (ibid).

Strategy involves key issues affecting the long-term future of organisations.
The initial aim of this section is to highlight the importance of the strategic
concept, which has been explored by business strategists, management

scientists, and various other professionals.

2.1.1 Definition

The term ‘strategy’ has been conceptualised in different ways in different
areas of management science. The majority of definitions relate to the part
strategy plays in companies. It can also be seen that some researchers’
definitions of strategy have changed over the years. For instance, while
strategy was initially defined by one researcher as the objectives impacting
a company’s future performance [23], the same researcher later defined
strategy as either economic or non-economic [24]. Thus, the relationship
between strategy and financial performance objectives has frequently been
highlighted. Strategy has also been defined as the integrative force between
a company’s key objectives [25] and as a mediator of the changeable
relationship between the capabilities of a company and the environment in

which it operates ( [26], see Figure 3).
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Figure 3: The Production View of the Firm
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In the context of the management technology field, strategy has been
defined in relation to a number of different factors associated with it. The
first of these factors is said to be the company’s key strengths and
competencies. The second is the environment in which the company
operates, the nature of competition within this environment, the ability to
predict change and the strategies of competitors [27]. Also Cardullo [27],
emphasises the multifaceted nature of strategy and the role it plays while
and he highlighting the importance of considering organisational factors

when exploring the concept of strategy.

2.1.2 Types of Strategy

Strategy is at the heart of business. All businesses have competition, and
their strategy that allows their business to rise above the others and become
successful. Moreover, Porter [26] and Wheelen and Hunger [3] note that
strategy serves to integrate a company’s finance, procurement, research

and development, marketing, production and other departments.

Overall direction of company and management of its business

Corporate
Strategy

! Functional
Competitive and cooperative strategies Strategy

Maximizing resources productivity

Figure 4: Hierarchy of Strategy [3]
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2.1.2.1 Corporate Strategy

Dess and Miller [28] suggest that the first type of strategy is the corporate
strategy, which determines the orientation of the business based on the
approach it takes to product offerings, business management, and growth.
Also, Dess and Miller [28], add that corporate strategy incorporates three
core sub-strategies: stability, growth, and retrenchment. However, they
advise that companies define their corporate strategy before delving deeply

into the second level (i.e., business strategy).

2.1.2.2 Strategy Business Unit

After corporate strategy, there is a step down to the second layer G.e.,
strategy at the business level). Dess and Miller [28] define it as being
designed to enhance the company’s product/service positioning and
competitiveness. In other words, the strategies outlined at this level are
slightly more specific, while those set at the corporate level are normally

broad in scope.

2.1.2.3 Strategy functional Unit

Functional strategy is the third strategic layer. In other words, this is the
day-to-day strategy that keeps organisations moving in the right direction.
This level of strategy is perhaps the most important of all, as, without a
daily plan, a company can get stuck while its competition continues to drive
forward. Dess and Miller [28], explain that a company’s functional strategy
refers to the methods used by the company to meet business and corporate
goals and use resources effectively. A company’s functional strategy is a
significant element of the company’s overall organisational strategy,
designed by the company’s functional management team rather than the
company’s senior management team. This means that this type of strategy
is created by those who actively implement the strategy. Functional

strategy also strengthens corporate strategy through its facilitation of
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business strategy. Thus, as Hofer and Schendel [29] note, the achievement
of a company’s overall strategy can be realised through the achievement of

each individual strategy type.

This need to link the corporate, business and functional levels underline
the importance of strategy integration. Each level needs to be aligned with
the others. It entails specifying the organisation’s mission, vision, and
objectives as well as developing policies and plans that allocate resources

to drive growth and profitability.
2.1.2.4 Major works in the field
2.1.2.4.1 Henry Mintzberg

Mintzberg contended that the majority of the strategy formation literature
was theoretical rather than empirical [30]. It is also important to note that,
despite the fact that it has been defined, strategy is a word that is often
used in ways that conflict with its definition. Understandings of strategy
also develop over time. For example, in 1971, Mintzberg favoured the
following definition of strategy: ‘a pattern in a stream of decisions’.

However, he later changed this to ‘a pattern in a stream of actions’ [31].

Moreover, Mintzberg argued that strategy could historically be categorised
under ten major schools [32]: design, planning, positioning,
entrepreneurial, cognitive, learning, power, culture, environmental and
configuration (ibid). He also stated that these schools follow either a
descriptive approach (i.e., answering questions) or a prescriptive approach

(i.e., answering what should be questions) [31] [32].
2.1.2.4.2 Andrew Pettigrew

Pettigrew argued that the roots of strategic management lie in US
academia and practice [33]. Therefore, Pettigrew essentially followed
Quinn’s [34] logical incrementalism ideas on how strategy develops, stating

that present strategy is always based on past strategy and experience. He
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also suggested that strategy could be influenced by the context. He used to
distinguish  theoretically = between  strategy  formulation and
1mplementation, but later, he adopted Mintzberg’s view of the continuous

interplay between the two phases [35].
2.1.2.4.3 Michael Porter

Porter introduced three possible alternative generic strategies to cope and
deal with the five competitive forces in order to outperform other firms.
These are cost leadership, differentiation, and market segmentation or

focus [36].

Porter’s five forces and theoretical structure were developed in a 1979
Harvard Business Review article trying to determine strategic positioning
based on environmental and corporate sector analysis. Later on, in 1980,
Porter wrote Competitive Strategy as an extension to his thoughts
presented in the 1979 article. Then, in 1985, Competitive Advantage was
written, addressing the micro-economic dimension’s gap present in his
previous works. Finally, in 1990, he wrote The Competitive Advantage of
Nations as a generalisation of his theoretical thoughts to national
industrial policies and development. It was also argued that, in contrast to
all the strategists that preceded him, Porter was a supporter of strategic

positioning for businesses in identified industries [37].
2.1.2.4.4 Richard Whittington

Whittington suggested that there are four distinct approaches to strategic
management: the classical, processual, evolutionary and systemic
approaches [38]. Whittington, along with Scholes and Johnson, identified
three key success criteria to evaluate strategic options: suitability,
feasibility, and acceptability [39]. As a strategy is something people create,
Whittington recently suggested adopting a practice-oriented perspective in
strategy research. He argued that current researchers focus on either

strategic activity at the intra-organisational level or its consequences at the
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extra-organisational level. Therefore, he suggested a new, more integrated,
strategy research framework that incorporated both levels (intra and extra)

[40].
2.2 Strategic Management

2.2.1 Definition

Strategic management is used for systematic organisational management
and influencing the orientation of a company as determined by stakeholder
demand and environmental factors [41]. Strategic management helps
companies to establish and maintain competitive advantage through the

company’s activities, decisions, and analysis.
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According to Amason [4], strategic management can be defined by two
characteristics.

Firstly, as noted above, a company’s actions, decisions, and analyses are the
three key processes embedded within strategic management. In other
words, strategic management focuses on the evaluation of the company’s
strategic objectives, corporate mission and overall vision (e.g., the
company’s strategic goals) as well as the evaluation of the company’s
internal and external environment. In terms of strategic decision making,
managers must essentially identify which industries to operate in and how
to outperform the competition within those industries. When addressing
these questions, managers consider the national and international
operations of the organisation. Finally, as Amason [4] points out, decision
making is relatively pointless until action follows it. Companies, therefore,
need to ensure that strategies are implemented through the appropriate
actions, meaning that managers must use and distribute resources
effectively and shape the organisation to meet the relevant strategic goals.
This requires continuous attention and necessitates that the three

processes interact to a high degree.
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The second characteristic of strategic management is the exploration of why
certain companies perform extremely well compared to competitors,
meaning that managers must identify the best sources of sustainable
competitive advantage for the company. In order to achieve this, managers
must ask which action should be taken in order to achieve competitive
advantage. This can include actions such as the provision of inimitable
products or services, or, as Boyne and Walker [43] suggest, the adoption of

a low-cost position, enabling the company to charge higher prices.

Thus, strategic management involves the creation and execution of senior
, ) . : ) :
management’s core projects and objectives, as designed in accordance with

internal and external environmental factors and resource availability [44].

Furthermore, senior managers must be able to address the points (see
Figure 7) outlined above in order to ascertain how the company is beating
its competitors [45]. As well as a well-structured execution management
approach, it is critical to ensure execution activities are aligned with

corporate strategy.
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Essentially, it can be argued that even the best strategy has no value if it
is not implemented in practice [46] and that an excellent strategy that
cannot be implemented well is of less use than a reasonable strategy that
can be fully implemented. According to the literature review, over half of
all strategies are not effectively implemented in reality [44] [47] [48], and
when the implementation is not carried out properly, the strategy fails. For
this reason, it is important that strategy implementation itself be fully

comprehended [47].

It is safe to say that even a great strategy is worth nothing if it cannot be
implemented [30]. A better implementation of a second-rate strategy is
more beneficial than a first-rate strategy with an ineffective
implementation. A detailed literature review shows that less than 50% of
formulated strategies are implemented successfully [44] [47] [48], and every
failure of implementation is a failure of the strategy. Nevertheless, an
understanding of the concept of strategy implementation and execution is

mandatory before we can begin this process [49].

2.2.2 Strategic Management Processes

Pearce and Robinson [51] point out that while strategic management
reflects a systematic, constant and impartial process of steering the
orientation of the business, it should be noted that this is different from the

managerial process.

Strategy
Evaluation and
Control

Strategy Strategy Strategy
Analysis Formulation Implementation

Figure 8: Strategic Management Processes [3] [50]
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The managerial process entails the creation, assessment, execution, and
management of interactions between the company’s environment,

strategies, and goals.
2.2.2.1 Strategy analysis

Strategic analysis refers to the initial stage of the strategic management
process and entails the extensive tasks that must be carried out if strategies
are to be successfully created and executed in practice. Farjoun [52] argues
that when managers are too hurried in implementing strategies to take the
time to perform a thorough evaluation of the company’s overall goals and

environmental factors, the chosen strategies are likely to be unsuccessful.
2.2.2.2 Strategy formulation

Companies determine the most effective actions to take to meet their
objectives during the strategy formulation process, which completely
underpins the performance of the firm by creating a map of actions that will
direct the company towards its desired outcomes. According to Hadighi, et
al. [53], a strategic plan allows the company to review the resources it owns,
engage in effective budgeting and outline the best way forward in order to
achieve an optimal ROI. If the purpose, mission, and goals of the company
are to be achieved, it is also essential that managers ensure that all staff
understand them and are working towards meeting them. Effective
strategy formulation encourages the company to examine the environment
in which it operates and prompts managers to prepare to respond to any

changes.
2.2.2.3 Strategy implementation

The term ‘strategy implementation’ refers to the conversion of strategy into
actions taken by the company in order to realise the organisation’s desired
outcomes. Strategy implementation also refers to the ways in which the

company gains competitive advantage and achieves improved sustainable
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performance through the manipulation of organisational culture, systems,
and structure. As Wheelen and Hunger [3] point out, while staff members
are not sufficiently incentivised by organisational structure alone,
organisational structure is essential to achieving competitive advantage
through the achievement of high customer satisfaction, product/service

quality, and efficiency.
2.2.2.4 Strategy evaluation and control

The evaluation and control of strategy represent the last part of the
strategic management process. Since the environment (both internal and
external) in which the company operates is always evolving, strategies
should always be in a state of potential review. Here, managers decide
whether the company’s objectives are being met through the current
strategy. As Wheelen and Hunger [3] explain, this process includes the
assessment of environmental factors related to the chosen strategies, the
assessment of company performance and the execution of necessary steps

to address any issues.
2.3 Strategy implementation or execution

2.3.1 Do strategy implementation and execution words differ?

These two terms are often used interchangeably in many organisations and
business articles and books. However, as many definitions of strategy
implementation exist, it is challenging to provide an overarching definition
of the concept [54]. Additionally, because researchers use both
‘implementation’ and ‘execution’, some argue that the two terms should not
be treated as being interchangeable, while others contend that they have
the same meaning [55]. The latter perspective is supported by the
definitions outlined in the Oxford English Dictionary [56], in which
‘implement’ is defined as the completion of a task, performance of a task or

carrying out of a task. While ‘execute’, is defined as the act of following

21



through with, or carrying out an action. Essentially, then, ‘‘mplementation’
and ‘execution’ can be said to have the same meaning. Therefore, the terms

‘execution’ and ‘implementation’ are used interchangeably in this research.

2.3.2 Definition of Strategy Implementation

As noted, there is no clear definition of strategy implementation at present,
despite the presence of numerous publications on the topic in the relevant
literature. According to MacLennan [47], however, most well-reputed
researchers  differentiate  between  strategy  formulation and
implementation. This being said, MacLennan does not present a solid
definition of the term. In other research, Li, Guohui and Eppler [54] propose
a three-part definition of strategy implementation: 1) an emphasis on
process and the systematic nature of implementation; 2) an emphasis on
the performance of certain actions, either in sequence or at the same time,
and how these actions translate to organisational behaviour; and 3) a
hybrid approach to both process and behaviour. Essentially, researchers
define strategy implementation as a multifaceted, changeable, repetitive
process in which managers and employees carry out a number of decisions
and tasks that are influenced by various organisational and environmental
factors and are designed to realise strategic goals [54]. The term ‘strategy
implementation’ is simply used to refer to the actions an organisation takes

to meet its strategic goals [54].

2.3.3 Strategy Implementation barriers

Largely, strategy implementation research has revolved around the search
for barriers/obstacles obstructing implementation in organisations. This
approach usually consists of searching for the obstacles and problems
associated with successful strategy implementation and providing possible

solutions to overcome the obstacles and problems [57] [58].
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Business operations and barrier management that focus on possible
obstacles and problems are vital. This makes implementation more
challenging, as it is very difficult to foresee and predict the obstacles to your
business strategy. This is the main reason behind the lack of insight in

strategy implementation and poor strategy performance.

The strategy implementation literature shows the common types of
barriers, including behavioural dimensions and structural dimensions.
Some researchers have tried to analyse either individual or collections of

strategy implementation barriers.

Alexander [59] demonstrates some barriers, such as a) poor communication
of strategy, b) unmanaged planned time, c¢) vague identification of

responsibilities and tasks and d) unskilled employees.

Al-Ghamdi [60] mentions all the barriers noted by Alexander but adds
more, such as distraction of management from the implementation of
strategic decisions, mismanagement of time between strategic planning
and implementation, lack of contingency plans for major problems at the
implementation stage and lack of information systems for implementation
observation. However, Al-Ghamdi presents these barriers only for UK

firms.

Similar to Al-Ghamdi and Alexander, Alshloo et al., [61], state that among
all the barriers, the most important ones are a lack of precise planning and
an unsuitable training system. Furthermore, Alshloo et al. [61] researched
the Iranian educational system, and as an outcome, they divided the
barriers into four categories: 1) planning consequences and 2)

organisational, 3) managerial and 4) individual issues.

Jauch et al. [62] describe the barriers slightly differently, stating that the
principal barrier is the small amount of time allocated in strategy
implementation to executives’ decision making. Olsen et al., [63] state that

the lack of research allocation and mismanagement of financial and human

23



resources are the primary reasons for implementation failure. Eisentat [64]
mention that among all the barriers, insufficient leadership from line

managers 1s the main barrier to strategy implementation.

Heide et al., [58] carried out a case study on a Norwegian ferry cruise
company to investigate barriers. They found barriers such as organisational
culture, organisational structure, learning, and control systems and

personnel management.

Shah [57] conducted a survey and analysed the barriers very differently.
He revealed that Indian managers recognise that management skills are
inadequate. He also found barriers, such as undefined main
1mplementation tasks and issues with employee commitment. However, it
1s not very clear from Shah’s analysis whether his implementation barriers

are exclusive to India.

Kaufmann et al., [65] analysed barriers using a Balanced Score Card (BSC)
approach in Brazil. The main barriers they found were as follows: absence
of pledge and commitment from staff, insufficient alignment of strategy,
lack of support from consultants, the absence of higher management
support, lack of objectives and structure and deficiency of

comprehensiveness [66].

2.4 Summary

Strategy has been researched for decades in academia as well as within
industry. This chapter defined strategy and explained the types of
strategies organisations use to stay competitive. Then, it described the
strategic management process, starting with the four main steps of the
process, as these steps provide the foundation for understanding strategic
management and the process of strategy implementation. Next, it discussed
strategy implementation barriers and the reasons many organisations fail

to implement strategies to achieve theoretical sensitivity.
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As this study follows a grounded theory approach, this chapter was written
before data collection to obtain a general idea of strategy implementation
change without aiming to review the extant literature in great depth. This
ensured that data was collected without being influenced by, or leading the

study to, a specific area while ignoring others.
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Chapter 3

Comparative Literature Review

The second part of the literature review took place during and after data
collection, and it relied on the findings of the study, so it was extensive, and
it reviewed the literature in great depth. This was intended to allow a better
understanding of the findings and explain them with theoretical sensitivity.
The chapter starts with the systematic literature review (SLR) for strategy
implementation and then moves on to perspectives on strategy

1mplementation.

3.1 Systematic Literature Review

The importance of strategy implementation and the daunting challenges
associated with it in today’s organisations have been shown, but the
literature suggests that there are more contributions on strategy
formulation than on strategy implementation. Herbiniak [46] argued that
while strategic planning is difficult, the most challenging part is strategy
implementation. Similarly, Cater and Pucko [67], concluded that although
80% of organisations create appropriate strategies, only 14% succeed in

implementing them.

When an implementation engine programme is up and running, it focuses
and coordinates teams’ efforts on achieving targets. For that, strategy
implementation, as an abstract concept, requires developing the tactics of
translating the plans and policies into actions. This involves many
processes, such as resource allocation and the development of information
and decisions, work breakdown structures (WBS), authority matrixes,
leadership/staff communication and so on. This study aims to explore the
current understanding and future orientations concerning strategy

implementation. Consequently, it 1s sensible to build on the
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recommendations from the present literature that call for a better
understanding of the concept, and of the success or failure factors that it

encompasses, and then extend this line of investigation.

3.1.1 Systematic Literature Review Result

Figure 9 shows the systematic review that was conducted via the current
research to analyse the literature on strategy implementation, based on an
examination of contemporary studies in the field. A systematic search
process was carried out using the following keywords: (Strateg*,
implement* and failure*), (Strateg*, execution* and failure*), (Strateg*,
implement* and success*) and (Strateg*, execution* and success*). The
search covered relevant scholarly databases that included the following:
Business Source Complete (EBSCO), Scopus and ABI Inform Complete
(ProQuest).

Excluding
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Figure 9: Methodology of the current Systematic Review [51]

e The research was in English, and therefore, research in
Spanish, French, German and other languages was
excluded.

e An initial scholarly database search of selected keyword
combinations revealed a total of 2,611 titles.

e After irrelevant subject areas, such as medicine and arts
and humanities, were excluded, 980 titles in the relevant

subject area (business management) remained.
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e After removing duplicate records, 450 titles remained.

e The titles and abstracts of the resulting literature were
screened to remove irrelevant documents, leaving 161
documents.

e A further comprehensive screening of the documents was

conducted, which yielded 47 documents.

Many articles in the literature review were not closely related to the subject
area, but they contained the keywords. Therefore, they appeared in the
search group. From the 161 documents remaining after the titles and
abstracts were screened, only 47 remained after a thorough analysis, as the
others were not related to strategy implementation. In this process, they
were not completely ignored. They were read and cited where necessary.
However, the 47 that have been cited in this study were very closely related

to the subject area.

3.1.2 Geographical distribution of relevant research

Figure 10 shows that the majority of research in the strategy
implementation field in the English language was conducted in the USA
(30%), followed by the UK (28%) and other European countries (10%). The
papers from the USA, the UK, and Europe represented around 70% of the
analysed pool of papers. The remaining approximately 30% was distributed
relatively evenly among different regions, such as Australia, India, Brazil
and Latin America. The percentage of research conducted in the Middle

East in the strategy implementation field was particularly high at 6%.
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Figure 10: Research on Strategy topic from Geographical point of view

The USA and the UK have dominated the strategy implementation
research compared to the rest of the world. In addition, the majority of
product/service industries, such as the automotive and aerospace
industries, are situated in these countries. These countries also provide
strategy solutions around the globe, which in turn provides hands-on

experience.

3.1.3 Factors Affecting Strategy Implementation from Systematic

Literature Review

Strategy failure is a major challenge for many organisations. The detailed
literature review shows that most strategies fail at the implementation
stage. Furthermore, the literature review and interviews with experts
demonstrate that many factors are usually ignored during the strategy
phase. The body of knowledge in this area is rich but mostly with
quantitative research. However, the analysis shows that the following
factors affect strategy implementation: poor or vague strategy, clear
objectives, communication, engagement, sufficient resources, benefits
realisation management, accountability, talent management, involvement,
buy-in, prioritisation, selection, alignment, project management, risk
management, monitoring, performance, leadership, sponsorship,

commitment, effective competitor responses to strategy, authority,
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governance, motivation and rewarding [51]. Nevertheless, most authors
contend that all factors of strategy implementation have different impacts

and carry different forces individually.
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Figure 11: Factors that influence strategy to implement form SLR

As shown in Figure 11, the weight ratio for each factor from the total factors
converged between 2% and 6%, and this shows the impact of all factors for
successfully implemented strategies. Furthermore, the weight ratio was
calculated by analysing the frequency of the factors in the successful
strategies, and it was not mentioned in the failed/unsuccessful strategies.
In addition, the factors that received the highest ratio representing 35% of
the total factors were leadership, commitment, sponsorship, governance,
authority, talent management, sufficient resources, and alignment. There
was a clear association between these factors, and it was affected by
decisions made according to the approved process. This supports Paul
Rogers and Marcia Blenko [68], concluded: ‘A good decision executed

quickly beats a brilliant decision implemented slowly’.
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The factors that received the second highest ratio (communication,
engagement, involvement, buy-in, accountability, and motivation)
represented 26% of the total factors. There was a clear association between
these factors, and it was affected by communication and the knowledge of
the staff. Several academics have already highlighted the importance of
communication for the strategy implementation process [59] [54]. The
communication content should clearly explain the new responsibilities,
tasks, and duties each staff member needs to achieve. Fundamentally, it
should also contain the reasons behind new strategic decisions and actions

that need to be taken.

The following factors received a weighting of 20% from the total factors:
benefits realisation management, project management, risk management,
monitoring, performance and rewarding. The links between all these
factors are clear, and these factors are affected by measurement and
accuracy at the tactical level. The concept of ‘tactics’ is not quantifiable and
thus is not given a numerical value. A measurement is said to be more
accurate when it offers a smaller measurement error in each tactics step.
Therefore, anything considered ‘tactics’ must be measurable and
optimisable. This is why clarity is very important in the tactics of any team,
as it enables the flawless running of the task. Once the task, responsivities
and performance goals are allocated, the team runs autonomously to
accomplish the task and deliver the essential results. Things can go wrong
along the way and confusion can set in, but this can be helped by having a
clear tactics process with defined actions and using the right tools for the

key performance indicators for each step.

The factors that received the middle ratio representing 20% of the total
factors were found to be as follows: poor or vague strategy, clear objectives,
and selection, prioritisation and effective competitor responses to strategy.

It 1s noted that there is a clear correlation between all these factors, and it
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is affected by the options and modality of choice, considering that ‘modality’,

In this sense, is the way or mode in which something exists or is completed.

Quality, cost and delivery requirements mean alternative options must be
chosen from time to time. These decision-making problems are part of
multi-criteria decision making [69]. It is important to compare different
possible options that contribute to the meeting of the set goals and the
achievement of performance. Every criterion should be measurable and
assessable at least in a qualitative manner. Each option’s performance
must be measurable in comparison to the norm. The difficulties involved
here lead to rationalised decision making often with high risk and very
limited information [50]. Hence, sometimes there are no ‘right’ decisions,

only different or alternate decisions.

As a result, there is tool management which can be employed to take
decisions regarding alternative options that can ensure the adequate
1mplementation of strategies and keep teams engaged and performing by
communicating in each stage of the strategy (i.e., formulation and
implementation). This can be ensured via clarity of process and the right

measurement of implementation state outcomes

Clearly, the basic themes that play an influential role in successful strategy
implementation are as follows: (1) management options available to the
organisation now and in the future to take decisions, (2) teams of people
that internally and externally relate to the organisation and their
knowledge of the rest of the team, (3) short-term tactics process that
encompasses the organisation’s daily operational nature and finally (4) the
necessary tools to facilitate the corporate strategy implementation. These
four input items are vital to the efficiency and effectiveness of any strategy

formulation or implementation process.
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3.1.4 Review of SLR Result

As a rule, the strategy defines the plans of any organisation to stay
competitive, and strategy planning has been researched for decades in
academia as well as within industry. However, it is evident that most
strategies fail during the implementation stage, as shown in the detailed
literature review. These articles discussed the characteristics of strategy
implementation and the attributes that can lead to its failure. They also
discussed the link between strategy planning and implementation.
Furthermore, the important factors of strategy implementation are a key
feature of management studies, as they could turn a failing strategy into a
successful one, provided that all of the factors involved have been i1dentified

and managed from the very beginning.

The identification, management, and planning of important factors can
make the strategy successful but not perfect. As seen in the literature
review, positive results have been achieved with a level of strategy
implementation success of 60%, and very few have attained levels over 80%.
However, no study shows 100% or perfect strategy implementation success.
It 1s also important to note that there are many ways to measure strategy

implementation success.

Firstly, the translation of strategy into practice requires the activity-based
involvement and coordination of the staff members and processes
throughout the organisation. Usually, strategy development, operation
planning, forecasting, technology budgeting and talent management are
the only factors that are managed, but a number of researchers argue that

strategy should not be limited to these factors.

Secondly, a proactive approach in the organisation secures the future of the
organisation. However, it is not possible without a clear and detailed

strategic plan; this is in line with the work of Sull [70], Higgins [71] and
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Hrebiniak [46]. The involvement of management and staff during the
strategy planning stage ensures the commitment from the staff during the
plan execution. Furthermore, the planning provides clear direction to the
decision maker and the progress status of the project/initiative with the

time scale.

Thirdly, the strategy should be realistic, specific and precise and set high
goals for the organisation to strive to achieve. Additionally, the goals should
be measurable and easy to comprehend. Again, this matches up very well
with the research done by Kaplan and Norton [25] [53]. The plan should
also provide participants with incentives to ensure their loyalty and

commitment.

The importance of strategy planning and implementation should not
distract the senior management from the focus of project/initiative
deliverables and objectives. Senior management has to attend to internal

customers, external customers and project/initiative deliverables.

Therefore, they delegate as far down as possible to make sure individuals
take responsibility for specific delivery actions and tasks. They play to
peoples’ strengths and ideally have some responsibility for the eventually
implemented action, and they keep individuals involved in each stage of

developing the plan.

Organisations should embrace the maturity of policies, capabilities,
principles, competencies, culture and business partnerships, as they
influence almost every part of the strategy and culture from time to time.
Nevertheless, many factors influence strategy implementation, but they
vary from country to country. For instance, some of the major factors in
Middle Eastern countries are religion, weather, and cultural values. On the
other hand, this section also highlights that less attention has been paid to

the Middle East, Asia, and Africa, and it discusses the important factors
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specific to Middle Eastern countries. Factors like religion, weather and

culture influence almost every part of the strategy.

The studies from the present literature review contained no data on
strategy implementation that could be further analysed. The literature
review mainly focused on strategic planning rather than execution or
implementation, and studies on the factors that can improve strategy

1mplementation were scarce.
3.2 Perspectives on strategy implementation

3.2.1 Distinguishing between strategic formulation and implementation

The strategy implementation literature has widely explored the question of
whether strategy formulation and strategy implementation can be treated
as synonymous or are separate entities. The majority of the research has
first considered strategy formulation and then treated strategy

implementation as a new stage in the research (i.e. [55] [54] [72]).

Guth and MacMillan [73], highlight that the vast majority of credible
research has elected to view strategy formulation and strategy
implementation as two separate processes. General management within an
organisation is responsible for developing a strategy that is both rational
and logical. Following this, an organisation structure is developed. Specific
organisational behaviour is subsequently required to implement the
organisation structure and strategy, which 1is elicited by specific

management processes [74] [75] [76] [77] [78].

The treatment of formulation and implementation as two separate
processes has also received criticism. More specifically, it is believed that a
number of strategies have failed due to this separation of formulation and
implementation [44] [79] [80] [81]. Some argue that if the two stages are
separated, then the thinking process is also detached, which means that

thinking and doing are no longer in unison and therefore learning is
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inhibited [150]. A second criticism of separating the two stages is that there
is a contrast between formulation and implementation, and this can cause
management to become elitist and reduce natural competition. Most
employees are not interested in the corporate goals of an organisation and
are therefore less likely to engage with the work required to increase

competition [55] [82].

Typically, unsuccessful strategy implementation is often attributed to the
failure of middle- and operating-level managers. If these managers do not
support the direction of the strategy or have insufficient knowledge of it,
then it is unlikely to be successful [73]. When middle managers are invited
to participate in strategy formulation, they are more invested in the
strategy and its subsequent implementation [83]. The opposite is true when
middle managers are not involved in formulation: they will have little
commitment to the implementation and therefore negatively influence it.
In addition, it is important to involve middle managers and lower-level
employees in formulation, as they will observe flaws at early stages in the

strategy that higher managers may not [75].

A third criticism is that strategy formulation affects implementation, and
implementation subsequently affects formulation [80]. The wvarious
components of a strategy will affect how it is subsequently implemented,
and a strategy that is well formulated should be easy to implement [47]. If
a strategy is poorly formulated, then the success of its implementation is
almost impossible [75] [72]. Therefore, it is important during the
formulation stage to consider the implementation process carefully rather
than trying to intervene at the failure or near-failure stages. The
formulation process can also affect implementation performance, therefore
requiring implementation to be carefully considered when generating

policies rather than separated [83].
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A further criticism is that the execution of strategic change within an
organisation should not be stilted or segmented; rather, it should be
completed as a continuous process [84]. Pettigrew and Whipp [84], argue
that it is inaccurate to perceive strategy formulation as a linear movement.
It does not have discrete stages; rather, it is an experimental, iterative
process. There is no certainty of the outcome at any stage. In some cases, it
may be more appropriate to commence the implementation of certain
aspects of the strategy before formulation has completely finished [75].
Thus, this initial stage of implementation may affect the final stages of

formulation [77].

Evidently, there are a number of criticisms of separating formulation and
implementation into two separate stages. A number of researchers have
argued therefore that they should be viewed as one streamlined approach
(e.g., Mintzberg, [85]). Therefore, Noble [86] perceives formulation and
implementation to be interrelated processes that must be addressed
simultaneously to ensure that a firm performs well when seeking to change
their strategies [87] [88]. In this section, we analyse criticism towards both
analogies. The best approach would be to treat strategy formulation and
implementation run somewhat parallel to one another, with action and

behaviour being integrated along the way.

3.2.2 Top-Down versus Bottom-Up Strategy Implementation

The top-down approach has been proposed for strategy implementation,
whereby a number of control mechanisms are used to aid the
implementation (see, e.g. [75] [77] [83] [89] [49]). The top-down approach to
implementation entails top management formulating the strategy and then
delegating specific aspects of the implementation process for this strategy
to individuals in the organisation [90]. The implementation of a strategy is
often perceived as centralised, with the CEO or highest managers

overseeing developing new strategies and enforcing these on the remaining
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members of the organisation [91]. A number of frameworks are available to
aid strategy implementations, which present a range of helpful methods

(see, e.g. [92] [75] [76] [80] [93)).

These methods referred to as levers, comprise organisation structure, the
use of reward systems, the effective use of staff in implementation, the
development of a culture in the organisation that accepts change and the
use of in formulation and control systems. These can all be used to assist in

the implementation of new strategies.

Despite this advantage of the top-down approach, there are still limitations.
For example, organisational members should still be involved in the
formulation and implementation, and this approach could result in poor
employee engagement. In order for a strategy implementation to be
successful, it requires the support of many employees and different levels
of employees within an organisation [54]. Therefore, it is important to gain
the approval and engagement of employees when formulating a new
strategy [91] [94] [95] [96]. When employees object to a strategy
implementation, they create obstacles and delays that management must
then negotiate in order for the new strategy to be successful [73] [97] [98].
Delays in a strategy becoming effective can reduce the competitive
advantage an organisation has or upset the general functioning [14]. This
criticism has resulted in a number of researchers electing to promote the
use of bottom-up approaches to implementation, which encourage greater
participation. This approach can be more useful, as organisation members
will feel more committed to it and therefore more motivated to ensure its
success [99]. As previously mentioned, strategy implementation failure is
often due to a lack of commitment or involvement during the initial
formulation process [75]. Managers are more successful in implementing a
strategy or decision if their employees are cooperative and supportive. If
employees are not involved in the development of a strategy, they are less

likely to support its implementation. Moreover, when employees and
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middle managers are involved in the formulation, it becomes easier for a
top manager to align both the goals of employees and the goals of the
organisation, as it is these goals that motivate both parties [73]. If the
employees’ goals do not align with the strategy, they will be less likely to

support it, and therefore, the success level of implementation will be low.

Alternatively, Kralewski [100], presents a bottom-up approach to strategy
formulation that does not require the involvement of top-level managers.
Strategies are often developed in response to knowledge from operation-
and middle-level individuals within an organisation. As previously
mentioned, it is these members of the organisation that will detect flaws in
a strategy designed by higher management. Consequently, their
involvement is often crucial [74] [79] [83] [60] [101] [102] [103]. The bottom-
up approach also highlights and recognises the importance of lower- and

mid-level staff in formulating strategies [55] [54].
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Figure 12: Top-Down and Bottom-Up Approach [47]

There are also likely to be a larger number of flaws in a formulated strategy
if employees that know the target area have not been involved in its

development [75]. The area that the strategy is designed for should be
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considered carefully in the formulation stage, and their expertise should be
utilised [99]. Without their expertise, the implementation will likely be
unsuccessful [75]. The earlier these individuals are involved during the
formulation stage, the more appropriate the formulated strategy is likely to
be [47]. Therefore, those that will be affected by the strategy being
formulated should be invited to participate in the formulation [104]. This
participation should be encouraged throughout the entire process, with all

individuals being aware that their contribution is valid and welcome [99].

3.2.3 Continuous improvement of strategy implementation)

The review of the relevant literature highlights another important
consideration in strategy implementation: that implementation must be
carried out with close adherence to the prescribed strategic framework.
Essentially, companies must avoid the tendency to formulate and
implement strategy as a one-time action and instead continuously review
and enhance their strategies and products/services in order to retain

competitive advantage [105].

However, it is this very requirement that poses a challenge for most firms
even though many managers understand the need for regular strategic
reviews. While this issue can be addressed to a certain extent using a
framework that prompts continual review, managers must be willing to
commit to the continuous focus and fine-tuning of strategy. Managers must
also be aware that improvements take time and will not happen overnight
and be willing to adopt a systematic approach [49] to review and
improvement. When improvements are made consistently over a long
period, companies can achieve a greater symbiosis between their strategy
(objectives), tactics (middle-management plans) and operations (employee
actions). In this way, continuous improvement aligns all aspects of the

company and drives the firm towards success. Many advantages can be
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gained when the company’s operational, strategic and tactical approaches

are in alignment.

In order to ensure that the chosen strategies are being implemented
effectively, managers must, therefore, ensure that reviews are carried out
frequently as part of the continuous improvement process. This can be
achieved to the greatest effect when two-way communication is achieved:
managers communicate strategies to employees (top-down approach), and

employees then participate in goal setting (bottom-up approach) [96].
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Figure 13: Three dimensions of a successful continuous improvement

implementation [89]

Since strategy improvement takes time and regular effort, issues must be
addressed along the way, and strategies must be replaced or modified
wherever and whenever it is found to be necessary to do so. Since no two
companies are exactly the same, various improvement frameworks can be
adopted as part of the continuous improvement process. Whichever model
is used, companies can benefit from their adoption, in that they help
managers to identify the impact of procedures and policies on the company’s
profitability and productivity. If a company can achieve continuous
improvement, it will undoubtedly stand in a stronger position in terms of

goal achievement [47].
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3.2.4 Macro and Micro Environment

The micro-environment is also known as the internal environment of the
business, whereas the macro environment is the external environment [54]
in the context of strategy, with the terms ‘environment’ and ‘factors’ used
synonymously. Companies must be able to review their chosen strategies
and make the necessary amendments, as influenced by performance-
oriented internal and external factors [106]. Internal factors refer to
situations that arise in the company or to company characteristics. This can
include the company’s internal structures, systems, employees, managers,
activities and so on. Typically, internal factors can be managed by the
company. On the other hand, external factors are not directly within the
company’s control and can include factors such as the natural environment,

relevant laws, suppliers and so on [107].
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Figure 14: External versus Internal Factors Control

Internal and external environmental factors are outlined from a strategic

management perspective in Figure 14. While external factors are not a part
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of the organisation itself, nor can they be directly managed by the company,
they can have a significant impact on the company’s day-to-day functioning
and performance, sustainability and growth. Some of the most frequently
mentioned external factors include social, governmental, regulatory,
political, technological and economic factors as well as market competition
and customers [104]. It is well understood that companies that overlook
these factors run a great risk of encountering difficulties or even failure.
Therefore, managers must consistently be aware of environmental factors
and be prepared to respond quickly to changes. However, it is also
important that managers take a proactive rather than reactive approach to
change by predicting environmental changes before they occur and

ensuring that the necessary procedures are in place should these changes

arise [86].

3.2.5 Review Perspectives on strategy implementation

Overall, these results indicate that the literature review on strategy
implementation shows that a number of points can be raised based on the

information extracted from the existing literature, which is as follows:

1. As noted, most authors argue that strategy implementation and
formulation are two separate entities, with the former, arising
after the latter. This consensus has been called into question over
the last few years, however, with many accepting the opposite
viewpoint:  that  strategy formulation and  strategy
implementation can occur side-by-side and are actually
integrated with one another.

2. While most authors argue that strategy implementation is
carried out under the top-down approach—wherein managers
feed information down to employees—many authors now argue

that strategy implementation is only truly effective when
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employees can fully participate in the process and demonstrate a
strong commitment to the company’s strategic objectives.

. Most authors believe strategy implementation is to be carried out
rationally, particularly due to the ‘hard’ characteristics of
strategy implementation (e.g., companies’ control mechanisms,
information systems, reward structures, organisational
structures, etc.). Fewer contributions have been made concerning
human or ‘soft’ characteristics related to strategy
implementation, with only a small number of authors discussing
the impact of factors such as behavioural change, employee
motivation, socialisation, selection, leadership, counselling, and

coaching.

3.3 Research Gap

This literature review has revealed three important gaps in the existing

research that require further exploration in the context of the Saudi non-

oil and gas industry, and they are as follows:

* Less attention has been paid to the Middle East, Asia, and
Africa.

¢ The researchers did not examine how a comprehensive set of
factors can, all together, influence strategic formulation and
implementation

« The researchers did not examine which factors are more

important than others within different social settings

3.4 Conclusion and Summary

The strategy defines the plans of any organisation to stay competitive, and

strategy planning has been researched for decades in academia as well as

within industry. However, it is evident that most strategies fail during the

implementation stage, as shown in the detailed literature review.
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Furthermore, the important factors of strategy implementation are a key
feature in management studies, as they could turn a failing strategy into a
successful one, provided that all the factors involved are identified and
managed from the very beginning. Furthermore, it is clear that the authors
propose a number of different viewpoints on the topic of strategy

implementation.

Overall, however, it can be seen that strategy implementation, and strategy
formulation is widely accepted as two distinct processes, with strategy
implementation argued to be top-down, non-linear, rational, purposeful and
well planned. However, a number of authors and practitioners have argued
that it is not necessarily true in practice. Instead, many now believe that
strategy implementation and formulation run somewhat parallel to one

another, with action and behaviour being integrated along the way.

It is also argued that strategy implementation, in fact, is bottom-up in
nature, not necessarily always rational and non-linear in its execution.
Thus, perspectives of strategy implementation have shifted from the use of

various external controls to the application of internal controls.

The detailed literature also demonstrates that the identification,
management, and planning of important factors can make a strategy
successful but not perfect. Positive results have been achieved with a level
of strategy implementation success of 60% (of expected), and very few have
attained levels over 80%. However, no study shows 100% or perfect strategy
implementation success. It is also important to note that there are many
ways to measure strategy implementation success. It is very clear that
human factors have direct or indirect impacts on strategy execution, but

the degree of influence differs from factor to factor.

However, these human factors can be placed in sequence based on cultural
degree, starting from national, organisational and occupational culture and

ending with family and individual culture. Culture also increases human
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errors during strategy implementation. The key to reducing human errors
is to understand the human factors that can contribute to error under the

different culture levels.

The literature review on strategy implementation shows that a number of
points can be raised based on the information extracted from the existing

literature, which 1is as follows:

1. As noted, most authors argue that strategy implementation and
formulation are two separate entities, with the former, arising after
the latter. This consensus has been called into question over the last
few years, however, with many accepting the opposite viewpoint:
that strategy formulation and strategy implementation can occur
side-by-side and are integrated with one another.

2. While most authors argue that strategy implementation is carried
out under the top-down approach—wherein managers feed
information down to employees—many authors now argue that
strategy implementation is only truly effective when employees can
fully participate in the process and demonstrate a strong
commitment to the company’s strategic objectives.

3. Most authors believe strategy implementation is to be carried out
rationally, particularly due to the ‘hard’ characteristics of strategy
implementation (e.g., companies’ control mechanisms, information
systems, reward structures, organisational structures, etc.). Fewer
contributions have been made concerning human or ‘soft’
characteristics related to strategy implementation, with only a small
number of authors discussing the impact of factors such as
behavioural change, employee motivation, socialisation, selection,
leadership, counselling, and coaching.

4. Generally, in the strategy implementation research, insignificant
attention is paid to authority and politics. In reality, authority and

politics do play a vital role. There are two kinds of power in this
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context: the powerful management who makes the decision and the
power of politics. Often, these power and political influences are
1ignored in strategy implementation management.

5. While many authors discuss factors such as reward schemes,
employees, organisational culture and organisational structure,
many perceive these factors as easily changeable. Therefore, many
authors fail to highlight these factors as issues that could impact
strategy implementation. Furthermore, very few researchers have
explored individual factors or the impact of external environmental
factors on strategy implementation.

6. This has also highlighted disparities between operational strategy
implementation and the planning process. This gap can lead to
overall business failure as a result of poor strategy implementation
and a weak product strategy.

7. Finally, this has illustrated that companies must ensure that their
strategy, tactics, and operations are in alignment to achieve cohesive
action and harmonious efforts within the organisation. When
employees and managers work together to meet the same
organisational objectives and goals, companies are better able to
achieve success in the most efficient way possible because of clear
communication and strong leadership. Furthermore, companies
must ensure that their daily activities are carried out in line with the

company’s overall strategic mission.

This chapter provided the detailed literature review with a focus on
strategy implementation and its problems. The next chapter discusses the
various research methodologies available to this research and justifies the
ones applied to answer the research questions so that the ultimate goal of

this research can be achieved.
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Chapter 4

Methodology

This chapter explains the research method used in this study. Figure 15 the

research methodology selection.

4 Research 4 Research 4 Research 4 Research 4 Research
Paradigms Approaches Group Strategy Methods

Literature

Experiment Review
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Interpretivism Survey

Qualitative
Focus group

Critical Case Study

Induction Mixed Methods Observations

Postivism
Deductive Quantitative
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i

Grounded

Theory Documents

Pragmatic

il
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Figure 15: Research Methodology Selection

However, within this chapter, the essential philosophical and theoretical
assumptions based on this study will be examined within the strategy
implementation discipline. The research design can be categorised into five
parts: selecting the research paradigm, selecting a suitable research
approach, selecting a suitable research group, building the research
strategy and selecting the right research methods [108]. The chapter aims
to produce clear assumptions and determine how they affect the
methodological design of the research process. Figure 16 below gives an

outline of the chapter.
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Figure 16: Outline of Chapter [108]

4.1 Research Design

This research was designed to achieve the objective of the research and
answer the research questions derived. According to Kuhn [109], a research
design is a logical plan that can help one get from the initial questions to

be answered to the conclusion.

The main components of the research design include the planning and the
execution phases of the research. The design of the research helps the
researcher determine the precedence of different research elements,
including the philosophical basis, the type of research enquiry and the

orientation of research towards the theory [110].

There should be consistency between the research design and the research
questions used to meet the research objectives [111]. The design of the
research assists in the organisation of the research, facilitating the task of
gathering the data relating to the implementation phase in various

industries [110].
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Figure 17: The Research Onion [112]

The research onion illustrated in Figure 17 shows research methods
categorised into different layers. Each layer indicates a particular
dimension of the research. From the above figure, it is obvious that the
philosophical approaches, strategies, techniques of data analysis and
collection and time horizon of the project must be specified along with other

factors that should be clearly defined before the research is conducted [112].

4.2 Research Paradigm

The researcher should be knowledgeable of the philosophical
underpinnings of the research to develop the theory fully. According to
Ketchen, Boyd, and Bergh [113], researchers should know how to specify
the philosophical basis of the research clearly.

The benefits of understanding the philosophical basis of the research,
which has been specified by Easterby-Smith et al. [114], include the

following:
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a. Clarify the evidence that must be gathered and the data-
collection and interpretation methods that are suitable for the
research

b. Assist in selecting a research design that is suitable for the

social situation.

Ontology

Methodology Epistemology

Figure 18: Research Paradigms

A common problem encountered during the research design is choosing a
particular research method and paradigm. Researchers can solve this
problem by answering the following questions:
1) What is the essence of the social problem being examined?
2) What are the knowledge bases that relate to social reality? How
can this knowledge be gained and shared?
3) Is the social problem being researched a subjective or objective
phenomenon?
4) What is the relationship between the individual and the social
environment? Does the individual have the power to change the
environment, or does the environment determine the person’s

actions?
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The above questions can help the researcher decide whether an

Interpretive, positivist, critical or pragmatic approach will best suit the

research methodology.

Every research paradigm has its approaches and research methods.

However, a researcher can also apply a research method that combines

different research questions.

Table 1: The Major Paradigms [115]

considerations

knowledge?

. . . Research
Paradigm Ontology Epistemology Question
Group
The learning process is Wisestr vl by s i T
: - at 1s effective
Positivism governed by hidden focusing on valid and ) Quantitative
reliable tools and doable?
rules
Uncover the meaning
.. . of activities and Why are people
o Individuals in groups o o
Interpretivism . events acting in a Qualitative
create reality .
particular way?
Uncover the
s e | ] How can the Civil actions,
. The society is generally injustices in a soclety : : .
Critical ; . and empower situation be Ideological
unjust and biased .
s changed? review
The ideal method is
Things and events are one that helps solves | Can the )
) ) ) Design based
. based on practical the issue intervention help )
Pragmatic i Mixed
rather than theoretical enhance the
Methods

The philosophical underpinning of this research is based on the idea put

forward by Suddaby [111], in that reality is not objective but subjective and

constructed socially. To be more specific, the research will be exploratory,
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and thus, the interpretive approach will be suitable. In addition, the
research study recognises the fact that strategic actions are based on how
a given situation is interpreted and acted upon by the actors. As a result, it
1s important to understand the perceptions of the strategic actors that are
relevant to the strategies employed within firms and how the
implementation process can help resolve issues related to the Saudi non-oil

and gas industry.

4.3 Research Approaches

The objective of the research is to examine the issues that relate to the
Saudi non-oil and gas industry and to achieve an in-depth understanding
of the issues, a topic that has not previously been researched. That is why
we used the analytic induction method to discover the strategic
implementation issues overall in the context of firms in Saudi Arabia.
Besides, the approach is considered more effective for examining the
implementation of strategy in practice and comparing the results in

different firm types than gathering data with a preconceived opinion.

4.4 Research Group

The research group is identified by an orderly and systematic approach to
collecting and analysing the data and then interpreting the results [116].
The three most common types of research approaches include quantitative,
qualitative and mixed methods. Researchers select a research method by
considering the aim and objective of the research. The distinction between
qualitative and quantitative data has been explored by different scholars
[117] [118] [119] [120], and the major quantitative and qualitative research

assumptions are summarised and highlighted in Table 2.
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Table 2: Qualitative Approach vs Quantitative Approach

Quantitative Qualitative
Deductive process with formal language Inductive method with informal language
Distinct variable concepts Concepts are in the form of motifs, themes

or taxonomies

Relatively slower and more expensive | Can be cheaper than other methods

method

Assumption of standard procedures and | Analysis of specific procedures with no

replication replication

Analysis achieved by examining charts, | Analysis achieved by generalising or

tables, and statistics extracting themes from past data

The qualitative research method is employed in this research because the
study aims to determine the complex issues and capture multi-layered and
multidimensional subjective phenomena [121] [122]. Figure 19 below
presents the steps required for the qualitative research. It can be seen that
the qualitative research method is an iterative method that goes back and
forth between data interpretation and theoretical and conceptual work. The
process is flexible; that is, it can be changed in any direction according to

the requirements of the research [123].

Select i Concept- |
2:2:3: relevant rce:loel :gcr:t Interpret ual and Write up
aiions sites/ o data theoretical findings
q subjects | ) work J

om— o
Collection T'gm.?f
of more |<--1 spgm :
data cation of
| question )

Figure 19: Steps in a Qualitative Research [123]

Qualitative research has been defined by Creswell [120] as a process of
enquiry that is based on the traditional methodological enquiry method to

explore social issues and problems. The research work builds a holistic and
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complex picture and presents detailed views of the problem. According to

Creswell [124], there are five main approaches to qualitative data analysis,

as shown in Table 3.

Table 3: Qualitative Method Approaches [124]

Dimension | Biography Phenomenology Grounded Theory | Ethnography Case Study
Developing an
Understanding the | Developing a Describing and : -
in-dept
Exploring the life | essence of theory grounded | interpretinga
Focus analysis of a
of an individual experiences about | in data from the cultural and
single case or
a phenomenon field social group
multiple cases
-Anthropology Political
S . science,
-Literature - Philosophy
_— Cultural sociology,
Discipline
. -History - Sociology Sociology anthropology evaluation,
origin
Sociology urban studies,
-Psychology - Psychology
other social
-Sociology sciences
Muttiple
Primarily sources
Interviews with observations and | document,
Primarily Long interviews 20-30 individuals | interviews with archival
Data
. interviews and with up to 10 to “saturate” additional records,
collection
documents people categories and artifacts during interviews,
detail a theory extended time in | observations,
the field physical
artifacts
-Statements
- Open coding
- Stories -Meanings - s
- Epiphanies - Axial coding Description -Description
Data - Historical .
-Meaning themes .
ntent : . - Analysis -Themes
analysis conte - Selective coding
-General R ; 5 ;
Condittonal Interpretation -Assertions
description of the
matrix
experience

4.5 Research Strategy
The strategy of this research is based on the grounded theory method,

which generates theory based on data that is collected systematically and
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interpreted. The grounded theory method was originally put forward after

conducting a field study on dying patients [125]. The method is defined as

the discovery of theory from data. Figure 20 presents the development of

the grounded theory method since its inception.

Glaser & Strauss
Discovery (1967)

Schatzman (1991)
Dimensional Analysis

Glaser

Strauss

Bowers (1987), Caron &
Bowers, (2000), Bowers &
Schatzman (2009)

Figure 20: Genealogy of Grounded Theory [126]
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Straussian GT
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1994, 1996,
1998, 2001,
2003, 2005,

Clarke (2003, 2005, 2006)
Situational Analysis

2006)
Charmaz (2000, 2006)
Constructivist GT
Glaserian GT
Stern (1995)

According to Locke [127], grounded theory is the most popular qualitative

method used in the social sciences, and there are three reasons for this:

1) The method helps in gaining new insights into an old theory and

developing an entirely new story.

2) The method helps in generating theories that are interesting and

relevant for practitioners.

3) The method helps reveal micro-management processes in

situations that are complex and undergoing change.

Grounded theory is considered an inductive method of developing new

theory from existing data [128] [129] [130]. One of the founders of grounded
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theory, Glaser [125], stated that the theory is suitable where other methods
fail to answer key questions, particularly in the fields of business and

management and health sciences.

Moreover, the grounded theory approach, according to Goulding [131],
focuses on new discoveries. As a result, it is helpful in generating theories
1In areas about which researchers know little, and it can offer fresh new
insights relating to distinct social processes. The method can help in
understanding substantial areas that researchers have not extensively
explored. Goulding [130] also stated that grounded theory is the best
approach when there is no integrated theory regarding a particular social

phenomenon.

Researchers have defined grounded theory in other ways as well. For
instance, Strauss and Corbin [132] defined the concept of grounded theory
as a qualitative method of research that makes use of a systematic set of
systems that helps in developing a grounded theory regarding a particular
situation, using the inductive method. Moreover, Glaser [133] argued that
the approach of grounded theory is, in general, an analytical method that
is associated with the collection of data and makes use of the systematic
application of methods with the aim of generating an inductive theory

regarding a considerable area.

According to Strauss and Corbin [134], in grounded theory, the theory is
obtained from data that is collected and analysed systematically. In the
method, there is a close relationship between data collection, data analysis,

and the derived theory.

Therefore, the general work process related to grounded theory is based on
the elements of data collection, analysis, and interpretation and theory
development. The grounded theory method does not see data as separate
from theory. Instead, the theory is viewed as derived from the data. The

data collection/analysis and theory formulation are considered reciprocally
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related to each other, and they incorporate processes that help in theory

development [135].

a Pool of data from interview transcripts D
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Figure 21: Basic Work Process of Grounded Theory

The analysis of data in the grounded theory method involves three distinct
procedures from which the sampling processes are derived, some of which
may overlap:

e Open coding (the data is examined to explore relevant categories)

e Axial coding (the categories are improved, refined, related and coded)

e Selective coding (the core category that links all other categories

together is identified and related to other categories)

The process related to the collection of data is guided by theoretical
sampling, according to Glaser and Strauss [125]. In other words, the
sampling is based on theoretically relevant constructs. Therefore, the

sampling procedure leads to theoretical saturation and validation of the
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work, which ensures that the emerging theory controls the collection of data

[135].

This study follows the research methodology based on Straus and Corbin
[132] and modified by Charmaz [136], as the social processes and

Iinteractions are studied from the perspective of a constructionist.

4.5.1 Application of Grounded theory in Non-Western Contexts

Several scholars have applied the grounded theory method in their studies.
However, most of them relate to developed market economies where the
‘free-market’ method is espoused and where the main goal is to maximise
shareholder value. The theoretical development and application of the
theory are based on Western contexts where the main characteristics
include high competition, efficiency, and effectiveness. The cultural,
economic and social elements in the Western market are substantially

different from those in the non-Western market.

That being said, there has been an increase in the usage of the grounded
theory method in other locations in recent years. Generally, a theory that
1s developed in the Western context is not always applicable in other
locations without being modified, according to the requirements, criteria,
and conditions of a particular location. It is imperative to consider the

constitution and implication of the theory in a specific location.

When it comes to Saudi Arabia, there is clearly a dearth of information
regarding the grounded theory methodology. In fact, no published work has
utilised this concept in the context of strategy implementation in Saudi
Arabia. Therefore, this research study aims to apply the theory to Saudi

Arabia to contribute to the existing literature in a non-Western context.

4.5.2 Purpose of Developing Grounded Theory
According to Bacharach [137], a well-developed theory sheds light on the

relationships among concepts with realistic constraints and assumptions.
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According to Suddaby [111], the purpose of applying the grounded theory
methodology is to identify patterns and gain fresh insights into a theory.
While reviewing the existing literature, we found that few scholars have

examined all the issues relating to strategy implementation.

In particular, previous studies only focused on a minimal number of specific
factors and did not examine how multiple factors can simultaneously
influence strategic formulation and implementation. Moreover, most of the
literature focused on strategic implementation in Western organisations

but not more general settings, such as the Middle East.

4.6 Research Method

Crotty [108] defined research methods as a set of procedures or techniques
that are utilised to examine data that relates to a specific question. We
evaluated different research methods to meet the aim of the grounded
theory method. These methods help shed light on the appropriateness of
different techniques for developing a theoretical method relevant to the

study.

The research methods that apply to qualitative research include
observation, interviews and focus groups. Each of these methods is suitable
for a particular type of data [138] [139]. However, the collection of quality
data is a time-intensive process [139], and observation and quick interviews
are not likely to make it possible to gain deep insight into the topic. For
qualitative research, the research time frame should be long enough to
enable the researcher to identify patterns and understand the nuances of

the situation.

4.6.1 Interviewing

Qualitative interviews are considered an effective research method for
gaining an understanding of how people feel, experience and interpret the
environment [140]. Three different types of interviews can be used in

qualitative research:
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1) Structured interviews

2) Semi-structured interviews

3) Unstructured interviews
According to Dawson [141], semi-structured interviews are most commonly
used in research work that is qualitative. The researchers establish
questions beforehand to gain insights about a particular subject matter and
identify problems that were not part of the initial interview. It offers
flexibility to a researcher, in that questions can be added or removed from
the schedule based on the interview results. Moreover, it was pointed out
by Sanders et al. [112] that the investigator is not required to ask questions
in a specific order. Instead, the order of the questions can vary depending

on the specific cases and, more importantly, the flow of the conversation.

Using semi-structured interviews allows the researcher to delve deeply into
the topic and ask questions that help clarify the matter. This is important
for those that make use of the phenomenological approach where the main
focus is on understanding the meaning that the interviewee ascribes to a

specific phenomenon [112].

The interview is influenced by the interviewee’s awareness of his/her
knowledge as well as the interviewee’s emotional state during the
interview. As a result, the distortion of data may occur, and this can bias
the results [142]. To avoid biased data, the researcher must maintain

knowledge of himself and let the guest ‘flow’ [143].

4.6.2 Focus Group

The focus group approach has become popular relatively recently [144].
According to Williams and Katz [145], in this technique, a small group of
individuals having common characteristics or interests is assembled by a
moderator to examine group dynamics. This is done to gain insights
relating to a particular issue, and this approach is sometimes selected

because it saves time compared to interviews.
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Some scholars have described them as a ‘fast food’ form of qualitative
research with the main advantage of generating data through the explicit
use of group interaction [146] [147]. In addition, they are said to help in
examining individual responses that are influenced by group participants

[144].

The knowledge gained from the focus group, according to Morgan [144], can
offer greater insights than that gained from a group of individual
interviews. The reason is that the participants feel the need to question
each other and provide elaborate answers that accelerate the natural social
processes through which the individuals evaluate each other’s opinions.
This, in turn, leads to the generation of more data that is relevant to the

research study [148].

Another benefit of focus group interviews is that they allow researchers to
ask questions related to the response of the group [149]. In addition, Agar
and MacDonald [146] concluded that focus groups eased the burden on the
interviewees to express themselves and reduced the researcher’s tendency

to disrupt the flow of thought during the interview.

4.6.3 Direct observation

In direct observation, the researcher observes events by visiting the field
with the aim of generating data. The observation is based on a set of
questions that must be answered by the researcher [150]. According to
Patton [151], there are many benefits of using the direct observation
method. It allows the observer to capture and understand the setting within
which a group of people interacts, discover things that others have not paid
attention to and gain a level of understanding not afforded by the selective
perceptions of the people being observed. According to Thomas [150], the
perspectives and feelings of those being observed can be obtained through

unplanned or natural events.
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The limitations of direct observation that have been identified by scholars
include distortion of data, the information being limited to observations of
the investigator and a focus on external behaviour without considering
people’s internal perspectives and feelings [150]. The fact is that the
interview technique helps researchers to undertake a walkthrough via the
direct observation method and offers a source of evidence for data collection.
However, each usually performs better under observation due to the
attention paid to them (.e., the ‘Hawthorne Effect’). The interviewee should

also consider this effect.

4.7 Data Gathering

Qualitative research is a type of research technique used to decode,
translate, describe and understand the reason behind a behaviour or way
of thinking, which may or may not be apparent in society at large [152].
According to Patton [142], conducting qualitative research is a time-
intensive task for both the researchers as well as those who help them
conduct the research (i.e., interviewees). In this study, the researchers
collect data by going through the previous literature (i.e., similar studies
within the same field of interest) [153]. Since it is a qualitative study, it is
based on opinions, beliefs, and viewpoints, making room for a great deal of
interaction during the data-collection phase [154]. Therefore, the
researcher should have very good interaction with informants. The
interrogative nature of the study warrants more interaction between the
researchers and the interviewees, and the data collected via this interaction

helps explain certain social behaviours [155].

Furthermore, the data-collection part of the entire study is a repetitive
process, which helps in collecting unique responses by following the
procedures repeatedly [156]. This process involves the collection,
comparison, and integration of new concepts that add value to the entire
study. Therefore, it is recognised that the data-analysis process is far

lengthier than the data-collection process.
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For this reason, the right research strategy that ensures that the data
collected is reliable and valid needs to be implemented. However, employing
at least one more data-collection technique to crosscheck the results and
ensure that they are correct is recommended. Thus, data collection is

explained in more detail in this chapter.

4.8 Data Analysis

According to Gray [157], two approaches can be taken to analyse qualitative
data: the content analysis technique and the grounded theory process. The
content analysis technique is concerned with identifying criteria for the
selection of data and filtering it, based on these criteria. On the other hand,
there are no pre-set criteria with the grounded theory method; rather, they
have to be prepared later. Only when data is being collected and analysed
do the themes and measures start becoming apparent. This essentially
means that the content analysis approach is deductive, while that of
grounded theory is inductive. According to Strauss and Corbin [132],
grounded theory is a theory that ‘is discovered, developed, and provisionally
verified through systematic data collection and analysis of data pertaining

to that phenomenon’.

4.8.1 Constant Comparison

Constant comparison is depicted as being central to grounded theory [158].
According to Strauss and Corbin [132], in constant comparison, the
researcher returns to the data constantly to look for similarities and
differences for coding and verify the emerging categories. However, in this
study, constant comparison is used by comparing incoming data with
previous data to ensure that the same code appears and is relevant for the
new data and 1s placed in the correct category that reliably and truly
represents the empirical data. Constant comparison focuses on ‘the

simultaneous conceptualisation and assessment of the similarities and
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differences in social interactions’ in search of a ‘core idea that could explain

variability in interactions’ [159].

4.8.2 Theoretical Sampling (Coding Data)
The grounded theory process is a simple procedure that starts with data
collection, proceeds to its analysis and concludes with the formulation of a
theory [156]. The process has three stages [134]:
1) Open coding, the first step of the analysis process, involves
reading the participant’s interviews and coding sentences or
words with similar meanings under the same code [153].
2) Axial coding begins after the open coding step, and the main goal
1s to make connections between categories of data to develop the
theory [154].
3) In selective coding, the final stage in the data coding process, the
researcher presents the story of the study under investigation in
written form after integrating and refining the theory [153].
This comparison is very important for the analysis of qualitative data. As
mentioned by Glazer [160], the process first involves collecting data from
the field. After that, the data is sifted through in order to recognise the main
problems that the study should address or the variables on which the study
should be based. After this, a brief description of the categories is written,
and a justification for each relationship formed between the categories is

given defining the domain and direction the study will take (see Figure 22)
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Figure 22: Qualitative Data Process [161]

Glaser [160] proposed an additional significant feature of grounded theory
research linked with data analysis. That is, the writing of memos is a main
activity during the grounded theory research process: ‘Memos are the
theorising write-up of ideas about codes and their relationships as they
strike the analyst while coding’. This implies that the researcher writes
down ideas that arise during the data analysis. For that, the researcher
uses memos to record all the activities that will help in the analysis stage.
They serve as building blocks whose properties relate to each other, and

from them, the new theory is developed.

Finally, there is a point at which the information collected for the study
becomes redundant called data saturation or theoretical saturation [125]
[134] [162]. Therefore, data saturation must occur to ensure that adequate
information has been collected to precisely reflect the perspectives of the

study’s participants.
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4.8.3 Theoretical Sensitivity and Research Reflexivity

The personal qualities of the researcher and his/her motivation for
collecting the data contribute to theoretical sensitivity. This allows for the
establishment of a grounded theory that is relevant to the research
question. This sensitivity deepens with the acquisition of subject area
knowledge and advances in professional experience. The concept 1is
described [160] as a process that improves the researcher’s abilities in a
research setting and contributes to the recognition of relevant data and the

formulation of associated theories.

Researcher reflexivity has been viewed [163] as an effort to contain the
researcher’s impact on the data and its influence on study results via self-
awareness. Furthermore, the concept is considered [163] an integral
element for the collection of data and the application of the comparison

method.

It is also argued [164] that epistemological bias is often evident within field
data-collection methods such as interviews. Thus, a non-structured

interview theme is recommended to minimise constructivist bias.

4.8.4 Integrating the literature review in the data analysis

In a typical research study, the literature review is conducted by going
through similar past research studies and gathering evidence that supports
the current research and gives it weight. On the contrary, in this research,
the literature review is written in a way that enables it to be used in tandem
with the primary data collected to support it with similar findings as
highlighted in past research, and then a framework is developed based on

this supporting evidence [165].
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4.9 Triangulation and trustworthiness of data

4.9.1 Triangulation
According to Decrop [166], the process of triangulation is used to strengthen
the research further, which is achieved by eliminating any biases from the
research findings to ensure that data can be better applied and attributed
to the general population by analysing and gathering data from different
angles using different methods. He further stated that ‘using multiple
methods paves the way for more credible and dependable information’.
Moreover, Easterby-Smith et al. [167] explained triangulation as a process
in which data is collected multiple times using different methods.
Furthermore, Denzin [168] specified four triangulation techniques:
1) Methodological Triangulation: Collecting data using multiple
methods
2) Data Triangulation: Using multiple data sources to study data
3) Investigator Triangulation: Assigning more than one researcher
to identify and further investigate the problem
4) Theoretical Triangulation: Proceed with conducting the research
and keeping different perspectives in mind
In this research study, methodological triangulation was implemented.
Data was collected from multiple sources through different methods that
included document analysis, semi-structured interviews, and observation.
The use of different data-collection methods helped in data triangulation

and helped overcome the limitations inherent to every method used [157].

4.9.2 Trustworthiness of data

Within the context of qualitative analysis, trustworthiness is considered a
measure of confidence that can determine the value of the research [169].
This concept is also associated with the usage of reliability and validity
terms within quantitative research. A further definition refinement [170]

relates it to the acquisition of the following research criteria:
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1) Credibility: This relates to the authenticity of the results and
research participants’ acceptance of them.
2) Dependability: This is associated with the researcher’s ability to
define the relevant research context.
3) Conformability: This is considered the degree of confidence other
workers have in the results.
Transferability: This measurement demonstrates the applicability of the
research results in terms of generalisation and impact on other research

contexts.

4.9.3 Validity

As mentioned by Hammersley [171], ‘an account is valid or true if it
accurately represents those features of the phenomena that it is intended
to describe, explain or theorise’. From this, we can conclude that validity is
concerned with two main things: whether the instruments to be used to
measure data are accurate and relevant and whether they measure what
they are intended to measure [172]. According to Ritchie and Lewis [173],
the validity of a research study is determined by how closely the results of
the research match the real-life justification of an action and attitude.
Moreover, Winter [172] and Arksy and Knight [174] have pinpointed two
dimensions that help define the concept of validity: internal and external
validity. Internal validity is concerned with how accurately the researcher
Investigates what is claimed to be investigated as highlighted in the study,
whereas external validity is concerned with how easily the research
findings can be generalised and applied to the entire population.
Denscombe [175] further elaborated that using multiple methods to test the

relationships between the data helps increase its validity and accuracy.

In this research, the multi-method technique was used to test the validity.
The problem was analysed from multiple viewpoints, and the findings were
given justification from multiple sources. Multiple case studies were also

referred to in order to cover every aspect of the research. It was ensured
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that all the questions developed were relevant to the problem the research
was looking to resolve. A maximum level of accuracy was ensured; for
instance, during data collection, help from native English speakers was
sought to decipher the unclear parts of the recorded interviews. If the
recorded part could still not be deciphered, the interviewee was contacted

and asked to clarify what they had said.
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Figure 23: Flow Chart of research methodology

4.9.4 Reliability

Reliability is concerned with the extent to which the research findings of
the study can be trusted, and can serve as a basis for other studies using
the same research techniques and methods [173]. In short, ‘the reliability
of the findings depends on the likely recurrence of the original data and the
way they are interpreted’ [173]. However, according to Marshall and
Rossman [138] and Seale [176], it is difficult for recent studies to replicate
the results of previous studies due to the existence of a time gap. Since the
studies are conducted in different eras, the views of the people and the
prevalent conditions of the periods differ, resulting in different results

being achieved. Thus, research based on highlighting the reasons for
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specific phenomena may be difficult to replicate in this instance. For this
reason, reliability can be ensured through employing the concept of
reflexivity, which means, ‘showing the audience of research studies as much
as possible of the procedures that have led to a particular set of conclusions’

[176].

According to Gray [157], ‘in terms of reliability, it is fairly obvious that
taped conversations will tend to present more reliable evidence than hastily
written field notes’. Thus, to maintain the reliability of this research, all the
interviews that were conducted were also recorded to serve as evidence and
to eliminate any notion of bias when writing down the results later.
Furthermore, the designed questions were written in easy-to-understand
language and were asked in a way that made them easy to interpret. In
case the interviewee did not understand the question, it was repeated so
that the answer received would be accurate. As the questions were
subjective, the people interviewed were given a chance to express their own
beliefs freely without being spoken to in a manner that would create bias

and change their response.

Despite the fact that the external conditions might be different when
constructing a similar study, the methods and procedures adopted remain
the same and are clearly mentioned to help others understand the way in
which the research was conducted. The research study’s aim, objectives,

methodology, and motivation have also been mentioned.

4.10 Ethical Considerations

Ethics is an important consideration in any research work, and consent
should be obtained from participants at the end of the interview [126]. In
addition, Mulvey [177] suggested that non-disclosure agreements should be
signed to ensure that the intellectual property rights of the participants are

protected. However, the researcher obtained the approval of the Cranfield
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University Research Ethics System (CURES), and the reference was
CURES/627/2015.

The researcher must ensure that the names of participants remain
anonymous. In addition, the researcher should not discuss sensitive
personal issues such as faith, politics or financial information. Moreover,
the researcher should not take any action that could jeopardise the position
of the individual in an organisation. Employee details should never be
revealed to managers, and participants should be made aware of their right

to withdraw from the research study.

Lastly, it is vital to make certain that the collected data does not create (or
worsen) mistrust and that the context can be approached and studied by

future researchers [178] [177].

4.11 Summary

Researchers should see the research paradigm that relates to a particular
project and how it influences the questions and the presentation of the
research findings. No research methodology is perfect, and there is a need
for greater awareness of the limitations of each method. This will help in
selecting the most practical methodology and employing it to conduct a

research study.

This chapter outlined the philosophical basis of the research approach that
was taken to design the research plan. The reason for selecting the
interpretive approach was explained, and the limitations and issues were
discussed. Qualitative enquiry is important to ensure that a strong
qualitative method approach encompasses the entire research study. This
allows the test to be repeated to re-explore the idea, thereby strengthening

the validity of the claims made in a research work [179].

The study employed an analytic induction method to determine the issues

relating to the implementation of the research method in Saudi Arabia. The
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method is considered more apt for exploring strategy implementation and
comparing the strategy implementation of different firms. The study also
described how the data were analysed in the research. It is better than
examining the issue with preconceived assumptions. The chapter finally
looked at the issues of validity, reliability, and triangulation. The next

chapter presents the research context, site, and culture.
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Chapter 5

Research Context, Site, and Culture

5.1 Introduction

Saudi Arabia’s economy is predominantly based on oil (around 90%) [180].
Recently, Saudi Arabia has encountered financial difficulties due to the oil
market. The high level of oil production and the low oil prices have
adversely affected the Kingdom’s finances. Saudi Arabia has recorded its
most significant budget deficits over the past two years: $98 billion in 2015
and a projected $87 billion for 2016 [181]. Oil prices fell from $115/barrel in
the summer of 2014 to $25/barrel in January 2015, but since then, prices
have mostly settled around the $40—48/barrel range [182].

Saudi Arabia decided to diversify its economy, away from petroleum,
unveiled the strategy in June 2014. Although this strategy has not
materialised [183], the backbone of this strategy was to diversify by
increasing the revenues of non-petroleum industries by three times by 2020

and lower the state contributions to energy subsidies [182].

This research intends to explore the strategy implementation practices in
non-petroleum industries. This chapter delivers an overview of the country
of Saudi Arabia and its history, society, culture, economy, political system
and further associated challenges for readers who are unacquainted with
Saudi Arabia and its economy. The vision, aims, and goals that the
government of Saudi Arabia hopes to reach by the year 2030 are also
discussed in this research, as Saudi Arabia is aiming to restructure its
economy to diversify away from the petroleum industry as its primary

source of revenue.
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5.2 Profile of the Research Context

5.2.1 Geographical

Location: Saudi Arabia is located in the Middle East, mainly in the Arabian
Peninsula.

Size: It has a land area of 1,960,582 km? (according to U.S. government

statistics).

—

Figure 24: Saudi Arabia Flag

Land Boundaries: The Saudi Arabia occupies 80 percent of the Arabian
Peninsula. Saudi Arabia is bounded by seven countries and three bodies of
water. To the south by Yemen (1458 km), on the north by Iraq (814km) and
Jordan (744km), on north east by Kuwait (222 km), on the east by Oman
(676km), the United Arab Emirates (UAE) (457km), Qatar (60km) and the
Arabia Gulf coastal border almost (120 km), to the west, Red Sea and the
Gulf of Agaba coastal border almost (1,800 km), as shown in Figure 25. It
has a total border area of 4431km [184].
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Figure 25: Map of Saudi Arabia and its neighbouring countries

Saudi Arabia is divided into the following four regions [184]:

1. Western Province: it contains the Muslim holy cities Makkah and

Medina. It is also adjacent to the Red Sea, which is the main
commercial port of Jeddah. The most industrial city, Yanbu, is also
in this region.

. Eastern Province: this area contains the Ras-Tanura oil port and the
industrial city of Jubal. The Central Eastern area contains three
cities: Al Khobar, Dhahran and Dammam.

. Central Province: it is situated in the central plateau, which contains
the capital city, Riyadh, which contains most of the government
ministries.

. South Western Province: this province, mainly agriculture-based,

mostly consists of high mountains, as high as 300m above sea level.

Climate: Saudi Arabia is among the hottest countries in the world, with a

maximum temperature of 55°C in the summer and a minimum of 14°C in

the winter. However, in terms of weather, the country is divided into two
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regions: the coastline area and the interior area. The coastline has a more
moderate temperature with the higher rate of humidity, whereas the
Interior area is mainly dry. The capital, Riyadh, is also in the interior area
where the average temperature is approximately 42°C. Temperatures

rarely drop below freezing in Saudi Arabia [184].

5.2.2 Religion

Saudi Arabia i1s the birthplace of Islam, the only religion permitted to be
practised in the Kingdom. Each year, millions of pilgrims journey to the
holy cities of Makkah and Medina. The Sharia (Islamic law) governs not
only matters of religion but all aspects of daily life in the Kingdom. The
basis of the Sharia is the Qur’an, the holy book of Islam [184].

5.3 Population and Language

Saudi Arabia has a population of approximately 32.35 million, where the
urban population represents 78.8%, and the average age in Saudi Arabia is
28.6 years. The population is growing rapidly, and it is expected to reach
over 40 million by 2030. Saudi Arabia’s official language is Arabic, and all

correspondence with the government is conducted in that language [184].

5.4 The Political system

The present Saudi Arabia was founded in 1932 by Abdul Aziz ibn Saud after
a long movement to join most of the Arabian territory. Abdul Aziz ruled the
Kingdom for 22 years. Since then, six kings have ruled Saudi Arabia, but
King Fahd’s reign was the longest. The present monarch, King Salman,
took control of the throne on 23 January 2015, after the death of his brother,
the late King Abdullah [185].
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Figure 26: The Royal family of Al-Saud rules Saudi Arabia [185]

Saudi Arabia has a monarchical system of government; her governmental
process is based on royal decrees, which are issued by the king on the advice
of the Council of Ministers. The central government controls all of the
legislative, judicial and executive functions. Local and regional government
units normally handle only internal security problems and municipal
administration. There are 31 ministries that administer the decisions of the

central government.

There are no political parties or unions in Saudi Arabia. However, it should
be pointed out that the political system of Saudi Arabia differs from those
of most developing countries, particularly in the formative stages, in that it
was not developed while the country was under the occupation of any
Western colonial power. Saudi Arabia is a founding member of the Congress
of the Islamic World, the Arab League, the United Nations, the Gulf Co-
operation Council, the International Monetary Fund and many other
international organisations. Moreover, Saudi Arabia maintains strong

relations with the USA, Western Europe, and Japan.

5.5 Economic

Saudi Arabia’s economy is mainly based on oil and natural gas. Saudi
Arabia is the largest oil exporter in the entire world. The Saudi oil company
(Aramco), the largest oil company in the Kingdom, was fully nationalised

in 1988.
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At the start of the century, Saudi Arabia’s economy was thriving; it
quadrupled from just $188 billion (USD) in 2000 to $754 billion (USD) in
2014. The nominal GDP of the economy posted a compound annual growth
rate (CAGR) of 10% over the past 14 years. Nonetheless, the severe

regression in oil prices is anticipated to have an impact this year.
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Figure 27: Saudi Arabia real GDP growth (%) [186]

Saudi Arabia could easily get itself placed among the top-10 emerging
economies. Based on the estimated nominal GDP for 2015, Saudi Arabia’s
economy 1is bigger than those of Taiwan, Poland and Thailand and about

10% bigger than the combined economies of the UAE and Qatar.
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Figure 28: 2015 nominal GDP of emerging market countries (USD BN) [186]
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The global economic slowdown and oil price collapse affected Saudi Arabia,

prompting the Saudi Arabian leader to plan for alternative income sources.

In Saudi Arabia, government finances are not based on taxes, as there is no

personal income tax. This is due to the significant contributions that have

historically been derived from duties levied against the abundant revenues

generated from the oil and gas industry. The Saudi Arabia Kingdom has

announced plans for a non-oil and gas industry-based economy in the

future.

The progression of the following industries has the potential to support the

country’s diversification away from petroleum [187]:

Banking and financial services: Banking and financial services are
experiencing high growth due to favourable demographics, rising
per-capita income and an increasing focus on Shariah-compliant
products (Islamic banking). The banking sector has observed robust
and persistent progress in the last ten years, with aggregate banking
assets growing threefold from Saudi Arabia Riyal (SAR) 508 BN
[185] to SAR 1,734 BN. One of the main factors determining the
quality of banking assets is non-performing loans (NPL), which has
been progressively improving. It dropped from 3.4% in 2009 to 1.9%
in 2012, which is significantly lower than the Gulf Cooperation
Council (GCC) average of 5.0% [185]. Furthermore, the average risk-
weighted exposure of the banking sector in Saudi Arabia (capital
adequacy ratio (CAR)) is 18.7% (significantly better than the CAR
obligations of 8% according to Basel II and 10.5% according to Basel
III) due to traditional norm Saudi Arabian Monetary Authority
(SAMA) regulates. It is also the main reason that the Saudi banking
sector was not greatly affected by the international monetary crisis
of 2009. In 2015, the Islamic Funds Industry stated that Saudi
Arabia was the second largest market for Islamic funds. In the third

quarter of 2015, overall global Islamic assets under management
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(AuM) mounted to 60.2 billion (USD), leading Saudi Arabia to have
18% of the total market share [17].

Development of capital-intensive sectors: The cement industry in
Saudi Arabia has been growing at a very fast pace for the past few
years. The continuous increase in cement demand has been
promising in Saudi Arabia; thus, the cement industry grew from 16
MT in 2000 to 53 MT in 2012. During 2000-2012, the industry
reported a CAGR of 10.6%, significantly higher than the rest of the
region, due to the fuel subsidies from Saudi Aramco. Moreover, Saudi
Arabia is rich in natural resources (e.g., large deposits of phosphate,
bauxite, base metals, precious and rare metals, tin, feldspar, and
basalt) [17].

Tourism sector: the Supreme Commission of Tourism was formed in
2000 to focus on tourism, including the massive potential of religious
pilgrimages to the two Holy Mosques, Al-Haramain Makkah, and
Madinah. In addition, support for major tourism infrastructure
projects (airport expansions, railway projects) has been provided as
a part of the diversification strategy. Many other projects that will
support the tourism industry of Saudi Arabia (e.g., developing
unused islands) are under consideration.

Development of other non-petroleum sectors: other sectors, such as
agriculture (animal production, poultry, and dairy products),
horticulture, aviation, real estate, telecommunications, IT,
healthcare and education, are key focal points for the government.
Intensifying private ventures: Supporting foreign direct investment
(FDI) by consolidating the services sector and the private sector will
also assist the country to reduce its reliance on petroleum resources.
The Saudi Arabian General Investment Authority (SAGIA) was also
formed in 2000 to support and increase private investment in Saudi
Arabia. Mega projects, such as ‘knowledge economic cities’, are being

developed to create 20,000 jobs and 150,000 accommodation units.
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Once completed in 2020, it will generate SAR 10 BN. Healthcare,
power, and aviation are the other major segments contributing to
private ventures. It is also supported by the report from the World
Bank indicating that Saudi Arabia was in the twelfth position in the
global ranking in terms of Ease of Doing Business in 2012 [17].
Challenges in diversifying from petroleum [188]:

One of the biggest challenges for Saudi Arabia is any unforeseen
reduction in the petroleum market, as Saudi Arabia relies heavily on
it. A substantial portion of the country’s revenues comes from the
petroleum market. During 2012, it contributed approximately 92% of
the government’s revenues. Saudi Arabia is redirecting these
revenues towards infrastructure development in the country.
Therefore, business confidence has some dependency on the
petroleum market, and that can hinder economic growth.

The delay in Saudi Arabia’s execution of the announced projects and
low business confidence pose high risks to the diversification efforts.
Saudisation and Nitagat, aimed to increase the employment of
nationals in the private sector, have created an imbalance in the
workforce in the private sector, which has generated a gap in the
labour market.

Saudi Arabia has experienced stagnation in foreign direct
investment (FDI) inflows, which stood at 12.2 BN (USD) in 2012, and
this could hinder the country’s diversification efforts. However,
Saudi Arabia has attracted 25.8% of FDI inflows from the Middle
East, and it continues to be the most appealing destination for
foreign investment in the region.

The political environment of Saudi Arabia is one of the other
important factors affecting the outcome of diversification (e.g.,

regional tension, public confidence, and investor confidence).
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5.6 Saudi Vision 2030

The Kingdom is trying to expand the economy for the country and place the
country on a prosperous path [189] [190]. The main aim of the Kingdom is
to create jobs in the private sector in order to fulfil the fast-growing
population of the country. The Kingdom has a vision for the year 2030. The
plan is to invest in diverse places at home and abroad to make the country
more attractive to private enterprise and agile institutions in order to
create a prosperous society [189]. The Saudi government is also eager to
create a highly skilled labour force, a better military and pioneering

technologies to compete in the fast-changing world [189].

The new vision of the Saudi government also includes the National
Transformation Programme (NTP), which aims to achieve efficiency in
Investments, tax increases, and privatisation and to enforce an effective
model of governance to ensure progress [189]. The vision is demonstrated

in Figure 29 below.

Privatization \‘ Investing in Human Capital

NSNS
Economic Diversification

Figure 29: Saudi Arabian Vision [189]

Governance

The strategic transformation plans of the Saudi Government are as follows
[189]:
e More product/service-based economy and less dependency on oil-

based industry
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e [Establish strict accountability standards for ministries to
eradicate corruption

e Better efficiency

e Increase and improve tourism sector infrastructure (e.g., Hajj,
Umrah)

e Better utilisation of resources to support future plans and
development projects

e C(Create opportunities, increase job market for Saudi nationals

The government is trying to create an equilibrium within the Saudi social
community as well as remove corruption and introduce better measures for
efficiency [189]. The Kingdom also aims to encourage international

businesses to invest in the country.

5.7 Saudi Culture

In the Middle East, and especially in Saudi Arabia, culture and religion are
the most important aspects of life. Thus, Saudi Arabian society is generally
deeply religious, conservative, traditional and family oriented. In Saudi
Arabian organisations, culture plays an integral role in shaping the
implementations of strategies or programmes, such as one introducing

strategic management practices and policies within an organisation.

However, national culture and organisational culture often reflect each
other, because the employees of a company are also members of the same
nation, and the behaviour commonly demonstrated is the same within and
outside of the job [191]. Nevertheless, these two concepts do overlap, since
they share the central idea of values in their definitions [192]. Culture at a
national level is shared between individuals in society [193], while
organisational culture is shared between individuals in the workplace

[194].
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5.7.1 National Culture

In the Middle East, and especially in Saudi Arabia, culture and religion are
the most important aspects of life. Thus, Saudi Arabian society is generally
deeply religious, conservative, traditional and family oriented. In Saudi
Arabian organisations, culture plays an integral role in shaping the
implementations of strategies or programmes, such as one introducing

strategic management practices and policies within an organisation.

However, national culture and organisational culture often reflect each
other, because the employees of a company are also members of the same
nation, and the behaviour commonly demonstrated is the same within and
outside of the job [191]. Nevertheless, these two concepts do overlap, since
they share the central idea of values in their definitions [192]. Culture at a
national level is shared between individuals in society [193], while
organisational culture is shared between individuals in the workplace

[194].

5.7.2 Organisational Culture

In general, national culture characterises different countries as well as the
organisational cultures within them [195]. Kotter and Heskett [196]
suggest that organisational culture affects organisational performance, an
assertion supported by Siehl and Martin [197], who note the influence it
has on the attitudes of individuals and employees who work in the
organisation, which in turn affect the overall organisational effectiveness.
Indeed, several studies demonstrate the positive correlation between
culture and organisational effectiveness [198] [27], and it is seen that
certain types of organisational culture bring benefits that positively

influence company performance [199].

While various nuanced definitions of organisational culture exist, they
share a number of similarities, and they all allude in some way to the

framework established by Schein [191], which conceptualises
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organisational culture as the existence of ‘artefacts, values and beliefs and
the behaviours which are commonly shared and accepted by members in
the organisation’ [200]. Another characterisation of organisational culture
is ‘the way we do things around here’ [201]. Organisational culture is ‘the
pattern of beliefs, values, and learned ways of coping with experience that
have developed during the course of an organisation’s history, and which
tend to be manifested in its material arrangements and the behaviours of
its members’ according to Brown [202]. The research on organisational
culture can be divided into two main streams: the values and customs of
the company and how firmly these are established with the organisation
[200]. Serensen states that both categories of values and customs in
conjunction with the degree of strength with which they are complied with
by organisational members are important determinants of competitive

performance [203].

Maull et al. [204] have identified four themes that combine to produce the

organisational culture, as shown in the figure below.

Strategy
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Figure 30: Organisational Culture Themes [204]

programmming

The first theme is that culture is a learned entity [201], something that can

be conveyed to new organisational members as the correct method to
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conduct, consequently driving growth and confirming the survival of the
organisation [201]. Secondly, culture is seen as a trust system. Davis
explains it as ‘the pattern of shared beliefs and values that give members
of an institution meaning and provide the rules for behaviour in their
organisation’ [205]. According to Sun, the beliefs in an organisational
culture ‘can be divided into guiding beliefs and daily beliefs. Guiding beliefs
provide the context in which the practical beliefs of daily life occur’ [201].
Thirdly, according to Bate, culture is a strategy [206]. For instance, Bate
contends that culture and strategy cannot be divided, proposing that
strategy 1t 1s a product of culture. This indicates firstly that strategy
formulation i1s a cultural activity and secondly that all cultural deviations
reflect strategic change in essence. Sun [201] believes that ‘any cultural
programme in an organisation is not separate because any change to the
cultural programme occurs during formal and informal strategic planning
processes’. The fourth opinion identifies culture as mental programming.
Hofstede’s definition of culture is ‘collective programming of the mind,
which distinguishes the members of one category of people from another’
[207]. Remarkably, the accepted definition of organisational culture and its
influence on corporations has been transforming over the years. Prominent
researchers Peter and Waterman acknowledged the relationship between
organisational culture and company prosperity [32] [208]. While the
discussion of robust organisational culture is certainly imperative for
company success, it ought to be flexible to attain ‘superior performance’, as
highlighted by Kotter and Heskett [196]. Certainly, the relationship
between organisational culture and performance is multidimensional [196].
Truly, the influence of organisational culture is multifaceted, and many
areas affect the organisation’s competitive performance [196]. There is a
relation between specific culture and specific performance, and it is
important to create a specific type of culture to yield a specific type of
organisational performance [209]. The previous research on how

organisational culture influences performance has been highlighted by
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several scholars [210] [211] [212] [213] [214]. Considerable dissimilarities
can be observed between the corporate structures of America and Japan
[215]. The philosophy of Japanese companies is to focus on labour force
stability and democracy in process design. Furthermore, the people’s
respect 1s the foundation of organisational culture and successful strategy

implementation in Japan [216].

5.7.3 Influence of National Culture on Organisational Culture

According to Hofstede et al. [207], culture influences the way in which
people behave, and therefore, it is important to understand the culture of
an organisation. Podrug [217] suggests that a person’s decision-making
process is dependent on his/her cultural background, as this prescribes ‘the
right way’; hence, national culture can be seen at work in promoting certain
behaviours in the workplace and thus fostering a certain organisational
culture [217]. Francesco and Gold [218] observe that success in today’s
prevailing economy is heavily reliant upon understanding cultural values,
their influence on organisations and the behaviours that occur within them.
In Podrug’s [217] study, a positive correlation was discovered between
national culture and the decision-making styles of leaders in organisations.
Moreover, in another study by Shim and Steers [219], it was found that
generally, Hyundai competes by accepting environmental doubt and risk as
a part of normal daily operations. This flexible approach means that
Hyundai can change directions faster than its larger competitors as new
opportunities and technologies emerge. For Hyundai, flexibility is a key
organisational value. Toyota, on the other hand, competes both
managerially and strategically by emphasising work systems and planning
to relieve the impact of any disturbance in the external environment. For
Toyota, stability is a key organisational value. The evidence from this study
by Shim and Steers [219] suggests that the important role played by
national culture is significant in differentiating between the two companies

and affects the strategic direction.
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According to Newman and Nollen [220], the idea of universal human
resource practices has been challenged, as policies that work well in one
country do not necessarily have the same effect in another. Furthermore,
Schneider and De Meyer [221] argue that national culture influences
strategic decision-making and the leadership styles adopted. Countries
with a high power distance score, according to Hofstede’s cultural
dimensions, are more likely to accept feedback without disagreement or
contesting the ideas from superiors than are those with a lower power
distance score [10] [50]. Power distance also has an impact on two-way
communication flows within the organisation, as the in-built inequalities in
society deter bottom-up communication [222]. It has also been discovered
that collectivist cultures favour group-based training as opposed to one-on-
one training [222]. Clearly, for companies with overseas subsidiaries to be
successful, their policies need to harmonise with the local context [222].
Rashid [223] attempts to understand the local culture by identifying four
elements of culture that affect organisations: national culture,

organisational culture, occupational culture and family culture.

However, international culture, the fifth element, should be considered
because of its effect on historical, political, social, artistic, religious,

economic and other intercultural relationships between nations.

Organizational National Culture
Culture

International
Culture

Ocupational
Culture

Figure 31: The Culture Flower
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The culture flower in Figure 31 displays the different effect from person to
person varying proportions if they there in same area and nation. These
days, the social network revolution has changed the effect of each petal

incredibly.

5.7.4 Empirical research finding on Saudi Arabian Culture

Each population group has its own culture and way of life that is defined by
the region, country or city in which it lives. In the case of Saudi Arabian
culture, it 1s unique, as it springs from the religion of Islam and is
influenced by historical events and traditions that have endured over
centuries, producing a culture that is in sharp contrast to many other
cultures around the world. Naturally, the national culture has an impact

on the business practices Saudi Arabian organisations adopt [56].

Consequently, it is imperative to be aware of cultural differences. In this
regard, the Arabic language represents a difference and a clear barrier to

communication if non-Arabic speakers are part of the Saudi organisation.

However, there other differences, such as the wealth possessed by many
Saudis, the predisposition for hierarchical organisations, favouritism and
the cultural need to allow people to retain their dignity. All these cultural
traits hinder the successful implementation of change within organisations,
and they are depicted in Figure 32. The challenges presented by these

barriers are subsequently discussed.
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Figure 32: Cultural Barriers in Saudi Arabian Organisations

5.7.4.1 Language Barriers

A language barrier is a hindrance to the communication process faced by
individuals who do not speak a common language or speak it in a way that
prevents them from properly understanding what is being communicated
[224]. Clearly, the presence of a language barrier can lead to a
communication gap between the sender and the receiver. This is perhaps
more often found in the Arabic language since there are many issues
associated with the language that do not arise in other languages such as
English, in which most technology suppliers are fluent. Firstly, a difference
in the spoken language, such as between Arabic and English, can be a cause
of misinformation and misunderstanding. Not understanding what the
other person is trying to say, may result in the build-up of frustration and
lead to tension between the parties. Secondly, the inaccurate translation of
words from one language to another may also result in misinformation and

misunderstanding between the parties.

91



This is particularly problematic, since Western companies often advise in
strategic planning in Saudi Arabia, and the plans are developed in English
[225]. For instance, user manuals or instructions required for operating and
executing the plans are provided in Arabic, so there is a continuing risk of
Inaccurate translation. Such tension can be further aggravated by the
misinterpretation of technical language present in legal documents and
Iinstruction manuals. Moreover, an inaccurate translation effort can convey
a completely different idea or emotion, and in the business setting, this can
be very d