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ABSTRACT 

This study sets out to explore and analyse the similarities and differences in
managerial thinking regarding managerial attitudes, job satisfaction and
motivation among Saudi and non-Saudi middle managers working for Saudi Basic
Industries Corporation (Sabic).

The data showed that non-Saudi middle managers came from different
countries. The researcher grouped them into three categories:- (i) a Saudi group;
(ii) a developing countries group; and (c) a developed countries group. The
literature review focused on the concept of culture and its general impact on
individuals and organizations, and also reviewed the different schools of thought
relating to cross-cultural behaviour traits that affect managers. The review of
the literature showed that knowledge of similarities and differences in cultural
values and practices would be very helpful in undertaking international
assignments and for researchers.

The social and economic environment of Saudi Arabia was discussed in this
study as the primary reference point of the social behaviour. An effort was made
to describe briefly Saudi Basic Industries Corporation (Sabic).

The questionnaire was designed to determine the extent of similarities and
differences in managerial thinking among the middle managers, both Saudis and
non-Saudis in Sabic. It also covered three aspects. First, a manager profile,
which included social, educational and experience background. Secondly,
managerial thinking regarding leadership ability and training, and, thirdly,
managerial attitudes toward job satisfaction and motivations. The questionnaire
was sent to 240 Sabic middle managers in Riyadh, Damman, Jubail, Jeddah and
Yanbu. There was approximately a 64 percent rate of return. Data collection
was accomplished in two ways - the first through two volunteers in Riyadh,
Damman and Jubail; the second by mail to Jeddah and Yanbu.

The findings of this study showed that there were three major explanatory
issues, which tend to be centrally reflected in the managerial thinking of Saudi
middle managers. These issues are the social-cultural influences, the national
stage of economic development, and the universality factors of industrialization
and business organization.

The analaysis of the data collected revealed both similarities and
differences among Saudi and non-Saudi middle managers in Sabic. Some of the
results indicated by the middle managers motivation for joining Sabic, showed
that the job itself was the main factor for them. This stems from finding the job
interesting, being involved in a variety of activities and experiencing the feeling
of being 'the expert' in a particular area. Also there were similarities in their
thinking towards the superior-subordinate relationships in terms of the
respondents' views regarding their superior's priorities of work, the training gained
by the respondents from their superior, and qualities expected in their superiors.

In the area of thinking toward leadership style, there was a similarity
between the groups. The majority of them believed in the democratic style of
decision-making. However, there were differences between them regarding
patterns of leadership behaviour. The majority of the Saudi group thought the
effective pattern of leadership behaviour should stem from having a good
relationship with the group, whereas non-Saudi groups gave more consideration for
the task than for relationships with the group. Also, there were differences in
attitude toward the source of authority. The study showed that there were
significant differences in the ranking of the most important motives for joining
Sabic. Working conditions were most important for the Saudi group, wages were
the chief motivating factor for the non-Saudi group. Also, there were significant
differences regarding the level of job satisfaction. Saudi and developing countries
groups were very satisfied with working for Sabic, whereas the middle managers
from developed countries were not very satisfied with working for Sabic.
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1.

INTRODUCTION

THE PURPOSE OF THE STUDY 

In this introductory part, the aim is to briefly analyse the

objectives and the influences that led to the undertaking of this

study of managerial behaviour in Saudi Basic Industries Corporation

(Sabic), and to outline the structure of the thesis. The intention is

to demonstrate the importance of the problem under investigation, and

to provide some contextual background information about the study

which will be useful to the reader, especially in relation to the

early chapters where wider issues are addressed.

The study is an attempt to explore and analyse the managerial

thinking of Saudi middle managers in Sabic and compare them with the

non-Saudian middle managers also in Sabic. This would enable one to

draw up a profile of managerial motivation which would help to select

the proper human resources needed in Sabic to develop the staff

training and develop programmes for Saudian middle managers inside and

outside the country.

A questionnaire was used that was designed to identify the

attitudes and perceptions on the following variables:

1.	 Explore the similarities and differences of managerial

thinking between Saudi middle managers and non-Saudi middle managers

in Sabic.

- Managerial thinking towards leadership's ability, in terms

of the respondent's views regarding:

(i) Leadership style in decision-making;

(ii) Leadership behavioural patterns;

(iii) Leaders' thinking regarding authority.
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- Managerial thinking in respect to training

2.	 Explore	 the	 attitudes	 regarding	 job	 satisfaction	 and

motivations. Differences and similarities between middle managers

in Sabic, and how these attitudes affect the leader-subordinate

relationship.	 Job satisfaction and motivation includes the

following variables:

(i)	 satisfaction with the job itself -

(a) through job interest

(b) through job variety

(c) through job challenge

(ii) satisfaction from superior-subordinate relationships

in terms of the respondents' views regarding six

issues:

(a) the respondents' assessment of their relation-
ship with their subordinates;

(b) their assessment of their relationship with their
immediate superiors;

(c) the respondents' opinions regarding their
superiors' priorities at work;

(d) the respondents' opinions regarding their
superiors' methods of supervision;

(e) their confidence in their superior's ability;

(f) The support obtained from their superiors.

(iii) Motivational aspects were examined as follows:

- their source of motivation when taking
up their present jobs;

- their motivation in keeping their present
jobs;

- their propensity to change their jobs.
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(iv) Additional aspect of managerial thinking:

- their knowledge of goals and responsibilities
in their departments;

- their participation in the development of
their departments, plans and goals;

- their attitudes to carrying more respon-
sibility;

- their job load;

- their opinion regarding efficiency reports.

3. To relate the findings to training of middle managers in Sabic

and consider their application; and

4. To consider possible areas for further investigation.

There are several reasons for choosing middle management as

the focus of the study.

The primary importance of middle management is that they

provide the link between top management and those immediately charged

with the execution of the work. 	 Without middle management, it would

be virtually impossible to implement policies. Mary Cushing stated

that:

Middle management is vitally concerned in
the co-ordinative problems, since its
members occupy just that middle position
between their superiors and subordinates.
They often share in the difficulties of
their superiors in arriving at decisions
and they necessarily take part in the
efforts of their subordinates to carry out
policies. They transmit orders, decis-
ions, and guidance downwards. They also
take problems, difficulties and sugges-
tions upwards.1

1. Mary Cushing Niles, Middle Management. Adopted from p.ix, 217,
247, reprinted by perission of Harper & Brothers, copyright,
1941. Harper and Brother Administration, The Art and Sciences of 
organization and management by Albert Le Pawsky, Alfred Kneef,
Inc. (New York, 1960), p.334.
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Middle managers work in a frustrating situation. On the one

hand, there are higher management demands for work to be

accomplished quickly and accurately:

Middle manager intelligently carries out

the policies of the higher management,and

when	 possible gives suggestions	 for
improving and implementing them. He

furnishes his superiors with information

as to the working of their plans and the
progress of both work and personnel, and he

assists them as far as he can to bring

about a successful, efficient and happy
organization.1

On the other hand, the middle management has the responsibility

for mobilizing the lower employees to do the work and on time:

Manager to his subordinates is a leader as

well as a boss. As the link between the

top management and themselves, he is

responsible for transmitting an accurate

interpretation of policy and for inspiring

them with a will to carry it loyally into

effect.	 Contrarywise,	 he	 is	 their

spokesman in carrying upward suggestions,

information, needs and desires. He is one

of the focal points in the meeting of

minds which pes to make up a happy

working group.L

In other words, leadership belongs not alone to higher management,

but to the middle management as well.

Moreover, in contrast to middle managers, top managers are

often chosen for their positions in accordance with their loyalty to

and knowledge of political authority. They are far fewer in number

than middle management, allowing them to be chosen on a personal

basis and they can receive direct help from foreign consultants or

advisers.

1.	 Mary Cushing Niles,op.cit.

2.	 ibid.
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Middle managers are not usually political appointees, nor do they

have available to them the expert advice which top managers have. In

addition, middle management is large in numbers compared to top

management. Therefore, middle management's roles and duties require a

high level of education, leadership, and creative talent among middle

managers.	 However, there are many factors which may limit the

effectiveness of middle management; lack of knowledge as to the goals

of the organization and planning policies to achieve them is one

factor. Another is the inability or unwillingness of top management

to give prompt directions and to delegate the necessary authority to

carry them out. If the responsibilities and objectives of each middle

manager's job are not clearly defined, the ability of the individual

to function is limited. 	 Moreover, there are several other factors

which would condition the performance of middle managers. 	 For

example, their satisfaction and frustration at work. How do they

relate to their superiors? What kind of motivation do they need?

Does it depend on the individual's cultural background, and his own

ambitions and values? The answers to these questions indicate their

importance.

Saudi Arabia has undergone rapid social and economic changes for

at least three decades, which has involved the transition from a

traditional society to a modern nation, adjusting to the vast increase

in wealth, to rapid urbanization and to transition from a rural and

bedouin culture to that of the cities. People have changed their

occupation, learned new tastes and attitudes, educated their children,

acquired	 new homes	 often in	 high-rise	 buildings,	 and have

adjusted the patterns of life to diverse features such as modern

highways,	 large-scale	 electrification projects and industrial

cities, etc. - However, against this modern backdrop traditional
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institutions of Saudi society, such as Islam, the extended family,

and larger kinship groups, have withstood the onslaught of

modernization.

In other words, the increase in wealth which creates increased

demand for material things, does not necessarily alter the

distinctiive pattern of behaviour and belief which gives identity

and continuity to a particular culture.	 It is doubtful if the

core of traditional values has been shaken, and it is likely that

the original traditional patterns will continue to define the basic

meanings and goals of Saudi individuals and social life.1

The importance of understanding the culture lies in the fact

that it is a man-made part of man's environment. It is the sum of

man's knowledge, and other capabilities and habits, which have been

acquired by him as a member of society.2

Being a man-made part of a person's environment, it differs

from country to country.	 Differences in cultures produce

differences in beliefs, moral standards and customs. These patterns

account for the differences in the attitudes of managers.

Understanding the Saudi environment and culture is an important

key issue when studying Sabic's middle managers' behaviour and

attitudes to their traditions, values, and also their attitudes

towards social phenomena generally. This line of reasoning may be

summarised as follows:

(a)	 Middle management attitudes and
behaviour affected by managerial
motivation and satisfaction;

1. George A. Lipsky, Saudi Arabia, its people, its society, its 
culture, H.R.A.F. Press (New YOrk, 1959), p.295.

2. A. Edwin Fevishman, Studies in industrial and personel psycho-
logy, Home Wood, 111, Dorsey Press (1967), p.17.
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(b) Motivation and satisfaction affected by
social and cultural factors.

(c) Thus Middle Management attitudes and be-
haviour are influenced by societal and
cultural factors.

Theoretical Framework 

Cross-cultural management deals with the behaviour and style of

people in management positions from different cultures. Studies in
_

cross-cultural management have become an important issue and subject

during recent decades.

Comparative management deals with the systematic selection,

identification, classification, measurements and interpretation of

similarities and differences among managerial factors, processes,

structures and functions, as found in various nations. 1 Therefore,

the study of comparative management would seem to have come to a

point of necessity.

A multinational enterprise operates in a collective, dynamic

environment. The success and viability of the international organiza-

tion depends upon how it relates to conditions in its environment.

Farmer and Richman emphasized the importance of external environment

factors on the efficiency and success of the manager:

Most studies of management have taken
place with a Black Box labelled manage-
ment, without much concern for the exter-
nal environment in which the firm may op-
erate. As long as this external environ-
ment is about the same for all firms the ap-
proach is valid; however, in cases where the

1. J. Boddewyn, Comparative Management and Marketing Teaching, 
Training and Research, New York University Press (New York,
1970).
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environment differs significantly.., as is

the case between nations, present theory
of management is inadequate to explain

comparative differentials in efficiency.1

A major need in the world of multinational business management

is to find markets beyond national boundaries. 	 Consequently,

transfer of management 'know-how' to other countries, particularly

to developing ones, would result.	 These transfers are very

difficult without considering the environmental, institutional

infrastructures of socio-cultural factors. 	 In other words, it is

difficult to export teachings of U.K. business schools to other

countries,	 and generate an effective manager without due

consideration for the culture and sociological influences which have

guided his or her development; and it is difficult to transport the

person to the business schools of the U.K. and 'make' that person

into a manager in an atmosphere devoid of the culture in which he or

she will practice.

In general, there are two ways of comparative management study,

i.e. cross-cultural theorists, and the universalists. In brief, the

universalists claim that management is management wherever practiced,

and is a universal profession whose principles can be applied in

every organized form of human activity.2

Moreover, after a study of management practice in twenty-

three countries, Harbison and Myers (1959) suggested the existence

of a logic of industrialism which tends to require similar responses

in managerial practice.

1. Richard Farmer and Barry Richman, 'A Model for Research in

Comparative Management', California Management Review, Winter

1964, p.56.

2. Richard Gonzalez and Claude McMillan, Jnr. 'The Universality of

American Management Philosophy', Journal of Academy of Manage-

ment', April 1961, 4 (1), pp.33-41. 
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In the long run, according to this view, stages of industrial

management are associated with managerial practice more than other

factors such as culture and economic constraints. However, Harwood

Merrill's view is that management philosophy is culture-bound and not

universally applicable. 1 Fayerweather states:

The attitude of an executive toward other people
governs the intention and frame of mind with which he

will approach an administrative relationship. To

understand the way in which he will actually conduct
the relationship, we need to explore a second set of

attitudes, the man's system of values.... In large

part these codes are incorporated into the culture of
society.2

Significance of the Study 

Theories of researchers have sought, by various methods, the

determinants of attitudes and job satisfaction for managers.	 The

reasons are many. Primary among these reasons is the mutual benefit

that can be realized by both management and employees.

This study provided an opportunity to examine and understand

managerial thinking of middle managers who work for the Saudi Basic

Industries Corporation (Sabic), and thus augment the existing litera-

ture.

In addition, the result of this study could add to the knowledge

related to cross-cultural theories, especially as there have been few

published studies conducted in the area of work behaviour in Saudi

Arabia, and there have been no serious studies found on managerial

thinking in a cross-cultural management context among Saudi government

employees in general or among public corporations. Another important

reason for this study is that even though Saudi Arabia is not an indus-

trialized country like the United Kingdom, it is trying to become

1. Howard F. Merrill, 'Listening Post', Management News (1963), 36
(1).

2. J. Fayerweather, International Business Management : A Concep-
tual Framework, McGraw Hill (New York, 1969), p.18.
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even though Saudi Arabia is not an industrialized country like the United

Kingdom, it is trying to become industrialized, and it is trying to

improve conditions for its people, so the idea of studying the attitudes

and motivations is becoming an important topic.

Furthermore, Saudi Basic Industries Corporation (Sabic) came into

existence to fulfil part of the Saudi hope of diversification of the

national economy. According to the MEED Report, when the Sabic affil-

iated companies are producing at full capacity, Saudi Arabia will produce

about 5 percent of the world's petrochemicals. 1 38 percent of Sabic petro-

chemicals will go to the U.S.A., 11 percent to the rest of the world and

51 percent for home production.2

In addition to the previous aspects, the researcher interviewed (on

the telephone) 3 the Director General of Project Implementation of Sabic,

Dr. Abdul Aziz S. Al-Jorbu, who revealed that Sabic is concerned about

the following issues:-

(a) Saudization projects shall function after

Saudis are trained and prepared for their

jobs;

(b) a plan to distribute Sabic stocks to a large

number of Saudis (individuals, corporations

and organizations), to prevent the monopoly
of a few Individuals buying the stock.

Organization of the Study 

The study is based on research carried out in Saudi Arabia (see

Chapter IV on Methodology).	 The analytical issues and the literature

related to job attitudes in general are discussed in this study, together

with the concept of culture, comparative management in cross-cultural

research, management and leadership and the literature review of Saudi

Arabia.

1. MEED, September Report, Saudi Arabia, July 1985, p.3.

2. ibid., Special Report, November 1984, p.8.

3. The researcher was not able to use a face to face interview, accord-

ing to Saudi Society tradition. See Chapter IV.
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Introduction 

This chapter primarily describes the framework of the study in

order to provide a perspective.	 The general research statement is

presented and a summary on the introduction to the study.

Chapter I - Survey of the literature 

In this chapter the theories and research on the subject of

managerial attitudes to management are examined. 	 Prior research

related to the cross-cultural management is included. Generalized

studies which pertain to management and leadership theory are dis-

cussed.	 These are supplemented by specific studies relating to a

variety of countries, cultures and industries, to provide for a

linkage between the theoretical and practical application in the

specific area of the study.

Chapter II - Saudi Arabian Environment 

Webster's dictionary defines environment as: 'the aggregate of

all external conditions and influences affecting the life and develop-

ment of an organization'.

In Saudi Arabia, as in other nations, managerial behaviour is

influenced by the environment of the whole society. Three important

environmental factors: geographic, social (cultural and religious),

and economic, are discussed in this chapter.

Chapter III - Saudi Basic Industries Corporation (Sabic) 

The main purpose of this chapter is to introduce the Saudi Basic

Industries Corporation.	 This chapter is divided into two parts.

The first part will introduce the 	 bodies	 responsible for the

Petrochemical	 Industries in Saudi Arabia, while the second part
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presents a descriptive portrait of Sabic, which includes the

objectives of its projects, and the human resources, in terms of the

number of employees and training.

Chapter IV - Design of the Study 

This chapter describes the research methodology used in the

study, including the general problems which faced the researecher

when gathering data in Saudi Arabia.

Chapter V - The Researech Findings 

The data provided by the research instrument are analysed in

this chapter.

Part I provides a statistical description of the three groups

of middle managers developed through use of the demographic data

collected in the Study Survey.

Part II provides the result of a detailed analysis of the

similarities and differences found between the three groups of

middle managers relative to managerial thinking.

Finally, Part III provides the results of the analyses

concerning the similarities and differences between the three groups

of middle manageres regarding their job satisfaction and motivations

Chapter VI - Summary and Conclusions 

The results of the research exploration are described in

summary form in this chapter. The applied theoretical conclusions

are discussed, together with areas of recommendation for further

research and inquiry.
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CHAPTER I

SURVEY OF THE LITERATURE

INTRODUCTION

Therearesimilaritiesanddifferencesamong
the managers around the world. Similar-
ities are explained in terms of industrial-
ization or the industrial subculture.
Differences are explained in terms of
cultural variables. The cultural factors
areconsideredthe most important influenc-
ing variables.1

Because the business world has become more internationalised with

foreign operations steadily increasing, multicultural representation

within companies has also grown rapidly. As a result, there has been

an increased interaction between employees and managers of different

cultures, calling for new management strategies.

Recent studies have concluded that there are major impacts of

culture in the ways individuals and groups work.	 In fact, the

cultural impact on the behaviour of people within work systems,

appears to be greater than the cultural impact on the systems them-

sehes. 2 As the multinational trend continues, it becomes partic-

ularly important for managers to have an international perspective by

significantly increasing their level of understanding of not only

other cultures, but their own as well)

1. J.R. Schermerhorn, Jr., J.G. Hunt and R.N. Osborn, Managing 
Organizational Behavior, John Wiley and Sons (New York, 1985),
p.7

2. J.N. Adler, 'Cross-cultural Management : Issues to be faced',
International Studies of Management and Organization, Vol.13,
No.1-2 (1983), p.231.

3.	 J.R. Schermerhorn, Jr., et al., op.cit., p.7.



14.

The importance of the understanding of the culture lies in the

fact that it's a man-made part of man's environment: the sum of

man's knowledge, beliefs, art, morals, laws, customs and other

capabilities and habits acquired by man as a member of the society.1

Being a man-made part of a person's environment, it differs from

country to country. Differences in cultures produce differences in

beliefs, moral standards and customs. 	 This results in different

behaviour of people and accounts for the differences in the

attitudes of managers.

In this thesis	 the view has been taken that the socio-

cultural contexts of managers influence their thinking and behaviour.

This is recognised by Harris and Moran, who note the influence of

culture on organisational behaviour:

culture affects the way a manager views
every critical factor in the management
process, from decision-making and problem
solving to supervision and appraisal.

Management functions will be affected by a
belief, value, attitude or assumption
which is a part of culture in that it is
shared bx a large number of persons in any
culture.L

McCann pointed out management decision-making is culture

bound. 3 Neghandi referred to McCann's 'culture-bound' statement as

follows:

Their research with Latin American
executives seems to suggest that decision-
making among their executives is guided by
their emotions, attitudes and philosophy
toward life rather than by objective
criteria used in industrialized societies.4

1. Edwin A. Fleishman, Studies in Industrial and Personnel 
Psychology, Home Wood, 111, Dorsey Press (1967), p.17.

2. P.R. Harris and R.T. Moran, Managing Cultural -	 Differences,
Houston, Gulf (1970), P.5.

3. Eugene McCann, 'An Aspect of Management Philosophy in the
United States and Latin America', Academy of Management Journal 
7 (12) (1964), PP.149-152.

4. Anant R. Neghandi, 'Advanced Management Know-How in
Underdeveloped Countries', California Management Review, No.
10 (3) (1968), PP.53-60.
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Cultures are systems of learned behaviour shared by the members

of a group, in which the principal model is a complete society,

lasting many generations, in which learning within the family during

immaturity is the expected method of induction, and in which the

total system is dependent upon the stimulus provided by the

behaviour of infants and children who have learned how to provide

that stimulus to their elders as well as by the way in which elders

behave to juniors. Moreover, culture is the total, shared learned

behaviour of a society or sub-group. 	 Total learned, shared

behaviour of a functionally autonomous society that has maintained

its existence through a sufficient number of generations so that

at each stage of the life-span an individual is included within the

system.

A further definition of culture as made by Baronow should be

kept in mind, when future references in this study are made to

national stereotypes and their influence on the management process

and managerial thinking. Baronow states:

...A culture is a way of life of a group

of people, the configuration of all the
more or less stereotyped patterns of

learned behaviour which are handed down

from one generation to the next through
the means of language and imitation.1

Margaret Mead defines culture as the traditions, customs, and

norms, beliefs, values and thought-patterning which are passed down

from generation to generation.2

1. Victor Baronow, 'Culture and Personality' in Culture and 

Management, ed. by Ross A. Webber, Home Wood 111, Richard D.
Irwin, Inc. (1959), p.67.

2. Margaret Mead, Continuities in Cultural Evaluation , Yale

University Press (New Haven, 1966).
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However, it is not easy to define exactly what is meant by the

term 'culture'. According to Schermerhorn, there have been more than

164 different definitions offered in the literature. 1 Kluckhohn and

Strodbeck put forward a definition that is often used as 'variations

in value orientations'. 	 They explain that 'value orientations are

complex though definitely patterned principles', resulting from trans-

actional interplay of the three analytically distinguishable elements

of the evaluative process of the cognitive, the effective, and the

direct elements'. 2 These elements give order and direction to human

problems.

Ruth Benedict explains that the basic issues of human existence

are dealt with in all cultures, but 'they deal with them in many

different ways'. 3 In her view, societies function as long as they are

internally consistent regardless of the premises on which they are

based. This position has been supported by others since Benedict, as

a common view emerged that looks at culture as experience which has

become mentally programmed to interpret new experiences in particular

ways. According to G.T. Winston, 'it is a conditioning that is shared

with other members of a nation, religion, or group. Such cultural

programming "endures and is hard to change" '. Moreover, Winston adds

that the changes come slowly, because the ways people think are

crystallized into institutions such as in government, legal systems,

educational systems, industrial relations systems, family structures,

religious organizations, clubs, settlement patterns, literature,

architecture and even science.4

1. J.R. Schermerhorn, Jr., et al., op.cit., 13.8-

2. F.R. Kluckhohn and F.L. Strodbeck, Variations in value orienta-
tions, Row, Peterson and Company (Evanston, Illinois, 1961), p:11.

3. Ruth Benedict, Patterns of Culture, Houghton Mifflin (Boston,
Massachusetts, 1943), P. 86.

4. G.T. Winston, Multiculture : A Planning Process, Griddin Publish-
ing (Columbus, Ohio, 1984), pp. 47, 62.
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Ayisi attempts a more comprehensive descriptive approach, while

emphasising the importance of shared meanings in society. He reviews

a number of definitions by eminent contributors and enumerates the

major components.1

1. As a term, 'culture' is a heuristic device
which serves as a conceptual tool for
indicating certain features of the important
landmarks in the social field, so that certain
objects may have a meaningful existence in the
social system;

2. culture embodies a reflection of man's
struggle for survival and his need to
reconcile himself of nature;

3. it 'embodies everything which contributes to
the survival of man, and this will comprise
not	 only	 physical	 factors	 but	 also
sociological factors';

4. it comprises 'the ways of behaving.., the way
we do things';

5	 this includes 'the means by which we do
things.	 Implements, artefacts, paintings...
and all	 integrative	 forces	 such	 as
religion...';

6. ecological factors have an influence on human
behaviour, so 'cultures have a symbiotic
affinity with their environments, including
geographical factors.

Studies have demonstrated that the relative importance of

different needs varies across cultures. 	 They show that the ways

various needs manifest themselves are quite different in different

cultures. George Winston found considerable difference in the need

for achievement among those with different cultural backgrounds. He

observed that achievement, for example, was valued in North America

much more than in South America. 2 Such findings should be important

data for managers in multi-cultural environments.

1. E.O. Ayisi, An introduction to the study of African culture,
Heineman (London, 1979), pp.1-3.

2. G.T. Winston, Multiculture : A Planning Process, Griddin
Publishing (Columbus, Ohio, 1984), pp.68-69.
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Hofstede found that nationality was important to management due

to political, sociological and psychological differences reflected in

the culture.	 In his study across fifty countries with 116

questionnaires, he notes numerous implications for international

managers. 1 In general, one major view that can be deduced from this

work is that management is not the same nor is it becoming the same

around the world over.	 Instead, he demonstrates many differences

between national cultures.

Considerable attention has been given to cross-cultural

comparative management.	 This has been due to the growth of

international business and management over the last few decades.

Ajiferuke and Boddewyn defined comparative management as 'the

systematic detection, identification, classification, measurement and

interpretation of similarities and differences, among managerial

actors, processes, structures and functions as found in various

nations' .2

Schollhammer added the concept of application by explaining

comparative management as follows:

Comparative management theory can be

defined as concerned with the systematic

detection,	 identification,	 explana-

tion of uniformities of regions. The

analysis of the management, relevant

similarities and variations in a compara-
tive fashion forms the basis of predictive

statements about the degree of managerial

effectiveness and productive efficiency,

and the improvement thereof.3

1. G. Holstede, 'The Cultural Relativity of Organizational Practices

and theories', Journal of International Business, Fall (1983).

2. M. Ajiferuke and J. Boddewyn, 'Culture and other explanatory
variables in comparative management studies', Academy of 
Management Journal, June (1970), p.8.

3. H. Schollhammer, 'Strategies in Comparative Management
Theorizing', in Comparative Management: Teaching, Training and 
Research, ed. J. Boddewyn, New York University Press (New York,

1970), p.14.
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The number of individuals working for business concerns outside

their native country has increased sharply in 20 years. Where the

individual cannot successfully adopt or perform in a new culture, the

failure is a very expensive mistake for the company. This study deals

with the differences and similarities of managerial attitudes and

behaviour between three groups of middle managers (from Saudi Arabia,

from developing countries, and from developed countries) in Saudi

Basic Industries Corporation (Sabic). See Introduction and Chapter

IV.

Sabic is a multinational corporation (see Chapter III), employing

people of many nationalities coming from different cultural back-

grounds, having different role expectations and contradictory or

contrasting values (see Chapter V).

In this chapter which consists of six sections, the first section

is a review of the different schools of thought relating to cross-

cultural behaviour traits that affect managers' thinking; the second

section introduces the literature related to job satisfaction in

general; the third section deals with comparative management in cross-

culture research. The fourth section reviews the conceptual relation-

ship of management and leadership which present the current theories

of leadership together with the effects of situational factors, such

as culture; the fifth section deals with leadership in cross-culture

research, and the sixth section reviews the Saudi Arabian literature

on job attitudes and motivation.
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_

1.1	 Cross-cultural School of Thought 

The various, yet similar concepts of culture and cross-culture

management continue throughout the literature. These differences fall

into three schools of thought. The Universal school of thought, the

economic cluster theory, and the cultural theory.	 Each of these

schools is discussed within the context of empirical discovery.

Universal School 

The Universal school of thought claims that there are no real

differences in managerial principles governing management practices

among different countries.

Koontz supported the Universalists view by noting that budget-

ing, the use of rates of return on investment (ROT), and network

planning are scientific and universal principles of management.

Koontz contended that those that believe culture determines managerial

behaviour fail to separate the 'Science of Management' from the art of

managing, which may require modification for use in different environ-

ments and cultures. The science is the fundamental, while the art is

the application of those fundamentals.1

Bartels commented that there may be some alternative means of

looking at forces which affect the validity of Universality. 	 He

stated:

National culture affects the conduct of

business in many ways. It determines the

relation of business and government, the

spirit and limits of entrepreneurship, the

roles of labour-management-owner-consumer
participants, business ethics, and rules

of work and ,reward... Different cultures

nurture different virtues, but no nation

1. H,. Koontz, 'A model for Analyzing the Universality and Transfer-
ability of Management', Academy Management Journal, Vol.12
(1969).
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has monopoly on the development of traits

common to all men; traits which may be
conducive to economic development and

success. The lesson of comparison is that

within every culture are philosophies
which could magnify innate common virtues

and bring similar achievements in

business.., whatever may be learned from

comparison of cultural roots and their
effects on business, more may be learned

from the problems of contrasting systems.1

The Universal theory is based upon a world managerial culture.

Any differences found between managers are accounted for by

individual, situational, and organizational differences, rather than

by cultural variances.

Child, who reviewed a number of cross-cultural studies, concluded

that there was a tendency toward convergence among organizations in

different cultures. Organizations were becoming more and more similar

across cultures.	 It would, therefore, seem appropriate to look for

applied 'Universal' theories and approaches to management when

involved in multicultural operations,.2

Hofstede's view was contrary to that of Child. 	 Hofstede

emphasized the role culture plays in management by stating the

following:

Most present day management theories are

'ethnocentric', that is, they take the
cultural environment of the theories for

granted. What we need is more cultural

sensitivity in management theories; we

1. R. Bartels, 'National Culture-Business Relations: United States

and Japan Contrasted', Management International Review, Vol.22,
(1982), pp.6-8.

2. j.M. Child, 'Theoretical Perspectives in cross-national organi-
zational Resarch', International Studies of Management and 
Organization, Winter (1982).
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could call the result 'organizational

anthropology'. It is unlikely to be the
product of one single country's intell-
ectual effort; it needs by definition a

synergy between ideas from different
sources.. .the convergence of management
will never come. What we can bring about

is an understanding of how culture in
which we grew up and which is clear to us
affects our thinking differently from

other people's thinking, and what this

means for the	 transfer of management
practices and theories. What this can

lead to is a better ability to manage

intercultural negotiations and multi-
cultural organizations like the	 United

Nations, which are essentia1.1

Economic cluster 

The economic cluster theory holds that managerial thinking and

attitudes are influenced to a large degree by the stage of economic

and	 industrial development of the nation. 	 Managerial behaviour,

therefore, differs from one country to another, depending upon the

stage of economic development and the level of industrialization.

Ajiferuke and Boddewyn found in seven studies which had made a

significant contribution to understanding managerial behaviour and had

dealt with more than one country. In these studies, there were four

characteristics associated with economic development.

1. the application of science and technol-

ogy to industry;

2. a rapid increase in per capita productivity

in population growth;

3. rapid re-structuring in industry, involving

urbanisation and a move from agriculture
to manufacturing and service industries;

4. development of international relationships.

1.	 G. Hofstede, 'The cultural relativity of organizational practices
and theories', Journal of International Business, Fall 1983,

p.89.
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Ajiferuke and Boddewyn report that in these seven studies, the

contention is that because 'the logic and imperatives of industriali-

zation "are inescapable", differences in the practice of management

and managerial behaviour in different countries, can best be explained

by their level of economic development'. 	 While not denying the

existence of cultural differences, these studies insist that the stage

of economic development 'tends to create a universal culture of the

work place, managers, irrespective of their countries, will tend to

behave according to its demands':

In a sense these authors are universal-
istic. They believe that international
differences in management will be elimin-
ated as nations of the world 'converge'
and become equally industrialised as
managers everywhere are forced to use the
same methods and tools...1

Veblen believed that management practice was a response to

technological determinism, or 'machine progress'. The standardization

of goods and services resulting from machine production means that men

are required to adopt their needs and their motivations to the

exigencies of the (machine) process.2

Kerr et al believed that industrializing societies must respond

to the 'logic' of science and industrialism, which is independent of

the nation, the forms of government, and the immediate tradition.3

1. M. Ajiferuke and J. Boddewyn, op.cit., pp.153-163.

2. T. Veblen, The Theory of Business Enterprise, Scribner (New York,
1928), p.13.

3. C. Kerr,J.T. Dunlop, F. Harbison and C.A. Meyers, Industrialism 
and Industrial Management, 2nd ed., Oxford University Press (New
York, 1964).
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Cultural Cluster 

The cultural theory asserts that managerial behaviour is

determined by culture.	 The Cultural Cluster theory maintains that

cultural differences are a major source of variation in cross-cultural

managerial attitudes and behaviours.

Oberg notes that the ground rules under which managers operate

vary from country to country and it is hopeless to search for a common

set of strategies of management.

Cultural differences from one country to

another are more significant than many

writers now appear to recognize...

If management principles are to be truly

universal,.., they must face up to the

challenge of other cultures and other

business climates... (the) universalists
claim is hardly warranted by either

evidence or intuition at this stage in the

development of management theory.1

Ajiferuke and Boddewyn surveyed the existing literature of

comparative management, selecting 33 studies which had made a

significant contribution to understanding managerial behaviour and

dealt with more than one country.	 In 22 of these studies, the

researchers tried to establish correlations between managerial

behaviour and cross-cultural variations between countries. One of

these studies found that:

The principles and functions of manage-
ment are universal, but that the process

of management is culture-bound; hence they

concluded that culture (i.e. customs,
laws, conditions of country), is

significant as a determinant of managerial
effectiveness •2

1. W. Oberg, 'Cross-cultural Perspectives on Management Principles',
Academy of Management Journal, vol.6 (1963), p.129.

2. M. Ajiferuke and J. Boddewyn, op.cit.
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Hostede's view reflected the importance of culture in manage-

ment as the following:

Both management practitioners and manage-
ment theorists over the past 80 years have

been blind to the extent to which activi-

ties like 'management' and 'organizing'
are culturally dependent. They are cul-

turally dependent because managing and

organizing do not consist of making or
moving tangible objects, but of manipula-

ting symbols which have meaning to the

people who are managed or organized...

management and organization are penetrated
with culture from the beginning to the

end.1

Three different variables were mostly used to explain the differ-

ences and similarities among management, economic, cultural, and

psychological. Those who emphasized economic factors claimed that the

stage and pace of industrialization, combined with the nature of an

economic system, was more important than any other variable for

explaining comparative differences and similarities in management

among countries. Although it is not easy to define exactly what is

meant by the term 'culture', as Whitley and England explain:

Defining culture is a much mur .= difficult

task. There is little consensus on a
definition of culture, as Kroeber and
Kluckhohn (1952) attest in their catalogue

of 164 different definitions. Common to

these definitions is the inclusion of
knowledge, beliefs, art, law, morals, cus-

toms, and other capabilities acquired by

man as a member of society. The breadth
of this concept and limits on our present

knowledge have led to a usage of culture

as a residual concept in most studies

where sampling procedures are adequate.2

1. G. Hofstede, op.cit., p.88.

2. William Whitley and George W. England, 'Managerial Values as a

Reflection of culture and the process of industrialization',

Academy of Management Journal, XX, No.3, September 1977, p.440.
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Negandhi explains the difficulties of defining culture as

follows:

There is no one way of doing things. The
principle of equifinality applies to the
functioning of social organizations:
managers may achieve given objectives
through various methods.

There is no universal applicability to
either authoritarian or participating
democratic management styles. In general,
the	 United	 States	 can	 best	 be
characterized as	 following democratic
participating	 style,	 while	 Germany,
France,	 and most of the developing
countries are authoritarian in their
management style. The authoritarian
style is not necessarily dysfunctional in
developing countries. This perhaps might
be the 'right type' of leadership. More
objective measures are brought to bear in
making managerial decision with respect
for compensation, objectives, goal
setting, etc., in the developed countries;
subjective judgement (emotions, religious
beliefs)	 often	 enters	 the decision-
making process in developing countries.1

1.2 Comparative Management in Cross-Cultural Research 

A systematic and comprehensive conceptionalization about business

management is of relatively recent origin. Scholars reviewing the

evolution of management thought generally trace it back to the

scientific management movement which gained remarkable momentum with

the publication of Frederick W. Taylor's 'Principles of Scientific

Management' in 1911. 2 From there on the field of business management

attracted a great number of eminent thinkers who contributed in some

form to a systematic identification, classification, and interpretation

1. A. Negandhi, 'Comparative Management and Organization Theory : A
Marriage Aeeded l , Academy of Management Journal (June 1975)T

pp. 334-344.

2. J.F. Mee, Management thought in Dynamic Economy, University Press
(New York, 1963).
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of managerial problems, and thus provided a theoretical underpinning

for the management discipline. However, differences in emphasis or

neglect of certain crucial aspects soon led to the development of

various theoretical orientations, some of which developed as 'schools

of management', each with its own focus, instrument and following.

Koontz described and analyzed this situation in an article

entitled 'The Management Theory Jungle' by grouping the various major

contributions to management theory into six schools of thought. The

management process school perceives management as a process of getting

things done through and with people operating in organized groups.

The empirical school identified management as the study of experience

and used Cass' analysis as a vehicle for teaching and draw

generalizations about management.

- the human behaviour school souyit EU baidy management. as inter-

personal relations since management was getting things done through

people;

- the social system school saw management as a system of cultural

inter-relationships in which various groups interacted and cooperated;

- ulle	 decision	 Eiify scnuui	 Ic.icrdceo urt analyzing and

understanding who made decisions, how they were made, and the entire

process of a selection of a course of action from among various

alternatives;

- the mathematical school viewed management as a 'system of

mathematical models and process'. 	 This approach included the

contributions of operations researchers, operations analysts, or

management scientists, who thought that management or decision-

making could be 'expressed in terms of mathematical symbols'.1

1.	 Harold Koontz, 'The Management Theory Jungle', Journal of the 

Academy of Management (December 1961), pp.174-188.
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Farmer and Richman developed a theoretical model for cross-

cultural management research. In the model they described culture as

a major	 variable	 in	 determination of both managerial and

organizational effectiveness. Their model employed four key concepts.

These key concepts were comparative management problems - coordination

of human and material resources; external constraints such as

economic,	 'legal and political,	 sociological,	 educational and

managerial efficiency'. 1 This model is graphically depicted in Figure

1.1.

Negandi and Prased, on the other hand, developed a model which

described management philosophy as an independent factor. They argued

that if the environmental and cultural factor were the main

determinants of management practices and effectiveness, one would

expect close similarities in the management practices of two

comparable industrial enterprises. They used as an example, the two

American retail chains of Montgomery Ward and Sears Roebuck, which are

basically in the same business and confronted with similar market and

environmental conditions. Their managerial practices and effectiveness

are not the same. Their model identifies basically the same external

environment but recognizes management philosophy as an independent

variable. 2 The model is shown in Figure 1.2.

1. L. Kelley and R. Worthley, 'The Role of Culture in Comparative

Management: A Cross-Cultural Perspective', Academy of Management 

Journal, vol. 24, No.1 (1981), p.166.

2. ibid. pp.166-167.
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Sekeran conducted a research study to find out if American

organizational concepts and measurements could be transferred to other

cultures. The two concepts of job involvement and job satisfaction

were examined.	 The research asked the following two questions:

1. to what extent are the measures of job
involvement and job satisfaction developed
in the United States appropriate for Indian
culture?

2. what, if any, are the similarities and
differences among the predictors for job
involvement and job satisfaction in the two
cultures?

The sample was 267 white collar, randomly selected, bank

employees from the United States, and 307 from India. His predictors

included the following:

1. Demographic characteristics: age, educa-
tion, sex, tenure and income;

2. personality characteristics: achieve-
ment, affiliation, autonomy, dominance,
protestant ethic, locus of control, and
tolerance for ambiguity;

3. organizational climate factors; partici-
pation in decision-making, communication,
stress and self-esteem from the work.

Sekeran found that both measures of job involvement and job

satisfaction developed for the United States culture were appropriate

and applicable to Indian culture. Correspondingly, findings indicated

that the organizational climate variable 'self-esteem from the work

place' was important for job involvement in both cultures, as was the
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length of time spent in the organization, measuring age and tenure.

For job satisfaction, job variety and stress were found to be common

predictors in both cultures. Income was found to be a predictor of

job satisfaction in the United States, but not in India, a difference

attributed to variation in organizational policy. The conclusion of

Sekeran 's study was that the United States organizational concepts

and measurements were transferable to another culture.1

Kelley	 and	 Worthley	 studied	 the	 role	 of culture	 in

cross-comparative management research. 	 In their research, three

groups	 made	 up	 the	 data	 source:	 Caucasian-American,

Japanese-American, and Japanese managers. 	 The study took place in

Hawaii, and the samples consisted of 41 Japanese-American, 27

Caucasia-American, and 62 Japanese managers. The managerial levels,

ages and education levels of subjects were similar. The Caucasian-

American and Japanese-American groups shared the same economic system,

education and, culture. The only common factor between the Japanese-

American and Japanese managers was a cultural link.	 A 15 item

questionnaire measured the differences in managerial attitudes. 	 It

employed a five-puint likert- type scale ranging from 'strongly

disagree' to 'strongly agree'.

Kelley and Worthley used two statistical tests. The first test

showed a dissimilarity between American and Japanese managers. The

results of the second test indicated the role of culture in the

formation of managerial attitudes of respondents. Of eleven items

predicting significant differences, the Japanese group was separated

from at least one American group in all eleven cases and from both

American groups on eight of the eleven items. There was a significant

difference found between the two American groups on only three items.

1. U. Sekeran, 'Are U.S. Organizational Concepts and Measures

Transferable to another culture : An Empirical Investigation',
Academy of Management Journal, vol.2 (1981).
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Their conclusion was that 'national' and 'cultural' differences are

important in the formulation of managerial attitudes of respondents.1

From the comparative management standpoint,GI -Jiselli and Porter

(1966) conducted the first wide-scale international study on managerial

attitudes and beliefs.	 In their research, they tried to answer

questions such as what managers think about managing: are their ideas

all pretty much the same, or does managerial thinking differ from

country to country? And if it does differ, how do the countries group

themselves together? They analyzed the management styles of 3,641

managers in fourteen different countries. 	 The countries were

clustered into five groups, which were Nordic-European countries

(Norway, Denmark, Germany and Sweden); Latin-European countries

(France, Spain, Italy and Belgium), the Anglo-American countries, a

group which might be called developing countries (Argentina, Chile and

India), and, finally, Japan, which stands by itself and does not fit

in with any of the country clusters. Some of the findings indicated

that Nordic-European managers were less positive than other managers

about the capacity of the average person to exercise leadership and

initiative. In their feeling about the sharing and value of employee

participation,	 Nordic-European managers equalled other groups.

Subjects from the Anglo-American cluster were more democratic than

autocratic in orientation. Managers from developing countries were

more autocratic than democratic in orientation.

For two other attitudinal dimensions in this international study,

the results reveal a tendency to agree among all the countries in the

sample, and so suggest that neither cultural factors nor the state of

1. L. Kelley and R. Worthley, op.cit.
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industrialization has much impact on attitudes toward participation

and attitudes toward employees' internal control of their own jobs.

In terms of attitudes toward participation, a consistently positive

response was found; yet, Japanese managers were even more strongly in

favour of participation and the United States were neutral.

However, the researchers concluded that 25 to 30 percent of the

observed differences could be attributed to national origin.	 The

cultural influences were present and substantial. It was not over-

whelming, the research stated:

National differences make a consistent and substan-

tial contribution to the differences in managers'

attitudes. On the other hand, in terms of the

possible differences in responses to the items on the
questionnaire, all of the responses tend to cluster

fairly closely at one end of the scale. One might

take the position that being a manager is a way of

life and that as such a French manager might be

expected to be more similar to an Indian manager, say

than to a French non-manager. The considerable
similarity among managers, responses throughout the

instrument lends some real support to this belief in

the universality of managerial philosophy. On the
other hand, one might believe that the fact of being a
Frenchman, for instance, outweighs all else; so that a

French manager is more like another non-managerial

Frenchman in his attitude about management than he is
like an Indian manager. In support of this belief,

there is the fact that 25 to 30 percent of the

observed difference can be attributed in national

origin.	 The cultural influence:	 is present and

substantial. It is not overwhelming.1

Furthermore, the findings showed that some countries were much

more similar to one another than they were to other countries, of the

91 . comparisons,	 14 countries with each other, about 20 percent

showed no consistent relationship, about 20 percent were very

1. Hair Mason, Edwin E. Ghiselli and Lyman W. Porter, 'Managerial

Thinking: An International Study', John Wiley & Co. (New York,

1966), p.9.
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dissimilar, and about 20 percent were fairly similar. The countries

were not all alike or uniformly scattered. Some of them were like

others, and some were different from others.	 Moreover, the

researchers stressed that these clusterings were simple empirical

facts which appeared in the data. All the managers were asked the

same questions. They were not a priori logical groupings forced on

the data as a result of prejudged notions about relationships, but

were the relationships which stood out from an analysis of the

responses as they were. The thing that emerged most clearly from the

clusters was the strong pattern of cultural influence in these data.

The first three clusters - Nordic, Latin and Anglo-American - all

include countries with strong bonds of similarity with many common

elements in their cultural background.

In Belgium it was necessary to use a French language ques-

tionnaire in the south and a Flemish one in the north. Even though

the two parts of Belgium tended to go together, their differences

tended to split along cultural lines. 	 North Belgium, with its

Protestant history, moved in the direction of the Nordic cluster,

while predominantly Catholic south Belgium was more like the other

Latin countries.	 The influence of cultural background and a broad

sweep of values was unmistakable.

At first glance, these clusters seemed to be language clusters,

tempting the researchers to ask whether this is merely an artifact of

translation.	 They found two responses. First one of the tightest

clusters - Argentina, Chile and India - was not a language cluster.
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Indeed, it cut across two of the languages, represented in an earlier

cluster.	 Clearly the empiricial findings did not support the

explanation on the basis of language. Secondly, the close relation of

language and culture makes them, to some extent, inextricable. With

regard to managerial motivation and satisfaction, the study showed

that business firms, no matter in what country, will have to be

concerned with the satisfaction of self-actualization and autonomy

needs for their managers and executive. Both types of needs were

regarded as relatively quite important by managers, but the degree to

which they were fulfilled did not live up to their expectations. This

gap between perceived actual fulfilment and expected fulfilment could

be due either to unrealistic expectations on the part of managers, to

actual inadequate fulfilment, or to a combination of both reasons.

It seemed to be a tenable hypothesis that many business

organizations in a number of countries were not doing as good a job of

providing autonomy and self-actualization satisfaction for managers as

they should be, or at least not as good a job as they are doing in the

area of social and esteem needs. The latter two types of needs, which

were regarded by the managers as of relatively low importance, were

also seen by them as relatively well satisfied. Security needs were

especially interesting. 	 The 3,641 managers in the sample generally

reported that the need for security was relatively highly fulfilled,

that the degree of fulfilment was in line with expectation (their

satisfaction thus being high), and that they considered this an

important need. The fact that security needs seemed relatively well

satisfied for managers may reflect the relatively good economic

conditions existing in most of the countries at the time of the study.
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When the researchers looked at the overall differences among

groups of countries with regard to motivations and satisfaction in the

managerial job, they encountered fairly large variations in the

patterns of motivational feelings. At one end of the scale, there

were those that felt very well off, in terms of need fulfilment and

satisfaction; whereas with people from other countries there was

apparent dissatisfaction. ' The factors underlying these differenCes

seemed to be not only the degree of economic development, but also the

business climate.

1.3 Job attitude 

As a result of the constant conflict between the complex demands

of organizations and the conditional behaviour of individuals, a large

number of studies of job attitudes have been conducted.

One of the earlier studies was conducted by Hoppock. 1 In this

study he attempted to define and measure job satisfaction. Hoppock

noted that 'job satisfaction is any combination of factors that could

cause a person to say "I am satisfied with my job"'. Hoppock

conducted a census of all workers in the town at New Hope, Connecticut

and classified them as (a) unskilled; (b) semi-skilled; (c) skilled

manual and white collar; (d) sub-professional and minor supervisory;

and (e) professional, managerial and executive. 	 He used a factor

analysis of a four-item questionnaire, with a possible score range of

1 to 11 on each item. The result showed that the index of

satisfaction - calculated from. the item scores - increased as the

status of the occupational group increased.

1.	 R. Hoppock, Job Satisfaction, Harper and Row (New York, 1935).
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Schaffer defined job satisfaction in terms of need satisfaction:

Overall satisfaction will vary directly
with the extent to which those needs of an
individual which can be satisfied in a job
are actually satisfied; the stronger the
need, the more closely will job
satisfaction depend on its fulfilment.1

In this study, Schaffer measured need satisfaction, the intensity

of needs and job satisfaction separately for 12 needs. Correlations

were significant at the .01 level between job satisfaction and need

satisfaction for the first four needs in strength rank. Five of the

twelve job satisfaction to need satisfaction correlation were

significant at the .01 level.

Maslow2 developed the basic need satisfaction model. Maslow's

theory of human motives emerges sequentially according to a hierarchy

of five need levels:

1. Physiological needs which consider the basic
needs or drives such as food, water etc.

2. Safety needs which produce a secure
environment that is free from threat to
continued existence.

3. Belongingness and love needs which related
to one's desire to be accepted by one's
peers and to develop friendship.

4. Esteem needs, which focus on one's desire
to have a positive self image and to
receive recognition, attention from
others.

5. Self-actualization needs which means a
feeling	 of	 self-fulfilment	 or	 the
realization of potential.

1. R.H. Schaffer, 'Job Satisfaction as related to need satisfaction
in work', Psychological Monographs, 67, No.14 (1953), (Whole No.
364).

2. A.H. Maslow, Motivation and Personality, Harper and Row (New
York, 1954).
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According to Maslow, these needs that are very largely unsatis-

fied, tend to create tension within people that leads them to behave

in ways that are aimed at reducing the tension and restoring internal

equilibrium. The individual will always strive to satisfy basic needs

before higher-order needs, and when a need is basically satisfied, it

is no longer a primary motivation.

Maslow (1968), 1 proposed in his theory that at the highest level

of the hierarchy, a reversal occurs in the satisfaction-importance

relationships.	 He stated that for self-actualization, increased

satisfaction leads to increased need strength.

Maslow (1970), 2 claimed that this need hierarchy was instinctual

or that such needs could be almost universally observed, even in

different cultures.

Herzberg et al. (1957), 3 reviewed approximately 2,000 books and

articles on the subject. Their review listed over 10,000 references

examining job attitude studies under various headings of job dissatis-

faction, effects of attitudes factors related to job attitudes, atti-

tudes towards supervision vocational selection and job attitudes, and

mental health in industry.

They concluded that positive job attitudes are a tremendous asset

to industry, and that it is a contention supported by much of the

experimental evidence available.	 Moreover,	 to support their

1. A.M. Maslow, Toward a Psychology of being (2nd ed.), Van Nostrand
Reinhand (Princeton, N.J., 1968).

2. A.H. Maslow, Motivation and Personality (2nd ed.), Harper and Row
(New York, 1970).

3. F. Herzberg and B. Mausner, R.O. Peterson and D.F. Copwell, Job
attitudes : Review of research and opinion, Psychological Ser-
vice of Pittsburgh (Pittsbgh, 1957).
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conclusion, they pointed to 'unequivocal' evidence of the relation of

attitudes to turnover, absenteeism and accidents.

With regard to the factors of job satisfaction, Herzberg, Mausner

and Snyderman (1959) 1	advanced the hypothesis that there are some

factors which are job satisfiers and others which are job

dissatisfiers.	 The research was based upon interviews of 200

engineers and accountants in the Pittsburgh area by using a method in

which they asked the engineers and accountants to think of a time when

they felt especially good about their jobs and a time when they felt

particularly bad about their jobs, and then to describe the conditions

that led to those feelings.	 Herzberg et al., found that employees

named different types of conditions for good and for bad feelings.

That is, although a feeling of achievement led to a good feeling, the

lack of achievement was rarely given as a cause for bad job feeling.

Instead, some other factor, such as company policy was given as a

cause of bad feelings. This theory states that job satisfaction and

job dissatisfaction are reactions to different kinds of job aspects,

and denies that a given job aspect can be instrumental to any

appreciable degree in providing both job satisfaction and job

dissatisfaction.

Herzberg, Mausner and Snyderman (1957) summarized the theory as

follows:

The three factors of work itself,

responsibility and advancement, stand out
strongly as the major factors involved in

producing high job attitudes. Their role

in producing poor job attitudes is by con-

trast	 extremely	 small.	 Contrarywise,

company	 policy	 and	 administration,

supervision and working conditions
represent the major dissatisfiers with

little potency to affect job attitudes in

a positive direction. The job satisfiers
deal with the factors involved in doing

1.	 F. Herzberg, B. Mausner, B. Snyderman, The Motivation to work 
0-A --144-Z--	 1-L-	 (AL.—	 1t-1En\
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the job, whereas the job dissatisfiers deal
with the factors that define the job
context .1

Herzberg, Mausner and Snyderman argue that job content factors

(e.g. achievement, recognition, responsibility), seem to contribute to

satisfaction, while a deficiency of context factors (extrinsic factor

such as pay, hours, and supervisory practices) in a job seems to

contribute to dissatisfaction. Thus, the two factors are supposed to

function relatively independently of each other.2

A deficit of intrinsic or content factors, according to the

theory of Herzberg, Mausner and Snyderman (1959), can reduce satis-

faction, but a surplus of extrinsic factors will not increase satis-

faction. Halpern (1969) reported testing these hypotheses. In

particular, Halpern reported that the mean level of satisfaction was

the same for both intrinsic and extrinsic factors, although the

intrinsic factors accounted for significantly more variance in the

measure of overall satisfaction than did the extrinsic.3

Evidence for and against the Herzberg et al. hypothesis is still

accumulating, and in this regard Vroom's comment is still relevant:4

1. F. Herzberg et al. (1957), op.cit., pp.81-82.

2. F. Herzberg et al. (1959), op.cit.

3. G. Halpern, 'Relative Contributions of Motivational and Hygiene
Factors to overall job satisfaction', Measures of occupational 
attitudes and occupational characteristics, ed. J.P. Robinson,
R. Athanacian and K. Head, Library of Congress (Washington, D.C.,
1969).

4. V.H. Vroom, Work and Motivation, John Wiley and Sons (New York,
1964), p.38.
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Herzberg's conclusion that the variance in

job satisfaction below some hypothetical

level can be explained in terms of one set
of variables can neither be accepted nor

rejected at this time. Corroboration of

his position will require experimental
evidence of non-linearity in relation-

ships, a problem that is worthy of much

more attention than it has received.
Regardless of the outcome, Herzberg and
his	 associates	 deserve	 credit	 for

directing attention toward the

psychological effects of job content, a
problem of great importance in a world of

rapidly changing technology.

The Porter (1961, 62, 63) 1 Need Satisfaction Study, measured

satisfaction for a list of job needs based on the hierarchy of needs

proposed by Maslow (1954). For each of 13 items he asked:

1. How much is there now?

2. How much should there be? and

3. How important is this to me?

Porter then calculated a degree of perceived need deficiency score,

subtracting the 'how much' score from the 'should be' score. He then

defined job satisfaction in terms of the difference score, the larger

the difference score, the larger the degree of dissatisfaction or the

smaller the satisfaction. The method used by Porter (1962) 2 asks the

respondent 'How satisfied is one in terms of what he expected from his

particular management position'. In the three studies cited, Porter

found that there were significant differences in need fulfilment and

need satisfaction between bottom and middle managers, 3 and five

management levels of management from first line supervisor to

President (Porter 1962).	 He found that need fulfilment and need

1. L.W. Porter, 'Job Attitudes in Management: 1. Perceived

deficiencies in need fulfilment as a function of job level',
Journal of Applied Psychology, 46 (1962), pp.375-84.

2. ibid., p.378.

3. L.W. Porter, 'A Study of Perceived Need Satisfaction in Bottom

and Middle Management Jobs', Journal of Applied Psychology, 45
(19W. nn.1-111.
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satisfaction did not differ significantly between age groups (Porter

1962), 1 or managers in companies of different sizes (Porter, 1963).

On the other hand, in Porter's Need Satisfaction study of the

working population, workers expressed generally negative attitudes

toward their jobs.

An analysis of the reported characteristics of dissatisfied

workers showed a significant or consistent relationship between age,

length of service, occupation, income and position with satisfaction.

Workers who were found to be flexible and better adjusted, were from a

superior, family environment, and were realistic about their situa-

tion and goals. Job factors that had a significant relationship to

job satisfaction included intrinsic aspects of the job, supervision,

working conditions, wages, opportunity for advancement, security,

company, and management policy, social aspects of the job, communica-

tion and benefits.

Smith, Kendall and Hulin 2 defined and developed instruments for

measuring job satisfaction. 	 They defined job satisfaction as the

difference between what is expected as a fair and reasonable reward,

and what is experienced in relation to the alternative available in a

given situation.	 These dimensions were proposed for measures of

satisfaction:

1. They should be directly evalu-
ative rather than descriptive;

2. there should be a time per-
spective to which they refer;
and

1. L.W. Porter (1962), op.cit.

2. P.C. Smith, L.M. Kendall and C.L. Hulin, The Measurement of
Satisfaction in Work and Retirement, Rand McNally (Chicago,
1969).
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3.	 separate aspects of the job should be

described and evaluated.

They also required that job satisfaction be considered in terms of a

frame of reference which includes both the expectations and the

situation of an individual.

The job descriptive index of Smith et al. has 5 scales which

include work with 18 items, pay with 9 items, supervision with 18

items, and co-workers with 18 items. A simple 'Yes', 'No' or 'Don't

know' response is required for each item to measure whether or not

that item is or was characteristic of the respondent's present job,

best job, and worst job.	 This questionnaire was developed and

validated as part of the Cornell studies which surveyed 2,662

employers from 21 plants employing 27,505 persons. 	 In the Smith,

Kendall and Hulin Study, there are industrial considerations for the

study of job satisfaction structure, job enrichment, automation, and

level and method of payment. These are all based on the assumption

that factors that effect feelings and attitudes influence the

behaviour of employees. Smith, Kendall and Hulin found that there is

no really reliable, substantial or general correlation between

satisfaction and productivity.

In 1966, Haire, Ghiselli and Porter l surveyed 3,641 managers from

14 countries. They found that all managers expressed a high degree of

fulfilment and that there were significant differences in need

satisfaction between countries. High level management showed higher

levels of need fulfilment, and less dissatisfaction than lower level

managers. Need fulfilment showed a weak trend in favour of smaller

companies, and need satisfaction showed a stronger trend in favour of

M. Haire, E. Ghiselli and W. Porter, Managerial Thinking : An 

International Study, John Wiley and Sons (New York, 1966).



larger companies.	 Younger managers expressed less need fulfilment

than older managers, but the latter reported no greater need

satisfaction which was primarily due to high need expectations at some

management levels.

In 1979, Steers and Porter l proposed a conceptual model or

framework. They assume that motivation is a complex phenomenon that

can best be understood within a multi-variate framework. They think

that a comprehensive theory of motivation at work must address itself

to at least three important sets of variables which constitute the

work situation:

1. The characteristics of the individual: these

are what individual differences the employee
brings to the work situations, such as

interests, attitudes and needs. They

explain'interests refer to the direction of
one's attention. It appears likely that the

nature of an employee's interests would

affect both the manner and the extent to
which external stimuli (like money) would

affect his behaviour'.

2. They also think that employees' attitudes

or beliefs may also play an important role

in their motivation to perform. For
example, employees who are very dissatisfied

with their jobs, or with their superior, or

any number of other things, may have little
desire to put forth much effort.

3. Characteristics of the work environment:

these are concerned with the nature of the
organizational or work environment. Work

environment factors can be divided into two

categories, the first: associated with the
immediate work environment such as work

group (quality, peer-group interaction).

Second, those associated with the larger
problem of organization - wide actions (such

as system),wide reward (sucn as fringe

benefits) and individual reward (such as
overall salary system and allocation of

status, etc.).

1.	 R. Steers and L. Porter, Motivation and Work Behaviour, McGraw,

Inc. (1979), P.21.
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1.4 Management and Leadership 

Hersey and Blanchard (1977) 1 in their overview of the human

behaviour literature defined management as 'working with and through

individuals to accomplish organizational objectives'. Leadership as

'the process of influencing the activities of an individual or group

in efforts towards goal achievement in a given situation'. In this

context, leadership is seen as broader and is thought of as a special

kind of leadership in which the accomplishment of organizational goals

is paramount.

Tannenbaum, Weschler and Massarik (1961) 2 in their definition of

leadership based upon interpersonal influence directed toward goal

attainment has the virtue of generality. Rather than limited to

formal leaders, such a concept of leadership can be applied to all

interpersonal influence attempts.

In contrast with these broad concepts of leadership is another

viewpoint of leadership and management. This alternative perspective

has been discussed in the business administration literature and

suggests that management is a more general concept of which leadership

is only a component. As Hicks and Gullett (1975) 3 stated:

Leadership is a subclass of management.

Managers perform the fund-ions of creat-
ing, planning, organizing, motivating,
communicating	 and	 controlling.	 Included
within these functions is the necessity to
lead and to give direction. Therefore, a
manager's ability to lead effectively may
affect his ability to manage, but a leader
needs only to influence the behaviour of
others.	 He is not necessarily required to
perform all the functions of managers.

Paul Hersey and H. Kenneth Blanchard, Management of organiza-
tional behaviour, Prentice Hall (Englewood Cliffs, New Jersey,
1977), pp. 4, 84.

2. Robert Tannenbaum, Irwin R. Weschler and Fred Massarik, Leader-
ship and organization, McGraw Hill (New York, 1961).

3. Herbert G. Hicks and C. Ray Gullett, Organizations Theory and
Behaviour, McGraw Hill (New York, 1975), p.300.
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A similar concept of management as more than leadership is found

in the work of Koontz and O'Donnell (1978):1

Although it is true the most effective

manager will certainly be an effective

leader and that leading is an essential
function of managers, there is more to

managing than leading... managing requires

doing careful planning, setting up an
organizational structure with as competent

people as possible. Also.., the

measurement and correction of activities
of people through controlling are also an
important area of management.

The settlement of this apparent confusion may be made by

regarding leadership as a social influencing process that can occur in

nearly any interaction among people. Thus leadership is very general

concept.	 However, management may also be considered a general

organizational process involving planning, organizing, motivating and

controlling, 2 in which leadership attempts on the part of the manager

are one behavioural component that provides all four functions.

Druckerstatee3	'There is no substitute for leadership, but

management cannot create leaders, leadership qualities become

effective'.

In order tu determine proper leadership that would suit Lhe needs

of a specific organization, one has to have some knowledge and

understanding of various leadership styles.

Since no leadership style is entirely good or bad, each one of

them can be used in one situation or another.	 Certainly widely

recognized styles of leadership will be explained briefly and referred

to later in this chapter.4

1. Harold Koontz and Cyril O'Donnell, Essentials of Management 
McGraw Hill (New York, 1978), pp.381-82.

2. Paul Hersey and Kenneth H. Blanchard, Management of 

organizational Behaviour, Prentice-Hall (Englewood Cliffs, New
Jersey, 1977).

3. Peter F. Drucker, Management Tasks, Responsibilities, Practices,
Hrper and Row (New York, 1974).

4. See pp.55-57.
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For many years the most common approach to the study of leader-

ship was the function of such traits. Ordway lead, for example, in-

sists that there are ten qualities: enthusiasm, friendliness and

affection, integrity, technical mastery, decisiveness, intelligence,

teaching skills and faith. 1 Chester Barnard, on the other hand, lists

such factors as physique, skill, technology, perception, knowledge,

memory,	 imagination,	 determination,	 persistence,	 endurance and

courage .2

If the traits of leadership could be identified, then nature and

organizations could become far more sophisticated in their leadership

selection process.	 Only these people who passed the designated

leadership traits would be selected as politicians, officers and

managers. But research, however, has indicated that the above traits

were common among leaders and non-leaders, successful leaders and un-

successful leaders.3

McGregor (1960) 4 postulated two types of organizational leader-

ship - theory x and theory y.	 Theory x addresses managerial

behaviour in terms of belief regarding the work man. Theory x stated

that the leader (manager) assumes that the employees are lazy by

nature, lack ambition, do not want responsibility, are not intelli-

gent enough, resist change, and want job security. To make them work,

they must be forced, coerced, or threatened with punishment; otherwise,

1. Ordway -lead, The Art of Leadership, McGraw Hill Book Company Inc.

(New York, 1935), p.83. From S.G. Hunery Ager and I.L. Heckman

Human Relation in Management, 2nd ed., South Western Publishing

Company (Cincinnati, Ohio, 1967), pp. 242-43.

2. Chester I. Barnard, The Function of Executive, Harvard University

Press (Cambridge, Mass., 1938), p.260. From S.C. Hunery Ager and
I.L. Heckman, op.cit.

3. James A.F. Stoner, Management, Prentice Hall Inc., (Englewood

Cliffs, New Jersy, 1978), pp.439-40.

4. D. McGregor, The Human side of Enterprise, MrGraw Hill (New York,
1960).
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native assumptions under theory y and related to a psychological view of

human behaviour, suggest that employees enjoy work and are capable of

being responsible and contributory participants in an organization if

properly motivated.	 Tannenbaun and Schmidt (1958) analyzed the

leadership style on a continuum which discussed patterns of leadership

behaviour. The continuum begins from a purely authoritarian pattern,

and moving towards the right each managerial pattern becomes less and

less authoritarian and more and more democratic until it reaches the

extreme right, the democratic pattern. In each stage of the continuum,

the manager has a distinctive pattern.

Exhibit 1 presents the continuum or range of possible leadership

behaviour available to a manager. Tannenbaum and Schmidt explained

their continuum of leadership behaviour as follows:

- The manager makes the decision and announces it. In
this case the boss identifies a problem, considers
alternative solutions, chooses one of them, and then
reports this decision to his subordinate for
implementation.

- The manager 'sells' his decision. Here the manager, as
before, takes responsibility for identifying the
problem and arriving at a decision. However, he takes
the additional step of persuading his subordinates to
accept it.

- The manager presents his ideas, invites questions.
Here the boss who has arrived at a decision and who
seeks accpetance of his ideas provides an opportunity
for his subordinates to get a fuller explanation of
his thinking and his intentions. He then invites
questions so that his associates can better understand
what he is trying to accomplish. This 'give and take'
also enables the manager and the subordinates to
explore more fully the implications of the decision.

- The manager presents a tentative decision subject to
change. This kind of behaviour permits the
subordinates to exert some influence on the decision.
The initiative for identifying and diagnosing the
problem remains with the boss. Before meeting with
his staff, he has thought the problem through, and he
presents his proposed solution for the reaction of
those who will be affected by it.
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- The manager presents the problem, gets suggestions,

and then makes his decision. Up to this point, the

boss has come before the group with a solution of his
own. But the subordinates now get the first chance to

suggest solutions. The manager then selects the

solution that he regards as most promising.

- The manager defines the limits and requests the group

to make a decision. At this point the manager passes

to the group (possibly including himself as member)

the right to make a decision.

- The manager permits the group to make decisions within

prescribed limits. This represents an extreme degree

of group freedom.

However, the researchers suggest that the manager should consider

three sets of 'forces' before choosing a pattern of leadership

behaviour

1. Forces in the manager 

How a manager leads will primarily be influenced by his or her

background, values, knowledge and experience. For example, a manager

who strongly values individual freedom may allow subordinates a great

deal of independence in carrying out their job tasks. Conversely, a

manager who believes that the needs of the individual must come second

to the needs of the organization may take a much more directive role

in his or her subordinate's activities.

2. Forces in the subordinates 

The manager can allow greater participation and freedom under the

following conditions:

- when subordinates crave independence and freedom of

action.

- when they want to have decision-making responsi-

bility.

- when they identify with organization's goals.

- when they are knowledgeable and experienced enough to

deal with the problem efficiently.

- when their experience with previous bosses leads them

to expect participative management.
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Where these conditions are missing, managers may have to lean

toward the authoritarian pattern. 	 They can, however, vary their

behaviour once their subordinates gain self-confidence in working with

them.

3.	 Forces in the situation 

The manager must reckon with various situational forces; the

organizational climate, the specific work group, the nature of the

group's work tasks, the pressures of time, and even environmental

factors, which may affect organization members' attitudes toward

authority.

Most managers, for example, will move toward one or another

pattern of leadership in conformity with the type of behaviour

favoured by the organization's hierarchy. If top management emphasize

human relations skills, the manager will incline toward an employee-

centred pattern. If the decisive, take-cnarge pattern seems favoured,

the manager will tend to be task, rather tnan employee oriented.

The specific work group will also affect the choice of pattern; a

group that works well together may respond more to a free and open

atmosphere than to close supervision. The same holds Lrue for a group

confident of its ability to solve problems as a unit. But if a work

group is too large or too widely dispersed geographically, a partici-

pative management pattern may be difficult to use.

The nature of the problem and time pressures are other

situational factors that may influence the choice of managerial

patterns. For example, a complex problem requiring highly specialized

skills and knowledge that only the manager possesses may make direct

instructions and close supervision necessary.
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Similarly, in situations where quick decisions are essential (as

in emergencies), even a democratic manager may use a high degree of

authority.

To Tannenbaum and Schmidt, then, the particular leadership

pattern a manager uses is not as important as the appropriateness of

the pattern for a manager, his or her subordinates, and the work

situation.	 The most effective leaders, in this view, are not

authoritative or democratic but flexible, able to select a pattern,
P

that is comfortable for them and arpriate for the situation they are

facing.1

The concept of the 'best' style of leadership is not a matter of

the best but of the most effective style for a particular situation.

The suggestion is that a number of leader behaviour styles may be

effective or ineffective depending on the important elements of the

situation.

According to a leadership contingency model developed by Fred

Fiedler (1965) 2 , the following situational variables were used:

- The superior-subordinate relationships,
and how the subordinates think of their
superior, their trust, faith, likes and
dislikes of the boss.

- Task structure - the degree to which the
subordinates jobs are defined, whether
they are definely clearly or vaguely.

- Position power. Formal authority
delegation to him, according to the level
of responsibility.

1. Report by Tannenbaum and Schmidt, 'How to choose a leadership
pattern' from S.G. Hunery Ager and I.L. Heckman, Human Relation
in Management, 2nd ed., South Western Publishing Co. (Cincinnati,
Ohio, 1967), pp.289-301.

2. Fred E. Fiedler, 'Engineer the job to fit the manager', Harvard
Business Review, 51 (1965), pp.115-122.
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By manipulating these factors, Fiedler determined eight possible

leadership styles which may be effective in a given situation. He

accomplished	 this	 by	 matching	 first	 good	 and	 then	 poor

leader-membership relations with different levels of task structuring,

and finally with different pairings of strong and weak leader position

power. Fiedler concluded that leadership styles likely to be effec-

tive in different sets of circumstances will involve putting together

combinations of situational variables that may differ but that appear

to be compatible with each other.

He summarized such patterns of relationship by suggesting that

the evidence provided by his resarch:

... shows that both the directive, managing task-
oriented leaders and non-directive, human relation

oriented leaders are successful under some conditions.

Which leadership style is the best depends on the

favourableness of the particular situation for the
leader. In very favourable or in very unfavourable

situations for getting a task accomplished by group
effort, the autocratic, task controlling, managing
leadership works best. In situations intermediate in

difficulty, the non-directive, permissive leader is
more successful.

Thus, the literature appears to support the position that there

is a relationship between worker or subordinate attitude and manager-

ial leadership practices. The direction and the degree of relation-

ship appears to be a matter to be revealed by further research, but at

this point it does appear that worker attitudes and outputs are affec-

ted by leadership practices.

Finally, from previous discussion, it appears appropriate to

clarify an understanding of the difference between the meaning of the



term 'management', and the closely related term 'leadership', since

there appears to be a tendency to use the two interchangeably in the

literature. However, in the preciseness of definition, there is a

significant difference between the two.

Management has been defined by many, but a basic definition

accepted by many is 'getting things done through people'.

Leadership, as McFarland notes, is an 'elusive concept'. 1 Koontz

and O'Donnell call it 'the art of including subordinates to accomplish

their assignments with zeal and confidence'. 2 Haiman and Scott see it

as 'a process by which people are directed, guided, and influenced in

choosing and achieving goals'. 3 Davis defines it as 'the ability to

persuade others to seek defined objectives enthusiastically.4

By way of synthesizing these views, it is accurate to say that

most writers in the field of management feel leadership is a process

of influencing people to direct their efforts toward the achievement

of some particular goal.	 As such, the manager must do more than

merely lead, but if he/she fails to influence people to accomplish

assigned goals, he/she fails as a manager. With this fact established

and supported, the survey is now ready to move ahead to a survey of

literature regarding leadership .across different cultures.

1. Dalton McFarland, Management : Principles and Practices, the

McMillan Co. (New York, 1974), p.484.

2. Harold Kootz and Cyril O'Donnell, Principles of Management : An

Analysis of Managerial Functions, McGraw Hill (New York, 1972),
p.557.

3. Theo Haiman and William Scott, Management in the Modern 

Organization, Houghton Miflin Co. (Boston, 1974), p.349.

4. Keith Davis, Human Behaviour at Work, McGraw Hill Book Co. (New

York, 1972), p.100.



1.5 Leadership in Cross-Cultural Research 

Associated with the Universal theories of leadership is the

argument that no real differences exist in the styles of managers in

various cultural and economic stages: there is a world-wide management

culture.	 What differences among managersthat do exist are a result

of non-cultural and economic conditions that are idiosyncratic and do

not result in any unified pattern. As Blake and Monton stated about

their approach to management training called the Managerial Grid:

The Managerial Grid appears to be an inclusive 
statement for orienting managerial actions. This
conclusion is suggested in organizational settings in
the United States, Canada, Europe and Asia... Second,
it seems to provide descriptions of managerial
alternatives which are equally useful when applied to
managerial dilemmas in the U.S., in countries of
Europe which are somewhat similar to our own, and in
cultures of Asia which are far different. This
schema, in other words, seems to be relevant for
understanding problems of management wherever men work
in concert. A possible conclusion is that sound
management of production through people transcends
political and cultural boundaries.1

Hagen (1972) 2 explains that leader behaviour pattern is an aspect

of the influence of culture or personality development. Harbison and

Myers (1960) gave another explanation of the differences in managerial

behaviour which is based upon various stages of economic development

and industrialization with more advanced stages requiring more

participative approaches.	 Both cultural and economic explanations

1. Robert R. Blake and James Mouton, The Managerial Grid, Gulf
Publishing (Houston, 1964).

2. Everett E. Hagan, On the Theory of Social Change, Dorsey Press
(Homewood , Illinois, 1972).



anticipate management variations and are compatible with a contingency

leadership model as espoused by Hersey and Blanchard (1972). 1 They

emphasized the diagnostic skills a manager must develop to determine

the appropriate style of leadership. As Hersey and Blanchard stated

in their approach of leadership training which includes effectiveness

as a third dimension.

The Tr-Dimensional leader effectiveness model is

built on the concept that effectiveness results from a
leader using a behavioural style that is appropriate

to the demands of the environment... The environment

consists of the leader himself, and his followers,
superiors, associates, organization, and job demand.

... Once he has analysed the demands of his

environment, he must then be able to adopt his
Leadership Personality to fit these demands and

develop the means to change some or all of the other

variables.

Moreover, Hersey and Blanchard suggest effective leadership style

varies and is contingent or dependent upon factors such as the

leader's and subordinate's personalities and expectations and nature

of the task, all of which can be influenced to some extent by the

cultural and economic development which are formed and developed

within a society.

Ihe research on the leadership beliefs of Australian managers was

conducted by Clark and McCabe (1970). 2	This study attempted to

indicate the beliefs of Australian managers and how they compared with

their counterparts of other nationalities. Clark and McCabe adopted

the survey instrument developed by Haire, Ghiselli and Porter (1966), their

replication study found consistent results among a sample of 1,330

1. Paul Hersey and Kenneth H. Blanchard, Management of

Organizational Behaviour, Prentice Hall (Englewood Cliffs, New

Jersey, 1972), p.109.

2. Alfred W. Clark and Sue McCabe, 'Leadership Beliefs of Australian

Managers', Journal of Applied Psychology, 54 (1970), pp.1-
6.
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Australian managers and revealed a democratic attitude toward

participation, but they have a negative attitude toward the capacity

of individuals for leadership and initiative.	 Moreover, these

leadership attitudes of Australian managers fit the pattern of

managers in Britain and the United States. This supports the idea

that culture has a role in managerial thinking. Haire, Ghiselli and

Porter (1966) clustered these three groups under Anglo-American

culture. As the Australian culture pattern is closely related to the

traditions of these countries, this finding supports that theory that

culture influences management beliefs.1

In another study by Cummings and Schmidt (1972), 2 using a sample

of Greek managers, the findings again were consistent with the

original study by Haire, Ghiselli and Porter (1966). This supports

the notion of a management practice favouring participative

management, yet holding a pessimistic view of human nature in terms of

beliefs in the individual's capacity for initiative and leadership.

The findings showed that Greek managers had similar attitudes to

those in developing countries, such as Argentina, Chile and India, in

their	 beliefs	 about	 sharing	 information	 and objectives	 and

participation. On the other hand the pattern of attitudes held by

Greek managers suggests both cultural and industrialization influences

to their more basic beliefs about employee capacity for leadership and

initiative and about the value of allowing employees to exert internal

control in their jobs were like those beliefs held by managers from

similar cultures of the Latin-European countries of Belgium, France,

Italy and Spain.

1. Clark and McCabe, op.cit.

2. L.L. Cummings and Stuart M. Schmidt, 'Managerial Attitude of

Greeks : The Roles of Culture and industrialization' Admini-
strative Science Quarterly, 17, June 1972, pp.265-272.
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1.6 Studies in Saudi Arabia 

In reviewing Saudi Arabian literature, the researcher found

unfortunately there were no serious and scientific studies in cross

cultural management context.. Most Saudi studies in recent years focus on

administrative affairs, manpower training, performance and a small

number are concerned with decision-making and motivation. None deal

with job attitudes and leadership.

Ibrahim (1975), 1 by using Thurstone's law of comparative

judgement, studied the opinions and judgements of Saudi Arabian

workers in the private sector. His sample was 61 factory workers and

16 plant managers or persons who worked as managers. 	 They were

selected from different industrial firms in Saudi Arabia.	 The two

samples were obtained separately.	 The purpose of the study was to

gain a general insight of the incentive listed on the test and their

relative importance. The results indicated that both groups seem to

have over-reacted to the questions. Plant managers over-emphasized

the importance of material reward and hence almost ignored other

factors. The factory workers over-reacted in preferring the esteem

and other rewards which were ignored by their supervisors, over those

of a material nature, and hence under-ranking the importance of the

material rewards as vital to them in a time of soaring inflation and

rising standard of living.

Sahally (1977) 2 pursued the same method as Ibrahim (1975)..	 His

sample consisted of 106 technicians and engineers and 17 managers

1. M.A. Ibrahim, 'Motivating Saudi Workers to adopt to the factory

life'. Unpublished Engineering Report, Arizona State University,
1975.

2. M. Al-Sahally, 'A scaling of importance of organizational

incentives to technicians and engineering employees by public

sector in Saudi Arabia'. Unpublished Engineering Report, Arizona
State University, August 1977.



59.

working in the Ministry of Information in Saudi Arabia. The sample

included only Saudi employees in this Ministry. The purpose of this

study was to establish their relative scale values according to their

importance in satisfying and motivating technicians and engineers

employed by the public sector in Saudi Arabia, and to compare the

results of the study undertaken by Ibrahim (1975). The results of the

study indicated that there is an agreement between public and private

sector employees on the relative importance of the test incentives.

Abdulwhab (1979), 1 investigated decision-making in Saudi Arabia.

Part of his study's questionnaire was concerned with managers' motiva-

tions and needs satisfactions. His samples were 80 Saudi managers who

worked in government organizations.	 This study divided into two

groups - managers who had had training in decision-making the year

before the study, and managers who had no training in decision-

making. The findings showed that managers who had had training in

decision-making considered self-esteem/recognition from others as the

most important needs; followed by job security, promotion and self-

actualization; relation with peers, salary and working conditions were

the less important needs. 	 Managers who had had no training con-

sidered job security the most important need, followed by self-

esteem/recognition from others, and relation with peers and self-

actualization; with salary, promotion and working conditions as less

1.	 A.M. Abdulwhab, Decision-making in Saudi Arabia, Institute of

Public Administration (Riyadh, Saudi Arabia, 1979).
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important needs. Also, the managers who had had training in decision-

making were more satisfied with self-esteem and self-actualization

than managers who had had no training in decision-making.

Also, as mentioned above,no research has been conducted in an

attempt to identify the job attitudes and motivations in cross-

cultural management context of Saudi managers in general and in Saudi

Basic Industries in particular.

Therefore the major departure of this thesis from the body of

literature discussed in the previous pages focuses on the analysis of

the managerial attitudes of Saudi Basic Industries Co. (Sabic) Saudi-

middle managers and compare them with non-Saudi middle managers who

work for Sabic.

1.7 Summary 

In Chapter I discussion has been on relevant literature. on the

culture in general and in cross-cultural management and on job

attitudes.	 The first subsection introduced the subject of culture.

The second subsection analysed the literature related to the cross-

cultural management school of thoughts. A discussion of the use of

economic, cultural and psychological variables to explain the differ-

ences and similarities among managers followed.

The literature emphasized that some observers believed that the

stage and pace of industrialization along with the nature of an

economic system was more important than any other variable. Culturol-

ogists claimed that language, religion, customs and traditions were

more important. While others believed that more than one of these

factors play a role and they overlap.

The third section deals with literature related to job attitudes

in general.
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The fourth part deals with comparative management in cross-

culture research. What managers consider important in their job does

not vary significantly between management levels in Sabic, but there

are differences between managers from different cultures.

The findings of a study of managerial thinking in 14 countries

showed that national differences made a consistent and substantial

contribution to the differences found in managers' attitudes.

However, the researchers concluded that 25 to 30 percent of the

observed differences could be attributed to national origin. 	 The

cultural influence was present and substantial.	 It was not over-

whelming.

The fifth subsection covered other important studies in manage-

ment and leadership. Leadership was placed into perspective as an

essential component of management.

In the sixth part the literature review about the leadership in

cross-cultural research was introduced.

The final subsection reviewed the Saudi Arabian literature in job

satisfaction and motivation, where unfortunately no serious and

scientific studies of job attitudes and leadership were found.
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CHAPTER II

SAUDI ARABIA : ITS SOCIAL AND ECONOMIC ENVIRONMENT

INTRODUCTION 

The cultural environment determines what a person will consume

and how a person will determine their priority.	 In general, it

represents the total sum of a person's knowledge, belief, customs, and

skills acquired. It suggests the way of life and design of life of a

group of people living in a specific geographical area.1

The importance of the understanding of the culture lies in the

fact that it is a man-made part of man's environment - the sum of

man's knowledge, belief, art, morale, laws, customs, and other

capabilities and habits acquired by man as a member of society.2

Being a man-made part of a person's environment, it differs from

country to country and from region to region even within the same

country.

Differences in culture produce differences in beliefs, moral

standards, and customs, which results in the different behaviour of

people and accounts for the differences in the attitudes of managers.

General Character of the Society 

Societies in their evolutionary processes are affected by their

past experience and ideas.

No society can cut off completely from its roots and be turned

into a different society, with new attitudes, social characteristics

and cultural notions. Thus, the present social, political and econom-

ic practices of any society are the result of its heritage from the past

1. Robert Coffey, Anthony G. Athos and Peter A. Reynolds, Behaviour 

in organizations : A multidimensional view, Prentice Hall (Engle-

wood Cliffs, N.J., 1975), pp.79-81.

2. Edwin A. Fleishman, Studies in Industrial and Personnel Psychol-

ogy, Dorsey Press (Homewood, Ill., 1977), p.17.
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and its capacity to adopt new notions and practices which have already

emerged from human experience elsewhere.

Each society is creative in its own way. It develops its own

pattern of socialization, and its own type of response to its

ecological setting and forces, both animate and inanimate, which

surround it.	 In this way each society develops its own culture,

belief, customs, practices, techniques, institutions, objects and

artifacts which make a society distinctive. The elements of a culture

can be a heritage from the past, they can also be the creative

additions of a contemporary generation for a society with outside

contacts. Some elements of its culture, can also be the product of

cultural diffusion from outside sources.

All cultures are susceptible to change. What differs between

them is the tempo and the scale of change. A static culture is one

which has become institutionalized occurring over a long period of

time. This can be due to the isolation of a society, or to the absence

of challenge. A dynamic culture, on the other hand, undergoes change

on a continuing basis. It evolves, accepts and accommodates change.

New elements are added to it, and old elements dropped. The culture of

society has an integrating effect over its members. On the one hand,

it is the product of the society and on the other hand it also serves

as a framework for shaping and guiding the thoughts, actions and

practices as well as the creativity of its members. Culture can be

regarded as the soul of the society, and can be valued for its own

sake.1

1. E.A. Speiser, 'Culture factors in Social Dynamic in the Near

East', in S.N. Fisher (ed.), Social Forces in the Middle East 

(New York, 1955), p.22.
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To begin with let us clarify the term 'cultural' as used in this

study.	 It is an all inclusive term to indicate the religious outlook

and practices, the social norms and values, the customs and mores and

the specific mental and behavioural attitudes governing the life of

people in specific societies.

In order to understand the Saudi middle managers' behaviour in

Saudi Basic Industries Corporation (Sabic), 	 it	 is	 essential	 to

understand the Saudi social structure and the traditional institutions

of this society, its values and the economic environment as important

impacts on both past and present patterns of behaviour.

The major purpose of this chapter is to introduce the social and

economic environment of Saudi Arabian society. In this process we will

examine (i) Arab world cultural environment in general, in brief; (ii)

social structure of Saudi Arabia (tribe, village, town); (iii) social

values (religion as an origin of social values, family institution as

an element in social value, and traditions as a central element in the

social values in Saudi Arabia).

The study will then describe the economic environment (i) Intro-

duction of the economic background; (ii) planning in Saudi Arabia; and

(iii) development of the manpower.

Before studying the previous aspects, it see,,6 important to give

an idea about the Saudi Arabia geographical factors.

2.1	 Saudi Arabia - geographical factors 

2.1.1 The Land 

The Kingdom of Saudi Arabia is bounded on the north by Jordan,

Iraq and Kuwait; on the east by the Gulf, Bahrain, Qatar and the United

Arab Emirates; on the south by the sultunate of Oman, and the Yemeni
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Republic (North and South), and on the west by the Red Sea. Aside from

the country's religious and economic significance, the potential

importance of Saudi Arabia's geographical position is quickly apparent.

It is strategically located between Africa and the mainland and Asia,

lies close to the Suez Canal and has frontiers on both the Red Sea and

the Arabian Gulf.1

The Kingdom occupies about 2,240,000 square kilometres of the

Arabian peninsula. It has 1,760 kilometres of western coast along the

Red Sea and 560 kilometres of eastern coast along the Arabian Gulf.

The land boundaries in the south and in the north exceed 2,700

kilometres. 2 (see map)

2.1.2 The Geographical Divisions 

Geographically Saudi Arabia is divided into four geographical

provinces.	 These four divisions are: Najd, Al Hijaz, Al-Ahasa and

Asir. 3 Najd, highland, the heart of the Arabian Peninsula, 4 is a vast

crowded plateau, which is bounded on the north by Iraq and Trans-

Jordaina. These are hills rising a few hundred feet above the plateau.

Najd contains the present capital al-Riyadh and covers a large part of

the interior of the Kingdom and is vaguely divided into five districts.5

1. George Lipsky, Saudi Arabia, its people, its society, its cul-

ture,HRAF Press (New Haven, 1959), p.19.

2. Kingdom of Saudi Arabia, A Guide to Industrial Investment, 6th

edition (Riyadh, 1981), p.1.

3. K.S. Twitchell, Saudi Arabia with an account of the Development 

of its natural resources, Princeton University Press (Princeton,

New Jersey, 1953), third printing, p.3; see also, Christine Moss

Helms, The Cohension of Saudi Arabia, Croom Helm (London, 1981),

p.29.

4. op.cit., p.6.

5. Ibrahim Mohammed, Al-Awaji, Bureaucracy and society in Saudi 

Arabia. Unpublished dissertation, University of Virginia (1971),

pp.35-38.	 See	 also,	 Alawi	 N.	 Abussund,	 Administrative 
Development	 and	 Planning	 in	 Saudi	 Arabia.	 Unpublished

dissertation, University of Maryland (1979), PP-35-37-
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In the northernmost part of Najd is Jabil Shammar (Shammar's

mountain), which takes the name from one of the most powerful tribes of

Najd.	 The second district in Najd is al-Qassem which, because of

agricultural resources, is one of the most populated areas in Najd.

Its cities of Buraida,Unayash and Aras are also important as trade

areas.

Southwest of al-Qassem is to be found the third district -

Sudayr whose largest city is al-Majma'ah. The fourth district is al-

Arid, in the centre of which the capital, al-Riyadh, is located.

This district has a special historical significance because it

has been the land of both the House of al-Saud (the ruling family) and

the al-Shaikh Mohammad Ibn aoo al-Wahhab, the founder of the famous

religious movement in the eighteenth century known as "Whhabbism" which

still provides ideological and legal bases of the country.

Adjacent to al-Riyadh lies the city of Al-Kharj, which is known

for its 3,000 acres of irrigated land and its plentiful water

resources.	 Fifth, north of al-Riyadh are the two districts of al-

WashM(of which Shagra is the largest city) and al-Mihmal. Finally,

south of al-Riyadh are the oases of al-Hawtah and Al-Hang, the

district of Al-Afiaj and the long valley of Wadi al-Dawasir.

Al-Hijaz (boundary barrier) includes the balance of the west

coast region, along with the mountain chain decreasing gradually in

elevation as it moves northwards and the coastal plain bordering the

Red Sea widening slightly. 	 Its major cities are Jeddah, the major

business centre of the Kingdom in which is situated the busy seaport of

Jeddah, known as the Islamic Port of Jeddah, Mecca and Madina, which

are the holy cities of Islam, and Al-Taif, a resort area which has

bebome the Summer Capital since the King and his Cabinet spend three to

four months there annually.



Asir which constitutes the third province lies to the south of

Al-Hijaz and extends down to the north Yemen, including a coastal plain

(Tihamas) along the Red Sea.	 The area is densely populated in the

river-flooded regions, and mountain peaks rise to 10,000 feet with

ample rainfall for cultivation. 1 Tihamas are unique in their extensive

marshlands and lava fields. To the east of these plains runs a range

of mountains, broken here and there by Wadis or Valley. Among the

Wadis, most of which have oases, the most important, are Al-Himdh,

Yanbu, Fatima and Itwid and Bisha in the Asir region.

Asir is comprised of three separate districts. The first is the

highland district of Asir With Abha, the second district is Jaizan, a

low-lying coastal district of tihamah, and the third district is

Najran, a cluster of fertile little oases connecting the interior

borders of Yemen.

Al-Ahsa is the fourth province of Saudi Arabia and stretches from

the state line of Najd, which is along Dahran 	 to the Arabian Gulf.

It meets the empty quarter in the south, and in the north borders

Kuwait and the neutral zone.

Al Ahasa region, also called the eastern province, is the

country's wealthiest part, containing its massive petroleum resources.

The principal cities include Al-Hafuf, Al Qatif,Tarut,AlDammam,

Al-Khober, Dahran and Rastanura.	 The headquarters of the Arabian-

American Company 2 (Aramco) is located in Dhbram, a few miles from the

1. Al Farsy Foud, Saudi Arabia, a case study in development, Stacey

International (London, 1980), p.24.

2. In 1933 King Abd Al Azil Al-Saud gave the Standard Oil Company of

California a concession covering a large area in the eastern part

of the country, and in 1936 the Texas Oil Company joined as well.
It became known as the Arabian American Oil Company (ARAMCO) in

1944. See Al Farsy Foud, op.cit., p.35. see also Tim Niblock,

State, society and economy in Saudi Arabia, Croom Helm (London,
1982), p.18.



69.

administrative capital and port of AIDammam. Rastanura, the world's

largest petroleum port, is located to the north of Dharan. 1	Up to the

west is the site of the Kingdom's new industrial complex at Al Jubail.

The fertile oasis cities of Al Qatif and Al Hofof are also located here.

However, even prior to the discovery of oil in this province, it

had already been ranked as an important asset to Saudi Arabia, largely

through the celebrated Al Hofof oasis with its more thlii two million

trees which produce about 200,000 of dates per year, making Saudi

Arabia the fourth largest date grower in the world.2

2.1.3 The Population 

According to the 1974 census, the population of Saudi Arabia was

7,012,642, 3 about 24 percent of which were nomads. Nomad agglomera-

tions are unevenly distributed among the administrative areas, but in

no area except Jizan did the census results indicate that the nomadic

population was below 10 percent of the total population. Only five

administrative areas have a nomadic total population ratio below 30

percent and in some cases, such as Hail and the frontiers, the nomadic

population is in the majority. Table 2.1 gives further details about

the distribution of population among administrative regions. 	 39

percent of the population in Saudi Arabia live in towns having 30,000

inhabitants or more (see Table 2.2 for major urban centre statistics).

According to the United Nations estimates, the population of

persons under 15 years of age constitutes 44 percent of the total

population of Saudi Arabia. The percentage of persons 65 years and

1. Al Farsy Foud, op.cit., p.26.

2. It was estimated that an average of 200,000 tons of dates are

harvested from over 8.5 million date palms, though they have
become less valuable as a crop in recent years. See Norman C.

Walpole et al. Area Handbook for Saudi Arabia, Foreign Area

Studies, The American University (Washington, D.C., 1966), p.227.

See also K.S. Twitchell, Saudi Arabia with an account of the 
development of its natural resources, 3rd. ed. (Princeton, New

Jersey, 1953), p.6. There are other districts which grow date

palms, such as Al-Qaseem, Al-Kharj in Najd and Al-Madina, Bisha
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TABLE 2.2 

PRINCIPAL TOWNS IN SAUDI ARABIA WITH

A POPULATION OF OVER 30,000 

TOWN ADMINISTRATIVE AREA POPULATION

Al Riyadh Al Riyadh 666,840

Jeddah Mecca 561,104

Mecca Mecca 366,801

Taif Mecca 204,857

Medina Medina 198,186

Al Damman Eastern Province 127,844

Al Hofof Eastern Province 101,271

Tabuk Northern Province 74,825

Buraida Al Qasim 69,940

Mubarraz Eastern Province 54,325

Khamis Mushayt Asir 49,581

Al Khobar Eastern Province 48,817

Najran Najran 47,501

Hail Hail 40,502

Jizan Jizan 32,812

Abha Asir 30,150

,

SOURCE: Abdel R. Al-Madini and Mohammed Al-Fayez,
Population Bulletin (1976), p.187.



72.

over is relatively small and the economic participation rate of Saudi

males 12 years and older was 65 percent in 1980.1

2.2	 The Social Environment 

This part is concerned with the social environment of Saudi

Arabian society. In this respect we will look into the character of

Arab society in general, the structure of Saudi Arabian society and its

basic social values.

2.2.1 Character of Arab Society 

The term 'Arabs' has two varying meanings. 	 The broader usage

applies to all inhabitants in the Middle East and North Africa who

speak Arabic, and identify themselves with what is generally recognized

as the Arab culture.	 These countries, the majority of whose

inhabitants are Arabs, broadly defined constitute what has come to be

the Arab world.	 In North Africa,	 these countries are Mauntanis,

Morocco, Algeria, Tunisia, Libya, Sudan, Egypt; on the Arabian peninsul

or Arabia, they are Saudi Arabia, Yemen, the People's Democratic

Republic of Yemen, United Arab Emirates Bahrain, Kuwait, Qater and

Oman. In Western Asia, they are Jordan, Syria, Lebanon and Iraq.2

The Arabs live in three broad kinds of community, each with its

own social and economic structure:

(i)
	

Desert Nomads: a small and declining
number who live wholly within a tribal
structure.	 Tradition has a strong
influence on this group.

1. United Nations Department of Economic and Social Affairs of the
Secretariat. Selected World Demographic Indicators by countries,
1950-2000	 ESA/PIW, p.55.

2. Random House Encyclopedia, Random House (New York, 1977), p.19.
See also The Europe Year Book, vol.12, Europe Publications Ltd.
(London, 1978).



(ii) Village people: a majority of the Arabs

live in villages and make their living
by cultivating the land. Like desert

nomads, these people are bound by
tradition.

(iii) City people: a powerful minority of

Arabs are living in cities.	 They
control	 economic,	 political	 and

cultural life.1

The majority of Arabian people are Moslem in religion:

This fact has greater significance than it would

have elsewhere, because Islam has been

traditionally imposed not merely as a religious

doctrine, but as a legal and moral code, social
system and a culture as wel1.2

Religion is the fundamental motivating force in most aspects of

Arab culture, and has its say in particularly every act and moment of

life.

Examination of fundamental social characteristics which can be

attributed to the influence of Islam are collectivism 3 and fatalism.4

A society in which the family, and not the individual is the

basic social unit can be described as a collectivist society.

Therefore the Arab community is a collection of groups rather than

individuals.

For all the Arabs, mutual cooperation between families and groups

is imperative. The interest of the individual is normally subordinated

to those in the family, from there being traditional principles of

loyalty and responsibility as well as for the sake of convenience and

mutual advantage. . In return for this loyalty and services, the

individual receives family support and security, and above all self-

fulfilment, for kinship is in many cases, a powerful source of prestige

and social status.

1. Ailon Shiloh (ed.), Peoples and cultures of the Middle East,
Random Harvest (New York, 1969), p.

2. Monroe Berger, The Arab World Today, Doubleday and Company (New
York, 1962), p.23.

3. Sanie Hamady, Temperament and Character of the Arab, Twayne
Publishers (New York, 1960), p.90.

4. Norman C. Walpole et al. op.cit., p.296.
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One of the most important characteristics of Arab life is

fatalism, which means that whatever happens to anybody is God's will,

and hence there is little a person can do to change the course or

events. Elaborating on this point, Berger notes:

Fatalism is a way of defeating the fear of the unknown,

if one expects something, one is not surprised, but if
something unexpected happens, a fatalistic attitude

immediately encompasses it as one's appointed, pre-

determined share or lot.1

This stems from the fact that all Muslims believe that God

controls	 all workings of the Universe and when he creates human

beings, their destiny, happiness and misery is already assigned. This

does not mean that a person should not exert effort and find out

opportunities in life, it rather means everybody accepts what God has

assigned to them, despite the fact that they have their own

deterministic behaviour.

2.2.2	 The Structure of Saudi Arabian Society 

Saudi Arabian social structure is divided into three divisions

- (i) the tribe; (ii) the village; and (iii) the town.

2.2.2.1 The Tribe 

Originally, Saudi Arabian society was predominantly tribal.

The	 characteristic trait of the	 tribal organization of Arabian

society is that it is based on blood ties. From its smallest unit to

the broad federation of tribes, the main social organization of Arabia

is the tribal unit or Al-Qabilah, whose members trace their ancestry to

one of the two branches of the Arabs, Qahtan and Adnan (who respect-

ively represented a division between the southern and northern Arabs of

1.	 Monroe Berger, op.cit., p.176.
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the peninsula).	 The tribal network itself has been divided

theoretically into nine successively larger groups - raht (arhat),

fashl (fasail), ashira (ashair), fakhadh (afkhadh), batn (butun),

qaibla (qabail), shab (shuub) and jumhur (jumahir). These were traced

to their 'root', jidhm (that is Qahtan or Adnan).1

Tribal ties are still important and people who have a tribal

background still boast about it with a sense of pride. 	 Thus, the

dynamics of early tribal patterns such as kinship and lineage, have

remained the essence of social relations in Saudi Arabian society.

Consequently, resultant communal values, such as obligations and inter-

dependence, are still the basic social values in the country.

The Arab tribal system consists of large kin groups, each of

which may include a number of cohesive lineages, consisting of a few

extended families whose relationship is normatively recognised by other

members of the lineages. Mutual obligation and interdependence mainly

stem from the facts that (1) members of a lineage rely for their pro-

tection on their lineage kin group and the tribe at large; (2) members

of the lineage share common economic interests and, therefore, they are

obliged to participate and enhance the interests of their group.

2.2.2.2 The Village 

The Saudi Arabian village is seen as a local territorial unit

dependent on agriculture. There are still some villages which function

as trade markets for tribes. 	 The village is also important in the

social structure because it is a transitional stage between tribalism

and urbanization.

1.	 Christine Moss Holmes, The Cohesion of Saudi Arabia, Croom
Helm Ltd. (London, 1981), pp.52-60.
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Historically, Bedouins settled first in villages through which

they acquired their first experiences in a settled society. For this

reason, George Lipsky classifies Saudi Arabian villages into two types,

tribal and non-tribal. He point out as follows -

Except for the absence of a tribe in many
villages, the village kinship system is of the
same type as that of the nomads. The extended
family descend in the male line, the wife
resides with the husband's family, and paternal
authority are all present. Except for the
relatively recently established villages of
settled nomads,	 the village unit itself
replaces the tribe as the largest immediate
unit with which	 the	 individual	 identifies
himself.1

Village kinship relations are important, and in whole villages

or many villages, though not all, an important segment of their

population may consider themselves related through a common male

ancestor. The life and social position of the villager is determined

by his membership of a particular extended family and by its position

within a larger kin group. Also, as the tribal chief (Amir) is the

spokesman for his tribe before the government, community notables, in

the same manner, are the representatives of the village. Finally, the

loyalty of the villager is strongly identified with the village unit.

The villagers who have lately begun to move to the region of the oil

industry or to the larger cities because of greater business

opportunities and for government jobs, return to their home villages to

get married and maintain ties with their villages.2

1. G.Lipsky, Saudi Arabia, its people, its society, its cultures,
HRAF Press (New Haven, 1959), p.82.

2. Norman C. Walpole et al, Area Handbook for Saudi Arabia, The
American University (Washington D.C., 1971), pp. 62-63.
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2.2.2.3	 The Town 

A great difference persists between the life of tribe and

village and that of the town. Whereas tribal and village communities

have been characterized by their homogenous (similarities in tradition,

culture and customs), urban communities in Saudi Arabia at present are

heterogenous (i.e. a mixture of traditional characteristics, on the one

hand and modern traits on the other).

Dissimilarity and heterogeneity stem from the historical back-

ground of the four regions (as mentioned in geographic factors). How-

ever, by grouping together broad similarities, these regions can be

classified into two main categories:	 The major cities in the region

of Al-Hijaz and cities in other parts of the country, which because of

the religious-historical significance of Mecca and Medinah, and the

important location of Jeddah as a trade centre on the Red Sea. These

cities social structure, cultural orientation and economic and politi-

cal organizations are quite different from the rest of Saudi Arabian

cities, and mainly because they have always been exposed to Muslim

migrations, they are socially and ethnically heterogeneous.	 Their

different cultural traits have been absorbed and assimilated into one

culture, which is unique to these cities. Trades and handicrafts are

the basic economic activities. Therefore, social organisation is based

on occupational patterns and commercial relationships.1

Najd, Al-Ahsa and Asir underwent a common historical developments

and acquired similar characteristics. 	 Due to their topographical

nature and geographical location, they have been well insulated from

any mass migration into the area and thus have had very little contact

1.	 N. Walpole, op.cit., pp.64-65; see also G. 	 Lipsky,	 op.cit.,
pp.64-65.
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with the outside world. Consequently, the inhabitants of these areas

constitute a relatively homogenous group in terms of their tribal

background. 1 In contrast, the Al-Hijaz was more accessible to immigra-

tion and influence from the outside world.

Historically, Najd, Al-Ahsa and Asir resembled villages in their

activities and social profiles. They were mainly agriculture oriented,

and other activities such as handicrafts existed, then social organiza-

tion was homogenous and centred around large kin groups and lineages.

They were usually ruled by a few powerful families.

However, as a result of the discovery of oil, the growth of

government activities and the development of a new commercial sector,

modernization has come to Saudi Arabia, and the old cities have begun

to change rapidly. The city population is increasing with the influx

of foreigners and tribesmen. For example, the city of Al-Dammam, the

oil port of the Eastern province, is a boom town; in such a place

mingle Westerners, Arabs, Africans, Pakistanis, Saudis and others, with

their modern suburbs, mansions, new industries and new business.

Other cities, such as Al-Riyadh, the capital, are rapidly

expanding, with new, modern office blocks, modern buildings and

government departments, and Jeddah is a busy seaport with modern

suburbs, modern buildings and small industries. 	 The old cohesive

village has given way to a new urban melting pot, in which several

separate communities with disparities in origin, wealth and status

1. Fatine A. Shaker, Modernization of the developing nations : the 
case of Saudi Arabia. An unpublished Ph.D. dissertation, Purdue
University (1972), pp.188-189.
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exist. Members of these communities range from numbers of government

officials, and wealthy people, to an influx of settled nomads and

workers who come to the city for jobs. 1 For instance, Al-Riyadh had

expanded from about several thousand in the thirties to 1,272,275 in

1976.2

2.2.3 The Basic Social Values of Saudi Society 

The values related to the views held by human beings, conscious-

ly or unconsciously, are about what is right or what is wrong. Social

values indicate the standards by which members of an organization are

influenced in guiding their behaviour. They also serve as a system of

shared beliefs which provide norms for human conduct. 3 Values can be

considered at five levels: - (1) at the individual level, the personal

values of a person affect and influence his/her actions; (2) at the

group level, whether it is a large group or a small one, formal or

informal, the values of the group affect the behaviour of the indivi-

duals who comprise the group and also the actions of the group itself;

(3) at the organizational level, the values of individuals, groups and

the total organization interact and affect the organizational be-

haviour; (4) at the environmental level, organizational behaviour is

influenced not only by those who are members of the formal and informal

organizations, but also by those who are outside the formal organiza-

tion, such as suppliers, customers and government agencies; (5)

finally, at the cultural level, the values of the society are

1. G.A.Lipsky, op.cit , pp.86-88; See also I.M. Al-Awaji, op.cit.,

pp.60-62.

2. Abdel R. Al Modani and Mohammad Al-Fayez, Population Bulletin of

the United Nations Commission for Western Asia, vols. 10 and 11

(1976), p.186.

3. Peter M. Blau and W.R. Scott, Formal Organizations : A 

comparative approach, Chandler Publishing Co. (San Francisco,
1962).
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influential on its members.1

The social-value system in Saudi Arabia is based on three major

sub-systems: (1) Religion; (2) the family; and (3) traditions.

2.2.3.1	 Religion.., as an origin of social values 

The Arabian peninsula is the birthplace of Islam and the

total population of Saudi Arabia is Moslem. It is an all-pervasive

influence in the lives of its adherents, the fundamental motivating

force in the phases of their culture. Nyrop states that - 'Religion is

the single most important factor in Saudi culture' , 2 But Islam is more

than a religion, it is a way of life. All desires and daily acts are

coloured by recognition of their appropriateness or inappropriateness

in the light of Islamic precepts, and verbal expression is invariably

interspersed with references or appeals to God. Therefore, Islam is

the source of political legitimacy, the judicial system and the moral

code of the society. Al-Awaji summarises its pervasiveness:

Islam is the source of political legitimacy,
the judicial system and the moral code of the
scociety. Islam is the primary political and
social frame of reference. On the one hand it
is the formal religion of the state, and there-
fore its principles are the supreme authority.
On the other hand, it is a social and cultural
institution whose system of social conduct and
spiritual forces penetrates every aspect of
Muslim life)

1. Fremont E. Kast and James E. Resenzweig, Organizations and 
Manage-ment : A Seven Approach, McGraw Hill (New York, 1974).

2. Richard F. Nyrop et al., op.cit., p.113.

3. I.M. Al-Awaji, op.cit., pp.67-68.
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The history of Islam goes back to 610 when Mohammed, the Prophet,

began his teachings which were based on revelations from God revealed

to him through the Angel Gabriel. Mohammed preached Islam for a number

of years at his home town Mecca, where he faced tremendous resistance

from his fellow Meccans.

As a result he had to move to the city of Medinah, where he

established a commonwealth based, not upon the old foundation of

consanguinity, but upon religion, with himelf as the chief magistrate.

Moslems were taught to revere the new institution, planted through the

Prophet, by God himself, and to sink their tribal dissensions in the

commonwealth of the brotherhood of faith.1

The Prophet Mohammed not only promulgated a religion, but also a

complete social system containing minute regulations for man's conduct

in all circumstances of life, with due rewards and penalties according

to his fulfilment (or otherwise) of these rules. In other words, Islam

is a social and cultural institution whose system of social conduct and

spiritual forces penetrates every aspect of Muslim life.

Furthermore, for Saudi Arabians, it is not only the importance of

Islam as a major source of social values and norms that complete the

institutionalization of Islamic doctrines and teaching, but also its

effect as the source of all legal and political acts that perpetuates

and enforces such an institutionalization.

Raphael Patai pointed out about the Arab culture that 'the

religion is the fundamental motivating force in most aspects of Arab

culture and has its say in practically every act and moment in life.

1. Alawi N. Abussand, Administrative Development and Planning in 

Saudi Arabia, unpublished dissertation, University of Maryland
(1976), pp.18-24.
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It is a complete civilization in itself; it is interested even in the

most ordinary acts of the individual.	 That is, the observance of

traditiona, forms and rites, whether of the 'official' or of the

'popular' kind, is an integral part of everyday life. Therefore, the

totality of life is permeated with religion which holds supreme sway

over the great majority of the population.1

The following quotation from G.F. Grunebaum can be given to

explain the Islamic impact on Saudia Arabian life:

Islam aims at comprehending life in its

totality. ... The distinction between important
and unimportant detail of daily routine loses

much of its meaning, when every step is thought

of as prescribed by divine ordinance... No
sphere is left in which our doings are inconse-

quential for our fate in the hereafter. The

relevancy of our failing will vary according to
their moral and social significance, but

nowhere shall we find a no-man's land to which

religion does not lay claim.2

It might be appropriate to end this brief discussion on the

comprehensiveness of the Islamic impact on Saudi Arabian life by

quoting this statement:

Islam is based on belief in one God, a warm

transcendent God to whom man must submit, or

resign, his fate. Submission to this God joins
men into one community, the House of God (Dar

al-Islam). Islam gives man a total explana-

tion of his existence and propounds a moral
system which is not so much 8 set of general
principles as a series of practical obligations

and prohibitions. Members of the Islamic
community do not separate the spiritival from

the temporal; everything in society is believed

to partake of the religious essence, and all
elements of the society are part of the

1. Raphael Patai, 'The Middle East as a Cultural Aria' in Middle 

East Journal VI (Winter, 1952), pp.1-22; 'On cultural contact and
its working in Modern Palestine' in American Anthropologist, XII
(Fal, 1942), pp.1-48; 'Nomadism : Middle Eastern and Central

Asian', South Western Journal of Anthropology, VII (Winter,

1951), pp.4-415; 'Relationship patterns among the Arabs' in

Middle Eastern Affairs, 11 (May, 1951), pp.180-185.

2. G.F. Grunebaum, Medieval Islam : A study in cultural orientation,

2nd ed., University of Chicago Press (Chicago, 1953), p.108.
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collectivity of Islam.1

Examples of fundamental social characteristics which can be

attributed to the influence of Islam are collectivism and fatalism,

which will be discussed later in this chapter.

2.2.3.2	 Kinship and the family institution as the central element 

in the social values in Saudi Arabian society 

Kinship and the family are perhaps the common denominator

of the Middle East, the importance of which transcends national

boundaries and diverse historical backgrounds.2

The Arab is known by the family to which he belongs. However

great his personal talents, a man without a family to back him is

unlikely even to count for much in the community. It is not surprising

then that the individual's loyalty and duty to his family are greater

than any other social obligation. Family obligations are extended in

diluted form to lineage and tribe.	 An observant Arab stated that

status within the family and in the outer group is defined largely by

it.	 'For the overwhelming majority, the Arabs' station in life, their

occupation and their economic position are regulated by the accident of

birth. The rights and duties of the individual are drawn in terms of

the family, the centre of community life'. 3 Consequently, Arab society

starts with the family rather than with the individual and is patterned

on it. Relations extend outward from the family and remain within its

orbit.

1. Norman C. Walpole, op.cit., p.106.

2. ibid., p.80.

3. Samia Hamady, Temperament and character of the Arabs, Twayne

Publishers (New York, 1960), pp. 87-88.
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Moreover, a western observer wrote:

... It becomes evident that an individual
derives both status and role entirely from the

position of his family and from his position

within the family. The greater part of his
activities are related to some degree or other

with those of other members of this group. It

also became apparent that the Arab concept of
all (kin) differs from the lineal concept

typical of our culture and includes individuals

other than those of immediate family of
procreation and orientation and that a much

closer degree of relationship exists between

the individual and his collateral relative.1

Moreover, the Arab family comprises more than direct members of

the nuclear unit of procreation and orientation.	 Thus, the family

consisting of the parents and the children is not what we mean by the

basic society unit. Instead, we refer to the joint family, a larger or

extended family group consisting of the parents, their children, grand-

parents, uncles and aunts, and ascendant and collateral relatives to

the third or fourth degree or more.2

The role of the Arab family differs from the role of the family

in the west, where the freedom and independence of the individual

outweigh his obligation to the family, while with the Arab, membership

— in the family defines his identity and primary social relationships,

and provides him with security and status. His personal freedom and

individuality are secondary to the needs and demands of the broader

kinship group in which he is inextricably bound, from birth to death.3

The Saudi Arabian family is typical of an Arab family. George

Lipsky states:

1. Rodger P. Davis, 'Syrian Arabic Kinship Term', Southwestern 

Journal of Anthropology, V (Autumn, 1949), p.249.

2. Samia Hamady, op.cit., pp.88-89.

3. Summer Scott Huyette, Political adaptation in Saudi Arabia : A 

study of the Council of Ministers, Westview Press (1985), p.40.
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All social relations in Saudi Arabia are in-

directly if not directly tied to family

considerations and the family is the
fundamental and essential repository of every

individual's personal identity... In practice,

family obligations take the precedence over all
others.1

2.2.3.3	 Traditions as a central element in the social values in
Saudi Arabian Society 

The primary development of Saudi Arabian society has

evolved out of three factors, the first of which are the Arab tradi-

tions, i.e. practices deeply rooted in history and still strongly

maintained.	 These traditions are perhaps the main source of the

family's social legitimacy. 	 The other source is Islam which, on

numerous occasions, asserts the priority of the family and the kin.

Both the Koran (the holy book) and Sunnah (the body of Islamic tradi-

tion based on Prophet Mohammed's words and practices) have frequently

called upon the Moslem to favour kin. However, according to Reuben

Levy, Islam was a continuity of pre-Islamic Arab traditions in many

moral issues such as the following where he stated that:

The same sentiment is to be found in the Koran,
in a verse that, characteristically begins by

bidding the believer to serve Allah and

associate nought with him, and continues; show
kindness towards parents, kinsfolk, orphans,

the poor, the Jar (neighbour), whether kinsman
or alien, to fellow-workers, wayfarers and
slaves .2

Neither religion, family system nor tradition can be understood

apart from one another. Therefore, when we refer to 'tradition as the

central element in the social values', we have in mind a combination of

these factors, religious doctrines and practices, the family institu-

tion and essential customs, norms and practices which reflect the cul-

1. George Lipsky, op.cit., p.45.

2. Reuben Levy, The Social Structure of Islam, University of

Cambridge Press (Cambridge, 1962), p.193.



tural system of the society of which religion comprises only one sub-

system.	 Such traditions include social attitudes, conceptions and

ranking of things (time, place, money, life, death, etc.).

To conclude this discussion, it may be said that both tradition

and Islam regard the family institution as a central element in the

social life in Saudi Arabian society, as well as in other parts of the

Arab nation. Thus, because of the nature of the traditional economy in

the Arab world which is mainly characterized by pastoral and agricul-

tural pursuits; handicrafts and trade, the family has continued to

function as an economic organization as well as social unit.1

The development of an industrial economy in Saudi Arabia has not yet

provided an available substitute for the family role. As George Lipsky

states:

In recent years the increase in wealth, the re-
pression of the more violent forms of inter-
tribal- rivalry and the limited but significant
impact of western cultural elements in Saudi
Arabia have challenged many of the traditional
social practices and, with them, underlying
values. It is doubtful, however, that the core
of traditional values has yet been shaken, and
it is likely that tradition continues to define
the basic meaning and goals of Saudi individual
and social life,1

However, since the aim in this section is to study the cultural

environment	 of	 the	 Saudi	 middle managers	 in Saudi	 Basic

Industries Co. (Sabic), and how the socio-cultural environment affects

the middle managers goals and behaviour, the analysis will be limited

to relevant values and characteristics which are deemed to be relevant

to the subject.

1.	 George Lipsky, op.cit., p.295.
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Collectivism 

Arab society is described as a collectivist society, where the

family, not the individual, is the basic social unit. Therefore, the

Arab community is a collection of groups rather than of individuals;

and this is the case with all the Arabs - whether urban, peasant, or

bedouin - in whatever familial groups, family, house, kin, sub-tribe of

the same family or tribe, mutual aid and co-operation within its ranks

is imperative. 1 Consequently, the interests of the individual are sub-

ordinated to those of the family, from the binding traditional prin-

ciples of loyalty and responsibility, as well as for the sake of

convenience and mutual advantage. In return for his loyalty and ser-

vices, the individual receives family support and security, and above

all, self-fulfilment; for kinship is, in many case, a powerful source

of prestige and social status.2

As advanced previously, predominance of the social and collec-

tive over the individual has its roots in the powerful impact and

control of tradition and religion. Consequently, a man becomes more

concerned about how to avoid the disapproval or condemnation of his

particular group and community at large than with fulfilling his own

self-interest.

Since personal relationship is the centre of all the individual's

obligations and responsibilities, the Arab is not used to being

impartial and objective in assigning jobs, or distributing benefits.

'To take care first of one's own people, irrespective of merit or order

of priority, is his duty; it means fulfilling part of his elementary

1. Samia Hamady, op.cit., pp.90-91.

2. ibid.
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roles. 1 Elaborating on this point, Louis G. Koninghaure notes:

Since the entire social structure has histori-
cally been based on kinship, it is not sur-

prising to find a certain amount of influence

being exercised in favour of relatives. In
this society, it is taken for granted that an

individual will use his position to benefit his

relatives, and failure to do so would generally
be regarded as morally irresponsible.2

Fatalism 

The average Arab is a fatalist, who believes that whatever

happens to him is 'God's will'. God is the ultimate cause of today's

rain, tomorrow's sunshine, the success or failure of a marriage, or the

outcome of a business venture. Man must do his best, but only if God

wills it will he be successful. 3 But even more so, man has limited

control over his own life, for it is God who has fore knowledge of all

events, and who has predetermined every thing for man. 4	This

determination is the result of many factors. Foremost among them is

religious indoctrination. Such determinism is seen as manifested in

the meaning of the word 'Islam' itself. Literally translated, Islam

means	 'peaceful	 submission'. 5	The submission pre-supposes an

acceptance of all that God has revealed in human history. Moreover,

determinism could be inferred from the Koranic verses repeatedly

insisting on man's dependence on forces mightier than himself.6

1. Sarnia Hamady, op.cit., p.95.

2. Louis G. Koninghaure, 'Civil Service in Saudi Arabia', a report,

Ford Foundation (Riyadh, 1963), p.8.

3. Norman C. Walpole, op.cit., p.296.

4. W.M. Watt, What is Islam, G.P. Putman's Sons (New York, 1947),

p.37.

5. ibid., p.10.

6. Mohammed Droz, 'The origin of Islam' in The Straight Faith,

edited by Kenneth Morgan, The Ronald Company (New York, 1958),
p.8.
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Although there are also many passages in the Koran which grant

man free choice, to either accept or reject and emphasize man's free

will in such a manner that there is enough leeway to sustain an atti-

tude of freedom and responsibility.1

However, economic factors play a great role in shaping the Arab's

outlook on his destiny.	 'The average Arab has been leading a

deprived and miserable life for ages. His fatalistic attitude is the

result of a subsistence economy where people live in material want

until death. ' 2 Furthermore, being closely and infinitely tied to his

family and kin, and subjected to severe public opinion regarding his

conformity, the individual to survive has to resign himself to these

external forces and accept his fat (lot), and chance to explain the

frustration of his plans, lack of achievement, misfortune, and even

little things as it comes to him.	 Therefore, Samia Hamady argues

that when he notes:

The impact of fatalistic philosophy on the Arabs

is therefore due not so much to religious

doctrine of determinism (though it does seem to

encourage a fatalistic behaviour) as to the
nefarious influence of political subjugation,

economic poverty and social tyranny. The Arabs

picked from the Koran only the passages that can
support significantly their improvident outlook

on life and in which they can find a religious

excuse for their inactivity and stagnation.3

Fatalistic attitudes have produced negative consequences towards

creativity and utility of time. 	 This point has been further

1. Samia Hamady, op.cit., p.188.

2. ibid., p.185.

3. ibid., p.188.
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elaborated by Al-Waji when he notes:

... whether the individual consciously believes

in deterministic doctrines or merely is

influenced by social norms which are severely
sanctioned by public or community opinion, or

both, he simply tends to accept his family's

prerogatives, and the passage of time as forces
beyond the domain of his own will. His

conformity with what he considers right in the

cultural sphere is one of his strongest motives.
He values and seeks the approval from his

fellowmen, for he lives in a society where the

familial group is the basic social unit, and the
individual finds it hard to survive socially if

he chooses to go his own way. And, as he submits

to the power of his group, he gives up his own
personal freedom.1

2.3 The Economic Environment

2.3.1 Introduction 

The Saudi Arabian economic system is a mixture of Public

Planning and Private enterprise. It recognises the value of private

initiative and efforts with the framework of state guidance and

direction.	 The government's economic philosophy, based on these

principles is oriented toward economic development within the

framework of free enterprise, and the individual's right to pursue

his own financial destiny. Beside that, Saudi Arabia is an emerging

country, which is striving to advance economically and socially to

achieve the level of highly advanced nations. Within a relatively

short period of time, it has made long strides towards socio-economic

progress.

1.	 I.M. Al-Awaji, op.cit., pp.76-77.
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For example, thirty-five years ago, the gross national

income was dependent only on agricultural production, and the

breeding of livestock and pilgrimage.1

However, Saudi Arabia's oil operation began in 1927, with a

concession granted to Frank Holmes covering 30,000 square miles

in Al-Ahase Province, which is now the major oil producing

province of Saudi Arabia. 2 Holmes concession collapsed through

failure to meet the obligations specified in the agreement.3

The Standard Oil Company of California (SOCOL) was

negotiating at that time in Bahrain, an island off the shores of

Saudi Arabia in the Arabian Gulf, and its success prompted the

company to negotiate with Saudi Arabia on May 29, 1933.

According to this agreement, the company would lend the

government £30,000 and pay 15,000 in rent per year. 4 After four

years of exploration, Socol was successful in finding oil in

1938, and in May 1939, the first American tanker left Saudi

Arabia with oil.	 The Kingdom of Saudi Arabia received $10

million in revenues.5

1. Muhain R. Tarabzune, Petroleum and Industry, an analysis of

the effect of capitalizing exploration and development cost

in the Petroleum Industry, with emphasis on possible
consequences in Saudi Arabia. First edition (Jeddah, Saudi
Arabia, 1984), p.70.

2. op.cit., p.69.

3.	 ibid.

4. Farouk M.H. Akhdan, 'Multinational Firms and Developing

Planning', a case study of the impact of the Arabian

American Oil Company (ARAMCO), on the development of the

Saudi Arabian economy. Unpublished dissertation, Univer-
sity of California (1974), pp.17-56.

5. David Howarth, The Desert King, McGraw-Hill (New York,

1964), p.252.
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As a consequence of the oil production, the Kingdom's revenues

increased tremendously. However, this did not last long, for World

War II began shortly after. As a result of the war, oil production

was halted, as were the oil revenues. 	 The annual pilgrimmage was

also stopped because of the war. To complicate matters further, the

country was hit with a severe drought, leading to the loss of a great

number of the herds and a decrease in the already small agricultural

production of the country. The people of Saudi Arabia were on the

verge of starvation, which led the British to help by sending food.1

In 1945, oil production started again and oil revenues began to

increase.	 There are three major oil companies working in Saudi

Arabia.	 The first of these is the Arabian American Oil Company

(ARAMCO).	 With a concession for 66 years that started in 1933,

Aramco produces nearly 94% of Saudi Arabian crude oil, and has 9.3

billion barrels of oil reserves. 	 The Saudi government owned 25

percent of Aramco in 1972, 60 percent in 1973, and 100 percent

ownership at present.

The second company is the Arabian Oil Company, with over 4,000

square kilometres for 40 years starting from 1960. It signed con-

tracts, and produces oil from the shared fields whcih are the neutral

zone 'an area between Saudi Arabia and Kuwait'. The concession was

D. Howarth,op.cit., p.247.



granted to the Japanese Petroleum Trading Company Ltd., for its

undividedhalf-interest.

The third company, Getty Oil Company, holds a concession to produce

oil on shore in the neutral zone, with an additional 1,000 square kilo-

metres off share for a concession of 60 years starting from 1949. This

company is a joint venture of the Saudi government and Japanese

Petroleum Trading Co. Ltd.

In January 1965, the Saudi Government concluded another concession

agreement with French-owned Sociête Auxiliaire de la Regie Autonome des

Petroles (Auxirap) to explore for petroleum in the Red Sea; this agree-

ment is for 30 years.1

2.3.2 Planning in Saudi Arabia 

Planning is considered an important function of the state in al-

most all societies. It is critically important and vital in developing

economics which need to rapidly catch up with other countries in more

advantageous situations. Planning is predetermined action to achieve a

certain goal or set of goals; these goals are shaped by the socio-

economic circumstances of a given society. 	 The second comprehensive

plan of Saudi Arabia (1975-80) indicates that 'Planning implies the

efficient use of a country's resources in accordance with certain

rationally-determined priorities for the attainment of nationally

cherished goals. Since goals are culturally, historically and politic-

ally oriented, a country's development plan 	 essentially reflects its

fundamental values and principles'.

1.	 Fouad Al-Farsy, Saudi Arabia : A Case Study in Development 

(1980), p.45; also M.R. Tarabzune, op.cit., p.74.



In spite of the fact that formal planning in Saudi Arabia started

only in the 1970s, planning discussions go back to the later 1950s.

When Saudi Arabia faced tremendous financial difficulties arising from

the monetary crisis caused by the decline in oil revenues, especially in

1956. 1	Government oil revenues fell from $340.8 million to $290.2

million.2

As a result of the economic difficulties that faced the country,

Prime Minister Faral established an Economic Development Committee in

1958, and appointed a new governor for the Saudi Arabian Monetary Agency

(SAMA) 3 in order to overcome the financial crisis. The new governor of

SAMA suggested the formation of an economic development committee.4

This [DC was charged with analysing the future prospects of the different

projects, creating a five-year programme for economic development, and

indicating the sources of finance both from resources of the Kingdom and

from foreign aid.	 The Prime Minister approved the formation of the

committee comprising six financial, economic and industrial advisers of

the government, among whom was the governor of SAMA. 5 After six month's

of the committee's existence, it was reorganized under the supervision

of the Minister of State for Financial and Economic Affairs, who was

entrusted to nominate 'reliable qualified Saudis from various ministries

to be added to the committee'. The additional members were the Deputy

1. The main reason for the monetary crisis was the decline in oil in
1956 and the war between Egypt and U.K., France and Israel.

2. Saudi Arabia Monetary Agency (SAMA) Annual Report, 1970, p.3.

3. Anwar Ali was a highly qualified Pakistani, who had been an export
of the fund (for more details see Arthur N. Young, Saudi Arabia 
The Making of a Financial Giant (1982), p.96.

4. Said M. Adam, 'Report on the Development of Planning Organiza-
tion in Saudi Arabia', Saudi Arabia, June 1965, pp.5-6.

5. ibid.



95.

Minister of Commerce and the Director-General of Agriculture, Education,

Health, Oil and Minerals, and Communications.

The Committee had a difficult responsibility as this was the first

time comprehensive planning had been attempted in Saudi Arabia. There

was a lack of data, lack of efficient personnel and lack of

organizational apparatus to coordinate the functions of planning.1

In 1960 Prime Minister Faisal asked the International Bank for

Reconstruction and Development (IBRD) for a mission to Saudi Arabia to

study the economic problems and make recommendations as to the best ways

of developing the Kingdom's resources, and for providing a sound

foundation for future economic development. The mission sent to Saudi

Arabia was comprised of experts from various fields, who made several

visits to different areas in the Kingdom, for the purpose of examining

their economic potential. The mission's final report became a milestone

in the history of planning both from the standpoint of objectives to be

achieved and as organizational methods to be used.2

The basic recommendation contained in the report was that Saudi

Arabia should begin with a programme of modest economic development to

be accelerated yearly) The mission's report further recommended that

an economic development board be created to plan, co-ordinate and ensure

implementation of all economic development activities in the public

sector. 4 Several guiding principles for the economic development of the

1. Said M. Adam, op. cit., p.8.

2. International Bank for Reconstruction and Development. 	 Unpub-

lished report of IBRD's mission to Saudi Arabian Government
entitled 'An Approach to the Economic Development of Saudi Arabia'
(May 1960).

3. ibid., p.57.

4. ibid., p.59.
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Kingdom were also presented in the report. Financial and economic

stability were to be maintained as a necessary prerequisite to sound

economic development. Investments by the government should be made in

projects which did not receive private support, and the initial projects

receiving investments should be kept relatively few and be limited to

those which would disseminate the maximum benefits to the greatest

number of people. The projects most immediately in need of government

support were recognised as the development of water resources, the

improvement of crop and livestock production, the improvement of

communication facilities, and Education and Health. On the organiza-

tional level, the report recommended engaging a competent staff to plan

economic development projects before they are started.	 The actual

projects would be carried out by the particular minority concerned and

not by the planning organization.1

After thorough study of the IBRD Report by the Council of

Ministers, many of the recommendations were accepted.

As a result, the Supreme Planning Board was created by Royal

Decree Number 50, January 1961. Its membership consisted of the Prime

Minister as Chairman, and the Minister of Finance, Petroleum and Mineral

Resources, Communcations, Agriculture, Health and Commerce. According

to Article Six of the Royal Decree 'The terms of reference of the

Supreme Planning Board should be to plan and draw up the policies of

economic development amongst the various ministries and departments,

supervise and follow up their execution'. 	 These terms of reference

exclude the private sector, the Board's function being confined to eco-

nomic development among the various ministries. The second exclusion

1.	 op.cit., p.57.
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was the social aspect of development despite the fact that social change

is more urgently needed than anything else. In practice, however, the

Supreme Planning Board worked as a sub-committee of the Council of

Ministers, concentrating its efforts on reviewing the budget requests of

the different ministries to ensure that excessive requests for funds

were not recommended. 'It has been primarily engaged as a kind of sub-

committee of the Council of Ministers concerned with reviewing the

development budget to insure that business-like practices were being

followed, a task which the budget office would undertake for the whole

budget. '1

The authority of the Board as a planning body, and the power of

its decisions were not well defined. Its relation with the Council of

Ministers, as the top authority, was ambiguous:

The nature of the work of the Board was not

accurately defined, and several modifications
were inserted on its formation ... Besides, we

found its relation with the Council of

Ministers from one side and the Ministry
Department from the other wise, was not

clearly indicated,	 especially the points

relating to supervision and following up the
execution of projects.2

There was repetition and overlapping. The same people who as

ministers initiated the request were also the persons who reviewed them

on the Board table.	 Not only that, but also what the Board might

discuss today might be a subject of longer discussion in the Council of

Ministers tomorrow. With six ministers attending both discussions, the

ministers who were members of both the Council of Ministers and the

1. Said M. Adam, op.cit., p.16.

2. ibid.
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Board of Planning were kept busy conducting routine work in their res-

pective offices, a task which could have been handled by divisional

officers.	 Consequently, Ministers had no substantial time for

discussing important issues either in the Council of Ministers or in

the Planning Board.

Although a Secretary-General of a planning body is usually expected

to play a genuine role in achieving its objectives, the only statement

dealing with the subject was the provision of Article Four of the Royal

Decree issued for the creation of the Board, which reads: 'The Secre-

tary General shall be entrusted with the Board and executive function of

Planning.'

Probably one of the Board's most challenging obstacles was the

general lack of technicians, qualified administrators, and experts in

the various fields with which the Board was concerned. 	 It was not

realized by the Board that without a great many qualified personnel,

theplanning was impractical.

Although it is generally accepted among planners that data are the

basic function of the planning structure, the Board did not consider

this essential fact.	 There was no statistical system qualified to

provide the required planning data. Hence, a rough estimation was the

tool used. The only statistical agency in the country, which has been

established only recently, was and still is located at the Ministry of

Finance. At that time it had neither the competence, the orientation,

nor the institutional position which might help in planning matters.1

There was also an absence of direct communication between the Board and

this statistical agency.

1. David G. Edans and W.P. Snavely, 'Planning for Economic Develop-

ment in Saudi Arabia', Middle East Journal, vol.1 (Winter, 1970),
p.124.
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The Economic Development Committee and the Supreme Planning Board

were designed to be central planning agencies but failed in this task

due to the inadequacies described earlier. Therefore, a United Nations

Reconnaisance Mission was invited to study the situation. The Mission

visited the country in 1964, and recommended the establishment of new

organizations for development planning. Also, the government signed an

agreement with the Ford Foundation to provide the country with a team of

experts to study its administrative and organizational problem. The

Ford Foundation team and the U.N. Mission resulted in the creation of

the Central Planning Organization (CPO), by the Royal Decree Number

Nineteen dated January 19th, 1965. The same decree established planning

units in each ministry or independent agency in the government to be the

link to the Central Planning Organization in all planning matters.1

By resolution of the Council of Ministers and a Royal Decree in

January 1965, the Central Planning Organization was charged with several

functions. It was to report on the economy of the Kingdom 	 the scope

of progress achieved and projected developments. The organization was

also to prepare a five-year economic and social development plan to be

approved by the Council of Ministers. It was to develop a budget for

development to be incoporated into the state budget through consgtant

consultation with the Ministry of Finance and National Economy. In

addition, the organization was to advise the King on technical matters

when necessary and assist ministries in their planning affairs.2

The organizational structure of the CPO calls for twelve economic

advisers. The number may be increased or decreased according to the

need - who are to be assisted by a staff of administrative and clerical

personnel. The organization for the Fiscal Year 1974-75 is composed of

1. Council of Ministers' Resolution No.430 (May 13, 1963), p.3.

2. ibid.
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the President, Vice-President, Advisory Committee, four departments, and

economic unit and a branch for the CPO in Jeddah to supervise its

activities in the western region. The four departments are the planning

department, research department, general department and follow-up

department. The planning department is broken down into sections, such

as education sector, manpower sector, etc.

Under the CPO system of planning, specific projects are initiated

by the Ministries through their planning units. These plans are sub-

mitted to the CPO for review and evaluation in terms of feasibility and

possible overlap with other programmes. The plans must fit the general

scheme of development, the objectives of the ministry and the financial

ability of the government.	 Through its evaluation and review

procedures, technical assistance to Ministries and coordination of the

many different plans submitted to it, the CPO develops a comprehensive

national plan. This plan is subject to the approval of their King. All

budget reviews and monitoring functions are confined to the Ministry of

Finance and National Economy, leaving the CPO to perform only the planning

function.

The specific objectives the government hoped to achieve through

its planning are:

(1) to increase the rate of growth of the

gross domestic product;

(2) to develop human resources so that the

various elements of society will be able
to contribute more effectively to pro-

duction and participate fully in the
process of development; and

to diversify the sources of national

income with reduced dependence on oil

through increasing the share of other
sectors in the gross domestic project.1

(3)

1.	 Kingdom of Saudi Arabia Central Planning Organization, First Five-

Year Development Plan 1970-75, p.23.
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These objectives were translated into definitive policies.

2.3.3 Development of Manpower_
In the final section of this chapter, the discussion will focus on

the manpower problems facing Saudi Arabia in its drive for development.

The nature of the problem, the sources of the problem, and the institu-

tions involved in the solution of that problem are considered. Manpower

is an important aspect of the development of Saudi Arabia, as has

already been shown.

The manpower problem in Saudi Arabia may be described as having

two dimensions, quantity and quality. 	 That there is a problem of

quantity means that there are often not enough people with the capabil-

ity to implement development programmes. As mentioned in the previous

pages, the qualitative dimension means that even those personnel who

have the capacity to be good administrators, often need additional

training to be really effective.

The quantity dimension of the manpower is the result of the vast

and rapid economic development which Saudi Arabia is undergoing and the

country presently requires a large reserve of manpower whereas the Saudi

population is relatively sma11, 1 and projected targets in the Five-

Year Plan of 1970-75 to be met through the various sets of activities of

governmental organization. The First Five-Year Development Plan had an

initial budget of SR 56,223 million (about $17.2 million). Health and

Social Services received 4.4 percent, while human resources development

received 18.1 percent of the total appropriation. The main objectives

of the First Five-Year Plan were to build the infrastructure necessary

for the development process.	 The Second Five-Year Plan was to

1. Saudi Arabia has 7,012,642. Saudi Arabia Monetary Agency (see
Population in previous pages); Statistical Summary 1975-76, 1st
issue (Riyadh, Saudi Arabia), p.18.
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concentrate on developing the human resources of the country.1

The Second Five-Year Plan was to commence in 1975-80. 	 The

appropriation for this plan was SR 498,230.2 million ($140,997

million). Human resources development constituted 15.9 percent and

social development 6.7.2

The Third Five-Year Plan 1980-85 had a budget of SR 783,000

million ($235,000 million). 3 This plan also concentrated on develop-

ing the human resource development which received 22.2 percent of the

total appropriation and social development 12.4 percent. The Fourth

Five-Year Plan commenced in 1985 and should end in 1990. The appro-

priation for this plan was SR 1,000 billion. Human resources develop-

ment constituted 27.1 percent and social development 17.9 percent.

The use of these plans met with success in achieving an increase

in the growth of gross domestic product. Table 2.3 showed the enor-

mity of change in GDP at the three stages of the Kingdom's develop-

ment, in the First Five-Year Plan, GDP rose SR 17,398.6 (1969-70) to

SR 139,599.6 (1974-75). This increase resulted from the dramatic in-

creases in the price of oil in September 1973 and January 1974 which

led to a doubling of the oil revenues.

The GDP in the Second Five-Year Plan for 1975-80 jumped to

SR 385,806.5. Moreover, the Third Five-Yeare Plan for 1980-85 started

with SR 518.0 in 1980-81 and fell to SR 358.1. The main cause of this

was the sharp decline of the oil sector, as crude oil exports fell

from over 9 million barrels per day (Mbd) in 1981/82 to less than 4

Mbd in 1984/85.

1. Kingdom of Saudi Arabia, Ministry of Planning, First Development

Plan 1970-75, p.	 and Second Development Plan 1975-80, p.

2. ibid., p.529.

3. ibid., Third Five-Year Plan, 1980-85.
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TABLE 2.3 

SAUDI ARABIAN GROSS DOMESTIC PRODUCT

(IN MILLIONS OF SAUDI RIYALS)

YEARS GDP

1969-1970 17,4

1970-1971 22,9

1971-1972 28,3

1972-1973 40,5

1973-1974 99,5

1974-1975 39,6

1975-1976 164,5

1976-1977 205,0

1977-1978 225,4

1978-1979 249,5

1979-1980 385,8

1980-1981 518,0

1981-1982 522,2

1982-1983 411,8

1983-1984 380,4

1984-1985 358,1

* Excludes import duties

SOURCES: (1) Central Department of Statistics, Ministry of
Finance, Statistics Indicator, Okadh Publishing
Co. (Jeddah, 1985).

(2) Fourth Development Plan, Kingdom of Saudi
Arabia, Ministry of Planning 1985-1990,
Table 2.2, p.14.
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TABLE 2.4 

STUDENTS IN HIGHER EDUCATION

ENROLMENT BY SEX AND YEAR

UNIVERSITY
1969-1970 1973-1974

Male Female Male ,	 Female

King Saud 3,348 259 5,062 505

King Abdul Aziz 321 170 2,982 957

University of Petroleum
and Minerals 450 - 1,240 -

Islamic 551 - 732 -

Girls Colleges - 80 - 1,019

TOTAL 4,570 509 10,016 2,481

SOURCE: Saudi Arabia, Statistical Year Book 1974
Vol. 10 (1974), pp.49-54 and Women's
College Statistical Book, 1977, 1979, p.8.
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TABLE 2.5 

STUDENTS IN HIGHER EDUCATION 

ENROLMENT BY SEX AND YEAR*

INSTITUTION
1984/1985 1989/1990

Male Female Male Female

King Saud 17,536 4,891 18,730 5,670

King Abdul Aziz 10,089 3,994 16,379 6,095

King Faizal 1,465 1,185 3,535 1,861

University of Petroleum
and Minerals 3,496 - 4,533 -

Islamic 3,400 - 4,630 -

Imam Mohammed 9,344 - 14,970

5,654 4,084 6,470 5,480

Girls Colleges 14,172 20,000

Total 51,484 28,326 69,247 39,106

* Excludes non-regular male and female students in
King Abdul Aziz University and Imam Mohammed University.

SOURCE: King of Saudi Arabia, Ministry of Planning,
Fourth Development Plan 1985-1990, p.289
Table 11-12.
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Furthermore, Saudi Arabia is characterized by a youthful popula-

tion, for it is estimated that more than 49 percent of its total urban

and rural population fall in the 1-15 years age bracket. The economic

impact of the small Saudi population is further reduced by the absence

of most women from the workforce, because the formal education for girls

only began in 1960. But female enrolments began to show significant

increases in 1970. There were 509 female enrolments in higher education

in 1970, 2,481 in 1973/74 (Table 2.4), 12,665 in 1979/80, 28,326 in

1984/85 and in 1990 there will be 39,1006 (see Table 2.5). The other

factor related to the absence of most women from the workforce is the

physical segregation of females (see Chapter 4) from males whereby women

work in separate quarters, and this sexual segregation would lead to

occupational segregation and would not give women the opportunity to

learn as a result of their interaction with men in the workplace.1

Table 2.6 shows that the number of Saudi men in the labour force was

growing at about 24 percent between 1975 and 1980, and in 1980-85 the

Saudi labour force grew at an average annual rate of 3.7 percent

compared with Saudi females in the labour force increased at an average

annual rate of 1.5 percent.

However, one of the major problems facing Saudi Arabia, as

mentioned earlier, is meeting its labour needs in the vast rapid

economic development which Saudi Arabia is undergoing presently. Saudi

Arabia is trying to solve this problem by importing the necessary labour

from outside (see Table 2.7). 	 In this table, total employment in the

Kingdom has grown by 1,420,000 during the Third Plan Period; the Saudi

1.	 Aisha M. Al-Mana, Economic Development and its impact on the study 

of women in S.A, unpublished dissertation, University of Colorado

(1981), p.141 (Societe d'Etudes pour development Economique et
social (SEDES) (1979), pp.35-36.
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TABLE 2.6

ESTIMATED AND PROJECTED VALUES OF THE SAUDI
ARABIAN LABOUR FORCE SELECTED YEARS 

(THOUSANDS OF WORKERS)

SEX 1975 1980 1985	 1990*

Saudi Men 1,156.5 1,366.4 1,649.2	 1,984.1

Saudi Women 96 126.8 136.8	 176.6

Total 1,252.5 1,493.2 1,786.0	 1,160.7

*Projected

SOURCE: Third Development Plan, Table 2.5
Fourth Development Plan, Tables 2.6 and 5.7

TABLE 2.7

LABOUR FORCE FROM 1979-1990

NATIONALITY
,

1970 1975 1980 1985 1990

Saudi 993.4 1,253.0 1,493.2 1,786.0 2,160.7

Non-Saudi 172.4 494.0 1,532.8 2,660.0 2,059.8

Total

,

1,165.8 1,747.0 3,026.0 4,446.0 4,220.8

SOURCE Kingdom of Saudi Arabia. Third Development
Plan 1980-1985, p.35. Fourth Development
Plan 1985-1990, pp.36, 184.

TABLE 2.8

TOTAL SAUDI WORKING-AGE POPULATION AND 
CIVILIAN LABOUR FORCE 1984/1985 and 1989/1990 

Males
1984/1985

Females Total Males
1989/1990

Females Total

Working-Age Population 2,686.0 2,659.0 3,237.0 3,210.0 6,449.0

Labour force partici-
pation rate 1% 61.4 5.1 61.3 5.5 33.5

Labour force 1,649.2 136.8 1,786 1,984.1 176.6 2,160.7

SOURCE: Kingdom of Saudi Arabia, Ministry of Planning
Fourth Development Plan 1985-1990, p.89.
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component of this growth accounted for only 292,800 or approximately 21

percent.	 The Saudi labour force grew at an average annual rate of 3.7

percent, compared to non-Saudi growth rate of 11.7 percent. The share

of Saudis in the total labour force declined from 49.4 percent in 1979/

BO to 40.2 percent in 1984/85..

During the Four Plan Period 1985-90, total employment will decline

by 225,500, thus reversing the earlier growth in the employment of

foreign workers	 from an average annual increase of 11.7 percent in the

Third Plan to an average annual decline of 5.0 percent during the Fourth

Plan.	 In this Fourth Plan the government will change the pattern of

employment in the Kingdom, while the non-Saudi workers will decline,

the economy will absorb a substantial number of new Saudi entrants to

achieve the goal of the Saudi government by increasing Saudi females in

the labour force from 5.1 percent in 1984/85 to 5.5 percent by 1989/90.

The total Saudi population in 1984/85 of working age will grow at an

-Aerage annual rate of 3.8 percent during the Fourth Plan period. In

the number of Saudis engaged in civilian activities is expected to

increase from 1,786,000 in 1984/85, as shown in Table 2.8.

The quality in manpower in Saudi Arabia is the result of the

history of the country. 	 Only one part of the country, Al-Hajaz, had

ever experienced formalgovernment administration. Because Al-Hajaz con-

tains the Islamic Holy cities of Meccah and Medinah (see geographical

factors in this chapter), which are annually visited by pilgrims from

all over the world, the administration of the province, therefore, had

to deal with different kinds of administrative responsibilities and ser-

vices. Until the unification of the Kingdom, the remainder of the area

had been governed in a traditional manner characterized by personaletic
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leadership by tribal Sheiks (see 'social environment' in this chapter).1

Another historical factor in the quality problem is the education

system. The school practiced the traditional method of rote learning

with strong emphasis on religion. At the college level there was little

emphasis on management and administrative sciences. 2 Many managerial

positions are filled by college graduates who have not received training

in managerial or administrative activities. The problem of manpower

development in Saudi Arabia poses serious obstacles to economic and

social progress of the Kingdom. As against the abundant natural and

financial resources, Saudi Arabia is suffering a lack of national

trained manpower. This is partly resolved by the import of huge numbers

of foreign labourers.

Hence one of the main goals of the Second Development Plan was to

develop human resources. Further, it was estimated that Saudi Arabia

would need increases of 160 percent in foreign labour and 16 percent in

Saudi labour to meet the demands necessary to carry out the Second

Development Plan objectives.	 Table 2.9 shows that foreign management

growth was 6.1 percent against 1.3 percent for Saudis. Professional

foreign growth was 7.8 percent against 4.5 percent for Saudis,and tech-

nicians and sub-professionals foreign growth was 49.9, while Saudis was

only 8.4 percent. Moreover, skilled and semi-skilled workers foreign

growth was 154.5 percent while Saudis was 118.4 percent.

The demand on foreign manpower was large during the Second Five-

Year Development Plan as compared with the First and Third plans.

1. See Al-Awajy, op.cit., pp.43-51.

2. ibid., pp.47-49.
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TABLE 2.9 

ESTIMATED SAUDI AND NON-SAUDI MANPOWER

BY OCCUPATIONAL GROUP 1975 AND 1980 

(IN THOUSANDS)

OCCUPATIONAL

GROUP

Saudi Non-Saudi

1975 1980 Increase 1975 1980 Increase

Managers 7.4 8.2 1.3 6.3 12.4 6.1

Professional 48.8 52.9,	 4.5 15.7 23.5 7.8

Technical and
Sub-Professionals 25.0 33.4	 8.4 31.4 81.3 49.0

Clerical Workers 62.5 99.6	 32.1 31.4 121.6 90.4

Sales Workers 82.3 97.2	 14.9 47.1 112.6 65.5

Service Workers 105.2 134.5	 29.3 47.1 145.2 98.1

Operatives 70.0 57.1	 17.1 25.1 51.4

Skilled Workers 70.1 93.5	 23.4 47.1 101.9 26.3

Semi-Skilled
Workers 170.0 265.0	 93.0 62.8 162.5 99.9

Unskilled Workers 244.0 296.4	 52.4

Farmers 311.2 281.0	 30.2

Bedouins 114.4 98.7	 16.2

k

TOTAL 1.286.0 1.518.0 	 232.0 314.0 1312.6 498.6

SOURCE:	 Ministry of Planning, Second Development Plan 1975-80
(Riyadh, 1976),	 p.217.



Average annual growth in foreign labour during the Second Plan was at

16.5 percent against 2.5 percent for Saudis. This was due to the Plan's

emphasis on infrastructures which absorbed large numbers of the Labour

force.1

Moreover, the manpower problem in Saudi Arabia is not only the

number of skilled and unskilled workers available, as discussed pre-

viously, but also of the general attitudes towards work, the motivation

to initiate and develop business projects.

Saudi Arabia is facing a lack of adequate technical and managerial

experience (as previously discussed) that is necessary to assist

decision-making in planning, co-ordination, and setting up of projects,

and in building administrative organizations according to scientific

principles, and developing sound work methods that would enhance

achievement of objectives according to performance standards, and at the

same time fully utilising available resources and adhering to time

schedules laid down for specific projects.

However, the huge expansion in funds allocated for development and

projects in Saudi Arabia led to the appearance of some behavioural

problems which hinder government agencies from the effective performance

of their functions of providing a high quality of work.2

Human behaviour in organizations can be positive or negative,

depending upon whether it is directed towards the organizational goals

or personal goals, as Sargent and Williamson in defining attitudes

1. 'Means and Ways for sufficiency in manpower in government admini-

stration', a research paper presented to the symposium on Saudi

manpower in Government administration, Public Administration
Institute (1983), pp.24-26.

2. Al Tawail, 'Public Administration in the Kingdom of Saudi Arabia',

Amman-Jordan, September 1986, p.53.
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stated:

Attitudes are treated as fairly consistent and last-

ing tendencies to behave in certain ways - primarily
positively or negatively - toward persons, activi-

ties, events and objects. Some would say they

reflect the deeper inner core of personality.

Moreover, workers come to organizations as whole human beings,

with motives, skills, abilities, values and attitudes which interact with

group norms in the organisatioriand the results of such interaction affect

work behaviour and organizational effectiveness in the achievement of

desired goals.	 Thus administrative leadership and training play an

important role in providing employees with positive values and

behavioural attitudes.

However, studies conducted on Saudi Arabia's manpower behaviour

problems indicated that the major behavioural problem of manpower are

the following:-2

- Immateriability of time

- Use of official authorities for personal goals

- Favouritism and nepotism.

Immateriability of time is manifested, as a behavioural problem,

leaving work early, idleness during working hours, wasting time allo-

cated for work and production on private business and activities not

related to work or talking to a colleague, reading a newspaper, drinking

tea or coffee, and sometimes unexcused absenteeism.

1.	 S. Stansfeld Sargent and Robert C. Williamson, Social Psychology,

the Ronald Press Company (New York, 1960) (3rd ed.), p.473.

2. Bureaucracy and Society in Saudi Arabia', University of

Virginia, unpublished thesis 1971; also, Naser Al-Adaily, Human

and organizational behaviour in administration, IPA (Riyadh,
1981). See also, the research papers presented at the following

seminars which were organized by the Department of Executive
Development Programmes at IPA.

- Seminar on work time (1982)
- Seminar on Incentive System in the Civil Service (1982).
- Seminar on the Importance of Administration for Development

(1975).
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According to Holden:-1

Nothing ever got immediate attention in Saudi

Arabia, in my experience, and few things get belated
attention either the prevailing attitude to time,
indeed, made largely irrelevant any distinction

between now and later, by finding most things into
the bottomless pit of never. The wags of Jeddah

could this attitude A.M.T. or Arabian 'Ma aleesh'

time, because as every Middle Eastern traveller
knows, 'Ma aleesh' means 'never mind', and never

minding time in Saudi Arabia was the chief national

occupation.

Moreover, such behaviour regarding time is caused by the absence

of adequate internal supervision within the organization to this effect.

L. Koningham stated that there is:-2

Almost universal tardiness, newspapers being read

during working hours, absence from desks and

offices, horseplay in the halls, and gathering
around for general discussion instead of working.

The causes are numerous, such as, lack of responsi-

bility and accountability being assigned to super-
visors, lack of training for supervisors, lack of

interest in the work, inability to perform duties,

and in some cases insufficient work to keep
employees busy.

This problem has many unhealthy effects on administration and society,

such as excessive increase in administrative costs, causing harm to the

interests of citizens and beneficiaries of government services, and

causing damage to the public interest and to the national economy.

Another difficulty is taking advantage of institutional positions

and authority for personal interests.	 By this is meant the use of

official property for personal purposes such as housing, transportation

allowances, and compension for fictitious activities such as field

trips, extra pay for committee services, consultations and overtime

1. David Holden, Farewell to Arabia, Waltier and Company (New York,

1966), p.123.

2. Louis G. Koningham, 'Civil Service in Saudi Arabia', a Report,

Ford Foundation (Riyadh, 1963), p.3.
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assignments. Another way of meeting the demand for money is through an

extra job 'moonlighting', which not only diverts the energy of the

officials from their formal responsibilities, but also may cause

conflicts of interests as well. George Lipsky bluntly describes this

problem in the following words:

It is in keeping with old practice in the area for

officials at all levels to take advantage of their
position to enrich themselves. Those who did not do

so would be regarded as stupid or eccentric.1

Therefore, it is not that government salaries are low, but that

values and living expectations have changed beyond the capacity and

limitation of the monthly salaries. There are identifiable bases and

means of this behaviour as Al Awaji stated:

First, as a result of the Prevailing Particular-

istic social values, the spirit, or the commitment

to the national interest, is very weak among the

populace. People regard the public purse as a

productive cow whose milk or even meat is a gift for
whoever is in a position to utilize it to its

maximum capacity...

Second, they are overimpressed with western

influence. The influx of materials, cars, and means

of modern living (villas and modern appliances) has

caused many of them to seek extra financial

resources by different means and methods ....

Thirdly,... over-centralization of authority in the

hands of a few officials may facilitate corruption.

Also, the lack of an effective system of financial

control makes corruption an easy adventure.2

In the early 1960s, the government issued and distributed a form

called 'From where did you get this?', according to which government

employees would list all their properties, so that the government could

uncover any embezzlement after comparing their income with their

holdings. However, no one bothered to fill out these forms, and no one

bothered to collect them, so the regulation was forgotten.3

1. George Lipsky, op. cit., p.178.

2. Al-Awaji, op.cit., pp.242-44.

3. Al-Tawail, 'The Procedures and Instruments of administrative
development in Saudi Arabia', unpublished thesis, Univesity of
Pittsburg (1970), p.46.
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Favouritism and Nepotism 

This behaviour of serving personal interests, regardless of their

merits in relation to the public interests, is undertaken not according

to what the official mandates of the employees organizations may require

them to do, but rather in line with the behavioural patterns generally

defined and sanctioned by the society as a whole. Such behaviour allows

the illegal achievement of personal goals, as previously mentioned. As

a social phenomena, nepotism has its own roots in social values and

customs, which give kinship, friendship and family ties precedence over

the public interest, and which allow personal relations and exchange of

interests to influence the official conduct of public business.

Moreover, favouritism can be attributed to the citizens' ignorance of the

relevant laws, regulations .no methods and to the weak sense of the

public service which some government officials have, and this is a

serious problem because it involves the acceptance of legally

unacceptable demands and the granting of special favours in cases where

special favours are not to be accepted at 211.1

However, the Saudi Arabian government has recogni7ed that the

long-term approach to the solution of the quality aspect of the problem

is through a re-evaluation and modification of the educational system to

ensure that it is directed toward fulfilling its role in achieving the

national goals.

1. For more details see Al-Awaji, op.cit., pp.231-36; also Al-

Tawail, 'Public Administration in the Kingdom of Saudi Arabia',
the Twentieth Congress of Administrative Sciences, Amman-Jordan,

September 1986, p.55.
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The C.P.O's Economic Report of 1974 noted: 'The principal vehicles

for manpower development in Saudi Arabia are the programmes of education

and training' •1

Up to 1926, there was no public education in Saudi Arabia, the

only schools were religious schools in the Mosques. Since the creation

of the Ministry of Education in 1954, public education has expanded

rapidly both in numbers of students surveyed and in the variety in the

curriculum which is offered. 	 In 1954/55, the number of schools were

466, with 52,740 students and a budget of $21,621,621.2

The initiation of oil production created a demand for administra-

tion and technicians in the public and private sectors, more modern

education was necessary to satisfy the demand. However, the past two

decades have seen a rapid increase in the number of Saudi students (see

Table 2.10).

The growth of higher education has also been noteworthy. In the

early 1950s, Saudi Arabia did not have a University. 	 The opening of

Riyadh University in 1951 (the King Saudi University), was followed by

three others in the 1960s. Three more were established in the 1970s.3

Between 1972 and 1980, the number of departments of Saudi Universities

increased from nineteen to fifty-one. Enrolment at these Universities

increased from 9,500 to 48,000 during the same period, 4 and during 1980-

1990, total higher education enrolment grow to 108,353, as Table 2.11

indicates.

1. Central Planning Organization, Economic Report (Riyadh, 1974),
p.53.

2. Norman G. Walpole (ed.), op. cit., p.91.

3. Kingdom of Saudi Arabia, Ministry of Finance and National Economy,
Central Department of Statistics, Statistical Indicators (Riyadh,
1980), p.49; also Kingdom of Saudi Arabia, Ministry of Finance and
National Economy, Central Department of Statistics - Statistical
Yearbook (Riyadh, 1980), p.501.

4. Kingdom of Saudi Arabia, Statistical Indicators (1980), p.49-
also Kingdom of Saudi
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118.

TABLE 2.11

GRADUATE STUDENTS WITH BACHELOR'S DEGREES

IN 1985-1990 (ESTIMATED) 

UNIVERSITY MALE FEMALE

1985 1980 1985 1990
,

King Saud 1,808 2,820 547 560

KIng Abd Al-Aziz 1,041 990 500 475

King Faisail 220 410 100 185

The University of
Petroleum & 469 600 -
Minerals _ _

Islamic 743 830
Imam Mohammed 978 1,900 -

Um Al Qura 424 720 429 600

Girls Colleges - - 2,050 2,910

TOTAL 5,743 8,270 3,636 4,730

SOURCE* Kingdom of Saudi Arabia,Ministry of Planning

Fourth Development Plan 1985-1990, p.289.
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Moreover, the estimates in Table 2.11 suggest that about 13,000

graduates with Bachelor's degrees will join the labour force during the

period 1985-90.

In addition to the growing opportunities for University education

at home, a number of students are studying abroad in various countries.

In 1985, there were approximately 15,000 Saudis studying abroad. Nearly

70 percent of them doing their undergraduate or postgraduate work abroad

in the U.S.A. Another 20 percent studying in the Arab countries, most

of them in Egypt, 9 percent studying in Europe, and 1 percent elsewhere

in the world.1

In addition, the Kingdom of Saudi Arabia recognised the necessity

to provide opportunities for management development. The majority of

Saudi Universities King Saud, King Abdal Aziz, King Faisal, King Fahad,

and Al Amam offer administration or management as a field of special-

ization at their colleges. For example, King Saudi University in Riyadh

has been teaching Public Administration as a specialized field of study

since 1976, when its College of Commerce was changed into the College of

Administrative Sciences. Before that date, the College of Commerce used

to offer two major fields of specialization, the first in economics and

political science, and the second in accounting and business administra-

tion. When its name was changed to College of Administrative Sciences,

it started offering a Bachelor's Degree in Public Administration as a

separate field of specialization. 2	Table 2.12 shows estimates of

students enrolled at Saudia University in the field of administration,

as well as graduates in this field, during the period 1980-85.

1. Middle East Research Institute, University of Pennsylvania (MERE)

Report 'Saudi Arabia' (1985), p.25.

2. Mohammad A. Al-Tawail, op.cit., p.48.
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TABLE 2.12

ESTIMATES OF STUDENTS AND GRADUATES IN THE
FIELD OF ADMINISTRATION 1980-1985

THE THIRD DEVELOPMENT PLAN

UNIVERSITY MALE FEMALE TOTAL GRADUATE

King Saud (Riyadh)
College of Administration .4,100 900 5,000 750

King Abdal-Aziz (Jeddah)
College of Economics and
Administration 5,700 1,500 7,200 980

King Faisal	 Dammam)
College of Administrative
Sciences 200 100 300 50

King Fand	 (Dhahran)
College of Industrial
Management*

i

N.A. N.A. N.A.

*Statistics are not available (N.A.) because the College of
Industrial Management was established during the period of
1985 (The Third Development Plan

SOURCE: Kingdom of Saudi Arabia, Ministry of Planning
Third Five-Year Development Plan (1980-1985)
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In addition,to provide for formal education,a number of training

institutes and agencies have been established, which include the

following: Public Administration Institute, Central Training Committee,

the Manpower Council, and the General Organization for Technical

Education and National Training.	 Each of these will be discussed

briefly.

In 1960 the Institute of Public Administration (I.P.A.) was

established as a result of the recommendation of the United Nations

Advisory Group. The Institute was intended to perform many functions.

It was to conduct research and training which would raise the quality of

civil servants, and to provide advisors to government agencies with

administrative problems. Also, the I.P.A. was to publish and file all

laws, bills and decisions of the government. It was to be a link with

other nations in the study of administrative problems. The Institute

was also expected to solicit advice and assistance from other institu-

tions specializing in the study of developing countries with experience

similar to that of Saudi Arabia.1

In addition the Institute provides scholarships for the study of

Public Administration abroad and publishes a periodical with the latest

news of research in modern public administration. 2	To fulfil its

training mission, the budget allocations for the Institute have grown

From SR1,300,000 in the Fiscal Year 1961-62 to 171,000,000 Saudi Riyals

in 1984-85.3

1. For more detail, see Al Tawail, op.cit., pp.41-45; also Aba-

Alkhail, 'The Role of Administrative Reform in Facing Economic
Changes', a study presented to the Twentieth Congress of Admini-

strative Science, Amman, Jordan, September 1986, pp.7, 10-11.

2. Institute of Public Administration Annual Report 1967-68, IPA

(Riyadh, 1968), pp.8-9.

3. Mohammed Al-Tawail, op.cit., p.43.
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The Institute offered training activities during the third Five-

Years Development Plan 1980-85 for senior management and development.

The most common media for training are conferences and symposia, where

views are exchanged and problems are discussed, and so far 2,714

officials have participated in these activities. 1 Also, IPA offers pre-

service training.	 Some 2,851 trainees are estimated to have enrolled

during 1985. Moreover, through 1982-83, 2,139 persons have successfully

completed pre-service training. 2 There are also in-service training

programmes in 16 different fields (Public Administration, Finance,

Accounting, Clerical work, computer usage, etc.).	 Through 1982-83, a

total of 26,490 trainees successfully completed in-service training.3

In 1978, the Central Training Committee was established to

formulate general policies for training of public officials and to

organize scholarships for training abroad. 	 So far, about twenty-

three thousand employees have been granted scholarships and sent abroad

for training.	 The Committee played a role in co-ordinating training

proposals submitted by different government agencies and integrating

them into an annual training plan for the Kingdom.4

In 1980, the Manpower Council was established to serve the

critical problem areas of manpower planning, development, training,

placement and evaluation.5

Kingdom of Saudi Arabia, Ministry of Planning, Fourth Development

Plan 1985-1990, p.302.

2. ibid.

3. ibid.

4. Mohammed Aba-Alkhail, op.cit., pp. 10, 15.

5. Mohammed Al-Tawail, op.cit., p.23.
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The establishment of the Manpower Council can be considered as a

result of applying the strategy of the Third Development Plan (1980-

85), which emphasized increasing the total number of Saudis in the

labour force, increasing the productivity of Saudi manpower in all

sectors, distributing Saudi labour force among the more developed and

more productive sectors, and minimizing dependence on foreign manpower.1

Finally, in 1980, the General Organization for Technical Educa-

tion and Vocational Training (G.O.T.E.V.T.) was established to implement

plans and programmes for the development of technical education and

vocational manpower of technical education includes industrial, commer-

cial, agricultural, secondary schools and polytechnics (International

Technical College ; while vocational training includes pre-vocational

training for persons requiring specialized training to qualify for

occupational entry or acceptance by a vocational training centre,

vocational training for adults and youths, on-job training in collabora-

tion with private companies or public corporations; training of voca-

tional instructors and development of curricula and instructional

materials .2

2.4	 Summary 

This chapter has examined the environment of Saudi Arabia. As a

background for this examination, the geographical factors (land and

population), the social environment (social structure, the basic social

values such as religion, family and tradition), and the economy of

thecountry have been examined. Arab society in general has been brought

into focus.

1. For more details see Mohammed Al-Tawail, op.cit., pp.23-25. Also

Kingdom of Saudi Arabia, Ministry of Planning, Fourth Development

Plan 1985-90, pp.311-313.

2. For more details see Mohammed Aba-Alkhail, op.cit., pp. 9, 15

Also Fourth Development Plan, op.cit., pp.293-301.
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Saudi Arabia is the second largest in the Arab World after Sudan,1

(in area), most of which is uninhabited desert with little or no annual

rainfall.	 Saudi Arabia is divided into four geographical provinces

(Najed, Al-Haz, Al-Hasa and Asir).

From previous discussion on the Saudi social environment, one can

appreciate the impact of the social value system on the Saudi middle

managers in Saudi Arabia Basic Corporation (Sabic), and one can learn

from such an examination of basic values, norms and patterns of

relations which may further guide the analysis of the interaction

between the Saudi middle managers and their social environment. It is

conceivable, for the purpose of this study, to amalgamate the social

values in their relation to Saudi middle managers into one main concept,

so that future analysis of these relationships can be systematically

guided.	 Therefore, as conclusions from previous examination have

revealed that social structures, social values, and patterns of rela-

tionship in Saudi Arabian society all centre around the primary group

(family, kin, tribe and intimate friends) to whom the prime loyalty and

responsibility of the individual is essentially directed. From under-

standing the cultural factors in terms of belief and customs, one can

anticipate what the managers would expect from subordinates and vice-

versa. From studying the cultural environment, one can determine what a

person will consume and how a person will determine the priority of his

needs. But even though the managers provide leadership to the organiza-

tion they are associated with, the manager's leadership style is

conditioned by the socio-cultural environment in which he has been

raised. For example, a manager who has been raised in a joint family

1.	 Sudan occupies about 2,505,813 square kilometres according to the
Europe Year Book 1978.
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system is likely to behave rather differently in a similar situation

than a manager who has not been raised in a joint family system. The

family system and its traditional processes of decision-making are

reflected in his attitudes toward decision-making, and relations with

his peers. A person who has been raised in Saudi culture learns to

relate himself/herself to other persons around him/her; he/she knows

what kind of behaviour he/she expects from others. Social norms are

part of his/her life, they are the unstudied assumptions and constitute

the most sacred and cherished beliefs on which behaviour is based.

The history of Saudi Arabia's oil sector began approximately half

a century ago, when oil was discovered near Dharam (in the east province

of the country . In 1938 it began to export oil, but up to 1962, Saudi

Arabia was still experiencing difficulties in meeting its expenditure.

Beginning in 1963, there was a gradual increase in oil production and,

therefore, in revenues, but the dramatic increases in the price of oil

in September 1973 and January 1974 led to a doubling of oil revenues.

The increases in oil revenues made necessary new forms of admini-

stration, and the expansion of infrastructure and services as well as

programmes aimed at utilizing the oil revenues to create an alternative

base for the economy (details of the alternative base will be the

subject of Chapter 3 .

Saudi Arabia is faced with sharp shortages of well qualified

personnel, both in quantitative and qualitative terms, an issue which

resulted in the importation of a large number of expatriates. At the

same time, the government has been taking steps to develop human

resources. Intensive education and training programmes both inside the

Kingdom and abroad have been adopted in order to provide the country

with the required personnel.
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CHAPTER III

SAUDI BASIC INDUSTRIES CORPORATION (SABIC) 

3.1 INTRODUCTION 

The main purpose of this chapter is to introduce the Saudi Basic

Industries Corporation (Sable).

The chapter is divided into two parts.	 The first part will

introduce the bodies responsible for the Petrochemical industry, i.e.

General Petroleum and Mining Organization (Petromin), Saudi Industrial

Development Fund	 SIDF), the Public Investment Fund (PIF), the

Ministry of Industry and Electricity, and the Royal Commission for Al-

Jubail and Yanbu. The second part of this chapter will be devoted to

the analyses of the Saudi Basic Industries Corporation, which includes

the objectives of Sable's projects, and the human resources, in terms

of the number of employees, and training.

The rapid economic growth achieved by the Kingdom of Saudi Arabia

over the past decades relied almost entirely upon the export of crude

oil.	 Recognising that the reserves of oil and natural gas were

depletable and that future demand for them could diminish, Saudi

Arabia embarked on a programme of rapid industrialisation in order to

provide other products, which would contribute to the Kingdom's

continued economic growth. This programme incorporated a strategy

that would promote balanced regional development of the Kingdom and

extend economic benefits to a large number of Saudi citizens across a

wide geographic area.
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Saudi Arabia has by far the largest reserves of crude oil in the

world, natural gas is also abundant, yet these resources are finite.

It is estimated that the oil reserves will start to decline toward the

middle of the next century. 1 The Kingdom could use the natural gas,

which is largely flared, and the crude oil, which is largely exported,

to form the basis of a petrochemical industry.

The fundamental goal of Saudi industrialisation is to foster

diversification of the economy away from dependence on the oil sector,

to achieve greater economic self-sufficiency and protection from

external supply disruption, and to gain the cost advantages from

domestic manufacturing activities.

3.2 General Petroleum and Mineral Organization

In 1962, General Petroleum and Mineral Organization (Petromin)

was established to develop the Kingdom's important natural resources.2

Petromin is envisaged as a major contributor to the development of

Saudi Arabia through its participation in various industrial and

commercial activities related to the Petroleum sector. The power of

Petromin is rather all-encompassing; it is not only authorised by the

government to hold an interest or participate in companies or

organizations engaged in activities similar to its own, but also has

1. There may well be some 530,000 million barrels of oil under the

ground in the Kingdom, but only about half of this, that is

248,100 million barrels is recoverable. There are, nevertheless,
varying estimates of oil and gas reserves. Gas reserves should

in any event be able to last for another 40 years at the present

rate of extraction. C.F.E. O'Sullivan, Middle East Economic 

Digest (Saudi Arabia, July 1980), p.19. Sheikh Ahamed Zaki
Yamani, 'The Politics of Oil', Saudi Business and Arab Economic

Report (May 198), p.39.

2. Kingdom of Saudi Arabia, Ministry of Petroleum and Mineral

Resources,	 regulation	 of general	 petroleum and mineral
organizations, Royal Decree, No. 25 (1962).
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the authority to buy, annex or amalgamate such companies or organiza-

tions.1

Petromin has undertaken a number of activities in the field of

oil, such as oil production, refining, transportation, distribution

and marketing. Among its undertakings have been the implementation

and administration of the policy of petroleum and mineral products in

Saudi Arabia;	 to import indirectly, or through the agents, the

mineral needs of the Kingdom. Another of its undertakings was the

preparation (on its own or through others) of both theoretical and

practical oil research and studies; as well as the actual operation

entrusted to it by the government with regard to exploration, produc-

tion, refining, transportation, distribution and marketing of petro-

leum and mineral resources in Saudi Arabia and abroad, the esta-

blishment of domestic and or foreign oil related companies or enter-

prises.2

However, as development proceeded and the number of projects

increased, 'Petromin' began to run into administrative constraints.

Thus, in December 1975, after the establishment of the Ministry of

Industry and Electricity, the responsibility for Petroleum, gas and

mineral projects was transferred to the Ministry of Industry and

Electricity, which left Petromin free to concentrate on oil marketing,

refining and distribution.3

1. Petromin's goals and evaluation of its performance appear in

several studies including Abdulhady W. Taher, 'The Middle East

Oil and Gas Policy', Journal of Energy and Development, Spring

1978, and Joboral E. Suraisry, 'Petromin, its activities and role

in the development of the Economy of Saudi Arabia', University of
Colorado, unpublished paper, 1977.

2. Ragael El Mallakh, Saudi Arabia Rush to development, Croom Helm
(1982), p.70.

3. See Petromin in the series of OPEC Publication on National Oil 
Companies, February 1980.
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3.3 Saudi Industrial Development Fund (SIDE) 

SIDE was established in 1974 with injection of 5R5,000 million

between1974 and 1979; in addition, the fund received a special

Government allowance of SR14,000 million during this period for the

specific purpose of financing the electrification programme in the

Kingdom by providing interest-free loans to the electricity industry.

The fund has effectively assisted the expansion, replacement and

moderenization of new and existing industrial projects and firms

through the extension of medium and long-term loans. However, there

are some administrative procedures before such loans are made by SIDF.

For example, they will study any application carefully, including the

firm's prescribed form along with a feasibility study, highlighting

the technical and financial viability of the project. If the project

is likely to be viable in all respects, SIDF may grant loans up to a

maximum of 50 percent of the total project cost of 100 percent Saudi

owned firms.	 In the case of joint venture projects, for example,

Sable, the Saudi participation in the equity capital must be up to at

least 50 percent to be entitled to the maximum loan available from

SIDE. The loan ratio will go down pani passu. If Saudi participation

in the equity is 50 percent or less, the SIDE financing will not

exceed 30 percent. However, no loan will be considered by the SIDE if

Saudi equity is less than 25 percent of the total.	 Moreover,

investors'equity capital must be spent before they can draw the SIDE

loan. 1 SIDE imposes a charge of 2.5 percent of the eligible projects

costs on each loan. This is charged once. The fee in effect becomes

5 percent or more on the loanable amount depending on the extent of

the financing of the total project cost.2

1. Kingdom of Saudi Arabia, A Guide to Industrial Investment 

(Riyadh, 1981), 6th edition, p.40.

2. ibid.
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3.4 Public Investment Fund (PIE) 

PIE Was established in 1971, and the fund has effectively

assisted the expansion, replacement and modernization of new and

existing industrial projects and firms through the extension of medium

and long-term loans	 PIF was established with a capital of SR1,000

million between 1971-73,whichgrew up to SR16,800 million at the end of

1978.	 PIE has two main objectives:
	

financing investment in

commercial projects under the Government, and to buy shares in newly

established companies and resell them, at their normal prices and

under easy terms, to individuals of low-bracket income, if these

companies prove to be profitable.1

PIE is required to examine and approve feasibility studies of the

projects, the statement of their costs, period of execution and

proposed manner of financing. 	 When the project is approved, the

financial assistance will be in the form of direct loans or guarantees

3.5 The Ministry of Industry and Electricity 

Government emphasis on diversification of the economy through

industrialization has led to the creation of the Ministry of Industry

and Electricity, which is an off-shoot of the old Ministry of Commerce

and Industry.	 The Ministry of Industry and Electricity was esta-

blished in October 1975, with the folJowing responsibilities:

- Realization	 of	 steady	 ard
	

balanced	 industrial
development in the Kingdom;

- creation of a suitable atmosphere for the protection

and encouragement of domestic industries in a manner

that will ensure that the targets of the Kingdom's

projected industrial plans are fully achieved;

- Design policies and adopt suitable actions so that

less developed regions of the Kingdom will attain
sufficient industrial growth.

1. Kingdom of Saudi Arabia, A Guide to Industrial Investment,
(Riyadh, 1981), 6th edition, p.41.

2. ibid.
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A number of autonomous bodies such as the Industrial Studies and

Development Centre and Saudi Basic Industries Corporation (SABIC), and

the Electricity Corporation were put under the chairmanship of the

Minister of Industry and Electricity.1

3.6 The Royal Commission for Al Jubail and Yanbu 

This is a high-powered commission headed by His Majesty, King

Fahad, established to implement the policy of increasing the export

value of the Kingdom's hydrocarbon resources. The Royal Commission

for Al Jubail and Yanbu was established in 1975. Its objective is to

develop two industrial cities at Al-Jubail on the Arabian Gulf (the

East Coast) and Yanbu, on the Red Sea West Coast) with all the infra-

structural facilities required by the basic industry projects to be

undertaken by Petromin and Sabic.	 The Commission's day-to-day

functions are managed by a Secretary General in Riyadh, and two

Directors General - one at al-Jubail and one at Yanbu.2

The Commission is one of the most ambitious development projects

ever attempted.	 The cities are to be based near a full range of

refining and Petrochemical manufacturing entities, together with a

full blown steel manufacturing capability.3

Moreover, the Commission enjoys an independent corporate status.

The Commission has the freedom to choose the best approach 'without

being bound by the administrative and financial rules and regulations

currently in force'. 4 Furthermore, it has its own budget which is

1. Fohad Al Fursy, Saudi Arabia : A Case Study in Development,

Stacey International (London, 1978), p.3.

2. Kingdom of Saudi Arabia, A Guide to Industrial Investment 
(Riyadh, 1981), p.35.

3. The Royal Commission for Jubail and Yanbu Regulations.

4. Alawi N. Abusslihd, Administrative Development and Planning in 

Saudi Arabia,	 unpublished Dissertation, The University of

Maryland (1979), p.103.
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characterized by great flexibility to achieve the various goals that

have been specified.1

However, Al-Jubail industrial city is located on the Arabian Gulf

approximately 80 kilometres north of Dammam in the Eastern Province2

(see map). Yanbu industrial city is located on the Red Sea, about 330

kilometres north of Jeddah in the Western Province of the Kingdom,3

see the attached map .

The reasons for choosing Al-Jubail and Yanbu to be the industrial

cities are indicated below:-4

Al-Jubail is a natural ch ice for a large petrochemical-based

industrial complex for several reas ns:

- it is close to a ready and relatively inexpensive

source of fuel and raw materials;

- it lies on the coast with access to an unlimited

supply fsea water f r indu trial cooling purposes;

deep navigable waters are f und just ten kilometres

out into the Gulf, making it an excellent choice for a

large port complex for o ean-going vessels. Finally,

Jubail is adjacent to large undeveloped areas, and yet
not far from the cities of Dammam, Dharan, and Al

Khabar.

Yanbu is attractive because of its excellent geographical

location near the Suez Canal and the markets of Europe.

However, the goal behind the creation of Al-Jubail and Yanbu is

to broaden the economic base of Saudi Arabia's industry. The product

mix to be manufactured at Jubail and Yanbu was carefully planned to

exploit the Kingdom's major mineral resources.

1. op.cit.

2. The Royal Commission for Al-Jubail and Yanbu, The Annual Report
1980/81, p.19.

3. ibid., p.35.

4. Jubail Industrial City, November 1981, pp.12-13.
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MAP OF INDUSTRIAL CITIES 

SUURCLS: Saudi Basic Industries Corporation
(Sabic) 1984.
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The starting point for this industrial transformation was a plan

for the development of large hydrocarbon-based and energy-intensive

primary industries. 1	The economic and strategic impact of these

primary industries was to be further extended by a number of secondary

and tertiary industries which would use the primary outputs as their

raw materials to manufacture additional products.2

The primary industries include major new products and Lube oil

refineries, petrochemical, fertiliser, iron and steel.	 Secondary

industries	 include	 plastics,	 paint,	 insulation,	 anti-freeze,

adhesives, reinforcing bars and appliances.3

3.7 The Establishment of Saudi Basic Industries Corporation 

This section will analyse four issues: the first part examines

the establishment of Sabic as a legal entity and its objectives. The

second part looks at the reasons for adoption of joint venture model.

The third reviews the Sabic projects, how the technical capability has

been utilized in accomplishing the objectives of Sabic, and the last

part concerns Sabic's human resources.

Sabic was established by Royal Decree No. M/66 dated 7th

September 1976, as ajoint stock corporation under the authority of the

Ministry of Industry and Electricity, with SR.10,000 million ($2.937

million as capital, divided into ten (10) million shares. According

to Article (3), the objectives of the corporation shall be:

(a) implementation of petrochemical, fertilizer

and other hydrocarbon-based industries;

(b) implementation of iron and steel, and alumi-

nium industries;

1. The major part of the development of primary industry within Al-

Jubail and Yanbu is the responsibility of two government corpora-
tions, the General Petroleum and Mineral Organization (Petromin)

and the Saudi Basic Industries Corporation (Sabic).

2. Yanbu Industrial City, November 1981, p.7.

3. Jubail Industrial City, November 1981, pp.16-18.
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(c) implementation of other basic industries

which the private sector cannot undertake,
with the concurrence of the Ministry of
Industry and Electricity;

(d) execution of projects necessary to supply

the corporation with the raw material

requirements;

(e) marketing industrial products inside and

outside the Kingdom.

3.7.1	 The Needs for Joint Ventures in Sabic's Point of View

3.7.1.1 Human Resources Needs:

As mentioned in the previous chapter, Saudi Arabia has inade-

quate human resources,	 both in quantity and quality. However,there

are often not enough people with the capability to implement

development programmes.	 The quality that even those personnel who

have the capability to be good administrators have, often need

additional training to be really effective. So Sabic needs include

general managers, marketing personnel, and experienced production or

technical personnel. This expertise is required to establish the

basic industries.	 Sabic felt that the joint venture approach with

foreign companies was the best way of ensuring technological transfer.1

The main advantage to Sabic was the relative availability of

managerial and necessary technical ski11. 2 Sabic's human resource

needs will be discussed later in this section.

3.7.1 ..2 Marketing the Product Need: 

The second important need for joint venture is the marketing

of the product, which is one of Sabic's objectives. As mentioned

earlier, marketing these products inside and outside the Kingdom is

1. Industrialization of Saudi Arabia - Strategy and Policy, Washing-

ton, D.C., Office of Commercial Attache, Royal Embassy of Saudi

Arabia, November 1976, p.5.

2. Saudi Basic Industries Corporation (1984), pp. 8 & 14.
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crucial to the survival of Sabic. These, they hope, will enable the

company to have a substantial share of the production and marketing of

petrochemicals, both at home and abroad.	 The market for petro-

chemicals is currently depressed, and the anticipated $3 million p.a.

(or more) worth of petrochemical products has no real market access.

However, the joint venture was an attempt to divert these products

through the partnership to the foreign markets (especially the Western

markets).	 By so doing, the problem of no market access for the

company will be substantially reduced if not eliminated.

Sabic is expected to be effective when all petrochemical

projects on-stream will require it to fight for a major share of the

international market. Industry sources i claim that Sabic's total pro-

duction of petrochemicals will add only 5 percent or so to World

capacity.	 But this seems to have cut little ice with existing

producers in Western Europe and the United States, who are aware of

the cost-competitiveness of Saudi petrochemicals and the outdated

nature of much of their own plant. 2 The pressure to place tariff

barriers up against Saudi petrochemicals or even to bring anti-

dumping cases will be strong. 3 However, Saudi officials counter by

saying that if the EEC and the US put up tariff barriers, Saudi

exporters could increase sales to Far East markets.	 Downstream

producers there could then sell into Western Europe and the US,

undercutting local manufacturers. Thus it is argued that even if Saudi

1. MEED, September Report (Saudi Arabia, July 1985), p.53.

2. ibid.

3. MERI, op.cit., p.63.
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petrochemicals are denied direct access to western countries, the end

products are still likely to find their way in through Asia, 1	in

order to enable Sabic to meet its obligation. 	 The	 Royal	 Decree

guaranteed Sabic the right to establish other companies and

participate in other local or foreign companies:

The corporation may in addition establish Saudi
companies and participate in others, or establishments

conducting activities of similar nature or conducting

activities that may assist in realizing its objective;
and the corporation may buy these in whole or in part.2

The attraction of the joint venture approach was the best way of

ensuring technology transfer and commitment, and reduces the prob-

ability that a project will turn into a 	 'white elephant', as too often

occurs with government projects. 3 The foreign companies, which have

shares of the profits, have an incentive to insist on efficient

operation .4

Equally imp rtant was the insistence that foreign partners should

be responsible for the marketing of products. 5	The Chairman of Sabic's

Board stated that:

The ability of the Partners to commit themselves to

the marketing of the products of the joint ventures is
the most essential factor in ensuring the viability of

the project.6

1.	 MEED, op.cit., p.53.

2. Kingdom of Saudi Arabia, Bye-laws of Saudi Basic Industries 

Corporation 1976 , Article 3.

3. Ali D. Jahany, Michel Berne and J. Wilson Mixon Jr., Saudi Arabia 

Economy, Croom Helm (1986), p.121.

4. ibid.

5. Middle East Research Institute, University of Pennysylvania

(MERI) Report (Saudi Arabia, 1985 , pp.61-62.

6. Quoted in MERI, op.cit., p.63.
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Moreover, by engaging in joint ventures, Sabic avoids having to

acquire the skills and contacts necessary for effective marketing.-

overseas. In other words, because the markets for intermediate

products are subject to failure, joint ventures are useful for

attaining economies of scale and shared output. However, high 	 bar-

riers to entry and exit plus incompleteness of capital for a large

product is lower with a joint venture. Both of these reasons for

creating joint ventures are more common to the resource sector (par-

ticularly the petrochemical industry because of the different stages

of production with petrochemical materials, e.g. polyethlene, and

inherent risk due to the large scale of investment. Finally, the

technical know-how and management expertise intangible assets) are

not easily exchanged via markets to the satisfaction of both

suppliers and buyers.1

According to Al-Zamel Chairman of Sabic's Board):

Marketing channels are in the hands of Exxon,

Mobil and Dow. Our production will go to the
same markets through forcing them to buy a

production ratio... sufficient to keep our new

plants going this will require that the partners

market be not less than 75 percent of our

production .2

The needs for joint venture from the foreign partners' point of

view are characterized by the items readily capitalized, the capital

itself, the raw material supply and the technology, where the foreign

partners 'ook for local partners as means of spreading the

1. Paul Williams Beamis, Joint venture performance in Developing 

Countries,unpublished dissertation, University of Western Ontario
(1984), pp. 185-186. (John A. Stuckey, 'Vertical Integration and

Joint Venture in the Aluminium Industry').

2. Quoted in Yassin El-Ayouty and Jerry Flint, 'Moreover', Forbes

22 April, 1982, p.84 and Middle East Economic Digest,December
1982.
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introduction of their technology to as many markets as possible. The

availability of crude oil, Shell-oil, for example, receives an

entitlement of one billion barrels of oil over a 19-year period for

its role in the $3 billion SADAF Project. 1 Such entitlements are for

a limited period, given the current glut, but do provide long-term

assurance of supply, if market conditions change. (These entitlements

were valuable when the agreements were signed.) During that period,

the official price of crude oil was about $18 per barrel, in contrast

to "Spot" price of over $40. 2 Moreover, Sabic plants will have access

to relatively cheap natural gas.	 Saudi Arabia charges $0.50 per

million, British thermal unit (BTU), compared to an international

price of $2.00-4.50 per million BTU. 3 Finally, the attraction of the

joint venture approach for the foreign partners is the terms on which

the Sabic operation is financed, the partners are required to provide

15 percent of the equity investment, another 60 percent is provided by

the government 'public investment fund'	 PIE), and the remaining 10

percent is provided by commercial banks. The PIF loans are on very

favourable terms: 3 percent to 6 percent with the rates rising as the

projects become profitable.4

However, some of the partners,	 e.g.	 the USA Joint Venture

partner, Celanese Corporation and Texas Eastern Corporation are

already selling to Western Europe, 5 and, the Japanese partners set on

1. See Figure 3.1.

2. Jehany, Bjerme and Mixon Jr., The Saudi Arabia Economy, op.cit.,
p.123.

3. MEED, Special Report (Saudi Arabia, July 1985), p.53.

4. Saudi Basic Industries Corporation, The Fourth Annual Report 
(1980), pp. 11-12.

5. MEED, Special Report (Saudi Arabia, November 1984), p.8.
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making their own task easier by phasing out their existing base petro-

chemical plants to make way for the Sabic output.1

It is still too early to say with much certainty what success

Sabic will have in its industrial projects, but we can summarise what

Sabic already achieved. Sabic's entry into world marketing began in

April 1983, with its historic first shipment of 35,000 tonnes of

methol to Japan. When Sabic's plants are operating at full capacity

in 1988, 2 the Kingdom will be able to supply 5 percent of the world's

petrochemical needs. Sabic aims to sell some 38 percent of its export

to the USA, and 11 percent to the rest of the world.3

During 1984, Sabic sales earned more than $4500 million, about

half of this coming from export. 4 Moreover, Sabic sales earned

SR3872 $100.3 million, 70 percent of this coming from export during

1985.5

3.7. 2 Sabic's Projects 

This section provides a brief introduction about the nature of

Sabic products, and a brief description of the Sabic's petrochemical

projects in terms of indicating the partners, capital investment and

the output.

The Sabic industries concentrate primarily on bulk chemicals; the

product is ethylene, which serves as a 'building block' for many other

petrochemical products and immediate derivative. 	 These include

1. MER1, op.cit., p.63.

2. MEED, op.cit., p.8.

3. MEED, Saudi Arabia : Special Report (November, 1984), p.8.

4. MEED, Saudi Arabia : Special Report (July 1985), p.55.

5. Al Jazerah daily newspaper (Riyadh), July 5, 1986, p.12.
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ethyleneglycal, ethylene dichloride, vinyle chloride monomer and

polymer,	 polyethylene, ethanol, styrene and polystyrene; other

products are methanal, ammonia and urea for use in fertilisers.

Sabic has 13 projects (see figure 3.1). Sabic/Shell project is

the largest Sabic petrochemical project. SADAF in Al-Jubail 	 SADAF

was established on 28th September 1980, with capital investment of

approximately SR10 million, which is a 50/50 participation by Sabic

and Shell Oil Company. 1 SADAF plans a total output of around 656,000

metric tons of ethylene, styrene 293,000 tons, ethylene dichloride,

454,000 tons, 281,000 tons of ethanol and 377,000 tons of caustic

soda.

Sabic Mobil Project Yanpet : 	 It was established on 19th April

1980; set up at Yanbu. 	 This company, a joint venture with Mobil

corporation, with 50 50 capital participation,has a capital of 5R8

million.	 Yanpet began production in 1985 with planned output of

455,000 tons of ethylene, 220,000 tons of ethylene glycol, 205,000

tons of liner low-density polyethylene per year.

Arabian Petrochemical Company Petrokemya : is wholly Sabic owned.,

This project was established on 20th May 1981 with approximate capital

investment of 5R3 million,	 and capacity of 500,000 tons of ethylene

per year.	 This project is set up at Al-Jubail Sabic/Exxon. 	 The

Jubail petrochemical company, 'kemya', a joint venture with the Exxon

corporation with a 50 50 capital participation by each partner, was

established on 26th April, 1980. It has approximately SR4500 million

invested capital. The capacity is 260,000 tons of liner low density

polyethylene.

1. Saudi Basic Corporation, The Seventh Annual Report (1983), pp.24-
32. See also, Jehany, Berne and Mixon Jnr. Saudi Arabia Economy 
(1986), pp.124-125; also Time Niblock, State, Society and Economy 
in Saudi Arabia, Croom Helm (London, 1982), pp.242-273; also see
MELD, Saudi Arabia: Special Report (November, 1984), pp.4-
8.
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FIGURE 3.1 

SABIC PROJECTS 

Project Name
Joint
Venture
Signing

Partner jfli1I.. Product
Capacity
(in MTPA)

Saudi Arabian	 1980 Saudi Arabia	 Al Daimon Methane	 . Ores 330,000

Fertiliser Co. Fertilisers Sulphulric Acid 100,000
(SAFC0) Company. Melamine 20,000

Saudi	 Iron & Deutsche Iron ores
Steel Company Entwickburg	 Al-Jubail Limestone Rods and 800400
(HADEED) Gesellschaft,

Germany
Natural	 Gas
Scrap	 Iron

Bars

Jedaah Steel
Rolling	 Mill
Co.	 (SULB)

Wholly owned	 Jeddah
by HADEED

Steel	 Billets Rods and
Bars

140,000

Saudi Methanol Japanese
Company Consortium Chemical 600,000
(ARRAZI) (lead	 by Grade

Mitsubishi) Methanol

Al-Jubail
Federation Co.
(SAMAD)

Mobil	 Chemical Ethylene 455,000

-F1uIIUIl 19.4.80 Company,	 U.S.A. Yanbu Ethane Ethylene
Glycol

200,000

LLDPE 205,000
HOPE 90,000

Al-Juball
Petrochemical 260,000

Co.(KEMYA)

Saudi	 Petro- 655,000

chemical	 Co. 454,000
(SADAF)

295,000
281,000

Fl 377,000

National
Methanol	 Co. 650,000
(IBM SINA)

Arabian Petro- Wholly owned
chemical	 Co. 20.5.81 by SABIC Al-Jubail Ethane Ethylene	 500,000
(PETROKEMYA)

130,000

300,000

IT 146,000
438,000

National
Plastic Co. 18.12.83 Luck Group Al-Jubail Ethylene Vinychloride	 300,000
(IBM HAYYAN) South Korea Monomer

Ethylene Polyviny
Dichloride chloride	 200,000
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The Saudi Methanol Company (Al-Arazi) was established on 24th

November, 1979, at Al-Jubail, as a joint venture between Sabic and the

Japanese Mitsubishi Company. It had a capital investment of approxi-

mately SR 900,000,000	 was owned as a 50/50 participation by Sabic

and the Japanese partners, and had a capacity of 130,000 tons of

Linear Low Density polytethylene and 300,000 tons of ethylene glycol

per year. The National Plastic Company (Ibn Hayan), was established

on 18th December 1983, at Al Jubail with a capital of SR 438 million

as a joint venture between Sabic and South Korea's Lucky Group, with

85 percent capital participation by Sabic and 15 percent by the Lucky

group.	 It is to use ethylene and ethylene dichloride to produce

vinyl chloride monomer (300,000 tons per year) and polyvinyl chloride

120,000 tons per year. Another joint venture between Sabic and South

Korea's Lucky Group was the establishment of Sharg at Al-Jubail.

Four of the Sabic companies differ from the others in that

they produce output which is not petrochemical feedstock.

Saudi Arabia Fertilizer Company SAFCO), was established in

1965, 1 the oldest of the Kingdom's gas-based petrochemical industries.

Safco's ammonia/urea complex in Dammam commenced operation in late

1969. 2 41 percent capital participation by Sabic, 10 percent by the

Safco's employees, and 49 percent is owned by other shareholders. It

has a capacity of 330,000 tons of urea, 100,000 tons of sulphuric

acid, and 20,000 tons melomine per year.3

1. From Ragael El Mallakh/Dorothea, H.E1 Mallakh, 'Energy, Devel-
opmental Planning, and Industrialization' in Hugh George
Hambleton, The Saudi Petrochemical Industry in the 1950s 
(Saudi Arabia, 1982), p.51.

2. Saudi Arabian, Fertilizer Company (1982), p.1.

3. See also Tim Niblock, pp.267-273.
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Sabic/Taiwan - the Jubail Fertilizers Company (SAMAD) is a joint

venture with Taiwan Fertilizer Company of national China. 	 It was

established
	

on 4th December 1979 with a capital investment of

approximately SR.9,000,000	 owned 50/50 by Sabic and Chinese

partners, with capacity of 500,000 tons of urea.

Two other companies produce steel: 	 Sabic/West Germany's Korf

Stahi. The Saudi Iron and Steel Company (Hadeed) was established on

20th March 1979.	 Hadeed joint venture involves West Germany's Korf

Stahi, has a capital of approximately 5R 3 million 	 owned 95 percent

by Sabic and 5 percent by DEG Deutsche Entwickbung Gesselschaft).

Hadeed has a capacity of one million tons of steel reinforcement bars

per year.

The other project is the Jeddah Steel Rolling Mill Company (SULB)

which was established on 29th May, 1979. It was agreed to expand and

modernize Jeddah Steel Rolling Mill jointly by Sabic and Korf

Industries, and Handel of West Germany. The capacity of the expanded

Mill is 140,000 tons of reinforcing rods and bars. 1 This capacity is

to increase to 450,000 tons.2

Moreover, Sabic has moved to the implementation stage of

industrial projects in the Gulf region. Representing the government

of Saudi Arabia, Sabic owns 2 percent of the Aluminium Smelter of

Bahrain (ALBA), which has expanded its production capacity to 170,000

MTPA	 metric tons per year). - Sabic also has a 20 percent

participation in the six-nation venture. 	 GARMCO, Gulf Aluminium

Rolling Mill Company, is designed to produce 40,000 MTPA of aluminium

in Bahrain for the construction industry. Participants	 with Sabic in

this project are Bahrain, Kuwait and Iraq, with a 20 percent share

1. Saudi Basic Industries Corporation, Seventh Annual Report (1983),
p 27

2. Arab Marketing policy for petrochemicals mooted: an interview
with Ibrahim bin Salama, Managing Director of Sabic, Saudi 
Gazette, 27 March, 1985, p.3.
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each; and Qatar and Oman each with a 10 percent share. 1 (see Figure 3.2)

3.7. 3 Human Resources:

In the assessment of Sabic's human resources two issues will

be dealt with:	 the corporation's total number of employees and

training.

Number of Employees 

As Chart 3.1 shows, the total number of employees required for

the direct management and operation of all Sabic's industries total

7,054, of all technical and administrative categories when all these

industries reach the stage of operation. It can be noted that this

total number is only for the stage of operation which has actually

commenced for four of the industries. For the remaining industries,

such a stage started in 1985-86. 2	However, the total number of

employees required for Sabic's industries up to 1990 is about 12,500

of all technical and administrative categories.3

As Chart 3.2 shows, the total employees actually recruited up to

the end of 1984 was 6,737, of whom 3,173 were Saudis' and 3,562 non-

Saudis' .4

Training:

Sabic's employees are provided with two types of training

programmes: Pre-service training and In-service training.

Pre-Service Training (Qualifying Intensive Base) which is applied

to most Trainees:

Before an employee is assigned to a position with Sabic, he must

go through a training programme, regardless of previous education or

1. Saudi Basic Industries Corporation, Seventh Annual Report (1983),

p.25.	 See also, Tim Noblock, op.cit., pp.267-273;	 see also,
Ragael and Dorothea El Mallakh, op.cit., pp.71-74.

2. Saudi Basic Industries Corporation, Seventh Annual Report 
(1983),p.35.

3. ibid., p.17.

4. Sabic's Projects Status, Third Quarter, 1984 (for Official use),
(September 1984), p.8.
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training. 1 In other words, before an employee or worker is charged

with duties compatible with his ability and aptitude, he should pass

through this programme; such a rule is applied to the employee with an

intermediate Or secondary education, as well as to University

graduates. The relative difference is in the degree of intensiveness

and the content of each stage in each case. 2 This type of training is

accomplished in two stages. The first stage is designed and conducted

inside the Kingdom in collaboration with local institutes such as

technical institutes and Public Administration Institutes (IPA), or at

Sabic's training centre. 	 The trainee receives courses including

important relevant theoreticaldirectionalknowledge, and traditional

scientific methods directly related to the applied field for which the

trainee is prepared. 3 It also gives them full information on Sabic and

its projects.4

Second Stage:

After pa sing through the first stage, trainees are sent for

further training outside Saudi Arabia, to the U.K. or U.S.A. This is

necessary to qualify them to take up their respective jobs with

Sabic.

In the third stage, the trainees are then sent to the project of

the relevant foreign partners, in the U.S.A., Europe, Japan and Taiwan,

where they receive technical training in plant operation, maintenance,

and direct management, etc.5

1.	 Sabic 1984.

2. Saudi Basic Industries Corporation, Fourth Annual Report (1980),
p.34.

3. ibid., pp.34-35.

4. Saudi Basic Industries Corporation, Sixth Annual Report (1982),
p.39.

5. Saudi Basic Industries Corporation, Seventh Annual Report (1983),
p.16.
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The second type of training is In-Service. This type of training

is accomplished in three ways - (i) On-the-job training during the

conduct of the work; (ii) On-the-job training, programmes are conducted

at the local plants or training centres such as (PAT);	 (iii) On-

the-job training at training centre of Sabic's partners abroad, or

other international plants that are similar to its own.1

It is worthwhile mentioning that the first training programme

started in September 1980 for secondary and intermediate school

graduates which included 370 trainees. They were trained for one year

at Local Technical training centre and Public Administration Institute

(PAT).	 Followed by one to three years on-the-job training at the

plants of Sabic's partners in the U.S.A., Europe, Japan and Taiwan.

The second programme was commenced in February 1981, involving 260

trainees, to be followed by the third one in October of the same year,

when 1,000 trainees were involved. 2 The fourth programme was in 1983

which involved about 2,500 trainees. 3 As a result of applying this

method, the principle assignments within Sabic's Headquarters and

projects are now undertaken by a group of Saudis, trained specifically

for their respective jobs. Most of them are Engineers, Economists,

Administrators and Accountants. 4	As mentioned earlier, the total

number of employeees required for the direct management and operation

of all Sabic's industries up to 1990 are about 12,500 people, which

r mprises all technical and administrative categories. Sabic plans to

1. op.cit., p.16.

2. Saudi Basic Industries Corporation, Fourth Annual Report (1980),

Seventh Annual Report (1938),

p.lu.
3. Saudi Basic Industries Corporation,

p.36.

4. Fourth Annual Report (1980), P-34-
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achieve Saudization levels of 75 percent by the year 1990 and hope to

increase it in the subsequent years to at least 90 percent.1

3.8 Summary 

Since the hydrocarbon resources are the special interest to the

Kingdom's economy, the Government has decided to undertake direct

investment in this field. For this purpose, it established the Saudi

Basic Industries Corporation (Sabic) in 1976 to set up several

petrochemical and metallurgical projects together with overseas

investors.

The various joint venture partners in petrochemical industries

with Sabic are the world's leading companies, such as Shell, Mobil,

Dow, Exxon, Mitsubishi and other large Japanese companies. Through

their international networks, these companies will assist in making the

Saudi Arabian petrochemical products. In conclusion, one cannot but be

struck by how a small dynamic group of technocrats from the Saudi

Ministry of Industry and Electricity, Sabic, the Royal Commission for

Jubail and Yanbu, and other entities as well as executives from

Mitsubishi, Mobil, Shell, Exxon, Dow, Celanese and other companies,

have, despite divergent interests, pooled their abilities to create a

great new industry.	 These efforts, backed up by a . host of

administrators, engineers and other professionals in the U.S.A., U.K.,

Japan, and elsewhere, virtually assure the viability of these ventures,

thereby laying a firm basis for future industrial development.

1.	 Saudi Basic Industries Corporation, Seventh Annual Report, pp.17
and 36.
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CHAPTER IV

METHODS AND PROCEDURES

4.1	 INTRODUCTION 

This chapter presents the methods and procedures adopted by the

study in its empirical explorations regarding the managerial attitudes

of Saudi middle managers in Sabic and compare them with non-Saudi

middle managers.

At the outset, the study will discuss the major difficulties of

conducting research in Saudi Arabia. In this sense, a general profile

of the Saudi Arabian culture will be provided.

Introducing the research procedures, the design of the research

population, the sources of the data and the research instrument will be

discussed.	 In addition, an account is given of the statistical

techniques used. Finally, the scope and limitations of the study are

followed by a brief summary of the chapter.

4.2	 Major difficulties facing the researcher in Saudi Arabia 

As pointed out in Chapter IL the influence of religion, tradition

and customs permeate all aspects of Saudi society. This has resulted

in the fact that Saudis have become very sensitive to the values,

customs, traditions, norms and expectations of their society. Sensi-

tivity to, and consideration for, the feeling of others, is one of the

immportant characteristics of the Saudi society which stems directly

from Islam (see ChapterII). So it is essential for researchers to be

equally sensitive towards the Saudis if misunderstandings are to be

avoided. The key to good research may be to design a research strategy
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to fit a particular context. Bouchard noted that methods are means to

ends - no more, no less.	 The key to good research lies not in

choosing the right method, but rather in asking the right questions

and picking the most powerful method for answering that particular

question. Methods are neither good or bad, but rather more or less

useful for answering particular questions at a particular time and

place. 1 It seems that the 'right questions' and the 'best methods' to

apply to Saudi Arabia are likely to be those which take into account

the religion and traditional values which generally shape many aspects

of the Saudi Arabian lives and behaviours. Since methods which are

of conventional use in the western industrial societies may have

serious and unanticipated effects when modified to suit the Saudi con-

text, any researcher is strongly advised to design and apply research

techniques and methodologies which take into consideration the Saudi

culture.	 In order to explain this point, the following pages will

identify some of the most important Saudi culture issues which may

affect research design in this area.

4.2.1	 Sexual Segregation 

Women in Saudi Arabia are veiled before strangers, which

involves covering with clothes their entire body including the face.

As a result of this situation, women are not allowed to work in any

place where they will meet men.	 In other words, a woman is not

allowed to have any direct contact with a man (other than her father,

brothers, husband and son).

1.	 C. Bouchard, Methods of Social Research, McGraw Hill (New York,
1976), p.402.
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However, the idea of sexual segregation is not only a religious

issue, but rather involves other cultural constraints and social

patterns of seclusion and exclusion that are equally restrictive to

women.

Islam does not prohibit any face-to-face meeting between women

and men as long as she is wearing long dresses, covering her hair,

except the face and hands, avoiding any attractiveness such as perfume

and make-up. But Islam decrees 'Say to Muslim women to avoid attract-

ing attention, and say to Muslim men to look at them without attrac-

tion in the eyes. 	 That means there is no harm in meeting'. In a

society such as Saudi Arabia, with its segregation of the sexes,

organisational difficulties occur at all levels of the organisation,

and specially at the higher levels, where professional women have to

communicate face-to-face with men for discussion, negotiations, ex-

changing ideas, and thoughts. 	 Since face-to-face meeting between

Saudian women and men are not allowed, communication between them

follows two ways - writing formal letters and using the telephone.

Sabic is a government corporation and all its employees are men.

It was, therefore, impossible to interview the middle managers

directly as women are not allowed to enter the offices according to

the Saudian system. Thus sexual segregation prevented the researcher

from using direct interview methods in the study, and, therefore,

other alternatives have been used. This is a manifestation of how

traditional patterns of behaviour continue in Saudi Arabia where

sexual segregation has been and continues to be a way of life.
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4.2.2	 Unawareness of the value of time 

Saudis do not seem to budget their time in the same way as

western societies do. Time is a much more flexible commodity in the

Arab world generally. This may be a result of their fatalistic atti-

tudes (see Chapter II). Therefore, Saudis do not like to be hurried

in doing their duties as 'haste comes from the devil' according to an

ancient Arab proverb. Thus patience is a very important considera-

tion which has to be in the mind of any researcher conducting research

in Saudi Arabia. A researcher should be prepared for the fact that

everything takes a little longer.

4.2.3	 Personal relationship and connections 

One of the most important points in conducting research in

Saudi Arabia is to establish trust. This may take a relatively long

time, but if an Arab puts his trust in a person, he will be helpful in

providing the researcher with substantial information. In Saudian

society, personal relationships and connections are very important.

If the researcher is a woman, as indicated earlier, certain research

activities - interviewing, access to male managers, and so on -

are difficult to carry out. In this situation, the development of a

network of personal contacts, who can act as proxies for the woman or

gain her introductions is vital. Consequently, she is not able to

collect her information by herself from any government or public

organization where the men control all the major work. As mentioned

previously, the only available methods of communication between men

and women are writing formal letters and using the telephone. These

methods have important disadvantages. The major weakness is formal-

istic. By 'formalism' we mean waht is suggested by Fred Riggs:

By formalism I wish to distinguish the extent to
which a discrepancy exists between the prescrip-
tive and the descriptive; between the formal and
effective power; between the impression given by
the constitutions, laws, regulations, organi-
zation charts and statistics
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and actual practices and facts of government and
society. The greater the discrepancy between the
formal and the effective, the more formalistic is a

system.1

Elaborating on this point, Al Waji argues 'Bureaucratic beha-

viour in Saudi Arabia is, in the main, formalistic'. 2 Therefore, it

seems clear that having and using personal relationships and connec-

tions are necessary to gather as much information as possible.

4.3	 The research procedure 

Discussing the procedures adopted by the study, we will

reflect on four issues. These are the description of the methods of

sampling, the statement of the sources of data and the research.

4.3.1	 The research sample 

The subject of the study was the total population of approxi-

mately 240 middle-level managers in Saudi Basic Industries Corpora-

tion Sable).

The number of middle-level managers in Sabic was taken from the

headquarters of Sabic in Riyadh, the researcher contacted the office

of each company's executive director to confirm the number in his

company. The decision to study the total population rather than to

take a sample arose from the size of the population which was small.

The study limited its inquiry to an analysis of similarities and

differences in managerial thinking between Saudi-middle managers and

1. Fred Riggs, The Ecology of Public Administration, Asia Publishing
House (New York, 1961), p.91. (C)L3t7e -C-Ifrom I.M. Al Waji,
'Bureaucracy and Society in Saudi Arabia', an unpublished Ph.D.
dissertation, University of Virginia (1971), p.226).

2. I.M. Al Waji, op.cit.
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non-Saudi middle managers. Since a sample from a population of 240

middle managers in Sabic would not allow for accurate inferences to be

made statistically, the entire population of 240 was surveyed to

provide for parameters for use as comparisons. Thus, the data was

collected from the Sabic population.

The data from Sabic middle managers showed that the middle

managers came from different countries. The countries are not all

alike. There are similarities between some countries and not between

others.	 The countries represented are as follows:- Saudi Arabia,

U.S.A., India, Japan, Jordan, West Germany, Great Britain, Canada,

Egypt, Pakistan, Republic of China, Sudan and the Philippines.

The researcher grouped them into three groups or clusters:

i)	 Saudi Arabia;

ii Developing countries group: India, Jordan,

Egypt, Republic of China, Sudan, Pakistan

and Philippines;

iii Developed countries group: U.S.A, U.K.,

Canada, West Germany and Japan.

The middle-level management included section managers, department

managers, general managers, and, in general, those who had to assume

co-ordination planning and control between the low-level management

and the top management.
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4.3.2	 Data collection 

Because the researcher was a woman, she was not allowed to

meet the participants for the traditional reason, as Saudi society

practices sexual segregation, as indicated earlier in this chapter.

Data collection was accomplished in two ways.

First, the survey of Sabic headquarters at Riyadh, Al Jubail

and Al Dammam were accomplished through two volunteers. Volunteers

were senior students in the Public Administration Department at King

Saud University. They were given full instructions by the researcher

in regard to the administration of the questionnaire (see Appendix A).

In addition, the researcher wrote an explanatory letter (see Appendix

A , which explained the purpose of the questionnaire and the import-

ance of objectivity in dealing with its contents, and requesting the

co-operation of the executive in the research. 	 Names were not

included in the text, so that everyone could feel free in their

response to some of the crucial items. In addition, contact was made

with the executive directors of all the companies under study to

secure their approval and assistance.

The survey of Al Riyadh, Al Jubail and Al Dammam took one week

of the volunteers' time, and they distributed the questionnaire by

themselves. The manager was asked to complete the questionnaire and

place it in a box while the volunteers waited. However, whilst some

questionnaires were completed and returned quickly, others were mailed

to the researcher after two weeks.
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Second, the survey of Jeddah and Yanbu was accomplished through

the post.	 The questionnaire was enclosed with a short letter

requesting the co-operation of the executive in the research, and

explaining the purpose of the questionnaire, together with an

instructional note on how to fill it out. After five weeks, the survey

of Jeddah and Yanbu was accomplished through the use of a postal survey

after several telephone calls from the researcher to the vice executive

director in each company, to encourage the return of forms which may

have been misplaced or inadvertently forgotten by the manager. This

procedure took six weeks from the time the questionnaire had been

received. Of the 154 returned questionnaires, only 139 were used for

this survey.	 The other 15 returned questionnaires were eliminated

either because they were incomplete or because they were not middle

level managers. Top or lower level managers were not included in this

study. However, there was approximately a 64 percent rate of return.

Moreover, in gathering relevant publications, documents, reports and

statistics, the researcher was often faced with the problem that many

of the reports written in Sabic are confidential, and in view of this

many officials who the researchers tried to interview by telephone were

either hesitant to provide assistance or asked that reports should not

be quoted nor the official's name mentioned.	 Nonetheless, sufficient

data were gathered from Saudi statistical reports, government reports,

United Nations reports and unpublished works on Saudi Arabia.
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4.3.3. The research instrument 

The study was designed to determine the extent of similarities

and differences in the managerial thinking among the middle level

managers in Saudi Basic Industries Corporation (Sabic), both Saudi and

non-Saudi middle managers from the two categories mentioned previously

in this chapter. Also, as mentioned in the introduction, this research

was the first attempt to study managerial thinking among middle level

managers in Saudi Arabia in general and in Sabic specifically. Since

there has been no serious study before, the descriptive and analytical

approach was used.	 An exploratory study needs to be undertaken when

nothing is known or there is no information on the problem to be

investigated, and extensive work needs to be done initially before one

can scientifically investigate the matter.1

The aim of using this approach was to:

(1 rely on simple direct methodologies, in
order to avoid being significant in the
statistical sense only; and

	

(2	 to explain what kind of relationship
exists between the middle managers;

(3) to relate these findings to the
training of middle managers in Sabic
and to consider possible areas for
further investigation in Saudi Arabia.
It is hoped that this study will shed
some light on this important subject.

The survey was conducted 	 using forty-eight questions (see

Appendix A).	 The basic survey instrument consisted of three parts.

1.Uma Sekeran, 'Research Methods in Business', package specially for
business for ADSC 361, April 1981, p.45.
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These are:-

PART ONE : Manager Profile 

This - Irt of the survey instrument consisted of fifteen questions

designed to provide responses which would permit the classification of

the data into general categories. These categories were:-

(1) Social Background: (i) country of cit-
izenship; (ii) sex; (iii) age; (iv)
marital status; (v) father's occupa-
tion; (vi) monthly income.

(2) Education and training background:

(i) level of education; (ii) college
attended; (iii) attending training.

(3) Experience backgrond (i) years working
before joining Sabic; (ii) previous
employer(s); (iii) years working for
Sabic.

PART TWO : Managerial thinking toward leadership's ability and 

training 

This part of the research instrument was designed to seek the

similarities and differences among the Saudi 	 middle manaoers and

non-Saudi	 middle managers in Sabic in the following variables.

(i) Leadership	 style in decision-making;

(ii) Leadership	 behaviour pattern;

(iii) Leaders thinking regarding authority;

(iv) Managerial thinking toward training.

This part of the research instrument consisted of ten questions.

These items were designed to ascertain the manager's thinking toward

leadership ability.	 According to Robert Tannenbaum and Warren H.

Schmidt, there are four styles of leadership. These styles moving

from authoritarian leader behaviour at one end to democratic leader
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behaviour at the other l (see Chapter 1). The first is characterized

as 'tells style': decisions are announced to subordinates so that they

may be carried out without question. The second style of the leader-

ship is 'sells style': the possibility of resistance is at least

recognized; the manager therefore resorts to persuasion to get the

acceptance, willingly, of decisions already reached. A third style is

'participates style': a decision is not made until a problem has been

put to members of the group and their comments and suggestions have

been heard. The manager is willing to share information and involve

his subordinates in decision-making, and he will try to get their

ideas so that they can contribute effectively. He must make the final

decision, and he is responsible for the result. This form of partici-

pative decision-making demanded good faith, the manager must be able

and willing to accept and implement the ideas of the subordinate with

regard to important aspects of the job. 	 The fourth style of

leadership is characterized by 'delegates style': the manager delegates

to the group the right to make decisions. His function is limited to

one of the defining the nature of an issue and indicating the limits

within which a decision must be made. What is finally done will

reflect the majority of opinion in the group.

Each of the four styles will be a basis for identifying attitudes

held by the three groups in the middle-level of management in Sabic,

and the determination of whether or not they are the same in all

these groups.

1.	 Robert Tannenbaum and Warren H. Schmid, 'How to choose a
Leadership Pattern', Harvard Business Review, 36 (2), March-
April, 1958, pp.95-101.
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PART THREE : Managerial attitudes toward job satisfaction and 

motivations 

Examining the job satisfaction and motivation of Sabic middle

managers, the study looked into certain aspects regarding satisfaction

with the job itself through (i) job interest; (ii) job variety; (iii)

job challenge.

The superior- subordinate	 relationships among Sabic middle

managers have been explored in terms of the respondents' views

regarding six issues.	 These are i the respondents assessment of

their relationship with their subordinates; (ii) their assessment of

their	 relationship with their immediate superiors; 	 (iii)	 the

respondents' opinions regarding their superior's priorities at work;

iv the respondents' opinions regarding their superiors methods of

upervision;	 v their confidence 'n their superior's ability; (vi)

the support obtained from their superiors.

Focusing on the motivation aspects, the study examined their

source of motivation when taking up their jobs, their motivation in

keeping their present jobs, and the middle managers' propensity to

change their jobs.	 Furthermore this study attempted to explore

additional aspects of managerial thinking, their knowledge of goals

and responsibility in their departments, their participation in the

development of their department's plans and goals, their attitudes to

carrying more resposibilities, their job load ,and their opinion regarding

the efficiency reports.

The answers from the instruments were tabulated within each of

the surveyed groups to obtain the results.
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A comparison was made between the results from each group in order to

discover any difference that might arise because it provided the most effi-

cient method of determining the similarities and differences in the

attitudes between managers within the three groups. The research for this

study was conducted in Saudi Arabia during six months from January 15th to

April 15th, 1985, from January 1st to February 15th, 1986, and finally from

January 20th to March 5th, 1987.

The questionnaire was designed by the researcher for Sabic middle

managers and was given a primary translation from English to Arabic by the

researcher. It was subsequently submitted to a team of translation speci-

alists working at King Saud University headed by Dr. Mukhtar Balloul (see

Appendix B , and separately given a translation by another group in order

to obtain a valid and accurate translation which would best serve the

purpose of the study.	 In addition, to measure the validity of the

questionnaire, a pilot test was conducted by the researcher with a randomly

chosen sample of 10 percent of Sabic's department managers at the head-

quarters in Riyadh. The questionnaire items were finally answered by those

respondents, with the researcher noting any ambiguity, misunderstanding or

sensitivity that might occur, some respondents' clarification on some

items, which they receive immediately.

The positive reaction of the respondents towards the questionnaire

items and their interesting comments were noted and taken as an indication

that the questionnaire was meaningful and valid. In a research project

such as this, it is important that questionnaire data collected is authen-

ticated. In asking middle managers whether they have good or poor rela-

tions with staff under them, there will be a natural inclination- some-

times an unwitting one - to put the best light on relations and reply

'good'.	 Similarly, when asked whether they are dictatorial or con-
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cerned, middle managers will be inclined to go for the latter whether or not

this is true. Under normal circumstances, personal interviews with ques-

tionnaire respondents, and other forms of cross-checking, would have been

employed in attesting the validity of such responses. As a woman in Saudi

Arabia, I was precluded from this course of action, and, as a consequence,

much of the data collected has to be taken at face value. I fully recog-

nise, however, that had the country and the circumstances been different,

then checking the validity of the data responses would have been accorded a

priority.

Two steps were taken to approve and administer the questionnaire.

Firstly, a letter signed by the Director of the Liverpool Institute of

Public Administration and Management at the University of LiverpJcl, Mr.

Morton R. Davies, to Sabic. The letter explained the nature, importance and

objectives of the study, and requested their assistance (see Appendix C).

Secondly, the questionnaire was covered by a letter from the Manager of

Public Relations in each company encouraging each General Manager, Depart-

mental Manager and Section Manager to co-operate by returning the ques-

tionnaire (see Appendix D).

All data were keypunched, verified, and computerized in order to

produce the highest attainable level of accuracy. To facilitate statistical

analysis and interpretation, the researcher used the Special Package for

Social Sciences (SPSS programme.	 The data collected using the research

instrument was analysed by several statistical techniques. These included

percentages, means, frequency distributions and frequency statistics like

chi-square. All the chi-square tests were significant at the 0.5 level for

independence to locate significant relationships. Furthermore, the condi-

tion of chi-square was not completely satisfactory because there was a

limitation, the researcher was restricted by the given population size, we

treated all of it but did not have any alternative because there were so

many variations between the level of response on the questionnaire where the

population size was different from one question to another.
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4.4 Scope and limitation of the Study 

The scope of the study is limited to:-

1. Saudi Basic Industries Corporation (Sabic).

2. The study is directed to the examination of the
similarities and differences in managerial thinking
regarding leadership ability and job satisfaction
motivation among Saudi	 and non-Saudi middle
managers.

3. The middle management included three groups: Saudi
middle	 managers,	 developing	 countries	 middle
managers, and developed countries middle managers
(Section managers, departmental managers, general
managers, those who had to assume responsibility for
co-ordination, planning and control between the low
management and the top management .

4. Middle managers who have to supervise subordinates.

5. The researcher was very careful during the construc-
tion of the survey instrument, in order to achieve
a good result of the questionnaire items, by
following these steps:

The questionnaire sought only information
which could not be obtained from non-survey
data;

ii	 The	 questionnaire	 requested	 only	 data
essential to the subject matter;

iii	 Respondents were given clear and complete
instructions on how to answer each item;

(iv Questions were presented in good psycho-
logical order, proceeding from general to
more specific responses;

The questionnaire had a central topic.

4.5 Summary 

The main concern of this chapter has been the design of the

research.	 The methods and procedures adopted by the study in the

empirical investigations concerning the similarities and differences

in managerial thinking among the Saudi and non-Saudi middle managers

in Saudi Basic Industries Corporation (Sabic).
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As an introduction to the discussion of the research methods and

procedures, the study examined the major difficulties of conducting

research in Saudi Arabia. Describing the research procedures, the

discussion has been limited to three topics, which are the design of

the research population, the sources of the data and the research

instrument.

The design of the research population, the subject of the study

was the total population of approximately 240 middle level managers.

The data showed that the middle managers came from different countries

Saudi Arabia, U.S.A., India, Japan, Jordan, West Germany, U.K.,

Canada, Egypt, Pakistan, the Republic of China, Sudan and the

Philippines).	 They were grouped into three groups:- Saudi Arabia

group, Developing Countries group and Developed Countries group.

The questionnaire is the only source of data as far as the

attitudes and behavioural manifestations of Sabic middle managers are

concerned. The opinions of the respondents have been interpreted in

terms of leadership's style in decision-making, leadership behaviour

pattern, leader 's thinking with regard to authority. Furthermore, they

have been examined in terms of managerial thinking towards training.

Job satisfaction among the respondents has been examined relative to

four aspects.	 These are (i) the job itself; (ii) job variety; (iii)

job challenge;	 (iv)	 superior subordinate	 relationship.	 Job

attitudes, also have been examined in terms of motivation to join

Sabic, the motivation to produce (keep working for Sable), and the

propensity to change the job.	 Additional aspects of managerial
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thinking have been developed by the study. 	 These are (i) their

knowledge of goals and responsibility in their departments; (ii) their

participation in development of their departments' plans and goals;

(iii) their attitudes to carry more responsibility; (iv) their job

load, and (v) their opinion regarding the efficiency reports.
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CHAPTER V

THE RESEARCH FINDINGS

Introduction

Middle managers work in a frustrating situation, as they are

caught between two responsibilities. On the one hand, there are the

top management demands to have work accomplished quickly and

accurately. On the other hand is the problem of the ability, often

limited, of the lower level of employees to meet these demands.

Middle management has the responsibility to respond to orders and

directions in meeting the expectations of top management, and at the

same time it has the responsibility for mobilizing the lower level of

employees to do the work well and on time.

There are many factors which may limit the effectiveness of

middle management.	 For example, lack of job satisfaction, lack of

motivations, or lack of knowledge as to the goals of the organiza-

tion, and planning policies to achieve them. If the responsibilities

and objectives of each middle manager's job are not clearly spelt out,

the ability of the individual to function is limited. Other factors

may also be involved. If the middle manager is to play an active and

dynamic role, he must be included in the planning and development of

the goals and objectives of his department or section. 	 Middle

management consists of a large number of people compared with top

management in the organizations.	 Their prime importance is that

they form the link between top management and the lower level

employees. Without middle management, it would be virtually imposs-

ible to implement policies. Middle managers are not only the head of
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departments or sections, they also perform staff functions. For best

results in the roles and duties, they require a high level of

education, leadership, and creative talent.

This chapter presents the findings of the study based on the

research instrument described in Chapter 4. Part one of this chapter

provides a description of Sabic middle managers (i.e. demographic

data). Part two provides the results of analysis of the differences

and similarities found between these middle managers relative to

managerial thinking regarding the leadership ability and training.

Part three contains the results of similar analysis regarding job

satisfaction and motivation.

5.1	 : Characteristics of Sabic Middle Managers 

The satisfaction a person seeks in his work is as diverse

and complex as the number of individuals employed. Each person has

his own physical, mental, and emotional structure, but he also shares

certain needs common to all human beings. 	 Because of this last

factor, workers have some commonality in the needs they seek to

satisfy at work.

fhe number of studies published relating to job factors and

employee job attitudes has steadily increased every decade (see

Chapter I .	 The results of the study are viewed as a whole; a

relatively clear picture begins to emerge regarding what workers want

from their work and which factors of employment contribute to job

satisfaction. It will be noted that the same job factor can be the

source of dissatisfaction to one employee and the source of satis-

faction to another.
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The number of job factors affecting workers' attitudes are many.

Aspects of the individual's life away from the job that could

influence his attitudes would be his nationality. For example, in

one study which compared Mexican and American workers, Slocum (1971)1

found Mexican operators to be significantly more job satisfied than

their American counterparts who were undertaking similar jobs. In

accounting for the results, Slocum argues that by and large Mexican

workers are not highly motivated to work, once basic family needs

have been met. The fulfilment of those needs, therefore resulted in

higher job satisfaction for Mexican workers. American workers, on

the other hand, have higher expectations that higher order needs will

be met on the job, and are dissatisfied with the fulfilment of only

lower order needs. 	 Also, an individual's age could influence his

attitudes.	 For example, Herzberg et al 	 1957) 2 suggest that job

satisfaction increases with age, because the individual comes to

adjust to his work and life situation. Job satisfaction starts high,

declines and then startsto improve again with increasing age.

Aspects of the individual's job satisfaction would be his

educational level.	 A study by Vollmer and Kinney (1955), 3 showed

this effect.	 They examined the responses of several thousand

1. Michael M. Gruneberg, Understanding job satisfaction, The
Macmillan Press Ltd. (London, 1979), p.101. J.W. Slocum, 'A com-
parative study of the satisfaction of American and Mexican
operators', Academy of Management I. 17 (1971), pp.89-97.

2. F. Herzberg, B. Mausner, R.O. Peterson and D.F. Capwell, 'Job
attitudes : Review and Research Opinion, Psychological Service of
Pittsburgh (Pittsburgh, 1958).

3. Michael M. Gruneberg, op.cit., p.96; H.M. Vollmer and J.A.
Kinney, 'Age, education and job satisfaction', Personnel, 32 
(1959), pp.38-43.
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civilian employees in various institutions throughout America. Their

results indicated that more college than highschool-educated

employees reported dissatisfaction with their jobs. Similarly, more

highschool-trained employees reported dissatisfaction than lower

trained grammar school educated employees. Vollmer and Kinney argue

that because of the greater educational investment, it is reasonable

to assume that college-trained employees generally expect more out of

life in terms of higher paid jobs, better working conditions, etc.

Thus, for relatively low level jobs, they have higher expectations at

what a job should offer and, therefore, lower satisfaction with what

they get.	 Furthermore, father's occupation has influenced indivi-

dual's attitudes toward education and job. According to Blau (1956),

the individual's social structure influences his career outcome in

two ways, first by shaping the social development of the individual,

and thus his or her career orientation, self-concept, value, inter-

est, ard second by affecting the occupational opportunities available

t the individual.1

As part of the normal process of growing up, a person probably

learns more about the world represented by his faLher's occupation

than about any other occupation. In addition, wage is an important

factor in job satisfaction. Pay means more to the individual, than

just the potential of material goods. 	 It can be an indication of

achievement and recognition, or, conversely, of failure. Porter and

Lawler (1968), in their study of managers, found that job satisfac-

tion increases with a higher level of income. It was also found that

1. P.J. Blau, J. Gusted, H. Fames, and R. Wilcock, 'Occupation-
al choice : a conceptual framework', Industrial and Labour 
Relations Review, 9 (July, 1956), pp.531-43.
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pay represented 'a form of recognition for a job well done ... a

market achievement' .1

A comparison of Sabic/middle managers background followed, which

provided a profile of the middle managers, as well as the nature of

the differences and similarities. This part of the survey instrument

consisted of fifteen questions designed to provide responses which

would permit the classification of the data into general categories.

These categories were:

1.	 Social background

- sex
- country of citizenship
- age
- marital status
- father's occupation
- monthly income

	

2.	 Education and training

- level of education
- college attended
- training

	

3.	 Experience background

- years working before joining Sabic
- previous employer
- years working for Sabic

A description of the middle managers characteristics appears in

Tables 5.1 - 5.13.

1. L.W.Porter and E.E. Lower, Managerial Attitudes and Performance,
Richard D. Irwin (Hon. /GA, Ill. 1968.
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Social Background 

• Sex

All the employees in Sabic are males, because women are not

allowed to work in this kind of corporation (see Chapters 2 and 4).

- Country of citizenship 

Table 5.1 shows that of the respondents, eighty-four middle

managers were from Saudi Arabia, twenty-nine from developing

countries, and twenty-six from developed countries. From Table 5.1

it will be seen 39.6 percent of the middle managers were not from

Saudi Arabia, and this was not surprising. As indicated earlier in

Chapter 3, Sabic established a petrochemical industry in Saudi

Arabia, and it is a joint venture between Saudi Arabia, Japan, Korea,

Taiwan, the United Kingdom, U.S.A., West Germany and the Arabian Gulf

States. Therefore, this kind of project needs very highly qualified

personnel from the management and engineering fields, as well as from

other professions. Also, Saudi Arabia, like many other developing

countries has a lack of qualified employees at all levels, especially

in the administrative field.	 M. Sadik pointed out that

With new technology, modifying and expending the
uses of the existing equipment, more highly
qualified personnel are even more needed along
with new organizational methods of operation, and
when those people could not be updated to
accommodate the new demands imposed on the plans,
failing to adopt its role to its new objective,
an administrative gap appeared and gradually
widened. Therefore, the administrative failure
which occurred in the fact of new technology had
begun to manifest itself year after year.1

1. Mohammed Sadik, The Evaluation of Government and Administration 

in the Kingdom of Saudi Arabia. , Institute of Public 
Administration Riyadh, 1963), p.196.
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TABLE 5.1 

SABIC'S MIDDLE MANAGERS 

County of citizenship Freq. ,
f

%
4—

I TOTAL

Saudi Arabian 84 1	 60.4 '	 84 60.4
I

i
Developing Countries 29 n 29 20.9

i
Indian 7 I	 5.0
Taiwanese 7 I	 5.0
Pakistani 7 5.0
Sudanese 3 2.2
Jordanian 3 2.7
Egyptian 1 0.7
Phillipino 1 0.7

4----"-"1"-----""

Developed Countries 26 0.2 26 18.7

America 13 9.4
West German 5 3.6
British 4 2.9
Japanese 3 f	 2.2
Canadian 1 1	 0.7

1

Total

1
i 139 100.0

_._ /
1
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The problem was also recognised in a report by the Ford Founda-

tion team, which stated:

The basic problem of the present administration in
Saudi Arabia is the lack of trained and qualified
employees on all levels. This is a result of the lack
of specialists in administration, who can introduce
modern administrative techniques and methods 2 and give
needed training to the government employees.'

However, to solve these problems, Sabic has engaged experienced

non-Saudi personnel as required, and at the same time they have a

Saudiasation programme to achieve Saudiasation by 1990 in the maximum

number of positions, without sacrificing quality and loss of produc-

tion. This Saudiasation is to affect all levels of jobs.2

- Age 

Table 5.2 presents the Sabic middle managers age profile which

shows that the majority of Saudian middle managers (60.7 percent) were

between 25 and 35 years of age, 19.0 percent were 36-40 years old,

17.9 percent were over 40 years of age, and only 2.4 percent were less

than 25 years of age. Considering twenty-nine middle managers from

developing countries, the majority of them 65.5 percent) were over 40

years of age, 17.2 percent were between 36 and 40 years old, 13.8

percent were between 31 and 35 years old, and only 3.5 percent were

between 25 and 30 years of age. 	 Of twenty-six middle managers from

developed countries, 80.8 percent were over 40 years of age, and only

19.2 percent were between 36 and 40 years of age.

1. Ford Foundation, 'The aspects which affect the administrative
reorganization in Saudi Arabia', Ford Foundation Team (Riyadh,
1963), p.3.

2.	 Saudi Iron and Steel Company, 'Manpower Development', Saudia-
sation programme (1982), p.1.
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TABLE 5.2 

AGE PROFILE OF SABIC MIDDLE MANAGERS 

-----------------
Saudian Developing Countries Developed Countries

Age Profile Middle Managers Middle Managers Middle Managers

Freq. % Freq. % Freq. %

Under 25 2 2.4 - - _

3.525-30 29 34.5 1 - _

13.831-35 22 26.2 4 _ _

36-40 16 19.0 5 17.2 5 19.2

Over 40 15 17.9 19 65.5 21 80.8

Total 84 100.0 29 100.0 26 100.0
_

Mean
-

3.155 4.448 4.808

Medium 3.000 4.737 4.881

TABLE 5.3 

MARITAL STATUS OF SABIC MIDDLE MANAGERS 

-
Saudian Developing Countries Developed Countries

Marital Vliddle Managers Middle Managers Middle Managers
Status

Freq.
1

Freq. Freq. %%

Single 11 13.1 2 6.9 -

Married 73 86.9 27 93.1 26 100.0
-

Total 84 100.0 29 100.0 26 100.0

,-----------
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In order to see if there is a significant difference between the

three groups in their ages, analysis of variance of the mean (see

Table 5.2) was performed. From this table most of the Saudi middle

managers may be considered to be relatively young. 	 Almost 60.7

percent fall between the age of 25 and 35, while the managers from

developed and developing countries were much older; 80.8 percent and

65.5 percent were over 40 years of age, and this is not unexpected,

as they are considered experts.

- Marital Status 

As is evident from Table 5.3, 86.9 percent of Saudian middle

managers were married, whereas only 13.1 percent were single. While

93.1 percent of the middle managers from developing countries were

married, and 100 percent of the middle managers from developed

countries were married.	 The married middle managers were asked to

indicate the number of children in their families. The findings are

shown in Table 5.4. According to these findings in this table, among

the 86.9 percent of married Sdudian group, 46.6 percent have between

one and two children, 27 . 4 percent have between three and four

children, and only 13.7 percent have more than four children, and in

the case of developing countries group 29.6 percent who have between

one to two children, 55.6 percent have between three to four

children, and only 7.4 percent have more than four children. In the

developed countries group, 57.7 percent have between one to two

children, 30.7 percent between three to four children and 7.7 percent

have more than four children.	 These differences were considered

reasonable,because the Saudian group were 	 relatively	 young,	 and,

therefore, were likely to have been recently married after completing

their education.



Saudian
Father's	 Middle Managers
Occupation

Developing Countries
Middle Managers

Freq. 0/0
1

Freq.	 0/0
,

-i-- - --- - _

Developed Countries
Middle Managers

Freq. 1 %
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TABLE 5.4 

SIZE OF SABIC MIDDLE MANAGERS' FAMILIES 

_

No. of
children

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. % Freq. % Freq. %

None 9 12.3 2 7.4 1 3.9
1 14 19.2 2 7.4 3 11.5
2 20 27.4 6 22.2 12 46.2
3 12 16.4 8 29.6 5 19.2
4 8 11.0 7 26.0 3 11.5
more than 4 10 13.7 2 7.4 2 7.7

Total 73 100.0 27 100.0 26 100.0

TABLE 5.5 
OCCUPATION OF THE FATHERS OF SABIC MIDDLE MANAGERS 

Business owner 23	 32.9 6	 35.3 4	 20

Foreman 11	 15.7 4	 23.5 3 15

Military 3	 4.3 - -

Professional 16	 22.9 4 23.5 8 40.0

Farmer 11 15.7 2 11.8 2 10.0

Technical 2 2.8 _ 2 10.0

Others 4 5.7 1 5.9 1 5.0

Total 70 100.0 17 100.0 20 100.0
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- Father's occupation 

As a further dimension in the explorations regarding the back-

ground of Sabic's middle managers, Table 5.5 shows that, among

eighty-four respondents of Saudian middle managers (32.9 percent),

their fathers' occupations were business owners; of the remaining

responses, 22.9 percent of the fathers were professionals. Thus, the

Saudian group came from middle class backgrounds which include:

businessmen, middle level civil servants, and professionals, such as

engineers, lawyers, doctors, professors and schoolteachers. 1	35.3

percent of the developing countries group gave their fathers'

occupations as business owners and 23.5 percent gave the occupation

of their father as working with the government, and the same percentage

Indicated their fathers were professional 	 In the case of the middle

managers from developed countries, 40 percent of the fathers were

professionalsand 20 percent were owners of businesses.

Education and training 

- level of education 

Table 5.6 presents the level of education of the Sabic middle

managers.	 Saudian middle managers were generally highly educated;

d1.6 percent had a Bachelor's degree or higher qualification, which

supports the following statement from Sabic's Seventh Annual Report.2

It is worthwhile to mention that the University
graduates, including B.A. 	 or B.Sc., M.A. and
Ph.D. holders	 constitute a majority of Sabic
Saudi manpower.

1. Westview SpecialStudies on the Middle East, 'Political adaptation
in Saudi Arabia', a study of the Council of Ministries U.S.A.,
Westview Press, Inc., (1985), p.33.

2. Saudi Basic Industries Corporation, Seventh Annual Report (1983),
p.50.
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TABLE 5.6 

LEVEL OF EDUCATION OF SABIC MIDDLE MANAGERS

Saudian Developing Countries Developed Countries
Educational
level

Middle Managers Middle Managers Middle Managers

Freq. % Freq. % Freq. %

Secondary 14 18.4 2 6.9 3 12.5

University 51 67.1 23 79,3 16 66.7

Higher 11 14.5 4 13.8 5 20.8

Total 76 100.0
.	

29 100.0	 j 24 100.0
I

TABLE 5.7 

TYPE OF COLLEGE EDUCATION GRADUATES
IN SABIC MIDDLE MANAGEMENT 

Subject of
stud _______

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. % Freq. % Freq. %

Business
Administration 18 29.0 4 16.0 8 36.4

Public
Administration 7 11.3 1 4.0 - -

Engineering 31 50.0 19 76.0 13 59.1

Others 6 9.7 1 4.0 1 4.5

ITotal 62 100.0 25 100.0 22 100.0
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93.1 percent of middle managers from developing countries had a

Bachelor's degree and above, and 87.5 percent of middle managers from

developed countries had a Bachelor's degree or above. Furthermore,

as Table 5.7 shows, 50 percent of the Saudi middle managers who had

received University education had studied engineering, while 40.3

percent hold Business and Public Administration degrees compared to

76 percent of the middle managers from developing countries,and59.1

percent of the middle managers from developed countries, who hold

degrees in engineering, and 20 percent of the middle managers from

developing countries who hold degrees in Business and Public Admini-

stration, and 36.4 percent of the middle managers from developed

Business Administration.countries who hold degrees in

- Training attended 

Probing the question of training, the survey disclosed that 68.7

percent of the Saudi group had received training since they joined

Sabic. The training took place in Saudi Arabia on the Sabic Training

Programmes 9 percent and the national training institutions (16

percent , and 75 percent of the Saudi group had received training

abroad, as shown in Tables 5.8 and 5.9

Considering the middle managers from developing countries, 27.6

percent had received training since joining Sabic, and 23.1 percent

of the middle managers from developed countries also had training

since joining Sabic.
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TABLE 5.8 

DISTRIBUTION OF SABIC MIDDLE MANAGERS BY TRAINING 

Saudian
-----

Developing CountriesCountries Developed
Training Middle Managers Middle Managers Middle Managers

Freq. % Freq. % Freq. %

Yes 57 68.7 8 27.6 6 76.9

No 26 31.3 21 72.4 20 23.1

Total 83 100.0 29 100.0 26 100.0

TABLE 5.9 

DISTRIBUTION OF SABIC MIDDLE MANAGERS BY 
TRAINING PLACE SINCE THEY JO/NED SABIC

Saudian Developing Countries Developed Countries
Training
place

Middle Managers Middle Managers Middle Managers

Freq. % Freq. Freq.

Sabic
Training 5 9.0
Programmes

National
Training 9 16.0 1 12.5 1 16.7
Institution

Abroad 43 75.0 7 57.5 5 83.3

Total 57 100.0 8 100.0 6 100.0
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Experience background 

(a) Previous experience 

Tables 5.10 and 5.11 show that 66.3 percent of Saudian middle

managers had previous experience.	 52 percent of them worked with

Petroleum Companies, 42 percent worked either with the public sector

or government, and only 6 percent gained their experience from the

private sector. Comparing these results with non-Saudi middle man-

agers, 100 percent of the middle managers from both developed and

developing countries had previous experience.	 62.0 percent of the

managers from developing countries obtained their experience from

Petroleum Companies, 28.6 percent from the public sector, and 9.4 per-

cent gained their experience either from government or the private

sector. In the case of middle managers from developed countries, 83.3

percent had their experience in Petroleum Companies, 11.1 percent

worked with the private sector, and only 5.6 percent worked with the

public sector.

However, these results could be attributed to that because Sabic

established petrochemical industries in Saudi Arabia, and this kind of

project needs very highly qualified people from the management and

engineering field as well as from other professions.

b) Length of working experience for Sabic 

Table 5.12 shows 41.7 percent of the Saudian group had been work-

ing for Sabic between two and four years. 38 percent between five to

seven years, and 16.7 percent had over seven years' working exper-

ience for Sabic. Comparing the developing countries group, 34.5 per-

cent had been working for Sabic between two and four years and 31.1

percent had over seven years experience. In the case of developed



Developed Countries
Middle Managers

Freq.

26

-

26

%

100.0

-

100.0

Saudian Developing Countries
Previous
employment

Middle Managers Middle Managers

Freq. % Freq. %
-

Public sector 13 26.0 6 28.6

Government" 8 16.0 1 4.7

Private 3 6.0 1 4.7

Petroleum
Companies 26 52.0 13 62.0

Total 50 100.0 21 100.0
....-n ..„,_„..-..-..-n..-............

Developed Countries
Middle Managers

Freq.
—

1

18 1.. 100.0

%

5.6

-

83.3

2

15
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TABLE 5.10 

DISTRIBUTION OF SABIC MIDDLE MANAGERS
BY PREVIOUS EXPERIENCE

Developing
-

Saudian Countries
Previous
experience

Middle Managers Middle Managers

Freq. % Freq. %

Yes 55 66.3 29 100.0

No 28 33.7 _ -

Total 81 100.0 29 100.0

TABLE 5.11 

DISTRIBUTION OF SABIC MIDDLE MANAGERS 
BY PREVIOUS EMPLOYMENT 
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countries group, 61.6 percent had been working for Sabic between two

and four years and 30.8 percent between less than a year to one year.

- Financial background 

Level of monthly income 

Six categories of income (monthly take-home pay) of our respond-

ents have been drawn up. Table 5.13 summarises their distribution

among Sabic middle managers. As was evident from Table 5.13, the

monthly income of Saudian group varies markedly.	 42.8 percent

receive SR 11,000 to 17,000. 35.7 percent receive less than 11,000,

and 21.4 percent receive more than 18,000. Comparing the developing

countries group, the majority of them (48.2 percent) receive monthly

income between SR 11,000 to 17,000, 24.5 percent receive less than SR

11,000, and 17.2 percent receive more than SR 18,000. 	 Considering

the group of developed countries 53.8 percent receive less than SR

11,000, 23.1 per ent had a monthly income between SR 11,000 to

17,000, and 23.1 percent had more than SR 18,000.

A summary of Sabic middle managers' characteristics indicates

little differences in the demographic characteristics of the three

groups. The Saudi middle manager and his counterpart from developing

and developed countries are similar in all characteristics, except

for age, where the majority of the Saudi group may be considered as

being relatively young.

An interesting finding in the social background of the Saudi

group is the occupation of their fathers. Despite the fact that the

majority of the nation's population are peasants, labourers and
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TABLE 5.12

DISTRIBUTION OF SABIC MIDDLE MANAGERS BY YEARS
WORKING FOR SABIC 

Saudian Developing Countries Developed Countries
Previous
employment

Middle Managers Middle Managers Middle Managers

Freq. Freq. Freq. %

Less than 1 3 3.6 5 17.2 8 30.8

2 - 4 35 41.7 10 34.5 16 61.6

5 - 7 32 38.0 5 17.2 1 3.8

More than 7 14 16.7 9 31.3 1 3.8

Total 84 100.0 29 100.0 26 100.0

TABLE 5.13

SABIC MIDDLE MANAGERS BY LEVEL OF MONTHLY INCOME

Monthly
Income*

-----
Saudian

Middle Managers

-----
Developing

Middle

----
Countries

Managers
Developed

Middle

Freq.

Countries
Managers

98Freq. 06 Freq.

Less than SR7000 11 13.1 6 20.8 11 42.3

7,000 - 10,000 19 22.6 4 3.8 3 11.5

11,000 - 13,000 16 19.0 9 31.0 4 15.4

14,000 - 17,000 20 23.8 5 17.2 2 7.7

18,000 - 20,000 11 13.1 5 17.2 2 7.7

More than 20,000 7 8.3 4 15.4

Total 84 100.0 29 100.0 26 100.0

* SR = Saudi Riyal = $3.65 in 1985-86.



188.

bedouins, 1 only 2.9 percent of the fathers of participants fall

within these categories, while the rest of them were business owners

and professionals. Another factor of interest was that their family

size remains quite small while the norm in Saudi Arabia is to have a

large family. 2 It should be noted that because the majority of them

were very highly educated, they probably recently married after

having left college.

However, there are some differences between the three groups,

such as their previous experience. Non-Saudi middle managers had

more previous experience than Saudi middle managers. 	 Another

difference was the number of years working for Sabic. Saudian and

the developing countries groups, had longer periods than the devel-

oped countries group.

This summary shows that the Saudian middle managers are middle

aged, come from middle class backgrounds, have small families, are

highly educated, the majority of them had training before and after

joining Sabic; the majority of them had previous experience with

petroleum companies; the majority of them have been working for Sabio

between five to more than seven years; the majority of them have a

monthly income between eleven to twenty thousand Saudi Riyal.

The middle managers from developing countries are over thirty-

six years old, come from middle class backgrounds, have small

families and are very highly educated.	 The majority of them had

training before joining Sabic; all of them had previous experience,

about half of them have been working for Sabic between five to more

1. Al-Waji, Ibrahim Mohammed, op.cit., p.170.

2. George A.Lipsky, op.cit., p.69.
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than seven years. The majority of them had a monthly income between

eleven to twenty thousand Saudi Riyal.

Middle managers from developed countries are over forty years age

and came from middle class backgrounds. They are very highly edu-

cated, have small families, and the majority of them had had training

before joining Sabic.	 All of them had previous experience; the

majority of them have been working for Sabic between less than one

year to four years, and the majority of them had a monthly income

between seven thousand to thirteen thousand Saudi Riyal.

5.2 Managerial Thinking towards leadership 

ability and training 

Organizations are greatly influenced by the background, exper-

ience, knowledge and personality of the leaders who provide direction

to the whole organization.	 It is the leadership that decides an

organization's objectives, policies, the extent of delegation of

authority, patterns of communication and the future direction of the

firm.

The leaders perform the role of directing the people in organiza-

tions in any country, but they are not stereotyped. They have their

attitudes, feelings and preferences which show in a work situation.

Emphasizing the importance of leadership, Peter Drucker states that:

There is no substitute for leadership but management

cannot create a leader, it can only create the con-

ditions under which potential leadership qualities

become effective.1

L	 Peter F. Druker, The Practice of Management, Harper and Row (New

York, 1954), pp.278-80.
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Leadership has two major characteristics - styIeandbehavioural

patterns.	 A leadership style evolves from the personal needs an

executive seeks to satisfy as he carries out his leadership

functions. Behaviouralotterns are the characteristics that habitu-

ally define his daily actions. 	 If the style is autocratic, for

instance, then the behaviour will be domineering and stringently

directive; if the style is bureaucratic, then the behaviour will be

more standardised to routines; or if the style is democratic then the

behaviour will be of the participative type.1

The leadership style is different from one environment to

another, which may have a different political system, a different

economic system, where the needs of the people are different and a

different cultural system in which the values and aspirations of the

subordinates are not the same.	 Also, management calls for many

different types of action from a single leader and in consequence a

manager will sometimes be one type of leader, sometimes another type,

and	 metimes a leader who is difficult to classify.

In other words, 'leadership like medicine, is never general'.2

Despite this variety in kinds of actions taken by any one manager,

most managers are basically of one or other category of leadership in

the great bulk of their action.3

The primary focus of Part II of this chapter is an analysis of

the findings concerning the opinions of middle managers. Each of the

specific opinions was summarized and the overall difference was

1. James J. Crilbin, Effective Managerial Leadership, American
Management Association, In. (1972), pp.111-15.

2. ibid., p.10.
3. Robert B. Buchele, The Management of Business and Public Organi-

zations, McGraw Hill, Inc. (1977), pp.175-76.
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tested for significance. This was followed by a discussion of the

individual testing of each of the specific opinions for significant

difference.

In this section as stated earlier, we tried to seek the similar-

ities and differences between the Saudi middle managers and non-

Saudi middle managers in Sabic on the following variables:-

- The managerial thinking toward leadership's ability

- Leadership	 style in decision-making

- Leadership behavioural patterns

- Leaders thinking regarding authority

- Managerial thinking toward training.

5.2.1	 The mangerial thinking on the leadership's style in 

decision-making 

Every organization no matter how big it is, bases its work

on de ision-making which leads to the failure or success of the

organization.

The administrative operation is based on decision-making which is

carried out in all spheres such as planning, organizing, directing

and following up, and in all other activities of the administration

such as production and supplying. Decision-making is considered the

most important element of the administrative operation. It is the

centre of the administration and the tool of the leadership. Any

development or reform of the administration is based on the best

decisions that are made for them. 1 The successful leader is the one

who has a combination of talent and qualification as well as know-

ledge, which help him develop his ability to accept responsibility,

1. M. Assaf, The Principle of Management, Dar Al-Nasher Al-Arabi

(Cairo, 1976), pp.503-527.
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and to understand what is going on in the minds of his subordinates,

to know their point of view about the different matters, and to

encourage them to use all their capacities.

Decision-making is simply defined as achieving objectives. 1 But,

in the administrative context, almost every decision will involve a

group of people, not just an individual. Also, every decision will

impact on the decision-makers. Decision-making in administration,

therefore, has a collective dimension. In the widest sense, it is a

pattern of interaction between individuals, through which the social

mechanisms that sustain effective collective activity are developed

and maintained. As for leadership, decision-making is an essential

factor since 'leadership' and the capacity to make decisions are

inextricably bound up with each other.2

There are two principal styles of leadership often used by

leaders. Autocratic style, where the leader makes decisions affect-

ing the group without anyone else's advice or suggestions. In this

style of leadership, group activity is centred around the leader and

group members are expected to do as they are directed.

In the second - Democratic style - the leader attempts to obtain

the ideas of the group through discussion or consultation. 	 The

leader believes in the value of each individual who works within that

administration, and of working to fulfil the human needs of groups.

1. M.C. Hughes, Leadership in the Management of Education, Common-
wealth Secretariat (London, 1981).

2. M.B. Sharaf,	 'Leadership in Public Administration',Master's
thesis, U.A.R. (The Hague, 1963), p.58.
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In this style, work is based on appreciation of the groups, taking

their circumstances into consideration, and the general benefit of

the organization as well. Good human relations, co-operation and

sharing responsibilities will encourage groups to achieve their best

work, while maintaining satisfaction and self-confidence and achiev-

ing the goals of the organization.1

Use was made of two styles of leadership - Autocratic and

Democratic, isolated by Tannenbaum and Schmidt. 2 These two leader-

ship styles were represented by the following items in question 48

all of which are adopted from Tannenbaum and Schmidt.

Autocratic leaders-centred methods

- Leader makes decisions and gives
orders to subordinates.

- Leader makes decisions and 'sells'
subordinates on doing what he says.

Democratic-participative methods 

- Leader presents ideas and invites questions.

- Leader presents tentative decisions subject
to change.

- Leader presents problems, gets ideas and
suggestions before making decisions.

- Leader defines the limits and requests
the group to make a decision. Leader per-
mits the group to make decisions with-
in prescribed limits.

1. Fred J. Carvell, Human Relations in Business, MacMillan Publish-
ing Co. Inc., 2nd edition (New York, 1975), p.130. See also,
Paul Hersey and Kenneth H. Blanchard, Management organizational 
behaviour, Prentice Hall Inc., (Englewood Cliffs, New Jersey,
1977), 3rd edition, p.82. Also, R.G. Owens,Organization Be-
haviour in Education, Prentice Hall (1982), 2nd. edition.

2. R. Tannenabum and W.H. Schmidt (1958), op.cit.
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Table 5.14 shows that the majority of the three groups of Sabic

middle managers believe that by far the most effective ways for the

manager to make a decision is to be the democratic-participative

method. This style was chosen by 79.8 percent of the Saudi middle

managers; 58.4 percent of the developing countries group, and 68.4

percent of middle managers from developed nations.

Democratic style 'give and take' enables the manager and the

subordinate to explore more fully the implications of the decisions.

As Robet B. Buchele states:

... in management 'democratic' denotes genuine
two-way communication especially consultation by
the superior with the subordinates on setting
goals suggesting new ideas, and deciding how to
effectuate changes.... this type can be broken
down into two sub-types:
Individual centred: The manager who communi-

cates effectively with individual subordinates
and understands their personal problems and
talents.

Group-centred. The manager who understands not
only the psychology of individual subordinates
but also the sociology and dynamics of the work
group, the team aspect.1

However, there were no significant difference between the three

groups of Sabic middle managers regarding leadership style in

decision-making where the majority of them believe in democratic

style of leadership.

If one looks at the various leadership styles (autocratic and

democratic), it will be found that the democratic style of leadership

is the most considerate of human relations, because it is based on a

group rather than individuals.	 For example, in this style all

policies are a matter of group discussion. 2 When technical advice is

1. Robert B. Buchele, The Management of Business and Public Organi-
zation, McGraw Hill Inc. (1977), p.178.

2. M. Assaf, The Principle of Management, op.cit., pp.468-474.
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TABLE 5.14

COMPARISON OF SAUDI AND NON-SAUDI MIDDLE MANAGERS'
THINKING OF THE MANAGERIAL STYLE 

Saudian I eveloping Countries Developed Countries
Managerial Middle Managers Middle Managers Middle Managers
style ____

Freq. % req. % Freq.
_

Manager makes the
decision and
announces it 11 13.9 5 20.8 5 26.3

Manager 'sells' his
decision 5 6.3 5 20.8 1 5.3

Manager presents his
ideas and invites
questions 31 39.3 9 37.5 7 36.8

Manager presents a
tentative decision
subject to change 2 2.5 1 4.2 - -

Manager presents th,
problem, gets
suggestions 23 29.2 3 12.5 2 10.5

Manager defines the
limits and requests
the group to make a
decision 2 2.5 1 4.2 4 21.1

Manager permits the
group to make deci-
sions within pre-
scribed limits 5 6.3 - - -

Total 79 100.0 24 100.0 19 100.0
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needed, the leader suggests two or more alternative procedures from

which a choice can be made. The members are free to work with whoever

they choose, and the division of tasks is left to the group. The

democratic leader is objective in praise and criticism, and tries to

be a member of the group in spirit, without doing too much of the

work. The democratic leader always tries to share information and

ideas among group members. In fact, democratic leadership automatic-

ally involves a human relations approach, in that all members of the

group are seen as important contributors to the final decision. So

the leader in democratic style takes human relations as a basic

element in achieving the success of the organization.

However, the major task of any leader is to get work done by

other people, and his success as a leader depends upon his ability to

enlist and maintain follower commitment and collaboration for the

attainment of group or organizational goals. In this respect, the

leader's behavioural pattern which affects his daily action will be

explored.

5.2.2	 Leadership Behavioural Patterns 

Behavioural patterns are the characteristics that habitually

define the leader's daily actions.	 The results which the leader

achieves are totally determined by his own specific behaviour.

According to Fayol's principles of management, group cohesion

is an important element in administration which extends to the prin-

ciple of leadership unity. 1 The effective leader is one who does not

hesitate to fit the individual needs of the followersintothe framework of

1.	 M. Assaf, op.cit., p.66.
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the overall work goals. All workers must work in a co-ordinated way,

and as long as communication is maintained, co-operation will

develop, so that the organization functions as one unit. Also, the

worker's initiative must be taken into consideration by the leader to

create a kind of self-worth for each worker and simultaneously to

create group cohesion which will benefit the organization.

The leader motivates his followers to achieve good self-realisa-

tion, while directing their abilities towards work goals, create a

good work environment which has effective rewards to encourage

desirable behaviour. Also he builds group cohesion by encouraging

co-operation and group discussion of work problems. On the other

hand, the leader must be strong in initiating structures, and should

show high consideration for the members of his work group. For

example, the leader should make his or her attitude clear to the

staff, and try out new ideas with the staff, as well as criticising

poor work, speaking clearly and making speech understandable. The

leader must also encourage work and try to make it pleasant to be a -

member of staff.

In his book on management (1976), M. Assaf has identified the

following points l related to those mentioned above.

1. Praising 

Everyone enjoys receiving praise for 2 job well done.	 So

praising every member of the work group is important, because every

worker likes to know that his or her work is right and appreciated,

so as to give more and better work in the future. Therefore, the

1. M. Assaf, op.cit.
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leader helps to fulfil the worker's need by giving sincere praise.

2. Supplying objectives 

In supplying the objectives for the organization, the leader

defines objectives which will allow members to work together.

Effective objectives are more often the result of conscious deliber-

ate action.

3. Providing security 

A leader can provide a large measure of security by maintaining

positive, optimistic attitudes, even in the face of adversities.

4. Suggestion 

Suggesting often permits the subordinate to retain a dignity and

a sense of participation, more than would be the case if a direct

order were given.

5. Inspiration 

Many persons work more productively in organizations when their

leader lets them know that the work they are doing is worthwhile and

important. Thus a member is more likely to work towards organiza-

tional goals after being inspired by the leader in this way.

An attempt was made to discover the sorts of leader behaviour

most preferred by Sabic middle managers.	 The Fleishman et al.

pattern was adopted, 1 (except the item asterisked).

'Needle' men to greater effort.
*Let men do their work the way they think best
Stress being ahead of other work groups.
Emphasise quantity of work.
Insist that his men follow standard ways of doing
things in every detail.
Express appreciation when a man does a good job.

1. E.A. Fleishman, E.F. Harris and H.G. Bunt, Leadership and Super-
vision in Industry, Ohio State University (Columbus, Ohio, 1955),
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Rule with a firm hand

Treat his men with consideration

Set a good example to his own men by being
competent and keen on the job

*Foster good relationships all round.

The questions were designed to identify the similarity and difference

between Sabic middle managers in the managerial thinking of the effec-

tive pattern of managerial behaviour to get effective results from the

subordinates. If they chose more than one statement, they were then

asked to place their choices in order of effectiveness, i.e. 1st, 2nd,

etc.

Table 5.15 shows that the majority of Saudi middle managers

believe that by far the most effective way for a leader to 'get the

best' out of his subordinates is to have a good relationship with the

group. 54.8 percent of them thought the manager should express appre-

ciation when a man does a good job, and 48.8 percent of them said the

manager should treat his men with consideration. Or, in other words,

Saudi middle managers gave human relations a high priority. While

58.6 percent of the middle managers from developing countries respond-

ents emphasised the quantity of work, 55.2 percent thought the manager

should express appreciation when a man does a good job. In other

words, they thought these patterns of behaviour should be the main

concern.

In the case of the middle managers from developed countries, a

high majority was given to the idea that the manager should treat his

men with consideration (65.4 percent), and at the same time a great

emphasis was placed on the quantity of the work (53.8 percent).
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Table 5.15 illustrates the results of the chi-square comparison

of the middle managers thinking towards the effective leader's

behaviour.

There were significant differences between them, where the raw

chi-square value of .0300 (rule with a firm hand) and .0407 (foster

good relations all round) were less than .05. In other words, these

variables are dependent on each other.

5.2.3	 Authority 

One of the characteristics of leadership is the leader's

authority. The concept of authority has been used as a formal or

legal concept, similar to the term 'right'. This usually means that a

manager has the 'right' to command subordinates and expect obedience

from them. This definition implies also the right to delegate or with-

hold authority from subordinates. Closely allied with the concept of

authority is that of legitimacy, which means that subordinates accept

and respect the manager's authority.

Herbert A. Simon's view of authority considers the psychological

relationships between the one who commands and the one who obeys. In

his approach, the acceptance of authority is based upon personal

factors such as respect for the ability of the superior.1

In order to determine middle management's views about authority,

they were asked - 'In your opinion what is authority?'. As Table 5.16

shows there were significant differences between the three groups.

42.7 percent of Saudi middle managers thought authority comes from a

combination of a legally-derived base and the individual's powers of

persuasion.	 Whereas 37.5 percent of the managers from developing

countries thought the authority was the source of the laws and regu-

lations, and 37.5 percent thought it came through the manager's skills

and knowledge.

1.	 Herbert A. Simon, Public Administration, Alfred Knoff (New York,
1958), p.182.
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In the case of the middle managers from developed countries, 36

percent thought the source of authority came from the person's

ability to persuade, and 32 percent thought it came from both law and

regulations, and a person's powers of persuasion.

In comparing the differences between the three groups, there were

very strong relationships between the nationalities and the managers'

attitudes towards the source of authority. In other words, these

variables were dependent on each other, moreover these results

support the validity of this questionnaire.

The conclusion of data collected revealed both similarities and

differences between the three groups of Sabic middle managers in

leadership style.

Both similarities and differences were found between them. The

three groups believe that, the most effective style of decision-

making is the participating style. Respondents showed differences in

their thinking, effective pattern of leadership behaviour, and their

opinion of the source of authority where Saudian middle managers

(54.8 percent) thought the effective pattern of leader behaviour

should stem from having a good relationship with the group, and 42

percent thought the source of authority comes from a person's power

of persuasion.

Chapter II described in some detail the distinctive aspect of

Saudian society, especially those which embody traditional values,

customs and expectations, all of which play a significant role in the

individual life in Saudi Arabian society.
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TABLE 5.16

CHI-SQUARE* COMPARISON OF SAUDI AND NON-SAUDI MIDDLE MANAGERS' 
THINKING REGARDING THE SOURCE OF AUTHORITY

Managerial
style

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. '?6 Freq. % Freq.

(a) Determined by law i
and regulations 23 28.1 9 37.5 4	 .	 16.0

(b) Acquired by a per-
son according to
effectiveness and
ability to persuade •

'

others

(c) Acquired by (a)
and (b) above

(d) Acquired by a
person through his
skills and know-
ledge

(e) Acquired through
social position

(f) Other (please
specify)

12

35

12

-

-

14.6

42.7

14.6

-

-

4

2

16.7

8.3

37.5

-

-

9

8

4

-

-

36.0

32.0

16.0

-

-

Total 82 100.0 24 100.0 25 100.0

X2 = 0.00053 with 6df at 0.05 level of significance.
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The cultural influence appears to be the key explanation of

managerial thinking together with the profound impact on the thinking

of Saudian middle managers of their traditional attitudes to the

religion, the extended family and kinship system, and the importance

of good social relationships.1

Religion is the fundamental motivating force in most aspects of

Saudian culture, and has its impact on practically every act and

moment in life. It is involved in even the most ordinary acts of the

individual.That is, the observance of the traditional forms	 and

rites, whether of the 'official' or of the 'popular' kind. It is an

integral part of everyday life. Therefore, the totality of life is

permeated with religion which holds supreme sway over the great

majority of the population.	 Examples of the fundamental social

characteristics which can be attributed to the influence of Islamic

social relations:

Moslems believe that, on the final day of judgement,
God will decide the fate of each man to go to heaven
or to hell. Therefore, piety and adherence to the
Islamic concept of proper social relations are
important because they bear directly upon one's
position in the after world... Good deeds, such as
the forgiving of someone who has wronged you or the
giving of alms may improve one's status in paradise.2

Moreover, all social relations are at least indirectly tied to

the family and the tribal unit:

Family ties play a significant role both in business
and Government, and disregard of them is generally
regarded as reprehensible)

1. See Chapter 2.

2. Norman C. Walpole et al. (1966), op.cit., p.79.

3. ibid., p.69.



205.

The dominant relationships in Saudi Arabian society are personal; the

members of a kin group are expected to give aid and assistance to

their paternal kinsmen and, in turn, may call upon them in time of

need.

Their thinking concerning the participation by their subordinates

decision-making has come about as a result of the religion and

traditional values.

So the individual has the right to participate in the process of

group decision-making, which may in substance be called democratic.1

According to Islam, democracy must take place in all work: 1 1- he Holy

Quran says ... discuss the subject with them, so if you decide go

ahead by'depending on God'. Moreover, the leadership in the tribe is

vested in a Sheikh, his possession of authority implies the presence

of inherited qualities and respected personal superiority. The choice

of a Sheikh depends on a number of special qualities, such as leader-

ship ability, generosity, courage, luck, prestige and wisdom. 	 The

Sheikhly position does not necessarily pass from father to son, but by

reason of his superior mental and physical qualities. The Sheikh

exerts most of his influence over the tribesmen as the leader of the

Council.	 The Council at the level of the Camp Unit is composed of

all responsible adult males and the Sheikh holds open Council, and

during these meetings the tribesmen discuss all matters of importance

to the local unit.

1. George A. Lipsky, op.cit., pp.75-77. Also see Abdul Malik A. Al-
Sayed, Social Ethics of Islam, Classical Islamic Arabic Political
Theory and Practice, first printing, Vantage Press (U.S.A.,
1982), pp.64-65.
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The Saudi middle managers should be sensitive to the values,

customs, traditional norms and expectations of this society.

To an unspecified extent, such values still adhere in the

developing countries like Saudi Arabia, and may be a factor in the

thinking of Saudi middle managers.

5.2.4	 Middle managers thinking towards training 

The importance of training is to close the gap that is left

by education and to give more specific preparation for a particular

skill. Training is not and could not be a substitute for education,

rather it consolidates education and complements it. In other words,

'Training is what will work in gaps left by inadequacies of

education, the dislocation of apprenticeship and the decay and divi-

sion of family and elders'. 1 At this point, it is better to provide

a working definition of what one means by training.	 Hitherto,

training was defined as:

Training has for some people the unfavourable
implication of 'narrow education', and conse-
quently many management training programmes are
referred to as 'management development', manage-
ment-education or even 'management-orientation'.
By whatever name it is called, many training
activities of these enterprises exist for the
purpose not only of promoting employees' learning
of job-related skills, but also to increase his
service ability or worth to the enterprise as
well as himself. Given this broad implication of
training, one would need to include in 'training'
any activity ranging from the acquisition of
simple skills to the development and change of
complex socio-emotional attitudes. 	 Thus the
accountant not only learns to audit and put the
accounts of the enterprise in order, he also
learns the necessary attitude for co-operation
with other sections of the enterprise, as well as
directing his financial policies to the aims and
objectives	 of	 the	 enterprise.	 Training,

1. Bernard B. Schaffer (ed.), Administrative Training Development,
Praeger Publishers (New York, 1974), p.1.
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therefore, becomes not just an end in itself but
a means to an end - training brings one of the
many tools available to an enterprise to help it
reach its goals.1

By the same token, training is an inherent part of administra-

tion, supervision and leadership. 2 If the training is inadequate,

the solution can only be more or better training.3

However, it should be emphasised that training is not always the

way to better performance and achievement. The working conditions

and the climate of the job, including the attitude and competence of

the immediate supervisor, may influence performance far more than the

technical ability and competence of the people on-the-job. Training,

then, is one but only one, of the elements required for high achieve-

ment. 3 There are several types of training. Pre-service training is

usually the responsibility of the educational system which should

orient itself to the needs of both public and private sectors. At

the university, the vocational or special institute level, there

should be a close relationship between teachers and potential

employers.	 This type of relationship would help ensure that

graduates of the educational system are properly prepared for their

employment. In-service training may be accomplished in many ways.

0n-the-job training during the conduct of work is one way; another is

special classes during the day; yet another method is to utilize

courses at a specialized central training centre such as the Insti-

tute of Public Administration (IPA) in Saudi Arabia.

1. Olotunji Olagunju, 'Some Aspects of Training and Training
Schemes in Public Enterprise'. The report of the Conference
on Public Enterprise in Nigeria, Institute of Administration,
Ahmadu Bello University Zaria, April 27-30, 1970, p.17.

2. Hamer C. Rose, 'The development and supervision of training
programs', American Technical Society (Chicago, 1964), p.10.

3. Bernard B. Schaffer (ed.), op.cit., p.1.
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Responsibility for training rests with the management of an

organization, since they are the people who know the necessary

qualities	 needed	 in	 their	 subordinates.	 Analysis of the

training requirements in a public agency is not something that can be

done once and for all.	 It is a continuous process. 1	Therefore,

senior administrators and supervisors must continually be on the

alert to discover the needs of their employees in training.2

Furthermore, there is wide consideration given to the importance

of training in the industrial countries. Companies in the U.S.A.,

for example, IBM, [XEROX, Boeing and McDonald Douglas reportedly

invest heavily in training, spending up to 3.5 percent of sales

revenue on training) Moreover, in West Germany there is a convic-

tion that in times of unemployment, it is 'preferable to have un-

employed skilled workers rather than unemployed unskilled workers'.

Similarly, in Japan, the volume of training had increased in

recession, with state spending being maintained and the private

sector's outlay actually rising.

In the U.K. the current recommendation from the Association for

Management and Business Education (AMBE):4

There is insufficient stress on the urgent
problem of meeting the needs of the vast number
of managers already in post who have had no
formal training or development, there is a
serious danger that unless separate attention is
given to the needs of those in smaller firms, we

1. O. Glenn Stahl, Public Personnel Administration, Harper and Row
Publisher (New York, 1962), p.227.

2. ibid., p.288.

3. Fiona Thompson, 'Lesson on training goes unheeded : training and
education courses', Executive Post, No. 330, 5th March, 1987,
p.34.

4. AMBE, representing 85 major providers of business and management
education in the Polytechnics and Colleges sector.
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will risk disenfranchising a very significant
proportion of the U.K. managerial labour force
from receiving sufficient management develop-
ment.1

Moreover, in April 1987, the AMBE published two key reports stressing

the need to improve the scope and manner of business and management

training.2

Our members agree that a large-scale expansion of
business and management education is needed, but
to achieve it employers must show a major change
of attitude and there must be substantial extra
investment by government.3

The efficiency of any organization depends directly on the

ability of its members to do their job - that is, on their training.

Newly hired employees almost always need some training before they

can take up their work, while older employees require training both

to keep them alert to the demands of their present job and to fit

them for transfers and promotions.

Training also motivates employees to work harder. Employees who

understand their jobs and what is expected of them are likely to have

a higher morale. And the very fact that management is confident

enough of their abilities to invest in training, provides a sense of

assurance that they are valued members of the organization. This is

particularly important in dynamic companies undergoing changes in

technology and methods. Such change as automation is resisted when

workers fear that they will not be competent to assume the new jobs

that are being created.4

1. Training and Education Courses : 'It's back to the classroom',
Executive Post, No. 348, July 9th, 1987, p.38.

2. ibid.

3. ibid.

4. Strauss and Sayles, Personnel, the human problems of management,
Prentice-Hall Inc., (New Jersey, 1960), p.490.
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For these reasons, Saudi Basic Industries Corporation (Sabic)

paid more attention to the training for effective management. Sabic

developed a systematic training programme to train its technical and

administrative staff whether working in its headquarters or assigned

to its projects (see Chapter 3). Sabic training programme started by

conducting successive qualifying training programmes inside Saudi

Arabia. The qualifying stage is then followed by on-the-job training

inside the country at Sabic plants, or abroad at the plants of Sabic

partners or other similar Plants in the U.S.A., Europe and Japan.1

The purpose of this section is to examine the opinions of Sabic

middle managers towards the training programmes they have attended,

also their opinion regarding training programmes to their subor-

dinates. Analysis shows (see Table 5.8) that the majority of Saudi

middlemanagers have attended training since they joined Sabic. Table

5.9 shows 9 percent of them have attended training programmes in

Sabic Plants, 16 percent of them in other national institutions, such

as the Institute of Public Administration, which develops a training

programme for middle managers as indicated in the following state-

ments:

Since the middle management programme is the most
important in our Institute, and it also features
in almost all in-service training programmes of
developing countries ... The Institute included
in its middle management training programme (a)
substantive subjects, elements of public admini-
stration personnel management, financial admini-
stration, organization and methods, admini-
strative law; (b) technical subjects such as
accounting, statistics, development and public
relation.L

1. Saudi Basic Industries Corporation, The Seventh Annual Report
(1983), pp.34-36.

2. Mohammed Sadick, 'Training Programmes to fulfil development needs
in Education for development Administration'. A symposium.
International Institute of Administrative Science (Brussels,
1966), pp.150-51.
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Furthermore, 75 percent of Saudi middle managers have received

training abroad. As we mentioned in previous pages, training is one

of Sabic's prime goals to achieve the effective management that Sabic

desires:

One of Sabic's primary goals is the development
of Sabic manmpower. In order to produce a highly
competent workforce capable of operating the
large industries which Sabic is developing, a
systematic training programme has been institu-
ted. Nearly all Saudi employees at Sabic parti-
cipate in this programme.1

Moreover, training courses ranged in time from one month to

twenty-four months.	 Table 5.17 shows that 54.3 percent of Saudi

middle managers had their training period between one month to six

months, 15.2 percent from seven months to twelve months, 4.4 percent

from thirteen to eighteen months, and 26 percent of Saudi middle

managers from nineteen to twenty-four months; as shown in Table 5.17

the training needs for Saudis who are employed on the basis of formal

education are satisfied.	 In this regard the crucial part is to

determine whether the Saudi middle managers benefit from these train-

ing programmes which Sabic offer.

As mentioned in previous pages, Sabic developed a systematic

training programme, and nearly all Saudi employees at Sabic partici-

pate in this programme. However, the intention here is to explore

the middle managers' thinking about the usefulness of these training

programmes for them and for their subordinates.

As mentioned in a previous section (Table 5.8), 68.7 percent of

Saudi middle managers had attended training since they joined Sabic.

Table 5.18 shows that 60 percent of them thought these programmes

1. Saudi Basic Industries Corporation (1984), p.10.
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TABLE 5.17 

TRAINING PERIOD 

Training
Experience

F-
Saudian

Middle Managers
Developing Countries

Middle Managers
Developed Countries

Middle Managers
7.

Freq. % Freq. % Freq. %

1 to 6 months 25 54.3 8

_-

100.0 6 100.0

7 to 12 months 7 15.2 - -

13 to 18 months 2 4.4 - _ - -

19 to 24 months 12 26.1 _ - -

Total 46 100.0 8 100.0 6 100.0
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were useful in some ways and not so useful in others. In other

words, the training programmes were useful in the technical skill

(middle managers in Sabic are engineers, scientists and administra-

tive personnel, as we ascertained in section one of this chapter).

However, these programmes were not useful in providing human

skills, i.e. the ability to understand human problems inside the

organization, and ignored the fact that the middle manager's function

involves the organizing of human as well as non-human resources.

This may be attributed to the different cultural backgrounds of Saudi

middle managers as trainees and the trainer, especially as the

majority of these trainers had attended training abroad, or even if

they have had it inside Saudi Arabia, in many cases the trainer was a

foreigner.	 Also in any culture there are certain prescribed and

customary ways of doing things. As a person grows up in his culture,

he learns to relate himself to the other persons around him. He.

learns the kind of behaviour expected of him and what he can expect

from others. These norms are part of the individual's way of life

sanctioned by his society. They are the unstated assumptions, the

most sacred and cherished beliefs on which behaviour is based. A

manager cannot ignore them. Very often he shares these values with

the people he is managing. For example, the collectivist (as opposed

to Western 'individualist') nature of social relationships in Saudi

Arabian society, those values wnicn mignt validly De expected to

influence management JudD6Lion ana training.	 However, 31 percent

said that the training programmes were very useful and 8.9 percent

thought they were fairly useful in helping them cope with the

practical aspects of their work. (see Table 5.18)
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TABLE 5.18 

RESPONDENTS' OPINIONS OF THE TRAINING
PROGRAMMES THEY HAD ATTENDED 

Training
Useful

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. % Freq. % Freq. %

Very useful 14 31.1 3 37.5 2 50.0

Fairly useful 4 8.9 3 37.5 2 50.0

Useful in some ways
and not in others 27 60.0 2 25.0 2 -

Very unuseful - - - _ _ _

TOTAL 45 100.0 8 100.0 4 100.0

TABLE 5.19 

CHI-SQUARE COM PARISON* OF MIDDLE MANAGERS' THINKING 
REGARDING THE TRAINING PROGRAMMES FOR THEIR SUBORDINATES

Adequacy
of training
Programmes

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. % Freq. % Freq.

Very adequate 6 9.4 1 5.0 - -

Fairly adequate 30 46.8 9 45.0 8 44.4

Adequate in some
ways and inadequate
in others 20 31.3 10 50.0 9 50.0

Very inadequate 8 12.5 - - 1 5.6

Total 64 100.0 21 100.0 18 100.0

*X 2 .311 with 6df at .05 level of significance
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In the case of middle managers from developing countries, 27.6

percent had received training since they joined Sabic, and 37.5

percent of them who answered this question thought these programmes

were very useful, 37.5 percent thought they were fairly useful, and

25 percent thought they were useful in some ways and not in others.

With regard to middle managers from developed countries, 23.1

percent had received training since joining Sabic (see Table 5.8),

and 50 percent of them thought these programmes were useful and 50

percent thought they were fairly useful. The next questions were de-

signed to explore the middle managers' thinking about the adequacy of

these training programmes for their subordinates.

As Table 5.19 shows, 46.8 percent of the Saudi group thought

these programmes were fairly adequate, 31.3 percent said that they

were adequate in some ways and inadequate in others. 12.5 percent

thought they were very inadequate, and only 9.4 percent thought the

programmes were very adequate.

In the case of middle managers from developing countries, 45

percent thought these programmes were fairly adequate, 50 percent

thought they were adequate in some ways and inadequate in others, 5

percent said that they were very adequate, and non thought they were

very inadequate.	 50 percent of the middle managers from developed

countries thought the programmes were adequate in some ways and

inadequate in others, 44.4 percent thought they were fairly adequate,

5.6 percent thought they were very inadequate, and non thought they

were very adequate.
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Table 5.19 illustrates the results of the chi-square comparison

of Saudi middle managers and non-Saudi middle managers regarding

their thinking of the training adequacy to their subordinates. Since

chi-square value was .31 1 with 6df at .05 level of significance,

this means the differences between the three groups were more than 5

percent. There were no significant differences between them regard-

ing their opinion as to whether this training programme for their

subordinates was either fairly adequate or adequate in some ways and

inadequate in others.

The need for manpower training in Sabic is so great that it

eagerly grasps at any device which promises assistance and improve-

ment in production. Despite the fact that Saudi Arabia has made

strenuous efforts to overcome its problems in the field of education

and training, such	 eagerness could be expensive in money and in

time especially as public enterprise in Saudi Arabia, like any

developing country, faces the problem of lack of adequate technical

and management skill. Many of the education and training systems

existing in Saudi Arabia are unable to supply, at the right time and

in sufficient numbers, the qualified persons needed for the country's

development. Bharadwaj comments on this situation:

... inadequate planning and coordination at the
national level; the limited number of institu-
tions and agencies; inadequate faculty resources
and teaching material; insufficient management
consulting and research activity. With no links
with training, inadequate interest in training
for top management, junior executive, first line
supervisors, and self-employed entrepreneurs;
insufficient attention to management training for
small and medium-sized business, inadequate links
between national development, organizational
development, and management development have con-
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tributed to weak training policies. In most
developing countries, there seems to be hardly
any training need analysis at the national level.
Often, even existing facilities for management
development are not fully utilized. Evaluation
of the effectiveness of management development
activities is universally difficult.1

Therefore, for the training to be more effective, it is essential

to have a clear strategy that holds together education and training

(schools, universities, training institutes and employing organiza-

tions) which develop people on the job. By 'strategy' is meant that

the linkages between them are analogous to transmission lines, 	 The

education system in Saudi Arabia should be oriented towards the

goals of industrial society.	 Educational programmes and methods

should encourage interest in new ideas in general. The educational

system should try to change young people's attitudes towards techni-

cal professions; efforts to make general and technical educational

programmes more effective by linking with the country's industrial

development aims, and cover the very considerable activities in

industry and in the public service. A system of human skill genera-

tion, like a system of electric power generation, should be designed

to carry varying loads, and it must have some built-in flexibility to

meet such loads. The system analysis approach makes it easier to

identify in operational terms major problem areas, and it compels the

analyst to examine the critical inter-relationships between various

manpower and education programmes. It provides a logical starting

point for building a strategy of human resources development,

1. B.L. Bharadwaj, 'Management Development in the Developing
Countries', cited in Training Handbook, edited by B. Taylor and
J. Lappit, McGraw Hill Book Co. (London, 1975), p.160.
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ineffective linkage between education and training, or faulty design

which results in the failure of the total system to carry the loads

expected of it.

In addition, evaluation of the training programme in Sabic and in

Saudi Arabia in general, is not just a matter of the final evaluation

(which aims to assess what the trainers learned from the programme as

a whole). Evaluating the programme must also include an assessment

of the content of the programme, and the implementation of the train-.

ing programme. In other words, there is a need for a continuous

process of assessment and monitoring. This evaluation may be done by

written descriptions and observaGions, and by noting the thoughts and

complaints of the trainers, as well as inviting them to express their

opinion.	 Giving tests to the trainers during the programme, so as to

follow their dcnievement and compare its result with the test given at

tne beginning of the programme may be an effective way of evaluation.
1

• 1. A. Abdulwahab, 'Theoretical bases and evaluation of practical
activities', Institute of Public Administration (1971).
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5.3

Managerial Attitudes toward Job Satisfaction and Motivation 

If you look at a group of persons who are
performing the same job, you will note that
some do it better than others, ... whether
the group consists of secretaries, clerks,
assembly workers, salesmen or managers....
The difference in performance among people
doing the same kind of work reflects two
different kinds of variables. One is the
ability or skill of the individual to
perform the job and the second refers to the
motivation to use this ability or skill in
the actual performance of the job.1

Moreover, motivation refers to the set of drives or strivings

actually operating in the personality of an individual. Motivation

depends on the satisfaction of the needs that an employee brings to

work and the efforts of the manager in meeting the needs.2

Motivation is the key to an individual's
productive life, most workers spend a major
portion of their working hours in work
organization. Organizational themes
constitute a central interest for many
people in this society. The ways people
manage their work lives differ. Some find
their jobs interesting or make the jobs
interesting, they become committed and in-
volved. These individuals make creative use
of	 their	 energies	 and	 organizational
resources to accomplish more things for
themselves and their organizations. In
addition, they play productive roles in
society by becoming good providers for their
families, by contributing their fruitful
skills and talents to produce goods and
services, and by sharing their accomplish-
ments with others in the society. There
are, however, other people who are bored and
alienated from their jobs and search for
every opportunity to decrease their work
commitment.	 These individuals not only
waste their energies but also consume

1. Victor H. Vroom and Edward L. Deci, Management and Motivation,
Penguin Books (1978), pp. 9-10.

2. Abraham Maslow, 'A theory of human motivation', Management of
organizations, edited by G. Herbert and C. Ray Gullet, McGraw-
Hill (New York, 1976).
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organizational resources for non-productive
uses.1

Furthermore, in their widely read book In Search of 

Excellence, Peters and Waterman, Jr., emphasize the difference

between the successful and unsuccessful companies, is the way they

bring out the great energies and talents of the people they employ:

Technology	 changing	 tastes,	 changing
fashions, all play a part... 	 No one can
dispute their importance. But I question
whether they in themselves are decisive. I
believe the real difference between success
and failure in a corporation can very often
be traced to the question of how well the
organization brings out the great energies
and talents of its people.2

According to Carvel, Human Relations in Business, motivation

refers to the set of drives or striving actually operating in the

personality of an individual. It is based on two factors - one the

basic need the worker brings to work, and the other a sincere effort

on the part of the management to satisfy them.3

Once behavioural scientists were awakened to the need for

studying human motivation, research studies were conducted in a

number of areas of human behaviour (see Chapter I). For instance,

Herzberg studied motivation in terms of two factors - the motiva-

tors and the satisfiers. Motivators provide long range motivation

and can be achieved through meeting such employee needs, as

opportunities for advancement, challenging work, more authority in

areas of decision making, recognition of work or effort, and other

similar factors. Satisfiers are those factors that are work related

1. H. Chung Kae, Motivation theories and practices, Grid Inc.
(Columbus, Ohio, 1977), p.4.

2. Thomas Watson, Jr., 'One may speculate : a business and its
beliefs', p.46. Quoted in Thomas J. Peters and Robert H.
Waterman, Jr., In Search of Excellence, lessons from America's
best-run companies, Harper and Row, Publishers (New York,
1982), p.280.

3. Fred J. Carvel, Human Relations in Business, McMillan Book Co.
(Toronto, 1970).
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and do not contribute towards positive motivation; their absence,

however, affects motivation negatively.1

Maslow developed a five-level hierarchy of human needs:

physiological needs, security needs, social needs, esteem needs, and

self-actualization needs. Physiological needs are the lowest level

of needs and self-actualization needs are the highest level of

needs. If an employee is to be motivated, the management must make

efforts not only to satisfy the needs that the employee brings to

work but also try to recognize the level or needs he has so that

proper efforts can be made to satisfy them.2

To motivate managers and professional employees, an organiza-

tion should take several factors into consideration. The following

factors are 'motivational' factors based on Herzberg's classifica-

tion.

1. Jobs should provide challenges sought
by the employees.

2. There should be less and less reliance
on rules and regulations.

3. More authority should be delegated to the
managerial and professional employees
to allow them a freer hand in making
decisions in area of their expertise.

4. They should be encouraged to participate
in professional meetings and conventions
which serve as a training device.

5. Opportunities should be provided for general
growth and development.

6. The organization shoudl recognize the achieve-
ment of an employee by some form of apprecia-
tion.

1. Frederick Herzberg, 'New approach in Management orientation
and job design', reprinted in Studies in Industrial and Personnel 
Psychology, edited by Edwin A. Fleishman, Dorsey Press (Homewood
Ill., 1976), pp.286-287.

2. Abraham Maslow, op.cit., see Chapter 1.
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However, no single plan can be universally successful in moti-

vating employees even in the same country. People are individuals, and

each individual is different and has his own hopes and aspirations,

likes and dislikes. What might motivate one manager might not motivate

another under the same actor circumstance. For instance, a Saudian

manager with a large family might not be motivated by money, whereas a

British manager with a similar income working in the same organization

and with a smaller family might be motivated by money. 	 The two

managers might thus be on two different levels of needs.

Sabic middle managers are the products of different cultures and

may have different values, objectives, and attitudes which may be

similar in some respects and different in others.

Sabic middle managers were asked to give their views about the

aspect of their jobs which gave them the most satisfaction and

enjoyment. When the data from 139 middle managers were inspected, four

major categories of satisfaction seemed to emerge:-

	

1.	 Satisfaction with job itself -

(a) through job itself

(b) through job variety

(c) through job challenge

	

2.	 Satisfaction from superiors-subordinates relations.

	

3.	 Motivations behind their working for Sabic -

(a) job itself

(b) social relation of work

(c) social and family ties in the home

(d) lack of appropriate alternatives.



223.

4.	 Additional aspectsof managerial thinking -

(a) Middle managers knowledge of goals and
responsibility in their departments

(b) participation in development of their
departments plans and goals

(c) carry more responsibility

(d) job loading

(e) efficiency report

Tables 5.20 - 5.45 examine the differences and similarities between the

three groups with regard to motivations and satisfaction in the managerial

job.

5.3.1 Satisfaction with job itself 

By this is meant the theme which emerges with considerable

strength, and which is shown in the satisfaction which the middle

managers derive from using their specialist technical or professional

competence.	 This made the job interesting, challenging, involving a

variety of activities and produced the feeling of satisfaction. The

middle managers were answering the questions related to the job:

Does your job involve work which is -

(a) inherently interesting

(b) has variety

(c) provides you with challenge

How much does your work matter to you?

(a) very important

(b) important

(c) not important

In evaluating your present job, would you say it is:

(a) very satisfactory

(b) satisfactory

(c) unsatisfactory
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'Very satisfactory' meant that all the objectives of the job have been

met.	 'Satisfactory' meant that most of the important objectives were

met, but that performance would be better. 'Unsatisfactory' meant that

some objectives were met, but that most of the objectives were not met.

As Tables 5.2U-23) show, there were no real differences between

the three groups of Sabic middle managers in their satisfaction with

the job itself. The majority of Sabic middle managers said their jobs

were inherently interesting, have variety and they felt their jobs

provided them with a challenge. Also the majority of them said that

these qualities in the work are very important to them. The majority

of the three groups of Sabic middle managers felt that their work was

very important to them.

In analysing middle manager thinking towards job satisfac-

tion, it was found that managers in general are satisfied with their

job, in other words most of the important objectives were met, but that

performance could be better.

As we mentioned above, there were no differences between the

three groups of Sabic middle managers towards satisfaction in the job

itself.	 A study by Hackman and Lawler (1971) has clarified the

relationship between job characteristics and job satisfaction. 	 The

study examined the job attitudes of employees at the telephone company.

They examined the job characteristics by looking at the expressed

higher order needs of individuals, such as the desired opportunity for

personal growth and the opportunity to do challenging work. They found

that those who did not feel a great need to have an opportunity for

growth or for doing challenging work were less dissatisfied with jobs

offering little variety.

1. Michael M. Gruneberg, 'Understanding job satisfaction' (1979),
pp.43-44; quoted from J.R. Hackman and Lawler, 'Employee
reactions to job satisfaction characteristics, Journal of
Applied Psychology, 55 (1977), pp.259-86.
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TABLE 5.23 

CHI-SQUARE COMPARISON* OF MIDDLE MANAGERS' THINKING
TOWARDS THEIR JOB SATISFACTION 

Satisfaction
level

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. % Freq. % Freq. %

Very satisfactory 23 27.7 6 20.7 8 30.8

Satisfactory 52 62.7 22 75.9 14 53.8

Not satisfactory 8 9.6 1 3.4 4 15.4

Total 83 100.0 29 100.0 26 100.0

X2 with 4df at .05 level of significance = .5973. .
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Another study by Locke (1965), examined the relationship between

success in a task and satisfaction. He notes the most successful might

report themselves satisfied because of their success, when in fact it

was their enjoyment of the task which led to greater effort and hence

greater success (achievement). In other words, satisfaction may cause 

greater achievement rather than be caused by it.1

Haire and his colleagues: 'Managerial thinking : an interna-

tional study' (1966), produced a study which was based on a sample of

3,641 managers from 14 countries (see Chapter 1). They note that there

is a very strong tendency for managers to express similar beliefs about

their work.	 'In this sense, the values, perceptions, and attitudes of

management can be said to be universal. To be a manager is to have a

philosophy of management much like other managers everywhere.2

Furthermore, no individual can make an effective contribution

unless he knows what he is expected to do, and this is best reduced to

definite terms, to stated objectives. He needs to have a clear grasp

of the extent of his authority. He must know when he has the right

and/or duty to take independent action. He should know and understand

his relationships with other people in the organization. A man likes

to feel that his superior has an interest in him as an individual and

not as a means to an end, that his superior is anxious for him to

succeed.	 In the following section, Sabic middle managers motivation

regarding the above factors will be discussed.

1. E.A. Locke, 'The relationship task success to task liking and

satisfaction', Journal of Applied Psychology, 49 (1965), pp.379-
85.

2. Haire, Chisell and Porter, An International Study, Wiley (New
York, 1966), p.9.
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5.3.2

Satisfaction derived from superior/subordinate relationships 

Supervision is found at all levels in an organization from upper

management which supervises middle management, which in turn supervises

its subordinates and so on.

The supervisor will only get work done efficiently and effect-

ively if he can motivate his subordinates by satisfying their indivi-

dual needs.	 In other words, supervisors must support or help sub-

ordinates achieve some degree of satisfaction for their ego and other

human needs.

Likert's principles of modern leadership imply that in order to

be supportive, a supervisor should be sensitive to the needs and

feelings of his subordinates, respect and trust them, be receptive to

their ideas and suggestions, and have a sincere concern for the welfare

of his men.1

The primary means for a supervisor to motivate his subordinates

is to show that he is conscious of their needs, ambitions, fears, and

of the fact that each person in the group is an individual. 	 The

insensitive supervisor who is, perhaps, unintentionally aloof, cold,

impersonal and uninterested, usually finds it very difficult to get his

people to make any extra effort.2

The primary focus of this part is an analysis of the findings of

the differences and similarities between Saudi and non-Saudi middle

managers in their assessment of superior-subordinate relationships in

Sabic.

1. Fred J. Carvell, ibid., p.11.

2. ibid.
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First their relationship with subordinates will be discussed.

This is followed by testing whether there is a significant difference

between the three groups by using chi Square test. As Table 5.24

shows, 82.5 percent of Saudi middle managers assert that they have good

relationships with their subordinates, 17.5 percent said they have a

satisfactory relationship.	 In the case of the middle managers from

developing countries, 70 percent assert that they have good relation-

ships with their subordinates, and 30 percent have a satisfactory

relationship. While 56 percent of the middle managers from developed

countries evaluated their relationship with subordinates as good, and

44 percent said it was satisfactory. Table 5.24 	 shows there were

significant differences between the three groups. Tested by X 2 test

significant at .05 level, where the difference was less than .05

significant level ( 0233). 	 In other words, there was a significant

relationship between middle managers-subordinates relationship nation-

alities. The Saudian group perceive they have a good relationship with

their subordinates more so than non-Saudian groups.

It is believed the reasons behind this attitude were the varying

cultural, social and economic values. Superiors who are from one type

of social and economic background may find it difficult to understand

the attitudes and behaviour of employees from a different cultural

background.1

Next the middle managers' relationship with their supervisors

will be discussed. This relationship was examined by exploring:

1. Superior's priorities at work.
2. Job autonomy (superior's method of supervision).
3. The support obtained from superior.
4. Confidence in superior's ability.
5,	 Middle managers satisfaction from their

superiors' relationship.

1.	 Fred J. Carvell, op.cit., p.7.
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TABLE 5.24 

CHI-SQUARE COMPARISON* OF MIDDLE MANAGERS' THINKING 
TOWARDS THEIR SUBORDINATES 

Relationship Saudian Developing Countries Developed Countries
with
subordinates

Middle Managers i	 Middle Managers Middle Managers

Freq. % Freq. % Freq.

Good 66 82.5 14 70.0 14 56.0

Satisfactory 14 17.5 6 30.0 11 44.0

Poor- - - - - -

Total 80 100.0 20 100.0 25 100.0

X 2 with 2 df at .05 level of significance = .0233.
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Superiors' priorities at work 

Elucidating the nature of the middle managers' superiors' prior-

ities at work, our respondents were requested to specify which of the

following are stressed by their superiors (a) getting the job done;

(b) training, advancement and encouragement of subordinates; (c) both

(a) and (b).

Table 5.25 shows that, 48.8 percent of Saudi middle managers

indicated that their superiors are interested in having the job done;

46.3 percent thought that their superiors are primarily interested in

having the job done as well as the training, advancement and encour-

agement.	 In the case of the middle managers from developing

countries, 71.4 percent indicated that their superiors are interested

in having the job done, 25 percent suggested that their superiors are

primarily interested in having the job done as well as the training

advancement and encouragement of their subordinates, and 3.6 percent

thought that their superiors are interested in their training,

advancement and encouragement, of the middle managers from developed

countries, as is shown in Table 5.25. 88 percent thought that their

superiors are primarily interested in having the job done, and 12 per-

cent said that their superiors were interested in having the job done

as well as the training, advancement and encouragement.

The examination of the statistical significance differences be-

tween the three groups by using chi-square test significant, revealed

that there appears to be no difference between the three different groups.
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Job autonomy (Superior's methods of supervision)

In relation to job satisfaction in the context of the study, job

autonomy is defined in terms of the manager having a degree of freedom

to make decisions about his job in his department/section in scheduling

his work, selecting the equipment to be used and deciding on procedures

to be adopted. A sense of autonomy implies that the manager feels that

he has had some freedom to plan for the group in his department.

Freedom in making decisions concerning his job is, therefore, a pre-

requisite of developing a skill, so it is hardly surprising that those

with a high need for personal growth are more satisfied when they are

given autonomy to determine their own methods.

Work superiors differ in the degree to which they watch and

check on the performances of their subordinates. Katz et al l define

this dimension as 'the degree to which the supervisor checks up on his

employees frequently, gives them detailed and frequent instructions,

and, in general,limits the employees' freedom to do their work in their

own way'.

The relationships between closeness of supervision and

subordinates' efficiency is attested to by several studies. Katz  et al

report that compared to their high producing colleagues, low-producing

supervisors were found to indulge in close supervision as defined

above.

Argyle et a1 2 also report from their study that 'foremen of

high-producing sections exercised general rather than close supervision.

1. D. Katz, N. Maccaby and N.C. Morse, 'Productivity, supervision
and morale in an office situation', Ann Arbor Institute for
Social Research (1950).

2. Michael Argyle, Godfrey Gardener and Frank Cloffi, 'The Measure-
ment of Supervisory Methods', Human Relations (1958), xx, 1, 23-
40.
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TABLE 5.25

CHI-SQUARE COMPARISON* OF MIDDLE MANAGERS' THINKING 
OF THEIR SUPERIORS' PRIORITIES AT WORK 

Superiors'
priorities
at work

Saudian
Middle Managers

Developing Countries
Middle Managers

—

Developed Countries
Middle Managers

—
Freq. % Freq. % Freq. %

(a) Having the job
done

(b) Your training
advancement and
encouragement

40

4

48.8

4.9

20

1

71.4

3.6

22

-

88.0

-

Both (a) and (b) 38 46.3 7 25.0 3 12.0

Total 82 100.0 28 100.0 25 100.0
I.

X2 with 4 df at .05 level of significance = 0.067

TABLE 5.26 

CT-II-SQUARE COMPARISON* OF MIDDLE MANAGERS' THINKING 
OF THEIR SUPERIORS' METHODS OF SUPERVISION 

—	 —

Superiors'
methods of
supervision

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed
Middle

Countries
Managers

----,
Freq. % Freq. % Freq. %

------
1316.5

—
5 18.5 4 15.4Loosely

Moderately 19 24.0 - - 13 50.0

Closely 47 59.5 22 81.5 9 34.6

Total 79 100.0 27 100.0 26 100.0

X2 with 4df at .05 level of significance = .009
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General supervision vs close supervision gives subordinates an

opportunity to make decisions for themselves and enables supervisors to

concentrate on training them to do a better job. General supervision

relies on the satisfaction that people derive from deciding how to do a

good job more or less in their own way.1

The managerial thinking concerning job autonomy was established

by asking these questions:

Q.26 How closely does your superior supervise you?

Q.28 Are you given much freedom to do the job in the
way you prefer?

Q.29 In general, how much personal influence do you see your
superiors having on what goes on in your department/
section.

Questions 29 was intended to be exploratory rather than definitive,

analysing the results of the three cultural groups of Sabic

middle managers in regard to the methods adopted by the superiors who

supervise them. As Table 5.26 shows, the majority of both Saudi middle

managers and developing countries middle managers indicated that their

superiors adopted a close approach to supervision where the majority of

middle managers from developed countries were supervised by a moderate

supervisory approach. Turning to analysing the results of the second

question in regard to the degree of freedom they have to do the job the

way they prefer, as Table 5.27 shows 53% of Saudi middle managers did

not have much freedom.

1. George Strauss and Leonard R. Sayles, The Human Problems of
Management, Prentice-Hall, Inc. (Englewood Cliffs, New Jersey,
1963), fourth printing, p.124.
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Almost every middle manager in our study referred to some sort of

problem in his relationships with his superiors. In some cases the

problems seemed to be that the manager felt that his superior dis-

regarded his own opinions, did not trust his abilities, acted in an

authoritarian, insensitive fashion, supervised him closely and by-

passed him, dealing directly with the manager's staff.

However, as Table 5.27 shows there are some Saudi middle managers

who have freedom; 30.1 percent said that they have quite a lot of

freedom, whereas 13.3 percent thought that they have no freedom at

all, and only 3.6 percent of Saudi middle managers feel they have a

great deal of freedom to do their job the way they wanted.

In the case of the middle managers from developing countries,

62.1 percent of them did not have much freedom to do their job the way

they would prefer, 20.7 percent have quite a lot of freedom, 13.8 per-

cent have no freedom at all, and only 3.4 percent have a great deal of

freedom to do the job in their own way. Of the middle managers from

developed countries, 48 percent judged they do not have much freedom,

40 percent felt they have no freedom at all, and 12 percent that they

have a lot of freedom to do the job in their own way.

In comparing the differences betweeen the three groups, Table

5.27 shows there were no apparent significant differences in the

degree of freedom in their job.

The next question relates to the degree of influence that a

superior has on what goes on in the middle manager's department/

section. The question, worded very generally, was intended to be ex-

ploratory rather than definitive.
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As Table 5.28 shows there were no significant differences between

the three groups of middle managers where the majority of them felt their

superiors have quite a lot of influence (51.8% of Saudi middle managers,

41.4% of middle managers from developing countries, and 60% of middle

managers from developed countrie4.

However, there were different points of view where some superiors

exercised more centralised control, or in other words, held more

authority themselves. Each middle manager had his own unique opinions.

In the following pages a selection of comments will be presented which

indicate many of the middle management's viewpoints about their feelings.

For example, some of Saudi middle managers described their superiors

in the following terms: 'He operates a dictatorship issuing instructions

to be followed and hence he knows what goes on in every section'.

Another manager expressed his views as follows:

My superior always controls the work, he does not give
me even a small chance to act by myself. He thinks I
should be controlled and directed by him all the time,
and has no trust in me to do the job on my own. He is
always very loathe to give information. This happens
with all Saudis because we are a 'third world nation'
as foreigners say.

In case of some middle managers from developed countries:

I cannot approve my employees vacations. I cannot send
him on a trip without the approval of my superior.

One manager said of his superiors:

In most cases the jobs in the department were done in
the way in which the superior wanted them done.
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Some middle managers from developing countries expressed their views

as follows:

He speaks to my staff directly or asks them
to do something for him without telling me.

Furthermore, some Sabic middle managers thought their superiors have

good influence in the work department/section as shown from the following

statements.	 Some Saudi middle managers described this influence as

follows:-

My superior and most of my subordinates are
Saudis, therefore, we have a joint influence
which is well-shared, co-operation between us
is very good. We keep each other very well
informed and always discuss important matters
before reaching decisions.

Another Saudi middle manager whose superior trusts his abilities:

As Director of a large department, I have to
take most of the decisions which concern the
work	 requirements	 in manpower finance,
supervision,	 deviation,	 modification and
improving.	 My superior delegates much of
this work to me.

Another Saudi middle manager described his superior:

He has many years of experience, more than 27
years, which makes him more aware than any-
one else of the problems which arise. He
needs to approve any action and controls all
department activities. His immediate inter-
vention in minor affairs as well as major
ones is always evident.
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TABLE 5.27 

CHI-SQUARE COMPARISON* OF MIDDLE MANAGERS' THINKING
OF THE DEGREE OF FREEDOM TO DO THEIR JOB 

Degree of
freedom to
do the job

-
Saudian

Middle Managers
Developing Countries

Middle Managers
Developed Countries

Middle Managers

Freq. % Freq.
,.

% Freq. %

(a) I have a great
deal of freedom to
do the job in my
own way

(b) I have quite a
lot of freedom

(c) I do not have
much freedom

(d) I have no
freedom at all

3

25

44

11

3.6

30.1

53.0

13.3

1

6

18

4

3.4

20.7

62.1

13.8

-

3

12

10

-

12.0

48.0

40.0

Total 83 100.0 29 100.0 25 100.0

,......____
X 2 with 6df = .0586 P = .05 level of significance

TABLE 5.28 

CHI-SQUARE COMPARISON* OF MIDDLE MANAGERS' THINKING 
OF THEIR SUPERIORS' INFLUENCE ON THEIR JOB 

Superiors'
influence Middl-

Saudian
Managers

,
Developing Countries

Middle Managers
Developed Countries

Middle Managers

Freq. % Freq. 0.0 Freq. %

_
(a) He has a great

deal of influence

(b) He has quite a
lot of influence

(c) He has a little
influence

(d) He has no
influence

19

43

19

2

22.9

51.8

22.9

2.4

9

12

8

-

31.0

41.4

27.6

-

5

15

5

-

20.0

60.0

20.0

-

Total 83 100.0 29 100.0 25 100.0

X 2 with 6 df = 0.5 level of significance = .7589.
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Middle managers from developing countries expressed their feelings

as follows:-

My superior provides advice and brings to my
attention points or alternatives which I may
have missed in formulating my decision or
recommendation.

Another manager said:

My superior offers guidance and counselling.

In the case of Sabic middle managers from developed countries, their

point of view of their superior's influences are as follows:-

My superior helps me by keeping me up-
to-date on daily activities and participation
in some decision-making.

Another manager replied:-

His influence helps to bring about discipline,
increasing efficiency of staff members.

A number of respondents commented that they have some freedom to do

their job in their way. This point is very important, because it may

affect their job satisfaction, because autonomy is one of the most

effective ways to increasing job satisfaction, by giving the subordinates

more freedom to do their work in their own way.

This approach helps to develop the talent and abilities of subor-

dinates, who can take pride in results that are directly attributable to

their own decisions. In other words, it is hard to train people to take

the risk of decision-making without placing them in a position where they

have to make these decisions.
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Support gained from superiors when necessary 

We attempted to assess another aspect of the supervisory rela-

tionships.

Q.27 Do you feel that your superior will stand
up for you when necessary?

This aspect refers to the perceptions of the supervisor's personal

concern and supportiveness for his subordinates.

A study of skilled tradesmen at a Naval Air station reported by

Wilson et al. 1 indicated that supervisors of high and low effective-

ness groups were similar to each other in certain leadership beha-

viours, but they differed from supervisors of medium effectiveness

groups.	 The former were describing subordinates as less hyper-

critical, more helpful and more sympathetic.

As indicated in Table 5.29, the findings indicated that there

were no significant differences between the three groups of Sabic

middle managers in their feeling with regard to whether their superior

would support them when necessary. The majority of the three groups

(56.0 percent Saudi middle managers, 62.5 percent developing countries

and 56.0 percent developed countries middle managers) felt their

superiors would usually support them when necessary.

Confidence in superior's ability 

Every group has definite expectations about what qualifications a

good supervisor should possess. If a supervisor lives up to these

expectations, his subordinates will feel that he deserves hisjob,that

1.	 R.C. Wilson, H.P. Beem and A.L. Comney, 'Factors influencing
personnel', Psychology, 6 (1953), pp.313-25.
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TABLE 5.29 

CHI-SQUARE COMPARISON* OF MIDDLE MANAGERS' SUPPORT GAINED
FROM THEIR SUPERIORS WHEN NECESSARY 

Gained
support from
superior

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. % Freq. Freq.

—
Never 2 2.4 - - - -

Rarely 12 14.3 2 6.5 5 20.0

Usually 47 56.0 18 62.5 14 56.0

Always 23 27.3 9 31.0 6 24.0

Total 84 100.0 29 100.0 25 100.0

X 2 with 6df at .05 level of significance = .7580.
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he has legitimatised his claim to authority.1

The feeling that the superior should have technical skill is

particularly strong among groups who take pride in their work and feel

a close identification with their occupation.	 If subordinates feel

that the superior is a master of a skill, they themselves regard as

important, then in a way he has beaten them in a fair race, he has

earned his job and is respected for doing so.2

Misshawk (1971) 3 confirms, for example, that employees look for

more than human relations skills in their supervisors, whatever their

occupational levels.	 For high, medium and low level skill groups

Misshawk found that all regarded technical and administrative skills of

importance to their job satisfaction in addition to human relation

skills.	 After all, being nice and pleasant to one's subordinates is

not of itself enough to ensure job satisfaction. There are situations

in which pleasantness of the supervisor is secondary to success in the

task. For example, under enemy fire, the soldier is not interested in

how nice the officer is, but whether the leader has the skill to get

him out alive.

In our attempt to explore Sabic Middle Managers' point of view

with regard to their superiors' ability in work.

1.31 How important do you think it is for
a work group to have confidence in
the ability of the superior?

Q.32 How confident do you feel about the
ability of your own superior?

Q.31. Is intended as a 'lead' to the question following it, in itself it

is thought to have little value, apart perhaps from the 'free'

1. G.Strauss and L.R. Sayles, 'Personnel, the Human Problems of
Management',op.cit.	 (1963), p.162.	 Corvis Collins,	 'Ethnic
behaviour in Industry; Sponsorship and Rejection in New England
Factory',	 The	 American	 Journal	 of	 Sociology,	 vol.51
(1946)pp.293-98.

2. G. Strauss and L.R. Sayles,ibid., p.182.
3. M.J. Misshawk, 'Supervisory Skills and Employee Satisfaction',
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responses it prompts.

Table 5.30 summarises our findings which show slight differences

in percentages between the three cultural groups of Sabic middle

managers, where 41.5 percent of Saudi middle managers felt little con-

fidence in their superior's ability, 39 percent had no confidence at

all. Middle managers from developing countries were the same as

Saudian managers, where 51.7 percent said that they felt little con-

fidence and 31 percent felt no confidence at all in their superior's

ability.	 The middle managers from developed countries had a different

point of view where 40 percent said that they felt no confidence at

all, and 36 percent who felt little confidence in their superior's

ability.

Table 5.31 explains the findings concerning Sabic middle

managers thinking of the importance of having confidence in the

superior's ability. There was no statistical difference in the middle

managers' opinions about the importance for the group as to having

confidence in the superior's ability where the majority of middle

managers (63.9% of Saudian, 62.1% from developing countries and 80% of

the managers from developed countries) think that it is very important

for a group to have confidence in the ability of their superiors.

Satisfaction from superiors' relationships 

As the findings in Table 5.32 indicate, there were no statist-

ical differences between the three groups of Sabic middle managers,

where the majority of them have a good relationship with their super-

visors. However, there were some similarities and slight differences



Confidence
in superiors'
ability

Saudian	 Developing Countries
Middle Managers Middle-Managers

Developed Countries
Middle Managers

Freq. Freq. Freq.

1.2 3.4

8 9.8 3 12.0

7 8.5 4 13.8 3 12.0

34 41.5 15 51.7 9 36.0

32 39.0 9 31.0 10 40.0

82 100.0 29 100.0 25 100.0

I feel very con-
fident in his
ability

I feel quite con-
fident in his
ability

I never really
thought about it

I feel little
confidence in his

I feel no con-
fidence at all in
his ability

Total

Saudian	 Developing Countries Developed Countries
Middle Manager Middle Managers	 Middle Managers

20
1
15

80.0

20.0

245.
TABLE 5.30 

CHI-SQUARE COMPARISON* OF MIDDLE MANAGERS' CONFIDENCE
IN THE ABILITY OF THEIR SUPERIORS 

X 2 with 8 df at .05 level of significances 62.50

TABLE 5.31 

CHI-SQUARE COMPARISON* OF MIDDLE MANAGERS' THINKING OF
THE IMPORTANCE TO HAVE CONFIDENCE IN THE SUPERIORS ABILITY

Importance
to have con-
fidence in

superiors
ability

a. I think it is
very important

b. I think it is
quite important

c.I do not think it
has much
importance

d. I do not think
it has any
importance

Freq. 0 Freq. 0/

53 63.9 18 62.1

26 31.3 11 37.9

3 3.6

1 1.2

Freq. 0/

X 2 with 6df at .05 level of significance = .5567
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TABLE 5.32 

CHI-SQUARE COMPARISON* OF MIDDLE MANAGERS'
RELATIONSHIP WITH THEIR SUPERIORS 

-	 Superiors'
relationship

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers
-

Freq. % Freq. % Freq. %

Good 58 69.0 15 51.7 14 56.0

Satisfactory 24 28.6 14 48.3 10 40.0

Poor 2 2.4 - - 1 4.0

Total 84	 100.0 29	 - 100.0 25 100.0

X 2 with 4 df at .05 level of signifance = .2933.
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between the three cultural groups of Sabic middle managers in their

thinking concerning their superiors' relationship.

As noted earlier (Chapter I), three issues are seen to be

central in the cross-cultural studies of managerial thinking and

behaviour.

1. The possible existence of an emerging
worldwide 'culture' of industrial
organizations whose influence may be
manifested by a commonality of views on
aspects of managerial work, for
example, the Saudi group's view on
their satisfaction with the job itself.

2. Social-cultural influences in the
national environment on managerial
thinking and behaviour. For instance,
the findings concerning the Saudian
middle managers' motivation and the
leadership pattern.

3. The national stage of economic develop-
ment, for example, the strong concern
which the Saudian group expressed con-
cerning their needs for good working
conditions (see following pages).

As shown in the previous pages, the data from the study con-

form	 to these patterns. However, Saudian middle managers emerge as

distinctive in a number of ways in the relationship with their

superiors.

Saudi middle managers, when compared to non-Saudi middle

managers in terms of relationship with their superiors, in this study,

generally, shared the same attitude as non-Saudi middle managers

regarding the good relationship with their superiors.	 The good

relationships can be attributed to a number of factors which would seem

to depend on the leader's willingness to 'stand up for his men'. Pre-

sumably, an important factor in subordinate job satisfaction is that
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they are concerned with their personal growth and development and

training besides encouragement. It is important to point out that, as

we have shown earlier (see ChapterII), it is in the nature of Saudi

Arabian society that respect for authority of age and experience is a

central value, and the fact that, the superiors are generally older

than their subordinates, would seem to bear this out.

Also, there were similarities of opinion concerning the import-

ance for the group in having confidence in the ability of their

superiors.	 Furthermore, there were similarities regarding negative

attitudes towards the relationship with the superior. The negative

attitudes related to the feeling of lack of confidence in the

superior's ability, showed by the majority of the three groups.

Differences between the three groups were slight in most of the

components in this section. In job autonomy, the Saudian group and

developing countries group reported that their superiors supervised

them closely. In other words, their superiors give detailed instruc-

tions, telling them exactly how and in what sequence they wanted the

work done. These procedures tend to make a man feel like an automa-

tion, for they curtail his area of freedom and make it difficult for

him to learn, even by making mistakes. In the case of the developed

countries group, they were given moderate supervision. In other words,

they have a little more freedom than other groups, but not enough to

satisfy their needs for job autonomy.

Some of the most important investigations have been conducted by

the Survey Research Center at the University of Michigan, the General
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Electric Company and Yale Technology Project. 1 These studies have used

a number of different research techniques and have defined 'effective

supervision', in several different ways: in terms of objective measures

of productivity, the morale of the supervisors' subordinates, and

evaluation by the supervisors' superiors.

The Michigan studies investigated a series of departments of

approximately the same size, one group of which had high productivity,

the other of which had low. 2 The departments did roughly the same sort

of work and had personnel more or less of similar age, training and

aptitude. Two of these groups, in the Prudential Insurance Company,

consisted of girls who did the routine clerical work required to keep

insurance records up to date.	 The only difference between these

divisions (other than that half had high productivity and half low) was

that they dealt with different geographical areas (although all depart-

ments were located in the home office). Similar studies were made in

railroad section gangs, in an automobile assembly plant, in a tractor

plant, and in two government agencies.

The Michigan Studies were based on interviews with supervisors,

their superiors and their subordinates. In the General Electric Study,

foremen were observed doing the job, and the findings were based on

what the observer actually saw.3

1. Quoted from Strauss and Sayles,op.cit.,pp.124-126.

2. ibid. These studies have been summarized in Robert L. Kahn and
Daniel Katz, 'Leadership productions in relationship to produc-
tivity and morale', Group Dynamics, Darwin Cartwright and Alvin
Zander, eds., Row Peterson (Evanston, Ill. 1953), pp.612-
28. See also Nancy C. Morse, 'Satisfaction in White Collar
Jobs', Ann Arbor Survey Research Center, University of Michigan
(1953).

3. ibid. Quentin D. Pronder, 'The Effective Manufacturing Foreman'
in Proceedings of the Tenth Annual Meeting (Madison, Wisc.),
Industrial Relation Research Association (1957), pp.51-54;
General Electric Company, Public and Employee Relation Research
Service, 'The Effective Manufacturing Foreman' (Processed,
1957), pp.295-314.
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The Yale Study combined the observational and the interview

approaches.	 These studies all came roughly to the same conclusion,

namely th 1 general supervision is more effective than close super-

vision.

Low production supervisors in the studies cited were unable to

take this approach. They 'were found to check upon their employees

more frequently to give them more detailed and more frequent instruc-

tions, and in general to limit their freedom to do this work in their

own way'.1

The general supervisor by contrast is primarily interested in

results, and he permits his subordinates to decide how to achieve these

results. He sets goals, tells his subordinates what he wants accom-

plished, fixes the limits within which they can work, and (in cases

where the subordinates are adequately trained), lets them decide how to

achieve these goals. In other words, he gives each subordinate the

maximum freedom he can handle consistent with the time limitations of

the organization.2

It is important to point out that in cases where Sabic middle

managers are adequately trained, as we have seen in Part I of this

chapter, general supervision is a way of satisfying their needs for

autonomy and self-expression. In other words, general supervision can

be defined as a situation where the superior sets goals, points out how

the subordinate's contribution fits into the overall plan and then

delegates authority to them (within clear limits) so that they can

decide by themselves how to achieve these goals.

1. Charles R. Walker, Robert H. Guest and Arthur N. Turner, The
Foreman on the Assembly Line, Harvard University Press
(Cambridge, 1958).

2. Quoted from Strauss and Sayles, ibid. For a critical approach
to this type of research, see Michael Argyl, Godfrey Gardner and
Frank Cioffi, 'The Measurement of Supervisory Methods', Human 
Relation, vol.X no.4 (Fall, 1957), pp.295-314.
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From previous results regarding the superior-relationship, there

were similarities between the three groups of Sabic middle managers in

managerial thinking and behaviour, the reason could be attributed to

some Universals. Managers with higher rates of advancement everywhere

wanted to be more productive and to get work done operating under less

authority. However, these results confirmed Bass' study (1979), where

he studied the managers from twelve national areas. He examined simi-

larities and differences in their attitudes, values, beliefs, how they

cope with the same organizationl problems, and how those problems

relate to their career advancement. 	 The findings of the research

showed that there were some universals. Managers everywhere wanted to

be more productive and to get work done with less authority.

5.3.3 Motivations behind middle managers working for Sabic 

People join organizations and work in them to satisfy their

needs. They will behave in a manner that will satisfy their needs. At

a given moment, an individual has a variety of needs, some can be

satisfied in a particular organization while others cannot. 	 An

organization cannot satisfy the multiple needs of an individual simul-

taneously because different criteria are necessary to satisfy each of

the needs. At the same time, the organization is limited in terms of

providing its members with the means necessary to satisfy all of these

needs. What makes it more difficult is the fact that each individual

has a unique set of needs that seek gratification. However, if the

person's needs can be satisfied as a result of his work, he will remain

a member of the organization and contribute to the organizational aims

and objectives.

1.	 Bernard M. Bass and Philip C. Burger,'Assessment of Managers:
An International Comparison', The Free Press (New YOrk, 1979),
p.173.
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Motivation refers to the set of strivings
actually operating in the personality of an
individual. Motivation depends on the satis-
faction of the needs that an employee brings to
work and the effort of the manager in meeting
these needs.1

As we mentioned early in Chapter 1, the basic need satisfaction

model was developed by Maslow (1943, 1954). Maslow's theory of human

motives emerges sequentially according to a hierarchy of five need

levels:

Self-actualiza-
tion

The need for food, drink, shelter
and relief from pain.

The need for freedom from threat,
i.e. the security from threatening
events and/or surroundings.

The need for friendship, affilia-
tion, interaction and love.

The need for self-esteem and esteem
from others.

The need to fulfil oneself by maxi-
mizing the use of abilities, skills,
and potentials.

According to Maslow, those needs that are largely unsatisfied

tend to create tension within people that leads them to behave in ways

that are aimed at reducing the tension and restoring internal equili-

brium. The individual will always strive to satisfy basic needs before

higher-order needs. Once the basic need has been filled, it occupies a

less important role.

1.	 A. Maslow,op.cit.
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In the following pages we will explore variables that motivate

the middle managers to join Sabic. We denote the source of motivation

upon which the respondents decide to take up their job when joining

Sabic. Three sources of motivation for joining have been specified by

the study, which are:

(a) Wages/Salary.

(b) Security.

(c) Working Conditions.

Our respondents were requested to specify what they believe to

be the most important motivating factor in joining Sabic.

The three groups seem to be different from each other in their

ranking of the most important motivating factor in joining Sabic, as

shown in Figure 5.1.	 As this figure shows, Saudi middle managers

reported that the working conditions were the most important factor in

their motivation for joining Sabic.

Sabic provides pleasant working conditions such as heating,

lighting, ventilation, etc., which are pleasant and comfortable and

meet employees' physical needs, also provides protection and safety in

an environment for the employees that is free from hazards and diseases

related to work. Furthermore, Sabic provides free medical care for the

employees and their families; also housing for the employees and their

families or housing allowance equivalent to three months' wages, if

suitable housing is not available. Moreover, Sabic provides social

services, such as places for prayer, eating, appropriate recreation

facilities, a saving plan for the employees and payment to the depend-

ents of a deceased employee, the full wages of the month in which he

died regardless of the actual days worked during that month; 	 in
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FIGURE 5.1 

NEED MOTIVE 

Needs
category

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

1.	 Wages

2.	 Security

3.	 Working conditions

Working conditions

Wages

Security

Wages

Security

Working condition

Wages

Working condition

Security

A rank of 1 is most important, 3 is least important.

FIGURE 5.2 

MOST IMPORTANT FACTOR FOR SATISFACTION 

Rank
Saudian

Middle Managers
Developing Countries

Middle Managers
Developed Countries

Middle Managers

-.--

1 The job itself The job itself The job itself

2 Social relations Lack of other appro- Immediate group of
at work priate alternatives colleagues

3 Others/type of Social relations at Social/family in
projects, size of
organization, etc.

work the locality

4 Social/family
relations in the
locality

- -

5 The lack of other
appropriate
alternative

- _

6 Immediate group
of colleagues

- -

_ -

A rank of 1 is most important, 6 is the least important.
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addition it undertakes the costs of transporting his body.1

The most important factors for the middle managers from

developed and developing countries were the wages/salary. Basic salary

level which related to educational qualification and years of exper-

ience, which is in the range of 5R6035-16490, plus 10 percent of every

year of experience of the minimum wages of the grade which the middle

manager is assigned. Beside the monthly wages, Sabic provides many

bonuses such as air tickets for the foreign employee and his family;

he is legally entitled to a maximum of four every year, a monthly

transportation allowance or providing a means of transportation from

his living place to the working place, and an annual housing allowance

at the minimum equivalent of three-months wages, if suitable housing is

not provided for the employee and his family.

This result conforms to Maslow's (1953) theory of needs where

the money was the means to satisfy the basic needs. He designed a

hierarchy of human needs. Satisfying basic needs in today's civiliza-

tion requires money, which pays for rent, food, medical bills, clothing

and transportation.

In exploring further aspects of motivation, we denote the source

of the middle managers motivation in maintaining their present job and

in continuing working for Sabic.	 Six alternative sources of such

motivation have been specified by the study. These are:-

(a) the job itself;
(b) social relations at work;
(c) social and family ties in the locality;
(d) immediate group of colleagues;
(e) lack of other appropriate alternatives;
(f) others.

1. Labour regulations, Saudi Basic Industries Corporation (Sabic),
Kingdom of Saudi Arabia, Ministry of Labour and Social Affairs,
Office of the Deputy Ministry of Labour Affairs, General
Directorate of Industrial Relations, 1981-82.
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The three groups showed an agreement concerning the job itself

as the most important factor in providing satisfaction in their work.

The satisfaction which the managers derive from using their specialist

technical or professional competencies,makes the job interesting,

involving a variety of activities, and producing the feeling of being

'the export' in a particular area.

However, the three groups did not differ from each other in

regard to the first factor, but were different with regard to other

factors (as Figure 5.2 shows), where Saudi middle managers' second most

important factor was social relations at work and the least important

factor was immediate group of colleagues, the group of middle managers

from developing countries placed as the second most important factor

the lack of other appropriate alternatives, and the least important was

social relations at work, while for the middle managers from developed

nations the second most important factor in providing satisfaction in

their work was the immediate group of colleagues and the least import-

ant was the social/family relations in the locality.

However, from our results in this study, we can see that the

three groups - Saudian middle managers, middle managers from develop-

ing and developed countries in ranking their need importance to their

job satisfaction differ from Maslow's theory (1954, 1970) of human

motives emerging sequentially according to a hierarchy of five needs

and such needs could be almost universally observed, even in different

cultures (see Chapter I), in terms of a need-satisfaction hierarchy, as

we saw when we considered applying Maslow's theory to a wide range of

actual work situation in other countries (environments) it reflected

different results, because not all the people (culture) follow the same

steps in the need-satisfaction hierarchy or sequence. Moreover, we
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would say that different cultures, economic systems and religion

influence an individual's need-satisfaction.

We would point out that it is hard to find empirical support for

theories of universal human needs, especially in motivation, because of

the influence of individual differences and cultural differences.

Neither Maslow nor Herzberg, or anybody else, could determine that

people in the U.K. or U.S.S.R. or in Japan or in Saudi Arabia have the

same cause for needs-motivation.

To understand people's needs and behaviour in work you must

understand not only individual differences, but also the cultural

differences as a whole, and where we want to apply any human needs

theory to any environment, we should modify this theory to make it

appropriate for the needs of this particular environment.

Moreover, there are some other important factors which have a

bearing on the managers'satisfactions and motivations. For example, an

individual will work better if he is consulted on matters about which

he knows and if his suggestions are seriously considered. He will most

certainly expect to be consulted beforehand about proposed changes

which directly affect him. He does get a sense of achievement through

being given responsibility, and being made to see that he is carrying

out a worthwhile job. He can hardly experience a sense of achievement

if he does not know what he is supposed to be doing or how well he has

done it. Nor is it easy if the whole job is somebody else's idea Jr

if other people make it evident that they think his job a poor one. It

is not enough to tell the man himself how well he is doing. It should

be made known to others so that he feels that those who deserve merit

are rewarded when that merit exists.
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Not unexpectedly, the most interesting factor is reasonable pay.

Of itself, it does not motivate but when seen as a reward in recogni-

tion of achievement or merit, it effectively reinforces these factors.

The above-mentioned factors of managers' motivation lead to the

next section, where we will discuss them in more detail.

5.3.4 Additional aspects of managerial thinking 

The middle manager's responsibility is not only to hand orders

downward and report complaints upward, he is responsible for the

process of getting the job done. Orders from the top are used for

direction and as a source of authority.	 Thus, while the mil-MIR-manager

cannot overcome serious deficiencies above or below him, his position

is crucial in effective administration.

As Mooney described it, the manager's job 'consists primarily of

solving problems'. 1 An elaboration of this definition is provided by

Thomas R. Reid, who described the manager's function as triangular -

'making judgements',	 'initiation of action'	 and	 'getting the

results. 2	Felix Nigro, elaborating on Reid's triangular model, noted

that '... the executive must be adept not only in making judgements,

but also in translating them into action... He will achieve results

when he has a clear idea of his exact responsibilities.3

The middle manager's ability to achieve implementation of the

plans and programmes developed by top management depends on several

factors: (1) clear orders and direction from the top; (2) the middle

manager's understanding; and (3) his ability to translate orders into

Paul Mooney, 'A fundamental job of management' in Felix Nigro,
Public Administration Readings and Documents, Rinehart and Co.
Inc. (New York, 1951), p.32.

2. Thomas R. Reid, Management on the Line: Management Responsi-
bilities of line operating officials, Rinehart and Co. Inc. (New
York, 1951), pp.38-41.

3. Paul Mooney, op.cit., p.38..



259.

roles of action for subordinates, and the ability of the subordinates.

Human beings are not like machines. If a machine is functioning

properly, it is possible to predict its output if the input is known.

Human beings are much more complex than machines and in any person

there are many factors which may affect his output. Policies presented

by top management to middle management for implementation may not have

the desired and predicted output. Crucial factors in determining the

output of middle management are its understanding and awareness of

policies, attitudes and motivations towards a policy and full involve-

ment with it. Middle managers must have a clear understanding of the

motives behind a plan or programme, and be an integral part of the

policy if success is to be achieved.

... the bare policy pronouncement and letter of
administrative orders and instructions are too
frugal a diet to nurture full understanding of
institutional goals. For their own purposes,
middle managers need to know the motivations,
intentions, and reasons that go into directives
handed down to them.1

Middle managers are the central force in the implementation

process. In order to design processing plans and strategies for imple-

mentation they need to have full knowledge of the purpose and dimen-

sions of the goals or objectives to be achieved. Awareness in this

area also leads to a clearer understanding of middle management's

responsibilities.	 If the middle management participates in the

planning process, it takes them less time to understand new plans or

policies and devise the means of implementation. The aim at this part

of the study is to explore some of the attitudes and views of Sabic's

middle managers toward responsibilities, management participation in

planning for their department, and whether they prefer to stay in Sabic

or not.

1.	 Fritz Morstein Marx (ed.), Elements of Public Administration,
Prentice-Hall, Inc., (New York, 1946), p.406.
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Perceptions of the departments/sections' goals and responsibilities 

As has been seen,in order for a manager to be responsible, he

must have a clear understanding of the goals and the objectives of his

department/section. Table 5.33 shows that only 19.7 percent of Saudi

middle managers thought the goals and responsibilities in their depart-

ment/section were very well clear, and 39.5 percent felt that they were

quite clear, and 40.8 percent felt they were generally clear, but could

not be exactly defined while 7.1 percent of middle managers from

developing countries thought the goals and responsibilities in their

department were very well clear, and 25 percent said they were quite

clear, and 67.9 percent said that they were generally clear, but could

not be exactly defined.	 In the case of the middle managers from

developed countries, 8.0 percent thought the goals and responsi-

bilities in their department/section were very clear, and 36 percent

felt that they were quite clear, and 56 percent said that they were

generally clear, but could not be exactly defined. These figures make

clear that in only 14.6 percent of the Saudian group was there a

complete clarity of the goals of their particular department/section.

In comparing the differences between the three groups, there

were no significant differencesin their assessment of their goals and

responsibilities in their departments/sections.

The best method for the middle managers to gain an understanding

of their department's procedures and new revised policies of programmes

is to participate in the study of the planning process. If the planning

process is kept confidential until the plans are approved, this did not

help middle management's understanding of the plans once adopted.



Knowledge of
goals and respon-
sibilities in

Goals and responsi-
bilities are very
clear
Goals and responsi-
bilities are quite
clear
Goals and responsi-
bilities are
generally clear

Total

42 57.5 14 60.9 20 80.0

7 9.6 4.3 3 12.9

-
23 31.5 34.8 _

2 8.01 1.4 - -

73 100.0 23 100.0 25 -100.0

level of significance = .0246.

7
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TABLE 5.33 

CHI-SQUARE COMPARISON* OF SABIC MIDDLE MANAGERS' KNOWLEDGE OF
GOALS AND RESPONSIBILITIES IN THEIR DEPARTMENTS/SECTIONS 

Saudian	 eveloping Countries
Middle Managers Middle Managers

Developed Countries
Middle Managers

-1

Freq. % req. % Freq. %

15 19.7 2 7.1 2 8.0

30 39.5 7 25.0 9 36.0

31 40.8 19 67.9 14 56.0

76 100.0 28 100.0 25 100.0

----- ----- ---- ------ - -
X 2 with 4df at .05 level of significance = .1058

TABLE 5.34 

CHI-SQUARE COMPARISON* OF SABIC MIDDLE MANAGERS' PARTICIPATION
IN DEVELOPMENT OF THEIR DEPARTMENTS PLANS AND GOALS 

Participation Saudian Developing Countries Developed Countries
in develop-
ment of
departments'
goals

Middle Managers Middle Managers Middle Managers

Freq. % Freq. % Freq. %

____-----_--
You have partici-
pated in the study
of the plan and
the determination
of your depart-
ment's goals
You have not
participated and
given an opinion
Plans and goals
were determined
by high ranking
officials, your
role is to execute
You have not par-
ticipated in the
study of the plan
and you have no
knowledge of it

----- ----- -
Total

X 2 with 6df at .05
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Table 5.34 indicates that 57.5 percent of Saudi middle managers

participated, 9.6 percent said that they had not participated and given

opinions, 31.5 percent said that the plans and goals were determined by

high ranking officials and their role was to execute the plans, and 1.4

percent had not participated and had no knowledge of the planning

process.	 Among the middle managers from developing countries 60.9

percent had participated in the study of the plans and the determina-

tion of the department's goals, 4.3 percent had not participated and

given an opinion, 34.8 percent thought the plans and goals were

determined by high-ranking officials and their role was to execute the

plans. In the case of the middle managers from developed countries, 80

percent had participated in the study of the plans and the determina-

tion of their department's goals, 13 percent had not particiapted and

given an opinion, and 8 percent had not participated and had no

knowledge of it.

In investigating the differences and similarities between the

three groups, it was found that there was a statistically significant

difference in the middle managers' participation in the planning

process in their departments/sections. As shown in Table 5.34,X2

with 6df at .05 level of sionifir-nce was .0246, this means the

difference between them was less t_n .05, in other words these

variables were not independent of each other, where the majority of the

middle managers from developed nations (80 percent) had participated in

the creation of departmental plans and determination of goals, where

only 42.5 percent of Saudi middle managers had not participated and not

even had any knowledge about them, and their role as middle managers is

only the execution of such plans. This could not be attributed to one

explanation, the non-Saudi middle managers are planners and consultants
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in modern managerial techniques, who are brought into Sabic for their

skills and professional expertise, thus they are more involved.

As explained in Part I of this chapter, Saudian middle managers

are very highly qualified people, but less experienced than non-

Saudi middle managers, but they are going to learn and grow in

competence, and if they are going to find opportunities to satisfy

their higher level needs in the process, it is essential that they find

a genuine challenge in their job. This is unlikely, if the job is

defined for them by a formal imposition from their superiors who simply

tell them what they want done.

To be sure, Saudi middle managers will sometimes set unrealistic

goals, particularly the first time they approach a task like this.

Experience has indicated that the usual problem is that the goals are

set too high, not too low, while the superiors can, through judicious

advice, help the subordinates adjust to unrealistic goals. There may

often be greater long-run advantages in permitting the subordinates to

learn by experience than simply by telling them where their planning is

unrealistic or inadequate.1

Moreover, participation which grows out of the assumption of theory Y

offers substantial opportunities for ego satisfaction for the subor-

dinate and thus can affect motivation towards organizational

objectives.	 It is an aid to achieving integration. 	 In the first

place, the subordinates can discover the satisfaction that comes from

tackling problems and finding successful solutions for them. There is

a greater sense of independence and of achieving some control over

one's destiny. Furthermore, there are the satisfactions that come by

1.	 Douglas McGregor, op.cit., p.69.
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way of recognition from peers and superiors for having made a worthwhile

contribution to the solution of the organizational problems.1

Viewed thus, participation in the planning process is a key to the

knowledge necessary for effective implementation. 	 In addition, and perhaps

moreirhportantly,there is evidence that Saudi middle managers are willing to

assume greater responsibility if they participate in planning.

In the question related to this point we asked them, whether they would

be willing to assume greater management responsibility than they have at

present. As Table 5.35 indicates, 87.8 percent of Saudian middle managers

would prefer to assume greater management responsibility, whereas only 40.9

percent of middle managers from developed countries wanted to assume greater

management responsibility.

This result conforms to our results and discussion in previous pages.

Saudian middle managers have little opportunity	 to participate in the

creation of departmental plans and determination of goals. At the same time

the majority of them (80 percent) are seen as willing to assume more

responsibility if they were given the opportunity. In the case of middle

managers from developing countries, they are also willing to assume more

responsibility.	 We could attribute this to two factors:first in previous

discussions (motivation behind working for Sabic), middle managers from

developing countries placed as the second most important factor in providing

motivation in continuing working for Sabic, the lack of other appropriate

alternatives, so they are willing to assume more responsibility (87.8

percent), thus Sabic has to depend on them, as a result they will stay in

their work for longer. 	 Secondly, they are going to learn and grow in

competence, if they find opportunity to satisfy their higher level needs of

1. op.cit., p.130-31.
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satisfaction which come by way of recognition from peers and

superiorsfor having made a worthwhile contribution to the solution

of an organizational problem. In the case of mdidle managers from

developed countries, the majority of them (80:0 ,Dercent) have partici-

pated in the study of their departments' plans, so it is not surpris-

ing to find the majority of them were not willing to carry more

responsibility, because they already have enough and the next section

will confirm this conclusion.

Job Loading 

In exploring further aspects of Sabic middle managers concern-

ing their responsibilities, Table 5.36 shows that 68.4 percent of

Saudian middle managers work overtime in order to complete their

assignments, 51.0 percent of middle managers from developing

countries, also work overtime and 96.2 percent of the middle managers

from developed countries work overtime in order to complete their

assignments. In testing for the significance of differences, there

were strong statistically significant differences between the three

groups. X 2 with 2df at .05 level of significance = .0013, means that

there is an association between job load and nationalities. In other

words, these results were dependent on each other.

Moreover, this result confirms our results and discussion in the

previous section, and explains the reasons behind mdidle managers

from developed countries being unwilling to carry more responsibili-

ties, because the majority of them (96.2 percent) already work over-

time so they have no time to take on more responsibilities.



Freq. %

Yes 54 68.4

No 20 31.6

Total 74 100.0

Working
overtime

Saudian
Middle Managers
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TABLE 5.35 

SABIC MIDDLE MANAGERS' OPINIONS TO CARRY MORE RESPONSIBILITIES 

Carry more
responsibility

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. % Freq. 96 Freq. 0/0

Yes

No

72

10

87.8

12.2

21

5

80.R

19.2

9

13

40.9

59.1

Total 82 100.0 26 100.0 22 100.0

TABLE 5.36 

CHI-SQUARE COMPARISON OF SABIC MIDDLE MANAGERS WORKING OVERTIME 

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. 0/0 Freq. 96

15 51.0 25 96.2

14 49.0 1 3.8

29 100.0 26 100.0

X 2 with 2df at .05 level of significance = .0013.

TABLE 5.37 

CHI-SQUARE COMPARISON OF SABIC MIDDLE MANAGERS WHO WORK OVERTIME 

Working
overtime

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq.	 % Freq. % Freq. 0/.0

Frequently

Occasionally

16

36

30.8

69.2

5

10

33.3

66.7

20

5

80.0

20.0

Total 52	 100.0 15 100.0 25 100.0

X 2 with 2 df at .05 level of significance = 0.002
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Moreover, Table 5.37 shows that 30.8 percent of the Saudian group work

overtime frequently, and 69.2 percent occasionally. 33.3 percent of

the developing countries group were working overtime frequently, and

66.7 percent work occasionally; whereas 80 percent of those from

developed countries work overtime frequently and 20 percent work over-

time occasionally.

As a result of test significance, there seems to be similarities

between the Saudian group and developing countries group, but there

was a strong statistically significance difference between the two

groups and the developed countries group. Again these results support

our previous results and discussions regarding the Saudian and

developing countries middle managers participation in their depart-

ment/section plans and goals to have an understanding of the motives

behind a plan or programme and be an integral part of the policy if

success is to be achieved. Also these results support our results

regarding the middle managers from developed countries, who had heavy

responsibilities, therefore they were not willing to carry more

responsibility.

Furthermore, we asked Sabic middle managers if they were paid for

working overtime. Table 5.38 shows that 71.4 percent of Saudi middle

managers were not paid for working overtime, 68.0 percent of the

middle managers from developing countries were not paid for working

overtime, and 92.0 percent of the middle managers from developed

countries were not paid for workino overfjnc.

However, the three groups dio not significantly differ with

regard to pay for working overtime, where the majority of them did not

get paid. X 2 with 2df at 0.05 level of significancewashigher than .05
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meaning that these variables were independent from each other. But by

looking at Table 5.38 even these yroups were not statistically signi-

ficantly different. by looking at the percentaye, tnere were differ-

ences between them. 28.6 percent of Saudi middle managers were paid,

32 percent of the middle managers from developing countries were paid,

and only 8 percent of the middle managers from developed countries

were paid. These results could be one of the reasons why the middle

managers from developed countries were not very satisfied with their

working for Sabic (see Table 5.23). They did not want more manage-

ment responsibility (see Table 5.35), because they had enough as the

majority of them were working overtime (see Table 5.37).

Moreover, comparing the wages between the three groups, as Table

5.39 shows, there were statistically significant differences between

them.	 Whereas the majority of middle managers from developed

countries (53.8 percent) had a monthly income between SR7,000-10,000,

the majority of the Saudian middle managers (42.9 percent) had a

monthly income between SR11,000-17,000, and the majority of middle

managers from developing countries (48.3 percent) had a monthly income

between SR11,000-17,000.

These results were very surprising at first sight, but when we

looked at the length of service for Sabic (see Part I Table 5.12), we

found out that 55.7 percent of Saudi middle managers and 48.2 percent

of developing countries' middle managers have been working for Sabic

from five to more than seven years, whereas only 7.5 percent of the

middle managers from developed countries have been working for Sabic

for this period. Furthermore we looked at the correlation between the

monthly income and length of service as Table 5.40 shows there
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TABLE 5.38 

CHI-SQUARE COMPARISON OF SABIC MIDDLE MANAGERS 
WORKING OVERTIME REWARD 

Working
overtime
reward _

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

.

Freq. % Freq.
--n

% Freq.
_	 _____	 __ _

%

Yes
No

20

50

28.6

71.4

8

17

32.0

68.0
2

23

8.0

92.0

Total 70 100.0 25 100.0 25
_.

100.0

X 2 with 2df at 0.05 level of significance = 0.0828.

TABLE 5.39 

CHI-SQUARE COMPARISON OF SABIC MIDDLE MANAGERS' MONTHLY INCOME

Monthly
income

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. % Freq. % Freq. %

Less than SR7000 11 13.1 6 20.7 11 42.3

7000 - 10,000 19 22.6 4 13.8 3 11.5

11,000 - 13,000 16 19.1 9 31.1 4 15.4

14,000 - 17,000 20 23.8 5 17.2 2 7.7

18,000 - 20,000 1 1 13.1 5 17.2 2 7.7

More than 20,000 7 8.3 - - 4 15.4

Total 84 100.0 29 100.0 26 100.0

SR = Saudi Riyal = 3.63 US Dollars in 1985-86.
X2 with 10 df at 0.05 level of significance = .0293.
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TABLE 5.40

CHI-SQUARE COMPARISON BETWEEN MONTHLY INCOME AND PREVIOUS
SERVICE FOR SABIC MIDDLE MANAGERS 

Previous Service
for Sabic	 i

Monthly Income

YES NO
.nn•n•

Freq. % Freq. %

Less than SR7000 23 20.9 5 17.9

7000 - 10,000 16 14.5 9 32.1

11,000 - 13,000 21 19.1 8 28.6

14,000 - 17,000 21 19.1 6 21.4

18,000 - 20,000 18 16.4 - -

More than 20,000 11 10.0 - -

Total 110 100.0 28 100.0

X 2 with 5df at 0.05 level of significance = .0307.
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were statistically significant relationships between the previous

service and the monthly income. Among the middle managers who had no

previous service, 50 percent of them were receiving between 5R7,000-

10,000, and 50 percent were receiving from SR11,000-17,000. Whereas

among the middle managers who had previous service, 36.2 percent had

their monthly income between 5R18,000-more than 20,000. X 2 with 5df

at .05 level of significance = .0307. This means there is significant

evidence for an association between middle managers' previous ser-

vice and their monthly income.

Efficiency report 

The efficiency report is the most commonly used method for

determining the suitability of an employee for his job promotion,

awards or transfer. The larger the organization and the more central-

ized its personnel operations in Saudi Arabia, the greater the depend-

ence on the use of efficiency reports. Efficiency reporting is done

by those with direct supervision over the subjects of the reports.

This may not be the best method of evaluating employees, but it is the

most widely used method in Saudia Arabian organizations. As far as

Sabic is concerned, efficiency reports are used for determining the

suitability of an employee for his job promotion. 	 Indeed, as the

following quotation from Sabic's Labour Regulations reads:

A periodic report shall be prepared about the
employee at the end of each year which shall con-
tain the following:

- his work performance
- his behaviour and attitude to his super-
visors and fellow employees

- his work attendance
- extent of assuming responsibility

Employee's performance shall be evaluated in the
report by one of the following ratings:

Excellent, very good, good, satisfactory, poor

Employee shall be eligible for increase of salary if
his rating in the annual report is at least 'good'.
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Employee shall be eligible for promotion to
a higher position if the following con-
ditions exist:

- a higher position is vacant necessary.

Employee's rating is at least 'good' in the
last annual report.1

Therefore, if the employee evaluation system is poor, then the

selection of personnel for positions through promotion or transfer

will be poor. This not only hurts the organization by hindering

development but also is disadvantageous to the employee who may be

put in a job for which he has no competence.

In addition, employees may continue in positions for which

they are not suited:

The management of the organization, acting
usually through their Chief Personnel
Officer, has two main responsibilities.
Firstly, in the interest of the organiza-
tion, to get the work done as efficiently
as possible. This requires placing staff
of the right quality int he right places in
the right numbers. This is the primary
responsibility, but the employee's attitude
to his job is very important and this will
not be satisfactory unless the management
shows a feeling of responsibility towards
employees. A second responsibility,
therefore, in the interests of the staff,
to help them develop their potentialities.
This requires posting people, as far as
possible to work that is congenial to them,
and providing good supervision and training
on the job.2

If efficiency results are used correctly and fairly, they

serve the best interests of the organization and the employee.

1. Sabic Labour Regulation, Kingdom of Saudi Arabia, Ministry of
Labour and Social Affairs, Office of the Deputy Minister for
Labour Affairs, General Directorate of Industrial Relations
(1981-82), pp.10-11.

2. Andrew Robertson (ed.), 'Studies in Management' No.62, Staff
Reporting and Staff Development, George Allen and Unwin, Ltd.
(London, 1967), p.9.
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Once an employee has been selected and inducted, he does not

stay put on a single job for the duration of his tenure with a

particular . ompany. Hopefully, he will be promoted; transfers are

always likely, but if conditions are unfavourable he may be demoted

or even laid off.1

Promotional Policy is a crucial area of personnel management,

5
both for the organizations nd for the individual employees. For the

organization it ensures a steady supply of trained people for higher-

level positions.	 Promotion provides information and the special

skills that employees bring to the new jobs into which they are

promoted and also provides an excellent means of selection.

Seeing a man in action, however, over a period of years in a

less important position, enables management to make a realistic

assessment of both the person and the attributes he brings to his

work. Furthermore, when man reaches the top rung of the promotional

ladder, he is more widely trained in company operations and is able

to assume a greater range of positions. If business declines, he

will be easier to re-assign, because he is intimately familiar with

lesser-skilled jobs 'below' his present position.

Organizations that are failing to expand or that are actually

contracting have special problems in filling higher-rated jobs.2

Also promotion provides employees with a powerful incentive to

win advancement by proving their performance. The knowledge that

successful performance of one's job may lead to more remunerative

assignments is a powerful incentive. The individual gains additional

1. Strauss and Sayes, Personnel, the human problems of
Management, Prentice-Hall (Englewood Cliffs, New Jersey,
1960), p.458.

2. ibid., pp.458-
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job satisfaction through his own efforts and in a manner consistent

with the goals of the organization itself. Management provides the

opportunity for attaining the kind of satisfaction that comes with

more challenging, interesting work, higher pay, and more desirable

working conditions, the employee himself, however, must attain this

satisfaction through his own efforts.1

Transfer from one department to another are of two kinds:

short-run transfers and long-run transfers. 	 Short-run transfers

provide temporary changes in job assignment necessitated by normal

day-to-day problems of scheduling workload balancing and breakdown.

Longer run transfers are used to solve more enduring problems.

Remedial transfers are used to shift an employee who has

failed to make a satisfactory adjustment to his job.

Changing manpower needs changes in the overall organization may

also createsa need for long-run transfers. With shifts in technology

or in the company's pattern of business, the manpower needs of some

departments may decline while the needs of other departments

increase. In order to safeguard the jobs of long-service employees,

and to avoid losing the skills of trained personne1, 2 it is necessary

to have a comprehensive system for transferring employees from one

department to another.

Therefore, before comparing Sabic middle managers' perceptions

about the efficiency report, we asked them how they had got their

present positions.

1. op.cit., pp.458-59.

2. ibid., pp.475-77.
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As Table 5.41 shows that 50.6 percent of Saudian middle managers

got their present positions by promotion, and 40.5 percent by direct

appointment, and only 8.9 percent by transfer from another department.

Whereas 51.9 percent of managers from developing countries got their

present positions by direct appointment, and 48.1 percent by promo-

tion, 62.5 percent of themiddle managers from developed countries got

their present positions by direct appointment, 29.2 percent by

promotion, and only 8.3 percent by transfer from another department.

We compared the similarities and differences between the three

groups of managers regarding their perceptions about the efficiency

reports. The results in terms of the importance of the efficiency

reports for promotion obtaining a new assignment, show that there was

no significant difference between the three groups of Sabic middle

managers, as seen in Table 5.42.

The great majority of the participants thought the existing form

gives officials in specialized departments a clear picture about the

employee under consideration.

We asked Sabic middle managers who wrote the efficiency reports

for the employees under their immediate supervision. Table 5.43 shows

that the majority of Sabic middle managers did write the reports for

their own subordinates.
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TABLE 5.41 

CHI-SQUARE COMPARISON REGARDING THE WAY SABIC 
MIDDLE MANAGERS OBTAINED THEIR PRESENT POSITIONS 

The way they
obtained their
present
positions

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. % Freq. % Freq. %
f

Direct appointment 32 40.5 14 51.9 15
.

62.5

Promotion 40 50.6 13 48.1 7 29.2

Transfer from
another department 7 8.9 - - 2 8.3

'
Total 79 100.0 27 100.0 24 100.0

X2 with 4df at .05 level of significance = .1773

TABLE 5.42 

CHI-SQUARE COMPARISON OF THE MIDDLE MANAGERS' BELIEF IN THE EXISTING 
REPORT FORM GIVING THE OFFICIALS IN THE SPECIALIZED DEPARTMENT 

CLEAR OF THE EMPLOYEES UNDER CONSIDERATION 

The import-	 Saudian
ance of efficient	 Middle Managers
report for promo-

Developing Countries
Middle Managers

Developed Countries
Middle Managers

tion and assign-	 Freq.
ment in new post

% Freq. % Freq. %

Yes	 66

No	 14

82.5

17.5

16

6

72.7

27.3

17

8

68.0

32.0
—

Total	 80 100.0
,_

22

.
100.0 25 100.0

/

X2 with 2 df at .05 level of significance = .2525.
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TABLE 5.43 

CHI-SQUARE COMPARISON OF THE MIDDLE MANAGERS' AUTHORITY TO FILL OUT
THE EFFICIENCY REPORTS FOR THEIR IMMEDIATE SUPERVISION 

The person
who fills out
the efficiency
report

Saudian
Middle Managers

Developing Countries
Middle Managers

....
Developed Countries

Middle Managers

Freq. % Freq. % Freq. %

You personally .50 73.5 6 46.2 15 75.0

You and asst.manager 14 20.6 5 38.5 5 25.0

Director/General
manager only 1 1.5 - - - -
Director/General
manager with your
consultation 3 4.4 2 15.3 - -

'

Total 68 100.0 13 100.0 20 100.0

X2 with 6df at .05 level of significance = .3118.
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There was clearly substantial evidence that management has

great confidence in the efficiency reports, and the efficiency

reports system in Sabic does fulfil its purpose. This in turn may

lead to the selection of suitably qualified personnel for management

positions.

Propensity of change in jobs 

Exploring the propensity of our respondents to change their

present jobs, they have been requested (a) to indicate if they would

like to change their jobs, given that the opportunity arose. As may

be seen from Table 5.44, 62.7 percent of Saudian middle managers

would like to change their jobs, and 51.9 percent of middle managers

from developing countries would like to change their job, and 76

percent of middle managers from developed countries would like to

change their job.

Then we asked them (b)to indicate whether they would like to

move to another job in Sabic or would like to join another employer.

Table 5.45 shows that 68.6 percent of Saudian middle managers would

like another job with Sabic, and 31.4 percent would like to quit

Sabic, where 58.3 percent of middle managers from developing

countries would like another job with Sabic, and 41.7 percent would

like to quite Sabic. In the case of middle managers from developing

countries, 73.7 percent expressed their intention to quit Sabic and

only 26.3 percent would like another job with Sabic.

Looking at the significant differences between the three

groups regarding working for Sabic, there were significant differ-

ences, x 2with 6df at .05 level of significant was .0464. In other
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TABLE 5.44

THE VIEWS OF SABIC MIDDLE MANAGERS 
WHO CHANGE THEIR JOB 

Change job
Saudian

Middle Managers
Developing Countries

Middle Managers
Developed Countries

Middle Managers

Freq. % Freq. % Freq. %

Yes

No

52

31

62.7

37.3

14

13

51.9

48.1

19

6

76.0

24.0

Total 83 100.0 27 100.0 25 100.0

TABLE 5.45 

CHI-SQUARE COMPARISON OF SABIC MIDDLE MANAGERS 
CONTINUING WORKING FOR SABIC 

Continuing work--
ing for Sabic

Saudian
Middle Managers

Developing Countries
Middle Managers

Developed Countries
Middle Managers

Freq. 1	 % Freq. % Freq. %
..

a.	 Another job in I

Sabic

b. Another job with
another employer

c.	 A similar job with
another employer

35

6

7

!	 68.6

11.8

13.7

7

2

1

58.3

16.7

8.3

5

6

3

26.3

31.6

15.8

d. Move out 3 5.9 2 16.7 5 26.3

Total 51 100.0 12 100.0 19 100.0

X 2 with 6 df at .05 level of significance = .0464.
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words, there was significant relationship between the nationalities

of these groups, and their continuity to work for Sabic.

As we have seen in these results (Table 5.45), the majority

(73.7 percent) of developed countries middle managers expressed their

intentions to move out of Sabic, the reason could be attributed to

many reasons, such as lackof job autonomy (see Tables 5.27, 5.28,

5.29), heavy workload with lack of financial incentive. As shown in

Tables 5.36, 5.37, 5.38, the majority of them were working overtime

frequently with no pay. Since the main motive for non-

Saudi middle managers to work for Sabic was the wage/salary, it seems

the	 pay	 incentive assoCiated with developed countries is job

satisfaction. In the case of the developing countries group (who

share with developed countries group in this connection), as we have

seen, wanted more responsibility (Table 5.35) and also the majority

of them would like to continue working for Sabic (Table 5.43).

Pay can serve as a strong incentive for employees to increase

productivity. The incentive value of money largely depends on how it

is

Moreover, French (1974) proposed that:

Wage(s)... also affect the fulfilment of needs for
belonging and esteem... Salary levels themselves have
prestige and status values and operate as indicators of
relative worth... In addition, salaried status tends
to carry more prestige than wages status, since it is
usually assumed that the former connotes more job
security... And, finally wage payments are probably
related to the fulfilment of self-actualization needs.
When we consider that the worker's life and existence
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are much broader than his job, it became apparent
that financial resources open many avenues for
self-actualisation off the job.1

In other words, pay can, in theory, be used to satisfy all of the

needs of workers from the lower physiological need to the higher

psychological need.

Sales (1968) implied a very similar feeling to French when he

stated that;

Hypothesis says that once employees obtain a satisfy-
ing level of economic reward, they go on to other
needs and presumably are less concerned with money.
However, the level of reward which is satisfying can
rise rapidly over time. Further, money is a means of
satisfying higher needs, e.g. the individual who ...
seeks to live his life off the job engaging in
'creative' consumption.2

All of these statements indicate that money means more than a

mere representation of economic advantage to the receiver.

1. L. French, The Personnel Management Process, Houghton Mifflin
(Boston, 1979), p.259.

2. L.R. Sales, Behaviour of Industrial Work groups : Prediction and 
Control, John Wiley and Sons (New York, 1968), p.76.
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5.4 Summary 

This chapter presented an analysis of the findings based upon the

responses to the research questionnaire. The principle findings in the

various sections can be summarised in relation to the three parts of

this chapter.

Population characteristics 

There were little or no differences in the demographic char-

acteristics of the three groups. They are similar in all respects

except for age - the majority of non-Saudi middle managers were over 40

years old, whereas the majority of Saudian middle managers were between

25-35 years old.	 There were also differences in their previous

experience. All non-Saudi middle managers had previous experience,

while only 66.3 percent of Saudi middle managers had previous exper-

ience. Another difference was the number of years working for Sabic.

Saudi middle managers have longer periods working for Sabic than non-

Saudi middle managers.

Managerial thinking regarding leadership's ability and training 

Both similarities and differences were discovered between the

groups relating to leadership's style. The three groups believe that

the most effective style of decision-making is the democratic style,

but they have differences in their belief in effective patterns of

leadership's behaviour, and their thinking to the source of authority.

The majority of Saudi middle managers thought the effective pattern of

leader behaviour should stem from having a good relationship with the

group, and they thought the source of authority comes from a combina-

tion of a legally derived base plus the individual's powers of
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persuasion.	 Non-Saudi middle managers believed that the effective

leadership behaviour pattern should be concerned with emphasising the

quantity of the work and at the same time be concerned with human

relationships. Furthermore, as we have already stated concerning the

source of authority, the Saudi group believed authority to be a

combination of a legally-derived base and the individual's powers of

persuasion. The developing countries group believed authority comes

from a combination of law, regulation and a manager's skills and

knowledge.	 Whereas the middle managers from developed countries

believe the source of authority comes from the person's ability to

persuade.

There were no statistically significant differences between Sabic

middle managers regarding their thinking of the adequacy of Sabic

training programmes for their subordinates.

Managerial attitudes towards job satisfaction and motivation 

The analysis of data collected revealed both similarities and

differences between the three groups of Sabic middle managers in their

thinking regarding job satisfaction and motivation. The three groups

feel they are satisfied with their job itself. They stated that their

jobs involved work which gives them interest and provides them with a

challenge. They agreed on the importance of these factors, also the

majority of our respondents assessed their work as being very impor-

tant to them.

Differences between the three groups were noted in their satis-

faction from the superior-subordinate relationship. The Saudi group

perceive they have good relationships whereas the majority of non-

Saudi groups have satisfactory relationships, we may contribute this
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difference to the varying cultural, social and economic values. Super-

visors who are from one type of social and economic background may find

it difficult to understand the attitudes and behaviour of their

subordinates from a different cultural background. Middle managers

relationships with their superiors were analyzed in terms of the

superior's priorities at work, job autonomy, the support gained from

the superiors and their confidence in the superior's ability.

Both similarities and differences were found between the three

groups of Sabic middle managers. There were no differences between

them regarding their satisfaction with the job itself, where the

majority of the three groups feel that their jobs were inherently

interesting, have variety and provide them with a challenge, and the

majority of them were satisfied with the job itself.	 Respondents

showed slight differences in their relationship with their subor-

dinates.	 The results regarding the superiors' relationships can be

categorised into the following six components:

1. Superior's priorities of work;
2. superior's authority;
3. superior's methods of supervision;
4. the support obtained from superior;

5. confidence in superior's ability;
6. satisfaction from middle manager-superior

relationships.

Again some similarities and some differences were also found in these

factors between the three groups.

Findings demonstrated the similarity in their thinking regarding

the good relationships with their superiors. These good relationships

contribute to a number of factors which would seem to depend on a

superior's willingness to 'stand up for his men', he is concerned with

their personal growth and advancement and training besides encourage-

ment and having the job done satisfactorily.
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Also there were similarities of opinion regarding the importance

for the group or having confidence in the ability of their superiors.

Furthermore, there were similarities regarding negative attitudes

related to feelings of lack of confidence in their superiors' ability.

Differences between the three gorups were slight as far as job

autonomy was concerned.	 There were differences in the degree of

supervision, as both Saudi and developing countries middle managers

were supervised by close supervision, unlike the middle managers from

developed countries who were given moderate supervision.

In comparing the opinions of Sabic middle managers towards their

motivations in working for Sabic, findings demonstrated the differences

in the ranking of the most important motivating factor in joining Sabic

(see Figure 5.1). The Saudian group ranked working conditions as number

one, wages as number two and security ranked as the least important

motive. Wages were the most important motivating factor, security was

number two and working conditions ranked as the least important motive

by middle managers from developing countries. In the case of middle

managers from developed nations, wages were number one, working

conditions number two and security was the least important motive in

joining Sabic.

Further aspects of motivation were explored such as the source of

motivation in their present job and the reasons for continuing working

for Sabic. Six alternative sources of motivation exist:

1. The job itself;
2. social relations at work;
3. social and family ties in the locality;
4. colleagues;
5. lack of other alternatives; and
6. other miscellaneous factors.
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Some similarities and differences were found in these factors between

the three groups.

Findings demonstrated the similarities in the ranking (Figure 5.2)

by showing that the job itself was the most important factor.

Differences between them regarding other factors - social rela-

tions at work was number two for Saudian, number three for developing

countries managers, and was not important at all for the developed

countries group. Lack of other appropriate alternative was number

three for the developing countries group, fifth for Saudian and nothing

for developed countries group. Immediate group of colleagues was

number two for middle managers from developed nations, sixth for the

Saudian group, and not important for the developing group.

Social/family in the locality was ranked as the third for managers from

developed countries, fourth for Saudian and not important for

developing countries, middle managers. Finally, others such as types

of project, size or orglanization, etc. were number three for the

Saudian group and not important for other groups.

Additional aspects were looked at, such as participation in the

department/section plans, middle managers' perceptions towards carrying

more responsibilities and their opinion regarding the workload and

efficiency report.

The study shows that there were differences between the three

groups. The Saudi group have little opportunity to participate in the

creation of their departmental plans and determination of goals. They

are willing to assume more responsibility, but at the same time they

want more autonomy, because, as we know, responsibility without auto-

nomy is very demoralising, a perception shared by the developing
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countries group. This is contrary to the experience of the developed

countries group, the majority of them have participated in the study of

the plans and the determination of their departmental goals and have a

heavier workload than Saudian middle managers. This could be attribut-

able to the fact that the developed countries middle managers are

planners, consultants in modern managerial techniques, expatriates

brought to Sabic for their skills and professional experience. Thus

they are more involved in these kinds of activities.

Findings show more differences between the three groups in their

satisfaction in working for Sabic. 	 The majority of the developed

countries group were not very satisfied. It seems the reason could be

the lack of incentive, as we have seen in Tables5.37,38.The majority of

them were working overtime frequently with no pay, and since the main

motive for them was the wage/salary, it is natural that they should

feel dissatisfied. Saudian and developing countries groups were very

satisfied with working for Sabic, but they want more responsibility and

autonomy.

The efficiency report was considered important for promotion Or

for obtaining a new assignment by Sabic middle managers. The majority

of the participants do think the efficiency reports give an accurate

indication of the ability of employees. This in turn may lead to the

selection of suitable qualified personnel for managerial positions, and

this may be one of the reasons for satisfaction with the job.



288.

CHAPTER VI

SUMMARY, CONCLUSION AND RECOMMENDATION 

The purpose of the study was to explore and analyze the mana-

gerial thinking of Saudi middle managers in Saudi Basic Industries

Corporation (Sabic) and compare them with the non-Saudi middle

managers in Sable.

The study relied only on Saudi Arabian middle managers, middle

managers from developing countries and middle managers from developed

countries who work for Sabic. The specific objective of the study was

to compare these three groups' managerial thinking.

In particular, as may be seen in the Introduction, this research

was the first attempt to study managerial thinking among middle level

managers as cross cultural context in Saudi Arabia in general and in

Sabic specifically, since there has been no serious study before, we

used the descreiptive and analytical approach (see Chapter V).

The survey concerned certain questions to be answered. These

questions concerned managers' assumptions regarding human nature,

managerial attitudes and motivations.

The review of selected literature introduced the concept of

culture and its general impact on individuals and organizations, and

also reviewed the different schools of thought relating to cross-

cultural behaviour traits that affect managers.

The review of the literature showed that knowledge of similari-

ties and differences in cultural values and practices would be very

helpful in undertaking international assignments and for researchers.

Also in this chapter (Chapter I), the study focused on leadership

styles practised by managers of an organization. 	 These styles of
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leadership were buken down into the following categories: democratic

and autocratic.	 It was then learned that managers should be

flexible in picking a leadership style and should know which style is

most effective.

Saudi Arabian environment factors were discussed in this

study. These factors were geographical factors, social factors and

economic factors.

An effort was made to secure information about Saudi Basic

Industries Corproation (Sabic), which is affiliated to several multi-

national corporations in joint venture arrangements for specific

projects. The various joint venture partners in the Petrochemical

Industries with Sabic are the world leading companies such as Shell,

Mobil, Dow, Exxon, Mitsubishi and other large Japanese Companies.

6.1	 Summary of Procedures 

The questionnaire was designed to determine the extent of

similarities and differences in the managerial

middle level managers, both Saudis and non-Saudis

The questionnaire comprised forty-eight

thinking among the

in Sabic.

questions, covering

the following aspects: the first part of the survey instrument tapped

demographic information, including the sex, age, education, income,

experience and family background of the managers. The second part

concerned the leadership style.	 The first question of this survey

instrument adopted from the Tennenbaum and Schmidt Study (1958),

tapped the leadership style of managers' democratic and authoritative

style.	 A second question adopted from the study by Fleishman et

al	 (1955),	 was composed	 of questions	 regarding	 the leader's

behaviour.	 The third	 part	 of the	 survey	 instrument con-
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cerned the managerial attitudes towards job satisfaction and motiva-

tions.

Data collection was accomplished in two ways. The first way,

the survey of Sabic headquarters at Riyadh, Al Jubail and Dammam was

accomplished through two volunteers. Volunteers were Senior Students

in the Public Administration Department at King Saud University, who

were secured from that department. The volunteers were given full

instruction by the researcher in regard to the administration of the

questionnaire.	 The second way was by mail to Jeddah and Yanbu.

There was approximately 64 percent rate of return.

6.2	 Summary of findintas 

Findings were presented in three parts. The first part was

based on demographic characteristics of Sabic middle managers such as

sex, nationality, age, education and training, family background,

experience and income level.	 The second part was based on the

managerial thinking towards leadership style and training.

In the area of thinking toward leadership style, there was

similarity in the groups. 	 The majority of them believed in the

democratic style in decision-making. However, there were differences

between them regarding patterns of leadership behaviour. 	 The

majority of the Saudian group thought the effective pattern of leader

behaviour should stem from having a good relationship with the group.

In other words, they gave consideration to having good relations in

their work, whereas non-Saudian groups gave more consideration for

the task than relationship with the groups.
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The cultural influence appears to be the key explanation of

managerial thinking, together with the profound impact on the

thinking of Saudian middle managers of their traditional attitudes to

the religion, the extended family and kinship system, and the

importance of good social relationships, as examined in Chapter

Moreover, there were differences between the three groups with regard

to the source of authority. The Saudian group believed the source of

authority is a combination of a legally derived base and individual's

power of persuasion; the developing countries group believed the

authority to be a combination of law, regulations and a manager's

skill and knowledge; managers from developed countries believed it

comes from a person's ability to persuade. There were no signifi-

cant differences between them with regard to training programmes in

Sabic.

Part III in Chapter V, tapped managerial attitudes towards job

satisfaction and motivation. The three groups were satisfied with

the job itself, have similarities regarding positive and negative

attitudes related to their relationships with their superiors.

Respondents showed differences in some components. On job autonomy,

Saudian and developing countries groups thought that they were super-

vised by close supervision; the developed countries group thought

that they were supervised by moderate supervision. Therearealsodiff-

erencesin the ranking. of the most important motive forjoiningSabic.

Working conditions was number one for the Saudian group, wages were

number one for the non-Saudian groups.

Differences were found regarding the participation in their

departments/sections' plans and determination of goals. The Saudian
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group thought they had less opportunity to participate than non-Saudian

groups. Finally, the research findings reveal differences in the satis-

faction levels associated with different nationalities working for Sabic.

Middle managers from developed countries were not very satisfied; Saudian

and developed countries groups were very satisfied. Managers are 	 human-

beings, not machines without feelings. The three schools of management

thought outlined at the beginning of this work - universal, economic

cluster culture - are in a sense"scientific" schools of thought or "ideal

types". As such, they can overlook the fact that humans have personal,

sometimes intangible, motivations and desires. 	 Any attempt to relate

research findings to these schools of thought has to bear this in mind and

therefore not be too mechanistic in approach.

6.3 Conclusion

When managers think about managing, are their ideas all
pretty much the same, or does managerial thinking
differfrom country to country.

The above quoted from Haire, Ghiselli and Porter (1966) is repeated for

emphasis, for this quote is the basis upon which the conclusions of this

study were drawn.

Conclusions with both theoretical and practical implications can be

drawn from this research.

First, the results of the descriptive study provide empirical data

regarding the managerial thinking of Saudi middle managers in Sabic, which

can be added to the literature that exists concerning Saudi Arabia culture,

particularly that of human behaviour in multinational corporations, whether

they are a joint venture, foreign branches or contracted with the govern-

ment bodies. Countries, mostly developed countries (60.13%) are involved in

various economic activities in Saudi Arabia. 1 While the results of the

study indicate significant differences of perception among the three groups

that there may well be a case for introducing training for expatriates to

help them to understand their colleagues, superiors and subordinates'

attitudes and to help them cope with the foreign environment.

1. 'The Multinational Corporations, Pros and Cons' (Riyadh, Saudi Arabia
.-..F r 	 A T. .-.J-... 0 	 L n___ ,	 _, fnenneNN	 r—,
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Second, in earlier discussion (Chapter V), it was noted that

three major explanatory trends tend to predominate in accounting for

common and key factors of 	 managerial thinking and behaviour in

cross-cultural studies.

1. The universality of factors of
industrialization and business
organization;

2. The impact of the national
stage of economic development;

3. social-cultural influences.

As observed in Chapter I, it is unlikely that distinctive

aspects of managerial thinking can be explained by reference to a

single one of these explanagory trends. This proved to be the case

with Sabic middle managers. In the discussion earlier (Chapter 11),

we explored Saudi Arabian Society as an important factor in trying to

understand the approach of Saudi middle managers in Sabic, in terms

of their values, traditions, attitudes, ways of behaving, explana-

tions, world view, and the meaning and significance which they attach

to phenomena in their world. In this study, we have attempted to use

this as our framework in the questionnnaire survey and in the inter-

pretation of the data. It can be seen from the foregoing discussion

that there are aspects of managerial thinking in Saudian middle

managers which appear to reflect an acceptance of universal manager-

ial behaviour, which means that managers all over the world exhibit a

converge of behaviour patterns in some cases. For example, we noted

in this study a common concern with important aspects of the manager-

ial role. Aspects such as involvement in a job, which is inherently

interesting, has variety, and provides a challenge, all might be

viewed as universal managerial attitudes.
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As indicated in Chapter II, during the past two decades, the

growth of Saudi Arabia's revenues from the export of petroleum has

been remarkable. The oil revenues received by the Saudi government

increased from $334 million in 1960 to $84.5 billion in 1980. As a

result of the oil revenues, there were significant economic develop-

ments.

The increase of oil revenues led the government to adopt

large-scale development programmes aimed at improving social ser-

vices e.g. health, education, housing and social welfare, as well as

programmes aimed at utilizing the oil revenues to create an alter-

native base for the economy.

The rapid growth of oil income has also had a profound effect

upon the society.	 But most important, it has resulted in rapid

urbanization, diffusion of education among the population, increased

contact with the outside world, growth of communication... etc.

People expect to benefit from the advantages of modern society,

villas, cars, and consumer products are the norm for the Saudian

people in general. Their expectations regarding work have changed.

They demand suitable modern equipment, high standards of safety,

pleasant locations, recreational facilities and medical care... etc.

We have noted the concerns over working conditions which

Saudian middle managers in Sabic reported in terms of the source of

motivation when taking up their present job, because of the increased

expectations which middle managers now have as we have just described.
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Third, a conclusion can be drawn regarding the impact on

managerial thinking concerning satisfaction and motivation by

national cultural and economic development, and the cultural indus-

trial organization (Universal) factors.

The result of the study, however, showed that there were

similarities between the three groups in the middle managers'

thinking toward superiors-subordinates' relationships, in terms of

the	 respondents' views regarding their superior's priorities of

work, the training gained by the respondents from their superior, and

qualities expected in their superiors. This could be labelled as

universal thoughts (culture of industry and organizational life).

Generally speaking, national boundaries did not make much difference

to the way in which managers tried to advance themselves. Managers

with higher rates of advancement everywhere are concerned with

personal growth and want to be more effective and to get work done

operating under more autonomy. 	 In other words, Saudian middle

managers (in Sabic) will inevitably come from the educated elite, the

group which has been most thoroughly immersed in the imported milieu,

and may not differ greatly in their thinking in this respect from

their expatriate colleagues.	 The study showed that wage was an

important factor for both developing and developed countries middle

managers (in Sabic), but not Saudian middle managers. However, this

attitude of non-Saudi middle managers can be attributed to economic

reasons, which motivate them to live in an environment such as Saudi

Arabia, which is very strict with its many prohibitions. Since Saudi

law forbids women to drive, expatriate wives resent their immobility,

and are aggravated by the restrictions on their activities and dress

dictated by local custom, and the unavailability of alcoholic
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beverages. They resent the Saudi dictates and the absence of theatres and

other cultural outlets. So they come to Saudi Arabia to save enough money

to enjoy a better life in their home country. In the case of the Saudian

middle managers, as we discussed in previous pages, in the past twenty

years, economic development has transformed the rural and nomadic society

into a highly urbanized society and produced increases in education levels,

changes in occupations, introduction of new tastes and attitudes, and the

creation of new unfulfilled demands, and as a result of all these factors,

Sabic provides pleasant working conditions to meet employees' needs (see

Part III, Chapter V).

Results regarding the middle managers' motivations for joining Sabic,

showed that the job itself was the main factor for the three groups of

Sabic middle managers. However, we could attribute this to 'universal'

managerial attitudes. As mentioned in Part III, Chapter V, Sabic middle

managers are professional and very highly educated, and they derive satis-

faction from using their specialist technical or professional competencies.

Their satisfaction stems from finding the job interesting, being involved

in a variety of activities and producing the feeling of being 'the expert'

in a particular area.	 However, the three groups have differences in

ranking other factors, the results support the concept of cultural impact

in the managerial motivation. For example, social relations at work was

number two for Saudians, number three for developing countries and was not

imporl.ant at all for the developed countries group. These results support

the culture school of thought. In other words, one should not treat moti-

vational theories as something univerally accepted and applicable.

Finally, findings regarding the level of job satisfaction indicated

that there was a significant difference between the three groups of Sabic

middle managers, middle managers from developed countries were not very
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satisfied with working for Sabic. However, we could attribute this to the

pay incentive, as the majority of them were working overtime, frequently

with no pay, since as we discussed in previous pages, were the first motive

for joining Sabic, however, this aspiration was not satisfied.

Saudi and developing countries middle managers were very satisfied

with their job with Sabic. Thus, it is apparent Sabic has satisfactorily

met a need, which these managers regard as important. The relative dis-

satisfaction of the managers from developed countries may be explained by

the limited tenure of their appointments. Their short term attachments to

SABIC in particular and the Government policy of Saudisation in general may

be important factors that conditioned their responses concerning their

working conditions.

From the above discussion, one significant aspect of these findings

for this study is that of the 139 Sabic middle managers belonging to

different countries, developing and developed countries. Both similar-

ities and differences were found between them. However, we cannot attri-

bute these similarities and differences to one single explanation. As we

noted earlier in this chapter, three major explanatory issues tend to be

central in the cross-cultural studies of managerial thinking and behaviour.

- Impact of national culture

- Impact of the stage of economic development

- Impact of industrial organizational culture

Therefore, we agree with Haire and his colleagues in their conclusion

(Managerial Thinking : An International Study, 1966).

Cross-cultural studies of managers are fiendishly com-
plex; no single 'explanation' for similarities and
differences is likely to be adequate; the emergence of
a world-wide 'culture' of industrial organization, the
influence of national cultures, and the stage of
economicdevelopment are not alternatives, but inter-
connected influences on managerial thinking behaviour.
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From this study we found that there was a very strong tendency for

middle managers to express similar beliefs about their work. For example,

they were satisfied with the job itself. This satisfaction is derived from

using their specialist technical professional competence. This made the

job interesting and challenging involving a variety of activities and

produced the feeling of satisfaction. Furthermore, there are similarities

regarding job autonomy in terms of the middle manager 4ishing to have a

degree of freedom to make decisions about his job which helps to determine

the amount of skill which one can apply in particular situations. Only a

job which allows the individual to apply a skill can reasonably be expected

to allow possibilities for growth in self-esteem due to the successful

completion of the task, if the skill aspect is removed then successful

performance is someone else's success. However, this does not necessarily

mean that group projects cannot lead to feelings of success, simply that

the individual must be able to feel that he has had some responsibility for

the group's success. Responsibility for making decisions concerning one's

job is therefore a prerequisite of applying a skill, so it is hardly

surprising that those with a high need for personal growth are more satis-

field when they are given responsibility to determine their own work

methods. 1 In this sense, the values, perception and attitudes of manage-

ment can be said to be Universal. That implies that to be a manager is to

have philosophy of management much like other managers everywhere.

However, there are specific social and cultural influences on the

managerial thinking and behaviour from within the national environment.

The cultural influence appears to be the key fronts in explaining the

1. J.R. Hackman and E.E. Lawler 'Employee reactions to job satisfaction
characteristic', Journal of Applied Psychology, 55 (1971), pp.259-

286.
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managerial thinking of Saudian middle managers. 	 In particular their

attitudes to religion, the extended family and the kinship system, and the

importance of good social relationships have been noticed. For instance,

the findings concerning leadership patterns of behaviour, where the

majority of them thought the effective pattern of leader behaviour should

stem from having a good relationship with the group (see p.199, Chapter V).

The economic cluster theory holds that managerial thinking and

attitudes are influenced to a large degree by the stage of economic and

industrial development of the nation. As indicated in ChapterII 	 during

the past two decades, the growth of Saudi's revenues from the export of

petroleum and petroleum products has been remarkable. It has resulted in

rapid urbanization diffusion at education among the population increased

contact with the outside world, growth of communication, etc. Correspond-

ingly people's expectations have also changed. They expect to benefit from

the advantages of modern society, and this at the same time explains the

affect of their needs of thinking about society and the individual's rela-

tionship with the state.

Their expectations regarding work have also changed.	 They demand

suitable modern equipment, high standard of safety, pleasant locations,

medical care, etc. This is reflected in this study by the Saudian middle

managers in Sabic who reported in terms of the sources of their motivation

when taking up their present jobs. The working conditions were particu-

larly important which reflects the increased expecations of Saudian middle

managers. These results are consistent with the hypothesis of the economic

cluster theory.

6.4 Recommendations 

As the preceding paragraph is concerned with an effort to identify a

set of assumptions associated with the study, the reseacher willattempt to

abstract from these assumptions of managerial behaviour some reasonable
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solutions pertaining to the information acquired through her investigation.

It is perhaps appropriate to preface the discussion of the issues with two

notes for action.

First: we have to acknowledge that there is at present no way of judg-

ing with any degree of accuracy the extent to which Sabic management have

developed distinctive features. We have noted that Sabic was established

only in 1976. Most of the Saudian middle managers in Sabic will have been

educated and trained on the western model, and as our data confirms most

have worked with expatriate managers, others have taken over from an

expatriate boss (reflecting Sabic policy for Saudiazation). 	 Facing the

problem of scarcity of technical capacity and shortage of qualified

manpower, Sabic solved this problem by borrowing expertise from other

countries and at the same time improving the quality of Saudian manpower by

training them inside and outside the country.

Second: we have also shown that traditional values still adhere in

contemporary Saudi Arabia as a fundamental aspect of the life of the

individuals, even those, such as middle managers, who were educated and

trained outside Saudi Arabia.	 These values support the culture school of

thought.	 From the research the primary observation regarding middle

managers' motivations showed that both Saudi and development countries

middle managers stress the importance of their needs for autonomy and self-

actualisation at work.	 The majority of Saudi and developing middle

managers seemed to have only a general understanding fo their departments'

plans and goals. This may be due to the lack of participation by them in

the planning processes of their departments which determine goals and

objectives, while they had a strong ambition to assume more responsibility

if given the opportunity to participate in the planning processes of their
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departments.	 Participation would lead to greater understanding of the

motive behind plans. Moreover, participation encourages them to accept

responsibility for an activity, because they are self-involved in the work,

and therefore, they want to see it work successfully. They become inter-

ested in and receptive to team work, because they see in it a means of accom-

plishing a job for which they feel responsible. These results support the

Universal school of thought.

Middle managers from developed countries frequently have a heavy work-

load with no reward.	 The data showed that the majority of them were not

very satisfied with their working for Sabic, and since the wages were the

primary motivation for their working there, the pay system was affecting

their satisfaction and motivation. 	 Therefore, there needs to be a review

of the pay system and workload to motivate them to carry out their work

efficiently and effectively.	 This result is evidence that satisfaction

with pay is an important element in job satisfaction. 	 People compare

themselves in terms of inputs as well as outputs. 	 Presumably, such

factors as level of skill, amount of effort, responsibility and past exper-

ience are some of the considerations which an individual weighs up on the

input side. The equity of payment for this input is related to the amount

of pay that similar individuals receive for similar inputs.	 If they feel

the input side more or higher than output side (amount of pay), then

they will be dissatisfied. 	 Chung elaborated on this by saying:

..pay dissatisfaction is measured by the difference
between what they feel they should receive. If the
difference is against their favor, it leads to dissatis-
faction. Pay dissatisfaction is manifested in forms of
low motivation, sabotage, absenteeism and quitting.
These undesirable behaviours contribute to low product-
ivity.	 Pay satisfaction is also considered a pre-
requisite for implementing a new managerial system.
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When people are not satisfied with pay, they will
not respond positively to such motivational systems,
as job enlargement, job enrichment and management by
objectives •1

The other observable outcome of the study focuses on the vari-

able leadership qualities and motivation that are culturally in-

fluenced by the Saudi Arabian, developing and developed countries

nationalities.	 Thus a recommendation is made for multinational

corporations to develop multi-cultural programmes for multi-national

managers. On the surface, it would appear that the recognition of the

importance of pay lends support to the universal school of thought;

but this is not the case for the Saudian group, as pay is of much less

importance. Saudis are looking for something more for satisfaction,

for a worthwhile career, for job fulfilment, for achievement.

As mentioned in previous pages, multinational corporations

operating in Saudi Arabia belong to more than 54 foreign countries.

Saudi Arabia like any developing country faces the problem of lack of

adequate technical and managerial skills; consequently, multi-manage-

ment ability is a very important issue in working in Saudi Arabia.

A management expert coming into a society new to him needs to

know a number of general and specific things about it. Culture is a

reflection of the society and its patterns of behaviour. 	 In order to

be able to understand the behaviour patterns, it is necessary to

understand the ways in which the fundamental activities within the

society are carried out. 	 Matters on which it is necessary to have

information include how the society maintains itself. 	 The economy,

1.	 Kae H. Chung, Motivation Theories and Practices, Grid Inc.,
(Columbus, Ohio, U.S.A., 1977), p.137.
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the political system, the social system, and the educational system.

The foreign experts must have a good understanding of how the local

culture enters into everybody's working life. How it is dealt with

or ignored and at what cost.	 The researcher believes a cross-

cultural training programme is extremely important in exposing the

managers to the different cultures, customs and living conditions, or

where he will work and live. This training should reduce the culture

shock conflict, and improve the managers' chances of a quicker

recovery from shock and frustration.

Harris and Moran (1979) in their study of managing cultural

differences believe that:

When an organization assigns a representa-
tive to a foreign culture, it has a
responsibility to provide that person with
as much useful information about that
country and its people as possible -
it can save time, energy, money and gain
goodwill everywhere. So too, when an
employee receives such an overseas assign-
ment, self-preservation dictates that the
individual seeks out as much culture
specific data as feasible to facilitate
one's own and family's adjustment to the
strange circumstances. Furthermore, it
will contribute to the successful accom-
plishment of one's mission.

Multinational corporations could prepare a programme for the

cross-cultural training of managers by:

- examination of the social, political and
economic policies of the foreign country;

- dissemination of information on the local,
cultural, religious and welfare systems;

- encouragement of an attitude of cultural
objectivity to discover why people act the
way they do and a realisation that their
way of behaving may be best for them;

- orientation to the culture and language.
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In this way, the managers of the multinational corporations

would become more aware and informed of the potential problems that

may arise in managing the cultural differences in international

business situations.

6.5	 Suggestions for further research 

The present study is the first to be undertaken on cross-

cultural influences, not only on the three groups of middle managers

in Sabic but also in Saudi Arabia in general. The research concen-

trated on the similarities and differences between Saudians and non-

Saudian middle managers in Saudi Basic Industries Corporation,

regarding some aspects of human behaviour and attitudes. 	 It is,

therefore, not unreasonable to emphasise the urgent need for research

into other aspects of Sabic, its environment and its management. In

this sense, it is difficult to select areas which seem to demand

priority, but related to issues raised by the present study.	 The

following are suggested productive avenues for future research:

1. There is a need to investigate and identify more clearly those

features of Saudian society which might be compatible or incompatible

with western management concepts and practices. This knowledge might

enable both the managers to reduce the contradiction between the

demands of the organization and the expectations of society and

training in cross-cultural management.

2. Future study would benefit from taking into account the

effects of other factors such as age, level of income, level of

education, on the attitudes towards leadership style, job satisfac-

tion and motivation in cross-cultural studies.
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3. The present research studied only middle-level managers from

different nations. Future studies could consider the evaluation of

the subordinates who must work for the middle managers on a day-

to-day basis.

4. Future research could also include managers. Their ideas

could give another perspective to the political issues. Perhaps they

would express their expectations of their subordinates middle

managers (Saudians and non-Saudians), and give insight into their

perception of the organizations.

5. The researcher very strongly recommends a future researcher to

study and evaluate training programmes in Sabic, which Sabic con-

siders as a major strategy for Saudi manpower development to achieve

Saudization, as mentioned earlier (Chapter V).

6. The researcher also recommends that future research involves

personal interviewing.	 Interviewing would perhaps lead to a more

complete respondents' analysis, the problems which respondents exper-

ience with their job, and could be an effective means of eliciting

information from respondents.

7. Associated with this, the researcher would encourage re-

searchers in this field who are interested in cross-cultural studies

to pay careful attention to language differences in translation and

to cultural differences which may influence respondents' feelings or

responses to the items on the questionnaire.
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Dear Sir,

My name is Norah Abdullah Aba-AlKhail and I am a lecturer
at the Department ol". Public Administration, College of Administrative
Sciences, King Saud University. At the moment, I am on study-leave at the
Department of Public Administration, University of Liverpool in the
United Kingdom.

In partial fulfilment for the requirement of the degree of
Ph.D. in Public Administration, I am undertaking a research project
entitled "Leadership and Selected Aspects of Administrative Behaviour in
the Public Corporation in Saudi Arabia". To this end, (would like to
seek your cooperation in answering the questions on the attached question-
naires. The questions deal with work and work-related aspects only.

I emphasised strongly here that the information obtained will
be used in the strictest confidence, and therefore, your name is not
required.

Thank yot for your cooperation.

Yours sincerely,

Norah Abdullah Aba-Alkhail
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NWT

Don't mention your name or any thing would in-
dicate your identity.

When you answer the question, mark ( x) or (sr)
in front of the answer which describes your
opinion best, if you do not find among the answers
given the one that you agree with please write in
the available in what you think the best answer is.

If it happens that you agree with more than one
answer please check the ones that you agree with,
in this case you are selected to mark these answers
(1, 2, 3,4) according to their preferences.

Some time you might find that sonic questions do
not require more than one, the given space with
one or two sentences in the case insert the most
di 4,c ripti% phrasc.
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APPENDIX A 

QUESTIONNAIRE 

General Managers

and

Department Managers

Q.1	 Sex: Male

Female

Q.2 What is your nationality?

Q.3 How old are you? 	

Q.4 Your social status

(a) Single

(b) Married

(c) If married, Number of Children

Q.5 What was the occupation of your father?

Q.6 What formal education did you receive?

Q.7 Name of University/College/School attended?

Q.8 Date of Graduation?
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Q.9 If you have graduated from a University, what subject did you study?

Q.10 Have you worked for other employers before joining this corporation?

(a) Yes

(b) No

(c) If Yes, how long and name of previous employer?

(d) What position did you hold?

Q.11 What position do you hold in the present corporation?

Q.12 How long have you been in this position?

Q.13 How long have you worked for the present corporation?

Q.14 Do you perform management functions other than those associated with
your answer to Q.11?

(a) Yes (please specify)

(b) No
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Q.15	 Would you like to receive greater management responsibility than
you have at present?

(a)Yes (please specify)

(b)No

Q.16	 Your monthly income?

Q.17	 When you joined this corporation, indicate which of the following
factors were important to you. Mark the most important as (1),
the second most important as (2), and so on.

(a)Wages/Salary

(b) Security

(c)Working conditions

(d)Other (please specify)

Q.18	 In evaluating your present job, would you say it is:

(a)Very satisfactory

(b)Satisfactory

(c)Not satisfactory

(d)TOtally unsatisfactory 	

Q.19	 Which of the following is the most important factor in explaining
your answer to Q.18

(a)The job itself

(b) your social relation at
work.

(c)your social/family ties
in the locality.

(d)your immediate group of
colleagues

/continued over
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Q.19	 (continued)

(e)the lack of other
appropriate alternatives

(f)otheLd (please specify)

Q.20	 (1) Supposing the opportunity arose, would you like to change your
present job?

(a)Yes

(b)NO

(2) If yes, would you like to move to:

(a)another job in this corporation 	

(b)another job with another corporation 	

(c)a similar job with another corporation 	

(d)move out of

Q.21	 How do you evaluate your relationship with your subordinates? Do
you think it is:

(a)Good

(b)Satisfactory

(c)Poor

Q.22	 How do you evaluate your relationship with your superiors?

(a)Good

(b)Satisfactory

(c)Poor
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Q.23	 Which of the following tasks do you think your immediate supervisor
is most concerned with?

(a) having the job done

(b) your training, advancement 	
and encouragement.

(c)both (a) and (b)

Q.24	 How much does your work matter to you?

(a) Important

(b) Average

(c) Not Important

Q.25	 (1) Does your present job involve work which is:

(please circle the correct answer)

(a) inherently interesting YES/NO

(b) has variety	 YES/NO

(c) provides you with a	 YES/NO
challenge

(d) all above	 YES/NO

(2) How important are these qualities in the work?

(please circle one)

(a) interest: very important 	 important	 no importance

(b) variety: very important 	 important	 no importance

(c) challenge:very important 	 important	 no importance

Q.26	 How closely does your superior supervise you? (delete as appropriate)

loosely	 moderately	 closely
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Q.27	 Do you feel that your superior will support you when necessary?

(a) Never

(b) Rarely

(o) Usually

(d) Always

Q.28	 Are you given much freedom to do the job in the way you prefer?

(a) You have a great deal of freedom to do the job in your own way

(b) You have quite a lot of freedom

(c) You do not have much freedom 	

(d) You have no freedom at all 	

Q.29	 In general, how much personal influence do you see your superior
has on what goes on in your section/department?

(a) He has a great deal of influence 	

(b) He has quite a lot of influence 	

(c) He has a little influence

(d) He has no influence

Q.30	 If any influence, how does it show itself?
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Q.31 How important do you think it is for a group to have confidence

in the ability of the superior?

(a) It is very important 	

(D) It is quite important 	

(c) It has not much importance 	

(d) It has no importance 	

Q.32 How confident do you feel about the ability of your own superior?

(a) Very confident in his ability 	

(b) Quite confident in his ability 	

(c) Never really thought about it 	

(d) Little confidence in his ability 	

Q.33 If the manager hopes to get the best out of his men, in your opinion 

which of the following ways would be most effective? Of your choices,

could you say which comes first in effectiveness, then second, and

so on?

(a) "Needle" men to greater effort 	

(b) Let his men do their work the

way they think best 	

(c) Stress being ahead of other

work groups 	
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(d) Emphasise quality of work

(e) Insist that his men follow

standard ways of doing things

in every detail

(f) Express appreciation when

a man does a good job 	

(g) Rule with a firm hand 	

(h) Treat his men with 	

consideration

(i) Set good example to his own

men by being competent and

keen on the job

(j) Foster good relations all

round.

Q.34 Please circle the correct answer:

(a) Are you satisfied with your job:	 YES/NO

(b) Do you find your job demanding:	 YES/NO

(c) Are you under constant pressure 	 YES/NO

in your job:

If yes, please specify from where pressure comes, e.g. superiors/

clients/colleagues:
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Q.35	 Please circle the correct answer.

Do you work overtime in order to complete your assignments?

YES/NO	 If yes, frequently/occasionally?

(a) Are you paid for overtime	 YES/NO

(b) Are you dissatisfied with any	 YES/NO
aspects of your employment

If yes, please specify

Q.36	 Have you received any training since you joined this corporation?

(a) Yes 	

(b) No 	

If yes, where did the training take place

(a) Training provided by this corporation's official	 YES/NO

(b) Other national training institutions 	 YES/NO

(please specify)

(c) Abroad (please specify)

Q. 3 7	 What was the duration of that course of training and when?
(please specify)
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Q.3.8	 How useful was the training received in helping you cope with the
practical aspects of your work?

(a)Very useful

(b)Fairly useful

(c)Useful in some ways and
not useful in others

(d)Very unuseful

Q . 39	 How adequate is the training given to your subordinates?

(a)Very adequate

(b)Fairly adequate

(c)Adequate in some ways,
inadeOluate in others

(d)Very inadequate

Q.40	 Do you have training programmes given to new men in your department?

(a)Yes

(b)No

(c)Brief resume of content of training and its duration. Who
provides it? Is it formally or informally organised?

If yes, is the training:

(a)very adequate

(b)fairly adequate

(c)adequate in some ways,
inadequate in others

(d)very inadequate
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Q.41	 Who writes the efficiency report for employees under your immediate
supervision?

(a)you personally

(b)you and assistant manager 	

(c)director general only

(d)your director general
with your consultation

Q.42	 If you have filled an efficiency report for one of your subordin-
ates, do you think that existing form gives officials in the
specialised department clear picture about the employee under
consideration?

(a)Yes

(b) No

Q.43	 Regardless of what is stated in the laws and regulations:

Do you think (your opinion only) the efficiency report has a big
role for promotion and assignment in new positions?

(a)Yes

(b)No

How did you get your present grade:.

(a)By direct appointment

(b)By promotion

(c)By transfer from another
department

(d)Other (please specify)

..............................................................

..............................................................

..............................................................
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Q.44	 Some managers are criticised for not delegating some of their
authority. In your opinion what are the reasons behind this?

(a) Over-estimation of their responsibility 	

For this reasons they prefer to be sure that everything is
done properly even if this would delay the work.

(b) They feel they do not have qualified
and reliable subordinates

(c) Their tendency to obstintation 	

(d) Mis-interpretation of authority 	
and responsibility

(e) Other (please specify)

Q.45	 In your opinion, what is the source of authority? Is it:

(a) Determined by law and regulations

(b) Acquired by a person according to
effectiveness and ability to
persuade others.

(c) Acquired by (a) and (b) above

(d) Acquired by a person through his
skills and knowl6dge

(e) Acquired through social position

(f) Other (please specify)
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Q.46	 How would you describe the goals and responsibility of the depart-
ment you currently work for?

(a) Goals and responsibilities are very
clear

(b)Are quite clear

(c) Generally clear

(d) Other (please specify)

Q.47	 Does your department have plan for action and known goals?

(a) Yes

(b) No

If yes, how would you answer the following:

(a)YDuhave participated in the study of
the plan and the determination of
my department, goals

(b)Youhavenot been asked to participate 	
and arrive an opinion

(c) Plans and goals were determined by
high ranking officials my role is
to execute.

(d)Youhave not participated in the study 	
of the plan and I have no knowledge
of it.

Q.48 When the manager wants to make a decision in your opinion which of
of the following ways would he be more effective:

(a) The manager makes the decision and 	
announces it

(b) The manager 'sells' his decision

(c) The manager presents his ideas and 	
invites questions

(d) The manager presents a tentative
decision subject to change



321.

(e) The manager presents the problem,
gets suggestions

(f) The manager defines the limits and 	
requests the group to make a decision

(g) The manager permits the group to make 	
decisions within prescribed limits
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APPENDIX C

FROM DIRECTOR OF PUBLIC ADMINISTRATION STUDIES

MORTON R. DAVIES. B.A. Dip. Ed.

ROXBY BUILDING P.O. BOX 147 L. v cRPOOL L69 38X	 TEL. 051 — 709 - 6022

The University of Liverpool

MRD/KJH.
25th July, 1984.

SABIC Corporation

To whom it may concern 

Miss Noorah Aba-Alkhail

Miss Aba-Alkhail is a registered student at this University
studying leadership and selected aspects of administrative
behaviour in public corporations in Saudi Arabia.She is returning
to Saudi Arabia in November, 1984 to gather data for her study
and will remain there until her assignment is completed before
returning to resume her studies in Liverpool. I shall be grateful
for any assistance which can be given to Miss Aba-Alkhail.
Her topic of research is an extremely worthwhile one and will
make a valuable contribution to the study of development efforts
in her country.

In anticipation of the help you may be able to provide
I thank you.

'‘,/ 6 117'::

Morton R. Davies,
Director,
Public Administration. 
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APPENDIX D

SAUDI PETROCHEMICAL COMPANY

05 FEBRUARY 1985

TO:
	

GENERAL MANAGERS
ASST. GENERAL MANAGERS
DEPT. MANAGERS
SECTION MANAGERS

FROM:	 MANAGER PUBLIC RELATIONS

SUBJECT:	 QUESTIONNAIRE

My department received questionnaires from Norah Abdullah Aba-Alkhail,
a lecturer from King Saud University and currently taking up her Ph.D.
in Public Administration at the University of Liverpool in the United
Kingdom.

As part of her studies, she is gathering data for her research project
entitled "Leadership and Selected Aspects of Administrative Behaviour
in the Public Corporation in Saudi Arabia" thus, forwarding some ques-
tionnaires and requesting our assistance.

In relation with the above, I am forwarding the said questionnaire for
you to fill up so as to extend to her our assistance. When the ques-
tionnaire is completed, please return same to Public Relations at room
A2-40-17 as soon as possible.

,	 \
Than /You for your tkind assistance and cooperation.

B t regards

// P

I

/(

ABDULLA I. ALDAKHEEL

AID: aim
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