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Abstract

The auns of this research is to identify the factors that influence the
decision making process in Saudi higher education institutions and to find the way
to manage these factors so that they exert a positive influence on this process.
Based on a pilot study, field work and literaturc review, the thesis identifies and
explores five cultural factors and five structural factors. The cultural factors are:
organizational environment, nepotism, innovation, social change and
professionalism.  The structural factors are: centralization, formalization,
routinization, communication and coordination. This thesis studies the mnfluence
of these factors using a multi-method approach in order to develop and propose a
new approach toward a more efficient decision making processes.

The ontcome of this research reveal the lack of efficiency in the decision
making process in Sandi higher education institutions. Recommendations for the
development of a new approach are made because of the negative influence of the
factors identified. Through an understanding of cultural and structural factors, the
data gathered suggests that the adaptation of this approach would lead to greater
efficiency of the decision making process in Saudi higher education institutions by
managing the identified factors as a mean of improving the decision making
process. A further outcome is an increase in our knowledge and understanding of
those factors which influence the decision making process in Saudi Arabia.
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CHAPTER ONE

INTRODUCTION



1.1. INTRODUCTION

This introductory chapter aims to help the reader by
giving some background and structural information. The
reader will be taken through the thesis by way of its

essential outlines and argument.

An examination of the factors that affect the decision
making process in Saudi higher education institutions is the
work of this thesis. The factors were identified on the
basis of the literature and historical background, the pilot
study and fieldwork. The way in which the studied factors
are implicated in the "efficiency" of the decision making
process is a focus throughout the text. The degree of
efficiency could be determine by factors such as the time
taken, the flexibility cf the process and the effectiveness
of final decision. However, it 1is the researcher's view
based on literature review, pilot study and the fieldwork
that any decision reaches the highest degree of efficiency
when all the important cultural and structural factors have

a positive influence upon the outcome of that decision.

The researcher aims to develop an approach towards a
more efficient decision making process to be presented at
the end of the thesis. Developing such an approach in any
milieu requires an awareness of a number of important

issues.



Firstly, it requires an awareness of the development of
knowledge taking place in the field, in this case, the field
of decision making preocesses in Saudi higher education
institutions. Secondly, 1t regquires an awareness of the
cultural and structural features of the milieu in question.
Thirdly, it requires discovery of those factors believed to
be significant 1in the eyes of those affected by the
resulting decisions. Finally, any proposed new approach
should be implementable within the organizations under
study, so they can apply the results of this research to
improve the decision making process. The researcher took

all these issues into consideration throughout this thesis.

1.2, ORIGINS OF THE RESEARCH

Growing up in a fast developing country such as Saudi
Arabia and spending part of his youth in the environment of
higher education institutions as a student and then as a
member of the teaching staff made the researcher aware of
how extremely important is the role of higher education in
the development race. That realization became stronger as
the researcher spent time 1in the environment of higher
education institutions in the West between the years of his
Masters Degree study in the United States and his Ph.D.

study in the United Kingdom.



It is reasonable to suggest that there is a
relationship between strength in higher education and a
faster development prccess. Higher education institutions,
like any other organization, grow and produce through the
vast range of decisions to be taken that affect every aspect
0of the organization's life. Therefore, the more efficient
the decision making process in higher education instituticns
the better the quality of higher education and the faster

the national development process.

This argument was the subject of a final paper by the
researcher in cne of his Masters Degree classes. Professor
Warren Schmidt, a well-known and very distinguished lecturer
in the field of public administration at University of
Southern California, encouraged the researcher to explore it
further in his Ph.D. study. Thus, looking at cultural and
structural features of Saudi universities, the researcher
determined to help his country in the development race by
developing an approach to more efficient decision making in
order to strengthen higher education institutions in Saudi

Arabia.



1.3. FOCUS OF THE RESEARCH

This thesis focuses primarily on three questions:-

- What are the factors influencing the decision making
process in Saudi higher education institutions?

- How are they affecting the decision making process?
- Is it possible to manage the same factors for

positive influence in order to improve the degree
of efficiency in the decision making process?

Ten factcors were identified on the basis of an analysis
of the information emerging from a three stage process:
literature review, pilot study and field work. These
factors are listed on the following page. Initially, the
researcher studied the work of theorists related to the
subject o0f decision making in higher education which
indicated the influence of a number of factors, and
especially organizational environment and centralization.
During the pilot study, the researcher found that most
decision makers in Saudi higher educatien institutions do
not know about the theory of types and styles of decision-
making. On the other hand, they were very familiar with
factors that affect decision making in their institutions.
The ten factors were mentioned most frequently, which helped
the researcher to focus on those factors which were relevant
to these respondents. These factors are the major focus of
the field work. Thus the information gathered from decision

makers centred on these factors.



1.4. ORGANIZATIONAL CULTURE VS. ORGANIZATIONAL STRUCTURE

Both the 1literature review and the field work
identified a strong relationship between organizational
culture and crganizational structure. This relationship is
evident throughout the thesis. As the reader will discover,
this research is built upon bkoth the cultural and structural
factors and it is very difficult toc separate totally the

two.

Five significant factors of organizational culture were
identified, namely, organizational environment, nepotism,
innovation, sccial change and professicnalism. These bear
relationships with five significant structural factors.
These are centralization, formalization, reoutinization,
communication and coordination. Together these ten factors
strongly influence the decision making process in Saudi

higher education institutions.

The researcher concludes the study by drawing the ten
factors together in an approach to a more efficient decisicn

making process in Saudi higher educaticn institutions.



1.5. METHODOLOGICAL FOCUS

Because of the limitations of previous research on the
subject of decision making in Saudi higher education
institutions, £field work Yecame the back-bone of this
thesis. Therefore, despite difficulties experienced in
getting access to data, the researcher went beyond the usual
use of one, two or three methods of research, to work with
six methods to identify and explore the influence of the ten
factors. These methods are; gquestionnaires, interviews,
attending meetings, following decision cases, document study
and general observation. The researcher used these six

research methods for three reasons.

Firstly, to gather as much information as possible,
working in combination to collect all the relevant data on
each factor studied. Secondly, because the methods are able
to ccmplement each other, fuller understanding of the role
of each factor in the decision making process can be
developed. Finally, the use of six methods makes it
possible to check comprehensively the validity of the

results of one method against the other.

The researcher will highlight how the use of these
various methods of research together provides the study with

the sufficient and significant data to enable a clear



picture to be drawn of the role of each of the ten factors

{Chapter 3).

Information regarding each factor will be given by

presenting the data gathered via each research method.

1.6. STRUCTURE OF THE THESIS

This thesis comprises seven further chapters. Chapter
Two loocks at the corientation and insights of the literature.
The chapter is divided into three sections: the first gives
a review of the Western literature, the second highlights
the literature of the developing world, whilst the third

reviews the literature on Saudi Arabia.

In Chapter Three the methodology of the field work
carried out in all seven Saudi universities is presented
through highlighting the six research methods used in the
investigation of the ten cultural and structural factors.
Questionnaires, for example, were designed in a way which
would make them easier to analyse. They covered all the
factors under study and were distributed throughout all
academic and managerial levels. Some difficulties in
distributing and collecting the questionnaires are
highlighted in Chapter Three. However, despite these

difficulties, the researcher was able to cover each factor



under study and determine its relation to the decision

making prccess.

Chapter Four focuses o¢on the relationship between
organizational environment, both external and internal, and
the degree of efficiency in the decision making process in

Saudi universities.

A brief background of Saudi culture 1is given, its
effect on organizaticnal culture and its relation to the

decision making process in the universities studied.

The internal environment is examined and found to be in
need of much improvement. These improvements are extremely
important to increasing the efficiency of decision making

processes.

Chapter Five highlights four cultural factors which
inflvence decision making. They are: nepotism, innovation,
social change and professionalism. A background to each is
given 1in relation to other aspects of Saudi culture and the
reader will be shown how influential these factors are upon
the decision making process. The inter-connection of these
factors convinced the researcher to treat them together in

one chapter.
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Chapter Six describes the first part of a study of the
relationship between organizaticnal structure and the
efficiency of the decision making process. (The second part
of that study is carried out in Chapter Seven.) The focus
of the chapter 1s centralization, the chief structural
factor. The study is divided into two parts: firstly, an
examination of the level of participation in the decision
making process and secondly, of the hierarchy of authority

fLhrough levels of management.

Because of the extreme importance of centralization as
a factor affecting the decision making process it will be
referred to in every chapter of the thesis. At the end of
Chapter Six, the reader shcould see clearly the relationship
between the level of centralization and the efficiency of

the decision making process.

Chapter Seven highlights four structural factors:
formalization, communication, routinization and coordination
and their role in the decision making Process.
Centralization is seen to determine each of these structural
factors. A clear picture of the relationship between
organizational structure and the efficiency of the decision

making process should be gained by reading of Chapters Six

and Seven.
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Finally, Chapter Eight summarizes all the findings of
the research to draw a comprehensive picture of decision
making in Saudi universities as an addition to the knowledge
in the field. In conclusien, suggestions and
recommendations are made that are not such as would cause
any major conflict within Saudi culture. On the basis of
these suggestions and recommendations, a new approach to a
more efficient decision making process in Saudi universities
is introduced 1in Chapter Eight. This thesis will be

concluded by identifying areas for further studies.

1.7. CONCLUSION

In concluding this Introduction, the researcher would

like to remind the reader of five important points.

Firstly, the main objective of this research is the
development of an approach to more efficient decision making

process in Saudi higher education institutions.

Secondly, both corganizational culture and
organizational structure play an important role in
determining the level of efficiency in the decision making
process under investigation. Each are represented through

five key factors.
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Thirdly, the selection of factors under study was based
on a literature review, pilot study and field work. They
were carefully chosen on the basis of the evidence of their
note-worthy influence upon the level of efficiency in the
decision making process. Moreover, the researcher was able
to suggest ways of managing these same factors so that they
may exert a positive influence througnh a new approach

leading toward more efficient decision making process.

Fourthly, social and political pressure are partly
responsible for the current state of the decision making
process in Saudi higher education institutions. The
research will not eattempt to challenge such pressure.
Instead, the researcher invites bkoth political and social
leaders to understand the objective of this study and take
the 1initiative to adopt the approach proposed which is
advanced for the benefit of outcomes of higher education in
Saudi Arabia. Such changes will therefore be for the

benefit of the Saudi national future as indicated above.

Finally, this introductory chapter highlights general
aspects of this thesis, leaving the specific details and the
answers to the readers' questions to be found in the ensuing

chapters.



CHAPTER TWO

REVIEW OF THE LITERATURE
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2.1, INTRODUCTION

Pin pointing the most effective organizational decision
making process has been a central concern of the schools of
thought cited in literature on organizational behaviour. As
the main theme of this thesis 1is to explore factors
affecting the decision making process in Saudi higher
education institutions, this chapter will focus upon
literature which, in the researcher's view, illustrates the
principal factors. No attempt will be made to review all
the literature pertaining to decision theories, or to trace
their wvarious antecedents; rather, the researcher will
concentrate upon literature which highlights particular

cultural and structural factors.

In concluding this chapter, the researcher will present
his starting thought of efficient decision making process in
relation to cuitural and structural factors. Meanwhile,
this chapter describes the work of some of the recognized
theorists whose works relate directly tc¢ this thesis,

divided into three sections, as follows:-

- western literature,
- developing world literature,

- Saudili literature.
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2.2, WESTERN LITERATURE

The literature available on decision making is
extremely broad and differentiated, encompassing several
academic fields and disciplines. Thus, the researcher will
highlight specific works which have provided the background

for this thesis, divided into three sections as follows:-
- decisicn making in general,
- culture vs. structure,

- decision making in higher education.

2.2.1. Decision Making in General

In any academic study concerning decision making, the
work of Herbert Simon must figure strongly. In his study of
the decision making process in administration organizations,
"Administrative Behavior", Simon (1976) presents valuable
thecretical perspectives. He explains decision making in
administration processes by stating that when any task
requires the efforts of several persons, it is necessary to
develop a process in order to organize effort to the group
task; this he terms the administrative process.! Simon
discusses the role of politics and administration in
government, arguing that Goodnow (1900)2 fails to draw a
true line between the two. Goodnow, he suggests, comes

perilously close to identifying "policy" with "deciding" and
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"administration" with "doing". Alsc, Simon argues that
neither Freund (1928)3 nor Dickinson (1927)% is able to find
a justification for administrative discretion, except as an
application of decisions to concrete instances, or as a
transitory phenomenon confined to a sphere of uncertainty

within which the rule of law has not yet penetrated.’

On the subject of rationality in administrative
behaviour, Simon talks about the objective environment of
Lhe decision within the actual consequences that follow from
choice, where both organizations and individuals fail to
attain a complete integration of their behaviour throucgh
consideration of Lhese means-ends relationships.
Nevertheless, what remains of rationality in their behaviour
is precisely the incomplete, and sometimes inconsistent,
hierarchy.® Moreover Simon defines rationality as concerned
with the selection of preferred behaviour alternatives in
terms of some system of values, whereby the conseguences of
behavior can be evaluated.” In fact, he looks at wvarious
meanings of rationality such as: objective, subjective,
conscious, deliberate, organized, and personal. For a more
genuine understanding of the concept of "rationality"”, which
has been connected with the name of Max Weber, Merton
{1940)% questioned Weber's idea of rational bureaucracy by
stressing the importance of personality in the equation, and
calls for more studies on the relationship between structure

and personality. On the other hand, Rice (1980)% states
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that those writers who criticize decisien theory seem to
attack it at the point where most writers in the field of
decision making define rationality as "the use of the

complete decision model".

In general, theorists often adopt either prescriptive
or descriptive approaches toward managerial decision
processes.l® Mintzberg (1973) investigates and codifies the
existing research in administrative behaviour, by
summarizing the schools of thought regarding the manager's
job.l Ansoff (1965)'"7 and Porter (1985)Y¥ represent the
prescriptive approaches which assume that managers can make
optimal <choices by <collecting information, generating
alternatives, and evaluating alternatives; while, Cyert and
March  (1963)!% represent descriptive approaches which
indicate that managers rarely make optimal choices, because
of factors affecting the decision making process. These

factors are the main focus of this study.

2.2.2. Culture vs. Structure

As a result of this study, five cultural factors and
five structural factors were found to have the most
influence on the decision making process in Saudi higher
education institutions as mentioned in chapter 1.

Organizational environment was found to be the main cultural
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factor. Unless indicated otherwise, organizational
environment means both internal and external environments.
Simon touches upon the concept of internal organizational

environment by stating that:

" ..an individual acts as a member of a group
when he applies the same general scale of values to
his choices as do other members of the group, and
when his expectations of the behaviour of other
members influence his own decisions."!®

In the researcher's view, group influence over individual
choice operates in any organization and this internal
envirconment goes to shaping the decision making process.
However, in a traditional society such as Saudi Arabia, the
external and internal environments have an effect on the
decision making process distinct from that in modern

society.

The importance of organizational environment is
highlighted by Meyer & Scott (1982).!'® They emphasize the
strong relationship Letween organizational environment and
organizational structure. Although Whittington (1988) has
argued against the prevailing stark dichotomization of
organizational studies between environmental determinism and
strategic voluntarism,! Miller et.al (1982) focus upon the
control of top executives and the strong relationship with

strategy-making, structure, and environment.!® The locus of
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control of top executives was found to bear a direct and
significant relationship to the nature of corporate
strategy, but an indirect relationship to environment and to

structure.!

The above suggests that there 1is a note-worthy
connection between organizational culture and organizational
structure. In fact, the control of top executives was found
to be the main structural factor affecting the decision
making process in Saudi higher education institutions.
Also, a strong Lie was found between the Saudi
organizational culture and the level of centralization.?® A
similar perspective is provided by Child (1984)21 who
develops an understanding of organizational choices and
changes, by identifying the role of organizational
environment and organizational structure. This is an
important debate in organizational literature, as Levinthal
(1990) states, addressing the importance of organizaticnal
adoption and environment selection in determining the range
cf organizational structures and behaviours.# Moreover,
Burns & Stalker (1961) stressed the importance of external
environment in shaping the organizational structure.? They
describe two types of structure: mechanistic and organic,
where the mechanistic structure is more suited to a stable
environment, while the organic structure is more suited to a

changing environment.? Finally the relationship between
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organizational culture and organizational structure, Simon &

March (1965%5) state that:

"1l. The more similar the social standing of the
two 1institutions, the more similar the
norms they enforce.

2. The greater the cultural centrality of the
organization, the g¢greater the similarity of
its norms to those professed by other
groups in the same culture.

3. The greater the organizational control over
the eveocation and evaluation of
alternatives in the group, the more similar
will be organizational and group norms."?

In conclusion, it appears that external environment
influences internal environment, and in turn, both influence
organizaticnal structure and both culture and structure play

a major part in the decision making process.

Figure 2-1: the influential relations between organizational culture, structure and decision making.

External Environment

Internal Environment — Organizational Structure

v

Decision Making Process
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Thus, this thesis focuses upon the study of cultural and

structural factors affecting the decision making process in

Saudi higher education institutions.

A review will now follow of selected literature on

decision making in higher education institutions.

2.2.3. Decision Making in Higher Education

This section will focus upon decision making behaviour
in the administration of higher education in relation to
leadership and look at concepts such as: social changes,

innovation, communication and professionalism.

March and Cohen (19%74) pukblished what the researcher
considers as one of the most important books in this field,
"Leadership and Bmbiguity”,? which is an essay on the
American College/University presidency. It examines the
position, the people who occupy these positions, and the

interaction between the two. They conclude that:

"The American college presidency 1s a reactive
job. Presidents define their role as a responsive
one. They worry about the concerns of trustees,
community leaders, students, faculty members, law
enforcement officials. They see themselves as
trying to reconcile the conflicting pressures on the
college. They allocate their time by a process that
is largely controlled by the desires of others.™
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In Western universities, these seem to be among the most
important factors affecting the decisicon making process.
However, as will be seen in this study, this is not the case
in Saudi universities, where presidents have full power to
control universities without undue interference from other
levels within the organization. This is mainly due to the
absence of union groups (students or staff). However, any
friction wusually comes from higher level of government
hierarchy or from factors relating to the sensitive issues

of Saudi cultural and religious values.

Lindblom (1959),% (1979),% spent 20 years trying to
understand and analyse policy making, by focusing upon
incrementalism, that is, making change by small steps. He

stated that:

"Many critics o©f incrementalism believe that
doing better wusually means turning away from
incrementalism. Incrementalists believe that for
complex probklem sclving it wusually means practicing
incrementalism more skillfully and turning away from
it only rarely,"¥®

In the researcher's view, changing some of the cultural
aspects of decision making processes in Saudi higher
education institutions should be achieved by taking small

steps in order to avoid cultural conflict.
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Argyris and Cyert (1980)3 highlight some
characteristics of the 1980's trying to predict how these
characteristics will affect the future of higher education
institutions. For example, they suggest that university

presidents become leaders rather than managers:

"...The president will need to write more and
speak more to the faculty in large and small groups.
Only through such intense activity can the
university remain a viable institution in the
socliety..... It will clearly be a time for presidents
who can lead and act, and the prize is the continued
life and progress of the university itself."3

Similarly, Neumann {1989) suggests that presidential
strategy has become more complex, and more influenced by the
university's external environment.? Also, Alder and Alder
{1988) have argued that there 1is a strong relationship
between organizational loyalty and the type of leadership
within that organization.?* In fact, the researcher agrees
with the general view that people's involvement 1in the
decision making process makes them feel more involved in the
running of the organization, which, 4in turn, increases

loyalty.

Vught (1989) studied governmental strategies and
innovation 1in higher education by focusing upon decision
making and government regulaticn.? Within the strateqgy of

rational planning and control, Vught assumes that the
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innovative capacities of higher education institutions can
be triggered by detailed regulations and comprehensive
control mechanisms.¥ This linkage appears in chapter five
of this thesis when the researcher highlights the c¢oncept of
innovation as a factor affecting the decision making

process.

March and Olsen (1976)% summarize the most important

potential of rational decision making, stating that:

"Through the paraphernalia of modern
techniques, we can improve the quality of the search
for alternatives, the quality of information, and
the quality of the analysis used to evaluate the
alternatives."3

The use of computer technology 1is a note-worthy issue
highlighted in this thesis, mainly in relation to an
organization's internal environment and the quality of
communication and professionalism influencing the decision

making process.

Lockwood & Davies (1985)% stated that managers in the
universities should improve managerial structure and role in
order to meet external obligaticns whilst retaining the
essentials of the internal environment. In the researcher's
view, the unique characteristics of public universities

requires different leadership qualities from those required
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within cther public organizations. Further, different types
of university need different types of leadership. As Morris

(1970) stated:

"The pattern of governance originally designed
for the small liberal arts college administered by a
president who was both the administrative and
educational leader with great 'centralized'
authority changed to meet the needs of the complex
mocdern university, with its great variety of goals,
objectives, and administrative and academnic
functions.”"®

In contrast, modern Saudi universities are still highly
centralized and run by managers rather than leaders, despite
their complexity. Green (1988)4 gees training as a
possible way to develop 1leaders for higher education
institutions. This thesis addresses this 1issue when

considering professionalism in chapter five.

Moreover, Birch (1988)% calls for a more interactive
and open system of higher education which requires
committed, clear-minded and resolute leadership. Also,
Middlehurst (1988), emphasises the need for evaluating
leadership/management development in universities and
considering future requirements in this field.® In this
study, evaluation of decision making behaviour is central to
developing an approach to more effective decision making

process in Saudi higher education institutions.



26

To conclude, Heald (1991) argues that the academic
literature on decision making has not developed educational
decision theories much beyond experience-based models that
prescribe how educational decisions should be made.® In
fact, the researcher anticipates that even in administrative
decision making, what works in the Western organizational
setting might not work in the Saudi higher education
institutions, because of a set of cultural and structural
factors which are the main focus of this thesis. Thus, a
review of the literature in develcoping countries provides

important background knowledge for this thesis.

2.3. DEVELOPING COUNTRY_LITERATURE

This section will review Jliterature relating to
different social settings. The researcher believes, as do
many others, in the importance of national culture which
affects both the culture and structure of any given
organization, Thus, the decision making process has a

different aspects according to the social setting.

Thus, the researcher highlights the work o¢£f some
writers who address the subject of Management within the
higher education system of developing countries, and
particularly the decision making processes in higher

education institutions.
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Unlike the extensive literature that covers the subject

in western countries, the researcher found it difficult to

collect similar data on higher education institutions in

developing countries. In fact, most literature available is

essentially a review of western theories, with an attempt to

apply them to management in developing countries.

a few note-worthy references were identified.

However,

This section

highlights literature relating to the follcocwing issues:

- nmanagement in developing coumntries,

- decision making in higher education,

- review of the Arab World literature.

2.3.1. Management in Developing Countries

To  highlight the unique features of

management in developing countries, Jaeger

successful

& Kanungo

(1990)% point to the significant difference between the

organizational external environment in developing countries

and that in western ccuntries, by stating:

"Since the external environment of organizations
in the developing countries is different from that
cf the western industrialized countries, management

theories and practices developed in the

developed

country context may have only limited applicability
in the context of the developing world... It becomes
clear that there 1is a need to develop indigenous
management theories and practices for use in the

developing country context,"#
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They go on to investigate the interaction of organizational
environment, including two case studies, and attempt to
develop a model of organizational configurations suitable to
local cultural features. One of the case studies is carried
out by Hardy who points out that a university 1n Brazil,
"Unicamp", appears to be very successful in adapting the US
university model. By applying the method of decentralized
decision making it increases the quality of decisions and

staff commitment.

It is the researcher's view that with the necessary
adjustment to cultural features, many western managerial
medels could be successfully adapted in developing
countries. This thought reverts to the main theme of Jaeger
& Kanungo's book, which is the limitation in using western
management techniques 1in developing countries, and the
attempt to develop a culturally appropriate discussion
about two concepts o©f management: work motivation and
managerial leadership. Differences between Western culture
and Saudi culture were taken account by this researcher when
producing the suggestions that could be applied within the

Saudi higher education institutions.

ARustin {1980)% sees the distinctive nature of the
external business environment as the fundamental difference
between managing in the developing countries and managing in

the developed world. A clear example of these differences
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is government control within the management of Saudi higher
education institutions, since Saudi universities are tctally
dependent upon government financial support. Moreover,
Austin points out that cultural diversity in developing
countries dictates the need for distinct strategies. In
some Islamic countries, for example, the charging of
interest is prohibited by religious norms; thus, different
approaches to financial transaction are called for.® In
relation to the religious norms, one can observe that in
Saudi universities, integration of men and women 1is
prohibited. Thus, female staff and students have separate
buildings, and are excluded from participating in decision
making bodies. This is an example of a cultural difference
between Saudi Arabia and developed countries. Such
differences will be highlighted throughout the thesis to
demonstrate their influence upon the decision making process

in Saudi higher education institutions.

Understanding the external and internal organizational
environment plays a key role in understanding the structure
of the decision making process. For example, knowing the
cultural background of the hierarchy of authority in the
Saudi family and bureaucratic system helped the researcher
to understand the over-centralized decision making process

at Saudi higher education institutions.#
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Austin op.cit, highlights the subject of organizational
structure and decision making, which has a direct relevance
to this thesis. One study found that 95% of the surveyed
Pakistanl employees visualized their relationship with their
immediate superiors as that of father and son.’® In Saudi
higher education institutions, this kind of relationship was
found throughout the field work in almost every institution;
however, age makes a note-worthy difference, although the
relationship would still be wvisualized as a family
relationship whether it was father to son or brother to

older/younger brother.

In his study of Middle Eastern countries, particularly
Turkey, Yucelt (1984) links cultural and social background,
as well as beheavioural and economic factors, to explain
their influence on management style in developing
countries.’! Thus far, this review 1indicates a strong
relationship between culture and structure, which supports
the study methodology of focusing upon cultural and
structural factors that affect the decision making process
in Saudi higher education institutions. Wwhat follows is a
review of the literature on decision making in higher

education in the developing countries.
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2.3.2. Decision Making in Higher Education

More specifically this section focuses upon decision
making in higher education in developing countries. The
researcher found two principal sources which relate strongly
to the subject of this thesis: Oshagbemi (1988)52 and Hardy

(1990} .33

Oshagbemi identifies ways in which universities could
improve their management policies and practices through an
examination of the job characteristics and perceptions of
their academic leader . Although Oshagbemi's book
represents a comparative study between British universities
and Nigerian universities in terms of management and
leadership, he suggests that, with regard to some cultural
and economical differences, one can apply the case of

Nigeria to most other developing countries:

"This study aims to contribuote to a greater
awareness and a better understanding of the
activities of academic leaders, a group that seems
to have been hitherto neglected, though whose
potential for significant contribution teo social
development is not in doubt."3

What 1is important is Oshagbemi's discussion of the
nature of the academic leaders' jobs. He discusses not only
the activities which the academic leaders perform and with

whom, but alsoc the object of their activities, their
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location and duration, and the contacts which the academic
leaders make. The author also focuses upon the perception
of academic leaders. He highlights the aspect of
communication in the leaders'™ work, and how and where they
spend their time, with a comparison between British and
Nigerian leaders. The author refers +to the cultural
differences between the two social settings as a méin reason

behind the difference in leadership bhehaviour.3

The other source which will be cited in this section
is: "Managing Strategy in Academic Institutions: Learning

from Brazil". As Hardy states in her introduction:

"This book 1s not Jjust about Brazilian
universities. It is a book that uses the example of
Brazilian universities to learn more about strategy
making in universities in general."¥

Whilst the researcher agrees with the above, there are
nevertheless important differences between higher education
institutions in Brazil and those in Saudi Arabia.
Throughout this thesis, the wunigque features of Saudi
universities will be noted in terms of history, structure,
culture, regulation, leadership, and over all, the decision
making process. These differences should be taken into
account before applying Hardy's findings to decision making
in Saudi higher education institutions whether at the

strategic or operational level.
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Hardy's book deals with a set of problems that exist in
managing strategy in academic institutions; for example,
the "centralization” problem, which exists in the
administration of most organizations in the developing
countries. In fact, "centralization" is one c¢f the most
common administrative behaviours in Saudi higher education
institutions. Thus, the reader will find Chapter Six of
this thesis dealing exclusively with the concept of
centralization in the decision making process in Saudi

higher education institutions.

Hardy reviews the literature c¢f decision making and
governance in higher education. Much of her book relies
upon the concept of the professicnal bureaucracy to describe
university structures. It alsco elaborates four models of
decision making processes which she identifies as: 1)
bureaucratic/rational, 2) collegiate, 3) political and 4)
garbage can. Hardy studies these four models, plus what she

calls the Mixed model.

Also, 1in Hardy's view, the political factor is a very
important one, and this 1s illustrated in her description of
each decision-making model. Hardy emphasises the concept of
leadership, with special focus upon the relationship between

leadership and strategy making.
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In conclusion, Hardy's book shows a strong relationship
between the quality of strategy making and the outcome of
higher education institutions. Such a relationship supports
the researcher's argument that this thesis should serve to
help Saudi Arabia in the race of development by improving
the quality of higher education throughout improving the

guality of the decision making process.

2.3.3. Review of the Arab World Literature

Third world management literature, including that from
the Arab world, concentrates upon aspects o0f management
behaviour influencing the decision making process. Most of
these studies, that is, Hilmi (1979);% Adwri (1979);%
Alkabisi (1975);% and Fadhelallah (1983),% are based upon
the Arabic translation of the theoretical perspectives of
western writers, making 1t difficult to find originality.
However, some writers suggest the need for a different
approach to management because of cultural differences. For

example, Berger (1956) states:

"When we try to compare bureaucratic and
professional predisposition in the East and the
West, we find that there may be differences of
attitude and behaviour in spite of the similarity in
structure, As in other realms, similarity in
structure and form, often the result of culture
diffusion, does not mean similarity of institutional
or behaviour patterns."6?
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It appears that without <considering local needs, many
Western management ideas may fail to reach the intended goal
when they are adopted toward organizational management in
developing countries. Ayubil (1986) adds to this the nature
of the political system found in the Arab world.® In fact,
political interference in the bureaucracy 1s repeatedly
mentioned as one of the main reasons behind the lack of
efficiency in the Arabic bureaucracy. Moreover, Jabkbbra
(1989) relates the failure of bureaucracy to the strong
influence of some of the traditional Arab culture wvalues,

such as "kinship".®

From another perspective, Assaf {1976) sees the
instability of the organizational environment in the
Jordanian social setting as causing uncertainty that leads
to failure in the operation of bureaucratic structure.® On
the other hand, Hassan (1972) blames the pressure of higher
level management 1n a highly centralized structure for
adversely affecting the decisicn making process in Arabic
organizations.% In a comparative study between Egypt and
the US in regard to centralization, Melikan (1959} finds
that differences in cultural and social background, such as
the family structure and rate of acceptance of authority in
the society, are the main reasons behind differences in the
nanagerial style between the two nations.%¥ Moreover, Meade
& Whittaker (1967) considers Middle Eastern managers to be

authoritarian rather than democratic.68 In fact, Yucelt
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(1984) states that research results show that
authoritarianism in the Middle FEastern nations 1s caused
partly by their educational systems and family structure,

and partly by their culture and social values.®

In general, it can be stated that in the Arab world,
the strong relationship between culture and structure
determines the management style in most organizations,
including higher education institutions. Such a
relationship makes it important for the researcher to
identify and study cultural factors and structural factors
in order to develop an approach to more effective decision

making process in Saudi higher education institutions.

In the field of higher education management, Alawy
(1980} criticizes Arabic theorists for not distinguishing
between the university and any other public organization.
He recommends in-depth studies of the university hierarchy
and distribution of authority.™ He commenced by carrying
out a comparative study ©f Arabic universities and Western
universities, comparing the authority distributions in the
two organizational settings. Alawy highlighted the academic
side of the bureaucratic system within Arabic universities
concluding that academic staff lack authority to make
academic decisions in spite of the high level of

responsibilities they hold.”!



In a field-work study of Almansora University in Egypt,
Moawadh {1986) studies the internal organizational
environment in higher education administrations.”? He

attempts to answer two guestions:

~ What 1is the common internal organizaticnal
environment in higher education?

— Does the type of college(theoretical/practical)
affect the organizational environment of that
college?™

First, he lists six types of organizational climate,
introduced by Halpin & Croft (1962), as follows: Open;
Autonomous; Controlled; Familiar; Parental and Closed
Climates. However, Moawadh finds it difficult to determine
what kind c¢f climate subsists in college. In other words,
he finds some colleges with more than one of these climates,
and some colleges with a climate that is not among the six
types.’™ In fact, these findings further support the
contention that the unique organizational culture in the
developing countries in general and in the Arab world in
particular, requires specific management studies rather than
adoption of ready-made western theories. in general,

Almaney (1981) states that:
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"Despite the apparent economic, social, and
peolitical differences among the Arab countries, the
basic 'Bedouin' traits continue to exert, in wvarying

degrees, certain behavioural influences on all
Arabs, irrespective of their educational level,
economic status, political philosophy, and

religion."”’

After all, most Arabs speak the same language, worship the
same God, and share a similar historical and cultural
tradition. Furthermore, the same architecture, the same
sense of heritage, and the same passions and temperaments

are evident throughout the Arab World.

In conclusion, one can argue that most of the
literature of organizational behaviour in developing
countries reviewed above can be applied to Saudi higher
education institutions. However, due to the unigue cultural
setting of Saudi organizations, a special review of
selective Saudi literature regarding the topic of this study

is set out below.
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2.4. SAUDI ARABIAN LITERATURE

As a fast developing country, and a very traditional
one, Saudl Arabia has provided a unique external environment
for Saudi organizations tc work within. Trying to adopt
scme Western management styles on the o¢one hand, and
performing under the influence of Saudi culture on the
other, Saudi management has 1ts own characteristics. In
describing the relationship between organization and
external environment, Aldrich (1992) states that most
studies suggest that environments dominate or overpower
organizations.? Thus, because of the unique external
environment of Saudi higher education institutions, this

section will review three aspects of Saudi literature:
- management and decision making in Saudi Arabia,

- development of Saudi higher education,

- management of Saudi higher education.

2.4.1. Management and Decision Making in Saudi Arabia

Just as it was natural for Max Weber to discover
bureaucracy and develop 1its indicators, it was natural for
Arab scholars to discover "Bedcaucracy", as the sociological

indicators of the Arab organizational model featuring:7?
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1. A moderate degree of vertical and horizontal
specialization.

2. A low degree of co-ordination stemming from the
exercise of persconal authority and extensive use
of committees.

3. A low degree of behavicur formalization and
highly "bkendable”" rules.

4, Personnel decisions based on flexible criteria,
subject to wide personal preferences and
judgments, leading to overstaffing and
disincentives to work efficiently.

5. A high degree o0f centralization of decision
making.

The term "Bedoaucracy", derived from "Bedouin”, has been
introduced by Al-Awaji (1971),7® who describes Saudi Arabia
as a fast developing country, endeavouring to adopt modern
administration theories developed in the west; however Saudi
administrative behaviour remains traditional, which has led
to the current Saudi bureaucracy. Therefore, Saudi
organizational culture needs more careful study in order to

set up a suitable managerial model.

Kassem {1989), emphasising the importance of
understanding the external organizational environment in
Saudi Arabia and other Arab Gulf States, points out that to
create a compatible organizaticnal structure, one needs to
understand the cultural biases of the particular model used
in the analysis. Moreover, one should be mindful that Arakb
organizations in the Gulf operate in an entirely different
environment.” In his call for, "better system not better

pecple” Kassem states:
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"There exists a myth in the Arabk Gulf States
that a lack of indigenous talent is what is slowing
down the development process. Perhaps this was the
case in the 60s’, but no longer today. There is
considerable mnative talent in most fields, but it
stays hidden and under utilized. One pillar of the
Weberian bureaucratic model 1s that personnel
decisions should be made on the basis of merit.
Regrettably, this principle is not always followed
in the Arab world even though Islamic teachings warn
against violating this rule. In practice, the most
qualified person does not always get the job, and

the most preductive emplovees do not always end up
with the top reward."®

Assabag (1991) agrees with Kassem and adds that most
theorists and researchers believe that the current Arabian
managerial system needs a cure i1if not an operation, despite
the latest developments in management.$! He calls for
better administrative leadership throughout, improving the

following personnel issues: selection; training; evaluation

and motivation.®

In the studies of decision making in Saudi
organizations, Abdulwahab {1982) researched 80 Saudi
managers, where he found out that those who attend
management training are more likely to follow a scientific
method of decision making.® On the other hand, he found
that most managers were without proper management training,
yet they agreed on the importance of such training.® Also,
in studying organizational behaviour, Khashogjy & Yaqgy

(1989)% carried out a similar study of 191 Saudi managers,
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where they achieved a result similar to that of Abdulwahab.
In this thesis, the 1issue of training 1s discussed,

particularly related to professionalism.

Khashogjy & Yaqgy op.cit, identified the important issue
of lack of participation in the decision making process and
agreed with Abdulwahab's study of the basics of management
{1982) which indicated a strong relationship Dbetween
participation in the decision making process and Jjob
satisfaction.® On the subject of job satisfaction, Yaqy
({1989) studied Saudli managers, where he found them
particularly satisfied with the implementation of decisions
they made, and particularly dissatisfied with the low level
of their participation in the decision making process.? On
the other hand, Khamees (1990) sees participation as the
most important social need encouraging identity with the
group and increasing loyalty to the organization.®®
Furthermore, Aseflan (1984), believes that the higher the
level of education the higher the level of participation.®
"Participation™ attracts the attention of most writers in
the field of Saudi management and this thesis will
investigate it in the context of the decision making process

in Saudi higher education institutions.

Anastos, Bedos, and Seaman (1980) are among many
thecrists connecting the centralized decision making process

of Saudi management toc the personal and rather subtle form
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of leadership which is deeply-rooted in the Bedouin ethos.%
Moreover, Pezeshkpur (1978) states that Arab group leaders
typically have dynamic personalities and that in the Arab
culture personalities superimpose themselves on issues to
such an extent that personalities and 1ssues cannct be
separated.? Badaway (1980) sees the Saudi management style
as a struggle between the authoritarian style and the

consultative style.

The authoritarian style is linked to the autheoritarian
nature of traditional Arabic leadership, whilst the
consultative style 1is 1linked to the Islamic and tribal
values of "Shura" which encourage consultation.? Ali &
Swiercz (1985), characterized the Arab's culture as
authoritarian, whereby managers contrcl the behaviour of
subcrdinates through the manipulation and control of the
environment in which the latter must operate.?® The results
of this study indicate that managers with a participative
style tend to exhibkit high satisfaction with people in their
work group, while autocratic managers are less inclined to
do so.% Also, a participative manager tends to have
confidence and ftrust in subordinates, while the auteccratic
manager tends to lack positive attitudes toward

subordinates.¥ Ali & Swiercz state that:
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"The findings clearly indicate that in spite of
the fact that Saudi managers' decision styles and
work satisfaction are largely determined by cultural
values and norms, they also have similarities, 1in
their apprcach and psycheological aspects, to
managers of other cultures.™

On the other hand, Al-Jafary & Hollingsworth (1983) studied
the managerial behaviour of Saudi managers who work in
multinational organizations operating in Saudi Arabia. They
found Saudi managers enjoying a Western participative
management style, which may suggest that the non-
participative management style of Saudi organizations is a
result c¢f the influence of Saudi authoritarian cuiture.?
They also found that organizational climate is the most

potent determinant of effectiveness.®

Shiha (1987) talks about managerial "hypocrisy" as a
major factor affecting the decision making process in Arab
organizations. He sees some subordinates applauding their
superior in any decision he makes, even if they believed
that it was the wrong decision.?® One explanation for such
an act came from Pezeshkpur (1978), interpreting this

feature of Saudi culture thus:
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"_..the expression of opinions on controversial
issues 1s perceived as an attempt to impose
another's authority on one's self. Not being
predisposed to compromise, the automatic reaction is
to 1impose one's own ideas on others, and the
continuation of this process would inevitably lead
to disagreements. in crder to avoid such
complications, the individuals in a gathering very
shrewdly talk about non-substantial subjects as a
matter of making sure that harmony prevails. "W

Respecting elders and wvaluing djob security might also
contribute towards the applauding of any decision that a
superior makes. However, in the researcher's view, opening
the door to others' opinions increases the level of

innovation in the decision making process.

Al-Nimir and Palmexr ({19282) study innovation in the
Saudl Dbureaucracy to discover reasons for low levels of
innovative behaviour among Saudi bureaucrats.!®! Alsc, they
show how difficult it is to bring about social change, even
if it is for the benefit of Saudi bureaucracy.!¥? Moreover,
their study reveals a highly routinized decision making
process in Saudi public organizations.!9 TLack of innovation
and resistance to social changes are among the cultural
factors under study in this thesis, while routinization is
among the structural factors. Thus, the findings of Al-

Nimir and Palmer will be subject to comparative study within

this thesis.
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In summary, Saudi management is highly influenced by

traditional culture which enforces the Arab organizaticnal

model of "Bedoaucracy".

2.4.2. Development of Saudi Higher Education

This section highlights the historical background of
Saudi higher education 1in order to show the rapid
development and growth of Saudi higher education
institutions. First, by building a background to higher
education in Saudi Arabia, Al-Farsy (1978)19 fills a note-
worthy gap in the traditional 1literature on political
development in the Middle East. He writes a historical and
cultural background of Saudi Arabia which helps the reader
to understand the overall external environment in which
Saudi organizations operate. Written in the English
language, Al-Farsy's book should help non-Arabic readers to
understand the role of higher education graduates in the

development of Saudi Arabia.

By way of background to Saudi higher education,
Raghdadi (1982)1'% covers the early phase of education in the
Islamic World and then educational development in Saudi
Arabia. As for higher education, the first Saudi university
was established in 1957, starting the first academic vyear

with 21 students and 9 teachers. Twenty years later, this



47

university had 16 colleges and approximately 14,000
students. The most recent data indicates that on the campus
of that university there are €520 administrative staff, 2765
academic staff, and 32778 students.19 These figures show
the rapid development and growth of Saudi higher education
institutions. The question that is raised by these figures
for this thesis is: has there been an equivalent development
in the managerial system in general and the decision making

process in particular?

There are, in addition, specific articles dealing with
management and decision making in Saudi higher education,

which are highlighted below.

2.4.3. Management of Saudi Higher Education

Studying the organizational development of Saudi
higher education, Alsaif (1985) submitted a paper asking: is
"university" an ideal type of organization?W’ In fact, he
does not answer the guestion, instead highlighting some
managerial problems in higher education. Tenbak (1985)
believes that, in the early years of higher education, it
was logical for the Government to focus upon the quantity of
higher education in terms of colleges and students and this
affected the quality of the higher education products.!9

Tenbak calls for a different approach towards every aspect
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of the higher education management. Ten years after the
Tenbak article, the researcher anticipates that this thesis

will help to develop such a different approach.

In an attempt to study the problems of coordination in
higher education, Albader & Asaif (1988}, found a lack of
coordination inside universities, between universities, and
between universities and government bodies.!'® Communication
methods were partly blamed for their creation.!l This
thesis highlights the issues of coordination and
communication and investigates theilr connection with the
efficiency of decision making processes in Saudi higher

education institutions.

Focusing on the issue of participation, Shegliah ({1983)
sees heads of department in Saudi colleges as participant
members in the university decision making process.!l!
Nonetheless, Al-Najim (1985) finds as a feature of Saudi
bureaucracy, lack of participation in the decision making
process in King Faisal University, where even heads of
department do not participate in creating policies that
affect their departments.!? Shegliah states the theoretical
point of view, while Al-Najim demonstrates the practical
point of view. The concept of participation will be

discussed in Chapter Six of this thesis.
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Dhaher (1979}, studied the relationship between
bureaucracy and social alienation 1in King Abdulaziz
University and discovered that academic staff are neither
cooperative amongst themselves, nor cooperative with the
students or the administration.!™ 1In Dhaher's opinion, most
academic staff have no faith in efficient bureaucracy mainly
because of the high level of centralization which prohibits
them from participating in the decision making process.!!
Moreover, "nepotism" or what Dhaher calls "intermediates"”,
creates a privileged few who ©possess a ticket to

opportunities not available to the majority.!!s

In the same university, Madani {1978}, studied the
hierarchy and found more evidence of a highly centralized

system with lack of coordination between its administrative

elements, 116

In summary, the inefficient nature of bureaucracy in
Saudi universities was highlighted in most of the above
literature. This thesis will take intc consideration those
factors affecting the efficiency of the decision making

process in order to &assist towards its improvement.
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2.6. CONCLUSION

It can be seen that several factors are regarded as
relevant to the efficiency of decision making processes in
the work of many theorists, writers, and administrators.
Western literature indicates a strong relationship between
cultural and structural factors and decision making in any
organization. The external environment plays a major role
in determining the leadership and management style of higher

education institutions.

In the literature of the developing countries, the
significance of the influence of culture makes the external
environment most important in shaping the organizational
structure and affecting the decision making process. In
Saudl Arabia, the literature review reveals how traditional
culture affects the 1imported structure, to produce a
uniquely characterized bureaucracy, which Arab theorists
termed "Bedoaucracy". The researcher will use some c¢of the
above mentioned work to analyse and study five cultural
factors and five structural factors in Saudi higher
education institutions in an attempt to develop a new

approach for more efficient decisions.
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In the researcher's opinion, the highest degree of
efficiency in decision making 1s reached when all the
important cultural and structural factors have a positive
influence upon its process. The aim of this research has
been to identify factors which are thought to be note-worthy
by authors in the field and to assess their significance for

members of Saudi higher education instituticens.

This chapter highlights the earlier work carried out
relevant to this thesis. The next will highlight the
methodology employed in this study. The researcher will
introduce the pilot study which led to the adoption of the

six research methods used to gather relevant information.
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3.1. INTRODUCTION

As mentioned in the previous Chapters, little could be
found in the literature on the subject of decision making in
Saudi higher education institutions; thus, the maiority of
the information had to come from comprehensive field work
(Foster,1962),! and consequently additional care had to be
taken in the design c¢f the field work of this study. In
fact, the researcher frequently found it necessary to
redesign the strategy of the field work in order to meet the

needs of this investigation.

In this chapter, the reader will find information
regarding the pilot study and the stages involved. Most
importantly, this chapter highlights the research methods
that were used to gather data and highlights data collection

and analysis procedures.

BRefore the first field trip commenced,

three important questions had {o be answered regarding the

following:

subjects to be covered

methods of studying chosen subjects

data collection and analysis
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First, how to determine the important issues to cover

in the study?

The answer was the use of a pilot study. The pilot
study was used tc explore the views of participants and to
identify the issues that needed to be investigated in order
to determine the level of efficiency in the decision making

process.

Secondly, what methods should be used to cover the

issues chosen?

The answer was to apply a variety of methods in order
to gather as much relevant information as possible. The
absence of previous studies in the field of decision making
process in Saudil higher education institutions, makes field

work the back-bone of this study.

Six methods of research were used, namely:-

- questionnaires

- interviews

- attending meetings

- following some decisions as case studies
- document studying

- general observation
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This chapter describes these methods in terms of their
design, their role, and their contribution to this study.
Also, the researcher will explain why these six methods have
been chosen and how they are complementary, providing
complete coverage of the subject under study. Moreover,
these methods will be critically evaluated and justified

throughout awareness of their problems.

Thirdly, how are we to collect and analyse the data?

The answer depends on the type of data that needs to be
collected and analysed. In fact, because six different
methods of research were used, different methods of data
retrieval and data analysis were required. For example,
questionnaires need a particular method of collection and
analysis because of their special nature, as compared with
other methods of research. The reader will find in this
chapter a full explanation of all the methods of data

collection and data analysis.

The research procedures adopted throughout this study
are perfectly ethical, bearing in mind that such a claim
varies according to time, culture, and other circumstances
(Bernard, 1988) .2 For example, it is important to draw the
reader's attention to the nature of the personal
relationships that helped the researcher to carry out this

fieldwork. Some of these relationships were established in
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the past while the researcher was studying and working in a
Saudi higher education institution, but the majority were
established during the fieldwork process by gaining the
trust of many participants who voluntarily provided their

services to help the researcher.

3.2. THE PILOT STUDY

As field work was the main source of information, the
researcher had to choose carefully the areas to be studied
and the methods o¢f such study. A pilot study seemed
critically important; in cother words, a well-executed pilot
study would indicate the direction that this field work
should take {(Oppenheim,1984).3 Thus, the researcher had to
deal very carefully with carrying out the pilot study, which

went through four stages:-

first draft questionnaire

phone interviews

redesigned questionnaire

- test of the research methods
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3.2.1. First Draft Questionnaire

The use of communication technology was very important
in saving time. In the first stage of the pilot study, the
researcher used a facsimile machine to send a pilot
guestionnaire to two major universities in Saudi Arabia. A
questionnaire was chosen because it could be easily sent and
distributed. The aim was to identify the issues that should
be covered, but also those that could not be covered and the

reason for this.

A random sample of 50 participants in each university
was chosen through the university computer centres. Most of
the gquestions in the pilot questionnaire were general
questions about many specific issues. In responding, the
participants avoided dealing with certain issues such as
leadership and management style. Thereby they avoided what
Roskin (1989) identified as controversial issues and a

source for useful ideas.?

Throughout the first stage of the pilot study, it
became clear that participants at Saudi higher education
institutions try to avoid questions that ask them to
directly evaluate the leadership style in their
organization. Moreover, participants did not feel
comfortable in dealing with gquestions that required some

knowledge of management theories, such as questions about
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aspects of decision making, whether descriptive, normative,

or prescriptive (Bell ed.al,1988).°

Unfortunately, most gquestions that discuss the
theoretical framework of decision making came back either
unanswered or answered with, "Not known". On the other
hand, questions probing personal opinions regarding
organizational culture or structure were answered fully.
The researcher tried to clarify the picture in the second

stage.

3.2.2. Phone Interviews

This stage of the pilot study was carried out via
lengthy overseas telephone conversations with nine senior
officials at all seven Saudi higher education institutions.
The main objective of this stage was to fully brief the
senior officials as to the content of the study, in the hope
that they would assist the researcher in carrying out the
field work on university campuses. The researcher toock
account c¢f their views before finalising the areas to be
addressed by the field work. For example, the need to
acknowledge the importance of Saudi culture in designing the
field work was apparent. Thus, one should not cross the
uncrossable boundary 1lines of the Saudi cultural and

religious values by for example not showing the highest
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respect to elders' opinions even when one totally disagrees.
Previous studies, 1in fact, suggest that Middle-Eastern
managers favour a traditional approach influenced by their

culture and history (e.g. Badawy, 1980).¢

Another important point which emerged was to encourage
participants' cooperation by focusing on 1issues that made

sense to them. Merton (1936), stated that:

"the most obvious limitation to a correct
anticipation of consequences of action is provided
by the existing state of knowledge."’

Thus, in order to work around this 1limitation, the
researcher had to redesign the questionnaire in a way that
made it very simple and easy to understand. The redesigned

guestionnaire formed the basis of the third stage.

3.2.3. The Redesigned QOuestionnaire

On the basis of what had been learned from the previous
two stages of the pilot study, structural factors and
cultural factors determine the degree cf efficiency in the
decision making process in Saudi higher education
institutions. Indeed, as Hofstede ed.al ({1990) stated, in

studying organizational behavior, a researcher should be
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aware o©f the relationship between structural factors and
cultural factors. They affect each other in a way that make
them equally important to the study.? Thus, the
questionnaire was redesigned to concentrate on these

factors.

The researcher sent the redesigned questionnaire by fax
to the two major universities in Saudi Arabia. This time,
it was distributed by the department of administrative
affairs amongst a random sample of 70 employees in each
university, covering the three levels of management (higher,

middle and lower) and the teaching staff.

An evaluation of the findings of the literature review
in conjunction with the results of these questionnaires, the
researcher found that organizational environment, both
internal and external, 1s one of the most important,cultural
factors influencing the decision making process in Saudi
higher education institutions, as well as the issues of
nepotism, innovation, social change, and professionalism.
Centralization is the most important structural factor,
along with formalization, communication, routinization, and
coordination, all of which play a key role in determining
the level of efficiency in decision making. These 10
factcrs were tested in the fourth and final stage of the

pilct study.
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3.2.4. Test of the Research Methods

The fourth and final stage of the pilot study focused
on testing the redesigned questionnaire and other methods of
field work. The main objective of this stage was to test
the effectiveness c¢f the intended field work. Morecover, it
was important to ensure that the chosen methods of research
were capable of addressing the decision making process in
Saudi higher education institutions by distinguishing
between descriptive study (which tells only what happened),
and explanatory study (which tells why or how it happened)
(Bailey, 1978).7 In fact, having the wrong tool for the
task may be no better than having no tools at all (Downey &
Ireland, 1979) .10 In fact, Gill & Jchnson (1991) argued
that:

"Multiple and independent methods, should, if
reaching the same conclusions, have greater wvalidity
and reliagbility than a single methodological

approach to a problem....(therefore), for students
undertaking extended pieces of work such as
research degrees....multi-methods may be especially
appropriate.™ll

The use of six methods of research allowed the researcher to
cover comprehensively the topic under study (Saver,1992) .12
Different methods combined to complete the task and gather
additional data (Bastin,1985).13 A very impertant argument

was made by Handy (1991) as follows:
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"Management o©¢f organisations is not a precise
science, but more of a creative and political
process, owing much to the prevailing culture
and tradition in that place at that time.
Organisations, like tribes and families, have their
own ways of doing things, things that work for them
and things that do not work. You have to read them
right to be effective."™

As a means of achieving this "reading", the researcher
combined the quantitative approach which deals with scales
and numbers and the qualitative approach which asks people
what they think, which allowed the researcher to be

physically and socially close to the subject under study
(Jones, 1988) .13

At this stage, the researcher had the opportunity to
negotiate access for the application of all six methods of
research. The result was very positive in terms of applying
the methods, covering the issues, collecting the data, and
validating it. The wvalidity of the data was determined
through triangulation ({(Denzin,1970),!¢ which means in our

case what Jill & Johnson {1991} stated as:

"the use of different research methods in the
same study to collect data so as to check the
validity of any findings."V?
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Below is a full explanation of the research methods used and
how data was retrieved and analysed starting with the

questionnaires.

3.3. THE QUESTIONNAIRES

When studying higher education institutions, one should
be aware of the diverse dgroups in such organizations,
namely: administrative staff, academic staff, and students.
During the pilot study, some officials argued that in
studying decision making processes, research should only
focus on the decision makers. However, the researcher
believes that, in order to obtain a comprehensive picture,
everybody who is affected by the outcome of these decisions
should have the option to participate in this study. In
fact, Conrad (1989) contends that higher education should be
viewed as a field of study in which the major scholarly
peers, administrative staff, academic staff and educated
public, provide the lodestar for enquiry.!® In this
enquiry, the researcher aims to gather data through covering
the three main groups in Saudi higher education
institutions. Two different questionnaires were designed: a
shorter questionnaire for distribution amongst students and
the main questiconnaire, for distribution amongst

administrative and academic staff.
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3.3.1. The Student Questionnaire

In the researcher's view students are what a university
is about. Thus Saudi students' evaluation of the decision
making process that affects their academic lives 1s most

valuable.

Unfortunately, the student questionnaire was rejected
by senior officials, who believed that it would cause
conflict. However, as an alternative, the researcher used
perscehal contacts to obtain help from the security officers
in two universities. Their task was to hand the
questionnaire to students who had graduated and came to the
security officers to obtain a deposit refund in exchange for

their car parking stickers,

The researcher was unable to select a random sample
from the population of all the students in the Saudi higher
education institutions. However, he was able to highlight
the views of students who had spent at least four years on
campus without violating senior officials' orders which
might have Jjeopardized carrying out the fieldwork on any
campus. The result of the student questionnaire is

presented in appendix 3.
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3.3.2. The Main Questionnaire

Reverting to the main questionnaire, it is important to
mention that the questionnaire is the main research method
for many reasons. Firstly, because of the large population,
it is the method that enables the researcher to cover a
large sample with minimal time and effort. Secondly, a
well-designed questionnaire could cover all the issues under
study without taking too much of the participant's time to
complete, Thirdly, a questionnaire preserves the
confidentiality o©f participants even from the researcher,
which made them more comfortable and open when answering the
questions. Fourthly, using scaled questions which have been
tested and used in similar studies increased the
researcher's accuracy when presenting the results of the
study. Finally, the results of a questionnaire are easy to
display through tables or graphs, which gives the reader a

readily grasped representation of those results.

Thus, the researcher spent extra time designing this
guestionnaire in order to maximise 1its results. The
following rages will highlight aspects of the
questionnaire's construction and focus on the method of
survey sampling, questionnaire distribution and collection.
Some of the difficulties faced during that process will be

discussed.
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3.3.2.1. Construction of the Questionnaire

As mentioned earlier, the questionnaire should cover
all the issues under study. The pilot study indicated that
the researcher needed to cover 10 factors affecting the
decision making process in Saudi higher education
institutions. The researcher studied western literature for
existing scaled questionnaires. Price (1972)¥ and Miller
(1983),2?° were the most important references. Additionally,
Al Nimir & Palmer (1982)?'" analysed some aspects of
organizational behaviour at some Saudi public organizations,
which the researcher used to make comparisons with Saudi
higher educaticn institutions. Additiocnally, the researcher

created some questions of his own.

In general, the researcher avoided questions which
Bailey (op.cit)? terms as double-barreled, ambiguous,
abstract, leading, sensitive or threatening. Also, he
followed the advice of Babbie (1979)2 in avoiding negative
or biased items and terms and ensured that participants were

enabled to answer by simplifying the language of the

guestionnaire. Bearing in mind the Saudi conservative
culture, the researcher chose the wording of the
questionnaire carefully to encourage participants’

cooperation.
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The questionnaire was in the form of a folder of six
pages plus a covering letter which thanked the participant
for his cooperation and stressed the importance of providing
answers which were as frank as possible, to ensure the
success of the study. Since questionnaires were
distributed, answered and returned anonymously participants
were assured of confidentiality, and the researchef asked

for the questionnaire to be returned as soon as possible.

Each questionnaire was coded, identifying the number of
the questionnaire, the university, type of job
(administrative or academic), and management level (higher,
middle, lower). The questions covered all the factors under
study utilizing different types of questions to make the
questionnaire more interesting (see Appendix 1.). The
researcher mixed the questions in a way so0 as to Keep the
participant's interest. However, the questions were asked
in a logical sedquence. The questionnaire was redesigned
several times based on consultations with supervisor, higher
level managers and a graphic designer before being finally

printed and ready for distribution.
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3.3.2.2. The Survey Sample

It was evident, in this case study, that the sample
should ideally represent the whole population involved in
the decision making process 1in Saudi higher education

institutions as shown in table(3/1);%

_Table 3/1
Population of study Ad. Ac. Staff | Total
Staff
King Saud University 6520 2765 9285
King Abdullaziz University 1983 1914 3897
Imam Mohammed Bin Saud Islamic University 1975 1707 3682
King Faisal University 1457 695 2152
Umm Alqura University 799 1201 2000
King Fahad University for Petroleurn and Mineral 902 652 1554
The Islamic University 528 361 889
TOTAL 14164 9295 | 23459

To ensure the confidentiality of this study, this will be

the only table within this work showing specific

universities.

The population, as shown 1in table{3/1), 1is 234595
people;, which represents 14164 administrative staff and 9295
academic staff. On the Dbasis of experience in western
universities, researchers may be advised to differentiate
between the objectives and management of administrative and
academic staff. However, the pilot study of this research
indicated that the decision making processes related to both

groups are managed via the same bureaucratic system (see
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Appendix 5), rather than being separated, leading the

researcher to treat them as a homogenecus groups.

How should the survey sample be chosen? Babbie op.cit

answers this question thus:

"... a sample will be representative of the
populatlon from which it is selected, if all members
of the population have an equal chance of being
selected in the sample."?’

The researcher used the methed of random sampling, whereby
any member of the population was equally likely as any other
to be chosen for the sample (Bailey op.cit) .2 It was

executed in different ways in different universities.

To ensure maximum cooperation, the researcher commenced
the process of sampling by presenting a formal letter from
the Secretary-General of the researcher's university to the
Secretary-Generals of other universities. Some universities
gave the researcher access to their computer which selected
the sample, others gave a list of all the personnel and
staff on the basis of which to choose the random sample,
while others gave the job of choosing the random sample and
distributing the gquestionnaires to their internal

departments of public relations and personnel affairs.
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At one university the Secretary-General did not have
the authority to approve the distribution of the
questionnaire in that wuniversity and had to consult the
Rector himself, who rejected the idea without explanation.
When the researcher asked for a written reason for the
Rector's decision to take back to London to show why this

major university had been omitted, it was refused.

The only sclution was to use personal contacts to
complete the assignment in that university. By using people
who had graduated from that university, the researcher went
randomly to offices within that university asking for help.
In fact, the highest return rate of questionnaire was from
that university. At other universities, after many visits
during the field work, the researcher was obliged to make
another field <trip to Saudi Arabia to ccllect more
questionnaires. It is 1important to mention that the
researcher was asked by higher level managers to distribute
similar numbers of questionnaire amongst all the Saudi
universities regardless of their size differences. The
researcher agreed to this to ensure maximum cooperation.
The affect of this requirement will be consider later in
this chapter, under evaluation of the research methodology.
In total, the researcher distributed 1000 questionnaires,
and 451 were returned completed. The table below indicates

the distribution and return rates for each university.



75

Table 3/2 "DISTRIBUTIONS" "RETURNS"
University | HLM | MLM {LLM | TS total | HLM | MLM | LLM | TS total
Uni.l 7 46 46 46 145 | 4 24 18 19 63
Uni.2 7 46 46 46 145 |3 27 23 25 78
Uni.3 7 46 46 46 145 5 20 19 17 61
Uni.4 ] 46 46 46 145 [4 22 19 20 65
Uni.5 7 45 44 44 140 3 21 17 18 59
Uni.6 7 45 44 44 140 3 19 21 19 62
Uni.7 7 45 44 44 140 3 20 18 20 61
TOTAL 49 319 (316 | 316 1000 | 25 153 135 138 | 451

The general evaluation of the decision making process
in the eyes of the study participants is presented in

Appendix 2.

In summary, the guestionnaire is the mailn research
method. The starting point for other methods usually comes
from a questionnaire's results. Most o©of the researcher’'s
knowledge about decision making in Saudi higher education
institutions stems from the answers to the questionnaire.

As Handy (1990) stated:

"The wheel of learning starts with questions
which are jolted into being by curiosity, or the
need to know. Those who ask no guestions get told
no lies - maybe - but they also add nothing to their
understanding of the world."??

Additional methods of research have made a major
contribution to turning the wheel of learning. This section
has dealt with the guantitative method of questionnaire; the

following pages will highlight the qualitative methods of

research.
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3.4. THE INTERVIEWS

The questionnaire covered all the factors under study
through multiple choice questions. Some issues required
follow up and more explanation and the interview was the
method most suited to accomplishing this task. Through
interviews, the researcher tackled all the factors under
study by follow up on the detail of issues that had been
comitted in the questionnaire. Through the flexibility of an
interview, the researcher could probe for more specific
answers and tackle different issues with different

participants (Bailey,op.cit).?®

Researchers such as Yin (1979)% and Pennings (1987),3
use telephone interviews to cover a wide geographic area.
However, the researcher chose to use face-to-face
interviews, even when that involved traveling long distances
to visit different universities. In a face-to-face
interview, the researcher was better able to understand the
participants' feelings and actions at a personal level
(Smircich, 1985) .37 Moreover Webb et.al {(1981) acknowledges
the great advantage of the interviewer's power to introduce
and reintroduce certain topics.¥? Also, Bryman (1989)
stated that the researcher could collect additional relevant

observatiocnal material . 33
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Although the researcher had the approval to carry out
these interviews, he had sometimes to use perscnal contacts
to gain the confidence of the interviewee. [t was clear to
the researcher that when he had been introduced to the
interviewee by another member o0f the organization, the
interviewee seems more comfortable and more trusting. In
fact, participants felt relief when they received the
assurance of confidentiality, and that no names would be
mentioned in the study {(Cameron, 1982) .3 Trust was
especially required when asking interviewees to allow the
researcher to use a tape-recorder {(Hesseling,1973).3 In
fact, only a few interviewees consented to a recorded
interview, Others suggested that they speak slowly to

enable The researcher to write down their answers.

In an interview, most procedural problems result from
the interviewees' 1inability to respond appropriately, in
some cases because they did not understand the question; in
other cases, they understand the question but either could
not, or chose not to, respond (Briggs,1986) .36 Also, as
Lawrance (1988) has stated, one important pervasive problem
with interviewing is the difficulty cf getting interviewees
to share discrediting data about  individuals or

organizations that the interviewer suspects.?’
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To overcome this problem, the researcher wused two
different techniques. First, to say, as Lawrance suggested,
that the researcher had come across certain phenomena in
another Saudi university, and ask if this was a problem they
experienced in their own organization.?® If this did not
work, the researcher followed the advice of Pezeshkpur
(1978)3% by explaining how important for his study was the

frank participation of the interviewee.

Bailey op.cit, sees time and money restraints as the
main disadvantage of interview studies.¥ In the case of
this study, the researcher had to travel bhetween seven
campuses 1in six Saudi cities. However, he was able to
minimise the time and cost through pre-arranging a schedule
of interviews, At the end of the fieldwork, 67 interviews

had been carried cut.

3.5. ATTENDING MEETINGS

In the questionnaires and interviews, the researcher
collected the data according to how people responded.
However, by attending meetings, the researcher provided
himself with a back-cloth which greatly facilitated his
understanding of Saudi universities (Bryman,op.cit) . It
also provided data on substantive matters, provided

diagnostic material on how these meetings had been conducted
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and how the group's culture had been created and re-created

(Frame, 1991) .4

Schwartzman (1989)% has worries about the way that
people go to meetings, complain about them and then proceed
to set up more of them. She zlso points out that while we
think that meetings are for making decisions, decisions are
often the last thing to emerge. Instead, she says, the
obvious, but ignored component of the organization is the
meeting itself. Schwartzman's thesis 1is that we hold
meetings in order to create organization, to display its
membership, to demonstrate its power, 1its status, 1its
rhetoric. Relying on Schwartzman's argument, Professor

Turner suggested that:

"students who are intent on changing decision
making in non-Western organizations should be
thinking of changing meetings in non-Western
organizations."#

In fact, according to Golde(1972), wvarious studies argue
that managers spend up to 50% of their time in meetings.4
Schwartzman believes that 1t is the meeting and how it
produces and reproduces power relationships and systems of
¢centrol that should be the subject of attention when

studying organization.%
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In fact, this method was the most difficult to apply,
because of the difficulty in obtaining approval for
attending meetings. However, 8 higher level managers, 3
middle level managers and 4 heads of academic departments
were very helpful in allowing the researcher to sit in on 15
meetings and to observe. Whilst the main aim of this
research method is to study the functioning of the meetings
to gather more information regarding the decision making
process, the researcher took account of a mixture of the

meetings which had different foci.

Because of the variety and number of meetings attended,
this method provided a useful insight intc how decisions
were made. The researcher attended 3 examples of regular
monthly meetings, 2 emergency meetings to deal with
immediate issues such as a fire and 10 other committee
meetings scheduled to discuss specific managerial and
contractual issues. 1In this way, the researcher was able to
take note of the structural and cultural factors that
affected the process and outcome of those meetings. For
example, the researcher could observe in a meeting a
microceosm ©f the span of control that existed in that
organization. Although it was difficult to implement,
attending meetings proved to be a very important method in
the gathering of data and illustrates the advantage of

multi-method research (Denzin,1970).%
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3.6, FOLLOWING DECISION CASES

Although theorists have tried to explain and describe
the process of decision making, tracking an actual decision
through the process of being made is considered to provide
the most realistic picture of the decision making process
(Cary et.al,1991).4 For that reascon, this method was
included among the research methods in this study. In
addition, the researcher could inspect particular aspects of
the decision making process, such as the work of gathering
informaticn in support of the making of a certain decision

(Cyert & March,1963).%

In order to gain familiarity with the decision making
process in each institution and to gather as much relevant
information as possible (Cary et.al,1988),*® it was
important to follow different decision cases in each
organizaticn under study. The researcher followed some
decisions from the first stage, such as the decision with
regard to carrying out this field work, which was taken by
each of the seven campuses. In addition, other decisicns
were picked up in the middle of their process and were
followed on from that point. Interviews, meetings, and
general cbservation were the starting point for picking up

the decision cases. The aim was to follow the progress of
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variety of decisions, rather than assess their importance to

those involved in the process. These decisions were as

follow: -

- 7 financial decisions regarding contractual payment,
cne in each of the seven universities.

- 3 decisions regarding the hiring of new employees,

- 2 decisions regarding application for membership of
the university's sports centre,

- a decision to <c¢hange the teaching system in four
universities from the American Hour Credit System to
the fixed schedule system,

- a decision to grant & scholarship,

-~ a decision to extend a scholarship,

- a decision to promote a member of staff,

- a decision to refurbish a students' housing unit,

-~ a decision in regards to hold a conference on the
impact of western housing design if applied in Saudi
cities,

- a decision to grant an educational trip,

- a decision to extend the working hours of the
university Sports Arena,

- a decision in regards to close a student's file,

In total 28 decisions were followed, however, because
of time constraints during the fieldwork period, and the
delay in making some decisions, a few were not followed up

to the point of action. Nonetheless, the main reason for
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adopting the following of decision cases as a research
method was to spot the factors that affect the process.
Thus, even 1in the case of decisions that had not been
finally made and put into action during the fieldwork, the
factors that slowed down the process in these cases were

identified.

By following these decision cases the researcher was
able to assess the knowledge he had gained from other
research methods. For example, questionnaire and interviews
results support the literature's identification of the
existence of "nepotism" as a part of Saudi organizational
behaviour, and the researcher put these findings to the test
to see whether or not such behaviour existed in the decision
making process in Saudl higher education institutions. On
the other hand, some important information that the
researcher gained from following decision c¢ases was taken
into interviews for greater clarification. 1In some decision
cases, the researcher was also able to refer to
organizational documents to compare official procedure with

the practice of decision making.
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3.7. DOCUMENT STUDYING

In seeking to gather as much relevant information as
possible, the study of documents seems to be one of the most
inportant methods of research. It is true that social
researchers are very dependent upon information provided by
documents of various sorts (Dunkerley,1288).5! However, one
should be very careful when applying this research method,
to avoid some of the disadvantages of depending on it as a

main source of information. Frame (1991) stated that:

"Reservations about the use of written material
as a source of data often focus on the disadvantages
of retrospection when mno one involved either in
producing or recelving them 1s available to
interpret their meanings except with hindsight.
This criticism often also applies to recent
documents in cases where the researcher has no
access to the producers and their intended meanings,
nor the recipients and their interpretations. But
such criticism 1s 1less relevant 1f the researcher
has access to producers and recipients, as I did."*

The researcher of this thesis also had access to producers
and recipients, and in fact was very selective in choosing

the documents for study. Thus, the documents chosen had to

meet twoe main requirements:

- a document should be strongly connected to the
decision making process,.

- the researcher should be able to communicate with

the producer of such document in order to avoid
misinterpretation.
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Several documents were selected in each Saudi higher
education institution. The <chart of the organizational
structure was one of the main documents that the researcher
focused upon. In the hierarchy chart of each Saudi higher
education institution, there is a graphic representation of
the organizational structure. Another important document
was the book of authority, which gave the researcher an
indication of the distribution o©of authority in each
institution as well as the opportunity to compare the
organizational structures of different institutions. In
addition, other documents and official memoranda were
studied such as budget reports and recruitment papers to

highlight some aspects o¢f the decision making process.

Cn a broader scale, the researcher studied documents
regarding the development plan of Saudi higher education.
These documents were published by the Ministry of Higher
Education, the Ministry of Finance and National Economy, and
the Ministry of Planning, and provide the researcher with a
general idea of the Government's influence over the decision
making in higher education institutions. It is important to
note that the Saudi Government controls all the institutions
under study; there are no private higher education

institutions.
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3.8. GENERAL OBSERVATION

Carrying the fieldwork inside the Saudi universities
gave the researcher an opportunity to use observation as an
important research method. Observation methods are always
important in the analysis of organizational data (Dutka &
Frankel,1993),% allowing data on a number of topics to be
addressed by another method (Bryman op.cit). For example,
certain organizational behaviour observed by the researcher
can be highlighted in an interview. On the other hand, the
validity of evidence coming from other methods can be

checked by observation (Bryman TIbhid) .3

Once inside the organisation, the researcher made notes
and regarded himself as always 'on duty' (Turner,1988) .35
In order to understand the cultural aspects of Saudi higher
education institutions, the researcher talked to people,
observed people, and deployed himself to 'be around' (Turner
Ibid).% Subsequently, these notes were transferred into
either questions that could be answered through other

methods, or furnish information about factors that affected

the decision making process.
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General observation allowed the researcher the wvital
flexibility to achieve insights. For example, it enabled
him to discover the inter relations between elements of the
whole, such as the influence of peer pressure among those
who work in the same environment (Light,1979).%8 This
method opened the door to unexpected information. Each day
in field work, the researcher watched and made notes without
knowing exactly what sort of information was coming next
whereas 1in other research methods, the researcher gleaned
information by asking specific questions or searching along

certain pre-defined lines.

Through observation, the researcher acquired the
krowledge of the organisations necessary to understand
incomplete references to the sites in other settings, and to
talk informally to members as he walked around, a method
similar to that adopted by Frame {op.cit}.% In fact,
general observation was directly connected to the other
research methods in two ways. In some cases, 1t was the
starting point for information to be followed up and focused
upon by other methods and in other cases, it confirmed or
disconfirmed the information that other methods brought to

the attention of the researcher.
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3.9. DATA RETRIEVAL AND ORGANIZATION

Different methods of research require different methods
of data retrieval (Smith & Cantley,1985) .40 However, the
retrieval of relevant information required time and effort.
For instance, the researcher had high expectations of the
questionnalre'’s response rate because of the nature of the
organizations under study and the fact that most people
there were highly educated and familiar with fieldwork
studies. However, gquestionnaires distributed by mail or
similar methods are known to have a rather limited response
rate (Heller,1973).¢l Thus, in order to increase the
response rate of the study questionnaire, the researcher
started by telephoning participants, and ultimately visited
many. Finally, 451 questionnaires were collected ocut of

1000 distributed.

As methods of organising data vary according to methods
of research (Shrivastava & Lim,1989),% the researcher
created special files for each method of research. For
example, interviews had a file that contained cassette tapes
and a notebook, in which the researcher wrote down all the
information which he gathered throughout interviews. For
each interview, the notebook indicated dates, interviewee
position, and questions and answers. A similar notebeok was

placed in the files of meetings, decision cases, and general
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observation, with necessary adjustments according to the

nature of the research method.

In the document study file, the researcher gathered
hierarchy charts, books of authority, development plans, and
other documents that related to the subject of decision
making. It 1s the researcher's belief that a well-organised
data base has a positive impact on the analysis of that
data. In other words, the researcher's job of analysing the
data becomes less difficult when he is dealing with well-

organised data.

3.10. DATA ANALYSIS

Different methods o©f analysis were used, depending on
the methods of research. Quantitative methods were used for
the questionnaire analysis, while qualitative methods were
used to analyse the information gathered from other research

methods.

In the quantitative analysis, a special computer
programme was designed 1in Imam Mohammed Bin Saud Islamic

University's Computer Centre. As Whisler (1964) argued:

"It would be immensely convenient to have a
numerical index of control sco that one could test
statements of the kind: "A Company is more highly
centralized than B Company,. "6
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At the researcher's suggestion it was designed by a computer
programmer to analyse the questionnaire results. Put
simply, the programme design was based on that of the
questionnaire. Thus, the researcher entered the answers in
each returned questionnaire digitaily. After entering the
responses of 451 returned questionnaires, the researcher was
able to ask the computer about who answered what and to
analyse the answers in terms of number and percentage. The
computer also gave the percentage at each university or
level of management. Throughout the quantitative analysis
using the computer programme the researcher was able to
obtain useful tables and graphs to express visually the

study findings.

It is important to draw the reader's attention that the
results of all the six research methods suggested a high
level of homogeneity between Saudi universities. Thus, the
researcher will present the results of each university when
dealing with the main cultural and structural factors whilst
he will treat the whole sample as a one unit when analyzing

the cultural and structural sub-factors.

In regards to the test of significance,
the researcher used the Cross tabulation to find

most of the presented tables with chi-square scores
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of < 0.001 or < 0.01. The exception were those table
with small population that made such a test inappropriate
such as those regarding higher level management. Therefore
the researcher relied on the combination of the results of
different methods as the main measurement of the validity of

the findings.

As quantitative analysis associates with the
questionnaire, gqualitative analysis 1s appropriate to the
other five methods of research. It is fair to say that by
the best of current standards, analysis of qualitative data
is a mysterious, half-formulated art (Miles,1979).6% In
fact, the researcher created a file for each of the 10
studied factors, and then moved the information from the
research method files into the factor files. He then
combined all the data in order to understand each factor and
determine its effect on the decision making process in Saudi

higher education institutions.

Jick (1979) argued that more than one method should be
used in the validation process so that the convergence or
agreement between two methods enhances our belief that the
results are valid and is not a methodolecgical artifact.$®
In this regard, the reader can see that the researcher has
used six different research methods in order tc gather as
much relevant information as possible and to enhance the

validity of that information.
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3.11. EVALUATION OF THE RESEARCH METHODOLOGY

Looking back at the field work, the researcher feels
confident that, given the «restrctions imposed by the
specific organizations being studied, he did the best he
could, by combining six research methods to explore the ten
influential facters. Nonetheless, the researcher would like

to draw the reader attention to three points.

Firstly, when distributing the questionnaires, the
researcher was persuaded by higher level managers to ignore
the different sizes of universities' populations. This he
did in order to increase their cooperation. The researcher
is aware that this raises a <question as to the
representativeness ¢f the data cecllected. The size of the
sample, which as indicated(p.74) was 451, gives grounds for
confidence that the research data provides sufficient

meaningful evidence for this aspect of the methodeology.

Secondly, the researcher is aware of the importance of
statistical tests of significant with regard to
guestionnaire responses. In some instances the number of
respondents, such as higher level management, was below
five. In other instances, the number of responses to a

particular gquestions, was again below five. In these
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clrcumstances, such statistical tests were deemed
inappropriate. As a result it was not possible to apply
them with any consistency. Rather the researcher chose to

rely on the multi-method approach (Gill & Johnson, 1991)66
and (Jick, 1979)¢7,

Finally, attending meetings as a method would have been
improved had the researcher been able to sit in on the full-
range of meetings, especially at the higher level
management. Nevertheless, because of the limitation in time
and access, the researcher feel fortunate to be able to

attend the 15 meetings mentioned earlier.

Despite these shortcomings in the application of the
indicated methods, the researcher's use of six different
research methods has resulted in overcoming the effect of

the above problems, and as recommended by the above authors.

3.12. CONCLUSION

There 1is a great shortage o©of earlier studies that
handle topics related to the subject of decision making in
Saudi higher education institution. The particular cultural
setting of Saudl Arabla makes this study so unique that it
has to depend heavily on fieldwork. Thus, the researcher

invested much time and effort in designing and carrying out
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the fieldwork 1in all the seven Saudi higher education
institutions. Each enquiry requires careful selection of
the proper tools in order to achieve maximum understanding
of case under study. As a means of achieving this "maximum
understanding”, the researcher used the six methods of
research which have been highlighted in this chapter in
addition to the methods of data retrieval, data

organisation, and data analysis.

In summary, quantitative and qualitative methods have
been combined to investigate five cultural and five
structural factors that affect the decision making process
in Saudi higher education institutions. The gquestionnaire
(the quantitative method}, was emerged through the four
stages of the pilot study. It was mostly based on scaled
questionnaires that been created and used by Western
theorists for organizational measurement. However, Lo take
account of the unique social setting of Saudi Arabia, a few
changes in the language and form of questions were made. A

computer programme was designed to analyse the data of the

guestionnaires.

Additionally, five qualitative methods were used to
study the 10 chosen factors; interviews, attending meetings,
following decision cases, document studying and general
observation, each playing a different and important role in

studying these factors. Quantitative and qualitative
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methods of research work combine to support and complement
each other. Results from each can be used to validate
results from the others. BAll six research methods have made

a major contribution to gathering the necessary data and

information.

Finally, this study depends heavily on the information
that the researcher gathered through the fieldwork which was
designed to be suited to the social setting of Saudi Arabia.
It 1is the researcher's belief that he gathered all the

information necessary to execute the study.
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CHAPTER FOUR

THE MAIN CULTURAL FACTOR;

"ORGANIZATIONAL ENVIRONMENT "
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4.1. INTRODUCTION

This chapter investigates the influence of
"organizational environment" on the decision making process
in Saudi higher education institutions. Using the
indications of the pilot study and fieldwork of the most
influential elements of the organizational environment, the
researcher has divided this chapter into two major sections
dealing in the first with the external environment and in

the second with the internal environment.

Child (1984) argued that:

"The kind of environment in which an
organization is operating determines the tasks
and production it undertakes, and these have
implications for its structural design and
choice of personnel."!

Thus, the organizational environment influences all aspects
of organizational activities including the decision making

process. Mever & Scott (1992) asked:

"What boundaries are we to draw in defining the
environment of an organization?."?
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In an answer to that questiocn, the researcher agrees with
Al-5aid (1992) who 1identifies two main aspects of the
environment: the social environment, consisting of the
interpersonal and inter group organization, and the physical
environment, consisting of the terrestrial or geographical

setting.? Thus, this chapter will focus on the following:

1) External environment; this refers to Saudi culture and

sccial ethics which form the external social environment

while city structure forms the external physical

environment.

I1) Internal environment; this refers to the inter-relations

between individuals and their organizations and forms the
internal social environment while campus facilities form the

internal physical environment.

The researcher will present the information regarding
organizational environment, both external and internal by
examining the results of the research methods individually.
The chapter will be concluded by considering the current
state of the organizational environment and its relevance to

the decision making process in Saudi higher education

institutions.
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4.2. EXTERNAL ENVIRONMENT

This section will focus on the influence of the
external environment upon the decision making process. The
strong relationship between external and internal
environment makes it difficult to separate the two
(Schwenk,1988) .4 Plante (1987} argued that every decision
made by an administrator reveals his values as influenced by
the national culture and he should also, if wise, take into
consideration a campus's culture.? The balance of these
pressures can be seen in the degree of coincidence between
the organizationally correct and the socially correct

decisions (Simon,1976).¢ Handy (1991) stated that:

"Each culture works on guite different
assumptions about the basis of power and influence,
about what motivates people, how they think and
learn, how things can be changed. These assumptions
result in quite different styles of management,
structures, procedures and reward systems."’

Al-Jafary & Hollingsworth {1983} argued that Saudi culture

is the main factor affecting the internal environment.®

Many management researchers view culture as a set of
ideas shared by members of a cultural group. Indeed,
culture is not an individual characteristic but, rather,
rests on a set of common theories of behaviour or mental

programmes that are shared by a group of individuals
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(Anyasi-Archibong,1988).° The external environment plays a

major role in shaping an individual's behaviour. Gruenfeld

(1873) stated:

"A child raised in an environment that values
independence, achievement and impulse control is
more likely to be active and task-oriented... He
values achievement. A child raised in an
environment that values strong family ties is more
likely to be passive and socially dependent in his
behaviour. He is more likely to deal passively with
tasks and 1is easily distracted, especially by his
social environment upon which he relies for both

definition of task and approval. He wvalues
affiliation."i®

The Saudi social setting values strong family ties and this
affects 1individual behaviour in Saudi higher education
institutions. 1Individual behaviour influences the internal
environment and the decision making process in such
organizations. Badawy (1980} suggests that Mid-Eastern
managers favour a traditional approach because of their
culture and history.!' Also, Atiyyah (1992)12 argued that
research in Arabic management indicates that national

culture has a strong influence, He stated that:

" Researchers generally regard some of the
practices and the leadership style of Arab managers
to be culture bound. Thus, the low priority
assigned by Arab managers to planning is linked to
the strong fatalistic attitudes in the Arab culture.
Also, whether the Ileadership style is found to be
authoritarian or consultative, culture values and
norms are Dbrought forward by the researcher to
justify either finding."B
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The literature review indicates that the external
environment influences organizational structure. For

example, Mintzberg (1989) stated that:

"..the greater the external control of an

organization, the more centralized and formalized
its structure."'

Also, Williams, et.al, (1970) argued that:

"The demccratic ideology encourages a pattern
of relations which de-emphasizes the authority of
the supervisor and legitimizes the direct thrashing
out of differences between the supervisor and the
work group."!3

In this section, the researcher will highlight the role of
the external environment, both social and physical, 1in
affecting the decision making process by presenting and

analysing data and information gathered across the six

research methods.

4.2.1. Questionnaire Analysis

In a study of bureaucracy and develcopment in Saudi
Arabia, Al-Nimir and Palmer (1982)' used a three question
scale generated by (McClelland,1961)Y in a questionnaire

which they distributed amongst middle level managers in the
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Ministries of Agriculture, Education, Finance, Petroleun,
Social Welfare, Information and Health and Municipal
Affairs. 1In the guestionnaire (Appendix 1), the researcher
followed their steps to test attitudes of personnel at Saudi
higher education institutions toward their external physical
envircnment. By comparing the results of Al-Nimir & Palmer
with the results of this study the researcher aimed to
measure the variation in the Saudi bureaucrats' attitudes,
considering the time lapse between the studies and the

differences between the organizations being studied.

In this section the researcher will focus upon the two
gquestions that related to the external physical environment,
leaving the third cne to be addressed in the section dealing
with the internal physical environment. These guestions

were presented in the feollowing manner:

QI. Given the opticn, which of the following weould you
prefer:

a. a position with high pay in a rural area.
b. a position with adequate pay in a major city.

QIl. Given the option, which of the following would you
prefer:

a. a position with high authority and responsibility
in rural area.

b. a position with low authority and responsibility
in major city.
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Figure 4-1: The importaunce of external physical environment.
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Looking at the above figures, the external physical
envirconment appeared more important than a high level ¢of pay
and authority which indicates the significance of the former
for performance. It should be becrne in mind that in a fast
developing country such as Saudi Arabia, a major city
provides a better environment than a rural area, in contrast
with the developed world where a major c¢ity tends to be
considered an unpleasant environment, In fact, Saudi
universities are only located in major cities, as were the
organizations in the Al-Nimir & Palmer study. Are there

similarities between the results of the two studies?

One important note, before answering this guestion, 1is
that Al-Nimir & Palmer did not account for non-response in

the total. Thus, in order to compare the two studies, the

£l in
2 na
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researcher revised their method of calculation, by counting
non-response as the missing part of the total 100%. (see

figure below & table 4/3 in Appendix 4.)

Figure 4-2 : The comparison hetween the twa studies in regard
to the importance of external physical environment.
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The above figures show a c¢lear similarity in the
results of the two studies despite the thirteen year lapse
between them. The two studies agree upon the greater
importance of the external physical environment over high
pay and authority. These results were used as a starting
point for examining the influence of the external

envirconment through a set of interviews.
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4.2.2. Interviews Analysis

Throughout the interviews, participants stated the
importance of the external environment and its influence
upon their performance. Many interviewees also believed
that the external environment influenced the decision making

process.

They pointed to the influence of Saudi culture, that
is, the external social environment. Upon asking how
influential Saudi culture is in the management of higher
education, participants agreed on its significance,
especially traditional values. A  General Manager of

Personnel Affairs stated:

"As the father in a Saudi family controls all
the family affairs and his decision cannot be
challenged, the President of the Saudi university
plays a similar role.”

In his wview, through cultural pressure, personnel applaud

the Rector's decisions even if they disagree with them.

Similar thoughts were expressed by a Head of the
Economics Department. Being only 34 years old, he explained
how difficult it is for him to criticize or challenge any

decision of the Dean who is twice his age. He said:



109

"hAs part of our culture we take respect for the
elders so seriously that it affects the decision
making process.”

He also pointed out that the naticonal policy of appointing
Saudis to leading positions was the reason for his being the
Head of the Economics Department because he was the only
Saudi member of staff, even though he was not the most

expert.

A Secretary-General acknowledged the influence of the
external environment on organizational structure when he
indicated that centralization in the Saudi family and
political systems led to centralization in Saudi

organizaticnal structure. He said:

"the wuniversity system is only a small part of
the whole system of the country."

Hofstede (1983) supported this view:

"It slowly became clear that national and even
regional cultures do matter for management. The
naticnal and regional differences are not
disappearing: they are here to stay. In fact, these
differences may become one of the most crucial
problems for management,"!¥
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Indeed, Almaney (1981) believes that understanding the
external social environment of any Arabic corganization is

the starting point for understanding its management style.??

As regards the external physical environment
interviewees expressed their appreciation of facilities in
Saudi cities which make their job easier and have a positive

influence on their performance. As an Accountant stated:

"living in a Saudi city brings every thing I
need within my reach. For example, I do not worry
about my family health and education, which makes me
relaxed and able to concentrate on my job, which in
turn improves my performance."

An Egyptian Computer Programmer pointed out the difference a
Saudi city makes in comparison with his previous Jjob in

Egypt. He acknowledged the fact that:

"work in a small Egyptian city could be easily
disrupted by weather changes such as floods. While,
in contrast, three year's work in the Saudi capital
has shown me that the strong urban structure of the
city stabilized the work process of Saudi
universities."
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Responses to a direct question about the influence of
the external physical environmen{ upon the decision making
precess, indicated general agreement that Saudi cities have
facilities that help universities 1in carrying out their

responsibilities. A Vice-Rector explained:

"The modern transportation and communication
systems help in speeding up the process of decision
making. While in a rural area delay in shipment and
lack of technology tend to slow it down."”

A General Manager of a Warehouse pointed to the fact that
the open market in Saudi cities provided universities with

the goods they need fast and most effectively.

In summary, interview results suggest that the external
environment has a note-worthy influence upon the decision
making process. The external social environment shapes the
organizational behaviour of individuals and influences the
decision making structure through social, religious and
political values. The urban environment and the
modernization of Saudi cities have had a positive impact on
the decisicon making process by providing all the necessary
facilities and <creating what personnel c¢onsider as a

pleasant external physical environment.
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4.2.3. Meetings Analysis:

Whilst attending meetings as an observer, the
researcher was able to experience the effect of the external
social environment on the decision making process in Saudi
higher education institutions. For example, people seemed
to be "passive or reactive" and saw themselves as unable to
influence events within the organization (Jaeger,1990).20
In a departmental meeting, one of the main items was the
rescheduling of events that were due to take place during
the month of Ramadan. Due to fasting through the day-time
of Ramadan, the work load became lighter, and the decision
making process became slower; that some events were carried
on at night, illustrates the significance of external social

influence.

In another meeting, the influence of the external
social environment was clearly present. The main issue was
the committee's concern about social reaction to a
conference to be held at that university. The conference
was to discuss the positive impact of western housing design
if applied in Saudi cities. Because of uncertainty about
social acceptance of the idea, the committee decided to
conduct a pilot study before taking a final decision. In

similar regard, Pfeffer et.al {(1978) have argued that:
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"Social influence operates not only through the
individual's need for social referents and social
comparison but alsoc has an effect on decision
cutcomes when uncertainty 1s present that can
not otherwise be resolved. In the absence of
universal bureaucratic standards or criteria,
particularistic criteria, deriving from existing
social relationships, are more likely to influence
decision outcomes."?

In Saudi universities, like other Saudi public
organizations, cultural and soclal influence can militate
against bureaucratic standardization. In fact, Anastos
et.al (1980) argues that the cultural and political
envircnment of Saudi Arabla poses a unique challenge for

Saudi organizations.?®

For example, nepotism is a result of external social
influences and affects the decision making process in Saudi
universities. In meetings, some mentioned "Wasta" when
expressing their wish to free the decision making process
from some of the traditional values. Nepotism is a part of
the 3Saudi organizational culture because "Wasta" is a very
common feature of Saudi soclety ("Wasta” will be discussed

in detail in the following chapter).
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4.2.4. Decisions Analysis

The power and influence c¢f traditional culture, being
the principal feature of the external social environment,
was observed in many aspects of the organizational behaviour
of Saudi universities. The following decisions illustrate

its impact.

One of the major decisions in the history of Saudil
higher education was taken in response tc social pressure.
Four Saudi universities were adopting the American Hour
Credit System, whereby students choose to sit their classes
either in the day time or in the evenings. Social pressure
was brought to bear when many families thought it unsuitable
to leave their daughters at the university campus between

classes for long periods.

Saudi culture encourages political leaders to apply an
open-door policy where any person can go to the "Majles" to
meet the King or the Prince. Many fathers took that
opportunity to ask for a change tc the academic system.
Religious leaders also made a similar demand in meetings
with the top authorities and through their speeches at
Friday prayers. The result was a decision by the King
himself to change the system to the fixed schedule system,

which already existed in the three Islamic universities.
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With regard to the external physical environment, the
researcher found evidence of its importance in two decision

cases.

In one decision, a university was under pressure to
take speedy action to refurbish a students' housing unit
after the furniture had been destroved by fire. Being in a
major Saudi city that has an open market the university had
access to many alternatives and was able to make a quick

decision and teo act.

In the other decision, a university held a conference
on the impact of western housing design if applied in Saudi
cities. The conference was successful because many western
companies have a base in that city and it attracted more
participants as a consequence. The reader may recall that
the decision to hold off the same conference was taken
because of the social concerns. In fact, words in the title
of the conference were changed from "the positive impact™ to

"the impact™ in order to avoid any social conflict.

In summary the externzl social environment influences
decision making: it tends to slow down the process. The
external physical environment has a positive impact by
providing both organization and individual with necessary

facilities.
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4.2.5. Documents Analysis

In the study of official documents identified in

Chapter 3, the researcher's findings were as follows:-

Firstly, there is a strong relationship between culture
and structure. Saudi culture has great influence on the
internal environment where organizational rules, norms, and
habits influence organizational structure {March &
Olsen,1984) .2 In most Saudi families, authority lies with
the father, who makes most decisions including those
relating to his children's education, marriage, and future.
Aspects o©of the authoritarian Arabic culture were found in
the Authority book, which shows the distribution of
authority amongst university personnel. Most authority lies

in the hands of a few people at the top of the institution.

Secondly, social pressure 1influences the decision
making process (Whittington,1988).% In an internal
memorandum the Rector explained the reason for changing the
Academic System described earliier, by stating that: "it is
an answer to a social demand,"? In that case, the
university adapted to the demands o©of the external social
environment (Tierney,1987) .2 Simon & March (1965) stated

that:
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"a group that controls a large part 0of the
environment for an individual, can exert more
pressure on him than can a group that controls only
a small part of his environment."?

In the <case o0f Saudi higher education institutions,
government and religious leaders are clearly controlling

large parts of the environment.

One could argue that, in any university, decisions of
the President reflects adaptive strategy (Neumann,1989) 28
In fact, running the university is a dynamic process as

Clifford (1976) argues:

"

a dynamic process involves taking a series of
decisions which are themselves affected by pressures
from inside and outside the organization. This
makes the decision process complicated and a central
prcblem in managing or controlling organizations is
that most decisions concern the future and therefore
involve considerable risk."?

The major difference, however, is that in western
organizations the institutional setting for policy making
has a major influence on policy ideas, choices, and actions
(Maynard-Moody, 1989) ,¥0 while in Saudi organizations,
traditional kinship groups, whether tribal or familial,

remain of prime importance (Kassem & Habib, 1989) .31
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4,2.6. Observation Analysis

Throughout the fieldwork the researcher had the
opportunity to observe the influence of the external social
environment upon the decision making process. The
researcher saw examples of Saudi cultural values wherever he

went on the university campuses.

In Saudi organizations, it is common to find several
generations of the same family and related cousins working
in the same organization, as well as living next door to
each other, or even in the same house (Pezeshkpur,1978) .3
The researcher observed the shared values which represent
the core of a corporate culture (Hofstede,ed.al,19290).3
For example, all the staff and students at noon go to the
campus mosque Lo pray. Saudi men dress in the same way

{white Thoop and red scarf) and they behave similarly.

Saudis are also known for their long greeting
conversation which includes asking about one's personal
affairs, that is, health, family, and financial matters.
Whilst being mindful of the positive impact on social
interaction of greeting each other, the researcher observed
that repeating these long traditional conversations in every
office consumes valuable time and thus, amongst other

effects, reduces the time available for decision making.
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As regards the external physical environment, the wide
range o©f facllities ©provided tc make the lives of
individuals and organizations much easier can be observed.
Housing, mosques, hospitals, schools, hotels and shopping
centres are only a few examples of such facilities. Having
all this within reach eases the presser of 1life and

encourages the employee to concentrate on work and improves

performance.

4.2.7. Implications

One topic of current debate among organizational
theorists is whether envirconments are objective or socially
constructed phenomena (Tierney,1987) .3 Chaffee (1985)
believes in the objective envirconment thesis. He sees
organization as dominated by the external environment; as
this often changes, the organization has to change with"
it,¥ while other theorists ©believe in the enacted
environment whereby organizational members create their own

environments (Weick,1979).,%

In general, both organizational process and outcomes
are influenced strongly by enviromental factors

(Kimberly,1979) .37 Culpan (1989) has stated:
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"Management does not take place in a vacuum, but
inan environment, and external factors have a profound
impact on a process of management."3?

Looking at the external environment of Saudi universities,
the researcher discovered that these organizations have
always to respond and adapt to the external social
environment. For example, during the month of Ramadan major
changes occur, including alteration to working hours and
class schedules. On the other hand, the external physical
environment had a pcsitive impact upon the performance of
both individuals and organizations and hence, the decision

making process.

Moreover, the external social environment appears to
have a strong influence over the BSaudi organizational
structure. For example, Mintzberg (1979) stated that the
more complex the internal environment, the more
decentralized the structure.¥ However, 1in the case of
Saudi universities, the environment is becoming more
complex, yet the decision making process remains centralized
because of an authoritarian culture. It is clear that, as

Ali & Swiercz (1985) have stated:

In an authoritarian culture there 1is a
phenomenon of "nen-decision making", whereby
superordinately situated managers control the
behavior of subordinates through the manipulation
and control of the envirconment in which the latter
must operate."#
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The authoritarian culture has always been part of the
external social environment and is expected to be so in the
future. The data gathered 1in regards to the external
environment leads the researcher to believe that a strong
national culture influences and produces a strong corporate
culture. The latter will be considered in the following

section which looks at the internal organizational

environment.

4.3. INTERNAL ENVIRONMENT

In this section, "internal social environment" refers
to how Deal & Kennedy (1982) defined organizational culture:

"the way we do things around here.™# Hall & Hall (1990)

stated that:

"Organizational culture 1is many things, but it
is primarily a system for creating, sending,
storing, and processing information.™4

With regard ta the decision making process, Simon (19873)

argued that:

'...when many persons 1in specialized roles
participate 1in making an organization's decisions,
the total system is not likely to be monoliithic in
structure. Individual roles will differ with
respect to the number and kinds of communications
they receive and the parts of the environment from
which they receive them."#
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Thus, in the broad sense, internal social environment means
"organizational culture" and specifically it means the
inter-relation between individuals on one hand, and between
individuals and their organizations on the other. This
internal social environment could be said to consist in,

with Schein (1985):

a pattern of basic assumptions invented,
discovered, or developed by &a given group as it
learns to cope with its problems of external
adaptation and internal integration that has worked
well enough to be considered valid, and therefore,
to be taught to new members as the correct way to
perceive, think, and feel in relation to those
problems. "

The internal physical environment, on the other hand,
refers to the campus facilities including architectural

design and technology. Marx (1990) believes that:

"The physical environment is also important to
well-being and productivity."®

Both kinds of internal environment will be highlighted in

presenting the research data.
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4.3.1 Questionnaire Analysis

To begin the analysis, the researcher presents the
results of the question that tested the importance of the

internal physical environment, which was put as follows%:

QIII. Given the option, which of the following would you
prefer: (see Table 4/5 in Appendix 4.)

a. a low paying Job with a pleasant internal physical
environment.

b. a high paying job with an uncomfortable internal
physical environment.

Figure 4-3 : The importance of internal physical environment.
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As the reader may recall, in the first section of this
chapter, almost two thirds of the sample felt that the
external physical environment was more important than a high
level of pay and authority. However, when the question was
related to the internal physical environment (QIII}), a margin
of 87% to 10% resulted in favour of a comfortable
environment. As the following figure shows, there is a

great similarity in this respect to the results of the Al

Nimir & Palmer study (1980).
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Figure 4-4: The comparison hetween the two studies in regard
to the importance of internal physical environment.
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In the researcher's view, these results indicate the
importance of the internal physical environment in the eyes
of personnel at Saudi higher education institutions and that
this has been consistent over time. Thus, the condition of
the internal physical environment will have an impact on

general performance, including decision making.

The importance of the internal social environment was

investigated by asking about its effect on performance;

QIV. My social environment at work has a great effect on
my performance.

Figure 4-5: The importance of internal social environment.
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The above figure shows that 84% of the sample (Appendix 4.)
agreed on the major effect that the internal social
environment has upon their performance. OCne can also see

the similarity in the results for the different

institutions.

Next, the researcher investigated participants’
attitudes toward the internal social environment, by asking
simple questions about ambiance 1in their departments,
relationship with their bosses, and how comfortable they
feel in their work environment (Appendix.l.). Figures 4/6,

4/7, and 4/8 present the results of these questions in the

seven institutions.

QvV. We have a friendly ambiance in this department:

Ficure 4-6: Attitudes toward the internal social environment (1).
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As shown in the above figure, 79% of the sample believe that
they work in friendly surroundings indicating a positive
attitude toward the internal social environment whilst only

8% of the sample disagreed with the statement. One can see
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also the similarity in results across the seven
institutions. The following gquestion was directed to the

relationship between boss and subordinate:

QVI. I have an excellent relationship with my boss.

Figure 4-7: Attitudes toward lhe internal social environment (2).
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The above figure shows that 83% of the sample believe that
they have an excellent relationship with their bosses.
While only 4% of the sample disagreed with the statement.
Again the concordance of results 1is clearly shown. This

leads to the third question about the internal social

environment:

QVII. I feel very comfortable in my work.

Figure 4-8: Attitudes toward the internal social environment (3).
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The above figure shows that 76% of the sample feel very
comfortable in their work, whilst 9% disagreed with the
statement. Looking at the three sets of fiqgures above, it
could be reasonably argued that there is a positive feeling
about the internal socio/emotional environment. However,
when asked about internal social environment in relation to
their Jjob process and how that could be improved, they
showed a different attitude when they visualized an improved
future as shown in the following guestion. The researcher
investigated the gquality of the internal social environment

by asking:

QVIII. In your opinion, what are the things that need to
be done in order to improve your job environment?
{you can choose more than one).

Table 4/1 U.110.2 U3 |U4 |05 |U.6]| U7 | Avr
A wider distribution of anthority 65% | 69% | 72% | 75% | 81% | 67% | 65% | 71%
Infornral meetings 10 freely discuss new ideas | 60% | 64% | 60% | 41% | 4% | 71% | 62% | 62%

More participation in decision making process | 51% | 56% | 45% | 72% | 46% | 58% | 57% | 55%
Improve communication between departments | 60% | 47% | 55% [ 54% | 57% | 49% | 51% | 53%
Morg use of the computer 52% | 48% | 48% | 49% | 54% | 49% | 59% [ 51%

other than the above....... {state please) 11% | 8% | 11% | 3% 15% | 11% | 27% | 12%

In spite of the positive feeling about the internal
social environment, all the suggestions were strongly
supperted and other suggestions were made which will be

highlighted in the interviews analysis.

An average of 71% of the sample of participants thought

that a wider distribution of authority was needed to improve
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the internal social environment. As the researcher
mentioned earlier there 1is difficulty in separating the
external and internal environments. Austin {(1990) links the
attitude towards distribution of authority to the external

environment:

"Societies wvary 1in their wvalues and attitudes

toward authority and equality, which in turn
influence how they structure relationships in
organizations. Those countries that prefer more

authoritarian relationships tend toward hierarchical
organizational structure; those that prefer more
equal distribution of power are less accepting of
such structures.™’

Whether high demand for wider distribution of authority
indicates anything about the level of centralization will be
discussed in Chapter 6. Meanwhile, the above table
illustrates that there is a considerable demand amounting to
62% of the sample for creating informal meetings to enable
employees in Saudl universities to talk freely about new
ideas. Employees in Saudi universities evinced a need for

their voices to be heard.

Table 4/1 also indicates the variation in the needs at
each university. However, a wider distribution of authority
and the creation of informal meetings remain the principal
requirements of participants for improving their internal
social environment. In addition, 55% of the sample stated

that Saudi universities needed to allow greater
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participation in the decision making process. Here again,
the centralization issue is raised. An average of 53% of
the sample thought that improved communication between
departments was required and finally, greater wuse of
computers attracted an average of 51% in favour. This last
figure, 1in the researcher's view, represents a note-worthy
demand, especially so as 1t concerns the use of modern
technology in universities. These figures imply that there
is much to be done to improve the internal social

environment in Saudi universities.

The table below relates to the same question but will
be analysed by dividing the sample into levels of
management; lower level management (LLM), middle level
management (MLM) and higher level management (HLM). A column

is added for the teaching staff(TS).

Table 4/2 LLM | MLM {HLM | TS

A wider distribution of authorities. 58% | 74% | 68% | 74%

Informal meetings to talk freely about new ideas. |65% |66% [64% | 64%

More participation in the decision-making process. [ 32% [49% [68% | 72%

Improve communication between departments. 49% |51% |[68% |58%
More use of the computer. 58% [55% |56% |44%
other than the above..... (state please)............... 20% | 13% | 8% 4%

The figures in the above table show the overall relative
demand for the five suggested improvements 1in all seven
universities at all levels of administration and teaching

staff. However, it is Iimportant to compare how each group
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viewed each suggestion in order to gain a clear view of the

different needs of different groups:

I. Lower level management: in column LIM, only 32% of lower

level management asked for more participation in the
decision making process. Was that due to lack of self-
confidence or because they believed that they already
participated sufficiently? Studying other groups' answers
to the same question leads the researcher to believe that it
is more likely to be the former. More interesting, 58%
wanted a wider distribution of authority, and 5% were
looking for informal meetings yet they were not confident
enough teo ask for more participation in the decision making

process.

Interestingly encugh, although the majority of lower
level management work as clerks and secretaries, 58% support
increased use of computers since this would make thelr Jjobs

easler and better organized, similar to HLM 