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Abstract  

Since the 1980s, new public management (NPM) has been considered the 

dominant model of public management. The model has many elements that have 

been adopted from different countries around the world, in particular Western 

countries, to reform their public sector organisations. This research examines four 

main models of NPM and extracts the common and most influential elements 

(e.g., decentralisation and empowerment) to build the theoretical framework for 

this research. Using this framework, the study investigates the implementation of 

aspects of the NPM model in a non-Western context, namely the higher education 

sector of the Kingdom of Saudi Arabia (KSA). 

Saudi Arabia is undergoing historic transformation since 2016, including the 

launch of the FRXQWU\¶V�largest economic reform plan to date²Vision 2030. This 

plan aims to reduce the dependence on oil revenues and to enhance the role of 

the public and private sectors in the Saudi economy. The Vision aims also to 

modernise its public sector administrative model. This research investigates the 

likely impact of NPM-oriented public sector reforms on the Saudi HE sectors. 

The research takes the form of qualitative case studies. Five public universities 

were selected to represent the five geographical regions of the country. Data was 

collected using semi-structured interviews. Using an interpretive lens, the 

researcher explored the multiple interpretations, different meanings and 

experiences of the participants regarding the research issues. NVivo software 

was used in the coding and classification of the data. Content analysis helped 

with the analysis of the huge number of texts and identification of the patterns 

and relationships among the five cases.  
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The results indicate that the Saudi HE sector has several managerial problems 

such as strict centralisation, lack of empowerment, participation and competition, 

which appear to have put pressure on the government to launch its reform 

agenda. The Vision 2030 has led to many positive effects, including the autonomy 

of three universities and the issuance of new civil performance measurement. 

From the research findings, the NPM model is unlikely to be applicable in Saudi 

Arabia due to the revealed challenges such as the prevalence of the central style, 

weak empowerment and participation. The working conditions of the Saudi public 

employees, such as job security, workload, work pressure, and salary, are 

expected negatively impact the applicability and implementation of NPM tenets 

in Saudi Arabia. This research contributes to the study of NPM reforms, and 

sheds new light on its applicability in the HE sector in a non-Western, non-

democratic context. 

 

Note on Language 

The author of this research was based within a UK University, but the interviews were conducted 
in Saudi Arabia. All interviews were conducted in spoken Arabic, transcribed and then translated 
into English by the author. All translation is verbatim, but some words and phrases do not correlate 
to common English usage. Where this is the case, the convention sic is used; alternatively, the 
closest phrase is used. This is an attempt at ensuring rigour of process. A small number of Arabic 
words appear in the manuscript. To aid the reader, a glossary is provided. 
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1. Chapter One: Introduction 

1.1 Introduction 

Over the past three decades there has been significant reform and changes in 

public sector management worldwide. As Pollitt (1990), Boyne (2002), Noblet, 

Rodwell and McWilliams (2006), and Descubes and McNamara (2015) affirm, the 

public sector has been undergoing pivotal shifts IURP�µROG�DGPLQLVWUDWLRQ¶�WR�µQHZ�

managemenW¶� ZLWK�PRUH� IRFXV�RQ� HIILFLHQF\�� HIIHFWLYHQHVV�� DQG� HFRQRP\ (the 

3Es).  Osborne (2006) identifies three stages of public sector reform. First, there 

is the old public administration (PA) model, which was prevalent from late 19th 

century to late 1970s and early 1980s and was unitary by nature. The second 

stage was the characteristically disaggregated new public management (NPM), 

and occurred between the late 1980s to the early 21st century. Finally, there is 

public governance (PG), which, according to Osborne (2006), may be described 

as plural and pluralist.   

From as far back as the1970s, public sectors in Western countries have been 

criticised for their inefficiency and failure to meet their beneficiaries' needs. 

Consequently, since the 1970s, there have been extensive reforms to modernise 

and improve the efficiency of the public sector (Iacovino, Barsanti and Cinquini, 

2017). NPM, which was first elucidated by Christopher Hood (1991) has been the 

most prevalent and successfully applied model utilised LQ�:HVWHUQ� FRXQWULHV¶�

reforms (Iacovino, Barsanti and Cinquini, 2017). This thesis discusses NPM as a 

possible administrative model for improving public sector management in Saudi 

Arabia. 
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The new reform trend has attracted considerable attention from the governments 

of developed and developing countries alike, in their search for modern methods 

to improve their management of the public sector. In light of the new NPM 

reformist concept, governments have resorted to adopting various techniques, 

such as reducing government intervention, creating competitive environments 

through privatisation and contract-based employment, enhancing quality control, 

and focusing on performance measurement, joint ventures, budget cuts, 

marketisation, outsourcing, public-private partnership and managerialism (Gill-

McLure, 2017; Gill-McLure and Seifert, 2008; Bach and Kolins Givan, 2011; 

Jackson, 2014; Christensen and Laegreid, 2002).  

Underpinning these trends is a political belief that NPM is a model which may be 

used successfully in reform initiatives to overcome concerns related to the 

perceived problems of inefficiency and ineffectiveness in the public sector 

(Gruening, 2001). These strategies have thus been adopted by global 

governments to reform many public entities that fall under the umbrella of the 

µpublic sector,¶� IRU� H[DPSOH� HGXFDWLRQ�� KHDOWK�� WUDQVSRUWDWLRQ�� VHFXULW\�� FLYLO�

service, among others. As discussed in Chapter Two, in Saudi Arabia, the 

government controls the entire public sector. Notably, this thesis focuses on 

reforms in the µSXEOLF¶�state-owned sector, and therefore do not relate to reform 

in the private sector, which is not state-owned.  

The higher education (HE) sector provides education to people and is one of the 

most important public services. It is one area of the Saudi public sector that is 

influenced by the current managerial reform agenda. Saudi Vision 2030 aims to 

improve and develop the entire Saudi public sector, and the health and education 

sectors are the most visible sectors targeted by the Vision to date. Perhaps due 
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WR�WKH�QDWXUH�RI�6DXGL�$UDELD¶V�PRGH�RI�JRYHUQPHQW��ZKLFK�LV�H[SORUHG�LQ�ODWHU�

sections, the launch of a new system for universities was one of the first reforms 

targeted by the Vision. In some respects, this is unusual, as most Western 

countries have targeted areas such as housing, primary and secondary education 

(Lapsley, 2009). IndeHG��XQGHU�7KDWFKHU¶V�%ULWDLQ, the Health Service was the first 

visible target for major NPM approaches to public sector reform (Dalingwater, 

2014). However, the UK Education Act of 1988 paved the way for the introduction 

of a national curriculum in primary and secondary education along with NPM-type 

approaches to management and was not focused on the HE sector (Hall et al., 

2015). Certainly Paradeise (2012) and Hall et al. (2015) remind us that even 

though the reform agenda may follow similar routes and have similar ideals, 

different countries and institutions are interpreting and operationalising their 

implementation in unique and individualised ways. 

Nevertheless, when tracing the history of public sector reform, the HE sector is 

one where tremendous changes have been implemented during recent years. As 

Natale, Libertella and Doran (2015) and Bañuelos (2016) remind us, the provision 

of education has become more like a business. This business orientation is a 

consequence of the HE institutions¶ pursuit of the requisite funding to enhance 

the quality of education and the educational services offered in general, and to 

improve access to education, in particular, by all social classes, in tandem with 

the growing demand for higher education placed on the sector. The sector seeks 

to achieve these objectives while cutting public expenditure. The importance of 

this thesis is that it examines and evaluates the perceived impact of NPM in 

enhancing quality in the HE sector in Saudi Arabia. 
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This study provides a critical discussion of the historical and contemporary 

literature and conceptions that have influenced public sector reform in Saudi 

Arabia, with particular reference to the HE sector. In this regard, key programmes 

and provisions enshrined in the Saudi Vision 2030 are discussed as it represents 

WKH�6DXGL�*RYHUQPHQW¶V�QHZ�REMHFWLYHV�IRU�SXEOLF�VHFWRU�UHIRUP�DQG�DSSHDUV�WR�

incorporate some facets of the NPM model (i.e., the emphasis on outputs, 

financial control and efficient and effective use of resources; the focus on quality; 

enhanced ICT and administrative systems). The NPM approach is a Western 

conception, which has been implemented with varying levels of success globally      

in several OECD countries (e.g., Britain, New Zealand, and Australia) and also in 

developing countries (e.g., Malaysia, and Pakistan). However, few studies have 

been conducted in non-democratic countries such as the KSA, and therefore little 

is known about its applicability and outcomes in these contexts. To illustrate the 

suitability of the model in the Saudi context, a theoretical framework is built 

comprising select NPM elements, which frequently recur and are often repeated 

across models. These elements are used in examining the implementation of 

aspects of NPM in the Saudi HE sector particularly in reforms pertaining to the 

autonomy of universities, the efficient use of resources, financial controls and the 

emphasis on quality. 

1.2 Study Context 

Many attempts have been made to categorise NPM into models and theories by 

researchers. Nevertheless, in researching the concept of NPM, it is 

recommended that the application of each element of NPM be examined 

separately, rather than undertaking a study of NPM as a single construct or fixed 

model. While there is a sound argument that NPM is no longer new, the principles 
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and elements of this approach to reform are still broadly applied and the elements 

continue to play a significant role in public sector reform.  

This research study seeks to identify the challenges that the Saudi government 

may face in the implementation of the NPM model, and to explore the extent to 

which the claim regarding the global applicability of NPM is reality or rhetoric.  To 

this end, this thesis investigates some common NPM elements extracted from 

highly acclaimed NPM models. Essentially, the conceptual framework for this 

thesis derives from four models²as depicted in Figure 1.1. The conceptual 

framework is premised on +RRG¶V� (1991) ³seven principles of NPM,´ the ³ten 

government models´ of Osborne and Gaebler (1992), the ³four future government 

visions´ of Peters (1996), and Ferlie HW� DO�¶V� (1996) ³four ideal types of public 

management´ model. The elements that recur in these models form the basis on 

which the approach to the data collection and analysis of this thesis was 

constructed.   
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Figure 1.1 Four NPM Models 

  

Public sector reform is widely researched. As Dalingwater (2014) reminds us, 

essentially, the public sector provides public services such as health, education, 

housing, defence, security, and other services to people. Several governments 

have been seeking to reform the public service, in order to improve public service 

delivery (McTaggart and O'Flynn, 2015). Governments often update their policies 

and implement specific reforms, even though certain outcomes from such reform 

may not be achieved.  Most research on public sector reform, has been 

conducted in developed countries, and research studies suggest that developing 

countries always follow the path of developed countries in reform processes 

(Schick, 1998). Thus, as the review of the literature demonstrates, there is a 

shortage of studies on developing countries, and countries with developing 
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economies such as Saudi Arabia, especially studies that discuss the actual 

application and outcome of such reform.   

Saudi Arabia has gone through several of stages of reform since 1926. This 

historical reform of the Saudi public sector demonstrates that there have been 

continuous attempts to improve public service delivery. Reform initiatives include 

the establishment of state regulations and instructions, experiences with foreign 

organisations such as the International Monetary Fund (IMF), and the 

establishment of public institutions that deal with public administration and reform 

(i.e., the Institution of Public Administration (IPA)). Reform continued with the 

issuing regulations for ministries, public institutions and the region's emirate, state 

five-year plans, the Saudisation program, and finally the Vision 2030. The 

successive reforms were implemented with the aim of diversifying Saudi Arabia¶V 

income sources away from total dependence on oil, as well as enhancing the 

efficiency and effectiveness of the public sector (more discussion is presented in 

section 3.6). In this thesis, NPM, as a public sector reform model, will be 

investigated through to the perspectives of select staff of the Saudi HE sector, 

namely faculty staff members and HR managers of Saudi public university 

system.  

The HE sector is one important sector where reforms have been implemented 

and studies conducted. Tahar and Boutellier (2013), who examined higher 

education systems in Western countries, note that the sector has undergone 

many reforms during the past few decades. Nonetheless, when looking at reform 

context in the Kingdom of Saudi Arabia, it may be difficult to find studies that 

examine reform in HE institutions. Investigating key elements of NPM in a 

developing-country context whilst conducting research framed by established 
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Western theories and models is important and will provide invaluable 

perspectives on the suitability of NPM to a new context like Saudi Arabia. 

Furthermore, conducting the study in a single country with numerous universities 

and various sample groups may also help to enhance our understanding of NPM 

through the revelation of new insights, which is not often the case with single-site 

study. In Saudi Arabia, the HE sector is similar to any other HE sector in the world, 

consisting of public and private sector establishments. As previously mentioned, 

in the context of this study, reform is focused on the public sector, therefore, Saudi 

public universities are the subject of this study. 

Baraldi et al. (2010), Siddiquee, (2010), Brinkerhoff and Brinkerhoff (2015), and 

Ashraf and Uddin (2016) are some of the scholars who have reviewed reform 

experiences in some developing countries, highlighting the applications of 

Western NPM models. Section 3.5.2 of this thesis elaborates more on this issue. 

In some respects, it is difficult to view Saudi Arabia as a developing country. The 

common definition offered by the Cambridge Business English Dictionary 

�&DPEULGJH� 8QLYHUVLW\� 3UHVV�� ������ LV� ³a country with little industrial and 

economic activity and people generally have low incomes´�

(https://dictionary.cambridge.org/). However, in 2014 Saudi Arabia was listed 

E\� WKH�81�DV�KDYLQJ�D� µGHYHORSLQJ�HFRQRP\�¶� \HW� WKH�VDPH� UHSRUW� OLVWHG� LW� DV�

having high income, in the top band of per capita GNI alongside economies such 

as the UK, USA and Canada (UN, 2019). This highlights a quandary encountered 

in situating this research: Does the research investigate the impact of reform in a 

developing country, or in a developing economy? This is perhaps answered when 

culture is introduced to the mix.  

https://dictionary.cambridge.org/
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Claxton (1994) describes the inherent link between development and culture, 

noting that with the advent of technology that link has been broken, certainly for 

developing countries, because of the internalisation of Western models of 

development. Chapter Three sheds more light on this issue, and reviews the 

reforms undertaken in OECD countries such as Britain, New Zealand, and 

Australia, which are predominantly developed countries, to determine the specific 

reasons, outcomes and lessons underlying national reforms. Subsequently, 

reforms in some of the developing countries are reviewed, and the chapter 

concludes with an overview of Saudi Arabia¶V�UHIRUP�initiatives.  

The researcher, in conducting this study, encounters a few interesting 

dichotomies. First, Saudi Arabia is an oil-rich country with a thriving economy, 

however, it is classified as a developing country by the United Nations (UN, 

2019). For the purposes of this research, the UN¶V classification of Saudi Arabia 

is adopted. Secondly, the Kingdom of Saudi Arabia (KSA), is also classified as 

an Islamic country, and as discussed in Chapter 2, religious precepts dictate 

social, cultural and business practices in Saudi Arabia. However, the researcher, 

a Saudi national, is a student at a Western university with a different language 

and culture. This undoubtedly raises issues of reflexivity as the researcher brings 

his lived experience as a Saudi National to the mix. Thirdly, the study allows the 

researcher to interact with a sample that faces the dichotomy of being in a country 

which is in the top band of GNI per capita, yet the governance of the HE Sector 

is essentially a family business, given the control that the government exerts 

through the ruling family.  

Effecting change in Saudi Arabia is anticipated to be a slow and complex process. 

The characteristics of the Saudi region are completely different from other regions 
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covered by extant research because Saudi Arabia is a monarchy (more 

discussion in sections 2.4 and 3.6.1), where the royal family, represented by the 

King, is integrally involved in governmental decisions. Notably, many of the 

countries cited for comparative purposes in this study are democracies with 

parliaments, where decisions are often made without deferring to royalty (i.e., the 

UK). However, it is not evident from existing research studies how the experience 

of NPM compares under different types of regimes. Consequently, Saudi public 

sector reform is a new and emerging concept, and the conclusions drawn will be 

contribute as new research findings.  

The sections which follow outline the research plan for this thesis, including the 

research problem and research questions, aims and objectives, and provide an 

brief synopsis of each chapter in the thesis. 

1.3 Research Problem and Questions 

From the review of the literature, few scholarly studies investigated and elucidate 

issues related to the implementation and outcomes of reforms based on Western 

conceptions, such as NPM, in developing countries, especially those with non-

democratic governance regimes. Over the years, Saudi Arabia has embarked on 

several initiatives aimed at improving the delivery of public services. One of the 

most recent initiatives, Vision 2030, incorporates reforms intended to improve the 

HE sector by according universities more autonomy in the handling of their 

human and financial resources. Many of the interventions are similar to key 

features of the NPM model, popularised in the late 1980s by Hood (1991), as well 

as Osborne and Gaebler (1992), Peters (1996), and Ferlie et al. (1996), among 

others.  
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This research study investigates the impact of NPM elements on public 

universities in the HE sector in Saudi Arabia, and the obstacles and challenges 

likely to be encountered in implementing these NPM elements in the Saudi HE 

sector. Through a review and examination of the Saudi context, NPM, and the 

theoretical framework chapters of the thesis, this study seeks to answer the 

following four research questions: 

1) :KDW�LV�WKH�LPSDFW�RI�6DXGL�$UDELD�JRYHUQPHQW�SROLF\�µ9LVLRQ�����¶�RQ�WKH�

higher education sector?  

2) What are the economic and political drivers to implement NPM in Saudi 

Arabia?  

3) What are the obstacles and challenges of introducing NPM in the context 

of Saudi Arabia?  

4) How are the impacts of NPM policies on pay, and work conditions 

perceived by faculty staff members and human resource managers?  

These questions are fully addressed in the following chapters.  

1.4 Research Aims and Objectives 

The research aims of this study are: 

1. To elucidate the Saudi economic and political drivers on public sector to 

implement new reform.  

2. To identify the impact of Saudi Vision 2030 on the higher education sector.  

3. To identify the public sector problems that may pose a challenge to the 

application of NPM. 
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4. To assess the likely impact of NPM on Saudi )60V¶� DQG�+50V¶�ZRUN�

conditions and salaries. 

5. To understand how NPM can be understood in the context of Saudi Arabia. 

In addition, there are clear objectives of the research that will help to achieve the 

research aims. These are to:  

1. Retrieve, review and analyse historical and contemporary literature to 

underpin and contextualise Saudi public sector reform, in particular in the 

HE sector, and identify any problems and challenges.  

2. Analyse the Vision 2030 document to critically present the Saudi 

*RYHUQPHQW¶s new objectives for public sector reform. 

3. Build a theoretical framework for examining NPM in the HE sector to create 

a base for underpinning the study.  

4. Conduct semi-structured interviews with both FSMs and HRMs to collect 

the data from five different Saudi universities. 

5. Apply NVivo software to import, code, classify, and report the data 

retrieved from the interviews. 

6. Analyse the vast amount of textual data using context analysis.  

1.5. Research Methodology 

The thesis utilises a qualitative methodology, based on the interpretative 

paradigm. The aim is to understand and clarify the gap between the models and 

theories of NPM and their actual applications. The study design is based on five 

case studies with two different data sources: faculty staff members (FSMs) and 

human resource managers (HRMs).  The five cases represent five different 

universities distributed throughout the Kingdom, the Middle, the North, the South, 
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the East, and the West. The data of the five cases is primary and is collected 

through in-depth semi-structured interviews with both FSMs and HRMs.  

1.6 Contribution to Knowledge 

This study contributes to knowledge in three ways: first, the analysis of the likely 

impact of NPM on the Saudi HE sector will contribute theoretically and practically 

to the existing studies in this domain. There is no doubt that Vision 2030 as a 

reform plan aims to improve the public service, however, academically this thesis 

will contribute to that improvement through providing an essential practical and 

policy implication at both government and organisational levels.  

Second, this thesis analyses and generalises the most dominant NPM models 

and theories in public management research. The models are combined to form 

a strong theoretical framework for the study, where most influential and repeated 

NPM elements can be extracted (e.g., the element of performance). The 

theoretical framework therefore will help to create a general NPM model for this 

thesis in order to examine the model in a different context.  

Third, the scarcity of studies that have been conducted on the same topic in the 

Arab World, in particular in Saudi Arabia, compared to the large volume of 

research that has been conducted in the West (Tahar and Boutellier, 2013), make 

this thesis a new contribution from a new non-Western country. 

1.7 Thesis Outline 

The thesis is divided into seven chapters, and each chapter discusses a specific 

topic in a consistent and continuous series. Each chapter opens with an 

introduction and concludes with a summary. Thus, the entire chapter can be 

understood by reading through those two sections. 
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Chapter One²the Introduction²provides the background, context, purpose and 

outline of the research study. It can be considered the map which guides the 

reader through the research process. It outlines the research problem and 

questions, the aims and objectives of the study, and a brief overview of each of 

the seven chapters in the thesis. 

Chapter Two gives the Saudi Arabian context to the study. This chapter provides 

essential background information on the Kingdom of Saudi Arabia, focusing on 

its religion, economy, and demographics. Chapter Two discusses various reforms 

undertaken in the Saudi public sector such as Saudisation, Nitaqat, and the 

Vision 2030, which indicate the Saudi government¶V interest in improving the 

efficiency of its public and private sectors.  

Chapter Three constitutes the core literature review of the thesis. Through the 

lens of existing knowledge, the definitions of NPM, its development, and the 

historical transition of the public sector from traditional administration to public 

management is critically discussed. In addition, an overview of institutional 

reforms in the developed world is given, followed by a discussion on how reforms 

have been implemented and experienced in the developing world, and finally, a 

review of reforms undertaken in the Saudi public sector. The chapter extends the 

discussion of the reforms to the HE sector²starting with the developed countries, 

especially the members of OECD and, followed by some developing countries.  

An entire section is dedicated to reviewing the background and development of 

the Saudi HE sector, which is the focus of this thesis, and the knowledge gap that 

this thesis seeks to address.  
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Chapter Four outlines the theoretical framework of the research. The framework 

is based on NPM models developed by Hood (1991), Osborne and Gaebler 

(1992), Peters (1996) and Ferlie et al. (1996). Some elements which frequently 

recur in the NPM models are identified and discussed, particularly in relation to 

the Saudi HE context, along with other elements examined in Chapter Three and 

added to the framework, as they may be affected by the application of NPM. Thus, 

the elements discussed in Chapter Four are the primary source of the interview 

questions used in the data collection process and facilitated the answering of the 

research questions.  

Chapter Five describes the research methodology and provides a robust 

understanding of the research design and clarifies the overarching philosophy 

and approach employed in conducting the research study. An overview of various 

epistemological, ontological and methodological stances is provided, with 

particular focus on the interpretive perspective and inductive approach. A 

justification given for the chosen strategy of inquiry and sample selection. Details 

are also provided on the steps in the data collection and analysis processes. 

Chapter Six presents a combination of the results and analysis. Based on the 

analysis, an in-depth interpretation of the respondents' views regarding NPM 

mechanisms in Saudi universities is presented. Consequently, the narration is 

built in the form of a story. Each section starts with a brief summary of the issues 

analysed, followed by excerpts from the transcripts of SDUWLFLSDQWV¶� DFWXDO�

responses to the interview questions, and a logical interpretation by the 

researcher. The discussion of the responses is framed by the scholarly studies 

critiqued in the literature review and key aspects of the NPM models that provide 

the theoretical framework. Finally, each section concludes with a logical 
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presentation of the findings that explicates how they concur with or differ from 

what is already known, thus identifying new knowledge.  

Chapter Seven is the conclusion, which presents clear answers to the research 

questions. Moreover, a summary of the research findings, which were reviewed 

in Chapter Six is presented. In addition, the Chapter outlines the implications of 

the findings, the contribution to knowledge, recommendations for future studies, 

as well as the limitations of the research study. 

1.8 Chapter Summary 

This chapter introduces the research study. It provides salient details pertaining 

to the background, context, and purpose of the study, and also elucidates the 

research problem and questions and the aims and objectives of the study. A 

synopsis of each of the seven chapters in the thesis is given. It provides an 

overview of the qualitative research methodology employed in conducting the 

study, with particular reference to the chosen interpretive research paradigm and 

the inductive approach to data collection and analysis.  A brief summary of the 

research design and the proposed case study is given, and the chapter 

culminates with a synopsis of each of the seven chapters in the thesis. The next 

chapter²Chapter Two²provides the context for the study and describes the 

historical, cultural and economic setting, which characterises Saudi Arabia. 
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2. Chapter Two: Saudi Arabia Context 

2.1 Introduction 

Several factors and characteristics help to distinguish Saudi Arabia from other 

countries in the world, including religion, economy, politics, and the interaction 

among these factors. This chapter describes and discusses key aspects of Saudi 

culture so as to provide the reader with the necessary background on Saudi 

Arabia, with the aim is of facilitating a general understanding of the context, 

practice, and implementation of public management in Saudi Arabia. The chapter 

starts with a description of the geography and basic infrastructure of the country. 

This is followed by an examination of the demographics, the influence of Islam 

on government, business, and women, and the role of the entire economy. The 

relationship between government and the private sector is explored and insights 

given into how businesses operate, and descriptions provided of key 

organisations related to economic and social development in Saudi Arabia, 

including Social Development Centres (SDCs), among others. 

2.2 Saudi Arabia ± Geography and Infrastructure 

Saudi Arabia is known as the birthplace of Islam and home to Islam's two holiest 

VKULQHV�LQ�0DNNDK�DQG�0DGLQDK��7KH�.LQJ�KDV�WKH�RIILFLDO�WLWOH�RI�³&XVWRGLDQ�RI�

WKH�7ZR�+RO\�0RVTXHV�´�7KH�JRYHUQPHQW�EDVHV�LWV�OHJLWLPDF\�RQ�LWV�LQWHUSUHWDWLRQ�

RI�6KDUL¶D��,VODPLF�ODZ��DQG�WKH������%DVLF�/DZ��ZKLFK�VSHFLILHV�WKDW�Whe rulers of 

the country shall be male descendants of the founder, King Abdulaziz bin 

$EGXOUDKPDQ� $O� 6DXG�� 7KH� %DVLF� /DZ� VHWV� RXW� 6DXGL� $UDELD¶V� V\VWHP� RI�

governance, the rights of citizens, and the powers and duties of the government. 
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It provides that the 4XU¶DQ�DQG�6XQQDK��WKH�WUDGLWLRQV�RI�WKH�3URSKHW�0XKDPPDG��

VHUYH�DV�WKH�FRXQWU\¶V�FRQVWLWXWLRQ��,VODPLF�6KDUL¶D�/DZ�LV�WKH�ODZ�RI�WKH�ODQG�LQ�

6DXGL�$UDELD��7KH�SHQDO�FRGH�LV�DSSOLHG�DFFRUGLQJ�WR�WKH�4XU¶DQ�DQG�6XQQDK��

One of the main sources of Islamic law is the Hadith or ascribed sayings of the 

Prophet Mohamed. 7KH�VWDWH¶V�UHFRJQLWLRQ�RI�WKH�FRQVWLWXWLRQ�LV�H[SODLQHG�RQ�WKH�

EDVLV�RI� WKH�4XU¶DQ�DQG�WKH�6XQQDK��ZLWK� WKH�VWDWH�DV�WKH�/DQG�RI�5HYHODWLRQ��

which encompasses the purest parts of the world ± Makkah and Madinah. 

Although the Arab lands, as a whole, existed from ancient times, Saudi Arabia 

was only founded and united in 1932 (Cordesman, 2009). Saudi Arabia is the 

largest country in Western Asia and in the Middle East and stretches 

approximately 1,500 km from North to South and nearly 1000 km from East to 

West (Filor, 1988).  With an area of 2,150,000 km,2 its Red Sea and Arabian Gulf 

coastlines extend nearly 2,600 km (Cordesman, 2009). Saudi Arabia is bordered 

to the north by Jordan and Iraq, by Yemen and Oman to the south, and the Red 

Sea to the west. The United Arab Emirates, Qatar, Bahrain and Kuwait are east 

of the kingdom (see figure 2.1). Saudi Arabia is predominantly desert terrain; it 

encompasses three of the largest deserts in the world and a total desert area of 

647,500 km2. There are also mountains and uplands, especially in the south.  
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Figure 2.1 Regional map of Saudi Arabia showing bordering countries 

 

Thirteen provinces comprise the main administrative divisions of the Kingdom of 

Saudi Arabia. Each province has cities, and the cities contain governorates, 

which include centres (see Figure 2.2). There are two provinces in the centre of 

the Kingdom, namely Riyadh (where the capital city is located) and Qassim. In 

the western part, the two provinces of Makkah and Madinah are named after their 

holy cities. The eastern region consists of one large province called the Eastern 

province. In the south, there are four provinces: Najran, Asir, Jizan, and Baha, 

while the four provinces²Northern Border, Hail, Tabuk and Jouf²are located in 

the north.   
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Figure 2.2 Map of the Administrative Provinces 

2.3 The Three Factors 

Three important factors²demography, religion, and economy²are discussed in 

the sections that follow. 

2.3.1 Demography 

According to the General Authority for Statistics (GAS) website, updated 

February 2020), the population of Saudi Arabia is approximately 34.2 million, 

which represents an increase of approximately 60% from 1999, when the 

population was 19.9 million. A United Nations report (2012) predicted that the 

population of Saudi Arabia will rise to about 40 million by 2050. Such rapid 

population increase, coupled with corresponding economic growth, suggests that 

Saudi Arabia is an ideal location for investment in business. However, in the case 
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of the public sector, the government may want to consider that the rise in the 

population does not necessarily correlate with increased job opportunities as 

people attain the age to enter the job market. 

According to the GAS (2019) report, approximately 48% of the Saudi Arabian 

population is under the age of 30, signifying the importance of young people in 

the Saudi community (Achoui, 2009; Abusaaq, 2012). Vision 2030 also 

recognises Saudi youth as fundamental to the of the achievement of its outcomes 

and the realisation of future goals�� ³RXU� UHDO�ZHDOWK� OLHV� LQ� WKH�DPELWLRQ�RI�RXU�

SHRSOH�DQG�WKH�SRWHQWLDO�RI�RXU�\RXQJHU�JHQHUDWLRQ��7KH\�DUH�RXU�QDWLRQ¶V�SULGH�

and the architects of RXU�IXWXUH´��9LVLRQ�������S�����,W�LV�FOHDU�WKDW�as a result of 

the increasing population, there is an imminent demand for higher education 

places, and therefore more focus on the education sector (both public and higher) 

in many countries. Similarly, in Saudi Arabia, this sector may be among the most 

prominent sectors facing changes. 

In 2010, the employment rate rose to 66% and is expected to reach 74% in 2035. 

The Saudi government, through its Vision 2030, aims to reduce the 

unemployment rate from 11.6% to seven percent by providing more job 

opportunities under an employment initiative, and cooperation between state 

institutions, the private sector and non-governmental institutions to train and 

qualify unemployed people to increase their chances in the labour market and 

being hired. On the one hand, this is a promising sign that the state provides job 

opportunities for all; however, on the other hand, it may pose a challenge to the 

state, especially if the rate of employment in the public sector increases, because 

the state recently indicated its intention to reduce the public sector. 
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Meanwhile, it is predicted that the proportion of people aged 65 and above will 

grow to around 18% by 2050 (Abusaaq, 2012). In other words, this will increase 

the demands on the health and social welfare sectors. Accordingly, if the state 

continues to pay the costs of health and social care, this would in turn result in an 

increase in state expenditure. The Saudi health services are free for citizens, and 

there is a small fee for non-citizens that was recently introduced. Vision 2030 

aims to privatise health services, which may raise the quality of the service, but 

result in charges even for citizens. The main point here therefore is that Vision 

2030 represents a historical movement for the Kingdom, and it is not known 

ZKHWKHU�WKH�9LVLRQ¶V�RXWFRPHV�ZLOO�EH�SRVLWLYH�RU�QHJDWLYH��KRZHYHU��WKLV�VWXG\�

will make an empirical contribution related to these recent transformations. 

Migrant labour in Saudi Arabia is increasing considerably and becoming a 

significant factor in population development. Saudi Arabia is a primary destination 

for Asian and Arab migrant labour.  In 2018, immigrants accounted for about 38% 

of the total population (GAS, 2019), making Saudi Arabia the country with the 

third highest rate in the world for international migrants after the United States 

and Germany (United Nations, 2019). The United Nations report (2013) states 

that most of the immigrants to Saudi Arabia are from the following countries: 

India, Pakistan, Bangladesh, Egypt and the Philippines. As a response to the 

country's booming oil economy, especially in the 1970s, the Saudi government 

HQFRXUDJHG� DQG� DWWUDFWHG� D� IRUHLJQ� ZRUNIRUFH� WR� GHYHORS� WKH� FRXQWU\¶V�

infrastructure and development. 

Achoui (2009) and Gravem (2010) reported that about 88% of the private sector 

workforce is non-Saudi, showing a massive reliance of businesses on migrant 

labour. Importantly, the high rate of foreign labour in the private sector 
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corresponds with a low level of job opportunities for Saudi citizens in the sector. 

The Saudi government sought to address the challenge of the increase in foreign 

workers in the private sector through the introduction of the Saudisation program, 

which will be discussed later. The above demographic issues exert tremendous 

pressures on the Saudi government (i.e., to devise plans to adjust for the growing 

population). A specific example would be the goal of providing appropriate 

training and education for young people in order to make them ready for the job 

market.  

The discussion of NPM in this thesis proposes a framework to investigate current 

managerial challenges within the Saudi public context. Also, Fakeeh (2009) 

highlights the preference of Saudis for working in the public sector and the study 

endeavours to find out why Saudis prefer to work in the public sector rather than 

the private sector. Some studies (e.g., Al-Asfour and Khan (2014)) indicate that 

some factors, such as job security, motivate workers to work in the public sector, 

and this study explores the underlying reasons, linking them to the Vision 2030, 

and the possibility of being affected under the NPM. 

2.3.2 Islam 

Islam is the only religion recognised by the state in Saudi Arabia, which is 

committed to Islamic laws and values. Based on available data, there are almost 

2 million Christians in the country (migrant workers and nationals of other 

countries), however, public worship of other faiths is prohibited, and non-Muslims 

must conform with the laws, values and norms that govern daily life of Saudi 

Arabian society.  Saudi Arabia is the host country of the two holy mosques of 

Islam (Makkah and Madinah). As such, it is the place where Muslims from all 
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DFURVV�WKH�ZRUOG�WUDYHO�RQ�WKH�SLOJULPDJH�NQRZQ�DV�³Hajj�´�,VODPLF�ODZ��DOVo known 

as Shari'a) is the highest legal authority and law in the Kingdom, with the holy 

ERRN��4XU¶DQ��HQVKULQHG�LQ�WKH�FRQVWLWXWLRQ��&RPPLQV��������VWDWHV�WKDW�WKH�6DXGL�

system includes tribal, traditional, and customary laws. All, however, must be 

subject to Islamic law. The Islamic religion �UHSUHVHQWHG�E\�WKH�4XU¶DQ�DQG�WKH�

Sunnah of the Prophet Muhammed) is the main source of the Saudi constitution 

and the source of religion for the country as a whole. Therefore, it is important to 

examine the relationship between religion and government, the relationship 

between religion and business, as well as the relationship between religion and 

women in the Saudi context. 

Religion and Government 

Islamic religion and politics in Saudi Arabia are intimately connected, which may 

H[SODLQ�WKH�VRFLHW\¶V�FKDUDFWHULVDWLRQ as mostly conservative. There is a Council 

of Senior Scholars (also known as Senior Council of Ulema), which is the highest 

religious body in the Kingdom. It is tasked with clarifying the adjudication of 

Islamic law in public matters and issues directives to the public accordingly. In 

addition, it issues fatwa1 on private affairs for governmental or personal agencies 

or individuals. Therefore, political, economic, and social issues in Saudi Arabia 

are subject to Islamic law. For example, usury is forbidden in Islam, therefore, the 

accrual of interest deters many conservatives from accessing financial loans. 

Thus, any new plans and developments introduced in the Saudi context are likely 

to be consistent with the people's religion, customs and traditions. 

 
1 Fatwa is a ruling on a point of Islamic law 



25 
 

Despite efforts to reform some aspects of politics and government, the state 

remains closely controlled by the royal family (Weston, 2008). According to Al-

Rasheed (2010), Saudi Arabia was established as a kingdom after the discovery 

of oil in 1932 when the Kingdoms of the Hejaz and Nejd were united and became 

known as the Kingdom of Saudi Arabia. $W�WKDW�WLPH��,EQ�6DޏXG�EHJDQ�WKH�SURFHVV�

of consolidation of the royal lineage, which continues today, with the aim of 

providing continuity of leadership. The new leadership underpinned the role of 

Islam in society. This stresses the important role of Islam in Saudi politics, and 

the role of Shari'a scholars in the formation of the kingdom (Al-Rasheed, 2010).  

The historical relationship between religion and politics dates back to the 1740s, 

when there was an alliance between Prince Mohammed Ibn Saud, the Islamic 

scholars, and Sheikh Mohammed Ibn Abdel Wahhab with the aim of uniting the 

tribes under one belief system (Nevo, 1998). This agreement became the 

constitution of the Saudi state (subsequently known as Wahhabist, after Imam 

Mohammed Ibn Abdel Wahhab). Wahhabism is an Islamic movement requiring 

the worship of Allah as the one and only God and prohibiting any practices or 

EHOLHIV� WKDW� DUH� QRW� PHQWLRQHG� LQ� WKH� 4XU¶DQ� RU� WKH� 6XQQDK� RI� 3URSKHW�

Mohammed--peace be upon him. Commins (2015) claims that Wahhabism was 

created mainly for political purposes. However, some religious scholars contend 

that Wahhabism is a real call to show the truth of religion and the need to defer 

WR�WKH�4XU¶DQ�DQG�6XQQDK��,Q�DQ\�FDVH��WKH�,VODPLF�UHOLJLRQ�FRQWLQXHV�WR�LQIOXHQFH�

Saudi politics, as all political issues are linked to religion (Gravem, 2010). This is 

confirmed in Article 7 of the Saudi Constitution, which stipulates that government 

of all political, economic and social systems (both public and private sector) within 
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WKH�.LQJGRP�RI�6DXGL�$UDELD� GHULYHV� IURP� WKH�4XU¶DQ�DQG� WKH�6XQQDK�RI� WKH�

Prophet Mohammed. 

Religion and Business 

Regardless of the Kingdom's attempts to be a modern state in the areas of 

business and administration, Saudi social systems may still be classified as 

purely traditional, as its organisational and management values are strongly 

influenced by individual, traditional, and religious concepts. Murtaza et al. (2014) 

support this view, affirming that Islam plays a major role in the behaviour of 

individuals and teams in both the private and public sectors. Further, Islam 

dictates the ethics, norms and behaviour of business operations. For example, 

loan interest is forbidden in Islam (Parboteeah, Paik and Cullen, 2009), therefore, 

commercial operations in Saudi Arabia must be interest-free.  Islamic religion is 

famously based on the Five Pillars: belief in Allah as the one and only God, and 

that Muhammad is the Messenger of Allah; prayer; Zakat; fasting in Ramadan, 

and the Hajj.  Therefore, all businesses must adhere to these pillars and must 

remain within the bounds of Shari'a law. 

Foreign investment in Saudi territory is affected by the application of the Islamic 

code that requires Saudi employees to pray five times a day and fast during the 

entire month of Ramadan (Parboteeah, Paik and Cullen, 2009). This presents 

several managerial challenges, for example, in the area of time management. 

During the month of Ramadan, when Muslims are fasting, working hours are 

reduced from eight to five hours, and production capacity may be affected.  
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Religion and Women 

Islam aims to preserve the dignity of women, and accords them elevated status 

LQ�VRFLHW\��$FFRUGLQJ�WR�WKH�4XU¶DQ�Y����2 God Almighty instructed women to ³stay 

TXLHWO\� LQ� \RXU� KRXVHV�´ taking care of her house, husband and the children. 

Inferring from this, it seems that in Islam women are regarded as different from 

men by nature and have different roles to men.  

$OWKRXJK�WKH�,VODPLF�UHOLJLRQ�SUHVHUYHV�ZRPHQ¶V�ULJKWV��GLJQLW\�DQG�HOHYDWHV�WKHP�

in society, the practical DSSOLFDWLRQ�RI� WKH� UHOLJLRQ¶V� LQVWUXFWLRQV� OHDGV� WR�GLUHFW�

conflict between what is deemed acceptable by the regime in Saudi Arabia and 

how other regions interpret the law.  Clearly, there is scope for change, and 

according to the Human Rights Watch World (HRW) Reports over the last 

decade, change is already underway. According to the HRW World Report 2010 

(HRW, 2013), the role of women in Saudi society is defined in line with the 

conservative patriarchal traditions of the country. Reportedly, Saudi women also 

face discrimination in the job market (HRW, 2013). For example, they are not 

allowed to study certain specializations; female medical practitioners need 

permission to work in some areas; women's travel is restricted, and sometimes 

they are not allowed to conduct business.  

In contrast, the recent World Report 2019 (HRW, 2019) indicates radical changes 

in the Kingdom regarding women. As evidenced in the report, the Saudi 

government has recently begun to change the male guardianship system. The 

 
2�έ˱ϳϬ˶ρ˴˸Η�ϡ˸ϛ˵έ˴ ˶Ϭ˷ρ˵˴ϳϭ˴�Ε˶ϳ˸˴Αϟ˸�ϝ˴ϫ˴˸�α˴Ο˸ ˶έ˷ϟ�ϡ˵ϛ˵ϧϋ˴�Ώ˴ϫ˶Ϋ˵˸ϳϟ˶�˵စ͉�Ω˵ϳέ˵˶ϳ�Ύϣ˴͉ϧ˶·���  (��ଉ�˵Ϫ˴ϟϭγ˵έ˴ϭ˴�˴စ͉�ϥ˴ό˸ρ˴˶ϭ˴�˴ΓΎϛ˴ί͉ϟ�ϥ˴ϳ˶Ηϭ˴�˴Γϼ˴λ͉ϟ�ϥ˴ϣ˸˶ϗ˴ϭ˴vى
Translation And stay in your houses, and do not display yourselves like that of the times of 
ignorance, and perform As-Salat (Iqamatas Salat), and give Zakat and obey Allah and His 
Messenger. Allah wishes only to remove ArRijs (evil deeds and sins, etc.) from you, O members 
of the family (of the Prophet SAW), and to purify you with a thorough purification. 
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system now allows anyone who holds Saudi citizenship and is over 21 years old 

(including women) to have a passport and to travel outside Saudi Arabia without 

a guardian's permission. Changes regarding civil status have also been indicated. 

The report also indicates that Saudi women are now allowed to work in both the 

public and private sectors without the permission of a guardian. Crucially, the 

system does not allow any gender discrimination.  

This development can be viewed from two perspectives. From a religious 

perspective, Islam has made it clear that women must have a guardian²the 

guardian of a wife is her husband, and the guardian of a girl is her father. Based 

on this law, a woman is not allowed to marry without her guardian's permission. 

Indeed, male guardianship in Saudi Arabia is a significant issue, however, this 

thesis focuses on managerial changes in the public sector and will not address 

the issue of guardianship in detail. The second perspective relates to the 

apparent rapid transformation regarding women's rights over the last seven 

years. It seems that, once again, there is a strong movement aimed at promoting 

DQG� HQKDQFLQJ� ZRPHQ¶V� ULJKWV� in the Saudi society. The Vision 2030, for 

example, seeks to enhance the status of women by providing job opportunities, 

training, empowerment, preparation, and equality with the opposite sex. The 

Vision aims to raise the rate of women's participation in the workforce from 22% 

to 30%. 

According to Hamdan (2005) and Calvert and Al-Shetaiwi (2002), Saudi women 

graduates in the humanities are unable to find appropriate jobs. In general, there 

are few female occupations, although a UN report in 2012 observes a rise in the 

number of women in employment from five percent in 1990 to 19% in 2010 

(UNESCO, 2012). As stated earlier, Vision 2030 aims to expand opportunities for 
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Saudi women in the workforce from 22% to 30% necessitating expansion in the 

public and private sectors to accommodate the increased workforce. 

The absence of women in the Saudi public domain²the institution of the 

guardianship system²and the related gender inequality may be attributed to the 

DXWKRULW\�RI�WKH�+RO\�4XU¶DQ��7KH�FRXQWU\¶V�oil wealth is also a factor (Ross, 2008). 

As Saudi Arabia is one of the most important oil producing countries and hence 

one of the richest in the world, the oil industry accounts for a large segment of its 

workforce. According to Ross (2008), there is a relationship between the 

economic situation of an oil-producing country and the status of its women. Ross 

(2008) posits that oil-rich countries such as Saudi Arabia, Kuwait and Algeria are 

likely to have limited public visibility for women, especially at the political level. Of 

note, Ross (2008) highlights countries such as Norway, New Zealand, Mexico 

and Chile, which are predominantly Christian countries, in support of the 

argument that Islam is not the major cause of gender inequality in the workforce. 

Ross (2008) further argues that the oil industry has a conservative effect on 

certain values and principles. In Saudi Arabia, at present, few women may be 

found in senior positions or involved in public decision-making processes. In 

comparison, prior to and during the oil boom, women actually had a higher public 

profile. According to the Saudi Ministry of Labor, the employment of women is on 

the rise in the private sector, but this is not comparable to the situation in other 

Gulf States (Alhaidan et al). 

The area of training and development reveals another aspect concerning the 

obscurity of women in the public sector. According to Calvert and Al-Shetaiwi 

(2002), in the private sector there is no objection to women working alongside 

men in management, and no problems are expected in the future. The research 
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also noted a lack of training programmes for women among those offered by the 

Technical and Vocational Education and Training (TVET) centres, which are 

public sector organisations. This may be attributed to inadequate cooperation 

between the private sector and the state (Calvert and Al-Shetaiwi, 2002).  

Regarding women in the Saudi SXEOLF� VHFWRU¶V� ZRUNIRUFH��Welsh et al. (2014) 

indicate that the rate of women's employment has increased considerably during 

the last two decades, with 97% of women in the workforce working in the public 

sector, with the remainder in the private sector. However, around 85% of women 

in the workforce work in public education (schools) because the majority hold 

EDFKHORU¶V�degrees. This suggests that many Saudi female employees prefer to 

work in the public sector, perhaps for reasons such as job security and stability, 

as mentioned earlier. On the other hand, increased employment in the public 

sector is likely to be an additional financial burden on the state. Consequently, 

the state has resorted to a number of strategies to reduce public expenditure by 

supporting the private sector, privatising some of the public institutions, and 

converting some of the permanent jobs into contract employment. This study will 

discuss these points in detail. 

The decrees and strategies outlined here are part of the Kingdom's Vision 2030 

development plan announced by Crown Prince Mohammed bin Salman in 2016. 

One of the most important aims of Vision 2030 is to modernise the state and 

establish it among the developed countries of the world. In 2014, another 

important change followed with the Ministry of Education issuing a decree 

allowing schools to provide physical sports for girls (Vision 2030).  
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2.3.3 Infrastructure and the Economy 

Infrastructure generally includes the following: streets, bridges, tunnels, airports, 

railway networks, the public transportation system, potable water and 

wastewater, dams and electricity supply. Infrastructure is a broad term and Pollin 

(2009) identifies three main categories: 1) transportation; 2) energy; 3) water. 

Jones and Hartney (2017) affirm that Saudi Arabia has undergone a rapid 

industrial revolution. Development is evident in the main sectors of Saudi 

infrastructure such as roads, ports, airports, schools, universities, and hospitals. 

The electrical grid has been extended to cities, towns, and villages. In agriculture, 

Saudi Arabia has introduced and enhanced the use of technology: for example, 

promoting agricultural research and establishing training institutions.   

AccordLQJ� WR� WKH� 6DXGL� *HRJUDSKLFDO� 6RFLHW\� �������� 6DXGL� $UDELD¶V� GHVHUW�

covers around 711,291km 2, that is 36.9% of the total area. There are no natural 

rivers or lakes in Saudi Arabia, and rainfall is very rare (Haykel, Hegghammer 

and Lacroix, 2015). The Saudi government has adopted many innovative 

methods to supply water to desert areas, such as finding and tapping aquifers, 

which are the main source of drinking water. Many dams have also been built to 

retain floodwater, including the Wadi Fatima, Wadi Jizan, King Fahad dam in 

Bisha and Najran Valley dam. Additionally, there are several sewage treatment 

facilities in Riyadh and Jeddah. The agriculture sector is the main beneficiary of 

these projects.  

Regarding the transportation system, Saudi Arabia has twenty-seven 

international, regional, and local airports (General Authority of Civil Aviation, 

2019) and nine main ports across the country (Saudi Ports Authority, 2019).  The 
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telecommunication sector has also seen major development, having long been 

monopolised by the government-owned Saudi Telecom Company (STC). 

However, now that Mobily and Zain have entered the Saudi telecom market as 

foreign investors (Communications and Information Technology Commission, 

2019), the sector is completely private.   

When Saudi Arabia was founded in 1932, agriculture and trade were the two most 

LPSRUWDQW�HFRQRPLF�VHFWRUV��7RGD\��KRZHYHU��RLO� LV� WKH�NLQJGRP¶V�VLQJOH�PRVW�

important economic resource. Saudi Arabia is one of the most important 

producers and exporters of oil in the world and plays an important role in the 

global energy industry. The Saudi government has continued to develop the oil 

sector, investing in refineries, in partnership with other countries, for the 

production of natural gas. With respect to natural gas reserves, Saudi Arabia is 

QRZ� RQH� RI� WKH� ZRUOG¶V� ULFKHVW� FRXQWULHV�� 5HFHQWO\�� 6DXGL� $UDELD� EHJDQ� WR�

diversify its economy, and to manufacture and export many industrial products. 

According to Commins (2010), industrial products such as gold, construction 

tools, sanitary equipment, electronic devices, plastics, and petrochemicals 

account for 90% of Saudi non-oil exports. Saudi Arabia has huge reserves of 

natural minerals, such as zinc, copper, silver, and iron. Also, tremendous 

progress has been made in agriculture, and Saudi Arabia is now self-sufficient, 

requiring no agricultural imports.  

According to the Jadwa Investment Report (2019), the Saudi economy grew by 

2.2% in 2018 (compared to 0.7% in 2017) as a result of growth in the oil and non-

oil sectors. The 2019 statistical report (GAS 2019) reveals that the combined 

contribution of the non-oil sector is actually greater than that of the oil sector²

56% of the total GDP of 2018. This is strong evidence that the state is moving in 
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a new direction that supports the non-oil sector thereby reducing the dependence 

on oil. The report disaggregates the contribution of the non-oil economy, 

indicating that the private and public sectors account for 70% and 30% of that 

sector respectively. 

The disparity between the public and private sectors may be justified by the fact 

that the public sector in Saudi Arabia predominantly provides free services; for 

example, treatment and prescriptions in government hospitals are free, there are 

no tuition fees for education, and many government departments provide their 

service free-of-charge. The provision of free services perhaps reflects the state's 

prosperity and a flourishing economy. The contribution of the Saudi (public) 

governmental sector to the GDP is below 20% with the oil and private sectors 

contributing over 80% (see Table 2.1 below for full breakdown). Seeking to 

reduce dependence on oil and to enhance the role of the private sector through 

the government services' privatisation appears to be a key factor in the Saudi 

state, as affirmed by its Vision 2030, which states�� ³We will open up new 

investment opportunities, facilitate investment, encourage innovation and 

competition and remove all obstacles preventing the private sector from playing 

D�ODUJHU�UROH�LQ�GHYHORSPHQW´  (Vision 2030, p 44). Therefore, the state believes 

that the role of the private sector in its economy development is vital. It can be 

said then that the Saudi public sector is on the way to a radical change. The logic 

behind the NPM model is that the business model can be applied to non-business 

services in order to improve service efficiency. Thus, to improve the role of the 

Saudi public sector (in this case, the HE sector) in the state's economy, the 

application of the NPM model seems appropriate. This research, therefore, will 

discuss the recent changes in Saudi Arabia, and it will link that to the NPM model. 
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Saudi Sectors Contribution to the GDP by Percentages 2019 

Sectors Percentage 

Oil sector 41.52% 

Private sector 40.68% 

Government sector 17.18% 

Import duty 0.62% 

GDP 100% 

Source: General Authority for Statistics (GAS) (2020) 

Table 2.1: 6DXGL�6HFWRUV¶�Contribution to the GDP by Percentage 2019 

As discussed earlier, the private sector in Saudi Arabia is currently experiencing 

moderate growth due to strong state support, including loans (interest-free) and 

provision of public facilities. Moreover, foreign investment is already on the 

increase, with foreign investors working in partnership with local investors. Saudi 

Arabia has a well-developed banking sector, with a total of 13 commercial banks 

(SAMA, 2019) providing the full range of financial products. Thus, the private 

sector plays an important role in supporting the Saudi economy, accounting for 

around 50% of GDP. According to Saudi GAS (2020), a total of 1,486,273 

employees (both Saudis and non-Saudis) were registered in the first quarter of 

2020 in the public sector. Saudis represent 93% while non-Saudis represent 

seven percent. This is significantly different in the private sector, which has 

8,388,394 employees of whom Saudis represent 20% while non-Saudis 

represent 80% (GAS, 2020). Therefore, despite the importance of the public 

sector, the private sector has a greater impact on development and employment. 

However, in the private sector the majority of employees are expatriates, not 

citizens (GAS, 2020). It would appear that Saudi citizens prefer to work in the 

public sector, which is more secure and stable. Another interpretation is that the 

private sector demands high levels of competence and training and, in 
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comparison to foreigners, Saudi citizens appear to lack these skills, which led the 

Saudi Ministry of Planning to express concern about training, development and 

the employment of citizens (Hamdan, 2005). To address this issue, the Saudi 

government launched its Saudisation program in cooperation with the private 

sector, with the aim of providing training for citizens and giving them preliminary 

access to private sector jobs (Fakeeh, 2009). However, the challenge is that the 

inexperience of Saudi employees negatively impacts the private sector, and 

employers inevitably seek the further injection of skills, mostly from foreigners.  

In this section, an overview of the Saudi economy prior to the discovery was 

provided. The discussion subsequently moved toward the roles of the public and 

private sectors in the growth of the Saudi economy. Since the public sector is the 

focus of this study, the next section will review the public sector in Saudi Arabia.  

2.4 The Saudi Public Sector 

As concluded previously�� RQ� WKH� RQH� KDQG�� WKH� VWDWH¶V� UHFHQW� DSSURDFK� WR�

providing public services through the private sector has resulted in weakened 

public institutions, and on the other, increased confidence in the strength and 

effectiveness of private institutions. Accordingly, Saudi public sector is going 

through a phase of change affected by Vision 2030. This section will be an 

overview of the public sector. 

First, it should be made clear that the public sector in Saudi Arabia has a political 

fabric, since all organisations, agencies and public facilities belong to the 

government itself. In other words, the public sector in Saudi Arabia may also be 

called the government sector. Hague and Harrop (2007), defines the term 

government as the public institutions that are responsible for the adoption of 
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collective decisions for all society equally. There is also a shorter definition of 

government: the highest political level in each organisation.  

$V�'HZ��������S���UHSRUWV��³Administratively the Kingdom of Saudi Arabia is a 

monarchy supported by a political system firmly in the tradition of Islam, 

comprising a council of ministries and 13 regional administrations, each headed 

E\�D�JRYHUQRU�´ King Abdulaziz²the founder of Saudi Arabia²established the 

Council of Ministers in 1953. Currently, according to the latest statistics, there are 

twenty-two ministries, and (with one exception) all government headquarters are 

located in the capital, Riyadh: eleven directorates, forty-nine authorities, thirteen 

corporations, seven councils, five bureaux (Diwans), five faculties, nine funds, 

thirteen governorates, thirteen municipalities, six presidencies, twenty-nine 

universities, and fifty-five other agencies (see Saudi National Portal, 2019). The 

Ministry of Hajj and Umra are located in Jeddah. 

The Council of Ministers and the individual ministries assume responsibility for 

drafting and overseeing the implementation of all internal, external, financial, 

economic, educational and defence policies (Dew, 2003). The ministries are the 

hub of the public sector, endorsing public policy and implementing it at the same 

time (Hague and Harrop, 2007).  

According to the latest report of the GAS (2020) the total number of public 

employees is 1,486,273. This number includes Saudi citizens, non-Saudis, 

males, and females. There are five categories of public jobs in Saudi Arabia, 

namely public (generaO��HPSOR\HHV�RQ�JUDGHV��³0DUWDEDK´) (namely educational, 

health, faculty, lecturers and teachers, judges), Bureau of Investigation and 

Public Prosecution employees, diplomatic, public institutions with their own 
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salary-scales, and Technical and Vocational Training Corporation employees. 

Notably, non-Saudi employees in the public sector account for around 7% of the 

total at 102,215. 

According to a recent report of the Saudi GAS (2020) the number of private sector 

employees totals 8,388,394, including Saudis and non-Saudis. Remarkably, the 

number of Saudis in the private sector is only 1,717,150, equivalent to 20% of the 

total number of employees. In justification, the report of Labor Ministry 2016 

(1437H/1438H) claims that the reasons for the reluctance of Saudis to work for 

the private sector and the tendency to work for the public sector are the following: 

x Low private sector wages and higher public sector wages, considering 

workload, working hours, and holidays, all of which vary between the two 

sectors.  

x The absence of a unified system of occupational health and safety in the 

private sector.  

x Poor readiness of the private sector to provide a suitable environment for 

the female workforce, ensuring independence and avoiding awkwardness 

regarding contact with males.  

As previously stated, it seems that Saudi workers prefer to work in the public 

sector for a number of reasons (e.g., job security) plus the reasons cited in the 

report of the Labor Ministry 2016. The GAS (2020) report revealed that Saudi 

workers represent 46% of the public sector, while the private sector accounts for 

54%, a near 50-50 split. Currently Saudi nationals represent 20% of the private 

sector workforce, with 80% comprising overseas employees. This is expected to 

change if, as suggested, there is increasing privatisation of public services. 
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The GAS's 2020 report also revealed that the unemployment rate (15 years and 

over) is 5.7% (Saudi and non-Saudis), with Saudis accounting for 11.8%, which 

may be attributed to the current lack of job opportunities in the public sector, and 

less favourable working conditions in the private sector. In addition, for many 

years, Saudi Arabia has worked to confront the increased rate of unemployment 

through a number of programs and plans, including the Saudisation program that 

seeks to localise private sector jobs. Based on the NPM perspective, the 

application of NPM to public institutions should eliminate the differences between 

the public and private sectors, and this should result in a change in Saudi workers¶�

view of the private sector. 

2.5 Saudisation 

According to Ewain (1999), the main aim of Saudisation is the localisation of the 

workforce in Saudi Arabia. In the late 1970s the term Saudisation became 

established in the terminology of the economic field. When Saudi $UDELD¶V�ILYH-

year development plans were introduced, there was a heavy reliance on foreign 

workers because of the inadequacy of Saudi labour in terms of skills and 

education. In particular, the Saudi government hired foreign labour in large 

numbers to work on the infrastructure projects, both in the public and private 

sectors (Ewain,1999). 

The term Saudisation was specified in the Second Development Plan (1970-

1975). In reviewing some of the previous studies, it is clear that this was the first 

plan to have Saudisation as a basic objective. The aim was to localise jobs, the 

objective being to promote the participation of Saudi labour and reduce the 

number of foreigners in the workforce (Ibrahimkhan, 2007). The Saudi 

government has invested seven billion Saudi riyals in the development of human 
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resources, in order to strengthen the Saudi workforce (Alotaibi, 2014). The state 

has been seeking to localise jobs in the private sector for five decades, in other 

words, this may explain that the state aims to reduce the unemployment rate and 

to reduce the burden on the public sector. 

Although the Saudi government continues to support its human resources, the 

Saudi workers' lack of skill was one of the important factors that led the 

government to continue recruiting foreign workers. In the Second Development 

Plan, 1975-1980, the government announced the need to speed up the visa 

process for skilled foreign workers. An expert workforce was needed to perform 

technical jobs (Ibrahimkhan, 2007). This led the Saudi government to provide 

additional support to human resources in the amount of 51 billion riyals to develop 

and enhance the skills of Saudi workers, with a view to filling positions vacated 

by foreigners in future (Alotaibi, 2014). Given that one of the early weaknesses 

of the Saudisation policy was the apparently low level of professional skill, 

perhaps the Saudisation policy was not based on an adequate impact 

assessment. Therefore, it can be also said that not every reform policy will be a 

viable solution for the state. Accordingly, it is assumed that the Saudi government 

has learned lessons from the weaknesses evident in its pre-Vision 2030 policies. 

The aim of the Saudi government to use Saudisation to reduce reliance on foreign 

workers became clear with the issuance of the Third Development Plan 1980-

1985 (Ibrahimkhan, 2007). In addition, the Saudi government proposed a SAR 

155m support package within this phase to support the Saudi workforce and 

boost the number of opportunities for citizens (Alotaibi, 2014). The government 

aimed during this stage to ensure compatibility between manpower training and 

the actual market needs (Ministry of Economy & Planning (MEP), 2017). Hence, 
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it is expected that poor recognition and inadequate assessment of market needs 

have led to the continued failure of the localisation and job creation policy. 

The Fourth Development Plan 1985-1989 also aimed to minimise the number of 

foreign workers in Saudi Arabia. A target of 22.6% was set (Ibrahimkhan, 2007). 

The Saudi government would continue to invest in its national human resource to 

the tune of 115.1 billion Riyals (Alotaibi, 2014). During the 1980s oil prices 

droppHG�� DIIHFWLQJ� 6DXGL� $UDELD¶V� SULQFLSDO� VRXUFH� RI� LQFRPH� (Al-Dosary and 

Rahman, 2005; Ewain, 1999). As a result, the Saudi government recognised that 

it was difficult to secure a job for every citizen in the public sector, which was 

saturated with Saudis at that phase (Al-Dosary and Rahman, 2005; Ewain, 1999). 

Therefore, the government pressured the private sector to secure jobs for Saudis, 

as well as to reduce dependence on foreign labour.  

During the Fifth Development Plan 1989-1994, it was clear that the Saudi 

government recognised that there was still an imbalance in jobs between Saudis 

and foreigners, particularly in the private sector. Therefore, the aim of this phase 

was to raise the level of participation of Saudis in the private sector (Ibrahimkhan, 

2007), because there was an expectation that the private sector would be able to 

absorb 95% of the workforce, as the public sector was almost saturated (MEP, 

2020). The Government of Saudi Arabia continued to support human resources 

in the amount of 216.6 billion Riyals (Alotaibi, 2014). This substantial financial 

VXSSRUW�PD\� UHIOHFW� WKH� 6DXGL� JRYHUQPHQW¶V� Vtrong belief in the ability of the 

private sector's role to enhance the country's economy.   

Although the Saudi government has tried to force the private sector to localise its 

jobs in recent years, attempts by the private sector have been negligible or 
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somewhat few. Table 2.2 shows the percentage of Saudi workers compared to 

foreign workers in the private sector. The table shows that the proportion of 

foreign workers in the private sector has decreased slightly by about 4.5% over 

18 years. In fact, this indicates a potential problem, which is probably centred on 

the preference of public sector employment over the private sector for factors like 

job insecurity, instability, weak salaries, and job's nature.  

The Sixth Development Plan 1995-1999, stipulated Government's policy that 

qualified and skilled Saudi workers should gradually replace foreign workers at a 

rate of 5% each year (Al-Dosary and Rahman, 2005; Ewain, 1999).   
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Year Saudis Foreigners Total Percentage 

1982 223,187 982,612 1,205,799 81.49% 

1983 210,171 1,005,439 1,215,610 82.71% 

1984 230,421 1,160,692 1,391,383 83.44% 

1985 264,804 1,389,371 1,654,174 83.99% 

1986 284,188 1,335,072 1,619,260 82.45% 

1987 289,411 1,215,879 1,505,290 80.77% 

1995 448,713 1,759,566 2,208,279 79.68% 

2000 647,784 2,163,117 2,810,901 76.95% 

* Source: A. Al-Dosary and S, Rahman, (2009) The Role of the Private Sector Towards Saudisation 

Table 2.2: Percentage of Saudi Workforce Compared to Foreign Workforce in the Private 
Sector of Saudi Arabia from 1982 to 2000 

  

During this phase, the Saudisation policy focused on reducing the growth of 

foreign labour. It also emphasised the promotion of career opportunities in the 

private sector for both male and female Saudis, considering the need to create 

an environment ensuring the privacy of Saudi women in accordance with customs 

DQG�6KDUL¶D� ODZ� �$ORWDLEL�� ������� In fact, Saudi women may be another factor 

affecting the participation of Saudi nationals in the private sector workforce, 

because the Islamic religion obliges women not to mix with men (e.g. males and 

females are institutionally separated in the Saudi public schools and universities). 

Therefore, private sector institutions may not provide an appropriate environment 

for females. Creating separate environments presents a significant financial 

burden to the state. 

This phase also focused on finding a certain number of skilled and experienced 

Saudis to fill vacancies in the workforce. Furthermore, during this phase the main 
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objective was to adopt appropriate means to accommodate the expansion of 

infrastructure in order to reserve facilities in light of the high demands of the 

population (Ewain, 1999). Also, during that period, the Saudi government 

recognised the challenge presented by increasingly high unemployment. 

Therefore, it used the Human Resources Development Fund (HRDF) to pay for 

vocational training and technical education to reduce the high unemployment 

rates among Saudis (Alotaibi, 2014). The HRDF was established to cover the 

fees of the school-to-work program (Al-Dosary and Rahman, 2005). It covered 

75% of training fees and 50% of the salaries of Saudi workers in the private sector 

for the first two years of employment.  In addition, the HRDF was allocated 276.9 

billion Riyals to develop the skills of Saudi workers in the private sector (Alotaibi, 

2014).  

During the Seventh Development Plan 2000-2004, Saudi policy continued to 

focus on accelerating and boosting the private sector to create more opportunities 

for the Saudi workforce; meanwhile, as discussed earlier, a 5% annual increase 

in private sector jobs for Saudis would be required (Alotaibi, 2014). In addition, 

one of the educational objectives of that phase was to reduce the percentage of 

unskilled and unqualified Saudis entering the labour market before completing 

their education and training programs. In an effort to raise the proportion of Saudi 

workers, private sector companies with Saudi workers received benefits such as 

bids, entrepreneurship, projects, and contracts for the public sector (Al-Dosary 

and Rahman, 2005). In addition, the Saudi government continued to invest in the 

Human Resources Fund, allocating 480 billion Riyals in this phase, almost 

doubling the support provided in the previous stage (Alotaibi, 2014). 
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The difference between this stage and the previous one is that this stage included 

Saudisation in small and medium enterprises, while the previous one focused on 

large companies (Alotaibi, 2014). The assertion that certain jobs have to be filled 

only by Saudis began in this phase (Fakeeh, 2009). The policy also focused on 

increasing the percentage of citizens in the private education sector by 10% in 

order to raise the percentage of opportunities for Saudis (Fakeeh, 2009). Some 

companies and sectors were granted six months to one year to replace foreign 

workers with Saudis, especially in technical positions, and in sales of audio 

equipment, televisions, satellite dishes, and souvenirs at airports. This shows the 

state's interest and desire to accelerate the process of localisation. However, it is 

not expected that the Western ideology of NPM will pose a challenge to the 

localisation of Saudi private sector jobs because the model assumes that private 

and public sectors are same; thus, public organisations have to run in a business-

like manner. In other words, NPM is not based on the nationality of people. In 

addition, in the same stage, and according to the Ministry of Labor, jobs in non-

technical sectors, such as tourism, sales of farm animals, real estate, rentals, 

transportation, travel agencies, and taxes were considered easy sectors for 

Saudis to secure jobs (Fakeeh, 2009). During this period, the Saudisation policy 

generated about 693,000 jobs for Saudis, with a 35% increase in private sector 

jobs for Saudis (Al-Dosary and Rahman, 2009). 

Unfortunately, due to lack of data, the numbers of foreign workers for the period 

2001-2003 cannot be corroborated. However, a comparison between data for the 

years 2000 and 2004 shows that the growth rate of Saudi jobs is almost 0.06%, 

while the rate of foreigners increased by 0.83% for the period 2001-2003. As data 

for the period 2001-2003 are missing, a comparison between the following three 
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years (2004-2006) would be beneficial. Therefore, the data of 2004-2006 shows 

that the growth of Saudi employment stabilised at the same growth rate of 0.06%, 

meanwhile the growth of foreign workers in the workforce decreased from 0.83% 

to 0.22%. Although, it can be said that there has been slow growth of Saudis in 

the workplace, the significant drop in foreign job growth confirms continuity in the 

development of more nationalisation policies. Table 2.3 shows the number of 

Saudis and foreigners working in the private sector for the period 2004-2014, with 

the final column showing foreign workers as a percentage of the total. 

Year Saudis Foreigners Total Percentage 

2004 688,579 3,959,951 4,648,530 85.18% 

2005 623,465 4,738,465 5,362,288 88.3% 

2006 731,751 4,866,989 5,580,740 87.2% 

2007 765,621 5,061,235 5,826,859 86.9% 

2008 829,057 5,392,890 6,221,947 86.67% 

2009 681,481 6,214,067 6,895,548 90.10% 

2010 724,655 6,266,545 6,991,200 89.63% 

2011 844,479 6,937,020 7,781,469 89.15% 

2012 1,134,633 7,352,922 8,487,533 86.63% 

2013 1,466,853 8,212,782 9,679,635 85.85% 

2014 1,549,975 8,471,364 10,021,339 84.53% 

* Source: Ministry of Labor (2016) 

Table 2.3: Percentage of Saudi Workforce Compared to Foreign Workforce in the Private 
Sector in Saudi Arabia from 2004 to 2014 
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The data in Table 2.2 for the years 1982-2000 show that the average rate of Saudi 

nationals working in the private sector represents 18.43%, compared to an 

average of 81.41% of overseas workers.  In contrast, Table 2.3 for the years 

2004-2014 shows that the average rate of Saudi nationals in the private sector 

workforce fell to 12.74% compared to 87.26% for overseas workers. This 

represents a decline in the growth of Saudi jobs in the private sector workforce 

from 18.43% to 12.74%. However, this may indicate a deficiency in the 

implementation of the nationalisation policies. This could be attributed, for 

example, to the fact that a country such as Saudi Arabia finds it difficult to limit 

the hiring of foreign workers, in particular for manual jobs such as in construction 

and waste collection. Additionally, the higher wages of Saudi workers compared 

to the immigrant is another factor that limits Saudisation progress (MEP, 2020). 

Thus, the slow progress of localisation policy, which has cost billions for nearly 

three decades, leads to a prediction that the success of Vision 2030 will be 

subject to wide controversy. 

The eighth phase of the Saudisation policy, from 2004-2009, also aimed to 

reduce the number of foreigners working in the private sector (Alotaibi, 2014). 

The HRDF did not provide the necessary support for training, education, or 

assistance to Saudis leaving school and entering employment; this led to a rise 

in the number of untrained individuals in the private workforce. However, the 

proposed increase in jobs for Saudi has not gone well; it dropped by -0.01, in 

contrast, foreigners' rate of employment increased by 56.92. This reflects that the 

policy of replacing foreigners by Saudis is complex and difficult to be achieved. 

Therefore, at the end of this phase, it was concluded that the Saudisation system 

had not achieved its objective of increasing job opportunities for Saudis. This 
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failure was the reason for the emergence of another program called Nitaqat, 

which is a similar policy to Saudisation, with the aim of enhancing the participation 

rate of the Saudi worker in the private sector workforce. 

2.5.1 Nitaqat 

The Ninth Development Plan (2010-2014) witnessed the birth of the Nitagat 

SURJUDP�� ,Q� $UDELF�� WKH� ZRUG� 1LWDTDW� PHDQV� ³UDQJHV´�� ³EDQGV´� RU� ³]RQHV´�

(Alshanbri, et al, 2015; Koyame-Marsh, 2016). Nitaqat is used to make a 

classification on a specific basis, for example, A is 1-5, B is 6-10 and C 11-15, 

and so on. Alshanbri, et al, (2015), and Peck (2013) pointed out that the program 

was approved in 2011 as a Saudisation initiative in order to increase job 

opportunities for Saudis in the private sector and accordingly, to reduce 

unemployment rates. 

According to the Saudi Ministry of Labor (MOL) the Nitaqat scheme is in line with 

the goals of the Kingdom's Vision 2030 and the National Transformation Program 

2020. The scheme, in addition to its main aim mentioned earlier, aims to raise the 

performance of the workforce, provide suitable jobs for citizens, reduce non-

productive jobs, reduce the dependency on the foreign workforce, and reduce 

Saudi unemployment rate. Although Vision 2030 came after 4-years of Nitaqat, it 

can be seen that Nitaqat now is one of the strategies to achieve the Vision. 

$FFRUGLQJ� WR�1LWDTDW¶V� IRUPXOD�� SULYDWH� VHFWRU� FRPSDQLHV� DUH� GLYLGHG� LQWR� ILYH�

categories based on the number of employees. The five size categories are very 

small firms (1±9 employees), small firms (10±49 employees), medium firms (50±

499 employees), large firms (500±2,999 employees), and giant firms (3,000+ 

employees) (Peck, 2017). Thus, it appears here that Saudisation according to 
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Nitaqat is based on the total size of the workforce for each private enterprise, 

unlike the previous policy, where the private sector had been targeted as a whole. 

According to Alghamedi, (2016), Saudi MOL has classified the private sector 

institutions into two additional categories: existing established organisations and 

newly established organisations. This new category gives a grace period of one 

year to the newly established firms without applying the rules of the Nitaqat (five 

size categories); however, after one year those organisations have to comply with 

the rules.  It seems that the Saudi government wants to strongly localise all private 

sector firms, including Small and Medium-sized Enterprises (SMEs) even with 

lower than ten workers. 

Further, Nitaqat has divided the private enterprises into four bands: Premium, 

Green, Yellow, and Red to make sure each band absorbs a Saudi workforce 

(Koyame-Marsh, 2016; Alghamedi, (2016)). The premium zone includes any 

entities achieving superior nationalisation performance with the highest 

percentage of Saudi employees. The green zone is for entities that achieve good 

nationalisation performance, with a good percentage of Saudi employees. The 

yellow zone is for entities achieving below average performance with a lower 

percentage of Saudi employees. Last, the  red zone comprises entities achieving 

poor nationalisation performance by hiring the lowest percentage of Saudi 

employees. The Ministry of Labor has set rewards for compliance with the 

regulations, and penalties otherwise. 

As previously stated, the cost of the Saudi workers is one of the disadvantages 

of the Saudisation growth in the private sector. Peck (2013) notes that the high 

costs imposed by the Nitaqat project led to a closure of nearly eleven thousand 
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firms leading to a significant loss of jobs for both Saudis and non-Saudis, and 

ultimately increasing the rate of unemployment. Statistically, the comparison 

between the data from 2011, when the Nitaqat scheme was launched, and the 

data for 2020, four years after the launch of Vision 2030, shows that Saudi job 

growth grew by 1.03% during the past nine years, while for the first time the 

growth of jobs for foreign workers decreased by -0.14% (GAS, 2020). Therefore, 

positively, there is a slight growth in Saudisation, as well as a slight decline in 

foreign jobs. Negatively, the small size of growth may reflect a lack of adequate 

implementation of such policies (e.g., Saudisation and later Nitaqat). This, in 

contrast, gives an expectation that if Vision 2030 rests on premises similar to 

those of the previous policies, it may not be expected to achieve adequate results 

by the end of 2030. 

This overview of Saudi Arabian infrastructure shows that the country has passed 

through major developments in recent decades. Clearly, the private sector has 

played a role in these developments, so it may be assumed that managerial styles 

imported from the private sector may contribute improved efficacy in the Saudi 

public sector. The next chapter extends the theoretical underpinnings of this 

research by exploring New Public Management. 

2.6 Chapter Summary: 

This chapter has provided a brief background about the Kingdom of Saudi Arabia. 

The background derives from three main issues: religion, economy, demography, 

providing a suitable preface to the readers about the Saudi culture, economy, 

religion, and education infrastructure, and to show how the country has passed 

through several periods of economic development.   
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It has highlighted that Saudi Arabia is one of the largest among the Arab countries 

DQG�LV�FKDUDFWHULVHG�E\�LWV�GHVHUW�WHUUDLQ��,W�KDV�EHHQ�VKRZQ�WKDW�WKH�4XU¶DQ�DQG�

Sunnah are the two sources of Saudi constitution. Administratively, Saudi Arabia 

consists of thirteen regions, each region has a governor. The large administrative 

distribution of Saudi Arabia raises a number of questions regarding the 

preference of either a centralised or decentralised model to manage the regions 

and in particular the government institutions (e.g., universities). Therefore, this is 

an important point to bring to the research, which will be discussed theoretically 

and critically in the third and fifth chapters. 

It has been made clear thDW�6DXGL¶V�HFRQRPLF�GHYHORSPHQW�KDV�OHG�WR�DQ�LQFUHDVH�

in the population that, accordingly, has resulted in a slight increase in the rate of 

unemployment. In response, multiple reforms, such as Saudisation and Nitagat, 

have been implemented by the government to reduce unemployment. A review 

of these reforms concluded that the Saudisation program did not achieve the 

expected successes; therefore, it was replaced by the Nitaqat program, which is 

still in place. Such policies, in addition to Vision 2030, give the impression that 

the Saudi government is endeavouring to reform the economic conditions and to 

raise the efficiency of its public and private sectors. This research will discuss the 

public sector and test NPM model to see whether or not it is an adequate model 

to revitalise the public sector. 

The infrastructure of the kingdom has been through various phases of 

development, which make the kingdom one of the fastest developing countries. 

Islam is the religion of the kingdom. All matters pertaining to life and work are 

based on it. Both public and private sector regulations are set according to the 
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law of Islam. Therefore, it is not possible to propose or impose any programs, 

plans, or policies that conflict with the religious principles.  

Lastly, it has lastly been shown that the Saudi government has tried to minimise 

its dependency on oil by the enhancement of role of the public and private sectors 

and by increasing its non-oil products. Saudi Arabia is still pursuing improvement; 

Vision 2030 is the most recent plan IRU� FRQWLQXLQJ� WKH� FRXQWU\¶V� QDWLRQDO�

development. This research investigates the impact of reform in the HE sector, 

against the backdrop of the policies outlined in the Saudi Vision 2030 and the 

internationally-acclaimed NPM model²a framework developed in the western 

context, based on neoliberal principles for the improvement of public sector 

delivery.  
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3. Chapter Three: New Public Management 

3.1. Introduction 

7KH�³1HZ�3XEOLF�0DQDJHPHQW´��130��LV�WKH�WHUP�DVVRFLDWHG�ZLWK�WKH�SDUDGLJP�

shift in the approach to public sector management that occurred in the 1980s 

(Boyne, 2002; Hood, 1995).  This shift initially occurred in OECD countries such 

as the UK, Sweden, and New Zealand (Hood, 1995). Indeed, globalisation has 

not only facilitated the transfer of products and services across countries, but also 

of management practices (Aycan, Al-Hamadi, Davis and Budhwar, 2007), not 

only in the private, but also the public sector, as demonstrated by the global 

interest in the NPM model of public sector management during the last four 

decades governments in many countries, particularly in the West, have adopted 

NPM managerial practices.  Pollitt and Bouckaert (2011)  describe this this global 

WUDQVIHU� RI� LGHDV� DV� WKH� ³LQWHUQDWLRQDOLVDWLRQ� RI� SXEOLF� PDQDJHPHQW�´� ZKLFh 

allowed for the adoption of notions that were seen to be politically acceptable and 

a popular means of addressing several of the challenges faced by national 

governments in the delivery of public goods and services.  

Hood (1991) described NPM as a management philosophy that aims to shift 

public organisations more into alignment with private sector practices, through 

the shift away from core institutions of government to privatisation and semi-

autonomous agencies and the attempts to reduce government expenditure and 

growth. The NPM model is characterised by greater focus on professional 

management in the public sector, the adoption of standards and performance 

measures, greater attention directed to output measurement and quality control, 

the disaggregation of large public sector organisations into smaller units, more 
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emphasis on competitive practices, and finally, greater attention to efficiency in 

resource allocation (Hood, 1991). NPM reforms, therefore, are intended to 

reorient the public sector toward business-like approaches, especially regarding 

objectives and methods, including a stronger role for quasi-markets in shaping 

and determining resource allocation. 130¶V�HPEHGGHG� FRQFHSW� UHJDUGLQJ� WKH�

reorientation of government is likely to be a particularly complex issue in Saudi 

Arabia, since despite attempts to modernise the state, the administrative systems 

continue to be framed by organisational and management values that are strongly 

influenced by traditional cultural and religious concepts handed down from 

generation to generation through Islamic law. 

To this end, Hood (1995a, 1995b), Power (1997); and Andresani and Ferlie 

(2006) indicate a number of private sector management techniques that can be 

implemented in the public sector, such as empowerment and entrepreneurship 

(instead of the classic independence associated with public sector professionals 

and managers), devolution of authority to operational units, and active 

assessment of performance and advanced systems, involving audits, quality 

management practices and measures of client satisfaction. In these areas, NPM 

can play a crucial role in many public organisations, pursuing the objectives of 

efficiency, effectiveness, and quality. Regarding entrepreneurship in reform 

processes, Cummings (2015) defines the concept as a method of learning by 

doing and applying, which allows development to take place gradually and 

organically rather than according to a grand plan. Consequently, employees in 

organisations undergoing reform are expected to have the faith, passion and 

desire to achieve the transformation, rather than merely believing that adhering 

to a pre-prepared plan would achieve it. Cummings (2015) further states that, 
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when compared to others in the same organisation, some individuals have 

personal characteristics that enable them to work in an entrepreneurial manner. 

Such characteristics include a desire and eagerness to make decisions 

regardless of the unknown, no fear of making and recognition of mistakes, and 

the ability to listen to others. Additionally, individuals have to be committed to 

achieving specific goals, regardless of the obstacles and the length of time to 

achieve them. It is assumed therefore these personality traits distinguish 

individuals in public sector organisations that adopt NPM the model.  

As Boynes (2002) explicates, however, the operational objectives of public and 

private organisations are fundamentally different. Private sector firms are owned 

and operated by entrepreneurs and shareholders and heavily influenced by 

market forces, while public entities are collectively owned by communities, 

operate with public financing and are predominantly subject to political interests 

(Boynes, 2002).  It is felt that these differences militate against the successful 

transfer of management practices from the private to the public sector (Boynes, 

2002).  

Purportedly, NPM reforms, modelled on private sector practices, were introduced 

with the aim of increasing the efficiency and effectiveness of public organisations 

and to improving the quality of outcomes in the public sector (Boyne, 2002; Noblet 

et al., 2006; Descubes and McNamara, 2015). Given the internationalisation of 

these predominantly Western NPM management concepts, context becomes an 

important factor, as the transfer of reforms successfully implemented in one 

context to another without studying the recipient context in detail may be complex, 

particularly if that context is politically, economically, and socially different. 
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McCourt (2002) posits that, when introduced in a new context, ideas and models 

DUH�RIWHQ�VKDSHG�DQG�LQIOXHQFHG�E\�D�SDUWLFXODU�FRXQWU\¶V�SROLWLFDO� LPSHUDWLYHV��

laws and culture during implementation. Particularly in relation to developing 

countries, Aycan et al. (2007) emphasise the importance of conducting research 

in these contexts to test the generalizability of Western models and practices and, 

where necessary, develop alternatives for use in such contexts. Extending this 

notion to public management models, McCourt (2002) posits that it may be 

necessary to tailor public management models to better suit the context, 

particularly in developing countries. Indeed, the challenges which may be 

encountered in introducing successful models from other contexts into culturally 

and socially diverse settings is highlighted by )LUWK¶V� � ������� DVVHUWLRQ� WKDW�

management models from the UK and USA imported to the Romanian context 

were neither understood nor easily transferred and were primarily hampered by 

cultural differences. Similarly, Malik, Budhwar, Patel and Laker (2021, pp.2-3), 

based on case studies conducted in India, argue that research emphasises the 

importance of understanding the indigenous knowledge, ancient philosophies 

and religious ideologies that prevail in a particular context prior to the adoption of 

some Western HRM practices. Soo too, Malik et al. (2021) highlight the 

importance of understanding the indigenous context because the importation of 

such models might result in long-term tensions in social structures.  

$V�H[SODLQHG�LQ�&KDSWHU�7ZR��6DXGL�$UDELD¶V�VRFLDO�DQG�FXOWXUDO�FRQWH[W��ZKLFK�LV�

significantly influenced by Islam, is significantly different from most western 

countries. Undoubtedly, the religious, cultural and social characteristics of Saudi 

Arabia will impact the transfer of aspects of the NPM model to that context.  

However, given that the NPM model is based on private sector ideals, Shipton, 
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6SDUURZ�� %XGKZDU� DQG� %URZQ¶V� ������� ILQGLQJV� LQGLFDWLQJ� WKDW� HPSOR\HHV� LQ�

countries characterised by a collectivism and the avoidance of uncertainty tend 

to be less enterprising, will be pertinent as Saudi reform initiatives like the Vision 

2030 are examined and critiqued.  

This research study examines impact of HE reforms through the perspectives of 

select university employees in Saudi Arabia. The topic of reform is in the HE 

sector not new, and several studies have been conducted in the same field, 

particularly in developed countries. For instance, Barry, Chandler and Berg 

(2007) H[DPLQH�ZRPHQ¶V�PRYHPHQWV�DQG�130 in HE in Sweden and England; 

Tahar and Boutellier (2013) assess resource allocation in HE in Switzerland; 

Haworth and Pilott (2014) investigate HE reform in the context of NPM in New 

Zealand; Mansour, Heath and Brannan (2015) look at HR management in HE in 

the UK; Bessant, Robinson and Ormerod (2015) study sustainable development 

agenda in HE through the lens of NPM in England; Jungblut, (2016) examine 

governance in HE in Western Europe; and, Silander and Haake (2017) study 

research in HE in Sweden. Unlike these previous studies, this study focuses on 

HE reforms in the Saudi context, thereby contributing to the ongoing discourse 

on whether NPM has broader applicability to international (non-Western) 

contexts, or limited suitability only to Western countries. 

The application of NPM purportedly raises the efficiency, effectiveness, quality 

and performance of public sector institutions, including HE institutions. There is 

a semi-consensus that NPM has shifted the main traditional identification of the 

higher education sector to that of a business-like organisation (Karpov, 2017; 

Molesworth et al., 2009; Arum and Roska, 2011; Hall, 2018). Education and youth 

preparation for the future are the public services provided by universities; 
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however, it seems that some of the universities that adopt NPM have changed 

their orientation and have become profit oriented. Faculty staff members, who are 

the main element, have gradually lost their academic freedom. This means that 

universities have begun to seek profits rather than providing a high-quality 

educational service, which ultimately presents a great challenge when reforming 

universities.  

Against this backdrop, this thesis interrogates the views of select practitioners²

HR managers and academic lecturers in the HE sector in Saudi Arabia to 

determine the likely impact of the implementation of aspects of NPM, in the 

context of reform. It is noteworthy that there is a new economic orientation in 

Saudi Arabia (Vision 2030), and the government exerts significant pressure on 

the public sector to seek mechanisms to increase efficiency, effectiveness, and 

quality. There are also few studies on this issue in the Arab world. In 2003, 

particularly in Saudi Arabia, it seemed logical to conduct research aimed at 

understanding the opinions of people assumed to be influential in circumstances 

of change. As Mansour, Heath, and Brannan (2015) affirm, the perspective of 

academics on this issue has been widely explored, therefore investigating a non-

academic voice will be a positive contribution to extant literature. Needless-to-

say, the perspective of academics is still invaluable, particularly in non-Western 

contexts, as it seems to be under-represented in the literature. This research 

study investigates whether the changes and consequences (e.g., profit-oriented, 

weakening of academic freedom) that have occurred in the HE sector in some 

Western countries are relevant in a different context, such as Saudi Arabia. In 

addition, the research introduces another probability, which is that the 

introduction of the Western concept of NPM in the Saudi context perhaps creates 
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a different Saudi-model. Research conducted by   Wang et al. (2019, p.913), cited 

in Malik et al. (2021), on the Chinese public sector highlights the need to 

contextualise developing theories in their application to new contexts. Similarly, 

Malik et al. (2021, p.5) observe that contextual issues often underlie the 

challenges experienced in the implementation of imported models, thereby 

reinforcing the call for contextualisation in culturally sensitive settings. While 

these assertions are pertinent to other fields, they are also relevant to public 

administration and the NPM approach, which frames this thesis and its discussion 

on the application of the NPM model in Saudi Arabia, a non-Western country.  

These discussions pave the way to understanding the main objective of this 

thesis: to investigate the opinions and understanding of faculty staff members 

(FSMs) and human resource managers (HRMs) about the impact of specific 

reforms on the higher education sector. In addition, this analysis will contribute 

theoretically and practically to existing studies in this domain. 

The subjective nature of the normative assumptions that frame this investigation 

is acknowledged, and the potential impact of NPM is discussed through a largely 

qualitative, subjective lens, recognising that the different opinions, experiences 

and indeed realities that the participants bring to the study may or may not be 

similar in different areas of the globe. It is anticipated, therefore, that the research 

findings will contribute to the knowledge and understanding of the applicability of 

NPM as a truly international model, which may be adopted in any country and 

situated in context, shaped by historical, cultural, social, economic, political and 

institutional nuances, or whether it is only applicable in some contexts. To this 

end, through the lens of select practitioners in the HE sector in Saudi Arabia, the 

research examines several practices in the Saudi public sector that appear to be 



59 
 

inconsistent with the NPM model and therefore may pose a challenge to NPM 

implementation. 

Having provided an overview of NPM, the remainder of this chapter focuses on 

the definition of NPM and the rise of NPM approaches. Then follows a critical 

discussion of NPM and its impact on HR practices in public organisations, 

particularly in the global higher education sector. This critical discussion outlines 

important points such as the applicability and the transferability of the model to a 

location and environment different from where it was created. The political origins 

and the motivation to adopt the model will also be clarified. The chapter also 

reviews the associated claims, results, and consequences of the model. The 

discussion then narrows to developing countries, with particular reference to 

higher education in the KSA. 

3.2 Defining NPM 

Providing the historical context for the emergence of NPM helps us to understand 

that people have managed public services since ancient times in settlements all 

over the world. Each generation has built upon the previous, and progress has 

oscillated according to the fortunes or otherwise of the ruling governments. While 

WKLV� WKHVLV� DFNQRZOHGJHV� WKH� HDUO\� VWHSV� DV� SDYLQJ� WKH� ZD\� IRU� ³PRGHUQ´�

management ideology, its focus, however, is on more recent times. 

To understand NPM, the term itself must first be defined clearly. Pollitt and 

Bouckaert (2004, p.8) refer to NPM as  

³The shift in public management styles, or public management reform, it 

consists of deliberate changes to the structures and processes of public 

sector organisations with the objective of getting them to run better�´ 
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 Although the definition is perhaps interpreted by the assumption that NPM is a 

tool or an approach to improve public sector organisations, the thesis also posits 

that there is a contestation to this assumption (e.g., NPM may not achieve its 

claims in reality); this will be discussed later in the chapter.  As Hood (1991) 

affirms, many OECD countries adopted an NPM agenda in the 1970s, aiming to 

provide the public sector with a set of business methods and a managerial ethos 

to promote the objectives of accountability and transparency. The investigation 

of the NPM model in the Saudi public sector outlines the extent of the 

transformation of management thought (e.g., from public administration to NPM), 

with a view to identifying any common and unique elements between the models. 

Section 3.6 discusses management in the Saudi public sector in detail. 

According to Dawson and Dargie (2002), the NPM movement arose due to the 

perceived inefficiency and the ineffectiveness of the public sector. Dawson and 

Dargie (2002) describe NPM as a movement to adopt private sector strategies 

based on an ideology or belief that the public and private sectors do not have to 

be organised and managed in fundamentally different ways. For Mathiasen 

(1999), the OECD has defined NPM as a new model for public management that 

aims to promote a performance-oriented culture while countering the public-

sector tendency towards centralisation. Mathiasen (1999) identified the 

characteristics of NPM as: 1) results-orientation, concentrating on the efficiency, 

effectiveness and quality of services; 2) shifting centralised and hierarchical 

structures to a more decentralised model; 3) a focus on cost-effective policy 

outcomes and, as a result of additional flexibility, finding alternatives to public 

provision of services; 4) concentration on efficiency, productivity  and enhanced 

competitiveness within public organisations; 5) reinforcement of strategic 
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capacity to deal with change flexibly (Mathiasen, 1999). States are likely to adopt 

NPM in their search for methods and partners to provide public services to people 

in a more efficient, effective, quality and competitive way, which is likely to reduce 

WKH�JRYHUQPHQW¶V�UROH�LQ�VHUYLFH�SURYLVLRQ�DQG�LQ�UHWXUQ�Oimit its role in supervision. 

,Q�WKLV�UHJDUG�� LW� LV�QRWHZRUWK\�WKDW�6DXGL�$UDELD¶V�9LVLRQ������VWDWHV��³We will 

VHHN�WR�VKLIW�WKH�JRYHUQPHQW¶V�UROH�IURP�SURYLGLQJ�VHUYLFHV�WR�RQH�WKDW�IRFXVHV�RQ�

regulating and monitoring them and we will build the capability to monitor this 

transition´��9LVLRQ�������������S�������which appears to be an explicit indication 

RI�D�QHZ�WUHQG�ZLWK�UHVSHFW�WR�JRYHUQPHQW¶V�UROH�LQ�SXEOLF�VHUYLFH�GHOLYHU\. 

As an example, NPM claims to enhance public sector competition. According to 

Lapuente and Van de Walle (2020), traditional public administration institutions 

provided its service in a consistent and unified manner; in contrast, NPM 

encourages competition in public services provision through marketisation. 

Based on marketisation, public organisations create internal markets and 

contract-out to the private sector. The government then funds and selects the 

service providers relying on performance, which is assessed by the customer. 

Therefore, service-quality is likely to improve; however, the challenge is the 

suitability of the marketisation concept as well as all NPM components within the 

Saudi context. The study examines this issue. 

According to Hood (1991), NPM's rise appears to be associated with four 

DGPLQLVWUDWLYH�³PHJDWUHQGV´� 

�� Attempts to slow down or reverse the growth of the state, in terms of overt 

public spending and staffing. 
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�� The shift towards privatisation and quasi-privatisation and away from core 

JRYHUQPHQW� LQVWLWXWLRQV��ZLWK� UHQHZHG�HPSKDVLV� RQ� ³VXEVLGLDULW\´� LQ� VHUvice 

provision. 

�� The development of automation, particularly in information technology and in 

the production and distribution of public services; and 

�� The development of a more international agenda, increasingly focused on 

general issues of public management, policy design, decision styles and 

intergovernmental cooperation, on top of the older tradition of individual 

country priorities in public administration (Hood 1991, p3). 

The aims of Vision 2030 are not far from these managerial intellectual trends. For 

example, the Vision aims to reduce spending on defence industries through the 

localisation of military industry, to reduce the cost of government services through 

collaboration between the government agencies on the services programme and 

to rationalLVH�JRYHUQPHQW¶V�VSHQGLQJ�E\�EHLQJ�FRVW-effective. This corresponds 

with Hood's first trend, which is reducing the state's growth in terms of spending. 

As indicated in an earlier paragraph, the privatisation trend of NPM highlighted 

by Hood (1991) is a fundamental aim of Vision 2030. The vision aims to privatise 

its public services (e.g., health care and education), and its state-owned assets 

WKURXJK� HVWDEOLVKLQJ� SXEOLF� FRUSRUDWLRQ� ³TXDVL-PDUNHWV´�� XVLQJ� WKH� EHVW�

international practices, and paving the way for investors and the private sector in 

order to provide high quality services, bring diversified revenues, create a more 

competitive environment, and develop the country's economy. In return, the state 

will limit its role to regulation and supervision rather than providing the service. 
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Regarding technology, Saudi Arabia has made remarkable progress in e-

government. The scope of online services has already been expanded over the 

last decade to include employment programmes, online job searches, e-learning 

services, traffic, passports and civil affairs, online payment services, online 

LVVXDQFH� RI� FRPPHUFLDO� UHJLVWHUV�� DPRQJ� RWKHUV�� $FFRUGLQJ� WR� WKH� 81¶V� H-

Government Index of 2020, Saudi is ranked 43 compared to 90 in 2004 (Vision 

2030, 2020). However, the Vision is still seeking to support the use of technology 

in public services provision. 

While Vision 2030 has not explicitly specified a managerial trend, the text 

indicates some compatibility between the state's new orientation and the major 

elements of NPM. Clearly, there are some apparent similarities between the goals 

RXWOLQHG� LQ� 6DXGL¶V� 9LVLRQ� ����� DQG� VRPH� RI� WKH� HOHPHQWV� RI� 130� �L�H��� WKH�

introduction of the new system of autonomy for universities, which may allow for 

more operational freedom with potential for increased accountability, quality 

assurance, and market competitiveness). These similarities provide a major 

justification for the in-depth discussion of the NPM model in this thesis. It is also 

important to note that while there are similarities to the goals of the Vision 2030, 

research demonstrates that the political ideologies and legal frameworks of 

recipient countries have militated against easy adoption of Western policies and 

practices, particularly those related to HRM, in Asian-Pacific emerging 

economies (Budhwar, Varma and Patel (2016), and the case is likely to be the 

same with the adoption and implementation of the NPM model in the HE sector 

in Saudi Arabia, given the strong influence of the traditional Islamic religious and 

cultural value system, and the prevailing strong adherence to bureaucratic, 

centralised administrative rules and procedures in the Saudi HE sector. 



64 
 

This section provided a brief summary of various definitions of NPM, which may 

be viewed as a trend in administrative reform, representing a shift from previous 

public administration practices to the new ethos of public management. Emerging 

as a critique of bureaucracy in the sense established by Max Weber, NPM has 

achieved valuable early objectives in areas such as efficiency, effectiveness, 

quality, decentralisation, cost-effectiveness, privatisation, advanced technology, 

etc. The new model assumes that the public sector should follow private sector 

norms, based on a key assumption that business-like practises and methods 

would improve public sector organisations' efficiency and effectiveness (Alford 

and Hughes, 2008). 

3.3 The Development of NPM 

To interpret the development of NPM, the origins of public management should 

EH�H[DPLQHG�WR�SURYLGH�FRQWH[W�IRU�WKH�ULVH�RI�³QHZ´�Sublic management. The UK 

provides a microcosm of the international debate (Osborne and McLaughlin, 

2002), having initiated some of the most extensive reforms undertaken in the 

world (Pollitt, 2013a), leading to it being seen as a pioneer of NPM (Lapsley, 

2009). Based on the UK experience, Osborne and McLaughlin (2002) developed 

a helpful four-stage model of the development of public management theory since 

the late nineteenth century.  

7KH� ILUVW� VWDJH� RI� 2VERUQH� DQG�0F/DXJKOLQ¶V� �������PRGHO� ZDV� WKH� ³PLQLPDl 

VWDWH´�SHULRG�LQ�WKH�ODWH�QLQHWHHQWK�FHQWXU\��ZKHUH�VRFLDO�VHUYLFHV�ZHUH�SURYLGHG�

by the charitable sector and the role of the state was to provide national 

DGPLQLVWUDWLRQ��7KH�³XQHTXDO�SDUWQHUVKLS´�EHWZHHQ�WKH�VWDWH�DQG�QRQ-government 

actors in the early twentieth century was the second stage, where most public 

services were provided by charitable and non-profit institutions while the 
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government contributed to public service provision at a minimal level. 

Subsequently, due to the inefficiency and ineffectiveness of charitable and private 

VHFWRU�PDQDJHPHQW�RI�VHUYLFHV��WKH�³ZHOIDUH�VWDWH´�HPHUJHG�DIWHU�������ZRUNLQJ�

to meet all the needs of its citizens until the 1980s. The important aspect of this 

phase was the public sector's dominant position over the provision of public 

services throughout this period (Osborne and McLaughlin, 2002). Most recently, 

WKHUH�ZDV�WKH�ULVH�RI�WKH�³SOXUDO�VWDWH´��IURP�WKH�ODWH�����V�RQZDUGV��DV�D�UHDFWLRQ�

to dissatisfaction with the welfare state. During this period, governments looked 

to meet the needs of individuals more effectively by shifting the focus of public 

service provision from the collective level to the individual level (Osborne and 

McLaughlin, 2002). 

This transformation aimed to alter bureaucratic hierarchies and the process of 

management, and to enhance national administrative productivity and 

performance (Hood, 1991; Pollitt and Bouckaert, 2004). Iacovino, Barsanti and 

Cinquini (2017), state that when new reform is added to an old reform or system, 

the result is a complex and hybrid model. Thus, a combination of administrative 

ideas including traditional public administration, NPM, and post-NPM (e.g., new 

public governance) can be seen when undertaking an institutional or 

organisational reform (Christensen, 2012). For example, NPM embodies some 

characteristics of the traditional bureaucracy, such as coordination and 

specialisation. Hence, it is perhaps difficult to claim that NPM has eliminated 

bureaucracy or even that NPM is a completely different model from previous 

ones. Nevertheless, each model still has unique characteristics; for example, 

marketisation and privatisation style characterise the NPM model.  
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As Walker et al. (2011) suggest, the adoption of NPM is typically based on market 

orientation and aims to transform the activity of public organisations so that they 

perform similarly to private companies engaged in competition to meet consumer 

demand. Accordingly, NPM is seen to encourage a focus on the demands of 

individuals as consumers. Brown (2004) observe that implementing private sector 

PHWKRGV�ZDV� HTXLYDOHQW� WR� VKLIWLQJ� WKH� SXEOLF� VHFWRU¶V� JXLGLQJ� SULQFLSOHV� IURP�

administration to management, as a strategy to attain the goals of efficiency, 

effectiveness and quality of service. The managerial model that emerged was 

called new public management (NPM), which represented a challenge to the 

capacity of management to improve organisational effectiveness.  

As indicated at the start of the section, the UK represents a microcosm of the 

implementation of NPM globally�� ,Q� WKH� 8.�� WKH� ³7KDWFKHULVP´� WKDW� HPHUJHG�

GXULQJ� WKH� &RQVHUYDWLYH� 3DUW\¶V� WHQXUH� IURP� ����� WR� ������ FRQWULEXWHG� WR�

advancing privatisation and marketisation as solutions to the perceived 

inefficiency and ineffectiveness of the delivery of services by the public sector 

(Osborne and McLaughlin, 2002). Although public sector efficiency was the 

MXVWLILFDWLRQ� JLYHQ� IRU� WKLV� LQLWLDWLYH��0DUJDUHW� 7KDWFKHU¶V� JRYHUQPHQW� ZDV� DOVR�

seeking to achieve the objectives of cost-cutting and economic growth, which 

they posited could be best accomplished using private sector approaches 

(Metcalfe, 1989, cited in Osborne and McLaughlin, 2002).  

Apparently, the cost-cutting and economic growth objectives were not the only 

ones behind Thatcherism. According to Pollitt (1990) cited in Shepherd (2018, 

S��������0DUJDUHW�7KDWFKHU�ZDV�VHHPLQJO\�³VFRUQIXO´�RI� WKH�UROH�RI� WKH�³QDQQ\�

VWDWH´��DOVR�UHIHUUHG�WR�DV�³SDWHUQDOLVP´�DQG�WKH�GHSHQGHQF\�FXOWXUH��1HZPDQ��

1998 cited in DiHIHQEDFK� ������ S������� 7KH� WHUP� ³QDQQ\� VWDWH´� UHODWHV� WR� D�
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government that tries to give too much advice or enact too many laws regulating 

SHRSOH¶V�OLYHV��H�J���HDWLQJ��VPRNLQJ��RU�GULQNLQJ�DOFRKRO���&DPEULGJH�'LFWLRQDU\��

2020). The government restricts individual choice by imposing laws and policies 

governing daily life (e.g., health and education). In this regard, it is possible to 

XQGHUVWDQG�130¶V�SROLWLFDO�PRWLYH�RI�UHGXFLQJ�WKH�UROH�RI�JRYHUQPHQWV�WRZDUGV�

individuals through freedom of choice. 

In summary, it can be said that, although enhancing the efficiency, effectiveness, 

and quality of public services delivery to beneficiaries is one of the scenarios 

EHKLQG�130¶V�ULVH��SROLWLFDO�DQG�HFRQRPLF�GULYHUV�DUH�DOVR�VHHQ�NH\�IDFWRUV�IRU�

WKH�PRGHO¶V�HPHUJHQFe. Every new iteration of NPM was derived from criticism 

of the precedent, and the key justification was the inefficiency, ineffectiveness 

and preparedness of the previous stage (Osborne and McLaughlin, 2002). At 

each stage, proponents claim that public service delivery would be improved and 

enhanced. This study seeks to explore the actuality of some of these claims of 

the NPM in the context of their transferability and applicability to the HE sector in 

Saudi Arabia. Given that some NPM trends such as marketisation and 

privatisation are especially evident in the Saudi HE sector, the sector seemed 

ideally suited to the exploration of the issue of NPM implementation. To this end 

four NPM models are examined (Hood (1991), Osborne and Gaebler (1992), 

Peters (1996) and Ferlie et al. (1996)). Using the repeated and the most common 

NPM elements in the models, an investigation of their occurrence in five Saudi 

public universities was conducted. The investigation of these elements in a new 

context helped to identify the new transformation in the Saudi public sector (e.g., 

from public administration to public management), particularly within the 
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framework of the new Saudi reform plan: Vision 2030. The next section examines 

the traditional management model, in which NPM has its roots.  

3.4 Traditional Public Administration 

While NPM dominates the discussion on public administration during the 1980s 

and 1990s (Bryson, Crosby and Bloomberg, 2014), it is necessary to review the 

earlier model because, as Hood (1995 p.103) posits, the rise of NPM coincides 

ZLWK�WKH�GLVDSSHDUDQFH�RI�WKH�³ROG�PRGHO´�DQG�LWV�³ORVV�RI�KDELWDW´��For example, 

higher education institutions have become more oriented to business, markets, 

and quasi-markets under NPM, rather than providing the traditional mission such 

as knowledge, education, research and community service. Therefore, to 

understand the development of public administration, it is useful first to 

understand how the old model came into existence. This section provides an 

overview of traditional public administration (TPA), particularly through scholarly 

critiques of the models advocated by the early theorists²Woodrow Wilson, 

Frederick Taylor and Max Weber. 

According to Hughes (2003, p.17), the traditional model derives from the late 

nineteenth century and may be described as: 

.. an administration under the formal control of the political leadership, 

based on a strictly hierarchical model of bureaucracy, staffed by 

permanent, neutral and anonymous officials, motivated only by the 

public interest, serving any governing party equally, and not 

contributing to policy but merely administering those policies decided 

by the politicians. 
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Although some practices of traditional public administration originated before the 

late nineteenth century, administrative corruption and misuse of office 

characterised these early practices (Hughes, 2003), which have been described 

as ³SHUVRQDO��WUDGLWLRQDO��GLIIXVH��DVFULSWLYH��DQG�SDUWLFXODULVWLF´��.DPHQND��������

p.83, cited in Hughes, 2003). +RZHYHU�� PRGHUQ� EXUHDXFUDF\� �L�H��� :HEHU¶V�

model) was to become impersonal, rational, specific, achievement-oriented and 

universalistic; therefore, the success of the traditional model of administration has 

now made the earlier practices appear atypical (Hughes, 2003). However, while 

WKH�µQHZ�JXDUG¶�have been critical of pre-NPM models, it does not mean that the 

old system was not functional (Osborne and McLaughlin, 2002). 

According to Bryson et al. (2014), TPA appeared in the first decade of the 

twentieth century and was fully expressed by the middle of the century. This 

model was a consequence of processes of industrialisation, industrial capitalism, 

science, the belief in progress and the imperfections and limitations of existing 

markets. Under TPA, it seems that the government was responsible for selecting 

and providing public services and resources. Therefore, the market had no role 

in services provision, nor could individuals to choose the service (Denhardt and 

Denhardt, 2015). 

Denhardt and Denhardt (2000; 2007), have written extensively and critically on 

traditional public administration. From their perspective of TPA, the public service 

may be seen as distributing resources through official government agencies; both 

public policy and public administration were shaped to achieve specific 

REMHFWLYHV��,Q�WKH�73$�PRGHO��WKH�UROH�RI�SXEOLF�DGPLQLVWUDWRUV�LQ�³SROLF\-PDNLQJ´�

is understood to be restricted. However, /LSVN\¶V� QRWLRQ� RI� µVWUHHW� OHYHO�

EXUHDXFUDWV¶�UHPLQGV�XV�WKDW�WKH�FRDO-faced administrators, who are essentially a 
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link between policy makers and point of service delivery, are not powerless; 

indeed, they have levels of discretion. Lipsky describes street-level bureaucrats 

DV�³WKH�KXPDQ�IDFH�RI�SROLF\´��/LSVN\������S�����7KH\�HQDFt public policy whilst 

delivering public services; their accountability is ensured by democratically 

elected leaders. Programmes are managed by hierarchical, top-down 

organisations, which understand efficiency and rationality to be their core values. 

Meanwhile, the participation of citizens is restricted due to the efficiency of the 

closed systems within which organisations work (Denhardt and Denhardt, 2000). 

Regarding accountability in public administration, the experience of non-Western 

countries and regiRQV�LV�DOVR�UHOHYDQW��*LYHQ�WKLV�WKHVLV¶V�IRFXV�RQ�6DXGL�$UDELD��

reports that monitor the public sector in that national context are highly relevant. 

UNPAN (2004) reported that the King of Saudi Arabia retains the authority to 

appoint governors responsible for the administration²including public sector 

services²of their regions according to national policy. In addition, there are 

central agencies that monitor the national administrative system, such as the 

General Auditing Bureau (GAB), Board of Grievances (BoG), and the Control and 

Investigation Board (CIB), (for more details see GAB, 2016; BoG, 2017; CIB, 

2017). These governmental agencies are under the control and observation of 

senior authorities, which are usually appointed directly by the King. 

The interpretation of citizen participation is very important in this context because 

it illustrates the extent to which management concepts are transmitted and 

transferred in the NPM discourse. On the one hand, weak citizen participation 

might result from poor communication or poorly motivated citizens, or from 

government surveillance and control of public processes that could strengthen 

the capacity for governance while reducing trust among citizens (Innes and 
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Booher, 2004). On the other hand, participatory collaboration engaging citizens 

LQ�JRYHUQDQFH�PLJKW� ³GHIXVH� UDFLDO� WHQVLRQV��EXLOG�VRFLDO�FDSLWDO��DQG�HQKDQFH�

FLYLF� FDSDFLW\´� �,QQHV� DQG� %RRKHU�� ������ S������� $FFRUGLQJ� WR� 'HQKDUGW� DQG�

Denhardt (2015), public participation has increased considerably in the work 

processes and procedures employed by government institutions. Therefore, the 

lack of citizen engagement characteristic of traditional public administration may 

be seen as a disadvantage, whereas active public participation may be viewed 

as a positive aspect of NPM, which is based on public choice theory. 

Two basic elements²freedom and market²make public choice theory 

incongruent with the bureaucratic model. According to Hughes, (2003), public 

choice theory is based on two assumptions. First, bureaucratic government 

VWURQJO\�UHVWULFWV� LQGLYLGXDO�IUHHGRP��WKXV��JRYHUQPHQW¶V�SRZHU�KDV�WR�GLPLQLVK�

where there is choice. Accordingly, freedom is better than serfdom; likewise, 

customer choice is better than a bureaucratic command. Second, the assumption 

is that the traditional bureaucratic model did not provide an equivalent and fair 

structure of incentives and rewards as the market does; hence, the market will be 

more effective than bureaucracy. Therefore, in theory it is better to maximise the 

choice of individuals for freedom and efficiency. Freedom of choice, therefore, 

appears to be one of the important assumptions of NPM. For example, in the 

previous example of participation, NPM assumes that the citizen "customer" has 

the freedom to participate and choose the service "product", which will be 

provided by the government, instead of choosing and providing the service by the 

government itself on behalf of the citizens. In this regard, this study will contribute 

to understand the reality and rhetoric of NPM. 
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Hughes (2003) critiques this traditional model under the themes of political 

control, bureaucracy, and public choice. First, Hughes evaluates WKH� ³SROLWLFDO�

FRQWURO´�PRGHO�SURSRVHG�E\�:RRGURZ�:LOVRQ� LQ�������ZKLFK�ZDV�GHVLJQHG� WR�

UHVLVW� WKH� ³VSRLOV� V\VWHP´� LQ� WKH� 8QLWHG� 6WDWHV�� :LOVRQ¶V� PRGHO� GLVWLQJXLVKHG�

between policy and administration and sought to overcome the corruption that 

could result from the relationship between them. However, the actual relationship 

EHWZHHQ� WKH� WZR�ZDV�PRUH� FRPSOH[� WKDQ�:LOVRQ¶V�PRdel described, because 

efficiency and substantive effectiveness could not be achieved by simply 

following directives set by politicians.  

Hughes (2003) contends that transformation of the public service is a process of 

politicisation, which is dominated by current political parties and governments' 

interests. It is clear that governments and political parties' interests come before 

the public interest. Therefore, reforms, including NPM, that are undertaken by 

governments are likely to be motivated by political interests. Hughes (2003) also 

argued that the idea of separating politics and administration does not consider 

that the public servant is linked to politics. Since public servants are responsible 

for their results, the system will become more political and personal. Accordingly, 

LQ�+XJKHV¶�YLHZ��WKH�SUREOHPV�WKDW�ZHUH�H[SHFWHG�WR�EH�HOLPLQDWHG�E\�WKH�SROLWLFV-

administration separation would return (e.g., corruption) because public servants 

would become politicians and a tool to implement policy. Ultimately, Hughes 

�������FRQFOXGHV�WKDW�:LOVRQ¶V�PRGHO��WKH�EDVLV�RI�WKH�WUDGLWLRQDO�PRGHO�RI�SXEOLF�

administration, was unrealistic and incoherent.  

Interestingly, Tahmasebi and Musavi (2011) argue that the politics-administration 

separation has returned in the era of NPM through the emphasis on the role of 

the administration as steering rather than rowing (let the managers manage), 
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thereby freeing the administration from political controls that take the form of red 

tape in order to increase efficiency. Policy makers, therefore, set the policy and 

delegate it to managers; managers, in return, implement the policy and are 

accountable by contract. In this regard, it is difficult to assert that NPM is devoid 

of political motives and completely separated from politics, because 

implementing government changes is almost always politically motivated 

(Hughes, 2003). 

In his critique of TPA, Hughes (2003) also evaluates the ³RQH�EHVW�ZD\´�DSSURDFK�

to work organisation, an idea set out in Taylor's (1911) theory of scientific 

management. Taylor's theory was developed during the administration of 

Theodore Roosevelt, who frequently discussed efficiency in his official 

VWDWHPHQWV��7D\ORU�HYHQ�FLWHG�5RRVHYHOW¶V� UHIHUHQFH� WR� ³WKH� ODUJHU�TXHVWLRQ�RI�

increasing RXU�QDWLRQDO�HIILFLHQF\´� �7D\ORU��������S���3 to show that the United 

States was suffering from poor efficiency and that intervention was required. Here 

a critical question arose: Have governments since the late nineteenth and through 

the twentieth century really sought to enhance efficiency through implementing 

consecutive reforms, or are there other purposes behind these reforms? 

Taylor argues that the solution to inefficiency could be based on the principles of 

scientific management and its foundation oI�³ODZV��UXOHV�DQG�SULQFLSOHV´�LQVWHDG�

of relying solely on the expertise of employees (1919, pp.7, 27). He observed that  

while much can be done and should be done by writing and talking 

toward educating not only workmen, but all classes in the community, 

as to the importance of obtaining the maximum output of each man 

 
1There is an electronic copy of Taylor's original paper available at 
https://archive.org/details/principlesofscie00taylrich 

https://archive.org/details/principlesofscie00taylrich
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and each machine, it is only through the adoption of modern scientific 

management that this great problem can be finally solved. 

Two points can be extracted critically from this direct quotation. First, Taylor's 

similarity between human and machine is perhaps illogical because a human is 

a being that has feelings and senses. Therefore, the theory seems detached from 

both the social and psychological aspects of the employee. Second, Taylorism 

seems also to have ignored the motivation factor, which is essential in HRM. In 

addition, his approach aims to solve a specific problem, based on the single 

optimal technique described in the handbook he authored, as a paradigm for all 

employees (Hughes, 2003). Also, his theory sought to regulate and observe work 

activities in the same way as machines are tested and controlled by engineers, 

to attain a high level of economic efficiency (Sheldrake, 2003). Thus, it seems 

that Taylor's theory ignores the employee's abilities to think, create, take 

responsibility and face problems.  

Taylorism has faced extensive criticism. For instance, Taylor built his theory on 

four principles: (1) every element of work is to be based on science; (2) workers 

are to be selected, trained, taught and developed according to scientific 

principles; (3) cooperation between management and workers will ensure that 

work is proceeding according to scientific principles; and (4) work and 

responsibility are to be divided evenly between management and workers (see 

Taylor, 1919 pp36-37). Taylorism promises that  

under scientific management intermediate periods will be far more 

prosperous, far happier, and freer from discord and dissension. And also, 

that the periods will be fewer, shorter and the suffering less. And this will 
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be particularly true in any one town, any one section of the country, or any 

one state which first substitutes the principles of scientific management for 

WKH�UXOH�RI�WKXPE´�(Taylor, 1919: 29).  

The theory propounds that the success of economic activity depends on following 

scientifically formulated principles. Failure to follow one or more of these 

principles will lead to non-achievement of the desired results. However, Hughes 

(2003) contends that this approach discouraged employees from thinking about 

their work, developing creative solutions and taking responsibility for the 

outcomes of their work processes. In contrast, the NPM model, gives managers 

wide freedom to manage (let the manager manage), which allows individuals to 

think, create and innovate. 

,Q� FULWLTXLQJ� 7D\ORU¶V� WKHRU\�� +XDQJet et al. (2013) identify three challenges 

encountered in practice. First, the limited education of employees had a negative 

effect on the comprehension of scientific management practices among the 

labour force. Second, the belief that individuals are unable to work or think alone 

without supervision dehumanised the workforce and reduced morale. Finally, the 

division of tasks into smaller sub-tasks, each of which required additional 

employees, produced additional costs in task allocation and oversight. Taylorism 

has therefore faced extensive criticism. Accordingly, scientific management was 

made more flexible to reduce these negative aspects. As Pataki and Sagi (2009) 

suggest, the problems related to rigid production organisation and to the 

possibility of employee misunderstandings and negative effects can be mitigated 

by flexibility.  



76 
 

,W� LV�ZRUWK�QRWLQJ�WKDW�ERWK�7D\ORULVP�DQG�:HEHU¶V�FRQFHSW�RI�EXUHDucracy aim 

for the same goal: efficiency. Cole and Kelly (2015) observe that when Taylor 

developed his theory, he aimed to achieve remarkable improvements in efficiency 

in the workplace and to increase the productivity of workers. Similarly, Weber built 

his theory of bureaucracy on the pursuit of an advanced level of efficiency in large 

organisations (Cole and Kelly, 2015). Thus, while each scholar established his 

own theory to develop an aspect of management science, both theories share 

one goal, namely the enhancement of organisational efficiency. This thesis 

argues that NPM represents another means to the same end. 

Taylorism and Weberism have similar disadvantages. As mentioned above, 

Taylor's theory was criticised for ignoring the human factor and its ability for 

creation, innovation and thinking. Likewise, Weber's idea of rationalisation or the 

bureaucratic process in the organisation leads to the reduction and restriction of 

WKH� LQGLYLGXDO¶V� IUHHGRP�� LQLWLDWLYH� DQG� SRZHU�� WKXV�� SHRSOH� DUH� H[SHFWHG� WR�

become restricted like machines and trapped in the iron cage of bureaucracy 

(Courpasson and Clegg, 2006). Therefore, the old management theorists seem 

to restrict the individual's role to Taylor's scientific methods, and Weber's 

bureaucratic framework. Individuals, especially in a creative field like education, 

need more space and freedom. This thesis explores the role of individuals within 

the framework of NPM. 

Bureaucracy represents the third theory of the classical school of administration. 

According to Weber (1968), there are six important characteristics of modern 

EXUHDXFUDF\��WKH�ILUVW�LV�³DUHDV�RI�MXULVGLFWLRQ´��PHDQLQJ�WKH�XVH�RI�UHJXODWLRQV�WR�

delineate and organise institutional activities within bureaucratic agencies. 

6HFRQGO\�� ³RIILFH� KLHUDUFK\´� HVtablishes a rigid system of super- and sub-
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ordination in which higher-level officials supervise lower-level ones. The third 

SULQFLSOH� LV� WKH� ³EXUHDX´�� D� V\VWHP� RI� ZULWWHQ� GRFXPHQWDWLRQ�� ZLWK� VXEDOWHUQ�

officials and scribes to maintain it. The fourth princiSOH� FDOOV� IRU� ³VSHFLDOLVHG�

WUDLQLQJ´�LQ�RIILFH�PDQDJHPHQW��DQG�WKH�ILIWK�UHTXLUHV�WKH�µ¶IXOO�ZRUNLQJ�FDSDFLW\´�

necessary to run official processes at full efficiency. Finally, the last principle 

FRQVLVWV�RI�³JHQHUDO�UXOHV´��FRQVLVWHQW�SULQFLSOHV�WR�EH�IROOowed in management 

decisions (Weber, 1968, pp.956±58). 

Thus, regulations, top-down hierarchy, official documentation, in-depth training, 

working at full-capacity, and general rules are the six key characteristics of 

bureaucracy according to Weber. Based on these, Kitana (2016) observes key 

advantages of the bureaucratic approach, namely the power it achieves through 

strict rules and regulations and top-down authority; the stability and predictability 

of work done by officials; and consistent tenure in roles and responsibilities, which 

empowers employees to maintain the same role and responsibilities for an 

extended period, thus enhancing total organisational productivity. However, 

bureaucracy also carries certain negative features. Inefficiency and delays 

caused by red tape, reporting requirements and strict regulation (Kitana, 2016) 

appear to frustrate the achievement of results using the approach advocated by 

Weber. In addition, employees in bureaucratic organisations tend to be unwilling 

to take risks or to work on their own initiative; accordingly, the creativity, progress 

and improvement possible with individual initiative are negatively affected 

(Kitana, 2016).   

The red tape factor, however, requires further discussion because, according to 

Van Loon (2017), there was lack of evidence to indicate that red tape is a factor 

in reducing performance. Bozeman (1993) defined the concept as rules that must 



78 
 

be complied with and adhered to, although there might be no purpose to 

compliance. This suggests that, in practice, an employee might register extra and 

useless information in order to comply and follow pre-set rules. Van Loon's (2017) 

study found that performance diminished due to the comprehensive adherence 

to the rules, which therefore led to a reduction in employee productivity. 

Therefore, although the red tape effect remains debatable, it is may be difficult to 

deny its negative side, particularly when extra and unnecessary procedures are 

followed. Hughes (2003) in his critique of TPA, compares public choice theory to 

theories of bureaucracy. Reducing the size of bureaucratic governments is a goal 

of public choice theorists. The objectives are to release individuals from 

EXUHDXFUDWLF�³VHUIGRP���JLYH�WKHP�PRUH�³IUHHGRP´��DQG�LQFUHDVH�RUJDQLVDWLRQDO�

efficiency by adopting private sector practices. Furthermore, because hierarchy 

can be used to advance personal interests rather than organisational objectives, 

Weber's model may be viewed as illogical, ambiguous and justifying the adoption 

of private sector management techniques (Hughes, 2003).  

,Q�KLV�FULWLTXH�RI�:HEHU¶V�WKHRU\�RI�EXUHDXFUDF\��Hughes (2003) suggests that the 

bureaucratic worldview discouraged public officials from taking risks, which made 

the exploitation of scarce resources inefficient. However, the worst aspects of 

bureaucracy from this perspective are its conflict with democratic norms and its 

inability to achieve organisational efficiency (Hughes, 2003.). However, as stated 

earlier, efficiency is a complicated concept, especially in the government sector 

where there are no goods to sell, rather a service to provide, such as education 

and health. Hence, management-model theorists have argued about the way 

efficiency is achieved: the old perspective assumed that efficiency was achieved 

through input measurement. In contrast, NPM proponents advocate that 
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efficiency is achieved through output (e.g., activities), on the assumption that the 

government entity will operate like a market. On the basis of the NPM 

perspective, the HE sector should accomplish a high level of efficiency when it 

shifts to market concept. Organisational inefficiency appears to be the major 

problem encountered by bureaucracy. As previously stated, NPM has been 

proposed as the solution to this problem.  

Courpasson and Reed (2004) DUJXH� WKDW�:HEHU
V� ³LURQ� FDJH´� RI� EXUHDXFUDWLF�

dominance is likely to collapse under the pressure of globalisation and 

information technology, economic, social and technological change. Reed (2005) 

supported this prediction, adding that bureaucratic organisations facing social 

and cultural limitations may find it difficult to survive in an environment of continual 

change. During the last six decades, most developed Western countries have 

enacted major reforms in public sector management to enhance efficiency, with 

NPM, formulated by Hood in 1991 (Iacovino, Barsanti and Cinquini, 2017), 

providing a crucial model. Governmental agencies in Saudi Arabia have followed 

:HEHU¶V�EXUHDXFUDWLF�PRGHO��DQG�WKLV�WKHVLV�LQYHVWLJDWHV the impact of NPM in 

the KSA context with particular focus on the HE sector, with the expectation that, 

in comparison to the old, the new model will produce more positive outcomes. 

Pfiffner (1999), too, critiqued the TPA model, outlining three critical factors that 

distinguish TPA and NPM. First, laws and policies based on TPA are implemented 

by government agencies²the executive authority of state²in a strict hierarchical 

manner. Accordingly, the state exerts high control at all the executive levels in 

order to achieve appropriate accountability, which facilitates error detection. 

Accountability and control, therefore, are the strengths of the old system. 

However, the top-down system is criticised as being slow and cumbersome; 
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workers also become compliant with rules rather than focusing on the main aims 

and missions. On the other hand, Pfiffner (1999), believed that the NPM model 

avoids this problem by delegating greater flexibility and freedom of discretion to 

the lower levels of the organisation that are closer to the service provision. This 

system therefore gives the lower-level managers greater power to act. Earlier, it 

was mentioned that the management system in the Saudi public sector is more 

inclined to traditional administration, following the top-down hierarchical model, 

which causes delayed administrative processes and decision-making. Therefore, 

this comparison between TPA and NPM will help to understand more accurately 

the type of authority in Saudi Arabia, especially with the adoption of Vision 2030, 

which carries some promise of practicing empowerment and actuating a role for 

the private sector. 

Second, as Pfiffner (1999) affirms, government employees in the traditional 

administration are appointed through a merit system. The system is characterised 

by its ability to prevent political interference in the implementation of the policy, 

and the neutral competence to employ the most qualified employees. Therefore, 

it is supposed to be neutral because political parties are not able to achieve their 

personal interests. On the other hand, policy implementation in NPM is largely 

carried out by employees who are not supposed to be hired by government, and 

consequently not bound by rules and regulations that characterise traditional 

administration. Hence, workers are hired according to market needs. Therefore, 

market here represents the control mechanism (Pfiffner, 1999). With the TPA 

model, employment is governed by the principles of merit and neutrality, while in 

NPM, employment is based on market need. The merit principle of employment 

derives from the assumption that government jobs are a public rather than a 
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private right, everyone has the right to be a candidate, and selection is made on 

the basis of eligibility and competence. In Saudi Arabia, public jobs are more likely 

to rely on the traditional merit principle instead of the market need. Thus, the merit 

and market principles are likely to be crucial factors in the shift between the 

managerial models. 

Thirdly, Pfiffner (1999) highlights the measurement of success. In TPA, the 

emphasis is on the achievement of mission and accountability for resources for 

a high level of efficiency. Thus, input (e.g., number of employees, number of 

PDFKLQHV��FRQVWLWXWHV�D�PHDVXUHPHQW�RI�WKH�JRYHUQPHQW¶V�HIILFLHQW�SURduction. 

TPA, therefore, accounts for and controls inputs to achieve its objectives. On the 

other hand, NPM adopts performance measurement (output) rather than input 

measurement. Thus, resource use accountability is not as important in NPM as it 

is in TPA. Managers in NPM are given broad freedom to use resources where 

their performance is being measured, instead of measuring the resources 

(inputs). Performance measurement is aimed at facilitating the service providers' 

selection, rewarding the employees and evaluating the government agencies 

effectively (Pfiffner, 1999). Therefore, to achieve a certain success and advanced 

efficiency, TPA focuses on input measurement, while NPM emphasises output 

measurement. These two criteria are important in understanding the shift in 

management concepts and will be highlighted in later sections, in light of Saudi 

context.  

To sum up, this section has critically reviewed TPA based on the assumption that 

NPM emerged in contrast to the traditional model; the scholarly critiques of the 

literature helped to identify some common issues that have led to problems with 

the traditional model. The section engaged in a critical discussion of three 



82 
 

WUDGLWLRQDO� PDQDJHPHQW� FRQFHSWV�� :LOVRQ¶V� PRGHO� RI� WKH� VHSDUDWLRQ� EHWZHHQ�

administration DQG� SROLWLFV�� 7D\ORU¶V� PRGHO� RI� VFLHQWLILF� PDQDJHPHQW�� DQG�

:HEHU¶V� EXUHDXFUDWLF� PRGHO�� 9DULRXV� DGPLQLVWUDWLYH� SUREOHPV� KDYH� EHHQ�

highlighted in this review, including reducing the role of administrators, wide 

political interference, strict hierarchy of central authority, weak community 

participation, freedom limitation, lengthy procedures, slow decision-making, and 

weak efficiency. As a consequence, new models have emerged to overcome the 

problems of the earlier models, such as the NPM model, which claims to provide 

a wide freedom for individuals and is more reliant on market strategies. The next 

section provides an overview of the public sector reform initiatives undertaken in 

some developed countries, and in developing countries²with special reference 

to Saudi Arabia. 

3.5 Public Sector Reforms 

3.5.1. Reforms in OECD countries 

During the last four decades, various OECD countries have undergone public 

sector reform (Hood, 1991), transforming methods of management, control and 

accountability in their public services (Brunsson and Sahlin-Andersson, 2000), 

while updating public administration and service provision (Hood and Dixon, 

2016). The following section highlights the experiences of certain OECD 

countries to determine the specific reasons underlying national reforms. The 

discussion then explores reform initiatives certain developing countries, and 

finally analyse the case of Saudi Arabia. 

The UK is considered the global leader in public management reform (Lynn, 2006; 

Pollitt and Bouckaert, 2011, cited in Pollitt, 2013a). Accordingly, the OECD and 
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World Bank analyses and policies often refer to developments in the UK (Pollitt, 

2013b, p.465). Pollitt evaluates the history of UK public sector reforms from 1970 

to 2011 in a critical and historical study (Pollitt, 2013b). Regarding the HE, Radice 

(2013) VXJJHVWV�WKDW�WKH�8.¶V�+(�VHFWRU�KDV�XQGHUJRQH�FKDQJHV�VLQFH�WKH�����V�

due to the appearance of neoliberalism. Traianou (2015) suggests the presumption 

that UK universities have to support the public economy propelled the UK 

government to intervene in the HE sector from 1980s onwards. The change was 

also due to the increase in the number of universities, economic austerity, and 

ideological and political pressures. However, in the past universities were working 

under arrangement, and able to perform without any pressure in terms of religion, 

commerce, or government, and they were not working for profit.  

Neoliberalism as a reform project aims to increase government efficiency in 

response to some criticism that the goveUQPHQW¶V�UROH�LV�LQHIIHFWLYH�IRU�GHOLYHULQJ�

public services (Gamble, 2006). Within the framework of neoliberalism, the 

policies of states and governments have become more focused on market 

FRQFHSWV� DQG� LQGLYLGXDOV¶� IUHHGRP. Thus, administrative processes and 

government agencies have been restructured to create a semi competitive 

market in a way similar to the market and businesses (Knafo, 2020). This new 

pattern of the liberal government is literally adopted from the practices and 

strategies that applied in the private sector (Hanlon, 2016). It is understood that 

XQGHU� WKH� QHROLEHUDO� UXOH�� WKH� JRYHUQPHQW¶V� UROH� RI� SXEOLF� VHUYLFH� SURYLVLRQ� LV�

reduced, and the role of the private sector is enhanced. Knafo (2020) contends 

that the managerial transformations that occurred during Neoliberalism were the 

origins RI�130��,Q�+XJKHV¶V��������view, public choice theory is the key source 

of the Neoliberal thought. Hood (1991), in concurring, further states that NPM is 
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a mixture of public choice notions and updated scientific management. NPM, it 

appears, is not a unique theory, rather a modified model that derived from prior 

conceptions of administration. In Saudi Arabia, HEIs are subject to the rule and 

control of the state and have not yet adopted the market ideas discussed earlier. 

Therefore, this research will help to determine the potential impact of NPM, as 

influenced by neoliberalism, on the Saudi HE sector. 

Traianou (2015) analyses the governance and political pressures that have 

imSDFWHG�WKH�8.¶V�+(�VHFWRU��QRWLQJ�WKDW� in 1963, a recommendation was issued 

by the Robbins Committee on HE, which advocated for the expansion of the HE 

sector. As a result, HE in the UK increased considerably during 1960s and 1970s, 

and subsequently became a mass rather than elite system. In this regard, Radice 

(2013) opines that HE in the UK shifted from being elite (e.g., in business, politics, 

culture, and profession) to become a generator of the requisite skills for markets 

and research outcomes focussed on the knowledge economy. Accordingly, in 

2010-2013, the number of university students in the UK increased sixteen-fold from 

what it was in 1960s (Traianou, 2015). 

In the UK, political parties rotate their tenure in government, which also plays a 

crucial role in changing the HE sector. First, the Conservative governments 

(1979-������LQWURGXFHG�WKHLU�SURJUDPV�XQGHU�WKH�EX]]�ZRUG�³HIILFLHQF\´��with the 

aim of reducing the cost per student. The Conservatives viewed HE as suitable 

as any other public sector for investment. However, the sector would be then 

asked for returns on investment, as outlined in the UK education reform Act 

issued in 1988, which indicated the vast new machinery designed to make 

universities more "accountable" for the public money they received (Strain and 

Simkins, 2008). Despite the claim of increased efficiency, academic tenure (i.e., 
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granting faculty staff members a permanent job to protect them from being 

dismissed without sufficient reasons) was eliminated and some academic 

departments closed during that period (Traianou, 2015).  

The Labour government (1997-2010) did not halt the reform initiatives initiated by 

the Conservatives in the HE sector. On the contrary, they agreed that HE should 

add measurable economic value to the economy. In addition, the government 

increased its control of the universities. For example, quality assurance measures 

were introduced to ensure that universities produce a high-quality service. So, with 

neoliberalism, strict regulations and the introduction of limitations, universities 

sought funding from the private sector. Nonetheless, the negative results persisted, 

as students were treated as consumers, student fees increased from almost 

£1000pa in 1998 to approximately £9000pa in 2009, and universities lost their 

autonomy (Traianou, 2015). Thus, even post-1997, the neoliberal reform policy for 

the UK's HE sector has led to more consequences under the flag of freedom, 

competitive markets, and efficiency. 

According to Davies and Thomas (2002), during the 1980s, decision makers 

questioned how WKH�8.¶V�+(�VHFWRU��ZKLFK�ZDV�PDLQO\�IXQGHG�E\�JRYHUQPHQW��KDG�

a kind of autonomy and academic freedom; that led to a major call to modernise 

the sector in 1985.  The Committee of Vice Chancellors and Principals (CVCP) 

published a report that focussed on efficiency and financial issues as well as on 

moving universities from the traditional, administrative face to a new, executive 

face, just like business (Davies and Thomas, 2002). In addition, the report 

highlighted performance indicators and cost cutting as ways to accomplish the 

VHFWRU¶V� PDQDJHULDO� REMHFWLYHV�� $OVR�� GXULQJ� WKH� ����V� DQG� ����V�� WKH� 8.�
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government again introduced more management, accountability, and performance-

related initiatives in the sector.  

7KH� 8.¶V� HE sector differs from that of Saudi Arabia in some respects. For 

LQVWDQFH��6DXGL�KDV�µSXEOLF�YV��SULYDWH¶�LQVWLWXWLRQ��ZKLOH�LQ�WKH�8.�WKHUH�DUH�HOLWH��

red-brick, post-1992 and newer HE establishments. Nevertheless, the analysis and 

understanding of the consequences and experience of the reforms undertaken in 

the UK²a Western culture²will enhance the understanding of the extent to which 

NPM, a Western concept, may be applicable to a different context, such as Saudi 

Arabia. From the discussion, it seems indicative that NPM may mean different 

things at different times in different settings and highlights the possibility that NPM 

could be understood and applied differently in Saudi Arabia. However, there seems 

to be a link between the UK's reform initiatives and Saudi Arabia's new orientation, 

represented by Vision 2030, in terms of management, as Saudi Arabia is now 

seeking to adopt new advanced managerial models, as the government seeks to 

achieve transparency, accountability and higher performance through the 

development of indicators. In this way, some of the common NPM components 

investigated in this research are clearly recognisable. 

Bessant, Robinson, and Ormerod (2015, p. 421), summarise a table of the impact 

of neoliberalism and NPM on higher education that could be a characteristic of the 

sector in the twenty-first century.  According to Bessant et al. (2015), the general 

characteristics would likely include:  

x universities are more business-like and managerial 

x focus on outputs, financial control, efficiency, value for money and strategic 

planning 
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x more interaction with businesses and the commercial and corporate sector 

x relationships and roles defined more in corporate terms, e.g., customers and 

service providers  

Government funding and control mechanisms:   

x increased transparency of government funding via formula funding 

mechanism based on student numbers, discipline type, and assessed 

research excellence 

x the proliferation of accountability, quality assurance, audit processes, non-

departmental public bodies (NDPBs)  

Thirdly, research and research funding:  

x competition between HEIs for governmental research funds in a quality-

related funding system  

x competition between HEIs for research funding from UK Research Councils, 

charities, the EU and business/industry partnerships  

x diversification of research funding to include more business/corporate 

funding partnerships  

x continued concentration of research funds from government in the highest 

performing institutions  

x marginalisation of research into fields which are recognised by rating 

systems and research funding bodies 

Competition for students, student funding:  

x competition for students between HEIs  
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x drive to maintain student numbers and increase numbers in areas where this 

is possible (e.g., students with the grades A, B, B or better and 

postgraduates) and thus government teaching funding  

x drive to increase numbers of international students and associated revenues 

x reductions in unit resource of student funding from government;  

x increases in student fees, from no fees in the early 1990s to c £1000 per 

year in 1997, to c £3000 per year in 2006 and up to £9000 per year in 2012 

Interestingly, based on Saudi's Vision 2030, the new trends suggest a 

relationship with these aforementioned neoliberal features of the UK's HE sector. 

For example, neoliberalism stresses outputs, and Vision 2030 also aims to fill the 

gap between the HE outcomes and market needs (Vision, 2020). In addition, 

neoliberalism emphasises financial control; in contrast, the Vision 2030 also 

VWUHVVHV�WKH�LQFUHDVH�RI�VSHQGLQJ�HIILFLHQF\�WKURXJK�WKH�³4DZDP´4 programme, 

which, it is anticipated, will make public spending radically more efficient, use 

resources more effectively, and limit waste (Vision, 2020). This comparison and 

relationship exemplify the changes underway in Saudi Arabia within the 

framework of the Vision 2030, and the likelihood of implementation of some 

elements of the NPM model in Saudi's HE sector. 

Bessant, Robinson, and Ormerod, (2015: 421) reported several negative 

FRQVHTXHQFHV�RI� WKH�8.
V�+(�UHIRUP��)RU�H[DPSOH��XQLYHUVLW\¶V� OHDGHUVKLS� �L�H���

Vice-Chancellors) have became the equivalent of chief executive officers (CEOs) 

under the NPM model. Correspondingly, changes have occurred in Saudi 

 
4³Qawam´� LV�DQ�$UDELF�WHUP��,W� LV� WKH�SURJUDP�DLPHG�DW�³LQFUHDVLQJ�VSHQGLQJ�HIILFLHQF\´� LQ�WKH�
Saudi Vision 2030��DQG�³calls for moderation in VSHQGLQJ�EHWZHHQ�H[FHVV�DQG�SDUVLPRQ\�´ 

 

https://www.vision2030.gov.sa/en/node/126
https://www.vision2030.gov.sa/en/node/126
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universities under the new HE system. For example, the job title and position of the 

XQLYHUVLW\¶V�OHDGHUVKLS�LV�QRZ�³SUHVLGHQW´��in order to align with the new university 

governance system, and to raise the work and management efficiency of the 

universities. According to Bessant and Mavin (2016), HE institutions in the UK work 

under high pressure exerted by funding restrictions, globalisation, government 

policies, technology, demography, ratings, crediting, and revenue and student fees. 

These factors negatively impact the activities, functions, and performance of the 

HE sector. However, the Jarratt Report (1985) cited in Bessant and Mavin (2016, 

p.917) contends that the impact of managerialism on the role of head of department 

in UK universities has been evident for several years and led to the establishment 

of a single UK university sector in 1992. This change is also manifested in the 

XQLYHUVLWLHV¶� HPSKDVLV� Rn the importance of efficient employee management in 

tandem with the prioritisation of financial and performance issues.   

To attract external income from some of the wider funding bodies and businesses, 

there has been increased competitiveness in the field of research. This has placed 

additional pressure on academics to engage in research projects that are not 

related to their fields or specialisations, in order to obtain funding. There is a huge 

pressure on universites to find alternative sources of income for initiatives such as 

establishing higher study programmes. Universities have became highly regulated, 

modrated and managed. Universities are under immense pressure to produce 

specific products within short and strict deadlines and with less funding (doing more 

ZLWK�OHVV���)DFXOW\�VWDII�UHFUXLWPHQW�LV�EDVHG�RQ�WKH�DSSOLFDQWV¶�SXEOLFDWLRQV�QRW�RQ�

their ability to teach (Bessant, Robinson, and Ormerod, 2015). Similarly, Saudi 

universities are now likely to face increased government pressure, as the new 

system urges them to find alternative income sources, as the state moves to reduce 



90 
 

the universities' annual funds. The new system also allows universities to establish 

companies, invest and partner with the private sector. Although the new system 

appears to provide some autonomy and freedom, it is also likely place additional 

pressure on Saudi universities. 

Clearly, the UK's HE sector has been under governmental, political, and economic 

pressure. Due to this pressure, the UK government has intervened several times in 

WKH�VHFWRU¶V�UHIRUP�LQLWLDWLYHV. ,W�KDV�DOVR�HYLGHQW�WKDW��WKH�8.¶V�PDLQ�political parties 

(Conservative and Labour) have played a major role in HE reform, with both parties 

promising to enhance the efficiency of the HE sector. It has also been concluded 

that some negative consequences have arisen such as minimising spending, 

focusing on the outputs, and business-orientation. The discussion on the UK's well-

trodden path to reform provided useful insights when developments are compared 

with those in a non-Western country seeking to model its reform plans on the 

experiences of developed countries. 

7KH�DLPV�RI�130�UHIRUPV�KDYH�EHHQ�GHVFULEHG�DV�³saving (economies) in public 

expenditure, improving the quality of public services, making the operation of 

government more efficient and increasing the chances that the policies which are 

chosen and implemented will be effective´� �3ROOLWW� DQG� %RXFNDHUW�� ����� S�����

However, research indicates that such reforms in the UK have encountered 

problems associated with changes in managerial practices, the difficulty 

encountered by political officials in evaluating complex reforms systematically, 

and the challenge of maintaining continuous interest in a particular reform long 

enough for it to become established (Pollitt, 2013b). As Pollitt (2013a) affirms, 

new governments often introduce sweeping reforms in an attempt to remedy 

identified problems and to maximise organisational efficiency, effectiveness, 
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responsiveness, and participation, but that these reforms themselves come with 

significant start-up costs. Gill-McLure (2014), in assessing the administrative 

reform models used in the UK over the last four decades, concludes that the 

relationship between local and central government and the management of 

employees proved to be two key factors.  

Gill-0F/XUH¶V� ������� UHVXOWV� LQGLFDWH� WKDW�� ZKLOH� FHQWUDO� JRYHUQPHQW�PDLQWDLQV�

pressure to adopt reforms seeking efficiency and accountability, local 

governments are often pressured by their political leadership, unions and 

employees to resist them. In fact, these reforms may lead to what workers 

themselves perceived to be negative consequences such as job losses, 

increased workloads, job insecurity and lowering of employee morale (Gill-

McLure, 2014). ,Q�3ROOLWW¶V������E��view, the UK would benefit from more detailed 

knowledge of reform outcomes. In this context, it is noteworthy that Goldfinch, 

DeRouen and Pospieszna (2013) examine the relationship between reform 

programmes, their implementation, service delivery, and outcomes. Their study 

found insufficient data to show an increase in the quality of public services or 

improved outcomes as a result of NPM reforms. Evidently, more attention still 

needs to be paid to observing, assessing, and evaluating the outcomes of specific 

reforms undertaken in the UK.   

$V�0F7DJJDUW�DQG�2¶)O\QQ�RSLQH�� reform requires the public sector to change 

systematically at the macro-level in terms of reorganisinJ�WKH�³V\VWHPV�RU�SXEOLF�

PDQDJHPHQW�SROLF\´��DW�WKH�PLFUR-level in terms of organisational change, and at 

the micro-OHYHO� LQ� WHUPV� RI� ³EHKDYLRXUDO� DGDSWDWLRQ� RU� ZRUNLQJ� FRQGLWLRQV´�

(McTaggart and O'Flynn, 2015, pp.19-20). McTaggart and O'Flynn (2015) 

investigate the challenges facing public sector reforms in Australia. They 
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conclude that reforms should not be designed to solve temporary problems, but 

ought to represent a comprehensive plan aiming to improve the whole of the 

target organisation, including its rules, policies, and human resource practices. 

New Zealand provides yet another case study on reform implementation. New 

=HDODQG�XQGHUZHQW�³probably the most comprehensive and radical set of public 

management reforms of any OECD country´��3ROOLWW�DQG�%RXckaert, 2004 p.280). 

At some stages of implementation, a coherent, and outcome-oriented approach 

was used. Referred to DV�WKH�³1HZ�=HDODQG�PRGHO´�� the reform process began as 

an implementation of the basic elements of NPM (Chapman and Duncan, 2007).  

Notably, Chapman and Duncan observe that, although the reforms have largely 

been sustained, management philosophy and economic assumptions have 

changed, so there is now a move tR�UHLQWURGXFH�WKH�FRQFHSW�RI�³SXEOLF�VHUYLFH´�

derived from the older paradigm. Thus, changes and even weaknesses in NPM, 

along with technological advances, have led to the so-FDOOHG� ³SRVW-130´� HUD�

(Lodge and Gill, 2011). Little evidence has yet been found to support a movement 

from NPM to post-NPM principles, confirming that even massive, politically 

induced changes, such as those introduced in New Zealand, are producing 

increasingly diverse models (Lodge and Gill, 2011).  These diverse experiences 

provide a lens through which the Saudi management model is explored to 

determine whether the reform interventions are pre-NPM, NPM-aligned, or even 

post-NPM. 

This section reviewed the experiences of certain developed countries²the UK, 

Australia and New Zealand²with NPM reforms. The main objectives of such 

reform were to enhance organisational efficiency and effectiveness, and the 

quality of public service. However, while some NPM objectives have been 
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achieved in each case, some of the challenges identified have had a negative 

impact on outcomes. Some of the challenges encountered in one or more OECD 

countries in implementing the NPM model include weak evaluation and follow-up 

processes, lack of empirical information concerning outcomes (Goldfinch et al., 

2013), implementation of multiple reforms within a short time without clearly 

measured outcomes (Bessant, et al., 2015), difficulty-establishing criteria for 

success and failure, and high costs associated with the reforms (Pollitt, 2013b). 

These limitations should be taken carefully into consideration when planning to 

implement public sector reform programmes, especially in developing countries 

where it may be assumed that approaches that were successfully implemented 

in the West might be applicable in developing-country contexts as well. The next 

section will focus specifically on reform processes in developing countries. 

3.5.2 Reform in Developing Countries: 

In recent years, the public sector in most developing countries has undergone 

significant organisational restructuring, including in countries that have little 

previous experience with reform (Baraldi et al., 2010). In this regard, states such 

as Nigeria, Sierra Leone, Malawi, Romania, Ethiopia, Eritrea, Rwanda and 

Mozambique have seized on the NPM paradigm primarily to improve 

organisational efficiency (Brinkerhoff and Brinkerhoff, 2015). However, the 

appropriateness and relevance of contemporary models of management are still 

being questioned by critics in developing countries (Siddiquee, 2010). This 

section explores some of the lessons that can be learned from the experiences 

of some Third World with NPM reforms. 
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Is NPM really an internationally applicable paradigm? To answer this crucial 

question, Polidano and Hulme (1999) review the trajectory of reform in certain 

countries. Privatisation, retrenchment, and corporatisation are all characteristic 

elements of NPM reforms undertaken in developing countries. However, the 

WKHPHV�RI�³FDSDFLW\-building, controlling corruption, political decentralisation and 

ORFDO�HPSRZHUPHQW´��ZKLOH�XQUHODWHG�WR�WKH�PDLQVWUHDP�RI�130�WKHRU\��SURYLGH�

other important drivers of reform in the context of developing economies 

(Polidano and Hulme, 1999, p.124). This contextualisation aids the discussion of 

cases of public sector reform from around the developing world, providing lessons 

that may be relevant to the Saudi case study presented in this thesis.  

Adopting a model of reform that has been successful elsewhere would be one 

approach developing countries might want to take. For example, some 

governments might consider the New Zealand model of reform, which is results-

based and emphasises organisational efficiency. Schick (1998) opines that the 

informality of the public sector in developing countries, associated with corruption 

and economic stagnation, has threatened successful implementation of the New 

Zealand paradigm in these countries. Therefore, it may be difficult to assert that 

a reform policy that has been successfully implemented in one country can be 

transferred and adopted easily in another country that may be politically, 

economically, and socially different, without careful analysis of the context. 

Further, Schick (1998) advocates that governments in developing countries ought 

to enhance their rules and regulations and establish unrestricted markets to 

facilitate the introduction of private sector principles in the public sector. 

Concomitantly, lessons from the experiences of industrialised countries with 

reform implementation should also be analysed and understood.  
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The Pakistan case study exemplifies public-sector reform with the aim of 

enhancing economic efficiency. Ashraf and Uddin (2016) investigate the 

situational factors that influenced WKH�³UHJUHVVLYH´�FRQVHTXHQFHV�RI� UHIRUP��As 

Ashraf and Uddin observe, although reduction in the number of senior managers 

was the main goal of the reform, there were unintended and unexpected negative 

outcomes, such as placation, provocation, classification, exploitation, and 

functional imbalance (Ashraf and Uddin, 2016). Additional insights on the 

Pakistan case are provided by the research carried out by Baraldi et al. (2010). 

The study focused on a large public organisation, which was undergoing major 

organisational restructuring. Role academic ambiguity and job insecurity among 

employees were found to be factors inhibiting the success of reforms. It is argued 

that HRM could play a crucial role in overcoming some of the barriers to reform 

or even help to facilitate the reform process. For instance, fostering increased 

commitment among employees might be instrumental in reducing resistance to 

organisational transformation (Baraldi et al., 2010). The role played by HRM in 

reform processes is pertinent to this thesis, which investigates the potential 

iPSDFW�RI�130�RQ�WKH�+5�PDQDJHUV�DQG�OHFWXUHUV�LQ�6DXGL¶V�+5�VHFWRU. 

In Malaysia, another developing country, there has been wide debate about 

public sector reform. SiddiquHH��������H[DPLQHV�0DOD\VLD¶V�case and concluded 

that while the delivery of public services has mostly been enhanced by reforms, 

poor accountability increased the opportunity for corruption, while ineffective 

management, centralisation, weak participation and inattention to regulations 

have negatively impacted public administration. Again, there is evidence that 

bureaucratic organisations in developing countries tend to be affected negatively 

by inefficiency and corruption. Evaluating the influence of NPM models on 
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organisational performance and delivery of public services was critical to the 

assessment of Malaysian public organisations (Siddiquee, 2006a). Hence, 

Siddiquee (2006b) recommends that accountability and electronic governance, 

respectively, should be enhanced and initiated in Malaysia. Notably, a results-

based approach has been employed to assess changes in in public service 

delivery in Malaysia (Siddiquee, 2010).  

,Q� 0DOD\VLD¶V� FDVH�� ZKLOH� WKH� UHIRUP� PRGHO� DSSHDUHG� WR� EH� VXFFHVVIXOO\�

implemented on a global level, it was not immediately harmonious with the 

Malaysian context. However, some success might be achieved with the 

introduction of budgetary and HRM reforms to address numerous problems that 

characterise traditional models of public sector management in Malaysia 

(Siddiquee, 2010). While several models have been applied by the government 

of Malaysia, the benefits have been few, which suggests that developing 

countries may encounter certain limitations in the implementation of public sector 

reform models that have been deemed internationally applicable.   

This section evaluated the experiences of certain developing countries with NPM 

reforms with the aim of achieving improved organisational efficiency, 

performance, and overall quality in the public sector. While NPM models have 

been seen as the solution to the attainment of reform objectives, and may have 

been achieved the desired outcomes in some developing countries, the adoption 

of a reform model that is successful in a developed country does not imply 

successful implementation elsewhere. Undoubtedly, careful attention should be 

paid to its limitations. Furthermore, although reform might achieve the intended 

goals, unintended negative outcomes and results should be anticipated. 

Research has shown that increased accountability and commitment among 
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employees are key success factors that may help to reduce these negative 

consequences. The next section explores the reform process in Saudi Arabia's 

public sector.   

3.6 Public Sector Reform in Saudi Arabia 

The review of public sector reform in the Kingdom of Saudi Arabia (KSA) will be 

presented in two sections.  The first section analyses the administrative system 

of the kingdom, while the second part explores the major changes the KSA's 

public sector has undergone, with an indication of the role NPM may play.  

3.6.1. The Administrative Structure of Saudi Arabia 

This section provides an overview of the political, economic, and cultural context 

operative in the KSA, to understand how the Saudi government is managed. 

Further, the administrative system will be set out, while explaining the dilemmas 

faced by public sector reform.   

Firstly, Saudi Arabia is classified politically as a monarchy. According to the 

Bureau of Experts at the Council of Ministers (BECM, 2011: 2), Article 5:b of the 

%DVLF�/DZ�RI�*RYHUQDQFH�VWDWHV�WKDW�³Governance shall be limited to the sons of 

WKH�)RXQGHU�.LQJ�µ$EG�DO-µ$]L]�LEQ�µ$EG�DU-Rahman al-)D\VDO�$O�6DµXG��DQG�WKH�

sons of his sons´�� 7KH� &RXQFLO� RI� 0LQLVWHUV�� WKH� PRVW� SRZHUIXO� ERG\� LQ� WKH�

kingdom, is governed directly by the King (Al Otaibi, 2015; BECM, 2011.). 

Furthermore, Article 7 specifies that the Kingdom is a religious state, and that 

³governance in the Kingdom of Saudi Arabia derives its authority from the Book 

of God Most High and the Sunnah of his Messenger, both of which govern this 

Law and all the laws of the State´��%(&0������S���� 
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In addition, Ehteshami and Wright (2007) observe that the Majlis Al-Shura (also 

called the Consultative Council) is the leading contemporary advisory body in the 

kingdom. Article 68 recommended the establishment of the Council (BECM, 

2011), which was launched in 1993 (Ehteshami and Wright, 2007). The Council 

is the body through which Saudi citizens can deliver their opinions to the 

government concerning all aspects of life (Al Otaibi, 2015). However, the King 

retains predominaQW�DXWKRULW\��DV�$UWLFOH����VWDWHV�� ³the king may dissolve and 

reconstitute the Shura Council´� �%(&0������������$OO�SROLWLFDO�DIIDLUV�DUH�GLUHFW�

concerns of the Saudi monarchy.  

Secondly, oil and petroleum production remain the main driver of the KSA 

economy (Al Otaibi, 2015; Khorsheed, 2015), which strongly influences the 

stability of the international economy (Mellahi, 2006; Common, 2008, cited in Al 

Otaibi, 2015). A recent government report indicated that the state's general 

income from the non-oil sector has increased from 12% in 2014 to 32% in 2018, 

whilst there was a drop in oil sector incomes from 88% in 2014 to 68% in 2018 

(GAS, 2020), hence, the current trend aimed at reducing the oil dependency of 

the KSA and diversifying the economy.  

Concerning culture, Islam, the legacy of Arabic culture, and the Bedouin presence 

as distinguishing the culture of Arab countries (Common, 2008; Budhwar and 

Mellahi, 2006). Social relations in the Gulf States, in particular, are characterised 

by a centralisation of power along with an organisational culture based on 

tradition, religious values, and community (Common 2008; Budhwar and Mellahi, 

2006). Saudi Arabia, as part of the Gulf region, is affected by these 

characteristics. In addition, others (Al Otaibi, 2015; Common, 2008; and Tayeb, 

2005, cited in Common, 2008) agree that KSA organisational culture is marked 
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by such features as a high degree of unequal power distribution (or power 

distance), a commitment to tribe and friends, nepotism (wasta),5 and a high 

degree of uncertainty-avoidance. Potential for change may tend to be resisted by 

this complex environment (Common, 2008). Given this context, the adoption of 

new plans, in particular those imported from countries based on democracy, 

election, and freedom of choice, might be a complex undertaking in countries with 

a centralised government, such as Saudi Arabia. Governments, in turn, have to 

consider compatibility with the customs and culture of their citizens while 

choosing reform programmes. 

Given that each of the cultural characteristics mentioned above may affect 

organisational change, it is necessary here to clarify exactly what is meant by 

µSRZHU�GLVWDQFH��QHSRWLVP��DQG�XQFHUWDLQW\�DYRLGDQFH¶�WR�VKRZ�KRZ�VXFK�WHUPV�

may relate to societal culture. Eckhardt (2002) defines power distance as 

unbalanced distribution of the power among people as accepted within a society. 

Employing friends and relatives on the basis of personal relationships with 

officials, rather than merit, is one definition of nepotism (Wated and Sanchez, 

2014). Matusitz and Musambira (2013, p.50) identify uncertainty avoidance as 

µWKH�GHJUHH�WR�ZKLFK�D�FXOWXUH�IHHOV�MHRSDUGLVHG�E\�HTXLYRFDO�VLWXDWLRQV�¶ In Saudi 

Arabia, wasta has traditionally had a strong influence on recruitment and 

promotions (Aldossari and Robertson, 2016), and has been regarded negatively 

within Saudi organisations in terms of its influence on the outcome of the 

performance appraisal process (Harbi, Thursfield and Bright, 2016). Cultural 

 
5 �ĐĐŽƌĚŝŶŐ�ƚŽ��ƵĚŚǁĂƌ͕�WĞƌĞŝƌĂ͕�DĞůůĂŚŝ�ĂŶĚ�^ŝŶŐŚ�;ϮϬϭϵͿ͕�͞wasta͟� ŝƐ�ĚĞĨŝŶĞĚ�ĂƐ�͞Ă�ƌĞůĂƚŝŽŶƐŚŝƉ-based 
ĂƉƉƌŽĂĐŚ�ƚŽ�ƌĞĐƌƵŝƚŵĞŶƚ�ĂŶĚ�ĐŽŵƉĞŶƐĂƚŝŽŶ͕͟ 
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factors should therefore be more widely recognised, in particular the Saudi social 

factor because it plays a crucial role in the society. 

Furthermore, the public sector in the KSA is controlled and managed according 

to the bureaucratic model set out by Weber, with centralisation and hierarchy 

typifying public management (Al Otaibi, 2015; Common, 2008; Jabbra and 

Jabbra, 1998). Since 1953, the kingdom has adopted a bureaucratic structure as 

the basis of policy formulation and as a guide for governmental activity (USDoS, 

2012). According to Mandeli (2016), the KSA government has applied the 

traditional model of management, following Max Weber's theory of bureaucracy, 

to develop its agencies in pursuit of excellent service to its people. All public 

policies, affairs and issues (e.g., security, defence, education, economy and 

health) are empowered, centralised and controlled by the Council of Ministers (Al 

Otaibi, 2015.). 

Although the traditional public administration models such as bureaucracy were 

aimed at improving and developing public sector efficiency as explained earlier, 

over-centralisation, lack of employee participation, corruption, strict and complex 

rules and regulations, nepotism (i.e., wasta), scarcity of qualified employees, 

over-staffing and lack of productivity have weakeneG�WKH�UROH�RI�:HEHU¶V�PRGHO�

in the Arab world, and particularly in Saudi Arabia (Al Otaibi, 2015.; Common, 

2008.; Jabbra and Jabbra, 1998; Biygautane, Gerber and Hodge, 2016). Given 

these challenges, the implementation of NPM-based reforms is regarded as a 

potential means of addressing these issues in the public sector. 

This thesis argues that the weaknesses evident in bureaucratic institutions in the 

countries of the Arabian Peninsula can be addressed on the basis RI�:HEHU¶V�
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underlying assumption that traditional systems of administration based on 

nepotism can be replaced by modern ones grounded in rational values and goals 

(Styhre, 2008). In support of this view, Dahlström, Lapuente and Teorell (2012) 

argue  that, because formal hierarchy is a key feature of bureaucratic theory, 

employment must be based on merit rather than nepotism. As a result of the 

prevalence of personal networks and favouritism in the Arab world, the rational 

bureaucratic model is weakly rooted (Sidani and Thornberry, 2013). Considerable 

efforts have been made by the Saudi government to overcome the above 

problems and to modernise the administrative system through the introduction of 

NPM elements or market-based practices (Biygautane et al., 2016; Mandeli, 

2016). The Vision 2030 aims to adopt leading international standards and 

administrative practices, in an effort to attain the highest levels of transparency 

and governance in all sectors (Vision 2030, 2020). This makes the investigation 

of the introduction of NPM features in Saudi's public sector, carried out within the 

framework of this thesis, more meaningful. 

To conclude, three main issues linked to politics, economy and culture have 

shaped the administrative framework in the KSA. In addition, two government 

bodies have been identified as the main policy agents for the Kingdom. The 

Council of Ministers holds the power to control all general aspects of life, while 

the Shura Council is essentially a mechanism to include the voice of the people 

in the process of governance. Power remains at the top level of the 

administration. Meanwhile, the KSA government depends primarily on oil 

revenue, which accounts for the GDP of the kingdom to be ranked 18th in the 

world out of 196 countries listed (countryeconomy.com, 2020). However, the 

global economic crisis has affected the Kingdom and inspired its diversification 
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efforts. There is a dichotomy here: although Saudi culture is complex and carries 

traditional aspects such as loyalty to the tribe (Budhwar et al. (2019, p.919) that 

might impede and perhaps causes resistance to reform, the KSA administrative 

VWUXFWXUH¶V�EDVLV�LQ�D�ULJLG��LQIlexible model causes problems for the government, 

thus prompting calls for reform. This research claims that, in the Saudi public 

sector, the introduction of reforms engendered by NPM, one of the latest 

managerial models applied by countries across the world, might be an 

appropriate and effective solution for the Government and people. The next 

section examines key attempts at reform in the KSA. 

3.6.2. Public service reform in the Kingdom of Saudi Arabia 

Management reform has rarely been mentioned in relevant literature in the Arab 

countries in general or in the KSA in particular (Al Otaibi, 2015). To understand 

the situation in a particular country, it is necessary to review relevant economic, 

political, and cultural issues both deeply and critically (Common, 2008). This 

section offers a general overview of the development of public sector reform in 

the KSA followed by a narrower focus on changes in the higher education sector. 

The entire section aims to clarify the position of the KSA with respect to NPM, 

and to demonstrate how Saudi universities are dealing with these imperatives.  

Administrative reform has been given a high priority in Saudi Arabia since King 

Abdul Aziz (Ibn Saud) built the kingdom between 1902 and 1932 (Hagan (1999). 

Hagan (1999) categorised the early development of KSA public sector reform into 

three phases. The first phase covered the development of instructions and 

regulations, and the documentation of the development of the Saudi state and 

identification of the problems encountered. FoU� H[DPSOH�� WKH� ����� ³%DVLF�
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5HJXODWLRQV�IRU�WKH�.LQJGRP�RI�+HMD]´��GRFXPHQWHG�WKH�KLVWRULFDO�GHYHORSPHQW�

of the kingdom and its civil service (Hagan, 1999). Thus, it may be said that Saudi 

Arabia has been undergoing reform for more than eight decades.  

The first phase focused on two aspects: financial management and personnel 

practices (Hagan, 1999). In terms of financial issues, the Saudi authorities 

approached the International Monetary Fund (IMF) and the World Bank (WB) to 

assess its financial sector using the Financial Sector Assessment Programme 

(FSAP), which reviews the financial laws, regulations, policies, and practices of 

a country (International Monetary Fund and World Bank, 2011). This assessment, 

along with the previously enacted systems (see Saudi Arabian Monetary 

Authority, 2015), shows that KSA governments have been implementing financial 

reforms of various kinds over a long period. The second aspect of this first phase 

concerns personnel practices. Hagan (1999) indicates that the KSA has 

considered its human resources to be a main pillar of its success. Since 1926, 

the civil service of Saudi Arabia has undergone a series of changes. However, 

the most significant stage in its development was in 1977 when the Civil Service 

Council was established as an independent agency and the Civil Service System 

ZDV�HQDFWHG��0LQLVWU\�RI�&LYLO�6HUYLFH���������7KHVH�UHIRUPV�DGGUHVVHG�³public 

functions, officials, their functions, duties, allowances, indemnities, awards, 

compensation, termination of service and general and transitory provisions´�

(United Nations, 2004, p.10), each of which has been addressed during the 

development and reform of the KSA civil service. Again, these changes have 

played a vital role in the development of Saudi public sector management.  

The second phase was informed by international experiences of public sector 

reform (Hagan, 1999), especially between 1933 and 1957 (Al-Huwaity, 1989). As 
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the Saudi financial situation improved gradually due to the growth of the economy 

and the ease of some constraints, the government established nearly all of its 

branches and agencies in this period (Hagan, 1999; Al-Huwaity, 1989). Thus, 

economic situation may be considered an indicator of reform for some countries 

since governments are likely to implement development-related reforms when 

their economy is booming (e.g., Saudi Arabia expanded the HE sector between 

2004-2010 during a period of economic growth). In contrast, governments tend 

to enact reforms aimed at austerity in periods of economic decline. 

The first reform effort took place in 1932, during the global economic crisis, when 

a Dutch evaluated the financial situation faced by the newly established kingdom 

and recommended drastic reforms (Hagan, 1999). Moreover, between 1954±

1969, increased oil production both allowed and ultimately required the 

government to expand services to its citizens, as overburdened agencies had 

become ineffective and unable to provide their services, let alone carry out new 

tasks. As a consequence, the IMF called for the elimination of the deficit and for 

expenditure controls; they further recommended the establishment of a 

centralised planning body to assist in the reform of other government agencies 

(see Hagan, 1999; Al-Huwaity, 1989). 

In 1960, the International Bank for Reconstruction and Development (IBRD) was 

invited to develop an economic plan for the KSA, aiming to diversify government 

income instead of depending on oil revenue.  At the same time, the KSA 

government requested technical cooperation from the United Nations to 

investigate and restructure administrative practices. The recommendations led to 

the establishment of the Institute of Public Administration (IPA), which has 

shaped a new path for administrative reform in the KSA (see Hagan, 1999; Al-
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Huwaity, 1989; Al-Askar et al. 1987, cited in Al-Huwaity, 1989). It is ironic that 

after nearly 50 years, Vision 2030 is also seeking WR�GLYHUVLI\�6DXGL¶V� LQFRPH�

sources and to reduce dependency on oil revenue. This may be an indication that 

some profound problems exist, which may not be adequately resolved with the 

adoption of certain reforms. 

Since its establishment, the IPA has aimed to raise the efficiency of government 

employees and to train them to raise public sector productivity while supporting 

and developing the national economy as a whole (Al Otaibi, 2015; IPA, 2016). It 

is clear here that the Saudi government has come to realise that efficiency, 

characterised as the core value of public administration (Rutgers and van der 

Meer, 2010), is the motivation for specific reform and development in the public 

sector. In addition, IPA also provides training packages, consultancy, 

administrative research, and documentation for interested parties. Importantly, 

the Supreme Committee of Administrative Reform (SCAR) has recommended 

that a study by the Ford Foundation be sponsored, to investigate problems that 

might be encountered by various agencies, and to suggest alternatives and 

means to improve administrative agencies (see Hagan, 1999; Al-Askar et al. 

1987, cited in Al-Huwaity, 1989). Experience gained from other countries has 

exerted substantial influence on Saudi reforms. 

The third and final phase of the KSA's public-sector reform began in 1958 with 

the establishment of the IPA and SCAR. According to Hagan (1999), the decision 

of the Council of Ministers number 520, issued in 1964, stipulated the mission of 

WKH�UHIRUPV�FRPPLWWHH��³the committee is entitled to take all the steps, processes 

and procedures that could achieve the reform of the administrative agencies...all 

decisions mandated by the committees are compulsory acts´��As a result, by 
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1998, at least 232 decisions were made related to aspects of organisation, 

restructuring, employment, personnel affairs, administrative rules and 

regulations, establishment of new units, abolition of existing units, organisation of 

working time, solutions for difficult tasks, budget and financial issues, 

administrative procedures and other issues (Hagan, 1999). These decisions 

demonstrate the interest the leadership of the KSA has shown in the reform 

process.  Notably, the Public Administration for Consulting at the IPA assists with 

the Saudi public-sector reforms. This office was established in 1960 with the aim 

of supplying a different perspective from that of government agencies, to increase 

their efficiency and overcome administrative problems (Hagan, 1999; IPA, 2016). 

It has succeeded in reducing the dependency of KSA government agencies on 

foreign consulting agencies and firms (Hagan, 1999). Subsequently, 

diversification of the departments and agencies taking responsibility for reform 

implies that administrative structures continue to evolve and change. 

Reform is recognised as a matter of urgency.  Hagan (1999) observes that the 

Civil Service Council (CSC) was created in 1977, with responsibilities including 

developing a suggestion system for the civil service, producing coherent 

regulations, training managers, classifying employees, proposing changes to 

salaries and wages and delineating the definitive duties of the civil service (see 

Bureau of Experts at the Council of Ministers, 2011). This institutional change is 

indicative that the Saudi government has paid more attention to human capital 

that was supposed to play a core role in the development. However, according to 

the Saudi Press Agency, in 2015 the CSC itself was shut down and its 

responsibilities turned over to the Council of Economic and Development Affairs. 

This decision came with the abolition of twelve government councils, committees 
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and commissions and their replacement by main councils connected directly to 

the Council of Ministers (Saudi Press Agency, 2015). The creation and abolition 

of public institutions may perhaps be interpreted as an intention to change things 

for the better. However, the same situation could also be contentiously seen as 

the fickleness of transformation from a centralised to a decentralised system. For 

example, a large number of committees, commissions and institutions may result 

in work being dispersed across several sites, therefore, strict central 

management becomes a key feature in rationalising processes. At the same time 

the abolition and combination of the same facilities under one body may be 

explained as seeking to unite efforts and to avoid duplication. These 

developments demonstrate the importance of undertaking this study and its 

investigation of how recent changes in Saudi Arabia are perceived, understood 

and implemented, by unpicking the experience of those in the throes of HE reform 

to gain understanding and perspective. 

Various scholars (Al Otaibi, 2015, Al-Rabeeah, 2003, and Al-Hamad, 1995, cited 

in Al Otaibi, 2015) have discussed a number of important reforms at the national 

level. The establishment of the Consultative Council and the Provincial Council 

and later the promulgation of the Basic Law of Governance to regulate and 

monitor the work of both councils were significant political reforms up to1992. In 

������³6DXGLVDWLRQ´�ZDV�ODXQFKHG�WR�RYHUFRPH�D�PDMRU�6DXGL�KXPDQ�UHVRXUFH�

shortage to restructure public services, localise the jobs vacated by foreigners, 

and maximise public sector efficiency. Also, in 2003, a General Memorandum 

Committee for Administrative Reform was created, and NPM techniques such as 

total quality management, contracting and competitive practices were adopted by 

many public agencies. In 1999, the establishment of National Health Insurance, 
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and in 2002 the National Health Service Council, produced major changes in the 

health sector. Thus, it seems that these reform efforts were basically aimed at 

cost-effectiveness (reducing costs and increasing the efficiency) of the public 

sector by adopting NPM models.  

One of the development priorities of the KSA government has been to diversify 

its sources of income. According to the Ministry of Economy and Planning (2017), 

for more than four decades, one of the main development goals of the KSA has 

been to diversify its economy, which means reducing dependency on oil. For 

instance, the most recent five-year plan (2015±2019) has promoted many diverse 

initiatives, including the development of financial resources (e.g., expanding the 

WD[� EDVH�� UHFRQVLGHULQJ� IRUHLJQ� ZRUNHUV¶� IHHV�� DQG� VWXG\LQJ� WKe possibility of 

imposing fees for certain public services) and activating the private sector to 

contribute to national economic growth (Ministry of Economy and Planning, 

2017). The KSA is transitioning towards a post-oil future and the Saudi public 

sector may be expected to play a major role in the income process rather than 

being the largest source of expenditure. Therefore, studies such as this one, 

which explores aspects of the transformation process in the Saudi public sector 

are important. 

In addition to official planning documents, scientific research is also relevant to 

the evaluation process. Although Saudi Arabia has been attempting to diversify 

its economy for four decades, oil is still the main driver of the economy, so there 

has not yet been a very significant change (Khorsheed, 2015; Alghamedi, 2014; 

Albassam, 2015). However, Alghamedi (2014) has attributed the lack of success 

in the diversification efforts to reasons such as strict regulations and other 

obstacles facing new businesses, the inflexible bureaucratic model, and a short 
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time horizon for planning. Thus, to achieve its ambitions and remain one of the 

ZRUOG¶V�PRVW� FRPSHWLWLYH� HFRQRPLHV�� WKH�.6$�RXJKW� WR�EH�PRUH� IOH[LEOH� LQ� LWV�

choice of administrative and governmental models and in its planning horizon. 

To sum up, this section has highlighted the key aspects of public administration 

in the KSA, in particular, public service reform. As the industrialised countries are 

more advanced in NPM than the Third World, the KSA has been influenced by 

their experience in this regard. Major global organisations (such as the IMF, WB 

and the UN) have contributed positively to the development of Saudi public 

administration. In this regard, the establishment of the IPA and SCAR²significant 

administrative reforms²have shaped the third step of the process while 

incorporating valuable recommendations from these international institutions. 

The discussion then moved to the quest for economic diversification, which is 

another key development in the KSA. The problems observed in moving the KSA 

economy away from a dependency on oil require flexible solutions, such as 

reducing bureaucratic rigidity and implementing some practices based on 

business norms. Saudi Vision 2030 was announced in 2016 to represent the 

direction to be taken by the KSA into the future. To help achieve the vision, 

thirteen programmes were also launched. While the review of the literature in this 

section traced the Saudi government's efforts regarding change, it also revealed 

the paucity of studies and reports on the outcomes of these reforms. The next 

section will review the Vision 2030 and its programmes. 

3.6.3 Vision 2030 

In May 2016, the Saudi government launched Saudi Vision 2030, with the aim of 

diversifying its economy. Dependency on oil is to be reduced by activating the 
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private sector, decreasing public expenditure, and creating new industries, which 

will provide new opportunities for KSA citizens (Almasoud, 2016; Al Surf and 

Mostafa, 2017). This initiative ushered in the most significant re-orientation of the 

KSA national economy since 1975 (Yamada, 2016). According to Almasoud 

(2016, p.2),  

Saudi Vision 2030 is a wide-ranging privatisation and economic 

reform programme that aims to reposition the Kingdom's economy 

away from its dependence on oil export revenues and government 

spending. It encompasses strategic objectives, targets, outcome-

oriented indicators, and commitments that are to be achieved by the 

public, private, and non-profit sectors in the Kingdom.  

To achieve the aims of Vision 2030, the Council of Economic and Development 

Affairs (CEDA) established thirteen programmes. Each consists of a number of 

initiatives that ultimately seek to fulfil the vision. The programmes will be reviewed 

briefly to demonstrate the nexus to this research study.  

The Quality of Life (QoL) programme aims to increase public participation in 

sports and athletic activities, reach regional and global excellence in selected 

professional sports, and develop and diversify entertainment opportunities to 

meet the population's needs. The programme has a number of commitments, 

including increasing the GDP rate's spending on sports and entertainment 

(Vision2030, 2020). Thus, although the government seeks to increase citizens' 

welfare nationally, it is also anticipated that sports and entertainment will be vital 

sources of economic diversification.   
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Launched at the same time as the Vision, the aim of the National Transformation 

Programme (NTP) is to strengthen the institutional capacity of the public sector 

(Al Surf and Mostafa, 2017). In addition, four pillars have been identified as 

essential to attaining positive results from the NTP, namely privatisation, 

governance, human resource investment, and economic diversification 

(Almasoud, 2016). According to Hashim (2016) cited in Al Surf and Mostafa 

(2017) and Saudi Vision 2030, the NTP aims to reduce oil-dependency, evaluate 

the performance of government bodies, counter corruption, develop the tourism 

sector, optimise the use of natural resources, create employment for citizens, 

translate the strategic objectives of participating government bodies into practical 

initiatives, improve transparency, and build a strong institutional structure. So, 

both Saudi Vision 2030 and NTP 2020 are intended to shape a new era for the 

KSA built on a sustainable socioeconomic basis. The privatisation of state-owned 

public organisations, the governance of works, and the shift to HRM strategies 

perhaps indicates that the government intends to retreat from relying on the 

traditional concept of management (e.g., TPA), and in contrast adopt new 

concepts (e.g., NPM) for more flexibility, effectiveness and efficiency. This thesis 

will contribute to understanding this shift. 

The National Industrial Development and Logistics (NIDL) programme aims to 

transfer the Kingdom into a leading industrial power and an international logistics 

platform. NIDL seeks to develop quality industries, increase non-oil exports, 

reduce imports, raise contribution of the target sectors to GDP, create major 

HPSOR\PHQW� RSSRUWXQLWLHV�� LPSURYH� WKH� .LQJGRP¶V� WUDGH� EDODQFHV�� PD[LPLVH�

local content, and attract foreign investments (Embassy of the Kingdom of Saudi 

Arabia Washington, 2019). It seems difficult at least in the short term to localise 
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industrial sector jobs because, as mentioned earlier, Saudi workers are perceived 

as costly to employ, lacking the requisite work ethic (Mellahi and Budhwar, 2006), 

and generally to lack skill and the willingness to take on hard jobs, which hinders 

Saudisation efforts. However, the introduction of new models such as 

marketisation may change the perceptions of the employment of Saudi workers. 

National Character Enrichment (NCE) programme aims to foster a set of values 

URRWHG�LQ�WKH�.LQJGRP¶V�OHJDF\�DQG�,VODPLF�KHULWDJH��WKURXJK�D�FRPSUHKHQVLYH�

portfolio of initiatives aimed at strengthening the sense of national belonging and 

fostering the values of tolerance, moderation, perseverance and determination 

(Vision 2030, 2020). Hong, (2018) stated that, each country has a unique national 

character and identity that is shaped by its unique political environment, 

geographical location, history, culture and traditions. For example, Confucian 

philosophy and the socialist ideology were dominant elements of Chinese 

character, which allowed the government to control policies pertaining to HEIs. 

Consequently, the non-profitability of HE is mandatory in China. NPM has 

transformed HEIs to operate more like businesses. In Saudi Arabia, the HE sector 

is controlled and managed by the state, hence the implementation of NPM is likely 

change the character and operations of Saudi HEIs.  

Interestingly, one of the key aims of the Financial Sector Development 

programme (FSDP) is empowering financial institutions to support the growth of 

private sector (Vision2030, 2020). Thus, the Saudi private sector seems to be 

accorded a major role in the Kingdom's development with the Vision 2030. 

Therefore, NPM implementation is not expected to face a serious challenge in 

Saudi Arabia, given the belief that the public and private sectors do not have to 
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be organised and managed in fundamentally different ways (Dawson and Dargie, 

2002). 

6DXGL¶V�3XEOLF�,QYHVWPHQW�)XQG��3,)3��LV�DQ�HIIHFWLYH�HQJLQH�IRU�WKH�.LQJGRP
V�

economic diversification. The programme contributes185 billion riyals to the 

GDP, and generates around 20,000 jobs (Vision2030, 2020).  PIFP is also 

making selective strategic investments in high-tech firms in Western countries, in 

particular U.S.-based firms, to facilitate their investments in the Kingdom (Habibi, 

2019). For instance, Amazon now provides its online shopping services in Saudi 

Arabia after its acquisition of the Middle Eastern e-commerce firm Souq.com.  

Thus, the increase and openness of foreign investment in Saudi Arabia may 

facilitate the transfer of Western models such as NPM to the Kingdom. The 

Strategic Partnership Programme (SPP) and the Saudi Centre for International 

Strategic Partnerships (SCISP), which was established in 2017, seek to 

harmonise and coordinate all of the Kingdom's efforts related to its international 

strategic partnerships with other countries. These efforts aim to build, develop 

and strengthen such partnerships, as well as coordinate and monitor their 

programmes with relevant agencies (SCISP, 2020). In fact, this type of 

partnership is exemplified by the new Saudi HE regulation, under which 

universities now are allowed to make partnerships with other international 

universities. 

The Housing Programme (HP) aims to provide housing solutions that enable 

Saudi Families to own suitable houses based on their personal requirements and 

financial capabilities. It also seeks to improve housing conditions through the 

provision of suitable and guaranteed financing solutions. Moreover, it will secure 

housing for the underprivileged segment of the society. The programme aims also 
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to develop and improve a legislative and operating environment for the housing 

sector and maximise the sector's impact on the overall economy. Under the 

programme, the role of the private sector with respect to the housing sector will 

be enhanced, with the creation of more job opportunities and the further 

strengthening of the Kingdom's economy (Vision2030, 2020). An increase in 

spending is anticipated under the programme.  

It is noteworthy that the Privatisation programme (PP) aims to enhance the role 

of the private sector in the provision of public services provided by the state, in 

order to improve the quality of services and contribute to the reduction of costs. 

Consequently, the government will focus mainly on its legislative and regulatory 

role (Vision2030, 2020). The privatisation programme aims to strengthen 

competition, raise the quality of services and economic development, improve the 

business environment, and remove obstacles that prevent the private sector from 

SOD\LQJ�D�ELJJHU�UROH�LQ�WKH�NLQJGRP¶V�GHYHORSPHQW��6WDII�������. The Vision2030 

aims also to diversify sources of income through privatising some of the state's 

assets. Notably, in the biggest privatisation transaction in Saudi history, the 

government raised over SR112 billion ($30 billion) in 2019 from the sale of Saudi 

Aramco's (the largest oil company in Saudi Arabia) shares to the public (AL-

Ghalayini, 2020). Mustchin (2017) posits that the assumption of privatisation is 

premised on the belief that the private sector's employers have the ability to 

motivate workers more efficiently than officials in public institutions, have faster 

access to capital investment, have the ability to innovate, and eventually the cost 

of labour is lower in private organisations. The Saudi privatisation programme is 

perhaps one of the most important transformation programmes in relation to 

NPM, because it authorises the state to grant broad powers to private owners to 
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manage and own public assets. It is expected, therefore, that NPM strategies will 

be applied more in the privatised public institutions and services. In this regard, 

this thesis seeks to clarify some of the recent transformations in the Saudi public 

sector, with specific focus on the HE sector. 

Therefore, the private sector is expected to play an important role in achieving 

Vision 2030, and the Hajj and Omrah Programme (HOP) serves as a platform to 

confirm the relationship and effective role of the private sector in improving the 

economy of the sector (Vision2030, 2020)��%RWK� ³KDMM´�DQG� ³RPUDK´�DUH�$UDELF�

ZRUGV��PHDQLQJ�µWR�LQWHQG�D�MRXUQH\¶���7KH�&DPEULGJH�GLFWLRQDU\6 defined them 

as the religious trip to Mecca²the holy city of Islam in Saudi Arabia²that all 

Muslims try to make at least once in their life. The programme will allow an optimal 

number of Muslims to perform Hajj and Omrah by preparing the two holy 

mosques, realising the message of Islam, developing the world's tourism and 

cultural sites, providing the best services before, during and after their visit to 

Mecca and Medina, and reflecting the bright and civilised image of the Kingdom 

in the service of the Two Holy Mosques.  

The goal of the Fiscal Balance programme (FBP) is to diversify government 

revenues by maximising revenue from state-owned assets (e.g., corporations). 

For example, maximising revenues collected from service fees and increasing 

revenue from fees without imposing taxes on income or wealth on citizens 

(Vision2030. 2020). Thus, the sale of a part of the Aramco oil company's shares 

in 2019 was a preliminary initiative to diversify revenues. According to Orbitax's 

news (2020), the Saudi government has resorted to three main methods to raise 

 
6 See https://dictionary.cambridge.org/us/dictionary/english/hajj 

https://dictionary.cambridge.org/us/dictionary/english/hajj
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the fees: increasing the fees for expatriate employees, implementing value added 

tax (VAT), and implementing an excise tax on harmful products (e.g., 50% on soft 

drinks, and a 100% on tobacco). The increase of fees on foreign workers may be 

interpreted as a way to reduce foreign influence on employment, hence, to 

enhance the Saudisation scheme. 

The National Companies Promotion Programme (NCPP) was created to enable 

and empower more than 100 companies with the opportunity to transform from a 

local company to a leading regional company or from a leading regional company 

to a leading global company and work on enhancing and consolidating its 

position, which positively reflects the image of the Kingdom and its economic 

strength. The programme will also contribute to raising local content, diversifying 

the economy, developing companies, including small and medium size 

enterprises (SMEs), and creating more job opportunities (Vision2030, 2020). 

Hence, this programme is also a part of the plan of garnering private sector 

support in order to enhance its role in the development and economy.   

Finally, the Human Capital Development Programme (HCDP) is geared towards 

improving the outputs of the education and training system at all stages and 

providing appropriate training to reach advanced international levels and to 

FRPSO\� ZLWK� 6DXGL¶V� GHYHORSPHQW� QHHGV� DQG� WKH� GRPHVWLF� DQG� JOREDO� ODERXU�

market. It also aims to develop all components of the education and training 

system, including teachers, faculty staff members, and trainers (Vision2030, 

2020). This programme is indicative that the Saudi government has not neglected 

the human factor, which play a crucial role in transformation processes. 
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To sum up, this section provided a brief overview of thirteen executive 

programmes related to the realisation of Vision 2030. Generally, it was important 

to review these programmes and to recognise the relationship between them, 

Vision 2030 and this research study. Not all of the programmes were explained 

in detail (e.g., NIDLP, NCEP, SPP, HOP, NCPP and HUDP), however, some are 

directly related to this study, such as NTP, and PP. The PP, for instance, was 

established with the objective of privatising public services and some public 

assets. Such privatisation is reflective of the NPM model, whose strategies were 

basically imported from the private sector. The objectives of the PP suggest some 

propensity for NPM as a possible management model for the Saudi public sector. 

3.7 Higher Education Reform in Saudi Arabia 

After highlighting Saudi public sector reform and shedding light on the most 

significant reform strategy in Saudi history, Vision 2030, it is important now to 

move the discussion to the focus of the study, the Saudi HE sector. The section 

is divided into two main sub-sections. The first highlights the historical 

background of the higher education sector, while literature pertinent to change in 

the sector will be reviewed extensively in the second sub-section. It should be 

noted that Barry, Chandler and Dent (2004, p.1) observed that, in actuality, NPM 

is not a unified set of practices but a theme which has distinct variations within 

the different sectors (e.g., health, education, social services). NPM varies across 

sector, and within sectors. It also varies according to the outcomes of specific 

management-professional settlements. In line with this view, this section of the 

thesis investigates the effects of NPM in the HE sector and identifies knowledge 

gaps in terms of the reform processes. 
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3.7.1 Saudi Arabian Higher Education: Background 

In order to highlight some important historical points of the Saudi HE sector, this 

sub-section will deal with several aspects in turn: a brief look at the universities' 

dates of establishment (to show how economic factors have played a vital role); 

numbers and mergerV��WKH�UROH�RI�WKH�XQLYHUVLWLHV¶�+(�FRXQFLOV��WRS�OHYHOV
�SRVLWLRQ�

assignment; funding and budgets in the sector; and finally, tuition fees. This will 

pave the way to illustrate some reform issues from within the sector, also to show 

how development in the sector is impacted by economic, political, and 

administrative factors. 

.6$¶V first University was founded in 1949, but it was not until 1979 that a royal 

decree was issued determining the Ministry of EGXFDWLRQ¶V�UROH�LQ�LPSOHPHQWLQJ�

policy on higher education. There are now 29 public universities in the Kingdom 

(MoE, 2017). Importantly, in 2015, the Ministry of Higher Education (MoHE) was 

merged with the MoE. In this way, the government tackled the problem of 

duplication of responsibilities by merging the two educational ministries into one 

body, although higher education institutions have retained some administrative 

and academic autonomy (MoE, 2017). This amalgamation is believed to unify the 

similar and joint efforts and responsibilities within the wider sector. However, this 

study will only address KSA's public universities, based on the idea that the public 

sector is the host for administrative reforms such as NPM strategies. Therefore, 

10 private universities and 41 private colleges are not under discussion here. 

The state universities are: Umm A-Qura (founded 1949 - the oldest institution in 

the kingdom), The Islamic University (1961), Al-Imam Mohammed Ibn Saud 

Islamic University (1974), King Saud (1957), King Abdl Aziz (1974), King Fahd 
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University of Petroleum and Minerals (1963), King Faisal (1975), King Khalid 

(1998), Qassim (2004), Taibah (2003), Taif (2003), Hael (2005), Jazan (2006), 

Al-Jouf (2005), Tabuk (2006), Al-Baha (2006), Najran (2006), Northern Border 

(2007), Princess Nourah Bint Abdul Rahman (2008), King Saud Bin Abdul Aziz 

University for Health Science (2005), Imam Abdul Rahman Bin Faisal (2009), 

Prince Sattam Bin Abdul Aziz (2009), Shaqra (2009), Majmaah (2009), Saudi 

Electronic University (2011), Jeddah (2014) and Bisha (2014) (MoE, 2017).  

More than half of these universities were established during the first decade of 

the twenty-first century, coinciding with a huge economic revolution. Al-Kibsi et 

al. (2015) state that economic growth in the KSA from 2003 to 2013 resulting from 

increased oil prices allowed government investment in projects in education, 

health, and infrastructure. In 1973 [15/04/1393 Hijri], the government established 

the Supreme Council of Higher Education (SCoHE)7 (Alkhazim, 2003). According 

to the MoHE (2001, cited in Alkhazim, 2003), regulation and supervision of the 

sector along with organising its policies shape the main responsibilities for the 

&RXQFLO�� 7KH� &RXQFLO¶V� FUHDWLRQ� RI� �XQLILHG� KLJKHU� HGXFDWLRQ� Uegulations and 

SROLFLHV� IRU� IDFXOWLHV�� UHVHDUFKHUV��H[DPLQDWLRQV��HPSOR\PHQW�HWF�´�DSSHDUV�DV�

one of its fundamental achievements (SCoHE, 1998, cited in Alkhazim, 2003, 

p.482). Also, in each university a Higher Council linked directly to the SCHE 

handles responsibilities such as approving faculty appointments, textbooks, 

curricula, scholarships, admissions, graduations etc. (Alkhazim,2003). Here it 

 
7 The SCoHE was abolished by royal decree in 2015 and accordingly its responsibilities have been moved 
to the Ministry of Education. 
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may be noted that Saudi universities are controlled by strict authority, which may 

negatively affect or slow down any proposed changes. 

Regarding the universities' top management recruitment, Alkhazim (2003) reports 

that each university's president is appointed by the King for a period of four years. 

Deans of colleges and faculties are appointed by the MoHE on the 

recommendation of the president of the university for two-year extendable terms. 

Also, there is one vice-chancellor²or more, if needed²for each university, 

named by the SCoHE for a term of three years, again renewable (BECM, 2011). 

Thus, it seems that the structure of Saudi universities is dominated by a small 

number of people, upon whom any decision depends. As mentioned previously, 

bureaucracy was classified as the main feature of the Saudi administrative 

system. It may be said that universities' top management comprise very 

bureaucratic leaders, presenting a dilemma for any proposed changes.  

University funding is crucial to educational progress. According to Clark (2014), 

the higher education sector is mainly managed and funded by two bodies: the 

Ministry of (Higher) Education and the Technical and Vocational Training 

Corporation (TVTC), which are responsible for the sector's policies and 

regulations. TVTC will not be addressed in this thesis, which focuses only on the 

universities. The Saudi government allocated 193 billion riyals (SAR)8 of its 2019 

budget for education, higher education and human resource training, which 

UHSUHVHQWHG� DOPRVW� ��� SHUFHQW� RI� WKH� NLQJGRP¶V� RYHUDOO� EXGJHW� IRU� �����

(MoF,2020). Therefore, the education sector is one of the most important 

government sectors where perhaps change is needed for increased efficiency, 

 
8  193 billion riyals = almost £39.72 billion or $51.46 billion, according to http://www.xe.com in 
06/10/2017. 

http://www.xe.com/
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flexibility, effectiveness, and quality. The government allocated a substantial 

budget to provide free tuition for all undergraduates and most postgraduates. 

According to Alkhazim (2003), students at undergraduate level also receive a 

grant each month, ranging from 840 to 990 riyals. Such subsidies are seen as a 

PDUN�RI�WKH�JRYHUQPHQW¶V�FRPPLWPHQW�WR�WKH�ZHOIDUH�RI�LWV�FLWL]HQV�� 

7KH�6DXGL� JRYHUQPHQW¶V� LQYHVWPHQW� LQ� KLJKHU� Hducation is presumed to have 

been quite substantial since 2005��DV�D�UHVXOW�RI�WKH�QDWLRQ¶V�HFRQRPLF�JURZWK��

The sector has experienced growth, as university foundations have increased 

considerably to the extent that they are now distributed across all of the KSA's 

provinces. Furthermore, unification of HE regulations and policies has led the 

universities to work almost within one standard system. The increased attention 

to the HE sector is seen in the allocation of about a quarter of the national budget 

to it, thereby facilitating the provision of most educational services free of cost. 

However, despite the achievements outlined, bureaucratic practices at the 

universities' top levels may be a threat to the implementation of NPM strategies. 

Flexibility is required in order to adopt new managerial models, particularly given 

the new orientation of the state. With its new orientation, the current tendency of 

the government to reduce dependency on oil, enhance the role of the public 

sector and reduce public subsidies might be expected to minimise spending, 

including in the educational sector. This will probably require new strategies, and 

in this regard, NPM may be viewed as a viable option for the HE sector. 

3.7.2 Saudi Arabian Higher Education Reform 

This sub-section highlights some fundamental reforms in the HE sector. The 

Ninth and Tenth development plans, scholarship programmes, as well as major 
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reforms carried out under NTP 2020 and Saudi Vision 2030 are examined in order 

to demonstrate the reforms that the HE sector has undergone to date.  

One of the objectives of the KSA HE sector for the period 2010-2014 (Ninth 

'HYHORSPHQW�3ODQ�� LV�³LPSURYLQJ� WKH�TXDOLW\�RI�HGXFDWLRQ´� ��th DP, p.57).9 The 

.6$¶V� 1DWLRQDO� &RPPLVVLRQ� IRU� $FDGHPLF� $FFUHGLWDWLRQ� DQG� $VVHVVPHQW�

(NCAAA) was established in 2004 to assess the quality of the universities and 

their programmes, in order to attain positive learning results (UNESCO, 2012; 

Darandari et al, 2009). Undoubtedly, quality evaluation is a core value of NPM. 

Thus, HE in Saudi Arabia may already have been moving toward NPM objectives 

unintentionally. This, of course, paves the way for this thesis to discuss the issue 

in the Saudi HE environment.  

Regarding human resource development, some objectives have been identified 

for the HE sector, namely increasing the level of efficiency, enhancing 

educational quality, implementing and adopting modern administrative systems, 

using communication and IT effectively, diversifying postgraduate programmes, 

supporting scientific research and optimising its contribution to knowledge, 

enhancing partnership with local communities, ensuring that HE graduates are 

compatible with local labour markets, encouraging postgraduate students to 

support administrative change by carrying out relevant programmes of study and 

research, allowing post-secondary students to work part-time and take training 

programmes, running scholarship programmes, giving more administrative and 

financial autonomy to public universities by reforming the regulations, and raising 

 
9 Ninth Development Plan (2010-2014) see http://climateobserver.org/wp-
content/uploads/2014/09/Saudi-Arabia_Ninth-Development-Plan-2010-2014.pdf 
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the quality of academic assessment and accreditation (9th Development Plan: 

57, 10th Development Plan: 13-14).10 

Both the Ninth and Tenth Development Plans (2010-2014 and 2015-2019) 

outlined the new strategies to be adopted by the HE sector. Efficiency, quality, 

new models, advanced technology, knowledge-economy, privatisation, and 

sectoral autonomy, among others, have recently featured prominently in the KSA 

HE sector, signalling an intention to adopt some or most NPM strategies. In other 

ZRUGV��ZKHQ�ZH�VHH�SKUDVHV�VXFK�DV��DGRSWLQJ�DGYDQFHG�DGPLQLVWUDWLYH�V\VWHP´�

in official state documents, it is a general indicator of the determination to change 

or at least adopt new approaches. 

Alamri (2011) indicates that the King Abdullah Scholarship Program is a 

VLJQLILFDQW�GHYHORSPHQW�LQ�WKH�KLVWRU\�RI�WKH�NLQJGRP¶V�+(�VHFWRU��+H�DGGV�WKDW�

the programme sets out to overcome the weaknesses of academic staff members 

in Saudi universities, and to meet the needs of Saudi markets. According to 

statistics for 2015-2016 (MoE, 2017), the number of students fully sponsored by 

the government exceeds 156,000, distributed around the world but with the 

majority in the US, UK, Australia and Canada. The kingdom ranks fourth in the 

world in terms of student movement (Alamri, 2011). In general, the scholarship 

programme is a step forward LQ�WKH�VHFWRU¶V�UHIRUPV��/HDUQLQJ�DEURDG�LQ�D�QHZ�

and different culture is seen as a positive benefit for graduates, who are expected 

to be future leaders in government and in the HE sector, since, in theory, these 

graduates are likely to be open-minded towards new theories. 

 
10 See footnotes 3 and 5.   



124 
 

Educational reform is seen as an appropriate arena in which to implement such 

reforms. Hashmi, Abdulghaffar and Edinat (2015) have compared the 

sustainability of business enterprise between public and private sector from 

managerial perspectives. Their results show that managers in the private sector 

pay more attention to sustainability than those in the public sector. Importantly, 

however, they note that the HE system needs to be reformed in order to prepare 

citizens for the future and for implementing sustainability policies in their 

institutions. With respect to the adoption of NPM, the HE sector also needs to be 

adaptable. This may involve activating good communication between the MoE 

and HE administrators before any proposed changes are undertaken, and 

including new aspects in the national curriculum instead of or alongside teaching 

the old administrative theory.  

With the proclamation of Vision 2030 in 2016, initiatives for the HE sector were 

put in place. The NTP is a short-term plan to achieve long-term goals (Vision 

2030). It targets eight strategic objectives: improving recruitment, training, and 

development of teachers; encouraging creativity and innovation in the 

HGXFDWLRQDO�HQYLURQPHQW��HQKDQFLQJ�WKH�HGXFDWLRQDO�V\VWHP¶V�LQWHUIDFH�ZLWK�WKH�

labour market; developing financial efficiency; increasing private sector 

participation (Vision 2030, 2017). These short-term objectives are linked directly 

to two main relevant objectives of Vision 2030, namely improving positive values 

and nurturing an independent outlook among the citizenry; providing citizens with 

knowledge and skills to meet the future needs of the labour market; developing 

skills among young people and leveraging them effectively; achieving budgetary 

balance; expanding privatisation of public services, among others (Vision 2030, 

2017). Accordingly, the government exerts considerable pressure on the public 
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sector, and the HE sector in particular, to achieve economic objectives through 

novel administrative theories and models.  

In conclusion, during the last decade, the HE sector has undergone major reform. 

The objectives of the last two development plans and of Vision 2030 and its 

programmes have resulted in a significant transformation for the achievement of 

economic objectives (e.g., in efficiency, effectiveness, quality, and performance). 

It may be said that the NPM paradigm has been partially implemented in the 

sector; however, there is very little literature on the reforms carried out in the 

Saudi HE sector, particularly in terms of the impact of NPM on HR managers and 

academic lecturers. Therefore, this research investigates the potential for change 

in HRM, as a contribution to the knowledge gap on the transfer of Western 

management practices to the Middle East (Budhwar et al. 2019), with particular 

focus on reform processes in the HE sector in Saudi Arabia. 

3.8 Chapter Summary 

This chapter presented a review of literature pertinent to the first aspect of this 

thesis, namely NPM. *LYHQ�WKH�.6$¶V�QHZ�VWUDWHJLF�RULHQWDWLRQ��DQG�LWV�TXHVW�IRU�

organisational efficiency, effectiveness, quality, transparency, and accountability, 

the adoption of the NPM model is seen a viable option for ensuring the attainment 

RI�WKH�.6$¶V�QHZ�VWUDWHJLF�JRDOV. The chapter then defined the concept of NPM 

as a move from old administration to a new management framework guided by 

private sector best practice. Exploring the development of NPM, the UK 

experience was examined as one of the most important references for the topic. 

This led to further review of the old model of administration, assessing the belief 

that where there is public management, public administration begins to 

disappear.  
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The second part of the chapter provided an overview of public sector reform 

initiatives. Commencing with an introduction to the experience of OECD countries 

(e.g., the UK, New Zealand, Australia), the challenges and lessons learned in the 

application of NPM in developed countries were explored. A discussion on reform 

processes in developing countries followed, with a focus on countries 

characterised by a lack of management systems and little experience in reform. 

It was concluded that one of the main challenges of NPM implementation in both 

developed and developing countries seems to be evaluation of outcomes and 

ability to determine success and failure. Therefore, in order to adopt Western 

managerial strategies more effectively and successfully, it was determined that 

the Saudi government should learn from the successes and failures of these 

countries. 

The last section of the chapter dealt with public sector reform in the KSA. First, 

there was a review of the previous administrative system, which was found to be 

an inflexible bureaucratic model. Thus, reform was assumed to be required. 

Secondly, reform progression through many stages was also researched, 

showing that Saudi Arabia has already learnt a great deal from the foreign 

experience. Economic diversification, reducing oil dependency, Saudi Vision 

2030 and the 13 programs GULYH�WKH�VWDWH¶V new strategic orientation. Lastly, the 

historical development and reform of the HE sector was reviewed. While some 

achievements have been recorded, bureaucracy still dominates. It should be 

noted that insufficient data and a paucity of literature on reforms in the HE sector 

were among the motivations for the present study.    

In conclusion, the following quote UHJDUGLQJ�WKH�.6$¶V�RIILFLDO�JRDOV�IRU�+(�UHIRUP�

is worthy of consideration: 
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(QKDQFLQJ�FRPPXQLFDWLRQ�RI�VFKRODUVKLS�VWXGHQWV�ZLWK�>«@�JRYHUQPHQW�

agencies and encouraging them to conduct research and studies which 

address the developmental challenges in the kingdom and support them 

to transform the research findings into applied projects and products 

(10th DP: 13).11 

As Saudi Arabia has already commenced the implementation of reforms (i.e., 

Vision 2030), this thesis investigates the impact of new management model, 

which demonstrates aspects of NPM, on the HE Sector. After comprehensively 

reviewing relevant literature, we find that this question has not yet been posed, 

let alone answered. The research findings arising from this thesis are expected 

WR� FRQWULEXWH� SRVLWLYHO\� WR� WKH�.LQJGRP¶V�GHYHORSPHQW� in terms of the present 

reforms being undertaken in the HE sector and to contribute to the body of 

literature on public sector reforms in non-Western countries.   

 

 

 

 

 

 

 

 

 
11 Tenth Development Plan (2015-2019) see 
file:///C:/Users/Xp%20Center/Downloads/objectives%20and%20policies%201-12-1435%20(1).pdf 
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4. Chapter Four: Theoretical Framework 

4.1 Theoretical Framework 

The components of NPM are promoted by various principles together with shared 

ideological associations. Therefore, to investigate the connections between those 

components, a theoretical framework for public sector management is essential. 

Dunleavy and Hood (1994) presented a two-by-two matrix model of an alternative 

future for public management which consists of two criteria: the degree of 

generalised rules and the degree of separation of the public and private sectors. 

The model uses four polar typologies representing diverse paradigms of public 

management. The four poles are the Gridlock Model, the Minimal Purchasing 

State, the Public Bureaucracy State, and the Headless Chicken Model (Table 

4.1): 

Degree of 
generalised 
rules 

HIGH 

³*ULGORFN�0RGHO´ 

Private prRYLGHUV��µLURQ�
UXOHERRN¶��MXULGLILFDWLRQ���
no political mediations 

([DPSOH������¶V�86�
Healthcare 

³3XEOLF�%XUHDXFUDF\�6WDWH´ 

Extended public provision 
by public sector 
organisation 

Example: Traditional 
German public sector style 

LOW 

³0LQLPDO�Purchasing 
6WDWH´ 

Maximal corporate 
presence, state as an 
µLQWHOOLJHQW�FRQVXPHU¶ 

Example: LA 
Government 

³+HDGOHVV�&KLFNHQ�0RGHO´ 

Distinctive but turbulent 
SXEOLF�VHFWRU��µ1R-one in 
FKDUJH¶�PDQDJHPHQW¶ 

Example: UK Higher 
Education 

 LOW HIGH 

Degree of separation of public and private sector 

Table 4.1: Alternative future for public management (Dunleavy and Hood, 1994).  
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$FFRUGLQJ�WR�'XQOHDY\�DQG�+RRG���������LQ�WKH�µ*ULGORFN�0RGHO¶��WRS�OHIW�RI�WKH�

table) there is no vital difference between public and private sector providers. 

Indeed, while companies may provide several public services, at the same time 

robust and extensive procedural rules have been expanded and improved. The 

VHFRQG�SROH�LV�WKH�µ3XEOLF�%XUHDXFUDF\�6WDWH¶��WRS�ULJKW�RI�WKH�WDEOH���ZKLFK�DGRSWV�

an exceptional style of public sector management, applying methods and 

tetchiness of process that are not used by the private sector. The third pole 

�ERWWRP�OHIW�RI�WKH�WDEOH��LV�WKH�µ0LQLPDO�3XUFKDVLQJ�6WDWH¶��ZKLFK�DGRSWV�PDUNHW�

mechanisms where public service delivery is outsourced to large private firms. 

Ideally, governments that adopt NPM may fall under this catHJRU\��7KH�µ+HDGOHVV�

&KLFNHQ� 0RGHO¶� LV� WKH� ILQDO� SROH� RI� WKH� PRGHO� �ERWWRP� ULJKW� RI� WKH� WDEOH��� ,W�

encompasses both over-managed and under-managed public services²over-

managed at the level of individual organisations, however, under-managed 

overall as there is no system guidance. This seems to be the method followed in 

Saudi Arabia, as the public sector and the delivery of public services are 

completely managed by the government and there is no effective role for the 

private sector in providing public service, in particular prior to the launch of Vision 

2030. 

Hood (1998) developed the grid-group cultural theory framework as an 

improvement of the previous model. Douglas (1982) proposed an analysis 

framework, which has been used broadly by social researchers in their 

institutional analyses to serve their research objectives (see Table 4.2). In 

'RXJODV¶V��������IUDPHZRUN��the two organisational dimensions²the degree of 

generalised rules²constitute the 'grid' dimensionK¶, while the 'group' dimension 

encompasses the degree of separation between the public and private sectors.  
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7KH�IUDPHZRUN�FDWHJRULVHV�RUJDQLVDWLRQV�RQ�WKH�EDVLV�RI�WZR�GLPHQVLRQV��µJULG¶�

DQG� µJURXS¶�� µ*ULG¶� LV� WKH� H[WHQW� WR� ZKLFK� DQ� LQGLYLGXDO¶V� OLIH� LV� ERXQGHG� E\�

externally imposed ruOHV��SUHVFULSWLRQV��DQG�VWUDWLILFDWLRQ��ZKLOH�µJURXS¶�UHSUHVHQWV�

WKH�LQGLYLGXDO¶V�OHYHO�RI�LQFRUSRUDWLRQ�LQWR�D�ERXQGHG�XQLW�RI�DFWRUV�RU�WKH�H[WHQW�

to which individual choice is constrained by group choice (Hood, 1998: 8). In 

VKRUW��WKH�PRUH�µJULG¶�VLJQLIies less openness to individual negotiation, and greater 

incorporation indicates more subjection of individual choice to group 

GHWHUPLQDWLRQ� DQG� PRUH� FRQVWUDLQW� RI� LQGLYLGXDOV¶� EHKDYLRXU� E\� WKH� JURXS�

(Thompson et al., 1990: 5). 

In the public sector context, 'grid' indicates the extent to which public 

management is carried out in accordance with general rules. In contrast, 'group' 

indicates the degree to which public management consistently embraces 

communities, or distinguishes itself institutionally from other societal groups 

(Hood, 1998). 

 

Grid 
Group 

Low High 

High 

³7KH�)DWDOLVW�:D\´ 

Low co-operation. Rule-bound 
approaches to organisation 

³7KH�+LHUDUFKLVW�:D\´ 

Socially cohesive rule-bound 
approaches to organisation 

Low 

³7KH�,QGLYLGXDOLVW�:D\´ 

Atomised approaches to 
organisation stressing 
negotiating and bargaining 

The Egalitarian Way 

High-participation structures in 
ZKLFK�HYHU\�GHFLVLRQ�LV�µXS�IRU�
JUDEV¶ 

Table 4.2: Institutional Analysis Form, adapted from Hood (1998) 

  

The 'grid/group' analysis theory (Douglas, 1982) identifies four types of 

organisational culture. The group classifications are either group-centered or 
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individual-centered, while the grid classifications are either low or high, depending 

on whether they are governed by robust (rule-bound) or soft (participatory) 

organisational approaches. With the µ+LHUDUFKLVW�:D\¶��KLJK-grid and high-group), 

which demonstrates a ³VRFLDOO\�cohesive a rule-ERXQG�DSSURDFK�WR�RUJDQLVDWLRQ�´�

reform tends to preserve harmony (Pratima, 2017), but also focus on rules, 

UHJXODWLRQV�SURFHGXUHV�DQG�H[SHUWLVH��+RRG���������,Q�µ+LHUDUFKLVW¶�RUJDQLVDWLRQV�

reform is top-down and relies on experts. The focus on cohesiveness and strict 

commitment to rules leads to bureaucratic red tape, which may hinder the 

process of decision-making and lead to stagnation in the workplace (Pratama, 

2017). In contrast, WKH�µ(JDOLWDULDQ�:D\¶��ORZ-grid and high-group) demonstrates 

³KLJK-SDUWLFLSDWLRQ�VWUXFWXUHV´�with every deciVLRQ�LV�³XS�IRU�JUDEV�´�The strength 

of this approach lies in the quest to maintain solidarity, underpinned by intense 

communication between members (Pratama, 2017). However, egalitarian 

institutions may experience some negative effects with respect to task 

achievement and daily work as there is low level of enforcement with high degree 

of communalism. 

The Individualist Way (low-grid and low-group) is characterised by ³DWRPLVHG�

approaches to organisation stressing negotiation and bargainiQJ�´�,QGLYLGXDO�VHOI-

interest, a weak level of control through regulation and the lack of rule of law, and 

the weak participation of individuals or other entities in the organisation are 

features of the individualist model (Pratama, 2017). However, misuse of authority, 

such as corruption, may be a side effect of this approach. Reform, in the 

individualist setting, is implemented for self-interest. Finally, the ³)DWDOLVW�:D\´�

(high-grid and low-JURXS��IHDWXUHV�³ORZ-cooperation and rule-bound approaches 

to orJDQLVDWLRQ�´�5HIRUP�in this setting occurs passively because the strength of 
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the rules and the weak influence of the group will push the civil servant to resist 

change. Organisations that adopt this approach are likely to change slowly. For 

example, some institutions and officials in Indonesia have resisted the idea of 

change based on a belief that there will be no benefit from reform and because 

their current situation was comfortable. 

According to Dunleavy and Hood (1994), these four organisational types illustrate 

that there is a broad movement from the former uncomplicated divisions between 

the state and the market, or between traditional and modern styles of public 

management. Nevertheless, it is important to note that the four types of approach 

represented in this model do not account for all facets of public management. 

Instead, it focuses on four dissimilar organisational types, between which there 

may be several hybrid types (Hood, 1998). Next, the discussion moves to 

examine some influential models of NPM such as Hood (1991), Osborne and 

Gaebler (1992), Peters (1996) and Ferlie et al. (1996). These models form the 

basis of the thesis's theoretical framework. 

4.2 The origin of NPM (Hood,1991) 

Hood's seven principles (see Table 4.3) are categorised under ³7ZR�(VVHQWLDO�

'LPHQVLRQV�´�7KH�ILUVW� relates to the distinction between the public and private 

sectors, in terms of organisation and accountability. The second relates to the 

extent to which managerial and professional discretion are subject to specific 

standards and rules. 

No. +RRG¶V�6HYHQ�3ULQFLSOHV 
+RRG¶V�7ZR�

Essential 
Dimensions 

Characteristics 

1 Disaggregation into decentralised 
units 

The distinction 
between private 

Emphasis on the 
role of manager 
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2 Competition as incentive and public 
sector 

and clear 
assignment of 

power 3 Private sector style of management 
practice 

4 Discipline and parsimony in resource 
use 

5 Hands-on professional management 

Standards & 
rules 

6 Explicit and measurable standards of 
service and performance 
measurement 

7 Focus on output control 

Table 4.3: Hood's principles adjusted by the researcher 

  

According to Hood et al. (1999, pp. 196-200), these principles show that NPM 

changes were proposed to effect changes in the public service in accordance 

with the 'low-JURXS¶�VHJPHQW�RI� WKH� IUDPHZRUN. In other words, minimising the 

degree of separation between public and private sector management. Similarly, 

NPM sought to effect change in the public service according to the 'low-grid' 

segment through a process of transforming a previously monolithic bureaucratic 

system (i.e., organisation) into different business units, thereby reducing the 

degree of application of generalised rules in the public sector. The application of 

WKH� µJULG-JURXS¶�FXOWXUDO� WKHRU\�VKRZV�WKH�GLYHUVH�FXOWXUDO�YLHZV�RQ�ZKLFK�HDFK�

element relies. For instance, Hood's first four principles very likely tend to the 

µLQGLYLGXDOLVW¶�ZD\� �ORZ-grid/low-group). However, principles such as 'hands on 

professional management' put more focus on the role of managers and tend 

towards DQ�µHJDOLWDUian¶�perspective (low-grid/high-group). 

4.3 Osborne and Gaebler (1992) 

Hood's NPM model gained prominence in the early 1990s. As a result, a 

multiplicity research on NPM emerged in subsequent years. For instance, 
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Osborne and Gaebler (1992, p16) advanced the concept of reinventing 

government and proposed ³D�UDGLFDOO\�QHZ�ZD\�RI�GRLQJ�EXVLQHVV�LQ�WKH�SXEOLF�

VHFWRU�´� $FFRUGLQJ� WR� 2FDPSR� ������� S������ UHLQYHQWLRQ� refers to a 

³�U�HYROXWLRQDU\�FKDQJH�SURFHVV´�DV�occurred previously in the Progressive Era 

in the United States and is underway elsewhere in local governments around the 

world. The proponents of the model claimed that the concept has its basis in a 

³SDUDGLJP�VKLIW´�that occurred over four decades from 1930.  

Entrepreneurial government, as defined by Osborne and Gaebler (1992), is active 

(hands-on) but without bureaucracy, red tape, and inefficiency. The 

entrepreneurial government model is premised on ten principles. These are: 

1. Competition: government ought to boost competition between public 

services suppliers.   

2. Community-owned: governments should give some power to citizens, 

instead of merely relying on bureaucratic organisations.  

3. Result-oriented: governments should move from measuring input to 

measuring output of its agencies.  

4. Mission-driven: governments should be driven by goals, instead of relying 

on results and regulations.  

5. Customer-driven: governments deal with their clients as customers, 

hence, offering them multiple choices.  

6. Anticipation principle: governments should anticipate and prevent 

problems before they happen, rather than just fixing problems. 

7. Entrepreneurship: governments should emphasise earning money, not 

just spending money. 
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8.  Decentralisation: the governmental authority should be decentralised, as 

well as pay more focus on participatory management.  

9. Market orientation: governments prefer to adapt market-based 

mechanisms rather than bureaucracy.  

10. Catalytic: governments should encourage all public, private, and third 

sector agencies to provide public service, instead of just full reliance on 

the public sector (Osborne and Gaebler 1992: 19-20).  

Consolidating DuQOHDY\� DQG� +RRG¶V� ������� JULG-group cultural theory and 

Osborne and Gaebler's principles of re-invented government may be challenging 

as the principles may link to more than one of the four polar types; in other words, 

the framework depicts inconsistent global points of view, as opposed to being a 

'single paradigm' (Hood, 1995). For instance, the tenth principle ± µFDWDO\WLF�

government', reflects the µ+LHUDUFKLVW¶�PRGHO�LQ�SXEOLF�PDQDJHPHQW��7KLV�LV�ZK\�

governments steer other sectors to contribute to public service provision. In 

contrast, the first, third, fourth, fifth, seventh and ninth principles are all linked to 

WKH�µ,QGLYLGXDOLVW¶�FXOWXUDO�PRGHO��which VXJJHVWV�WKDW�JRYHUQPHQW¶V�main method 

of enhancing its public management is by the adoption of the business-like 

(market) mechanism. In addition, the second and eighth principles, which centre 

around the idea of empowering local communities, almost seems to fit with the 

µ(JDOLWDULDQ¶�FXOWXUDO�PRGHO�� 

Notably, both Osborne and Gaebler (1992) and Hood (1991) have outlined at 

least four similar principles, namely decentralisation, market mechanism and 

competition, more attention on the use of resource and output, and a focus on 

performance measurement. The managerial role can be a main distinguishing 

IHDWXUH�EHWZHHQ�+RRG¶V�WKHRU\�DQG�2VERUQH�DQG�*DHEOHU¶V�WKHRU\��2Q�WKH�RQH�
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hand, Hood (1996: p268) does not appear to have prioritised the managerial role, 

as the issue constitutes the fifth principle (hands-on professional management) 

DV� µDFWLYH� FRQWURO� RI� SXEOLF� organisations by visible managers wielding 

GLVFUHWLRQDU\�SRZHU�¶�2Q�WKH�RWKHU�KDQG��2VERUQH�DQG�*DHEOHU��������SS�����-

160) appear to accept Deming's perspective which suggests that managers and 

employees represent a small percentage, around 15%, of the organisation's 

SUREOHPV��ZLWK� µEURDGHU� V\VWHP¶� IDFWRUV� DFFRXQWLQJ� IRU� WKH� UHVW�� 7KXV��+RRG
V�

model in general appears to be related to internal factors whilst in the case of 

Osborne and Gaebler's intervention, government can be considered as an 

additional extension. 

4.4 Peters (1996) 

Peters (1996) outlines four fundamental characteristics of public sector 

management. Each feature relates to a specific issue that is encountered in public 

DGPLQLVWUDWLRQ��3HWHUV
� µ*RYHUQLQJ¶�PRGHO� FRQVLVWV� RI� D� IRXU-part classification: 

market, participative, flexible, and deregulated government (Flynn, 2002). The 

model is presented in Table 4.4: 

 1) Market 
government 

2) Participative 
government 

3) Flexible 
government 

4) Deregulated 
government 

Principle 
diagnosis 

Monopoly Hierarchy Permanence Internal regulation 

Structure Decentralisation Flatter 
organisation 

Virtual 
organisations 

No particular 
recommendations 

Management Performance-
related pay 

TQM Teams Managing 
temporary 
human resource 

Greater 
managerial 
freedom 

Policy Making Internal 
markets, market 
incentives 

Consultation 
negotiation 

Experimentation Entrepreneurial 
government 
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Public interest Low cost Involvement 
consultation 

Low cost co-
ordination 

Creativity 
activism 

Table 4.4: The Future of Governing: Four Emerging Models, Adopted from Peters (1996)  

  

Peters outlined different NPM components that impact various dimensions of 

reform. The components are related to structure, management, policy-making, 

DQG� SXEOLF� LQWHUHVW�� 7KH� µSULQFLSDO� GLDJQRVLV¶� provides the rationale and 

clarification of the complexities and challenges in government reform. The four 

analytical dimensions (monopoly, hierarchy, permanence, and internal 

regulating) are more specifically related to challenges. These lead to the 

generation of visions of governance, each of which entails a public interest 

coQFHSW� DQG� FRPSUHKHQVLYH� QRWLRQ� RI�ZKDW� UHSUHVHQWV� WKH� µLGHDO� JRYHUQPHQW¶�

(Peters 1996, p. 19). The application of these various visions provides 

governments with four different choices to implement reforms. The choices are: 

1. The market government model where the principal diagnosis is the 

shortage of incentives in the traditional (bureaucratic) public sector. 

Hence, the ideal government (i.e., the market government) applies market 

incentives, pay-for-performance methods, and decentralises the public 

sector as much as possible. Therefore, citizens are treated as consumers 

and taxpayers as market-type mechanisms are applied. Market 

government obviously fits with the individualist perspective of Dunleavy 

DQG�+RRG¶V��������JULG-group theory. 

2. The participative government model which identified rigid hierarchy as 

the problem of bureaucratic organisations. This model provides citizens 

with a sort of empowerment and participation. Therefore, it is similar to the 

market government model, as both shift away from bureaucratic 
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hierarchies. Regarding grid-group cultural theory, this government accepts 

the egalitarian view and believes in the ability of citizens to work well in 

governance. 

3. The flexible government model, which criticises the traditional public 

organisations that adopt bureaucracy as being permanent and inflexible. 

The solution, according to this model, is providing a temporary state, in 

other words, all organisational issues from structure to individual job 

positions are adjustable. Notably, this model is similar to the market model. 

As Pollitt and Bouckaert (2000) observed, the flexible model can be seen 

as a contract-based phenomenon. As result, the model is highly likely to 

fit with the individualist perspective. 

4. The deregulated government model, which considers the problem of the 

public sector is the massive limitation of bureaucratic regulation. This 

model has belief and confidence in the motivation and the character of civil 

employees. The application of grid-group theory shows that this model 

swings in the middle of the theory. In other words, it is closer to the 

individualist perspective as it pays attention to individual value, as well as 

being close to the egalitarian view, as it believes that when the regulation 

become flexible, then employees would have opportunities to show their 

creativity and hence public service would be enhanced. 

4.5 Ferlie et al. (1996) 

Peters' model outlines clear differences between the sectors (public and private), 

making it applicable and valid for use in managerial reform. Similarly, Ferlie et al. 

(1996) also distinguish between the two sectors. The review of managerial 

theories and considerable knowledge about public sector reform led to the 
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FUHDWLRQ�RI�)HUOLH�HW�DO�¶V��������130�PRGHO���7KH�characteristics of the model are 

shown in detail in Table 4.5.  

Model  Drive Characteristics 

Model 1  Efficiency Drive x An increased attention to financial control 
x A stronger managerial style with 

management by hierarchy 
x More market mindedness and a customer 

orientation 
x A shift in power from professionals to 

management 
x Less bureaucratic and more 

entrepreneurial management 
x New forms of corporate governance  

Model 2  Downswing and 
Decentralisation  

x More elaborate and developed quasi-
market 

x Separation of small strategies core from 
large operational providers 

x De-layering and downsizing  
x A spilt between public funding and 

independent sector provision 
x More flexibility and variety in the service 

system.  

Model 3  In search of 
Excellence 

x Emphasis on organisational development 
and learning  

x Recognition of the importance of 
organisational culture 

x Radical decentralisation with performance 
judged by results, growth of corporate 
logos, mission statement and uniforms 

x An explicit communications strategy  
x More assertive and prominent human 

resource management function 
x Charismatic rather than transactional forms 

of leadership.  

Model 4 Public Service 
Orientation  

x Major concern with service quality 
x Value-driven approach  
x A concept of citizenship  
x Scepticism as to the role of markets in 

public services 
x A continuing set of public service tasks and 

values 
x A stress on service accountability and 

collective provision 

Table 4.5: Four Ideal NPM Models Adopted from Ferlie et al. (1996) 
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According to Quinlivan and Schön (2002), Ferlie et al. (1996) created their model 

RI�WKH�µ)RXU�,GHDO�7\SHV�RI�130´�JUDGXDOO\��so that it has not replaced any other 

NPM models but is considered a new paradigm. However, examination of the 

four µLGHDO�W\SHV¶�UHYHDOV�WKDW�WKH�PRGHO�LV�DQ�DPDOJDP�of the previous models. 

For example, the first principle (efficiency drive) and the second (downsizing and 

decentralisation) have been mentioned frequently within other NPM models and 

WKHRULHV�� 2VERUQH� DQG� *DHEOHU¶V� �,����� µUHVXOW-GULYHQ¶� DQG� µGHFHQWUDOLVHG¶�

government principles have the same features as Ferlie's first and second 

principles. Moreover, Quinlivan and Schön (2002) stated that Ferlie et al.¶V (1996) 

highlights a unique feature that is rarely mentioned by others. That is the fourth 

model (public service orientation), which stipulates that the management process 

should pay more attention to the "users," rather than focusing on the value and 

concerns of the customers.  

In this Section, the discussion centred on four adopted NPM models: Hood 

(1991), Osborne and Gaebler (1992), Peters (1996) and Ferlie et al. (1996). The 

examination of these models has generated the theoretical framework of the 

research, which also helped us to recognise the repeated and the most common 

NPM elements among the models (e.g., performance measurement, which is 

mentioned in all four frameworks). Thereafter, the elements were examined in 

five Saudi public universities, where each institution represents a geographical 

dimension of the country. The investigation of these elements in a new context 

helped to identify the new transformation in the Saudi public sector (e.g., from 

public administration to public management), especially with the introduction of 

the new Saudi reform plan²Vision 2030. This study will investigate the repeated 
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elements in the Saudi context to answer the main research question: the likely 

impact of NPM on Saudi HE sector from the perspectives of FSMs and HRMs.   

To sum up, it is clear that it is perhaps complex to conclude that there is an 

exclusive classification through which NPM reform can be defined. In other 

words, NPM is likely to be one or more hybrid forms produced as a subclass of 

the various models (Ferlie et al., 1996). Similarly, Hood (1998) describes a hybrid 

form that is generated from different models. Therefore, NPM is not a unique or 

specific paradigm, as the four NPM models match the different managerial 

perspectives of the Grid-Group theory.  The discussion on these models help to 

engender an understanding and appreciation of the various perspectives of the 

respondents regarding the current Saudi public sector management, the new 

reform plan (Vision 2030), and the existing and potential challenges. The 

investigation also helps to answer the main research question: the likely impact 

of NPM on Saudi HE sector from the perspectives of FSMs and HRMs.  The next 

section will provide an overview of these elements. 

4.6 NPM elements 

4.6.1 Introduction 

This section addresses the theory and practice of selected NPM elements. It aims 

to critically outline the NPM elements in line with the four models, and to 

understand how far NPM achieves its promises; in other words, to understand 

the reality and the rhetoric of NPM. In addition, the section aims to build a 

foundation from which research questions can be identified, especially those 

related to the NPM elements of accountability, centralisation, decentralisation, 

empowerment, autonomy, participation, quality, performance, and competition. 
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4.6.2 Accountability and NPM 

NPM claims to enhance accountability within the public sector (Bruce and Warren 

(2018); Bach et al. (2017); Lægreid (2014).  With NPM the focus is on output, 

competition and contractual relations (Lægreid, 2014), which represents a major 

shift from TPA, where accountability is primarily based on input, process and 

procedures, hierarchical control, legality and trust. This clarification will help to 

understand the accountability practices in Saudi HE sector. 

 Under NPM, individuals play an essential role as managers are held more 

immediately responsible for their performance and the work of their agency 

(Lægreid, 2014). With public managers becoming more accountable, government 

oversight, and by extension, political accountability, is reduced (Lægreid, 2014). 

This may be complex in the Saudi context where government controls everything. 

Managerial accountability under NPM is concerned with monitoring outputs and 

results, and authorised officials (i.e., managers) are responsible for enacting the 

duties assigned to them. However, this is completely different from the 

accountability in traditional management, where processes and procedures are 

monitored without necessarily looking at the results. In NPM, officials (managers) 

are given additional autonomy and are more likely to be held accountable for 

outcomes (Christensen and Lægreid, 2015).  

The NPM models discussed above demonstrate the shift in focus from input to 

output. For example, Hood (1991), focuses on output-based rules that are 

measured by quantitative performance indicators, rather than input controls and 

bureaucratic procedures. Osborne and Gaebler (1992), in their result-oriented 

government model, state that governments can measure the output of agencies 
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instead of inputs. As Ferlie HW�DO�¶V� (1996) model shows, performance can be 

judged by results. As discussed in Chapter Three, the Saudi public sector follows 

the central bureaucratic model that is based on procedures, regulations, and rules 

(Al Otaibi, 2015). Consequently, as Chapter Five (Discussion) will demonstrate, 

Vision 2030 is expected to make some changes in this regard. 

Competition and a contract system are advocated in some NPM models. Hood 

(1991), for instance, promotes competition in the public sector, the application of 

the fixed-term contract system for employees, and incentives for the 

organisation's outputs. Similarly, Osborne and Gaebler (1992), suggest a 

competitive government model with competition between the public service 

providers. In NPM, competition and contract elements are viewed as important 

means of increasing HPSOR\HHV¶�DFFRXQWDELOLW\. It is assumed that an employee 

who is subject to a contract, unlike a permanent employee, works carefully, 

intensively, and more competitively. In Saudi Arabia, public sector jobs are 

permanent, which may perhaps obstruct the application of NPM. 

Furthermore, Bryson, Crosby, and Bloomberg (2014, p.446) examined 

accountability from three different perspectives. First, from the traditional public 

DGPLQLVWUDWLRQ�SHUVSHFWLYH��DFFRXQWDELOLW\�LV�³KLHUDUFKLFDO��LQ�ZKLFK�DGPLQLVWUDWRUV�

arH� DFFRXQWDEOH� WR� GHPRFUDWLFDOO\� HOHFWHG� RIILFLDOV�´� 6HFRQGO\�� LQ� 130��

DFFRXQWDELOLW\�LV�VHHQ�DV�³PDUNHW-driven, in which aggregated self-interest results 

LQ�RXWFRPHV�GHVLUHG�E\�ERDUG�JURXSV�RI�FLWL]HQV�VHHQ�DV�FXVWRPHUV�´�/DVWO\��SRVW-

NPM conceptions (e.g.��QHZ�SXEOLF�VHUYLFHV��ODEHO�DFFRXQWDELOLW\�DV�³PXOWLIDFHWHG��

as public servants must attend to law, community values, political norms, 

professional standards, and citizen interests." This thesis will identify where 
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accountability lies along this spectrum in the Saudi context, especially in line with 

Vision 2030. 

According to Ward (2007), NPM proponents attribute 73$¶V failure to 

administrators under some democratic governments who did not care about their 

administrative accountability. However, 130¶V� FODLPs to enhancing 

accountability in the public sector (Lorenz, 2012), involves dividing departments 

into 'single-purpose organisations' (Andersson and Liff, 2012, p.837), which has 

caused much fragmentation. Hence, NPM has given rise to the concept of 'whole-

of-government' (Christensen and Lægreid, 2007), which is viewed as the 

UHVSRQVH� WR�SUREOHPV�XQGHU�130��DQG�D�FKDOOHQJH� WR� WKH�FUHGLELOLW\�RI�130¶V�

claims. 

6RPH� RWKHU� VWXGLHV� KLJKOLJKW� RWKHU� FKDOOHQJHV� WR� 130¶V� FODLPV� FRQFHUQLQJ�

accountability. Willis et al. (2016), for example, report intensified workloads in a 

public hospital in Australia with the implementation of NPM reforms in the interest 

of achieving efficiency, productivity, effectiveness, and accountability. Simonet 

(2013), after examining the implementation of NPM in French public hospitals, 

reports that NPM failed to fulfil its promises of cost cutting and increasing 

accountability. This failure suggests that NPM might not be appropriate for 

specific organisations or governments. 

This section discussed accountability in the NPM and TPA frameworks, 

demonstrating a shift in the concept. While TPA focuses more on inputs, 

procedures, and regulations, NPM focuses on outputs, competition, and 

performance. Research indicates that, contrary to promises of enhanced efficacy, 

the practical application of NPM reforms for improved accountability have 
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resulted in fragmentation of the central system, increased workloads and 

inefficiency. In the light of these results, consideration must be given to the Saudi 

context and the importance of accountability as promoted by NPM. 

4.6.3 Decentralisation and NPM 

According to Hood (1991), (1995), Ferlie et al. (1996), Mok (1999), and 

McLaughlin et al. (2002), the NPM approach, unlike the TPA, is based on the 

µPDQDJHPHQW-orientation' and seeks to run the government (public) sector like a 

business. NPM focuses on the managerial role, quality of service, resource 

efficiency, and decentralised organisational structure. Decentralisation is key to 

this business-like focus, and this section discusses the element of 

decentralisation, particularly in relation to the Saudi context. 

Hood's (1991) model describes a shift towards greater disaggregation of large 

public service bureaucracies into decentralised, corporatised units for each public 

sector 'product.' As Hood (1991, 1995) and Pollitt (1995) state, the organisational 

structure of traditional institutions is divided or dismantled into small, separate, 

individually managed units. Organisational division recognises that the delegation 

of authority is crucial enabling quick decision-making. In this regard Osborne and 

Gaebler (1992) highlight the delegation of authority and its role in the 

decentralisation of government, while Ferlie et al. (1996) suggest the de-layering 

and downsizing of the public sector. For Mathiasen (1999), the decentralisation 

characteristic of NPM supplants the strict centralisation of TPA, bringing decision-

making regarding the allocation of resources and service provision closer to the 

beneficiary. 
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The implementation of NPM, therefore, separates the public sector or public 

organisations into smaller, decentralised units to speed up decision-making and 

improve public service delivery. In Saudi Arabia, the public sector, including the 

HE sector, is centralised (Al Otaibi, 2015; Common, 2008; and Jabbra and 

Jabbra, 1998). For example, all Saudi universities fall within the purview of the 

Ministry of Education, which is at variance with the decentralised NPM model. 

Radice's (2013) study provides a historical overview of the management of UK 

universities, and the government¶V�UROH�as the regulator of those universities and 

provider of financial support. Reforms in the UK's HE sector affords the 

universities the requisite autonomy to allow the institutions and their employees 

(both academic and non-academic) the desired freedom to build and maintain 

close relationships with business, local government, and professionals.  It is 

anticipated that once a similar level of autonomy is granted through reforms, 

Saudi universities would enjoy greater freedom. 

Empowerment is synonymous with the delegation of authority under the NPM 

model (Hood, 1991; Ferlie et al., 1996). As McConville (2006) and Op de Beeck, 

Wynen and Hondeghem (2018) have demonstrated, long legislative procedures 

and the imposition of mandatory orders have limited the executive functions of 

managers. However, motivating and empowering managers and granting them 

some autonomy in their managerial roles might help them to work effectively. In 

the paragraphs that follow the discussion focuses on some studies that contribute 

to understanding empowerment aspects of NPM.   

Several empirical studies have indicated that empowering faculty staff and 

managers in the higher education sector leads to enhanced creativity, (Al-
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Magableh and Otoum, 2014), increased achievements (Hamouri and Saoud, 

2010), innovation, effectiveness, and advanced performance (Lau, 2010), 

increased productivity, job satisfaction, and loyalty (Al-Mohtaseb, 2011), 

organisational commitment (Omari, 2011), and improved productivity, creativity, 

and innovation (Al Shareef, 2012). Empowerment, therefore, seems to play a 

major role in reform processes.  

A number of studies examine empowerment in the Saudi HE sector and highlight 

some positive aspects of empowerment in the Saudi context. Al Ghamdi (2016) 

argue that administrative creativity is strongly affected by the psychological 

empowerment of academic female leaders at both established and emerging 

universities in Saudi Arabia. In addition, Al-Magableh and Otoum (2014) contend 

that innovative behaviour is affected positively by a high degree of administrative 

empowerment among academic department heads and their coordinators. 

Moreover, Al-Sharah, (2018) posits that administrative empowerment, such as 

the authority to delegate teamwork and training, leads to effective communication 

and increases employee motivation and impacts employees' organisational 

citizenship behaviour. The study recommends that top management in Saudi 

universities continue empowering employees to be independent decision makers. 

However, Pandey, Schulz and Camp (2018), indicated that expanding the 

delegation of authority to managers at the middle and lower levels has made the 

adoption of standardised methods of operation and management complex. 

Therefore, although lower-level managers should benefit from freedom 

associated with the delegation of authority, problems have been recognised. 

Universities can benefit from the institutional autonomy enshrined in the NPM 

model. However, several research studies have examined the changes brought 
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about by the reforms in the HE sector and the findings demonstrate that the 

outcomes do not always match expectations. Enders, Boer, and Weyer (2013), 

for example, discuss both autonomy and control in Dutch universities, positing 

that the traditional professional autonomy based on institutional trust ended with 

the reform of the HE sector, and has been replaced by managerial autonomy. 

Similarly, Davies and Thomas (2002) highlight the significantly reduced 

professional autonomy of academics as a result of the NPM reforms.  

In the same vein, Harris (2005) notes the disappearance of traditional academic 

characteristics like freedom and autonomy with the advent of the new neoliberal 

reforms��/LNHZLVH��7UDLDQRX¶V��������research findings indicate that the shift from 

TPA to NPM has greatly reduced academic freedom and changed the 

organisational structure of the university. The reforms have also brought 

increased fragmentation and differentiation in academic institutions. Carvalho 

and Videira (2019), Bruckmann and Carvalho (2014) Kohtamäki and 

Balbachevsky (2019) highlight the power shift from academics to managers, 

noting that as organisational structures become increasingly more hierarchical, 

decisions are top-down rather than collegial and collective, and the non-

educational units have increased in number for no apparent reason. These 

international experiences show us that, in practice, the outcomes of NPM 

implementation do not substantiate the theoretical claims. In some cases, reforms 

led to the erosion of institutional and professional autonomy. 

In terms of public accountability, Han and Xu (2019) state that Chinese 

XQLYHUVLWLHV¶�DXWRQRP\�ZDV�FRPSOLFDWHG�EHFDXVH�WKH�JRYHUQPHQW¶V� intervention 

to enhance its public accountability has relatively reduced the universities' 

autonomy. Similarly, Eastman et al�¶V� ������� VWXG\� UHYHDOV� DQ� LQFUHDVH� LQ�
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government regulation and accountability measures corresponding with a decline 

in the high level of institutional autonomy. According to Hartley et al., (2016) 

Kazakh universities' have come under much pressure and challenge from the 

central government following the introduction of several control measures such 

as national academic accreditation, international institutional academic 

accreditation, and the creation of the University Board of Trustees to achieve 

supervision and accountability. Similarly, Pandey, Schulz and Camp (2018) 

highlight a decline in the institutional autonomy of five Canadian universities, 

which is linked to high regional oversight. These studies suggest that, instead of 

achieving institutional and academic autonomy, the reforms carried out in HE 

sectors globally resulted in increased public accountability and oversight by 

governments. 

Institutional autonomy is perhaps a means of reducing JRYHUQPHQW¶V� ILQDQFLDO�

support to the HE sector. Kenny's (2018) study shows that neoliberal economic 

policies were imposed on some universities by governments mainly to reduce 

government subsidisation. Indeed, Hong (2018) found that the implementation of 

a neoliberal approach led some universities to seek additional sources of funding 

through partnerships with the private sector due to the decline in public funding 

from the state. In the Saudi context, Hamroon's (2018) research findings indicate 

that academic and non-academic staff are ideally placed for achieving autonomy, 

especially in relation to academia, administration and finance. The study 

recommends amending the current system of higher education, and emphasises 

the need for investment in, and creating a source of financial income for 

universities. 
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This section discussed decentralisation, empowerment and autonomy in theory 

and practice. Theoretically, NPM separates public sector organisations into small, 

decentralised units, and shifts power from top organisational levels for more 

efficient public service delivery. In practice, there are some advantages to both 

individual and institutional autonomy, such as enhancing freedom, innovative 

thinking, performance, efficiency, among others.  On the other hand, there are 

some disadvantages, such as the loss of academic freedom and identity. These 

considerations raise questions concerning NPM implementation in the Saudi 

context. 

4.6.4 Participation and NPM 

As Osborne and Gaebler (1992) and Peters (1996) affirm, participation is yet 

another important aspect of NPM��2VERUQH�DQG�*DHEOHU¶V��������GHFHQWUDOLVHG�

government model proposes that governments decentralise authority and 

embrace participatory management. Peters (1996) presents a different method 

of participation in NPM. Peters' second model²'participative government'²

emphasises the empowerment and participation of citizens, which is a 

considerable shift from bureaucratic hierarchies. Participation, therefore, is 

typical of decentralised public organisations. Thus, internally, public workers, as 

well as citizens (external) are empowered and participate more in the decision-

making processes of public organisations.   

Greitens (2016) examines citizen participation in public sector organisations from 

two main dimensions: first, the democratic dimension, which places most of the 

burden of effective participation on the citizen and second, the administrative 

dimension that places most of the burden on the public bureaucrat. In the 
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democratic dimension, citizens participate by voting to choose appropriate 

national and local leaders who can achieve their public interest. In the 

administrative dimension, citizens participate in bureaucratic rulemaking by 

ensuring the accountability of bureaucrats, making recommendations to decision 

makers through participation in advisory committees, and participating in public 

forums related to JRYHUQPHQW¶V� SROLFLHV� Such participatory processes help to 

ensure transparency and accountability. These two dimensions will provide a 

framework for investigating participation in NPM in the Saudi context. It is 

noteworthy that application of the democratic dimension might be difficult, given 

that Saudi leaders and officials are appointed and not elected, and election 

processes may be complicated, as discussed in Chapter Three. However, the 

administrative dimension is likely to be applied. 

4.6.5 Quality and NPM 

Quality is another essential element of NPM model, which focuses on improving 

the quality of service significantly in the public sector (Ferlie et al., 1996). 

Similarly��0DWKLDVHQ¶V��������GHILQLWLRQ�RI�130�emphasises results in terms of 

efficiency, effectiveness, and quality of service, while Pollitt (1995) observes that 

NPM increases the emphasis on the quality of services, sets standards for quality 

and responds to customer's priorities. Clearly, quality in NPM is measured by 

outcomes, which differs from the TPA model, where the focus is primarily on 

inputs and procedures.  

As Descubes and McNamara (2015) notes, NPM reforms claim to increase the 

efficiency and effectiveness of public sector organisations, thereby improving the 

quality of outcomes. Bessant, Robinson, and Ormerod (2015) posit that, to 
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achieve this, governments establish mechanisms to fund the HEIs such as 

establishing quality assurance units, auditing processes and increasing 

accountability. However, according to DeRouen and Pospieszna (2013), the data 

were insufficient to substantiate the claim that NPM improves quality, which 

suggests that, in actuality, NPM fails to achieve its promises.  

The Saudi government, through its five-year development plans, sought to 

LPSURYH� WKH� TXDOLW\� RI� LWV� XQLYHUVLWLHV¶� HGXFDWLRQDO� VHUYLFHV� WKURXJK� the 

achievement of academic and institutional accreditations. Now, Vision 2030 also 

seeks to improve the quality of public services through the private sector. This 

thesis seeks to understand the challenges, compatibility, and improvement 

associated with measures to improve quality in Saudi universities through the 

application of the NPM model. 

4.6.6 Performance and NPM 

Performance is a feature of three of the NPM models discussed in the earlier 

paragraphs. Hood (1991) proposes a move towards more explicit and 

measurable standards of service and performance measurements through the 

clarification of goals, targets, and indicators of success, and a shift from the use 

of input controls and bureaucratic procedures to rules relying on output controls 

measured by quantitative performance indicators. Similarly, Osborne and 

Gaebler (1992) recommend that governments measure the performance of their 

agencies, focusing not on inputs but on outcome. Ferlie et al. (1996) suggested 

radical decentralisation with performance judged by results in the search for 

excellence. Thus, there is a shift is from inputs (TPA model) to outputs 

measurement with clear targets set and performance indicators (NPM model). 
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Verbeeten and Speklé (2015) propose three recommendations for improving the 

performance of public sector organisations. First, public organisations should 

move to a result-orientation mode that focuses on outcomes rather than relying 

on process, procedures, and inputs in line with Van Loon's (2017) findings 

comprehensive adherence to rules negatively impacts performance and leads a 

decline in the employee's productivity. Second, the public sector should adopt the 

performance management system, consisting of goals, monitoring, and rewards. 

Third, public organisations should reduce both centralisation and the reliance on 

rules and procedures, thereby releasing managers from bureaucratic restrictions 

and input restraints so that they can perform more  effectively based on the 'let 

the manager manage' principle. These measures should contribute to improving 

public service quality (Agostino and Arnaboldi, 2015) and also facilitates the 

selection of service providers, the rewarding of employees and effective 

evaluation of government agencies (Pfiffner, 1999). 

Yaisawarng and Ng (2014), who examine the impact of reform on research 

performance in &KLQD¶V�+(�VHFWRU��UHSRUW�that universities that have undergone 

reforms perform well and much better compared to those that have not. Similarly, 

SchubeUW¶V��������investigation of NPM in the HE sector in Germany, reveals that 

a high level of internal hierarchy (e.g., university presidents) and a significant level 

of operational flexibility for researchers led to enhanced performance and 

efficiency at both universities studied. However, Verbeeten DQG�6SHNOp¶V��������

findings seem indicative that, in general, the outcomes of NPM implementation 

differ from those anticipate, given the negative impact on the public sector's 

performance. In the same vein, Agostino and Arnaboldi (2015) state that, 

although performance measurement systems (PMS) based on NPM principles 
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are assumed to work effectively, they fail in practice, which led to further revision 

of the system itself. Here again, it appears that the claims of improved 

performance with the introduction of NPM principles may be challenged.  

To conclude, performance is one of the important characteristics of almost all 

NPM models. NPM represents a shift from the TPA model, and its focus on inputs 

and procedures, to an emphasis on outputs and goals for effective performance 

measurement. Although some research findings indicate improved performance 

improvement with the introduction of NPM, other studies contend insufficient data 

to demonstrate conclusively the positive side of NPM regarding performance 

improvement. The discussion chapter examines this issue in the Saudi context.   

4.6.7 Competition and NPM 

Two NPM models argue for increased competition. First, Hood (1991) proposes 

a shift fixed-term contracts, suggesting that there would be increased competition 

once contracts are introduced for public sector employees under NPM. In other 

words, NPM proponents claim that competition decreases with permanent 

employees.  Second, the model of competitive government suggests that 

governments promote competition between service providers (Osborne and 

Gaebler, 1992). That is to say, NPM proponents claim that when there are 

multiple providers instead of reliance on the government for public service 

delivery, competition will be increased, and customers will have greater choice.  

As discussed in the literature review, NPM encourages competition in public 

services provision through marketisation (Lapuente and Van de Walle, 2020), 

and encourages public institutions to adopt a business orientation to meet 

customers' needs (Walker et al., 2011; Knafo, 2020). Saudi Vision 2030 also aims 
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to raise the level of competition through privatising the public service and allow 

companies to compete for the provision of services. This brief review 

demonstrates through certain empirical studies that the NPM model and the 

Saudi Vision 2030 aim to raise competition by shifting the provision of public 

services from the public to the private sector. The element of competition will be 

tested in Saudi universities to identify the current level of competition, challenges, 

and problems. 

4.6.8 Section summary 

In this section the eight NPM elements that characterised the four NPM models 

proposed by Hood (1991), Osborne and Gaebler (1992), Peters (1996), and 

Ferlie et al. (1996) were discussed. The elements are accountability, 

decentralisation, empowerment, autonomy, participation, quality, performance 

and competition. As discussed, NPM claims to enhance public sector 

organisations' efficiency, effectiveness, quality, and performance through the 

adoption of private sector concepts like marketisation. However, research shows 

that, in reality, NPM has not always achieved the expected outcomes. This thesis 

will contribute to furthering the discussion on NPM by testing the model in a non-

Western country where the model has not yet been fully applied. This is 

concurrent with the launch of the largest reform plan in Saudi Arabia (Vision 2030) 

that is motivated by the private sector methods. 

4.7 Chapter summary 

This chapter outlined the theoretical framework of the thesis by examining and 

investigating the NPM model and extracting the common elements among four 

well-accepted models.  It has been seen that, over the last four decades, NPM 
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was introduced as a new model and proposed as an alternative to the TPA model 

of public sector organisations, especially in the West.  The difficulty is that NPM 

is not a single strategy for implementation in the reform public sector 

organisations in any location, but rather a hybrid model, adopted from various 

strategies, so that while one particular element may work successfully in a 

specific context, others may not be appropriate.  

Four concepts of NPM with several common elements were presented in this 

Chapter. Using this framework, the examination of NPM in the Saudi public sector 

will help to ascertain whether the model is applicable globally, or only to specific 

contexts such as Western countries, although research demonstrates that NPM 

also has failed fulfil expectations in Western countries.   
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5. Chapter Five: Methodology 

5.1 Introduction 

This chapter, which elaborates the methodology used in this study, begins with a 

discussion of research philosophies, research approaches, research strategies 

and research methods, which have influenced the methodological choices made 

in conducting this research study. The research methodology, strategies of 

inquiry, data collection and analysis techniques utilised in the study were chosen 

because of their suitability to the context. Consequently, the discussion in this 

chapter details the methodology, sampling techniques including the rationale for 

the selection of participants, data collection through semi-structured interviews, 

and data analysis procedures. Ethical issues are also discussed at the end of this 

chapter, including the steps taken to obtain the requisite permission from the 

University for the conduct of the study, and to ensure that the rights of the 

participants are duly protected.  

5.2 Research Philosophies 

5.2.1 Introduction 

Several research philosophies shape the field of social science. This section 

provides an overview of some common philosophies, which are pertinent to this 

study. Saunders, Lewis, and Thornhill (2016, p.124) define research philosophy 

DV�³a system of beliefs and assumptions about the development of knowledge.´�

On this basis, researchers may equate the creation of an entirely new theory with 

the development of knowledge; however, as Saunders et al. (2016) further 

explicate, answering a specific research problem is in itself considered 

knowledge development. According to Burrell and Morgan (1985), all social 



158 
 

science researchers make explicit and implicit assumptions about the nature of 

the world and the way in which it may be researched. Saunders et al. (2016) 

identify three overarching perspectives which influence those assumptions. The 

first is epistemology, which relates to assumptions about human knowledge. The 

second is ontology, which pertains to the realities encountered in research. 

Thirdly, axiology concerns the extent to which the UHVHDUFKHU¶V�YDOXHV�LPSDFW�WKH�

research process. Thus, these assumptions reflect how the researcher 

understands the research questions, objects, and methodology, and interprets 

the research findings. In the sections that follow, these three assumptions will be 

discussed in relation to the philosophical assumption that underpins this particular 

study.  

5.3 Philosophical Assumptions 

5.3.1 Ontology 

Ontology, ZKLFK� UHODWHV� WR� WKH� UHVHDUFKHU¶V� assumptions about the nature of 

reality (Saunders et al., 2016), influences the way in which the researcher views 

and studies the research objects. Such objects may include organisations, 

management, the life of workers, and organisational events, amongst others  

(Saunders et al., 2016).  The questions that arise on the basis of this assumption 

pertain to the nature of reality and the nature of the human being (existence) 

(Mingers, 2003; Lincoln, Lynham, and Guba, 2011), or, in other words, what is 

real. In this regard, Saunders et al. (2016, p129) put forward the following 

ontological questions for consideration: 

x What is the nature of reality? 

x What is the world like? For example, 
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x What are organisations like?  

x What is it (reality) like being in organisations? 

x What is it (reality) like being a manager or being managed?  

 

Specifically, this research study, which seeks to deepen the understanding of the 

management of academic lecturers and HR managers in the HE sector in Saudi 

Arabia under the implementation of aspects of the new public management 

(NPM) managerial model, might be considered an ontological contribution to 

knowledge.    

With respect to reality, two different types have been identified: single and 

multiple. While Brannick and Coghlan (2007) argue that there is one single reality, 

which can be perceived through cautious researching of its components, Guba 

and Lincoln (2000) contend that social actors can construct multiple realities. 

Social actors may be individuals (e.g., people) or collectives (e.g., teams, political 

parties, amongst others). Understandably, the interactions of these social actors 

produce diverse, multiple social phenomena. As a consequence, while truth may 

be singular, reality likely comprises multiple phenomena. As Saunders et al. 

(2016) stated, each person experiences understands, and views reality 

differently. This difference will be discussed further later in the section, as part of 

the discussion on positivism and interpretivism.   

5.3.2 Epistemology: 

According to Saunders et al. (2016) epistemology relates to knowledge, and 

particularly to what constitutes acceptable, valid and legitimate knowledge. In this 

regard, Saunders et al. (2016 p.129) proposed the following epistemological 

questions: 
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x How can we know what we know? 

x What is considered acceptable knowledge? 

x What constitutes good quality data? 

x What kinds of contribution to knowledge can be made? 

Knowledge can be gathered from different sources such as numerical data, 

textual and visual data, facts, interpretations, narratives, stories, fictional 

accounts (Saunders et al., 2016). Also, knowledge is not confined to a specific 

person or to a particular time. As Tuli (2010) affirmed, social researchers study a 

range of varied and complicated issues²from the census data obtained from 

thousands of people to the social life of one individual; from the observance of 

occurrences on a street to the historical analysis of events that occurred hundreds 

of years ago. Similarly, in the field of business and management there are 

numerous fields and, therefore, various types of knowledge, indicating that 

researchers can adopt different epistemologies in their research. This abundance 

of knowledge provides the business researcher with a greater choice of methods 

than may be available to researchers in other disciplines (Saunders et al., 2016).  

5.3.3 Axiology 

Axiology relates to the role of values and ethics in the research process. Heron 

(1996) argued that individuals are guided to act by their values.  

x What is the role of values in research?  

x How should we treat our values when we do research? 

x How should we deal with the values of research participants?  
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Hence, judgments about the type of research to be conducted, and how it should 

EH�FDUULHG�RXW�LV�GHWHUPLQHG�E\�WKH�UHVHDUFKHU¶V�D[LRORJLFDO�VNLOO�ZKLFK�LV�JHQHUDOO\�

shaped by the researcher's values.  

In summary, the philosophical assumptions arising from the epistemological, 

ontological and axiological beliefs exert an influeQFH� RQ� WKH� UHVHDUFKHU¶V�

approach to the study (Creswell, 2009). These paradigms ultimately impact the 

UHVHDUFKHU¶V�UHVHDUFK�FODLPV��KRZ�WKH�UHVHDUFK�LV�ZULWWHQ��DQG�WKH�PHWKRGRORJLFDO�

processes chosen for the study, and whether the researcher adopts an objectivist 

or subjectivist stance. 

5.4 Objectivism and Subjectivism 

Objectivist researchers understand reality as a world with clear structures and 

things that have controlled association with each other. By observation (senses), 

people are capable of knowing the reality. The repeated and collected systematic 

observations produce understanding (knowledge), and therefore those 

regularities can be accumulated and recorded in documents (Moses and Knutsen 

2012). Thus, with sufficient regularity, knowledge ultimately becomes law. Gomm 

(2009) added that objectivists aim for value-neutral; also, quantitative research is 

the method they prefer. Also, Elgert (2016) stated that objectivists are impartial, 

have no special interests or bias therefore the objective researcher is often 

neutral. 

As it is known, objectivism is likely to be applied in natural science (i.e., biology, 

chemistry, or physics). Recently, social sciences' researchers have begun using 

the same philosophy. The perspective according to the proponents of objectivism 

in the early 19th century supposed that knowledge regarding the social world 
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could be acquired via the implementation of scientific research method standards. 

Which means the law that applies in the natural world must be applied in the 

social world. After that, the objectivist paradigm became prominent in the subjects 

of economics and political science in the post-war era of the 20th century.  

2EMHFWLYLVP� DQG� VXEMHFWLYLVP� DUH� JRYHUQHG� E\� WKH� UHVHDUFKHU¶V� RQWRORJLFDO�

paradigm and the assumptions about reality (Saunders et al., 2016). While 

researchers who adopt an objectivist perspective hold the view that the existence 

of social entities is external to that of social actors in reality, those with a 

subjective stance hold the view that social phenomena are the consequence of 

the perceptions and actions of social actors (Saunders et al., 2016).  The interplay 

between the philosophical assumptions outlined above and objectivism and 

subjectivism is shown in Table 5.1.  

 Objectivism Subjectivism 

Ontology 

x Embraces Realism, which 

means objectivist sees social 

entities to be like physical 

entities of the natural world. 

x There is only one true 

Reality. 

x Social phenomena are 

studying as physical 

phenomena.  

x Embraces Nominalism 

(social actors create social 

phenomena). 

x There are multiple Realities.  

Epistemology x Adopt assumptions of the 

natural scientist. 

x Looking for Facts. 

x Dealing with Numbers. 

x Adopt assumptions of the arts 

and humanities. 

x Looking for Opinions and 

Narratives.  

x Dealing with Individuals and 

Contexts. 
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Axiology x Research free of Value. 

x Researcher detaches from 

his/her value and beliefs to 

avoid bias.  

x Research is Value-bound. 

x The researcher cannot 
detach from his/her value and 

beliefs.  

Table 5.1 Philosophical assumptions 

 

These two philosophical assumptions²objectivism and subjectivism²play a vital 

role in the process of the choice of methodology. An objective researcher, who 

adopts positivism, critical realism, or to some extent pragmatism as a philosophy, 

sees the real world as objective and independent (Moses and Knutsen, 2012).  

As discussed, philosophical assumptions, and objectivist and subjectivist 

positions influence WKH�UHVHDUFKHU¶V�decisions on how to carry out the research 

study. Consequently, creating knowledge is not just about the objective of the 

specific study and particular problem EXW�DOVR�HQFRPSDVVHV� WKH� LQYHVWLJDWRU¶V�

beliefs about the world and social actors (Blumberg and Schinder, 2008). 

Therefore, as researchers are unlikely to see society in the same way, the next 

section will discuss the different types of philosophies.   

5.5 Philosophical Research Stance 

5.5.1 Positivism 

3RVLWLYLVP� LV� GHILQHG� DV� ³DQ� HSLVWHPRORJLFDO� SRVLWLRQ� WKDW� DGYRFDWHV� WKH�

application of the methods of the natural sciences to the study of social reality 

and beyond¶¶�(Bryman and Bell, 2007, p.15). According to Saunders et al. (2016, 

p.135), ³it relates to the philosophical stance of the natural scientist and entails 

working with an observable social reality to produce law-like generalisations.´�

These definitions lead to recognising that positivism is likely associated with 
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natural science, in other words, not to social science. Also, it generalises laws as 

part of the construct. 

There are several principles underpin this philosophical stance:  

x The principle of phenomenalism: only phenomena and hence knowledge 

confirmed by the senses can genuinely be warranted as knowledge. 

x The principle of deductivism: the purpose of theory is to generate 

hypotheses that can be tested and that will thereby allow explanations of 

laws to be assessed. 

x The principle of inductivism: knowledge is arrived at through the gathering 

of facts that provide the basis for laws. 

x The principle of abductive reasoning: a type of reasoning that is involved 

in both the generation of theory and the evaluation of hypotheses and 

theories (Haig, 2005, p. 377).  

x The principle of objectivism: science must be conducted in a way that is 

value free. 

x There is a clear distinction between scientific statements and normative 

statements and a belief that the former is the real coming of the scientist 

(see Bryman and Bell, 2007, p.15), this could be called the principle of 

scientific statement.  

In keeping with these principles, positivists limit their knowledge to what is 

deemed true or false on the basis of testing a research hypothesis. That leads to 

the generation of statistical facts or laws, and not premised on the researcher's 

values. Ontologically, positivists believe in one true external reality (Guba and 

Lincoln, 2000; Bryman and Bell, 2007; and Saunders et al., 2016). In their view, 
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organisations and other social entities, physical entities, and natural phenomena 

are real. Epistemologically, positivists first utilise scientific methods to observe 

and measure phenomena, hence, generating credible and meaningful data. 

Secondly, they generalise law-like facts and regulations. Thirdly, they use existing 

theories to develop specific hypothesis for their research. Lastly, they contribute 

to knowledge by providing a casual explanation and prediction of the relationship 

between the hypotheses. Axiologically, positivists adopt a 'value-free' approach, 

which means they detach themselves from their beliefs and opinions. Hence, they 

are likely to be objective toward their research. Methodologically, they adopt a 

deductive approach ± developing a hypothesis based on existing theory 

(deductive, inductive, and abductive approaches are discussed later), utilising 

quantitative methods that emphasise objective measurements and statistical, 

mathematical or numerical analysis, highly structured instruments (i.e., close-

ended questionnaires), and large samples.    

5.5.2 Critical Realism 

Critical realism is concerned with identifying the reality of the natural order in the 

events and discourses of the social world (Bryman and Bell, 2007). As Bhaskar��

�������S����VDLG�³ZH�ZLOO�RQO\�EH�DEOH�WR�XQGHUVWDQG�± and so change ± the social 

world if we identify the structure at work that generates those events and 

GLVFRXUVHV�´� 7KH�ZD\� WR� UHFRJQLVH� WKH� VWUXFWXUH� LV� ³WKURXJK� WKH� SUDFWLFDO� DQG�

WKHRUHWLFDO� ZRUN� RI� WKH� VRFLDO� VFLHQFH´� �%KDVNDU�� ������ S����� $GGLWLRQDOO\��

Saunders et al. (2016) added that critical realists focus on explaining what we 

see and experience, regarding the underlying structures of reality that shape 

observable events. Thus, this philosophy combines a philosophy of science with 
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a philosophy of social science in order to critically describe the connection 

between the natural and the social world.  

According to Saunders et al. (2016) and Bhaskar (2013), ontologically, critical 

realists view reality as structured, layered, external, and independent. From this 

perspective, there are two ways of understanding the social world: first, there are 

sensations and events to be experienced; second, there is a mental process that 

can underline the reality created by the experience. Ontologically, critical realists 

are able to explain noticeable managerial events by considering the fundamental 

causes and mechanisms through which large social structures form day-to-day 

organisational life.   

Epistemologically, Saunders et al. (2016), Bashkar (2013), and Reed (2005) state 

that critical realists recognise that knowledge is historically located. Moreover, 

social facts do not exist independently, but are constructed by people. 

Furthermore, casual historical explanations of the results are counted as 

knowledge contribution. Axiologically, critical realists understand that social and 

cultural circumstances might affect their research. In other words, researchers' 

values are not free of their beliefs and opinions. However, researchers strive to 

be as objective as possible. Lastly, critical realists may choose from numerous 

methodologies.  Although not actively employed, the critical realist stance was 

helped the researcher to understand and appreciate the importance of the Saudi 

context in relation to this study. In this regard, the detailed description of the 

historical and religious background and the social and cultural norms that 

contribute to the particularity of the Saudi context were outlined as objectively as 

possible and given prominence in the study. 
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5.5.3 Interpretivism 

Interpretivism is the third philosophical stance. It emphasises that humans and 

physical phenomena are not the same, but entirely different as humans always 

create meaning (Saunders et al., 2016). Bryman and Bell (2007) argue that this 

stance requires differentiating between people and the objects of natural science 

and therefore requires the social scientist to grasp the subjective meaning of 

social action. This school of thought is opposite to the positivist school, which 

considers people to be the same as physical objects (as discussed earlier). From 

this perspective, social science is not like natural science, and social phenomena 

cannot be studied as natural phenomena.  

Interpretivists believe there are multiple meanings, interpretation, and realities 

(ontology). They also use simple theories and concepts, and pay more attention 

to narratives, stories, perceptions, and interpretations. Thus, new understanding 

and worldviews are considered as a valid contribution (epistemology). 

Interpretivists' research is influenced by their opinions and beliefs (axiology). 

Methodologically, Interpretivists adopt the inductive approach, allocate small 

samples, conduct an in-depth investigation, and are likely to adopt a qualitative 

method of analysis (Saunders et al., 2016).  

Given the above definitions, the meanings created by individuals will differ. 

Individuals from diverse cultural backgrounds, under different situations, and at 

varying periods are likely to produce a variety of meanings, and so create an 

experience with differing social realities. Interpretivists, therefore, are critical of 

the positivist search for specific, general 'laws' with broad applicability. In 

contrast, interpretivism seeks to create a new, richer understanding and 
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interpretation of the social world and its contexts (Saunders et al., 2016). For 

instance, management researchers may study the perspectives of different 

groups in the organisational context.  The researcher embraces the interpretivist 

perspective, and it is the main lens through which this research study was 

conducted. 

5.5.4 Postmodernism 

Postmodernism highlights the function of language and power relations and 

seeks to question accepted methods of thinking and to give voice to marginalised 

views (Saunders et al., 2016). Like interpretivism, postmodernists are critical of 

positivism. As Hassard, (1999) stated, postmodernism rejects the idea that 

'reference' is, or can be, a univocal relation between types of representation such 

as words, images and an objective, external world. Thus, it is not generally 

associated with objective thinking.  

From the ontological perspective, postmodernists are highly likely to be 

interpretive in their belief, as they believe in multiple meanings and 

interpretations, and consequently, multiple realities. Epistemologically, for 

postmodernists there is no abstract way of deciding the 'right' or the 'true' way to 

describe the world. Alternatively, what is broadly supposed to be 'right' and 'true' 

is decided collectively. Ideologies and the domination of specific contexts are the 

means of collective decision-making (Foucault, 1991). Axiologically, 

postmodernist values play a crucial role in research. The methodological choice 

of postmodernists is qualitative, which is based on in-depth investigation 

(Saunders et al., 2016).   
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5.5.5 Pragmatism 

Pragmatism asserts that concepts are only appropriate where they support 

action. 3UDJPDWLVWV�³UHFRJQLVH�WKDW�WKHUH�DUH�PDQ\�GLIIHUHQW�ZD\V�RI�LQWHUSUHWLQJ�

the world and undertaking research, that no single point of view can ever give the 

HQWLUH�SLFWXUH�DQG� WKDW� WKHUH�PD\�EH�PXOWLSOH� UHDOLWLHV´� �6DXQGHUV�et al., 2016, 

p.144). According to Kivunja and Kuyini (2017), pragmatism emerges as a critical 

philosophy for the positivist and interpretivist philosophies. First, positivists 

believe that the truth of the real world can be approached by a single scientific 

method, which is not accepted by pragmatists. Second, unlike the interpretivists, 

pragmatists believe that social reality is constructed. Thus, to some extent, the 

pragmatic philosophy crosses both philosophies (positivism and interpretivism). 

Pragmatic philosophy is also premised on different philosophical assumptions. 

Ontologically, pragmatists view reality as external, and the practical result of 

ideas. Furthermore, the reality is a flux of processes, experience, and practices. 

Epistemologically, pragmatists abstract the practical meaning of knowledge in a 

specific context; correct theories and knowledge leading to successful action; and 

focus on problems, practices, and relevance. As a result, problem-solving and 

LQIRUPHG�IXWXUH�SUDFWLFH�LV�D�FRQWULEXWLRQ��5HJDUGLQJ�D[LRORJ\��SUDJPDWLVWV¶�YDOXHV�

LPSDFW� RQ� WKHLU� UHVHDUFK�� LQ� RWKHU� ZRUGV�� LQYHVWLJDWRUV¶� EHOLHIV� DQG� RSLQLRQV�

influence research. Finally, pragmatists utilise mixed methods: qualitative and 

quantitative (Saunders et al., 2016).      

5.6 Choice of Research Philosophy and Stance 

Following the overview of pertinent philosophical paradigms and perspectives, 

this section justifies the choices made in relation to this research study. This 

https://www.collinsdictionary.com/dictionary/english-thesaurus/appropriate
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research study investigates the experience and varying opinions of academic 

lecturers and HR managers in the HE sector in Saudi Arabia in the face of the 

introduction of various facets of the NPM framework. The researcher seeks to 

understand how the implementation of NPM affects those people. In this regard, 

the interpretivist philosophy seems best suited to this research and paragraphs 

that follow provide the rationale for the choice.   

First, as Baker and Bettner (1997) affirm, the interpretivist philosophy seeks to 

describe, understand and interpret the meaning of the actions of individuals as 

social actors. The meaning that humans experience is modified and changes 

continuously (Ryan et al., 2002); thus, it is difficult to adopt positivist philosophy 

which sees social actors as the same as natural phenomena. Given the research 

REMHFWLYHV�RI�WKLV�SDUWLFXODU�VWXG\��LQWHUSUHWLYLVP¶V�FRQFHUQ�ZLWK�WKH�H[SHULHQFH�RI�

the case subjects (in this research academic lecturers and HR managers) 

seemed best suited.   

Scholarly discussions on NPM have been undertaken by both social and political 

scientists. Objectivist research preferences have been prevalent in the political 

science discussions. For examSOH��.LVE\� ������� UHSRUWV� WKDW� WKH� µ1HZ�/DERXU¶�

approach came into being as the aftermath of post-NPM approach in the UK, on 

the basis of evidence-based policymaking (EBPM). Kisby's study indicates that 

the UK's policymakers at that time rejected the idea of small samples (which 

qualitative researchers are likely to prefer), calling instead for studies using large 

samples and quantitative methodology, with the probability of results 

generalisation.  
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The positivist paradigm provides investigators with statistical data, and numbers 

do not always help to understand an LQGLYLGXDO¶V�IHHOLQJV�about a specific problem 

or issue. For example, one of the questions in this research study investigates 

the possible impact of NPM on the HR managers and academic staff in Saudi HE 

institutions. This type of question may not be answered by statistical methods. 

Answering this question with statistics will not exactly serve the purpose of the 

study, which seeks to understand and know people's impressions, experience, 

and feedback on NPM, and not how many individuals are affected by it. 

Subjectivism, on the other hand, embraces the idea that social actors create a 

social phenomenon, and is better suited to this research study.  

The subjectivist seeks to understand the meanings attached to phenomena by 

the social actors in organisational contexts. In this particular study, NPM is the 

phenomenon under study in this research, and the social actors are the HR 

managers and academic staff in the HE sector in Saudi Arabia. Subjectivism also 

embraces the notion of multiple realities, which means that every individual who 

participates in this research (i.e., every HR manager and academic staff member) 

has his/her own reality and their opinions and feelings are taken into 

consideration in the study. In this regard, adopting a philosophical paradigm such 

as positivism that promotes one reality would not be ideal and unlikely to be in 

congruence with the research interests. The subjectivist stance, however, works 

in consonance with the interpretivist paradigm and is best suited to achieving the 

desired research outcomes and ensuring that the research questions are 

answered.  

According to Kelemen DQG�5XPHQV���������³VRFLDO�REMHFWV�DUH�QRW�JLYHQ�LQ�WKH�

world; but are constructed, negotiated, managed, reformed, exchanged and 
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organised by human beings in their attempts to make sense of what is happening 

DURXQG�WKHP�´�By adopting the interpretivist paradigm, the researcher is likely to 

demonstrate how NPM will affect both sets of employees in the higher education 

sector in Saudi Arabia. Notably, researchers utilising interpretive inquiry are not 

able to separate themselves from their own opinions and beliefs, as it is the 

researcher who interprets and explains the participants' responses. However, 

interpretivism with its inherent axiology and reflexivity enables the researcher to 

differentiate between his/her own existing knowledge, values and attitudes and 

those of the subjects. 

Another important consideration in making the choice, is that the interpretivist 

paradigm allows for the exploration of issues relevant to the question asked 

during interviews. In this way, it is likely that new issues may surface, which may 

RU�PD\�QRW�EH�ZLWKLQ�WKH�LQYHVWLJDWRU¶V�IUDPH�RI�UHIHUHQFH��This approach lends 

itself to abductive reasoning, which allows the researcher to embrace prior 

experience, thereby viewing practical understanding and wisdom as an essential 

and unavoidable aspect of the relationship between the researcher, the 

participants, the data and the theory being constructed (Conaty, 2021; Thomas 

2010).  *LYHQ�WKLV�VWXG\¶V�IRFXV�RQ�DFWLYLWLHV��L�H���WKH�LPSOHPHQWDWLRQ�RI�aspects 

of the NPM framework) that are influenced and performed by actors (i.e., HR 

professionals and academic lecturers), the exploration of their feelings and 

opinions, and inferences derived from the investigation of their inter-relationship 

will provide a deeper understanding of the possible impact of the introduction of 

NPM strategy and the associated reforms on their role as HR managers and 

lecturers.  
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5.7 Research Approach 

The research approach may be deductive or inductive (Creswell, 2009; Denzin 

and Lincoln, 2003; Saunders et al., 2016). The approach defines the plans and 

procedures for conducting the research, spanning the phases from broad 

assumptions to comprehensive methods of data collection, analysis, and 

interpretation. The approach used in this research study will be outlined in the 

sections that follow.  

5.7.1 Deductive Approach 

Historically, in the nineteenth century, Auguste Comte created the deductive 

approach. The deductive approach was founded on the philosophical traditions 

of different scholars, for example, Bentham, Comte, Descartes, Hume, Locke, 

and Mill (Cottingham, 2000, and Quinton, 2000). Traditional, positivist, 

functionalist or empiricist are also well-known names for this approach. Harding 

(2013) outlines some of the characteristics associated with a deductive approach. 

Firstly, the nature of measurement, which reveals the notion that it is possible to 

measure the research variables' associations. Secondly, the nature of the 

relationship between cause and effect, which permits researchers to believe that 

some social matters could influence the others. Thirdly, the possibility of 

generalising the research findings or broad application of research conclusions 

to the society at large. 

The researcher, by adopting this approach, is likely to follow a logical thought 

process in developing a general topic to a particular case. Consequently, for 

knowledge establishment, this approach is appropriate for investigating fixed 

variables. Regarding paradigm, investigators that advocate a deductive approach 

are more likely to accept that there is a single truth or existence of reality; thus, 
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the ontological assumption is objectivism. In addition, epistemologically, 

researchers that advocate a deductive approach are more likely to hold that both 

the researchers and the research are detached entities. In terms of research 

methodology, a strict, structured, and pre-determined set of procedures are likely 

to be adopted by deductive researchers in order to explore information (Saunders 

et al., 2016; Creswell, 2009). The deductive approach, therefore, aims to develop 

and test research hypotheses. Thus, the approach pays more attention to 

measuring variables using large sample sizes. Consequently, the approach leads 

to the validation of research findings (Bailey, 1994, Creswell, 2009; Saunders et 

al., 2016). 

Some scholars, such as Bryman (2012), have identified weaknesses in the 

deductive approach. For example, the inability of the approach to differentiate 

between people and institutions means that individuals are treated like any other 

material in physical science. The second weakness relates to the accuracy of 

statistical data, which is the central point of the research, and highlights the lack 

of power or instrument that could genuinely measure the reality of societies. 

Regarding accuracy, some scholars argue that the deductive approach has an 

artificial and spurious perception. According to Guba and Lincoln (2018), for 

instance, the approach causes an artificial and spurious impression of precision 

and accuracy. Thirdly, the excessive dependency on procedures, which tend to 

disturb the association between research and everyday life is highlighted. 

Societies are changing, and people react to the changes. However, the use of a 

rigid, fixed research method in the analysis of research variables frequently leads 

to a stable view of such a society. Fourthly, attention is drawn to the lack of 

connection between the researchers and the study in the deductive approach.  
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5.7.2 Inductive Approach 

According to Millgram (2009), John Stuart Mill described the inductive approach 

as a scientific approach, which he perfected from the inductive techniques of 

Frances %DFRQ¶V�SUREOHP-solving methodology. This approach differs from the 

deductive approach, while the process-oriented style is the route to knowledge 

creation in the inductive approach, the measurement of the relationship between 

two or more pre-determined variables is the means to knowledge creation in the 

deductive approach. The inductive approach, therefore, supports knowledge 

creation by broad generalisations from specific observations. Regarding truth-

seeking, Mill reported that generalising and synthesising are essential to progress 

inductively from the known to the unknown for seeking the truth. So, the inductive 

approach is built on the dualism of methods and ends, and researchers that adopt 

the inductive approach often utilise flexible research strategies and flexible 

methods of data collection.  

Denzin and Lincoln (2003) are among the scholars who have outlined the many 

characteristics of the inductive approach. These include: 

x Flexibility, openness, and an unstructured style of inquiry. 

x The significance of the natural setting and socio-cultural circumstance of 

research (Denzin and Lincoln, 2008).  

x A full explanation of events, storytelling and the incorporation of the 

feelings, understanding, and experiences of the interviewees (Denzin and 

Lincoln, 2008; Kumar, 2014).  

x Description, historical narrative, ethnographic prose and phenomenology 

are the ways of communicating inductive research findings.  
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x Exploring real-life events is the purpose of research that adopts the 

inductive approach.  

Thus, a broad investigation can be achieved by adopting an inductive approach 

(Guba and Lincoln, 1994) because of the flexibility of its processes. Fontana and 

Frey (2000), cited in Denzin and Lincoln (2000), pointed out that an inductive 

approach provides the chance for investigators to choose a flexible research 

strategy and utilise flexible research methods. Consequently, researchers who 

opt for an inductive approach choose strategies such as case study and data 

collection methods such as the semi-structured interview in order to discover real-

life experiences of social actors under study. 

Harding (2013) outlined three principles that underpin the inductive approach. 

The first is naturalism, which is related to data gathering from natural settings. 

Obtaining data from natural settings enables investigators to produce data from 

source. In addition to that, it helps the investigators to have information that is 

likely to show the positive (real) behaviour of people or give an accurate 

description of happenings. Thus, instead of employing questionnaires or a rigid 

technique, Harding (2013) encourages the idea of collecting information in a 

natural setting for researchers that endeavour to highlight social problems.  

Secondly, there is the ability to conduct many examinations in a set of events that 

guide the primary research problem through the selection of different research 

methods (Denzin and Lincoln, 2008). Mixing methods provides researchers with 

the opportunity to tackle an issue whilst being cognisant of all ramifications. In 

addition, the combination of flexible methods and research strategies that is 

linked with the inductive approach provides researchers more information from 

the respondents. The third principle is the ability to see through the eyes of others. 



177 
 

In other words, the inductive approach enables the researchers to comprehend 

social issues from the experience of the respondents.  

According to Saunders et al. (2016), when adopting an inductive approach, the 

first phase of the investigation is determining the general research question, 

which can be done either through the identification of a gap in the literature or the 

arguing a current social issue. The second step is the selection of potential 

participants or targeted audience, and the organisation of a location to conduct 

research activity (i.e., interviews). Thirdly, there is the collection of related data. 

The fourth step is the analysis of the data collected. Although the third and fourth 

steps are separate, they can be conducted simultaneously in some 

circumstances, as required by the iterative process in grounded theory 

(Schneider, Coates & Yarris, 2017). The fifth step is considering the conceptual 

framework or developing the theoretical framework, and finally, there is the 

development of the thesis. Nonetheless, very significant and narrow issues may 

be identified from the detailed consideration of the conceptual and theoretical 

framework, and more data may need to be collected before the thesis's 

development (Denzin and Lincoln, 2000; Saunders et al., 2016; Creswell and 

Plano Clarke, 2008; Bryman, 2012 and Kumar, 2014).  

There are many advantages to be derived from adopting an inductive approach. 

First, there is flexibility. More flexible research strategies such as the 

ethnographic, grounded theory, case study, and phenomenological are provided 

to investigators to examine the inductive approach. In contrast, the deductive 

approach, only offers the researcher a single research strategy, for example, 

survey. Secondly, researchers can utilise flexible data collection methods. As 

Lincoln and Guba (1985) observe, flexible data collection methods such as 
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observation, unstructured interview, and in-depth semi-structured interview 

methods provide opportunities for participants to know what is significant to them, 

as opposed to HPSKDVLVLQJ�WKH�UHVHDUFKHU¶V�FRQFHUQV��7KH�WKLUG�DGYDQWDJH�RI�

concerns the opportunities for researchers to develop new theoretical 

frameworks and to elaborate on existing theories in the field of management (Lee, 

1999). Fourthly, investigators can check their understanding of such problems 

and reveal the commonness of individual experiences by collecting data from the 

original sources; thus, applicability to a larger population will be acceptable 

(Creswell, 2009). Fifthly, the inductive approach, as an alternative to the 

deductive approach, offers researchers the opportunity to enhance the provision 

of alternative opinions. This opportunity assists researchers to compare and 

contrast the deductive and inductive approaches. The sixth and final advantage 

is that an inductive approach provides researchers with opportunities to 

empirically increase and retest theories in order to create a mechanism of 

causality, which may not be done by deductive approach (Creswell, 2009; 

Bryman, 2012).  

Needless-to-say, some weaknesses of the inductive approach have also been 

identified (Bryman and Bell, 2011; Bryman 2012; Guba and Lincoln, 2018; 

Creswell 2009; and Miles and Huberman, 1994). These weaknesses include the 

difficulty of replication, the probability that inductive interpretations might take 

away misimpression and over-subjectivism, non-empirical results (i.e., no 

hypothesis and variables), and a shortage of transparency. In addition, Creswell, 

Plano, and Clarke (2008) have criticised the inductive approach as an approach 

that suffers from simplicity. In addition, some scholars claim that the flexibility of 

the inductive approach has not only produced confusion between qualitative and 
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quantitative research studies but has also encouraged the argument for the 

demand of the best approach to creating a theory. 

5.7.3. Abductive Approach 

Thirdly, there is the abductive approach that, unlike the deductive, does not 

involve the pre-selection of a theory, which is verified by the researcher through 

the formulation and the testing of hypotheses, which give rise to empirical 

generalisations (Conaty, 2021; Haig, 2005). Abduction is also not concerned with 

theory building and justifying by the analysis of empirical data through 

observation, as with the inductive approach (Conaty, 2021; Haig, 2005). It is 

considered to be broader than either the inductive or deductive approaches as it 

follows a facts-before-theory sequence²seeking to provide systematic 

description of how empirical facts may be discovered and then to construct 

theories that explain those facts (Haig, 2005, p. 371; Mitchell, 2018). In other 

words, using the abductive approach, the phenomena being studied are not just 

the objects of predictive theory testing, but exist to be explained by the theory 

(Haig, 2005). The researcher, therefore, seeks to understand empirical 

phenomena, and subsequently constructs an explanatory theory to explain the 

phenomena under study (Haig, 2005; Lipscomb, 2012; Mitchell, 2018). Using 

inference, abduction allows for the generation of hypotheses and development of 

new theories or further development of existing ones (Conaty, 2021; Haig, 2005). 

However, should the research use an initial theoretical framework, it is not with 

the intention of testing that framework (as with deduction), but rather exploring 

the phenomena by the close examination of each case (Conaty, 2021; Lipscomb, 

2012;  Thomas, 2010). 
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Conaty (2021) contends that abduction, as a methodological approach, 

DFNQRZOHGJHV�WKH�UHVHDUFKHU¶V�UROH��SULRU�H[SHULHQFH�DQG�LQYROYHPHQW�ZLWK�WKH�

SKHQRPHQD�DV�DQ�³XQDYRLGDEOH�DQG�HVVHQWLDO�HOHPHQW�LQ�WKH�DQDO\WLFDO�UHODWLRQDO�

d\QDPLF´�EHWZHHQ�WKH�UHVHDUFKHU��WKH�SUREOHP�EHLQJ�LQYHVWLJDWHG�DQG�WKH�WKHRU\�

to be constructed (Conaty, 2021; Thomas, 2010). An abductive approach, 

therefore, acknowledges the experience of the researcher in a way that enhances 

rather than undermines the research process (Conaty, 2021). In this regard, 

abduction is highly suited to qualitative methodology because it allows for a 

³FRQWLQXRXV�UHIOHFWLYH�GLDORJXH´�EHWZHHQ�WKH�UHVHDUFKHU��WKH�GDWD�FROOHFWHG�DQG�

the theory being developed (Conaty, 2021; Haig, 2005; Thomas, 2010). This 

process of dialogue facilitates the emergence of new, unanticipated themes and 

also the probing of those expected in the data collection and analysis phases of 

the research (Conaty, 2021). 

This thesis seeks to understand the possible impact of the introduction of NPM 

strategies for improving public sector delivery in the HE sector in Saudi Arabia. 

As a scholar-practitioner and Saudi national, the researcher has first-hand 

experience of the situation being interrogated, which makes the abductive 

approach ideal, given the research goals and the chosen methodology. The key 

tenets of four models of NPM were used to frame the study, and this theoretical 

IUDPHZRUN� JDYH� ULVH� WR� WKH� VWXG\¶V� UHVHDUFK� TXHVWLRQV�� %\� HPSOR\LQJ� DQ�

abductive approach together with an interpretivist stance, the researcher sought 

to gain in-depth knowledge of the higher education sector in Saudi Arabia, data 

was collected from key stakeholders in the sector, namely faculty members and 

HR managers. The data collection process required the researcher to interact 

with these stakeholders via the interviews conducted. Inference plays an 



181 
 

important role in this study, as the researcher, with the expert knowledge of the 

context and sector, continuously engaged with the data collected during 

interviews and from the available documentation. Using the existing theoretical 

framework of NPM, the researcher employed abduction to infer and construct 

from the data gathered, an explanation of the likely impact of the implementation 

of NPM on the HE sector and key stakeholders in Saudi Arabia. 

5.7.4. Pragmatic Approach 

The pragmatic approach (Creswell, 2009) is the fourth approach to be discussed 

in this overview.  According to Smith (1981), the comparing and contrasting, 

advantages and disadvantages of the deductive and inductive approaches 

highlighted the difficulties associated with the selection of a single research 

approach for knowledge creation. Therefore, combining the two approaches is 

became a possible and unavoidable option, given that there is no single best 

approach to carrying out research investigations. In this regard, Campbell and 

)LVNH¶V��������VWXG\�RQ�µPL[LQJ�PHWKRGV¶�SURYLGHG�WKH�ZRUOG�ZLWK�D�QHZ�research 

approach, now called the pragmatic approach. Consequently, Johnson, 

Onwuegbuzie and Turner (2007) stated that from the 1990s onwards the 

pragmatic approach became common and began positioning itself with the 

deductive and inductive approaches.  

Scholars define the pragmatic approach in various ways. For example, Creswell 

and Plano Clark (2008) view the SUDJPDWLF�DSSURDFK� µDV�D�UHVHDUFK�DSSURDFK�

with philosophical DVVXPSWLRQV�DV�ZHOO�DV�PHWKRGV�RI�LQTXLU\�¶�$FFRUGLQJO\��WKH�

pragmatic approach advocates for mixed methods research (deductive and 

inductive), which permits investigators to combine methods. Hence, the objective 
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of a pragmatic approach is to pay more attention to utilising all opportunities 

presented to obtain the maximum level of the positive points of the research 

approaches and, as much as possible, avoid the negative points. Clearly, 

regardless of the dissimilarity in the understanding of the scholars, there appears 

to be general agreement amongst the group that a pragmatic approach is a 

participatory by nature (Creswell and Plano Clark (2008). 

The pragmatic approach developed from the philosophy of pragmatism 

associated with Pierce, James, Mead, and Dewey (Cherryholmes, 1992). In 

addition, researchers such as Rorty (1990), Murphy (1990), Patton (1990), and 

Cherryholmes (1992) have also adopted this approach. Unlike the post-positivists 

who argue that knowledge arises from conditions, pragmatists claim that actions, 

situations, and consequences are the sources of knowledge. Furthermore, 

proponents of pragmatism emphasise the use of workable research techniques, 

which can contribute solutions to the issues under study, instead of relying on a 

specific research method. Tashakkori and Teddle (1998) for example, have 

stressed the importance of focusing on a research problem in social research and 

the use of the pluralistic approach to achieving knowledge regarding problems. 

Pragmatism also emphasises the research TXHVWLRQV�� WKH� UHVHDUFKHU¶V�

experience, practical implications, actions, and knowledge of the real-life 

problem. 

Pragmatism, because of its varying perspectives, assumptions, and diverse types 

of data collection and analysis techniques, provides opportunities for researchers 

to use multiple research methods. The multiple assumptions, perspectives and 

the variety of data collection methods and analysis utilised in the pragmatic 
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approach offers several advantages to researchers (Cherryholmes, 1992; 

Creswell, 2000; Guba and Lincoln, 2018). Some key its features are that:  

x It is not committed to a specific research philosophy either between 

qualitative or quantitative. In other words, it combines both qualitative and 

quantitative approaches.  

x It provides multiple chances for researchers to determine a knowledgeable 

choice regarding available methods.  

x It offers the ability to present many techniques and research procedures, 

which is probably considered the best way to meet research objectives.  

x It provides multiple opportunities for investigators to undertake multiple 

approaches in order to gather and analyse data instead of relying upon a 

single philosophy. 

x It offers a combination of different methods for providing the best 

understanding of a research problem, is another opportunity researcher 

have in a pragmatic approach.  

x It is the approach that pays attention to the truth and what works at a time.  

x It regularly aims to achieve intended outcomes. 

In the same way, Greene, Kreider, and Mayer, (2005) and Denscombe (2008) 

identify various aspects of the pragmatic approach. Pragmatism has become a 

third alternative, alongside the inductive and deductive approaches. Moreover, 

pragmatism is viewed as a sensible way of working. Pragmatism is additionally 

treated as a new orthodoxy, which provides an advantageous and unavoidable 

opportunity for social researchers to mix both strategies in providing an 

acceptable answer. 
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Although the notion of pragmatism focuses on the connection between research 

methods and research paradigms, an academic controversy has arisen over the 

feasibility of using two different approaches in one academic study. According to 

Creswell (2009) and Rossman and Wilson (1985), the controversy has been 

ODEHOOHG� WKH� µLQFRPSDWLELOLW\� WKHVLV¶� RQ�D� SUDJPDWLF� approach. The controversy 

concerns WKH�³WUXWK´�RU�RQWRORJLFDO�QDWXUH��DQG�WKH�VHHNLQJ�RI�PRUH�NQRZOHGJH�E\�

investigators on the likelihood of mixing different research philosophies. On one 

hand, some researchers support the strict belief that a frontier exists between the 

paradigms which makes it tough to combine two research approaches (Barnes-

Holmes, 2000). On the other hand, some researchers have a willingness to 

understand the meaning of integrating diverse research approaches.  

There are three schools of thinking regarding the pragmatic approach (Denzin 

and Lincoln, 2003), namely the purist, situationist, and structuralist. The purists 

are against combining paradigms with methods. The situationists, however argue 

that retaining specific methods is appropriate for a particular situation or research. 

Since structuralism is related to the combination of multiple methods in one 

research study, the structuralists argue that investigators want to seize the 

opportunities offered by different approaches in order to understand a social 

problem (Denzin and Lincoln, 2003). 

The argument was boosted further by Creswell and Plano Clark (2008), and three 

dimensions have been proposed to resolve the debate. The first dimension 

concerns timing, or the order of the collection and the use of the data by 

researchers. Concurrent and parallel orders are the two principal time frames for 

data collection. Collecting qualitative and quantitative data simultaneously is 

regarded as concurrent, while parallel refers to the collection of either qualitative 
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or quantitative data before the other. The second dimension is weighting, which 

relates to the significance, advantage, or weight attached to any of the 

approaches. Therefore, this dimension treats both qualitative and quantitative in 

the same way; however, prioritising one over the other depends on the weight of 

the approach and its relevance to the case under study. The third dimension is 

combination, which relates to how the researcher combines the deductive and 

inductive approaches and combines the two sets of data. Here, researchers are 

offered two possibilities: either to integrate the two sets of data or to embed one 

method within the other. 

Indeed, there are two critical advantages to the utilisation of the pragmatic 

approach in one research project. First, pragmatism encourages the use of 

several data collection methods for diverse objectives in research. This will help 

researchers to have many opportunities to highlight the most significant issues. 

Secondly, pragmatism promotes the use of triangulation to nullify variation in 

research methods (Saunders et al., 2016).  

5.7.5 Summary 

The investigator¶V� UHVHDUFK�paradigm enables the selection of the appropriate 

research approach. Therefore, researchers with a positivist or postmodernist 

philosophy (paradigm) are likely choose a deductive approach, which is almost 

always related to quantitative research. In the same way, researchers with an 

interpretivist or critical realist philosophy (paradigm) are likely to take an inductive 

approach and opt for qualitative research. Those researchers who aim to balance 

their arguments and are willing to maximise the positives of the two research 

approaches are likely to embrace a pragmatic approach.      
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This research study seeks to gain in-depth knowledge of the higher education 

sector in Saudi Arabia by the data collected from individual experience of social 

actors. An understanding of the implications for and impact of the introduction of 

NPM in the higher education sector in Saudi Arabia is best achieved via 

interaction between the researcher and social actors, which is essential for the 

accomplishment of research objectives. With an interpretivist philosophy and 

abductive reasoning, researchers generally adopt an inductive approach, select 

a small study sample as the focus of an in-depth investigation, and utilise 

qualitative methods to collect and analyse their data (Saunders et al., 2016). 

Therefore, the researcher chose to adopt this subjective philosophy as it is fitting 

for the subject matter. The adoption of an inductive approach affords the 

researcher the opportunity to select a flexible research strategy and methodology 

to gather data in natural settings (Denzin and Lincoln, 2000; Saunders et al. 

2016). Therefore, the inductive approach was deemed better suited than the 

deductive approach, given the research problem and objectives. 

5.8 Research Design and Rationale 

This study seeks to gain an understanding of how NPM will affect employees in 

the HE in Saudi Arabia. The research aims to expand the continuing research in 

NPM, and particularly in a field that has never been explored in the Saudi Arabian 

context. Thus, in conducting the research, the researcher opted for qualitative 

methodology and techniques, and used semi-structured interviews to collect data 

from the participants. 

According to Cetina (2009), in social science research, there are two aspects to 

creating knowledge: creating knowledge to support and extend the existing 

knowledge and creating knowledge that has never been explored or revealed. 



187 
 

The first²creating knowledge to extend existing knowledge is most common. 

The second, which is centred on the invention of new perception or creating new 

knowledge that has never been studied, is not as common in social science. As 

Saunders et al. (2009) explains, the second type is uncommon because it 

challenges existing knowledge. While aims and objectives may be used to 

categorise research studies, the creation of knowledge, especially in social 

science research, can be separated according to two different themes. The first 

is the appropriateness and validity of empirical materials, and the second is the 

credible and reliable level of the empirical materials.  

Janesick (2000) argues that the strategy of inquiry connects investigators with 

particular approaches and methods in order to collect and empirically analyse 

relevant materials. Quantitative research strategies, generally associated with 

positivist and post-positivist philosophies, were utilised throughout the last three 

decades of the 19th century as well as during the 20th century. Some examples 

of these strategies, which are characteristic of the deductive approach, include 

true experiments, quasi-experiments, correlation studies, and single-subject 

experiments (Campbell and Stanley, 1966). In recent times, more robust and 

complex experiments with various variables and treatment, such as elaborate 

structural equation models have been added. Deductive strategies tend to focus 

on causality and determining the strength of the various variables. 

Experiments and surveys are the two strategies generally linked to quantitative 

research. True experiments are distinguished by a random selection of the 

subjects under investigation, while quasi-experiments may be utilised as a non-

randomised strategy. Surveys, which may be utilised in cross-sectional and 

longitudinal studies, often take the form of questionnaires or structured interviews 
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as a method of data collection (Babbie, 1990). Yin (2003) categorised research 

strategies according to the types of research questions they answer. These are 

presented in tabular form in Table 5.2. 

Strategy Type of research 
question 

Requires control 
of behavioural 
events 

Focuses on 
contemporary 
events? 

Experiment How, why? YES YES 

Survey Who, what, 
where, how 
many, how 
much? 

NO YES 

Archival 

analysis 

Who, what, 
where, how 
many, how 
much? 

NO YES / NO 

History How, why? NO NO 

Case study How, Why NO YES 

Table 5.2: Research Strategies Yin (2003, p9) 

 

Alternatively, qualitative research involves non-experimental research strategies. 

Robson (2011, p.385) acknowledges the considerable influence that feminist 

research strategies have had on developing and popularising innovative research 

methods. Qualitative strategies are the most openly applied in social science 

because of their characteristically holistic view, natural settings, and focus on the 

LQGLYLGXDO¶V experience (Janesick, 2000). However, these unique features make 

it difficult for scholars to agree on the number and types of qualitative research 

strategies. Walcott (2001), for example, identified 19 qualitative research 

strategies. Creswell (2009), however, highlights five important strategies, namely 

narrative research, phenomenological research, grounded theory research, 

ethnographic research, and case study research. Similarly, Miles and Huberman 
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(1994) suggest three qualitative research strategies, which are ethnographic 

strategy, phenomenological strategy, and grounded theory strategy.  

In CresweOO¶V� ������� view, studies employing the narrative strategy report the 

lived experiences of individuals through their stories, using interviews, 

observations, documents, and pictures as the main data collection techniques. 

The phenomenological strategy describes the meaning of a particular concept of 

phenomenon through the lived experiences of several individuals. Data are 

gathered through interviews, observation, and documentation. With grounded 

theory, the focus is on generating or discovering a theory, and the primary method 

of data collection is interviewing participants. Ethnography focuses on an entire 

culture-sharing group in order to examine shared patterns on the group, and 

researchers rely extensively on interviews, observations, and symbols (see 

Fetterman, 2010). Finally, case studies focus on providing an in-depth 

understanding of a single case or exploring an issue or problem using the case 

as a specific illustration. The case is studied in its real-life, contemporary context 

or setting (Yin, 2009), utilising interviews, observations, and documents.  

In OLQH�ZLWK�+DUGLQJ¶V� ������� UHFRPPHQGDWLRQ� WKDW�DQ� LQLWLDO� LQWHUYLHZ�EH�GRQH�

prior to the main one, a pilot study will be conducted to check the strategy for 

negotiating access, improve initial questions and recognise strengths and 

weaknesses. The list of participants (see Appendix Eleven), and the information 

letter, Information sheet and Participant Consent Form which were sent to 

prospective participants (see Appendices Three, Four, and Five) are appended 

to the study. HR managers and academic members from various universities 

agreed to participate in the study. All participants were asked the same open-

ended questions (see Appendices Seven and Eight). Moreover, all interviewees 
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were supplied with explicit, written instructions in an effort to make sure that 

participants were aware of the steps in the interview process (See Appendix Six). 

There were two types of participants in this research²HR managers and 

academic lecturers.  While each interviewee was asked the same general 

questions, there were some specific questions tailored to each type.   

5.8.1 Defining Research Questions 

The clear definition of research questions helps the researcher to understand 

how the study should be carried out.  Defining the VWXG\¶V� TXHVWLRQV� and 

specifying the research focus or concern is a significant part of the research 

(Eisenhardt, 1989). In addition, the selection of the setting (organisation) where 

the researcher intends to conduct the study is vital, and so too, the type of data 

to be collected. These choices help the study to proceed smoothly, with good 

background knowledge (Eisenhardt and Santos, 2002).  

This research study focuses on the possible impact of NPM on academic 

lecturers and HR managers in Saudi Arabian public universities. The study has 

LWV�JHQHVLV�LQ�WKH�UHVHDUFKHU¶V�belief that the reform (i.e., the introduction NPM 

facets) influences the role of HR managers as well as faculty staff members in 

the HE sector. Accordingly, this thesis will examine the following questions: 

1. :KDW�LV�WKH�LPSDFW�RI�6DXGL�$UDELD�JRYHUQPHQW�SROLF\�µ9LVLRQ�����¶�RQ�WKH�

higher education sector? 

2. What are the government pressures to implement NPM in Saudi Arabia? 

3. What are the obstacles and challenges of introducing NPM in the context 

of Saudi Arabia? 
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4. What are the impacts of NPM policies on academic lecturers' salaries, and 

work conditions? 

The researcher believed the subject to be research-worthy at a time when Saudi 

Arabia is undergoing economic and policy-related change processes. As the 

Vision2030 was launched in 2015 and is being implemented in stages, this thesis 

argues challenges are likely to be faced LQ�WKH�.LQJGRP¶V�PDQDJHPHQW�V\VWHP��

After a review of pertinent literature, research questions were formulated to 

facilitate and guide the investigation into the possibility that the NPM agenda 

might influence the HE system and staff members. Importantly, this study 

assumes that the introduction of the reform agenda (i.e., NPM) might negatively 

impact both academic staff and HR managers. 

The UHVHDUFKHU¶V intention to understand the HR professionals' perspectives is 

not without reason. According to Dent et al., (2004), the distinct nature of the 

universities' service, the nature of academia, as well as its unique characters, 

make the adoption of NPM complicated in the public education sector, and higher 

education in particular. As HR professionals and academic lecturers form 

essential parts of the organisational system, there is significant need to 

understand their views concerning the possible impact of NPM on the public 

sector, particularly the higher education sector in which they are employed. This 

need is underscored, as Saudi Arabia is a non-western context, where the issue 

has not yet been investigated. 

As Robson (2011, p.38) observes ³WKH� UHVHDUFK�VWUDWHJ\��DQG� WKH�PHWKRGV�RU�

techniques employed, must be appropriate foU�WKH�TXHVWLRQV�\RX�ZDQW�WR�DQVZHU�´�

Similarly, %HOO��������S�����DUJXHV�WKDW�³XQGHrstanding the major advantages and 
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disadvantages of each approach is likely to help you to select the most 

DSSURSULDWH�PHWKRGRORJ\�IRU�WKH�WDVN�DW�KDQG�´�Choosing a suitable methodology 

for the research questions formulated to interrogate the issue is an extremely 

important step. In the social science field, there are two standard methodologies: 

quantitative and qualitative. As Denzin and Lincoln (1998) affirm, the adoption of 

a qualitative approach can yield more information than may be obtained using a 

quantitative approach. It also enables researchers to generate elaborate data 

with limited resources (e.g., through the use of the interview technique). In 

addition, during the interview process, the researcher may recognise new issues 

worthy of incorporation and investigation. Consequently, qualitative methods 

were deemed appropriate to gathering the data required to answer research 

questions developed in this study.  

5.8.2 Developing the Case Study  

As a strategy of inquiry, the case study seems to be a suitable tool for 

understanding people's thinking and opinions. Eisenhardt (1989, p.534) defines 

WKH�FDVH�VWXG\�DV�³XQGHUVWDQGLQJ�WKH�G\QDPLFV�SUHVHQWV�ZLWKLQ�VLQJOH�VHWWLQJV�´�

while for Stake (2005, p.444)��WKH�FDVH�VWXG\�LV�³WKH�VWXG\�RI�D�VSHFLILF�ERXQGHG�

V\VWHP��H�J���SHUVRQ�RU�DQ�LQVWLWXWLRQ�´�<LQ������) classifies case study research 

as a social phenomenon, in a typical environment, employing multiple data 

sources to analyse several opinions. In this way, it helps in building theories. 

Ferreira and Merchant (1992), cited in Conaty (2021) argue that the case study 

as a strategy of inquiry lends itself to the investigation of issues which are not well 

understood, socially complex, or which may be contextually contingent. Similarly, 

Bryman and Bell (2007) suggest that the case study is used in research because 

it is designed to offer an understanding of a specific phenomenon, instead of 
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testing a particular hypothesis. In this regard, the case study is one of the most 

common strategies in qualitative research (Stake, 1998).  

Although a common strategy, the case study is weak in the area of results 

generalisation (Yin, 2003). Mitchell (1983, p.199) defines statistical inference as 

³the process by which the analyst concludes the existence of two or more 

characteristics on some broader population from some sample of that population 

WR� ZKLFK� WKH� REVHUYHU� KDV� DFFHVV�´ However, in contrast, he defines logical 

inference as ³WKH�SURFHVV�E\�ZKLFK�WKH�DQDO\VW�FRQFOXGHV�WKH�HVVHQWLDO�OLQNDJH�

between two or more characteristics regarding some systematic explanatory 

schema²VRPH�VHW�RI� WKHRUHWLFDO�SURSRVLWLRQV´ (Mitchell (1983, p.199). Logical 

inference is different to statistical inference, which is deductive by nature, and 

utilised in survey studies. This type of logical inference is synonymous with the 

abductive approach, in which the researcher remains in close proximity to the 

phenomena and the source of data for the study (Conaty, 2021). Abduction allows 

for the development of hypotheses by the interrogation of facts that infer (1) that 

there may be validity in a new theory, which can be accepted if there is no othe 

explanation with greater validity, or (2) that an existing theory could be developed 

further (Conaty, 2021). Yin (2003) also makes reference to analytic 

generalisation, an alternative to statistical inference, which may be used in case 

studies to make generalisations. Notably, Yin (2003) believes conducting multiple 

cases studies makes the study more effective, while using one or two cases does 

not have the same power. 

Defining the research questions is considered the first process in building a theory 

from a case study (Eisenhardt, 1989).  According to Yin (2003), the case study is 

DQ�DSSURSULDWH�ZD\�WR�DQVZHU�UHVHDUFK�TX�EHJLQ�ZLWK�µKRZ¶�DQG�µZK\¶��VHH Table 
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5.2). 6LPLODUO\�� &RQDW\� ������� SRVLWV� WKDW� WKH� µKRZ¶� LQ� UHVHDUFK� TXHVWLRQV�

HQFRPSDVVHV�QRW�RQO\�µKRZ¶�EXW�LPSOLFLWO\�HPEUDFHV�WKH�µZK\¶�RU�µLQ�ZKDW�PDQQHU¶�

questions with a view to providing information. In this way, the immersive nature 

of the abductive approach allows for this type of inquiry (Conaty, 2021). Given 

that reflection is central to the abductive approach, and that the case study as a 

VWUDWHJ\�RI�LQTXLU\�IDFLOLWDWHV�UHIOHFWLRQ�WKURXJK�WKH�UHVHDUFKHU¶V�LQWHUDFWLRQ�ZLWK�

the context and the contemplative space (Conaty, 2021), the abductive approach 

and strategy of inquiry are ideally suited. 

Identifying the unit of analysis in the case study is yet another an essential factor. 

Yin (2003) emphasised that the research questions are helpful in identification 

and specification of the unit of analysis and ensures that the research purpose is 

clearly defined and that the case study is well prepared and understandable 

(Grünbaum, 2007). The unit of analysis may be a single organisation, or place, 

or person, or event (Bryman and Bell, 2003). In this regard, the selection of the 

case is another significant issue. As Eisenhardt (1989) noted, in generating a 

theory, it is crucial to select cases cautiously. In selecting the case, Eisenhardt 

(1989, p.537) asserts that choosing a suitable population would assist in 

FRQWUROOLQJ� ³H[WUDQHRXV� YDULDWLRQ´� DQG� ZLOO� IDFLOLWDWH� WKH� LGHQWLILFDWLRQ� RI� DQ\�

limitation that might affect the process of results generalisation.  After identifying 

an appropriate population, the next step is choosing the sample.   

Given the research problem and questions, the peculiarity and importance of the 

context, and the research aims and objectives, the case study was deemed the 

best qualitative strategy of inquiry for use in this research study. As Patton (2002) 

asserts, the case study, as a qualitative strategy of inquiry, provides the 

researcher with a specific means of data collection, organisation and analysis. As 
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a strategy of inquiry, it facilitates the gathering of in-depth data on the case of 

interest, in a comprehensive and systematic manner (Patton, 2002). This thesis 

aims to gain an understanding of the impact of the implementation of NPM on the 

HE sector in Saudi Arabia through the experience and opinions of academic 

lecturers and HR managers in the university system in Saudi Arabia. The 

researcher, therefore, in seeking to gain an in-depth understanding of a real-world 

case in an important, peculiar context (Yin, 2009) opted for the case study as the 

primary qualitative strategy of inquiry for this thesis.  

The theoretical sampling technique was utilised as the purpose of case study is 

to ³UHSOLFDWH� RU� H[WHQG� WKH� HPHUJHQW� WKHRU\´� �(LVHQKDUGW�� ������ S�������

Accordingly, the sample comprises HRM managers at selected universities, as 

they represent the top management in the HRM departments, and practice day-

by-day HRM functions. Academic lecturers at the same universities will also be 

included in the sample. As explained in Chapter Two, some universities are newly 

established²within the last 10-15 years.  According to information published by 

the Saudi Ministry of Education (2017), there are 27 public universities in Saudi 

Arabia, and this constitutes the population for the study. Since identifying the 

appropriate managers in the population might have presented a challenge, to 

overcome this, inquiries were focused on the general manager or director of the 

HRM, wherever they are based. In preparing the sample selection, and in order 

to understand the position of HRM managers in the Saudi university system, the 

researcher explored the hierarchies of some of the HRM departments in the 

targeted universities and found no difference in the hierarchical structure in those 

universities. 
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In terms of the context of the research study, it should be noted that there is a 

new economic orientation in Saudi Arabia (Vision 2030) and government is 

applying pressure on the public sector to apply new methods in order to increase 

the efficiency, effectiveness, and quality of service. The dearth of studies treating 

with this issue in the Arab world, and in Saudi Arabia in particular, prompted the 

researcher to conduct this study with a view to understanding the opinions of 

individuals who are assumed to be influential in circumstances of change. 

According to Mansour, Heath, and Brannan (2015), the perspective of academics 

about the same topic has been widely explored, thus, investigating another voice 

will contribute positively to the existing literature. It is noteworthy, however, that 

the voice of academics in the non-western region appears under-represented in 

the literature.  

5.8.3 Research Validity and Reliability 

Ensuring the quality of the research undertaken is essential. Qualitative research 

may face criticism regarding its rigor, lack of rationalisation of methods applied, 

lack of transparency of the analytical part of the research, and bias, which is 

expected when personal opinions are sought during interviews (Rolfe, 2006). 

Beverland and Lindgreen (2010) stated six reasons why qualitative researchers 

should pay more attention to quality. First, quality is a means of guaranteeing 

better practice in the field. Secondly, quality will lead to a rich understanding and 

accordingly better theory. Thirdly, quality is the mark of a helpful research 

community, which may affect the research method. Fourthly, the specific 

standard of quality will improve the validity of the case study. Fifthly, quality helps 

to minimise the concerns that other investigators may raise about the worth of 
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qualitative studies. Lastly, it is fundamental for the Ph.D. student to have insight 

about the importance of quality in such case studies.    

Reliability and validity are generally used to assess the quality of qualitative 

research (Bell, 1987; Denzin and Lincoln, 1998; Bush, 2012; Yin, 2003). 

Reliability, as defined by Bush (2012), is the likelihood that replicating the process 

or methods of a study would lead to identical or similar results. It helps to build 

confidence in the research procedure and its ability to ensure consistency (Bush, 

�������5HOLDELOLW\��WKHUHIRUH��LV�GHILQHG�E\�%HOO��������S������DV�WKH�³Hxtent to which 

a test or procedure produce similar results under constant conditions on all 

RFFDVLRQV´��)RU�<LQ��������S�������LW�UHSUHVHQWV�³WKH�FRQVLVWHQF\�DQG�UHSHDWDELOLW\�

RI� WKH� UHVHDUFK� SURFHGXUH� XVHG� LQ� D� FDVH� VWXG\�´� 8OWLPDWHO\�� UHOLDELOLW\� in 

qualitative research means following a specific research process, perhaps 

leading to a comparable outcome.  

Validity is the other criteria for qualitative research quality. Bell (2014, p.103) 

GHVFULEHG� YDOLGLW\� DV� FULWHULD� ZKLFK� ³WHOO� XV� ZKHWKHU� DQ� LWHP� RU� LQVtrument 

measures or describes what it is supposed to measure or describe. If an item is 

unreliable, then it must also lack validity, but a regular item is not necessary also 

YDOLG�� LW� FRXOG�SURGXFH� WKH�VDPH�RU� VLPLODU� UHVSRQVH�RQ�DOO� RFFDVLRQV�´� In this 

context, validity signifies that the method used is a suitable one, and one can 

provide the most reliable results. Denzin and Lincoln (2013) identified two kinds 

of validity²internal and external. Internal validity refers to the extent to which 

research results can address the phenomenon in the research questions, while 

external validity refers to the extent to which the research results can be 

generalised to another similar study. As this study utilises the case study as its 
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strategy of inquiry, then the resHDUFKHU¶V�concern is ensuring the reliability and 

validity of the research findings.  

For Yin (2014: 48-49), reliability in the case study method may be ensured as 

follows: 

³The objective is to be sure that, if a later researcher follows the same 
procedures as described by an earlier researcher and conducts the 
same case over again, the later investigator should arrive at the same 
finding and conclusions. The goal of reliability is to minimise the errors 
and biases in a study. One prerequisite is the need to document the 
procedures followed in the earlier case. The general way of 
approaching the reliability problem is to make as many steps as 
operational as possible and to conduct research as if someone were 
looking over your shoulder�´� 

Essentially, the documentation and the interview procedures that must be 

followed while conducting interviews should ensure that all interviews are 

conducted by the same process and procedures. The semi-structured interview 

is a common tool used in the collection of qualitative data in case studies. 

Flexibility is one of the strongest points of the semi-structured interview (Easton, 

2010). However, reliability might be challenging to achieve due to the flexibility 

that characterises this type of interview and research strategy, which requires 

that the researcher treat each interviewee as a unique respondent (Bush, 2012).  

Interestingly, Cohen et al. (2011) highlighted a conflict that might emerge 

between validity and reliability, noting that where reliability is increased validity 

might be decreased.  

³«� WKH�PDLQ� SXUSRVH� RI� XVLQJ� DQ� LQWHUYLHZ� LQ� UHVHDUFK� LV� WKDW� LW� LV�
believed that in an interpersonal encounter people are more likely to 
disclose aspects of themselves, their thoughts, their feelings, and 
values than they ZRXOG�LQ�D�OHVV�KXPDQ�VLWXDWLRQ���«�LW�LV�QHFHVVDU\�WR�
JHQHUDWH�D�NLQG�RI�FRQYHUVDWLRQ�LQ�ZKLFK�WKH�µUHVSRQGHQW¶�IHHOV�DW�HDVH��
In other words, the distinctively human element in the interview is 
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QHFHVVDU\�WR�LWV�µYDOLGLW\�¶�7KH�PRUH�WKH�LQWHUYLHZHU�EHFRPes rational, 
calculating, and detached, the less likely the interview is to be 
perceived as a friendly transaction, and the more calculated the 
UHVSRQVH�DOVR� LV� OLNHO\� WR�EH´� (Kitwood, 1977; cited in Cohen et al., 
2011: 207).  

The researcher, therefore, should aim to make sure that each interviewee is 

relaxed and ready for the interview. For instance, it was important that the 

researcher explain and clarify for the participants in this study that the interview 

was not related in any way to politics. 

Bias is yet another factor that might affect research validity when utilising semi-

structured interviews. In &DQQHOO� DQG� .DKQ¶V� ������� S������ YLHZ�� bias is ³D�

systematic or persistent tendency to make errors in the same direction, that is, to 

overstaWH�RU�XQGHUVWDWH� WKH� µWUXH�YDOXH¶�RI�DQ�DWWULEXWH�¶¶ Two kinds of bias that 

might occur are participant bias and researcher bias. Saunders, Lewis, and 

Thornhill (2015, p.203) GHVFULEH�SDUWLFLSDQW�ELDV�DV�³DQ\�IDFWRU�ZKLFK�LQGXFHV�D�

IDOVH� UHVSRQVH´� DQG� UHVHDUFKHU� ELDV� DV� ³DQ\� IDFWRU�ZKLFK� LQGXFHV� ELDV� LQ� WKH�

UHVHDUFKHU
V�UHFRUGLQJ�RI�UHVSRQVH�´�3DUWLFLSDQW�ELDV��on the other hand, might 

occur when interviewing the respondent in an open place that might affect the 

respondent negatively to the extent that they feel observed by other people. 

Researcher bias might also occur when the researcher attempts to add their 

subjective view in translating or transferring the respondent's recorded response 

(Saunders et al., 2015). Bias, therefore, may be present in the attitudes, opinions, 

and expectations of the interviewers (Cohen et al., 2011). Moreover, there is the 

propensity and willingness for the interviewer to know the views of their 

participant, and the tendency for the researcher to lead the participant to give an 

answer that is compatible with his/her preconceived theme. Finally, bias may 
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arise from misperception and misunderstanding of what is being asked or what 

is being said on both sides²the interviewee and the interviewer.  

To summarise, interviewers should follow these steps in order to overcome bias:   

x Make sure that interviewee is comfortable and ready for the interview, and 

the place of the interview is quiet and free of disturbance.  

x Refrain from inserting their own opinions during the transcription of the 

interview and should not interpret what is recorded according to their view. 

x Refrain from any pre-expectations, pre-opinions, and pre-themes that they 

will the interviewee to talk around.  

x Refrain from asking any questions that force the interviewee to answer in 

a direction that interviewer is willing to hear.  

x Ensure that all questions are understandable and clear and provide an 

explanation when necessary. 

Presenting case studies that represent a broad and widespread society is a 

crucial challenge when addressing the issue of the research validity. As Yin 

(2003) stated, the disadvantage associated with conducting a single-case study 

is its weakness in the area of results generalisation. In contrast, some 

researchers express a preference for the single case, as they believe 

generalisation is possible in this regard (Bryman and Bell, 2007). 

There is strong support for generalising the results of qualitative studies 

(Schofield, 1990). However, what the researcher wants to generalise and how 

the research can be designed in order to increase generalisation is important. 

3D\QH�DQG�:LOOLDPV��������S������FRQWHQG�WKDW�³PRGHUDWHG�JHQHUDOLVDWLRQV´�DUH�

inevitable in qualitative studies, although some commentators disregard this idea 
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and some even refute it (e.g., Denzin, 1983; Denzin and Lincoln, 1995; Marshall 

and Rossman, 1999). For Huberman and Miles (1994), however, if the study is 

well designed, the generalisations are possible. 

With respect to the validity of the research findings, Weis and Willems (2016) 

proffer some strategies increase the possibility of generalisability. According to  

Weis and Willems (2016), validity is premised on the quality of the data collected, 

which can be evaluated using specific quality criteria. Although the process is 

relatively straightforward in quantitative research, which utilises criteria such as 

objectivity, validity, and reliability to assess the data, these measurements are 

complex in qualitative research (Weis and Willems, 2016). In this regard, Wrona 

(2006), cited in Weis and Willems (2016), suggest µDGDSWHG�FULWHULD�RI�YDOLGLW\�¶�

such as objectivity, reliability, internal validity, external validity, as a means of 

enhancing the quality of the data and validating results and consequently, 

increasing the possibility of the generalisation of the results of qualitative studies.  

The purpose of theoretical generalisation is to extend the present theoretical 

knowledge (Maxwell and Chmiel 2014). Yin (2013), however, categorises 

generalisation as analytical and statistical. Analytical generalisation is associated 

with qualitative studies, while logically, statistical generation pertains to 

quantitative research (Stenbacka (2001). According to Stenbacka (2001), 

selecting the right study participants helps to generate an analytical 

understanding which, in turn, facilitates the generalisation of results. In the case 

of analytical generalisation, the researcher seeks to generalise a specific set of 

results to some broad theory (Yin, 1994). In this regard,  Yin (1994, p145) states: 
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³A theory must be tested through replications of the findings in a second 

or even a third neighbourhood (case), where the theory has specified that 

the same results should occur. Once such replication has been made, the 

results might be accepted for a much larger number of similar 

neighbourhoods (cases), even though further replications have not been 

performed´�� 

With respect to this research study on the HE sector in Saudi Arabia, the 

researcher hopes that the research findings can be replicated and will be 

accepted for analytic generalisation. This research study relies on five case 

studies (one university in each geographical region of the kingdom). In all five 

cases the samples were equal, and all respondents were asked the same 

questions, which means the interview process was replicated in each case. 

Therefore, if each case produced the same results, then, it could be said that the 

research was able to identify some broad patterns. Accordingly, these patterns 

will be applicable across the HE sectors in the Kingdom. 

5.9 Data Collection Methods 

Undoubtedly, the data collection and analysis methods chosen by the researcher 

must be able to accomplish research objectives (Creswell, 2008). Thus, careful 

consideration should be given various types of data gathering methods that might 

serve the needs of the particular study (Bryman, 2012). As Saunders et al. (2009) 

observer, in choosing data-collecting methods, researchers should rely on two 

considerations: first, whether the information can be gathered in advance, and 

second, whether information can be drawn from the data throughout the study.  
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There are several methods of data gathering in social research. For example, 

questionnaires or structured interviews are usually employed in deductive 

research with the aim of ensuring that each participant has the same set of 

questions, in the same order (Creswell, 2008). There are some disadvantages 

associated with this form of data collection such as participant bias, difficulty of 

interviewees in understanding and interpreting the questions, difficulty of the 

UHVHDUFKHU�LQ�XQGHUVWDQGLQJ�SHRSOH¶V�IHHOLQJV�DV�WKH�DQVZHUV�DUH�either yes or 

no, complications in the analysis of some questions, challenges related to the 

hidden agendas of participants, and the absence of embodiment. As this thesis 

aims to understand the perspective of HR managers and academic lecturers in 

the HE sector in Saudi Arabia about NPM, which cannot be measured on the 

basis of yes/no scenarios, the questionnaire was not considered appropriate for 

use in the data gathering process.  

There are three key methods of data collection in qualitative (inductive) research: 

observation, text and visual analysis and interviews (structured and semi-

structured). Saunders et al. (2007, 2011) described observation as the method 

that systemically records, describes and interprets real-life events or people's 

behaviours. Observation may be highly structured, where the researcher has to 

follow written guides and second, or completely unstructured, where the 

researcher relies on their observation without any guides (Needleman and 

Needleman, 1996). Investigators often record observed data in field notes or 

diaries. They may assume the role of participant observer and work alongside 

subjects. Gathering data by observation requires agreement on the part of 

participants, through the acceptance of the requests made by researchers. As 

stated earlier, observation is the method that is used and preferred by 
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ethnographic researchers and often takes years to be completed. One of the 

critical dilemmas in using observation is the time taken to process the data 

collected. Nevertheless, very short observations may produce an unexpected 

and beneficial qualitative understanding that might improve knowledge 

(Needleman and Needleman, 1996). 

Gathering data from texts or visual data collection requires researchers to collect 

relevant documents or text and then analyse them. The documents take many 

forms, including records, letters, lists, surveys, reports, publications, journals, 

memorandums, and meeting notes. These data sources are categorised as non-

records or facts (Needleman and Needleman, 1996), constitute secondary data. 

There are two disadvantages to this method, namely gaining access to the data 

and analysing the data. Access to data might be simple or difficult for 

investigators; however, in some circumstances, acquiring the data may rely on 

the negotiating skills of the researcher. The second issue is data analysis, which 

may be the most challenging aspect (Saunders et al., 2003; 2007). 

Interviews are an important method of data collection in inductive research. 

Fontana and Frey (2000) defined the interview as a discussion between two or 

more people to produce data for a specific purpose. According to Creswell, 

(2003), researchers select the interview method in order to collect valid and 

reliable information about research questions. Hence, there should be a high level 

of consistency between the interviews and the research questions and objectives 

of the research. Based on the association between interview method and 

research objectives, a helpful interview needs a format and logical preparation, 

which is similar to that of the pre-coded survey questionnaire (Needleman and 

Needleman, 1996). As Saunders et al. (2003; 2007) noted, the continuum of 
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research interviews moves from extremely structured to almost entirely 

unstructured.  

Interviews in qualitative research may be unstructured or semi-structured (Denzin 

and Lincoln, 2000). An unstructured interview does not reflect on any 

preconceived theories, and the process requires little or no arrangement. It can 

commence simply with an open-ended question and proceed further, based on 

the initial answers. Moreover, unstructured interviews facilitate µLQ-GHSWK¶�

investigation, where knowledge is not yet created or little is known (Fontana and 

Frey, 2000). The second type of qualitative interview is semi-structured. The 

semi-structured interview focuses beyond open-ended questions and allows 

researchers some flexibility to ask unanticipated questions. Therefore, the semi-

structured interview protocol contains several central questions that facilitate 

concentration on a specific theme, which the investigator seeks to explore during 

the interview.  

Qualitative interviews (both unstructured and semi-structured) have some unique 

features. First, qualitative interviews frequently allow participants some flexibility 

in answering the questions without interruptions over a period of time. Second, 

qualitative interviews allow researchers to explore and ask new, unanticipated 

questions, which may emanate from the responses given by participants during 

the interview. Third, the flexibility of the qualitative interview process allows the 

researcher to move between the questions without following the exact order.  

Qualitative interviews may be conducted in two ways: with individuals (e.g., HR 

managers, academic lecturers) or in focus groups (e.g., university council, college 

council, and so on). Individual HR managers and academic lecturers in Saudi 
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Arabian universities in the higher education sector were the target population in 

this research study. Their particular responses were analysed in order to define 

and understand the likely impact of NPM on them, in terms of salary and work 

conditions.  

5.9.1 Data Triangulation 

Denzin (1978) and Denzin and Lincoln (2005) defined triangulation as the 

combination of methods to study the same phenomenon in a single research 

study. Historically, in social science, triangulation can be dated to the work of 

&DPSEHOO� DQG� )LVNH� ������� RQ� µPXOWLSOH� RSHUDWLRQDOLVP�¶� 7KH� WULDQJXODWLRQ�

concept was further developed from military strategy where it relates to the use 

of various reference points during navigation to locate an REMHFW¶V�H[DFW�SRVLWLRQ�

(Smith, 1981).  

There are four types of triangulation: datD� WULDQJXODWLRQ�� LQYHVWLJDWRUV¶�

triangulation, theory triangulation and methodological triangulation (Denzin and 

Lincoln, 2005). Data triangulation refers to the application of various data sources 

in the same study. Investigator triangulation occurs when multiple investigators 

study the same research question or the same setting. Thus, multiple 

UHVHDUFKHUV¶� SHUVSHFWLYHV� PD\� RIIHU� GLIIHUHQW� WKRXJKWV� DQG� FRQVHTXHQWO\�� WKH�

analysis of the data could be enhanced, and the final evaluation and analysis 

improved as well. Triangulating theory occurs when researchers investigate an 

issue from different theoretical perspectives to ascertain the most useful for the 

clarification and explanation of the study. Methodological triangulation occurs 

when researchers employ multiple methods for the most complete and elaborated 

data possible about the phenomenon.  
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Generally, there are four characteristics of triangulation. First, triangulation that 

allows for the utilisation of both quantitative and qualitative methods within the 

same research study.  Second, a research design that allows for the sequencing 

and priority to be given to both quantitative and qualitative data collection and 

analysis. Thirdly, attention is focused on the relationship between qualitative and 

quantitative with emphasis on triangulation, and fourthly, the adoption of a 

pragmatic research philosophy (Creswell, 2003; Creswell and Plano, 2007; and 

Tashakkori and Teddlie, 1998).  

Bryman (2012) highlighted two ways in which triangulation might occur. First, it 

might be the result of a planned and unplanned strategy (i.e., mixed methods). 

Second, triangulation be the result of a comparison between data collected by 

either quantitative or qualitative methods. Creswell (2008) identified the following 

six triangulation strategies: sequential explanatory; sequential exploratory 

strategy; sequential transformative strategy; concurrent triangulation strategy; 

concurrent embedded strategy; and concurrent transformative strategy.  

According to Bryman (2006, 2012), researchers may use triangulation for several 

reasons. First, triangulation enhances data accuracy, and helps to provide an 

excellent general picture of issues. Second, it helps to produce robust information 

from the data sources. Third, triangulation helps to reduce the bias that might 

result from the use of a single-method approach by compensating for the 

particular strengths and weaknesses of a specific method. Fourth, triangulation 

helps to develop and contrast the analysis of data. Fifth, triangulation aids in 

promoting sampling or the identification of participants for an interview. 
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The triangulation argument is built on the idea that a suitable research strategy 

should concentrate ensuring that the data collection methods can achieve the 

research objectives, and that accurate data are collected for improving the 

usefulness of results (Saunders et al., 2007). Based on the research question 

and the objective of the study, gathering data through a single method of research 

might not be useful (Creswell, 1994). However, triangulation might assist the 

researcher in overcoming possible bias. The semi-structured interview was 

primary method of data collection used in this research. The researcher also used 

the data triangulation strategy (i.e., gathering data from two main sources: first 

from HR managers and second, academic lecturers both from different 

universities) as well as methodological triangulation (i.e., the Vision 2030 official 

document for pertinent information). It is hoped that the combination of these 

methods helps in strengthening the research findings and instils confidence in the 

research findings (Jick, 1979). 

5.9.2 Justification for the Selection of Semi-Structured Interview 

Method 

Questionnaires, observation, analysis of visual and textual material, and flexible 

interviews are the usual methods of gathering data in studies such as this. The 

questionnaire is a structured method, mostly used to test hypotheses (Harding, 

2013). It is considered to be a robust, systematic method used in social science. 

However, there are some disadvantages, such as the sometimes unsatisfactory 

rate RI�SDUWLFLSDQWV¶�UHVSRQVHV��the rigid structure, and possible loss of information 

as data are reduced to numbers (Denzin and Lincoln, 2005). In addition, Kumar 

(2014) states, researchers may encounter difficulty exploring data when using a 

questionnaire.  
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This study investigates the potential impact of NPM on HR managers and 

academic staff on the higher education in Saudi Arabia context. While scholars 

have previously explored some thematically associated aspects of the topic (e.g., 

0DQVRXU��+HDWK��DQG�%UDQQDQ¶V��������µ([SORULQJ�WKH�UROH�RI�+5�SUDFWLWLRQHUV�LQ�

SXUVXLW� RI� RUJDQLVDWLRQDO� HIIHFWLYHQHVV� LQ� KLJKHU� HGXFDWLRQ� LQVWLWXWLRQV¶), the 

researcher is not aware of any existing study or studies on the exact topic. 

Therefore, the investigation of the possible influence of NPM in a non-western 

context may lead to the confirmation of existing theories of NPM, or the possible 

generation of new perspectives in NPM. As the current topic is under-

investigated, there is need for a flexible data-collection technique capable of 

collecting critical data via an in-depth investigation method.  ,Q�WKH�UHVHDUFKHU¶V�

view, the rigid nature of the questionnaire method makes it inappropriate for this 

research.  

In the same way, visual and textual analysis may be a useful source in data 

gathering and theory building. However, visual and textual analysis is not 

appropriate in this research because the feedback of participants is the primary 

means of data collection in ascertaining how HR managers and academic staff 

members construct, interpret, and give meaning to the concept of NPM. Such 

responses cannot be obtained through visual and textual analysis. Second, visual 

and textual analysis does not facilitate interaction between the respondents and 

the researchers. Finally, the visual and textual analysis method does not provide 

the researcher with the opportunity to explore data other than the audio-visual 

material available for use.  

According to Saunders et al. (2015), the observation method of data collection is 

suitable when the questions and objectives of the research are concerned with 
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the actions of individuals, and the researcher is able observe those actions. 

Essentially, observation involves the systematic viewing, recording, descriptive 

analysis and interpretation of people's behaviour. For example, Alsharari (2018) 

used direct observations in his study on processes of changes in the public 

sector. Therefore, observation is appropriate for studies that aim to explore data 

regarding activities and behaviours, even within the NPM field. This research 

does not focus on the activities or behaviour of people. Instead, it entirely relies 

on the experience of people to assess the possible impact of NPM on their salary 

and work conditions, from the perspective of HR managers and academic staff. 

This research is based on cognitive processes, which cannot be physically 

observed. Therefore, the observation method is not appropriate for this research.  

As the above research methods (questionnaire, structured interview, visual and 

text analysis and observation) were deemed unsuitable techniques for this 

research, there is need to adopt a flexible method of data collection that will take 

account of the interaction between the researcher and the participants. 

Therefore, a complete understanding of NPM in this context might be achieved 

by conducting interviews. 

The interview method has been described as the dialogue between two or more 

people for the purpose of collecting data. McNamara (1999) stated that an 

interview is an essential tool used by researchers to tell a story from the 

participant's experiences. There are three types of interviews²structured, 

unstructured, and a semi-structured. The researcher decided to utilise semi-

structured interviews to be able to pay more attention to the topic and allow for 

the description of the research processes. Semi-structured interviews provide 

researchers with opportunities to start with open-ended questions, which help the 
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researcher to identify new ways of perceiving and understanding the topic that is 

being explored. While structured interviews are criticised for their rigidity, the 

semi-structured interview has the advantage of flexibility (Denzin and Lincoln, 

2005; Kumar, 2014; Saunders et al., 2011) which is required for this study. 

Many pioneering studies in NPM, such as Hood (1987, 1990a, 1990b, 1991, 

1992), Dunsire et, al., (1989), Hood and Jackson (1991), Pollitt (1993, 2000) and 

Pusey (1991) were written historically. In other words, no interviews were 

conducted. However, both unstructured and semi-structured interviews are useful 

in conducting in-depth interviews. The semi-structured interview promotes and 

uses an interview protocol that concentrates on the topic under examination. The 

flexible interview protocols used by researchers comprise topics that will be 

discussed with the interviewee. The advantage of such interview guides is that 

researchers have the flexibility to move around the topics during the interview.   

This research aims to understand how reforms (i.e., NPM implementation) may 

affect the public sector by interpreting the meaning given by interview 

participants. The use of the semi-structured interview affords the interviewer the 

opportunity to gather the data from the target group (Harding, 2013), which, in 

this case, consists of HR managers and academic staff members are the 

audiences. The use of the semi-structured interview also to improve validity 

(Harding, 2013). During the interview, the researcher is able to observe the 

UHVSRQGHQW¶V body language. Hence, the researcher is able to make a 

comparison between the verbal and non-verbal cues of the interviewees, which 

helps the researcher in the validation of their responses. It is advisable that the 

researcher record the semi-structured interview using an electronic device, as 

this not only provides another opportunity for review and validation and helps to 
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prevent data loss. Semi-structured interviews also help researchers to manage 

the interview's time effectively, and to have control over the order of the 

questions. Furthermore, the method affords the researcher the opportunity to 

ensure that respondents answer all the interview questions, while also opening 

up space for their experiences (Harding, 2013). For the purposes of this study, 

and to achieve the merits of the semi-structured interview, the researcher 

adopted %XWOHU¶V� ������� VW\OH� RI� LQWHUYLHZLQJ�� RWKHUZLVH� NQRZQ� DV� D� FOLQLFDO�

LQWHUYLHZ��DQG�3HWWLJUHZ�DQG�0F1XOW\¶V��������VW\OH�RI�VHPL-structured interview.  

5.9.3 The Unit of Analysis 

In social science research, there are two units of analysis units²the holistic, and 

the individual. The holistic approach focuses on the investigation of the 

behaviours of the group and other human cases in contexts, while the individual 

approach focuses on a single person, and attention is paid to the investigation of 

the behaviour of that person (Creswell, 2009). In contrast, the study of the 

complex relationship between the individuals in the real context is the focus of 

the holistic approach (Creswell, 2009). In this regard, discussions concerning the 

unit of analysis ultimately lead to the process of gathering data from the target 

population.  

Using the individualistic approach to the selection of the unit of analysis, this 

research examines the impact of NPM on individuals (HR managers and 

academic lecturers) in the HE sector in Saudi Arabia, which is the population of 

this study. Therefore, interviews were conducted with employees from several 

positions who may have dissimilar views on managerial issues at the same 

university.  
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5.9.4 Sample Selection 

There are two types of universities in Saudi Arabia, public and private. Public 

universities are owned and funded by the government, and private universities 

are owned and funded by non-governmental investors. The study focuses on the 

public sector because NPM aims to improve efficacy in the public sector, even 

though the concept emerged from the private sector. HR managers and academic 

lecturers are the targets of this research. Based on the hierarchy of the human 

resource department in almost all the targeted universities, the HR managers are 

located at the top of the department. While there is only one HR manager at each 

university, there are senior HR managers who function in sub-HRM departments. 

Consequently, two HR managers were selected from each university to represent 

the voice of HRM. Academic lecturers are a broad terminology for those who 

teach in universities. Hence, as the topic concerns NPM and it is entirely related 

to the management science, the researcher decided to select lecturers from the 

colleges of management at the targeted universities. According to the hierarchy 

of the Saudi faculty staff, there are five ranks; the first is teaching assistant; the 

second, lecturer; the third, assistant professor; the fourth, associate professor, 

and the final, professor. So, one participant of each rank was selected. In total, 

there were five participants from each university. The variety of the interviewees 

helped the researcher to achieve the research objective of collecting detailed 

information on NPM in public HE sector. 

In Saudi Arabia, there are 29 public universities spread over the five counties. 

Nine are located in the middle county, four in the north, five in the south, four in 

the east, and seven in the west county.  Saudi Arabia is a huge country with 

approximately 2,150,000 km2. Therefore, it was difficult for the researcher to 
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cover all these universities due to time and money constraints. Hence, selecting 

one case for each side of the country was comfortable and reliable. Ultimately, 

there were five cases and five participants in each case, with a total of twenty-

five potential interviewees.  

Respondents were invited to participate in the study via formal invitation letter. 

The researcher attempted to make initial contact with potential participants 

through emails, and social media accounts, which is very common in Saudi 

Arabia. After that, the researcher requested those respondents who agreed to 

participate to sign a consent form in order to formalise their intention and decision 

to participate. 

5.10 Ethical issues 

According to Allmark et al., (2009), there are many types of ethical issues 

regarding privacy and confidentiality, including participants' consent and possibly 

relations of power and politics between the investigator and the respondents. It 

is likely that the targeted samples of this research²HR managers and faculty 

staff, are concerned about their reputations and the image of their respective 

universities. Therefore, the researcher was obligated to take more care of any 

probable ethical issues that might emerge before, during and after the interview. 

This section provides a detailed discussion of ethical issues that might be faced 

in this research while conducting interviews and the ways of reducing any 

potentially negative impact. 

Allmark et al. (2009) highlighted four essential ethical issues of which the 

researcher should be aware. First, there is the issue of the privacy and 

confidentiality of the demographic information about the participants and their 



215 
 

respective organisations. While conducting the interviews, the respondents share 

information, which might influence their positions in their universities. Hence, this 

type of information must remain confidential, and the identities of the participants 

remain anonymous and protected according to regulations of the University of 

Wolverhampton. 

In this regard, the researcher obtained approval from the ethical committee of the 

Wolverhampton University. Additionally (see Appendix Two), the respondents 

who participated in the study were given written and verbal confirmation before 

the beginning of each interview. The confirmation assured that all participants' 

information and the information of their organisations would be anonymised 

through the use of pseudonyms, symbols or their initials throughout the interview. 

In addition, in the case of concealing information during the interview, the 

researcher provided the participants with complete freedom to stop the interview 

and recording. Also, the researcher provided absolute freedom to respondents to 

either answer or refuse to answer any of the questions asked during the interview. 

Furthermore, participants were assured that the information gathered would be 

utilised only for this research, would be saved in the University database, and 

destroyed in accordance with the policies and procedures of Wolverhampton 

University Data Protection. 

The second ethical issue relates to the consent form, which was given to the 

participants. Regarding the issue of respondents' consent, HR managers and 

faculty staff were invited to take part in the study and the researcher provided 

them with an information sheet summarising the aim of the study, and how 

information would be employed.  Up receipt of the consent form, the participants 

were asked to sign it, demonstrating their intention to be involved in this research. 
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Also, on the day of the interview, the researcher again asked each participant 

whether they were still willing to engage in this study. Interviewees were free to 

withdraw at any point during the interview. 

Thirdly, there was the possibility of unintended harm. The investigator provided 

all participants with detailed information regarding the aims and objectives of the 

study in order to mitigate any unintended damage to the interviewees. The 

detailed information was DOVR�LQFOXGHG�WKH�SDUWLFLSDQW¶V�LQYLWDWLRQ�OHWWHU��$JDLQ��WKH�

researcher made sure to remind the participants about the aims and objectives 

of the study and the use of the data on the day of the interview. 

The final ethical issue relates to the risk of exploitation. Participating in the study 

is critical because the participants allow the researcher to access their 

professional life.  As a result, the researcher is advised to thank participants by 

letter at the end of each interview to show appreciation for the participants' 

contribution to the research process, and to ensure each respondent is happy 

and without reservation (Allmark et al., 2009). 

5.11 Analysis and interpretation of data 

According to Richards (2005), data are the material with which researchers work. 

In addition, in qualitative studies, the challenge is not merely producing data, but 

ensuring that the data are useful, meaningful, valuable, and essentially relate to 

the research questions. Eisenhardt (1989) asserts that building theory from the 

case study is the key function of data analysis, and one of the most difficult tasks 

of the research process. In quantitative studies, researchers aim to collect data 

from individuals in order to classify and organise them numerically; producing 

data in qualitative studies is markedly different, and the role of qualitative 
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researcher is important in making data trustworthy.   For instance, the task of the 

researcher in the interviews of qualitative studies is to prepare and create an 

appropriate situation for the interviewees and to carefully and sensitively record 

the opinions and responses of the respondents. As Eisenhardt (1989) argues, the 

skill of the interviewer is evident where relative links are made between the 

interviews and the research topic. Holliday (2002) defined data analysis as 

making sense and meaning, sifting, organising, selecting, identifying, and 

classifying the data.  

This research used NVivo software to manage, arrange, and classify the research 

topics and themes in order to achieve the most appropriate use of the data. The 

quality of qualitative data is very important. As Richards (2005) observes, the 

data should be accurately contextualised as thick description, useful, and 

reflective. To guarantee the accuracy of this research data, the interview 

transcriptions (see Appendices Nine and Ten) were checked several times for 

errors or misinterpretations. Notes were taken during the interviews for 

comparison with the recording after the interviews. Moreover, in order to thicken 

the description, all related contexts, such as previous relative literature, theories, 

interpretations, and empirical examples were included in the analysis. In terms of 

reflexivity, the researcher is aware of his part in the research, as the one who 

carried out the research, asked the questions, conducted the interviews, collected 

and analysed the data. Therefore, the researcher has been careful about the 

situation created, the context imposed, and the ideas and behaviour influenced. 

This research consists of five case studies, and each case has five participants. 

Given the massive amount of textual data gathered in the research process, 

content analysis was used as a flexible method to analysis texts (Cavanagh, 
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1997). According to Kaid, (1989), qualitative content analysis requires an 

analytical process involving seven classic steps: formulating the research 

questions to be answered, selecting the sample to be analysed, defining the 

categories to be applied, outlining the coding process and the coder training, 

implementing the coding process, determining trustworthiness, and analysing the 

results of the coding process. This method was used for each case separately, in 

order to generate relevant themes, insights, similarities and differences among 

the case studies.   

The success of this method depends on the coding process (Hsieh and Shannon, 

2016). As Saldaña (2013) explains, in qualitative inquiry, coding is seen as the 

critical link between the data gathered and the explanation of their meaning. The 

term code is generally used with reference to a word or short phrase, which 

³symbolically assigns a summative, salient, essence-capturing, and/or evocative 

attribute for a portion of language-based or visual data´ (Saldaña, 2013). The 

basic coding process involves organising large quantities of text into much fewer 

content categories (Weber, 1990). This was achieved. There were 25 

interviewees, and themes, patterns, and opinions appeared with each 

interviewee. In the coding process, initially, the 25 interviews were all read word 

by word, and line by line before they were imported into the NVivo software. The 

five case studies were then assigned A, B, C, D and E codes (each case includes 

3 FSMs and 2 HRMs).  The cases were transcribed and imported into the 

software, with each transcription categorised under its assigned code (case). In 

the process, each case was divided into two main categories - FSMs and HRMs. 

Subsequently, each case was coded, commencing with first (i.e., University A). 

Each transcription was read separately, and the codes were assigned while 
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reading. After the first and second transcriptions, the coding process was 

methodologically established and followed consistently throughout the coding of 

the remaining transcriptions. Classifying and coding these individual texts 

produced key themes for the research to be analysed (see Interview Transcription 

Sample and Interview Transcription Sample (Arabic Translation)) (Appendices 

Nine and Ten). 

5.12 Chapter summary  

This chapter has outlined the research methodology in detail. The aim was to 

understand and clarify the method and the philosophy that used in answering the 

research questions. The researcher adopted the interpretive philosophy that 

embraces multiple opinions, interpretations and experiences. The case study was 

selected as the research strategy, which provided an in-depth understanding of 

NPM in the Saudi Arabia context. Semi-structured interviews were the method 

selected to gather in-depth information. Purposeful and convenience sampling 

approaches were used to select the participants, and content analysis was 

utilised in the data analysis.  
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6. Chapter Six: Results, Discussion and Analysis 

6.1 Introduction 

In the literature review, four NPM models were discussed: Hood (1991), Osborne 

and Gaebler (1992), Peters (1996) and Ferlie et al. (1996), which provided the 

theoretical framework for the research conducted. Using this framework, some 

common NPM elements were identified among the models and these elements 

were examined, based on the responses of interview participants from five Saudi 

public universities, where each institution represents a geographical dimension 

of the country. 

HR managers (coded as HRMs) and academic lecturers (coded as FSMs) 

participated in the interviews (see coding key attached as Appendix Twelve). In 

Saudi universities, HR managers are located at the top of the department. Two 

HR managers were selected from each university to represent the voice of HRM. 

As explained previously, lecturers from the colleges of management were 

targeted for participation. In Saudi universities, there are five ranks of faculty staff 

ranging from professor at the highest level to teaching assistant at the lowest. 

Three participants from each university were selected from among the professor, 

associate professor, and assistant professor ranks because they hold higher 

degrees (i.e., PhDs) and have the requisite experience for participation in the 

study (see List of Study Participants attached as Appendix Eleven). The cross-

section of participants helped to achieve the research objective of collecting 

detailed information on NPM in public HE sector. 

This chapter provides an analysis of the responses given by the FSM and HRM 

participants in the study. As discussed in section 5.9.4, analysis was completed 
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using an individualistic approach (Creswell, 2009). A systematic coding process 

was followed, during which all transcripts were read²word by word and line by 

line²after which they were imported uploaded to NVivo12©, categorised, and 

themes were generated. The themes that emerged framed the analysis and 

informed the responses to the research questions. Each section of this chapter 

begins with a simple overview of the predominant theme that emerged. Each sub-

section then provides excerpts from the transcripts (see examples of interview 

transcripts and translations attached as Appendices Seven, Eight, Nine and Ten), 

illustrating the theme that was extracted. The responses are then compared with 

existing literature in a critical discussion, following which there is a discussion on 

where the findings concur with existing research and where there were new 

findings. The discussion then leads into the final chapter of the thesis²the 

conclusion²which provides recommendations for further study and identifies the 

limitations of the study. 

6.2 NPM in the Saudi Arabian Higher Education Sector  

Eight key NPM elements were identified in the theoretical framework. These are 

accountability, decentralisation, autonomy, empowerment, participation, quality, 

performance and competition. Eight main questions were developed pertaining 

WR� WKHVH� WKHPHV�� KRZHYHU�� WKHVH� HOHPHQWV� DOVR� VXUIDFHG� LQ� SDUWLFLSDQW¶V�

responses to unrelated questions, such as the discussion on bureaucracy, during 

which many sub-topics arose.  The responses to these questions allowed for the 

analysis of the prevalence of these NPM elements in the Saudi HE sector. The 

research findings discussed in this section also help to answer the first three 

research questions of this thesis, namely:  
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What is the impact of Saudi Arabia government policy 'Vision 2030' on the 

HE sector? 

What are the economic and political drivers to implement NPM in Saudi 

Arabia? 

What are the obstacles and challenges of introducing NPM in the context 

of Saudi Arabia? 

6.2.1 Accountability 

In Section 4.6.5 accountability was discussed in theory and practice, as well as 

130¶V�FODLPV�WR�LPSURYH�SXEOLF�VHFWRU�DFFRXQWDELOLW\�WKURXJK�D�VKLIW�IURP�SURFHVV�

and procedures and hierarchical control (TPA accountability) to output, 

competition, and contractual relations (NPM accountability) (Lægreid, 2014; 

Bach, et al, 2017; Bruce and Warren, 2018). As demonstrated by the NPM 

models of Hood (1991), Osborne and Gaebler, (1992) and Ferlie et al., (1996), in 

NPM, managerial accountability is emphasised, with political accountability 

becomes less apparent (Lægreid, 2014), discussed and emphasised this shift 

thoroughly. The Saudi context is characterised by a central bureaucratic model 

of governmental control based on procedures, regulations, and rules (Al Otaibi, 

2015). Therefore, specific questions were developed to investigate accountability 

in the HE context²how it is ensured, practiced, managed in the Saudi 

universities, and how it has changed²with the aim of providing in-depth 

knowledge oQ�WKH�LPSDFW�RI�6DXGL¶V�9LVLRQ������RQ�WKH�VHFWRU��WKH�HFRQRPLF�DQG�

political drivers for NPM implementation, and the obstacles to and the challenges 

in introducing NPM in the Saudi context.  During the data analysis, significant 

categories emerged such as the hierarchical organisational structure of 
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accountable practices, changes in accountability that have occurred over time, 

administrative and academic issues that are subject to accountability, and some 

challenges of the current system of accountability in the universities.  

From the analysis of the transcripts, it is evident that accountability in Saudi 

universities is based on the hierarchical organisational structure. For example, 

where a faculty staff member is subject to investigation, the department chair has 

responsibility for conducting the investigation. If the matter cannot be resolved, 

the issue is escalated to the higher level (i.e., the dean's authority) and so on, 

until it reaches WKH� XQLYHUVLW\¶V� SUHVLGHQW�� 7KH� VDPH� DSSOLHV� WR� WKH� +50�

GHSDUWPHQW��7KHVH�H[DPSOHV�LOOXVWUDWH�WKH�SDUWLFLSDQWV¶�H[SHULHQFH: 

³$FFRXQWDELOLW\�>4XHVWLRQLQJ�RI�XQLYHUVLW\�HPSOR\HHV@�LV�VWUXFWXUHG��LW�

starts with the department head then the college dean [if the case not 

solved] after that the higher authority [to make a certain decision 

UHJDUGLQJ�WKH�LVVXH@´��)60����� 

³7KH�GHSDUWPHQW�KHDG�LV�DFFRXQWDEOH�WR�WKH�'HDQ�RI�WKH�FROOHJH��,Q�

general, the Dean is responsible [the line manager] for the staff. In 

addition, the Dean is accountable to the Vice President and so on. 

7KH�DFFRXQWDELOLW\�LV�UXQ�LQ�D�KLHUDUFKLFDO�IRUP´��)60������ 

³$FFRXQWDELOLW\�VWDUWV�IURP�WKH�GHSDUWPHQW�KHDG�DQG�WKHQ�PRYHV�WR�

the Dean of a college´��)60����� 

³$FFRXQWDELOLW\� LV� SUDFWLVHG� DFFRUGLQJ� WR� WKH� VWUXFWXUH� RI� WKH�

department. For example, the faculty member follows the head of the 

department, and the head is following the Dean of the college and so 

RQ´��)60����� 
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³,Q�WKH�HYHQW�RI�DEXVH�>VLF@��accountability is considered by the head 

of the department, then the matter is referred to the Dean and then 

WKH�KLJKHU�DXWKRULWLHV´��)60����� 

³2I�FRXUVH��WKH�DFFRXQWDELOLW\�FRPHV�IURP�WKH�LPPHGLDWH�KHDG�RI�WKH�

HPSOR\HH´��+50����� 

As these statements show, the Dean is the direct head of all the college's 

administrative and academic employees, therefore, whenever accountability is 

questioned, everyone turns to the Dean. As described, the approved procedure 

for investigating an academic member is centralised, and generally follows a 

bottom-up rule. According to Christensen and Lægreid, (2015), the sequence of 

administrative accountability relates WR� WKH� HPSOR\HH¶V� SRVLWLRQ� LQ� WKH�

RUJDQLVDWLRQ¶V�hierarchy, where the superior calls his subordinate to account for 

the performance of delegated responsibilities. Hence, this centralised procedure 

of accountability shows, on the one hand, the importance and sensitivity of 

accountability in Saudi universities and on the other, indicates that it is broadly 

different from the notion of accountability in the NPM model. As the responses 

show, according to Saudi public sector regulations, the system of accountability 

is hierarchical, VSHFLILFDOO\�WKH�+(�VHFWRU¶V�UHJXODWLRQV� 

³$FFRXQWDELOLW\� H[LVWV�� LW� LV� DSSOLHG� DFFRUGLQJ� WR� the rules and 

UHJXODWLRQV´��)60����� 

³$FFRXQWDELOLW\�LV�SUDFWLFHG�RIILFLDOO\�DQG�DFFRUGLQJ�WR�D�IL[HG�V\VWHP´�

(FSM16).  

³$FFRXQWDELOLW\�LV�FXUUHQWO\�VHHQ�LQ�SUDFWLFH�DQG�DXGLWHG�DFFRUGLQJ�WR�

WKH�XQLYHUVLW\�SURWRFROV´��)60���� 
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 ³7KH�XQLYHUVLW\�KDV�D�GLVFLSOLQDU\�regulation for employees.  I was a 

member of the disciplinary committee, and so many issues were 

SUHVHQWHG�WR�WKH�FRPPLWWHH´��+50����� 

For public employees, accountability is a sensitive topic, hence, the state outlines 

the process in specific regulations. Public universities fall within the purview of 

the state; therefore, universities must comply and adhere to the provisions of the 

constitution, regulations, and laws that govern public entities. The state has 

generally established disciplinary regulations for each sector, and universities 

may have unique disciplinary regulations for their employees. In the event that a 

specific investigation is conducted, it must be in line with these regulations and 

the judgment should be based on the regulations. It is also understood that there 

are disciplinary committees at public universities to consider any case that may 

need to be escalated.  

The analysis indicates that current systems of accountability are different from 

past systems. The current system is more stringent and accurate due to factors 

such as the Vision 2030, the need for transparency, and the comprehensive use 

of technology in the government sector. 

³In addition, I noted that accountability is stronger now than before 

SHUKDSV�EHFDXVH�RI�WKH�UHFHQW�FKDQJH�LQ�VWDWH�SROLF\�«�WKH�VWDWH�LV�

FXUUHQWO\� PRYLQJ� WRZDUGV� DXGLWLQJ� DQG� VWURQJ� DFFRXQWDELOLW\´�

(FSM02).  

³Well, I think now it is more developed than before. Now there is more 

control and supervision. There are no complaLQWV�DV�EHIRUH´��)60����� 

³$FFRXQWDELOLW\�UHFHQWO\�LQFUHDVHG�VXEVWDQWLDOO\´��)60����� 
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³$FFRXQWDELOLW\�EHFDPH�HDVLHU�ZLWK�WHFKQRORJ\��QRZ�DQ\RQH�FDQ�VHH�

\RXU�ZRUN�WKURXJK�WKH�V\VWHPV�DQG�VRIWZDUH´��)60����� 

³7KH� ILQJHUSULQW� V\VWHP� KDV� QRZ� EHHQ� LPSOHPHQWHG�� which has 

reduced some of the employee's wrongful behaviour. We have 

multiple forms, from outside the university, and from inside the 

XQLYHUVLW\´��+50����� 

³$FFRXQWDELOLW\� KDV� QRZ� LPSURYHG�� ,� VHH� WKDW� WKH� UHDVRQ� IRU� WKH�

increase in accountability now is, the increase in transparency in 

work, now with electronic work the work has become transparent, and 

everyone is watching the work. Thus, you find the transactions 

FRPLQJ�RXW�RQ�WLPH´��+50���� 

The respondents attributed the development of public accountability at the 

university to a number of important points; first, the change and modernisation of 

state policy. One of the recent policies that has emerged in the Saudi public sector 

is Vision 2030 which was accompanied by various initiatives, many calls to 

revitalise the public sector and to diversify the state economy. Another policy is 

the newly released higher education system. These policy changes suggest that 

the previous policies of the country needed considerable modernisation.  

Neoliberalism is synonymous with the NPM agenda, which has been adopted by 

governments in reframing their policies in the HE sector. Mahony and Weiner 

(2019) examine the impact of neoliberal policies on university life in Britain from 

the viewpoint of representatives of senior departments. With the spread of 

neoliberalism, Mahony and Weiner (2019) observe a number of negative 

consequences, such as the broad academic control over universities and the 
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adoption of financial competitive measurement under the name of public 

accountability in universities. In addition, neoliberalism has transformed 

academics into service providers, accompanied by reduced autonomy and job 

security, and an increased level of institutional oversight through external 

surveillance agencies. As Kenny's (2018) research affirms, that the governmental 

neoliberal applications in the HE sector led to increased application of external 

accountability. Notably, WKLV� VWXG\¶V� UHVSRQGHQWV� also highlighted increased 

accountability due to the new plan of the government (Vision 2030), which, it 

could be argued, concurs with Kenny (2018)¶V�UHVHDUFK�ILQGLQJV.  

The increase of public accountability on universities may be followed by some 

negative consequences such as reduced autonomy, loss of academic control 

over universities, and reduced job security under the umbrella of public 

accountability. Specifically, with respect to the HE sector, Sulkowski, (2016) notes 

that the increase in accountability in the HE sector is accompanied by a decrease 

in public funding to the universities. Consequently, one of the main sources of 

concern for governments is the issue of preserving a balance between the 

efficiency and transparency of university funding and the university's 

independence. However, the study further shows that the culture of trust and 

bureaucracy at the university declines due to accountability. Thus, a decline in 

financial support, loss of confidence, and reduced bureaucracy in universities are 

some of the effects of increased accountability.   

Secondly, greater use of technology by the Saudi public sectors may be attributed 

to the quest for increased accountability. In fact, technology was previously 

discussed as one of the positive impacts of the 2030 Agenda. The Saudi 

government recently started implementing e-government for all public sectors, 
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replacing the traditional method, (i.e., paper-based). Respondents highlighted 

many of the advantages of e-government, such as speeding up work. The 

³)LQJHUSULQW´� SURJUDP� LV� RQH� RI� WKH�mechanisms now used to monitor staff's 

attendance and annual leave. The program was initiated to help and overcome 

individual errors that largely occurred in the old signature-based method of 

recording attendance. The technology also helped ensure transparency and 

clarity of work. Currently, managers can monitor the work of employees through 

their computer systems which helps in monitoring achievement and errors, and 

in detecting or anticipating problems. Consequently, it may be said that the state 

has increased its control and supervision the various sectors and employees. 

Improving public accountability through various technical means appears to be 

moot among researchers. Some researchers (Romzek and Ingraham, 2000; 

Pina, Torres and Royo, 2010; Halachmi and Greiling, 2013; Kandhro and 

Pathrannarakul, 2013) argue that technology, in particular e-government, holds 

promise of improving and enhancing accountability in the public sector. They hold 

that e-Government speeds up access to public services, ensures compliance with 

rules and regulations, improves and enhances audit and oversight, reduces 

corruption, and increases transparency (Justice, Melitski and Smith, 2006; Kim, 

Kim and Lee, 2009; Halachmi and Greiling, 2013). Therefore, e-government can 

be an effective tool for improving and enhancing accountability in the public sector 

(Aman, Al-Shbail and Mohammed, 2013). On the other hand, there is the belief 

that e-JRYHUQPHQW¶V� capability of promoting accountability in the public sector 

remains unclear and complex because more consideration of the various 

technological, organisational and environmental aspects is required (Cuillier and 

Piotrowski, 2009; Bertot, Jaeger and Grimes, 2010; Kandhro and Pathrannarakul, 
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2013). Therefore, the claim that technology improves public accountability in the 

public sector may be rhetorical, as the reality reveals that accountability has 

become more complex. In the Saudi context, public accountability in universities 

is expected to be an ambiguous and complicated issue. 

In their responses, respondents drew attention to some administrative and 

academic issues (errors) that may subject to accountability. 

³$FFRXQWDELOLW\� RFFXUV� LQ� WKH� HYHQW� RI� WKH� >employees@� GHIDXOW´�

(FSM09).  

³,�WKLQN�LI�WKHUH�LV�QR�DFFRXQWDEOH�>sic] for mistakes; there will be a big 

problem. For example, there is accountability for failure to perform 

duties, or failure to attend lHFWXUHV´��)60����� 

³$FFRXQWDELOLW\� LV� LQYHVWLJDWHG� LQ� FDVHV� RI� DEXVH´� �)60�����

³$FFRXQWDELOLW\� LV� FXUUHQWO\� SUDFWLFHG�� IRU� H[DPSOH�� LQ� WKH� HYHQW� RI�

DEXVH��DQG�GHOD\�RI�WUDQVDFWLRQ´��+50����� 

There are models prepared for mistakes, routine mistakes such as 

GHOD\��SHUPDQHQFH��DEVHQFH´��+50����� 

It is a useful tool for some careless people at work to reduce their 

manipulation (HRM07).  

"Accountability is exercised in the event of failure. The accountability 

we know is, delaying transactions, failure of an administrative 

decision, issuing a wrong decision because of employee ignorance or 

XQLQWHQWLRQDO´��+50����� 
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"There is accountability in the event of mistakes. It is under the control 

RI�WKH�RIILFLDO´��+50���� 

Accountability is necessary where there is the breaking of laws, regulations and 

rules of public employment that have been enacted by the state. A number of 

violations that require investigation have been mentioned, including failure to 

perform duties, delay in completing such work, poor performance, absenteeism, 

indifferent and manipulative employees, errors in decision-making, non-

compliance with certain procedures, non-attendance at lectures by academics. 

Clearly, accountability on the part of public employees is generally applied and 

practiced according to the rules and regulations. In addition, from the responses, 

it is clear that there is an awareness and understanding of the concept of 

accountability.  

On the other hand, the results show that even when accountability is applied, it 

is still a simple routine measure as described by the respondents. 

³7KHUH�LV�QR�VWURQJ�DFWLRQ�IRU�PLVWDNHV�RU�DEXVH��RQO\�VLPSOH�FDXWLRQ´�

(FSM10).   

³,Q� WKH� SDVW� WKHUH� ZDV� QR� DFFRXQWDELOLW\� IRU� PLVWDNHV�� ZKHQ� DQ�

HPSOR\HH� FRPPLWWHG� D� PLVWDNH�� KH�VKH� MXVW� IDFHG� D� ZDUQLQJ´�

(HRM04).  

³$FFRXQWDELOLW\�H[LVWV��EXW�LW�LV�OLPLWHG��IRU�H[DPSOH�RQO\�LQ�DWWHQGDQFH�

DQG�OHDYLQJ�´��+50����� 

³,�GRQ
W�WKLQN�WKHUH�LV�DFFRXQWDELOLW\�LQ�WKH�XQLYHUVLW\��,�GRQ
W�HYHQ�NQRZ�

my performance evaluation report; I haven't seen it; I haven't seen 
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outcomes��ZKHUH�,�VKRXOG�LPSURYH��RU�ZKHUH�,�VKRXOG�NHHS�P\�ZRUN´�

(FSM27). 

There are two possible interpretations of the text. First, respondents perhaps 

have not witnessed, seen, or heard about any consequences of a severe violation 

of regulations.  Second, any violations that occur only merit being described as a 

"simple reprimand," which suggests that the disciplinary regulations are closely 

followed by staff, especially at the present time. This also confirms that 

accountability is improving currently. Otherwise, there may be cases, but they are 

not heard for some reason. The below sections explore this.  

The respondents attributed the simplicity and the lack of strictness in 

accountability procedures to three main reasons. The first is negative human 

relations (i.e., corruption). 

³7KHUH� DUH� FDVHV� LQ� ZKLFK� DQ� LQYHVWLJDWLRQ� KDV� WDNHQ� SODFH�� EXW�

unfortunately, even if a certain person is held accountable for a 

VSHFLILF�LVVXH�WKHUH�LV�QR�FRQVHTXHQFH´��)60����� 

³,� KDYH� QRW� VHHQ� DQ\� LQYHVWLJDWLRQ� EHFDXVH� LW� LV� QRW� DSSlied [sic] 

effectively.  There is no accountability, nobody monitors or 

investigates properly.  I hope it is applied far from personal interests 

and social considerations [sic@�´��+50���� 

This text shows that personal and social considerations are some of the reasons 

for the weak accountability in Saudi universities is. This prompted one of the 

respondents to state that there were violations that required punishment, and in 

return, no investigation or sanction had been seen. Thus, the cultural factor plays 

crucial role in the process of applying public accountability to employees.  



232 
 

The second reason is the lack of errors on the part of academics, as FSM15 

explains: 

³,� GRQ¶W� NQRZ� LI� DFFRXQWDELOLW\� LV� SUDFWLVHG� RU� QRW� EHFDXVH� WKH�

academic environment has few mLVWDNHV�� VR� LW¶V� GLIILFXOW� WR� MXGJH�

DFFRXQWDELOLW\�DW�WKH�XQLYHUVLW\�LQ�P\�YLHZ´��)60���. 

Although this supports the two possibilities that were previously proffered and 

discussed, it may be difficult to imagine that in the academic environment there 

may be few mistakes, because in any workplace there is potential for error. 

The third reason is a misunderstanding of the rules and regulations that explain 

accountability.  

³+RZ�SHRSOH�GHPRQVWUDWH�DFFRXQWDELOLW\�VKRZV�D�SUREOHP�RI�ODFN�RI�

clarity. I think people demonstrate accountability according to how 

people understand it. Therefore, to fix the issue, there must be great 

transparency in it, everyone must understand their rights and their 

UHVSRQVLELOLWLHV´��)60���� 

This text leads to the conclusion that even where accountability guidelines and 

regulations exist, they may not have been delivered and explained properly to the 

recipients. Therefore, this needs to be reconsidered. It is also deduced from the 

text that violations sometimes occur due to the employee's ignorance of the 

procedures, therefore, there should be a clear mechanism and procedural 

guidance for the employees. This leads also to a discussion of the employee's 

job role, covered elsewhere in this thesis.  

In conclusion, both FSMs and HRMs agreed that accountability is practiced 

currently according to the central hierarchy of universities (top-down), as well as 
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in line with the HE regulations. This has been interpreted as being far removed 

from the type of accountability associated with NPM models. Therefore, 

accountability in the Saudi HE sector perhaps poses a challenge to NPM 

implementation (Question 3). However, FSMs and HRMs also agreed that the 

introduction of Vision 2030, the demand for transparency and the full use of 

technology in the public sector has promoted the current mode of accountability. 

Therefore, it could be said that Vision 2030 has strengthened the practice of 

accountability (Question 1). However, some factors appear to limit the practice of 

accountability (e.g., negative human relations, and the misunderstanding of 

university regulations). These may be among the challenges in the public sector 

that pushed the government to implement the Vision (Question 2). 

6.2.2 Decentralisation 

As discussed in the literature review, the management of the Saudi public sector, 

including the HE sector, follows WebeU¶V� EXUHDXFUDWLF� PRGHO� RI� SXEOLF�

management, typefied by centralisation and hierarchy (Al Otaibi, 2015; Common, 

2008; Jabbra and Jabbra, 1998). However, over-centralisation, lack of employee 

participation, corruption, strict and complex rules and regulations, nepotism, 

scarcity of qualified employees, over-staffing and lack of productivity characterise 

this model in the Arab world, particularly in Saudi Arabia (Jabbra and Jabbra, 

1998; Common, 2008.; Al Otaibi, 2015; Biygautane, Gerber and Hodge, 2016). 

Given that the theoretical framework framing this study suggests a separation of 

public organisations into small, decentralised units and the delegation of more 

power to middle and lower-level managers, specific questions were developed to 

investigate centralization in the Saudi universities, and to provide in-depth 

knowledge on the impact of  the Vision 2030 policy on the sector, the economic 
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and political drivers of NPM implementation, as well as  the anticipated obstacles 

DQG�FKDOOHQJHV�RI�130¶V�LQWURGXFWLRn in the Saudi context of Saudi Arabia with 

respect to decentralisation. Pertinent categories that emerged during the data 

analysis include the central relation between the HE authority and the 

universities, expected fund and managerial problems, power delegation, central 

and decentralised decision-making, decentralised management advantages, and 

centralised management disadvantages. This section discusses, analyses, and 

interprets the concept from the Saudi context and perspective. 

The analysis of the decentralisation element reveals various issues regarding the 

Saudi public sector context. First, FSMs perceived the concept of decentralisation 

DV�XQLYHUVLWLHV¶�DXWRQRP\�IURP�WKH�FHQWUDO�OLQN�ZLWK�KLJKHU�DXWKRULW\��LQ�WKLV�FDVH�

the Ministry of Education. 

³'HFentralisation means independence [autonomy] and therefore 

searching and looking for self-ILQDQFLQJ´��)60����� 

 In theory, NPM is concerned with reducing the centralisation of the public sector 

and replacing it with decentralisation (Hood, 1991; Osborne and Gaebler, 1992; 

Ferlie et al. 1996), perhaps through giving more freedom. The statement of 

respondent FSM15 may explain and justify the implementation of a new system 

in the Saudi HE sector that stipulates some autonomy for universities. However, 

the system is newly introduced, and still under trial, and there is no strong 

evidence that links the new system and autonomy. Although decentralisation may 

give universities some autonomy, in particular in finance, one major problem the 

universities may face is revenue.  
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³7KH�SUREOHP�RI�GHFHQWUDOLVDWLRQ�LV�LQ�UHYHQXH��IRU�H[DPSOH��LI�ZH�VD\�

that University C has become independent and therefore it suggests 

it will gain some revenue. So, this revenue must be spent on the same 

university, so we will come to a problem that revenue may not cover 

the university expenses as the spending is larger than the revenue. 

7KHUHIRUH��WKLV�LV�WKH�SUREOHP´��)60����� 

The budget system in Saudi Arabia stipulates that all government sector 

revenues be collected under the state revenues, and all government agency 

expenditures logged under the state expenditures. For example, if the customs 

authority earns one billion SAR yearly, the money goes to the state revenue 

account according to the budget system. That does not mean the same money 

is spent on the same authority; rather that the customs authority may subsidise 

much smaller money than what it earned. The same case is applied to 

universities; however, the difference is that universities are not-for-profit service 

organisations. Therefore, they are allocated more money from the state than they 

give to the state. For example, Saudi government has allocated more than 205 

billion riyals out of the total budget of 2019 for the education sector, including 

higher education, general education, and human resource training (MoE, 2020). 

Consequently, autonomy is expected to create a financial challenge for 

universities. 

Autonomy will also cause discrepancies and differentiation in university 

administrative models, which HRMs considered a negative aspect. 

³,� WKLQN� LW� LV� QRW� JRRG��8QLYHUVLWLHV� VKRXOG�ZRUN� DV� RQH� V\VWHP�� VR�

unification is better. Because the problem will be in the administrative 
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patterns, if the universities become independent, each university will 

have a different administrative approach, and this is a mistake. All 

universities must be united in structure, organisation, finance, 

function. Otherwise, every university will practice administrative work 

LQ�LWV�ZD\´���+50���. 

The current universities' system is unified under the HE system although the 

university structure is almost the same, with a slight difference in some 

universities. This is not congruent with the NPM notion of decentralisation (Hood, 

1991; Osborne and Gaebler, 1992; Ferlie et al., 1996). The rationale for the 

preference of unification may be to prevent discrimination related to incentives, 

as well as to prevent mistakes that might occur when each university becomes 

independent. However, it is believed that autonomy ensures creativity, 

excellence, innovation, development, among others.  

Decentralisation is also understood as delegating or transferring authority from 

the higher management level to the lower management level.  

³,Q�GHFHQWUDOLVDWLRQ��\RX�FDQ�JLve the authority to somebody else even 

DW�D�ORZHU�OHYHO´��)60����� 

³,�VHH�WKDW�GHFHQWUDOLVDWLRQ�DSSOLHV�WR�XV�PRUH�WKDQ�FHQWUDOLVDWLRQ��IRU�

example, we have ahead of a department that exercises 

decentralisation forcefully, who delegates his administrative 

HPSOR\HHV´��)60����� 

Osborne and Gaebler (1992) and Pollitt (1995) clarified the method of 

decentralising public institutions in NPM as delegating authority to different 

administrative levels. Therefore, according to the respondents, Saudi universities 
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already delegate authority in a top-down manner (e.g.,, from the college Dean to 

the departments' heads, and from the HR department manager to sub-

managers). This process is assumed to reduce workload and pressure for the 

officials and gives middle and lower managers more freedom and flexibility to act. 

Accordingly, the delegation of authority in Saudi universities is akin to the 

2VERUQH�DQG�*DHEOHU¶V��������130�PRGHO� 

Several empirical studies on the HE sector indicate that empowering faculty staff 

and managers leads to enhanced creativity (Al-Magableh and Otoum, 2014); 

increased achievements (Hamouri and Saoud, 2010); innovation, effectiveness, 

and advanced performance (Lau, 2010); increased productivity, job satisfaction, 

and loyalty (Al-Mohtaseb, 2011); organisational commitment (Omari, 2011); and 

improved productivity, creativity, and innovation (Al Shareef, 2012). This 

suggests that failure to delegate authority may lead to negative consequences. 

According to the FSMs, the freedom to distribute duties and tasks among 

employees in an organised manner is indicative of the delegation of authority, as 

the following excerpt illustrates.  

³2XU�WDVNV�DQG�MREV�QRZ�DUH�GLVWULEXWHG�ZHOO�DPRQJ�HPSOR\HHV��7KHUH�

is a guide for each job that explains the requirements. There is clear 

organising for each person. For example, in the past, the Dean used 

to do all the important work, while currently, we participate in the 

ZRUNV�ZLWK�WKH�GHDQ�E\�GHOHJDWLRQ´��)60���� 

Therefore, there is now some freedom in carrying out jobs, which, clearly, is 

different from the past where officials were willing to take control. This change 

may pertain to the preference for working in a decentralised way (i.e., teamwork), 
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and corresponds to the type of delegation advocated by Hood (1991) and Ferlie 

et al. (1996) in their NPM models:  delegation of authority from professionals to 

managers by empowerment, that is the ³IUHHGRP�WR�PDQDJH´��+RRG��������� In 

the same vein, HRMs explained decentralisation, especially in the HR department 

of universities, and the extent of the freedom of empowerment granted to the 

department by the supreme authority.  

³7KH�8QLYHUVLW\�DGPLQLVWUDWLYHO\�WHQGV�WR�EH�GHFHQWUDOLVHG��,�SUDFWLFH�

my work fully freely. I am as an HR director who has enough authority 

to practice my responsibilities, as well as to give my subordinates their 

GXWLHV�´��+50����� 

³,Q�P\�RSLQLRQ��ZRUNLQJ�LQ�KXPDQ�UHVRXUFHV�LV�GHFHQWUDOLVHG�EHFDXVH�

we have strong management empowerment; for example, in some 

administrative matters such as vacations, transportation, etc. For me 

as a manager, I do not refer to the superior, the reason is that I have 

empowerment in a specific domain; therefore, I can solve the 

SUREOHPV�ZLWK�QR�QHHG�IRU�LQWHUYHQWLRQ´��+50����� 

³2XU�ZRUN�LV�GHFHQWUDOLVHG�LQ�WKH�*HQHUDO Administration Department 

of Finance as we directly linked to the university president who has 

XV�PRUH�SRZHUV´��+50����� 

"We have a broad mandate in the department. So, the HRM 

department closer to decentralisation" (HRM07).  

³:H� KDYH� PRUH� GHFHQWUDOLVDWLRQ�� )RU� H[DPSOH�� GHOHJDWHG� SRZHUV�

from the university president to his Vice-Rectors, and the Vice-

Rectors to the deans and deans to people who are below (HRM20). 
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Here, clearly, the HR departments in universities seem to operate in a 

decentralised manner, due to the empowerment given to department managers 

to exercise their jobs. The empowerment here was not given randomly, but rather 

because of the robustness of the HR positions. Therefore, it is assumed that the 

HR departments operate in a decentralised manner. Empowerment plays a vital 

role in the process of decentralisation; it will be discussed further in a later section. 

Again, this seems to correspond with Hood's (1991) and Ferlie HW�DO�¶V� (1996) 

models that encouraged power shift from professionals to managers. Moreover, 

according to some FSMs and HRMs, decision-making seems to be decentralised.  

³,Q�UHFHQW�\HDUV� ,�KDYH�seen some decentralisation in the decision-

PDNLQJ�SURFHVV´��)60����  

The decentralisation I saw in decision-making; for example, without 

returning to the higher authority (FSM28).  

³&HQWUDOLVDWLRQ�LV�GLVDSSHDUHG��FXUUHQWO\�RXU�GHSDUWPHQW�ZRUN�ZLWKRXW�

the need to raise subjects to the highest authority (HRM03). 

These statements suggest that officials make decisions without referring to a 

higher authority. For example, such colleges can appoint a lecturer without the 

permission of the XQLYHUVLW\¶V�administration and president; at the college level, 

departmental heads can make decisions without returning to the dean, etc. 

However, the statements have not shown what kind of decisions are 

decentralised; they simply use the term generally. Therefore, there is need for 

more explanation. Among the assumptions related to the shift from centralisation 

to decentralisation in NPM (Hood, 1991; Osborne and Gaebler, 1992; Ferlie et 

al., 1996) are the acceleration of decision-making in terms of allocation of 
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resources and moving service delivery closer to the beneficiary (Mathiasen, 

1999). Thus, in relation to the Saudi context, the understanding emerging here, 

seems to be WKDW�GHFHQWUDOLVLQJ�6DXGL�8QLYHUVLWLHV¶�GHFLVLRQ-making processes 

would facilitate the provision of services. 

However, there were respondents who indicated that decision-making is made in 

a centralised way where the decision must go to a higher level at the university.  

³&HQWUDOLVDWLRQ�LV�WKH�IHDWXUH�RI�WKH�XQLYHUVLW\��SDUWLFXODUO\�LQ�GHFLVLRQ-

making. Everything must be taken by the university president. All 

decisions are rose to the university president, which takes a lot of time 

and effort' (FSM02).  

�We are largely inclined to centralisation, that is, any decision must 

go back to the top level at the university� (FSM11). 

FSMs expanded the discussion about centralisation and specified those 

decisions that should be centralised, such as recruitment, some of the 

administrative work, academic-college decisions,  

³7KH�XQLYHUVLW\�GHFLVLRQV��VXFK�DV�recruitment, must be centralised. I 

mean it must start from the department council, and then the college 

council, lastly send it to the university council. Financial matters within 

WKH�XQLYHUVLW\�DUH�FHQWUDOLVHG´��)60����� 

³&HQWUDOLVDWLRQ� FDQ� EH� VHHQ� FOHDUO\� LQ� WKH� QDWXre of administrative 

ZRUN´��)60����� 



241 
 

³&HQWUDOLVDWLRQ�VWLOO� H[LVWV�DW� WKH�XQLYHUVLW\�EHFDXVH�DQ\�GHFLVLRQ� LV�

based on the department council. Then, the decision is moved for 

discussion at the college council" (FSM06). 

³$W� WKH�FROOHJH� OHYHO�� ,� WKLQN� LW� LV� the central system that is good to 

SUDFWLFH´��)60���� 

The FSMs attributed the reason for the centralisation of decisions as follows:  

universities are mainly government agencies, and Saudi government agencies 

are predominantly centralised. Also, universitiHV�DUH�VXEMHFW�WR�WKH�VWDWH¶V� ODZV�

and centralised regulations. Therefore, it is difficult to decentralise such strategic 

decisions (i.e. moving the university from a place to another).  

³:H�DUH�FXUUHQWO\�SUDFWLFLQJ�FHQWUDOLVDWLRQ�LQ�FROOHJH��7KH�UHDVRQ�LV 

that the university is governmental, and therefore it is inconceivable 

that the dean of the college would decide without returning to the 

higher level. The head of the department making decisions must 

return to the dean. Starting with the head of the department, then the 

dean, then the vice-FKDQFHOORU�� WKHQ� WKH� XQLYHUVLW\� SUHVLGHQW´�

(FSM09).  

³7KH� GHFLVLRQV� DW� WKH� XQLYHUVLW\� DUH� SURJUDPPHG� DFFRUGLQJ� WR� WKH�

rules and regulations. There are laws and regulations governing work. 

In my opinion, I agree with centralisation, as the strategic decisions 

must be central; for example, moving the university from one place to 

DQRWKHU��FHUWDLQO\��WKH�GHFLVLRQ�PXVW�EH�FHQWUDO´��)60������ 

³,Q� P\� RSLQLRQ�� FHQWUDOLVDWLRQ� LV� VWLOO� YHU\� VWURQJ� LQ� WKH� XQLYHUVLW\�

sector, because some strategic issues are difficult to be managed in 
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D�GHFHQWUDOLVHG�ZD\��IRU�H[DPSOH��UHGXFLQJ�WKH�QXPEHU�RI�VWXGHQWV´�

(FSM16). 

As discussed in the literature review, Al Otaibi (2015), Common (2008) and 

Jabbra and Jabbra (1998) stated that the Saudi public sector is controlled and 

managed according to the bureaucratic model of Weber; thus, centralisation and 

hierarchy characterise the sector. Most public sector agencies are hierarchical in 

structure and centralised authority is popular (Gonaim, 2017). In addition, as Al 

Otaibi (2015) outlined, all Saudi public policies, affairs, and issues (e.g. security, 

defence, education, economy, and health) are empowered, centralised, and 

controlled by the Ministers Council. Consequently, there is consensus between 

these studies and some of the respondents' answers that suggest that the 

reasons for centralisation relate to the nature of the structure of the Saudi 

government sector. In other words, the application of the decentralised model of 

NPM is expected to be difficult for Saudi universities. 

 Recruitment is a very sensitive issue in Saudi Arabia, as elsewhere; therefore, 

centralised recruitment may prevent any possible manipulation. Although the 

decentralisation of decision making regarding financial issues may accelerate 

decisions, the large number of financial decision-makers may cause 

inconsistencies, increased expenditures, and financial manipulation. The 

centralisation of administrative work may limit the flexibility and acceleration of 

the work. Furthermore, financial aspects are evidence of the decentralisation of 

universities as the Saudi higher education system allocates to each university a 

separate budget that is different from any other university; so, each university has 

its own system of promotions and financial allowances. 
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³Universities are financially and administratively independent. Each 

university has its own financial allocation, own vision, and goals, and 

it can decide on promotions and financial matters without the need to 

return to the Education Ministry. I will give you an example: some 

universities pay their faculty members a "housing allowance", while 

some universities - like ours - do not pay this allowance. Is it not this 

LQGHSHQGHQFH"´��)60���� 

Although it was previously indicated that it is preferable for financial issues to be 

centralised, a contradictory point has emerged. The difference in financial 

allocations for public universities, the differences in the vision and goals of each 

university, and the varying promotions and incentives (i.e., housing allowance) in 

each university are evidence of universities' decentralisation. A distinction should 

be made between two important points: external centralisation (i.e., the university 

is linked to the Ministry of Education), and internal centralisation (i.e., the 

XQLYHUVLW\¶V�decisions are made by its own top management). Therefore, based 

on the excerpt, a university may be managed internally in a decentralised way, 

although it remains centrally linked to the Ministry. In contrast, as the FSMs 

indicate the university's financial issues are still central because of the central link 

between universities and the Ministry of Education.  

³)LQDQFLDO�PDWWHUV�ZLWKLQ�WKH�XQLYHUVLW\�DUH�FHQWUDOLVHG´��)60����� 

³7KH�XQLYHUVLW\�LV�VWLOO�OLQNHG�WR�WKH�0LQLVWry of Education. We have not 

reached independence yet. All our decisions are centralised. For 

example, as the university is currently financially linked to the Ministry 
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of Finance, you cannot spend any amount, except after the approval 

RI�WKH�0LQLVWU\´��)6M14). 

HRMs support the above statement, as some crucial issues such as finance and 

appointments remain linked to the centralised authority because of the strong 

supervision and audit provided by the state.  

³'HSHQGLQJ�RQ� WKH�GHJUHH�DQG� LPSRUWDQFH�RI� WKH�ZRrk, some jobs 

require it to be centralised. For example, financial matters, 

DSSRLQWPHQWV��PXVW�EH�FHQWUDOLVHG´��+50����� 

³&HQWUDOLVDWLRQ�LV�JRRG�LQ�VXSHUYLVLRQ�DQG�DXGLW�PDWWHUV´��+50���� 

The centralisation of financial matters and appointment decisions have already 

been discussed. Here is other evidence from both samples (FSMs and HRMs) 

that supports what was explained earlier, which is the difficulty of decentralising 

work in terms of financial issues and appointment decisions. 

In addition, teaching issues (i.e., curriculum choice, teaching methods, and 

students' tests) are managed in a decentralised manner as FSMs have wide 

freedom in this aspect. 

³7KH�IDFXOW\�VWDII�PHPEHU�KDV�WKH�ULJKW�DQG�IUHHGRP�WR�FKRRVH�KLV�KHU�

curriculum, on condition that it covers certain topics specified by the 

department; and freedom to determine the method of teaching, and 

tests; so, it can be said that the decentralisation is the dominant 

FKDUDFWHULVWLF�LQ�WHDFKLQJ´��)60���� 

Another topic has been linked to decentralisation, which is teaching. Freedom to 

choose a curriculum, teaching method and test preparation are managed by 
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faculty members freely. It may not be logical for teaching to centrally managed 

(e.g., a dean requires a certain faculty member to prepare a specific test format 

or to teach using a particular method). So, decentralisation in this regard is 

considered normal and acceptable.  

FSMs see that the application of decentralised management has many 

advantages for universities. First, the universities will have the freedom to 

manage their business, activities, programs, and investments.  

³'HFHQWUDOLVDWLRQ�ZLOO�JLYH�WKH�XQLYHUVLW\�PRUH�IUHHGRP�WR�PDQDJH�LWV�

business, activities, programs, and investments. The university 

should be independent in all aspects, especially finance. We want 

more freedom in the administrative field. I mean, for example, we 

cannot conduct conferences or any academic issue except with the 

DSSURYDO�RI�VRPH�RIILFLDO�DXWKRULWLHV´��)60����� 

³Decentralisation is beautiful because it just VPRRWKLQJ� WKH� MRE´�

(FSM27). 

³0RVW�XQLYHUVLWLHV�DUH�ZRUNLQJ�LQ�D�GHFHQWUDOLVHG�PDQQHU�EHFDXVH�WKH�

organising and the tasks' distribution require a kind of freedom. For 

example, the university colleges' deans do not report to the university 

director, but ratKHU�WKH\�UHSRUW�GLUHFWO\�WR�WKH�XQLYHUVLW\¶V�YLFH�GLUHFWRU�

- and this is a decentralised form - however, if we assume that the 

university is centralised, the Deans will then have to return to the 

university president himself´��FSM26).  
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³'HFHQWUDOLVDWLRQ� LV a good system because it empowers people to 

work freely. So, I undoubtedly lean-to decentralised system. 

(HRM24). 

Meanwhile, centralisation has been criticised for impeding FSMs from working 

outside the university. Also, it obstructs academic flexibility (i.e., participation in 

academic conferences). Additionally, it restricts workers' creativity.  

³7KURXJK� WKH�H[SHULHQFH�RI�ZRUNLQJ�DW�P\�FXUUHQW�SXEOLF�XQLYHUVLW\�

and working for a short time at a private university, as well as 

comparing with another advanced public university, I believe that our 

university centralisation hinders our freedoms. If I want to work 

LQGHSHQGHQWO\��,�PD\�EH�VXEMHFW�WR�GLVPLVVDO
´��)60���� 

³,� ZRXOG� OLNH� WKH� XQLYHUVLW\� WR� EH� JLYHQ� D� GHJUHH� RI� IUHHGRP� LQ� LWV�

decisions. The central system restricts freedoms. For example: to 

KROG� D� FRQIHUHQFH�� \RX�PXVW� REWDLQ� DSSURYDO� IURP� WKH� XQLYHUVLW\¶V�

council, then submit it to the Ministry of Education, then other 

responsible authorities, and then return to you in detail; this is 

problematic. Where there is strong centralisation, there must be weak 

HPSRZHUPHQW´��)60������ 

³&HQWUDOLVDWLRQ� NLOOV� RXU� FUHDWLYLW\�� ZH� DUH� RQO\� H[HFXWLYHV� DV�

HYHU\WKLQJ�LV�GHFUHHG�DQG�FOHDUHG�IRU�XV´��)60���� 

The analysis shows the compatibility between the advantages of decentralisation 

and the criticism of centralisation. While decentralisation gives more freedom to 

universities and their staff (academic and non-academic) to work more freely, 

centralisation appears to restrict these freedoms. Perhaps the most prominent 
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example is holding conferences, where approval must be taken from several 

different official bodies. Second, while decentralisation works to empower 

university employees, centralisation restricts empowerment processes. In 

addition, centralisation restricts the creativity of workers, leaving no room for 

thinking, innovation, and creativity. Thus, centralisation requires employees to 

implement what is dictated. In addition, universities will have some flexibility in 

communication with communities and society in general.  

³,� WKLQN� WKDW� RQ� WKH� DFDGHPLF� VLGH�� LW� LV� SUHIHUDEOH� WR� KDYH�

decentralisation, as it is better than centralisation. If we talk about 

decentralisation, this means somewhat independence of universities, 

and I think that will give universities more flexibility, and universities 

ZLOO�EH�PRUH�LQWHUDFWLQJ�ZLWK�VRFLHW\´��)60���� 

This statement suggests that the centralised system prevents the university from 

interacting with the external community. Thus, the application of decentralisation 

may help in the process of communicating with society; the university will be more 

IOH[LEOH��7KLV�FRLQFLGHV�ZLWK�2VERUQH�DQG�*DHEOHU¶V�PRGHO�RI�³FRPPXQLW\-owned 

JRYHUQPHQW�´�ZKHUH�Jovernments empower citizens by pushing control out of the 

EXUHDXFUDF\��LQWR�WKH�FRPPXQLW\��$OVR��LW�PDWFKHV�ZLWK�WKH�³H[FHOOHQFH´�PRGHO�RI�

Ferlie et al. (1996), where the public sector adopts an explicit communications 

strategy with citizens. From the responses, it may be deduced that faculty staff 

members and HR managers clearly prefer a decentralised system.  

³,� WKLQN� WKDW� RQ� WKH� DFDGHPLF� VLGH�� LW� LV� SUHIHUDEOH� WR� KDYH�

decentralisation, as it is better than centralisation.´ (FSM16).  
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³'HFHQWUDOLVDWLRQ� LV�a good system because it empowers people to 

work freely. So, I undoubtedly lean-to decentralised system. 

(HRM24).  

In this study, decentralisation is interpreted as the organisational autonomy of the 

universities, as well as the delegation of power from the higher to lower 

organisational levels. The minority of the respondents in this study perceived 

decision-making to be decentralised, while the majority emphasised that it is 

centralised, especially in terms of financial, employment, administrative, and 

academic decisions. From the findings, both FSMs and HRMs appear to prefer 

the decentralised system in universities because they believe it would provide 

wide freedom. In contrast, the current centralised system of the universities has 

been criticised for a lack of flexibility, less creativity and freedom. Therefore, 

centralisation is acknowledged among the public sector problems that probably 

gave rise to the launching of Vision 2030 (Question 2); at the same time, it is 

expected to be one of challenges that may be encountered in the introduction of 

NPM (Question 3). 

Autonomy and empowerment are two important components of the decentralised 

model of NPM and they are discussed in the subsections which follow. 

6.2.2.1 Autonomy 

As previously discussed, in NPM, managers are given additional autonomy and 

freedom and are more likely to be held accountable for outcomes (Christensen 

and Lægreid, 2015). Similarly, with WKH�QHZ�RULHQWDWLRQ�RI�6DXGL¶V�9LVLRQ�������

which seems to correspond with the NPM model, the government is introducing 

a new system of autonomy for universities, which may allow for more operational 
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freedom with potential for increased accountability, quality assurance, and 

market competitiveness. However, several empirical studies indicate that 

traditional professional autonomy based on institutional trust and academic 

freedom ended with the reform of the HE sector, and has been replaced by 

managerial autonomy (Davies and Thomas, 2002; Enders, Boer, and Weyer, 

2013; Traianou, 2015). Therefore, specific questions were developed to 

investigate the practice and management of autonomy, how it is ensured and has 

changed at the Saudi universities over time. The investigation was intended to 

provide in-depth knowledge on the impact of Vision 2030 on the HE sector, the 

HFRQRPLF� DQG� SROLWLFDO� GULYHUV� IRU� 130¶V� LPSOHPHQWDWLRQ� DQG� WKH� H[SHFWHG�

REVWDFOHV�DQG�FKDOOHQJHV�WR�130¶V�LQWURGXFWLRQ�LQ�WKH�6DXGL�FRQWH[W�LQ�WHUPV�RI�

accountability. Significant categories emerged during the data analysis such as 

the new legislatLRQ� RI� 6DXGL� XQLYHUVLWLHV¶� DXWRQRP\�� DQG� WKH� DQWLFLSDWHG�

advantages and disadvantages of the new regulation. 

The responses revealed various issues regarding autonomy in Saudi universities. 

First, a new system for universities has been issued recently stipulating the type 

of autonomy of universities.  

³>LI� WKH@� 8QLYHUVLWLHV� >KDYH� LQGHSHQGHQFH� IURP� WKH� FHQWUDO� OLQN� ZLWK� WKH�

ministry and other universities, they] will start looking for funding sources 

... Well, the system may allow the universities to search for funding 

sources, so this is in my view a very important point". (FSM09).  

³7KH� QHZ� V\VWHP� WKDW� KDV� EHHQ� UHFHQWO\� LVVXHG� VWLSXODWHG� WKDW� Whe 

XQLYHUVLW\�RSHUDWHV�QRZ�LQ�D�GHFHQWUDOLVHG�PDQQHU´��)60����� 
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³,� FDQ� VD\�� XQLYHUVLWLHV� DUH� QRZ� SXVKLQJ� WKHPVHOYHV� WR� WKH� HUD� RI�

privatisation. There were ministries meeting last week, which partially 

DSSURYHG�WKH�FKDQJH�RI�XQLYHUVLWLHV�´��)60����� 

³$PRQJ� WKH� WUDQVIRUPDWLRQ� DJHQGDV� LV� WKDW� WKH� JRYHUQPHQW� VHFWRUV
�

agencies aim now to manage themselves in order to reduce the 

JRYHUQPHQW�GHSHQGHQF\´��+50������ 

The new HE system that was developed recently is the subject of much 

discussion in Saudi Arabia. While the system seems to be is up to date, it is both 

FSMs and HRMs lack clarification, except some hints that have been mentioned 

in the news. The new system aims to separate the universities; as a result, each 

university will be independent. The state may reduce its support to universities; 

accordingly, universities are required to search for financial resources. According 

to the Ministry of Education (MoE, 2020), the new system will give the universities 

freedom to build their academic, financial, and administrative regulations 

independently. The system reorganises the universities' structures in line with 

Vision 2030. The system contributes to reducing the operating costs of 

universities, finding new funding sources, and reducing dependence on the state 

budget through endowments and establishing investment companies. Evidently, 

the state may no longer be able to provide full financial support the HE sector.  

Hamroon (2018) sought to ascertain the autonomy requirements of Saudi 

universities from the point of view of faculty members. The results show that 

academic and non-academic staff are ideally placed for autonomy, especially in 

administrative, academic, and financial aspects. The study recommends that the 

current system of higher education be amended. The study also recommends the 
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need to invest and create a source of financial income for universities. Thus, it is 

possible that the new HE system reflects the need for change in the sector.  

The MoE stated that the new university system will contribute to the 

implementation of Saudi's Vision 2030, regarding the application of privatisation 

principles in the management and operation of HEIs. The system will also achieve 

optimal use of human capital, academic and administrative resources in 

XQLYHUVLWLHV��2QH�SDUWLFLSDQW��)60����QRWHG��³,�can say, universities now pushing 

thePVHOYHV� WR� WKH� HUD� RI� SULYDWLVDWLRQ´� �)60����� $OWKRXJK� )60� ��� KDV� RQO\�

worked in his current university for a year, he has seven years' experience in the 

sector and is well placed to comment on change. The new system aims to run 

and manage the autonomous universities in a different way to the traditional 

management of the public sector; for example, through adapting some principles 

of privatisation. In other words, the management of those universities will be like 

private sector management.  

The new Saudi HE system seems to correspond with some elements of the NPM 

PRGHOV�GLVFXVVHG��)RU�H[DPSOH��+RRG��������LQGLFDWHG�WKDW�130�UHSUHVHQWV�³a 

move towards greater use within the public sector of what is considered to be 

private-sector styles of management practicH�´�130�DVVXPHV� WKDW� WKHUH� LV�QR�

difference between public and private sector management (Hood and Peters, 

2004). Therefore, NPM may be adopted in the public sector for other purposes.  

Practically, Han and Xu, (2019) state that autonomy in Chinese universities was 

complicated because the government has intervened to enhance its public 

accountability, which relatively reduced the universities' autonomy. Therefore, 

state accountability is probably posing a challenge to the achievement of 
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autonomy. Likewise, autonomy for Saudi XQLYHUVLWLHV¶�LV�H[SHFWHG�WR�EH�FRPSOH[��

as Toprak (2019) shows that restructuring educational institutions and rewriting 

their principles poses a challenge for countries where states strive to keep these 

institutions under their control. 

The analysis also indicates that a large number of respondents expect a number 

of positive outcomes from autonomy. First, autonomy will help the universities to 

accelerate the decision-making process.  

"Autonomy will speed up the procedures of the decision-making [at the 

XQLYHUVLW\@´��)60����� 

³7KLV� DSSURDFK� PD\� KDYH� DGYDQWDJHV� LQ� WHUPV� RI� SROLFLHV� DQG�

employment. There will be freedom in decisions, so that a specific 

proposal can be raised to the university director in order to be approved 

without the need to obtain the approval of other parties [i.e., the Ministry 

RI�(GXFDWLRQ@´��)60����� 

³2QH�RI�WKH�DGYDQWDJHV�LV�WKDW�WKHUH�ZLOO�EH�JUHDW�IUHHGRP�LQ�LQYHVWPHQWV�

and the creation of income for the university without resorting to the central 

procedures that PXVW�IROORZHG�EHIRUH�´��)60����� 

³7KH�QHZ�V\VWHP�will give universities more powers, and big chance to 

invest, especially those universities with strong infrastructure, so they will 

KDYH�D�ILQDQFLDO�UHVRXUFH�DQG�FDQ�ILQDQFH�WKHPVHOYHV´��)60����� 

³,� VXSSRUt this approach, because it will speed up decision-making, as 

currently our decision-PDNLQJ�SURFHVV�LV�YHU\�VORZ´��)60������ 
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³,�DP�ZLWK� WKLV�V\VWHP�EHFDXVH�WKH�XQLYHUVLW\�ZLOO�KDYH�IUHHGRP�WR� WDNH�

GHFLVLRQV�ZLWKRXW�UHIHUULQJ�WR�WKH�UHODWHG�SDUWLHV´���+50��). 

The first advantage of autonomy, therefore, is the anticipated acceleration of the 

decision-making process in universities. In addition, it will give wide freedom to 

make decisions without the need to return to the higher authorities. On the other 

hand, it is understood that decision making in Saudi universities seems to pass 

through many central departments and committees and adheres to bureaucratic 

rules and regulations. This is perhaps the problem of decision-making in Saudi 

Arabia, which the Vision 2030 currently aims to eliminate, as explained in the 

VWDWHPHQW��³:H�ZLOO�ZRUN�RQ�UHVWUXFWXULQJ�RXU�JRYHUQPHQW�DJHQFLHV�FRQWLQXRXVO\�

and with flexibility. We will eliminate redundant roles, unify efforts, streamline 

SURFHGXUHV�DQG�GHILQH�UHVSRQVLELOLWLHV´��Vision 2030, p.82). 

The NPM models of Hood (1991); Osborne and Gaebler (1992), and Peter (1995) 

suggest two possible reform solutions: first, a shift from focusing on input (i.e., 

regulations, rules) to focusing on outputs (i.e., goals), which, it is believed, will 

speed up the process of decision-making.  Second, delegating more power to 

middle and lower-level managers. Although reform has achieved a kind of 

autonomy for some HEIs, from the responses, it is clear that power has shifted 

from academics to managers, organisational structures have become 

increasingly more hierarchical, decisions have been top-down rather than 

collegially and collectively taken, and the number of non-educational units has 

increased without justification (Bruckmann and Carvalho, 2014: Kohtamäki and 

Balbachevsky, 2019; Carvalho and Videira, 2019;). In reality, this may pose a 

challenge to the new trend of autonomy for Saudi universities. 
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It is understood also that autonomy may not be a suitable option for the new 

established universities²those located in rural cities²because of funding 

challenges, unlike the old universities that are located in economically strong 

cities, as both FSM 22 and 23 indicated. Both FSM 22 and 23 work in a rural 

university. According to the new Universities' System, the state urges the 

autonomous universities to secure alternative income sources, although the state 

will partly continue to support their budget (MoH, 2020). Therefore, rural 

universities do not appear to be seriously at risk under the new system.  

The second advantage of autonomy is that it is likely to improve some of the 

universities' administrative aspects (i.e., improving empowerment, allowing for 

greater freedom of management, and improving supervision), as indicated in 

these responses.  

³,I� GHFHQWUDOLVDWLRQ�PHDQV�DXWRQRP\�� WKHQ� \HV�� ,� VXSSRUW� WKLV� approach 

EHFDXVH�WKH�XQLYHUVLW\�ZLOO�PDQDJH�LWVHOI�>PRUH�IUHHO\@´��+50����� 

³$XWRQRP\�ZLOO�KHOS�WR�LPSURYH�DQG�GHYHORS�RXU�RIILce [day-by-day] works; 

it is also lead to self-supervision; and it has fewer adherences to the 

UHJXODWLRQV�WKDW�ZRXOG�VORZ�GRZQ�WKH�ZRUN´��+50���� 

It is inferred that work procedures take a long time because they pass through 

several central committees and departments and, as stated earlier, intensively 

adhere repeatedly to the bureaucratic rules. In addition, it is believed that the 

current management is restricted, and not flexible. This may be attributed to the 

centralisation of authority. Thus, HRM 19 and 20 expect that more freedom 

through autonomy might be an appropriate solution for the current situation. Both 

RI� WKHVH�SDUWLFLSDQWV�ZRUN� LQ�HVWDEOLVKHG�XQLYHUVLWLHV�DQG�KDYH�RYHU����\HDUV¶�
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experience between them, hence they are well placed to compare tKH�µEHIRUH�DQG�

DIWHU¶� 

Indeed, as the studies of McConville (2006) and Op de Beeck, Wynen and 

Hondeghem (2018) show, long legislative procedures along with imposing 

mandatory orders have restricted the executive work of managers, while 

motivating and granting managers some freedom (autonomy) might help them to 

work effectively. However, Pandey, Schulz and Camp (2018), argue that the 

expansion of the power delegation to managers at the middle and lower levels 

has made the adoption of standardised methods of operation and management 

complex and difficult. Therefore, although power delegation is intended to give 

lower-level managers wide freedom, problems are likely to emerge. 

Public accountability and supervision SUHVHQW� D� FKDOOHQJH� WR� XQLYHUVLWLHV¶�

autonomy.  Eastman et al. (2018) posit that increased government regulation and 

accountability measures correspond with a decline in the high level of institutional 

autonomy. Hartley, et al. (2016) also show that Kazakh universities' autonomy 

has encountered much pressure and challenge from the central government, 

represented by the introduction of a number of control mechanisms such as 

national academic accreditation, international institutional academic 

accreditation, and the creation of the University Board of Trustees for supervision 

and accountability. Similarly, according to Pandey, Schulz and Camp (2018), a 

decline in the institutional autonomy of five Canadian universities is linked to the 

high regional oversight to which they are subjected. This led to an interpretation 

that full institutional autonomy, although appropriate in some respects, as 

described by Han and Xu (2019), is perhaps complex. The new Saudi 

Universities' System clearly outlined that universities will be autonomous (i.e., 
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self-governing) in lLQH�ZLWK�WKH�VWDWH¶V�SXEOLF�SROLF\��7KLV�means that there will not 

be wide freedom, as universities will need to establish their policies and 

UHJXODWLRQV�EDVHG�RQ�WKH�VWDWH¶V�SROLFLHV�� 

The third advantage of autonomy is that it will help the universities to have unique 

features (i.e., in discipline, identity, capabilities).  

³7R�EH�KRQHVW��LI�WKH�XQLYHUVLW\�KDYH�DXWRQRP\��WKHUH�ZLOO�EH�QR�GXSOLFDWH�

copies of universities; therefore, I believe that the work of all universities 

under unified regulation is noW�FRUUHFW´��)60����� 

³(DFK� XQLYHUVLW\� ZLOO� KDYH� LWV� RZQ� VSHFLDOLVDWLRQ� DQG� KDYH� D� VSHFLILF�

LGHQWLW\´��)60����� 

³$XWRQRP\�ZLOO�OHW�HDFK�XQLYHUVLW\�NQRZLQJ�LWV�FDSDELOLWLHV´��)60���� 

It is understood that Saudi universities are similar. As FSM 10 explained, there is 

no university with unique aspects. In other words, almost all Saudi universities 

teach the same disciplines, and, apart from two universities (the King Fahd 

University of Petroleum & Minerals and the King Abdullah University of Science 

and Technology), there are no universities that specialise in specific fields (e.g., 

engineering, medicine, and so on). It is expected that autonomy will overcome 

this problem, and that competition will improve. Again, FSM10 has nearly 10 

\HDUV¶� H[SHULHQFH� DQG� LV� WDONLQJ� IURP� WKH� VHWWOHG� SRVLWLRQ� RI� ZRUNLQJ� LQ� DQ�

established setting that is now facing change. 

The new system will enable universities to approve their majors and programs 

according to development needs and job opportunities in the region where they 

DUH�ORFDWHG��0R+���������7KLV�LOOXVWUDWHV�)60���¶V�DVVHUWLRQ�WKDW�³(DFK�Xniversity 

ZLOO� KDYH� LWV� RZQ� VSHFLDOLVDWLRQ�� KDYH� D� VSHFLILF� LGHQWLW\�´� 7KHUH� LV� D� KRSHIXO��
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H[SHFWDQW�HGJH�WR�)60���¶V�FRQWULEXWLRQ���:LWK�QHDUO\����\HDUV¶�H[SHULHQFH�LQ�WKH�

sector, he appears to be eagerly awaiting change. The new system seems to be 

a means for Saudi universities to achieve excellence, which of course meets the 

9LVLRQ������DLPV��³,Q�WKH�\HDU�������ZH�DLP�WR�have at least five Saudi universities 

DPRQJ�WKH�WRS�����XQLYHUVLWLHV�LQ�LQWHUQDWLRQDO�UDQNLQJV´��9LVLRQ������������ 

The fourth advantage of autonomy is that it is expected to improve the 

universities' financial system in terms of salary and budget.  

³(DFK�XQLYHUVLW\�ZLOO�KDYH�D�XQLTXH�VDODU\�VFDOH´��)60�����³$XWRQRP\�ZLOO�

KHOS�XQLYHUVLWLHV�WR�KDYH�D�VHSDUDWH�EXGJHW��SD\UROO�ZLOO�LQFUHDVH�DV�ZHOO´�

(HRM19). 

In fact, the salaries in all Saudi universities are same. For example, an assistant 

professor in rank 2 at university A has same salary as another assistant professor 

in rank 2 in university B, C, D, and so on.  This situation is expected to change 

with autonomy. The new Saudi universities' plan will allow the universities to 

formulate their own regulations, including the financial aspects (MoH, 2020). 

Thus, it is indeed expected that every autonomous university will probably have 

its own salary scale. However, the regulations have not indicated any 

improvement in the fiscal aspects of non-academics.  

The final advantage of autonomy is that it is likely to increase the level of 

competition among universities.  

³7R�EH�KRQHVW�� LI� WKH�XQLYHUVLW\�KDV� LQGHSHQGHQFH��FRPSHWLWLRQ�EHWZHHQ�

XQLYHUVLWLHV�ZLOO�LQFUHDVH´��)60���� 

This explains the problem of weak competition between Saudi universities that 

might have occurred because they are duplicates (as previously indicated), and 
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subject to a unified central government system. NPM theoretically claims to 

promote competition between public service providers (Osborne and Gaebler, 

1992), which is supported by respondent FSM 10. Likewise, the new orientation 

of Saudi universities towards institutional autonomy, investment, and partnership 

with the private sector (MoE, 2020) is expected to create a competitive 

environment in the HE sector. 

From the responses, participants also viewed problems associated with finding a 

source of income as a challenge to autonomy.  

³,I�WKH�XQLYHUVLWLHV�ZLOO�LQGHSHQGHQW��WKH�SUREOHP�ZLOO�EH�LQ�WKH�EXGJHW�DQG�

the source of income, as some remote universities [in rural regions] may 

not be able to find a strong source of income other than universities in 

developed cities [in urban regionV@´��)60������ 

³7KH�LVVXH�RI�XQLYHUVLW\�DXWRQRP\�DQG�SULYDWLVDWLRQ�LV�EHDXWLIXO�DV�DQ�LGHD��

but it will be difficult to implement, because most universities in Saudi 

Arabia have established in the last one or two decades. For example, 

University E is 10 years old and many universities are about 10 years old, 

so there will be difficult to find fund's sources. It might be easy for well-

established universities like King Saud and Abdul-Aziz universities; for 

example, Saud University has an income of 10 billion from its 

HQGRZPHQWV´��)60����� 

³$XWRQRP\� LV� YHU\� QLFH� WUHQG�� EXW� WKH� DSSOLFDWLRQ� ZLOO� EH� YHU\� GLIILFXOW��

especially universities in remote areas. The reason is that the budget of 

University E is 700million! How can the university secure revenue of 700 
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milOLRQ� LQ� D� UHPRWH� DUHD"� 7KLV� LV� GLIILFXOW� DQG� SHUKDSV� LPSRVVLEOH´�

(HRM25). 

FSMs 21 and 26 and HRM 25 work at rural universities, and expect that, with 

autonomy, the central financial subsidies to universities may decrease 

significantly. Also, universities will be required to find alternative sources of 

income, which is could be hard especially for rural universities. As discussed 

earlier, Saudi universities are funded by the government. In addition, university 

education at the undergraduate and postgraduate levels is free in the Kingdom. 

The state also pays financial stipends for undergraduate students. Thus, there 

will be challenge once the government reduces the fiscal support, particularly for 

the newly established universities located in remote areas where investment is 

weak. As a result, autonomy for Saudi universities as a whole might be difficult.  

The new system of Saudi universities confirmed the validity of this challenge, as 

the system will reduce the operational cost of universities, will push universities 

to find new funding sources, and will reduce their dependency on the state budget 

through endowment programs as well as by allowing the universities to establish 

investment companies (MoH, 2020).  Hood's (1992) model suggests cutting costs 

in the public sector operations, transparency in resource allocation and 

SDUVLPRQ\� LQ� UHVRXUFH� XVH� DQG� ³GRLQJ�PRUH�ZLWK� OHVV�´� .HQQ\
V� ������� VWXG\�

shows that neoliberal economic policies were imposed on some universities by 

governments mainly in order to reduce government subsidisation. Indeed, Hong 

(2018) found that adopting a neoliberalist approach led some universities to seek 

additional sources of funding through partnerships with the private sector.  This 

may be indicative that the application of NPM in Saudi universities is unlikely to 

be beneficial, especially financially.  



260 
 

To sum up, the recently introduced HE system is perceived to be a consequence 

of the Vision 2030 (Question 1). The new system will allow the autonomous 

universities to build their financial, managerial, and academic aspects more 

freely. The adherence to centralised bureaucratic regulations, lengthy 

procedures, weak participation by middle and lower managers, weak competition 

and the unified managerial and financial (i.e., salaries) system are considered HE 

sector problems (Question 3 and 2).   

130�WKHRUHWLFDOO\�DVVXPHV�WKDW�8QLYHUVLWLHV¶�DXWRQRP\�LV�H[SHFWHG�WR�VSHHG�XS�

decision-making, give middle and lower-level managers more power, improve 

competition, and allow universities to work freely and independently.  However, 

practically, autonomy seems a complicated approach as it has been shown that 

it increases public accountability, weakens participation in decision-making, and 

increases academic workloads. Therefore, some studies recommend partial 

autonomy. The new Saudi HE system is likely to be a semi-autonomous model 

because the government still controls the authority.  

6.2.2.2 Empowerment 

As indicated earlier, some research findings suggest that empowering Saudi 

faculty staff and managers in the HE sectors may lead to positive outcomes in 

terms of performance, competition, productivity, and so on. In the NPM model, 

empowerment is also promoted and practised through the delegation of authority 

from top organisational levels for more efficient public service (Hood, 1991; Ferlie 

et al., 1996). In contrast, as Pandey, Schulz and Camp (2018) observe, 

expanding empowerment to managers at the middle and lower levels may be 

complex. Therefore, questions were developed to specifically investigate 
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empowerment in Saudi universities, with the aim of examining how it is ensured, 

practiced and managed and has evolved over time, and to provide in-depth 

knowledge on the impact of Vision 2030 on the HE sector, the economic and 

political drivers for NPM implementation, and the obstacles and challenges to 

introducing NPM in the Saudi context in terms of empowerment. Categories that 

emerged during the data analysis include the role of job position, empower 

conflict between academic and non-academic, centralised authority as obstacle 

in empowerment, and noticeable differences in empowerment in the private and 

public sectors. 

 

³7KHUH� LV� HPSRZHUPHQW�� ,� H[HUFLVH� P\� SRZHUV� DV� WKH� KHDG� RI� WKH�

department. The strength of the departments lies in the head of the 

department, and even at the college level, the strength is at the 

GHSDUWPHQW�´��)60����� 

³(PSRZHUPHQW� LV� SUDFWLVHG�� 7KH� GHSDUWPHQW� KHDG� KDV� SRZHUV� DQG�

responsibilities and has rights and duties [that are delegated]. I am a 

college vice for postgraduate studies; I have the ability to perform my 

duties with absolute freedom. There are also some decisions I can make 

ZLWKRXW�JRLQJ�EDFN�WR�REWDLQ�WKH�'HDQ
V�FRQVHQW´���)60������ 

³,W� LV� DSSOLHG� DFFRUGLQJ� WR� WKH� UXOHV� DQG� UHJXODWLRQV�� ,� KDYH� EHHQ�

empowered, as I am the head of administration department (FSM28).   

³2XU� GHSDUWPHQW� KHDG� LV� HPSRZHUHG� E\� WKH� GHDQ�� KHQFH�� KH� JLYHV� XV�

VRPH�DXWKRULWLHV�WR�GR�RXU�ZRUNV´���)60����� 
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³:H�KDYH�HPSRZHUPHQW��IRU�H[DPSOH��WKH�'HDQ�DXWKRULVHV�XV�WR�FRQWLQXH�

and take decisions without referrLQJ� WR� KLP� LQ� WKH� TXDUWHUO\� H[DPV´�

(FSM22).  

³,�PD\�DJUHH�EHFDXVH�P\�GLUHFW�ERVV�>WKH�FROOHJH�GHDQ@�LV�JLYLQJ�PH�PRUH�

DXWKRULW\� WR�DSSO\�P\�PHWKRGV�DQG� LGHDV�WKDW� ,�KDYH�VXJJHVWHG� WR�KLP´�

(FSM27).  

"I note that empowerment is practiced well at the university.  The university 

president gives wide powers to those of the concerned departments and 

people" (FSM11). 

Similarly, as the responses below indicate, HRMs agreed with FSM and agreed 

that empowerment is given according to strength of job positions (i.e., HR 

manager position).  

³(PSRZHUPHQW� LV� OLNHO\� WR� EH� SUDFWLFHG� DW� VHQLRU� PDQDJHPHQW�

OHYHOV¶¶�+50������ 

"In the HRM every department head or department manager has specific 

powers and responsibilities ... The current management has changed, and 

WKHUH�DUH�QRZ�SRZHUV�IRU�GHSDUWPHQW�KHDGV´��+50����� 

³&HUWDLQO\�� WKHUH� LV� HPSRZHUPHQW� VLQFH� WKHUH� LV� GHFHQWUDOLVDWLRQ�� )RU�

example, employees have been given some powers to exercise tasks. I 

personally have powers as a director of the Human Resources 

Department. Also, in the in my department I give powers to my employees. 

�+50����¶¶� 
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The managers of the main departments have the empowerment to do their 

jobs. The financial department, which I head has a number of sub-

departments and divisions, therefore, I give my sub-managers the 

DXWKRULW\�WR�SHUIRUP�WDVNV�ZLWKRXW�WKH�QHHG�WR�UHWXUQ�WR�PH�´��+50���� 

If we take a step back from this and identify what empowerment means both in 

terms of definition and to the participants (based on their responses), then a 

different image starts to emerge about the prospects of universities under the 

new approaches to management. On this basis, empowerment as a concept may 

be undergoing linguistic change; the meaning is becoming subtly different. So, in 

the workplace the simplest definition is authority or power given to someone to 

do something (cambridge.org 2020). However, in everyday usage it is 

increasingly seen as the process of becoming stronger and more confident, 

especially in controlling one's life and claiming one's rights (Lotich, 2019). This 

seems to be expressed by some of the interviewees, such as FSM 26 who says, 

³,�KDYH�WKH�DELOLW\�WR�SHUIRUP�P\�GXWLHV�ZLWK�DEVROXWH�IUHHGRP´� 

When empowerment is successful in an organisational context, it is based on the 

belief that employees have the ability ± and want to take on more responsibility. 

So, tasks are delegated (e.g., the head of department becomes responsible for 

recruitment and selection). The employee becomes (feels) empowered, knows 

that the boss believes in him and has delegated these tasks. Lotich (2019) 

describes in detail some of the benefits of empowerment in the workplace, 

including enhanced managerial support, clearer boundaries and suggests that 

the more tools employees are given (delegated), the more confident they 

become. Both FSMs and HRMs say they are empowered according to the higher 

education rules and regulations. In other words, empowerment is practiced 



264 
 

according to the organisational structure of the university. According to García-

Juan, Escrig-Tena and Roca-Puig (2019), it is a combination of practices, 

conditions, policies, and structures that transfer the authority and power from the 

higher level of public organisation to the lower levels. This practice is seen to give 

officials more freedom to exercise tasks and make decisions, perhaps without 

consulting the higher authority. Thus, it can be said authority is delegated 

(empowerment) only to staff in higher positions and does not appear to be 

delegated at lower positions. 

Meanwhile, the NPM models of Hood (1991) and Osborne and Gaebler (1992) 

support the delegation of authority to lower levels, which perhaps contradicts the 

Saudi model of empowerment. The new regulations of Saudi universities are 

intended to support empowerment, even between different organisational levels 

in universities, as it is crucial to fulfil the Vision 2030. However, a crucial point has 

emerged.  As the statement below demonstrates, HRMs often view academics 

as possessing more power than they do.  

³$FDGHPLFV� KDYH� HQRXJK� HPSRZHUPHQW� PRUH� WKDQ� DGPLQLVWUDWRUV� GR��

This is what makes academics hold top positions regardless of their 

H[SHULHQFH´ (HRM04).   

2I�QRWH��+50���KDV�RYHU����\HDUV¶�H[SHULHQFH�LQ�D�ZHOO-established University, 

and it is likely that he has seen some changes in his time and speaks with 

conviction. The interviewee is confirming that in his experience the authority is 

always in the possession of the academics, regardless of non-DFDGHPLFV¶�

experience. This could lead to severe tension between the two groups, which 

may negatively influence the working environment. In theory, NPM claims to shift 
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authority from professionals to management. Hood's (1991) model focuses on 

empowering managers and giving them more freedom and space to work. Ferlie 

et al. (1996) also focuses on transferring power from professionals to 

management and reducing the role of bureaucrats and giving more freedom to 

managers. Hence, it is anticipated that NPM will reduce workplace conflict 

through empowering managers. 

Earlier, we stated that many studies like Davies and Thomas (2002), Mather, 

Worrall, and Seifert (2009), Traianou (2015), and Bessant and Mavin (2016) 

indicate that the power of the academic profession has been eroded due to recent 

global reforms in the HE sector, and in contrast the power shifted to managers. 

Thus, while NPM reform was probably able to mitigate the conflict, in contrast, 

power is perceived to have shifted to managers, which is expected to be a 

challenge in the Saudi context. 

Although, empowerment is seen to be practiced at top academic and managerial 

levels in Saudi universities, another group of respondents (both FSMs and HRMs) 

stated that empowerment is restricted in universities due to strict centralisation 

where control is exercised by one person or one authority.  

"Since the validity of all decisions is in the hands of the Council, a single 

person cannot take a single decision. So, empowerment is limited at the 

university (FSM06).  

³6LQFH� ,� PHQWLRQHG� HDUOLHU� WKDW� WKH� XQLYHUVLW\� RSHUDWHV� FHQWUDOO\��

empowerment is also central, which means the college must refer to the 

university for everything. For example, if the college wants to open a 

VSHFLILF�SURJUDP��WKLV�SURFHGXUH�PXVW�JR�WKURXJK�ORQJ�VWDJHV´��)60������ 
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³,Q�P\�RSLQLRQ��HPSRZHUPHQW�LV�SUDFWLFHG�DW�WKH�XQLYHUVLW\�WR�VRPH�H[WHQW��

,�PHDQ�LW�LV�VWLOO�UHVWULFWHG´��)60����� 

³$V�D�IDFXOW\�PHPEHU��WKHUH�LV�QR�HPSRZHUPHQW��ZKHUHDV�HPSRZerment 

is only for the head of the department, so he has powers, sometimes he 

has more powers than the Dean. I think empowerment is restricted in 

SXEOLF�XQLYHUVLWLHV�RU�LQ�PRVW�XQLYHUVLWLHV´��)60����� 

³(PSRZHUPHQW� LV� OHVV� SUDFWLVHG� LQ� WKH�XQLYHUVLW\� EHFDXVe it is there is 

VWURQJ� FHQWUDOLVDWLRQ� DQG� UHJXODWLRQ� DQG� QR� FRQILGHQFH� LQ� RWKHUV´�

(HRM18).  

³7KHUH� LV�QR�HPSRZHUPHQW�WR�WDON�DERXW�EHFDXVH�HYHU\WKLQJ�EHORQJV�WR�

WKH�VXSUHPH�PDQDJHU´��+50���� 

This explains that the central (top-down) bureaucratic system of Saudi 

universities, as discussed earlier, restricts the practice of empowerment, as 

DIILUPHG�E\�LQWHUYLHZHH�+50�����³,�WKLQN�WKDW�HPSRZHUPHQW�LV�QRW�SUDFWLFHG��DV�

ZH� VWLOO� VXIIHU�ZLWK� WKH�ROG� �EXUHDXFUDWLF�� V\VWHP� ���´��6RPH�QHJDWLYH� IDFHWV�RI�

bureaucracy include routines and the length and complexity of procedures, as 

highlighted by some respondents like HRM 20, 25 and 28, who stated:  

³7KH�HIIHFW�RI�EXUHDXFUDF\�LQ�GHOD\LQJ�WUDQVDFWLRQ�FRPSOHWLRQ�´��+50���� 

³%XUHDXFUDF\�����OHDGV�WR�VORZ�GRZQ�GHFLVLRQ-makLQJ�´��)60��� 

³%XUHDXFUDF\� LV� WKH� FRPSOH[LW\� RI� ZRUN� DQG� OHQJWK� RI� SURFHGXUHV���´��

(HRM25) 

NPM models proffer a number of proposals to solve this dilemma. For example, 

Hood (1991), suggests that public organisations should focus on qualitative 
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outputs rather than on bureaucratic procedures. Also, Osborne and Gaebler 

�������SURSRVH�D�³0LVVLRQ-GULYHQ�JRYHUQPHQW´�PRGHO��ZKLFK�means that the state 

shifts from focusing on rules and regulations to focusing on goals and outputs. In 

addition, Peter (1996) suggests WKH�³)OH[LEOH�JRYHUQPHQW�PRGHO´�WKDW�SURSRVHV�

the state should be more flexible and subject to change, whether in terms of 

VWUXFWXUH��SURFHGXUHV��RU�FRQWUROV��3HWHU��������DOVR�SURSRVHV�WKH�³'HUHJXODWHG�

JRYHUQPHQW�PRGHO´�ZKLFK�VXPPDULVHV�WKH�SUREOHP�RI�WKH public sector as strictly 

adhering to the rules and regulations, and accordingly it proposes to motivate the 

civil servants' autonomy instead of these restrictions. Therefore, it can be seen 

that NPM strives to address and minimise the problem of bureaucracy in the 

public sector. 

The Saudi government seeks through Vision2030 to reduce the bureaucratic 

SURFHGXUHV��DQG�WR�IDFLOLWDWH�DQG�VLPSOLI\�SURFHGXUHV��³:H�ZLOO�H[SDQG�WKH�YDULHW\�

RI�GLJLWDO�VHUYLFHV� WR� UHGXFH�GHOD\V�DQG�FXW� WHGLRXV�EXUHDXFUDF\´� �9LVLRQ�030, 

S�����³:H�ZLOO�ZRUN�RQ�UHVWUXFWXULQJ�RXU�JRYHUQPHQW�DJHQFLHV�FRQWLQXRXVO\�DQG�

with flexibility. We will eliminate redundant roles, unify efforts, streamline 

SURFHGXUHV��DQG�GHILQH�UHVSRQVLELOLWLHV´��9LVLRQ������S������9LVLRQ�����KDV�QRW�

explicitly stipulated the adoption of a specific management model; however, this 

discussion perhaps leads us to an understanding that some aspects of NPM 

provide an appropriate model to replace bureaucracy. FSM10, who has seven 

\HDUV¶� H[SHULHQFH� LQ� WRWDO�� ZLGHQV� WKH� GLVcussion and makes a comparison 

between private and public universities.  

 ³,�ZRUNHG�DW�WKH�$ODILD�8QLYHUVLW\��DQG�,�VDZ�DQ�H[WUHPH�HPSRZHUPHQW�WR�

senior bodies, they work similarly like private company. So, their faculty 

PHPEHUV�KDYH�ZLGH�SRZHU´��)60����� 
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This statement implies that empowerment is practiced more in the private sector 

than in the public sector in Saudi Arabia, perhaps because private institutions are 

profit-oriented, while public institutions are service-oriented. This represents 

private sector notions in practice; and NPM is originally based on private sector 

notions��7KLV�LV�OLNHO\�ZK\�9LVLRQ�����LV�QRZ�³SDYLQJ�WKH�ZD\�IRU�LQYHVWRUV�DQG�

the private sector to acquire and deliver services - such as health care and 

education - that are currentO\�SURYLGHG�E\�WKH�SXEOLF�VHFWRU´��9LVLRQ������S������

Several empirical studies show that employee empowerment leads to enhanced 

creativity, innovation, creation, effectiveness, performance, satisfaction, loyalty, 

and commitment, and increases achievements and productivity (Hamouri and 

Saoud, (2010); Lau, (2010); Al-Mohtaseb, (2011); Omari, (2011); Shousha, 

(2011); Al Shareef, (2012); Al-Magableh and Otoum, (2014)). A number of studies 

conducted in Saudi universities such as Al-Magableh and Otoum (2014), Al 

Ghamdi (2016), and Al Sharah, (2018) recommend that academic and non-

academic empowerment has to be enhanced. On this basis, it is deduced that 

the NPM model of empowerment is perhaps appropriate for Saudi universities. 

In conclusion, several issues were discussed. First, most FSMs and HRMs 

agreed that senior academic and managerial positions are empowered at Saudi 

universities. In other words, lower-level position holders are not given enough 

empowerment. NPM claims to treat this issue by decentralising the public sector 

and shifting power.  Second, HR managers perceived academics to exert control 

and power over them, which is likely to create conflict between the two sides. To 

avoid this, authority should be shifted from professionals (academics) to 

managers, in order to give non-academics more freedom to act as the NPM 

model suggests. Third, both FSMs and HRMs believe that bureaucratic 
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centralisation restricts empowerment in decision-making and authority. 

Meanwhile, NPM models suggest more decentralisation of authority and 

decision-making, increased focus on outputs and goals and not on process, rules 

and procedures; and being more flexible and adaptable to change rather than 

adhering to bureaucratic regulation. Fourth, empowerment is practised more in 

private universities, maybe because the sector is for-profit, while the public sector 

is service based. This thesis suggests that a decentralised higher education 

sector, where there is delegation of authority, might be a suitable solution to 

addressing some of the current problems in the sector.  

With respect to the research questions, it is concluded that the quest for 

empowerment by senior academic faculty and non-academic staff, the lack of 

empowerment in lower-level staff, the conflict between academic and non-

academic staff, and the negative aspects of bureaucracy are among the problems 

in the HE sector that that led to the launch of Vision2030 (Question 2). Some of 

these underlying issues are likely to pose a challenge to the implementation of 

NPM (Question 3). 

6.2.3 Participation 

2VERUQH�DQG�*DHEOHU¶V��������GHFHQWUDOLVHG�JRYHUQPHQW�PRGHO�SURSRVHV�WKDW�

governments decentralise authority and embrace participatory management. 

Peters (1996) also presents a different method of participation in NPM, which 

emphasises the empowerment and participation of citizens, which is a 

FRQVLGHUDEOH� VKLIW� IURP� EXUHDXFUDWLF� KLHUDUFKLHV�� &RQVLGHULQJ� WKDW� 6DXGL¶V�

centralised management system weakens participation in public sector, specific 

questions were developed to investigate how participation is ensured, practiced, 
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managed, and has changed at the Saudi universities, with the aim of providing 

in-depth knowledge RQ�9LVLRQ�����¶V�LPSDFW�RQ�WKH�+(�VHFWRU��WKH�HFRQRPLF�DQG�

political drivers to implement NPM and the obstacles and challenges of 

introducing NPM in the Saudi Arabian context in terms of participation. Significant 

categories emerged during the data analysis such as participation methods in the 

universities, participation in decision-making, the role of job position in 

participation, and academic and non-academic conflict. 

From the responses, it appears that FSMs and HRMs participate through periodic 

meetings.  

³7KHUH� LV�SHULRGLF�GHSDUWPHQW�PHHWLQJ�IRU�DOO� WKH�IDFXOW\�VWDII�RI� WKH�

GHSDUWPHQW´��)60����� 

³:H�KDYH�GHSDUWPHQW�PHHWLQJ�HYHU\�ZHHN����´��)60����� 

¶¶3DUWLFLSDWLRQ� LV� GRQH� WKURXJK� >GHSDUWPHQW� DQG� FROOHJH@� � FRXQFLOV´�

(FSM06).  

Participation takes place through the department council as well as 

the college council" (FSM09).  

"The participation of the FSMs is done through the department council 

meetings" (FSM11).  

³:H� H[HUFLVH� SDUWLFLSDWLRQ� DV� IDFXOW\� PHPEHUV�� RIWHQ� UDLVLQJ� WKH�

topics of discussion to the heads of departments, and then a 

department board is held and submitted to the college council, in this 

RUGHU�´��)60����� 
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³3DUWLFLSDWLRQ� LV� SUDFWLFHG� WKURXJK� SHULRGLF� PHHWLQJV�� HYHU\RQH�

SDUWLFLSDWHV�DQG�JLYHV�KLV�RSLQLRQ´��)60����  

³:H�SDUWLFLSDWH�LQ�WKH�GHpartment, through department meetings and 

FRPPLWWHHV�´��)60����� 

³2XU� SDUWLFLSDWLRQ� WDNHV� SODFH� WKURXJK� WKH� GHSDUWPHQW¶V� PHHWLQJV´�

(FSM28). 

¶:H�KDYH�D�UHJXODU�PHHWLQJ�WZLFH�D�PRQWK��,�PHHW�P\�GHSDUWPHQWV
�

heads and hear from them" (HRM07).  

¶¶$V� KHDG� RI� WKe department, we have regular meetings with the 

department staff. Likewise, as ahead, I have a meeting with my 

LPPHGLDWH�ERVV��+5�GLUHFWRU�´��+50������ 

³3DUWLFLSDWLRQ�LV�H[HUFLVHG�WKURXJK�SHULRGLF�PHHWLQJV´��+50����� 

³:H�SUDFWLVH�SDUWLFLSDWLRQ�LQ�PHHWLQJV� In addition, the Administrative 

Communications System forms a model for employee opinion 

SDUWLFLSDWLRQ´��+50����� 

³:H�KDYH�ZHHNO\�PHHWLQJV�WKDW�JDWKHU�DOO�VXE-department managers. 

In addition, sub-department managers have their periodic meetings 

with their employees. In these meetings, opinions and consultations 

are expressed. For example, a certain employee may suggest a 

specific way to conduct an administrative method or process, and 

therefore it would be followed upon the proposal. So, employees 

share tKHLU�RSLQLRQV�DQG�LGHDV´��+50������ 
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All FSMs are involved in college departmental meetings. Meetings are held 

periodically²either every week, two weeks, or every month. All the topics to be 

discussed are submitted to the department chair before the meeting. Then the 

chair presents the topics raised to the council members at the time of the meeting 

for opinion, debate, and recommendation. The same applies to the HRM 

department, where meetings are held periodically. For example, the HR Director 

meets with sub-HR department heads; the heads of sub-departments meet with  

unit heads; and the unit heads with subordinates, and so on. In the HRM 

department, the proposed topics are submitted to the direct head in order to be 

presented at the next meeting. A possible explanation for this might be that 

participation in the university, whether by lecturers or HR managers, is 

hierarchical. For example, academically, participation begins with a department 

board meeting, then a college meeting, then a university board meeting. This 

means that participation is subject to the central system. Another possible 

explanation for this is that there is a wide freedom to participate in the university, 

especially for academics. 

Various topics and issues are discussed in the department and college meetings.  

³����DOO�WRSLFV�DUH�UDLVHG�>WR�WKH�GHSDUWPHQW�PHHWLQJ�DUH�GLVFXVVHG@����´�

(FSM13).  

³:H� H[HUFLVH� SDUWLFLSDWLRQ� DV� IDFXOW\� PHPEHUV�� RIWHQ� UDLVLQJ� WKH�

topics of discussion to the heads of departments, and then a 

department board is held and submitted to the college council, in this 

RUGHU�´��)60����� 
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³$OO� WRSLFV� DUH� UDLVHG� DW� WKH� GHSDUWPHQW
V�PHHWLQJ�� GLVFXVVHG�� DQG�

YRWHG�RQ�E\�PHPEHUV´��)60���� 

These results are likely to correspond to the earlier results, and also demonstrate 

that FSMs have great freedom to share their opinion, ideas and proposals. One 

interesting finding revealed by FSMs is that academic decisions are voted on.  

³7KH� YRWH� RI� WKH� PHPEHU� LV� D� SDUW� RI� WKH� SDUWLFLSDWLRQ� SURFHVV´�

(FSM06).  

³'HFLVLRQ�PDGH�E\�YRWHV�� ,Q�FDVH�WKHUH� LV�VRPH�GLVDJUHHPHQW�� WKH�

one who disagrees should report his justification in the meeting's 

PLQXWHV´��)60����� 

¶¶GHFLVLRQV�DUH�PDGH�E\�YRWH´��)60����� 

¶¶2XU� IDFXOW\� PHPEHUV� SDUWLFLSDWH� LQ� DFDGHPLF� GHFLVLRQ-making by 

voting. Sometimes they also participate in administrative decision-

PDNLQJ´��)60����� 

³:H�SDUWLFLSDWH�E\�YRWLQJ�LQ�WKH�GHSDUWPHQW�PHHWLQJ�´��)60������� 

Here FSMs clarify that the method of participation within councils is by voting, 

which results in decision-making. It is understood that the departments' decisions 

come from the members, in other words academic freedom is wide. Thus, 

academic decisions take the form of a bottom-up process.  What is surprising is 

that most of the decisions made by the scientific departments are naturally 

academic.  
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³:H�KDYH�SDUWLFLSDWLQJ� LQ�GHFLVLRQ-making; take for example part-time 

programs, distance education, scientific conferences, and seminars all 

RI�ZKLFK�DUH�PDGH�E\�IDFXOW\�PHPEHUV´��)60����� 

³0RVW� RI� WKH� WRSLFV� RU� GHFLVLRQV� WKDW� DUH� WDNHQ� DQG� GLVFXVVHG� DUH�

SUHGRPLQDQWO\�DFDGHPLF´��)60���� 

It is strongly noted that most decisions issued by college and department councils 

are predominantly academic, such as education programs, scientific 

conferences, decisions, and so on, regardless of what has been shown earlier 

that FSMs are granted wide freedom in participation. In other words, FSMs are 

unlikely to participate in managerial decisions. It might be because of lack of 

specialisation, or because the decision is monopolised by the higher authority. In 

contrast to earlier findings, however, a minority of FSMs and HRMs stated that 

participation is restricted and limited to senior positions because of the centralised 

structure as FSM27 outlined.  

 ³)DFXOW\� PHPEHUV� DUH� UHVWULFWHG� IRU� WKHLU� DFDGHPLF� DQG� UHVHDUFK�

ZRUN��7KH�IDFXOW\�PHPEHU�FDQQRW�SDUWLFLSDWH�LQ�HYHU\WKLQJ´��)60����� 

³3DUWLFLSDWLRQ�RFFXUV�ZKHQ� \RX�DUH� DQ�DFDGHPLF�DQd you have an 

administrative position in the college. For example, I participate in 

college decisions because I have an administrative position¶¶�

(FSM14).  

³<HV�� WKHUH� LV� SDUWLFLSDWLRQ� LQ� WKH� GHFLVLRQ-making process, only 

between officials, for example, between the dean of human resources 

DQG�WKH�GLUHFWRU�RI�KXPDQ�UHVRXUFHV�PDQDJHPHQW´��+50����� 
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³7KHUH� LV� QR� ZLGH� IDFXOW\� PHPEHUV
� SDUWLFLSDWLRQ� LQ� WKH� GHFLVLRQ-

PDNLQJ�SURFHVV��EHFDXVH�RI�FHQWUDOLVDWLRQ´��)60������� 

This result contradicts what was previously indicated regarding the wide freedom 

in participation, as a few respondents state here that even if there is great 

freedom in participation, it is still restricted to senior positions. This suggests that 

lower grade employees may be unable to participate effectively. It seems possible 

that these results are due to the centralised system used in the university, which 

means decisions are taken at the top level. Consequently, this result, even if it 

represents a minority of the respondents, should not be neglected, and 

accordingly further research to investigate the issue is recommended.  

One interviewee argued that academics dominate decision-making processes, 

therefore, HR officials may not have the chance to participate.  

³:H�� DV� KXPDQ� UHVRXUFHV� RIILFLDOV�� Dre sometimes consulted on 

certain decisions. However, universities are more governed by 

academics. The participation that we practice is sometimes 

questioning and inquiry about how to carry out such work and asking 

for opinions on how to do a piece of work HWF´��+50���� 

A possible explanation for this might be the conflict between academics and non-

academics in Saudi universities, as non-academics perceive academics to be in 

control and have authority over them. Accordingly, non-academic employees 

(i.e., HR employees) may see that there is truly distinction in power. Both FSMs 

and HRMs agreed that participation is evidenced through periodic meetings. 

Academics participate widely especially in academic decisions; however, they 

participate less in managerial issues. Few FSMs and HRMs view participation as 
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limited to senior academic and managerial positions. The way in participation 

occurs at Saudi universities is inconsistent with the NPM model, which may pose 

a challenge to NPM implementation (Question 3). The weak participation of lower 

and middle-level employees is a current public sector problem (Question 2). 

6.2.4 Quality 

)HUOLH� HW� DO�¶V� ������� PRGHO� IRFXVHV� RQ� LPSURYLQJ� WKH� TXDOLW\� RI� VHUYLFH�

significantly in the public sector. Notably, Pollitt (1995) observes that NPM 

increases the emphasis on the quality of services, sets standards for quality and 

responds to customer's priorities. In NPM quality is measured by outcomes, 

which differs from the TPA model, where the focus is primarily on inputs and 

procedures. According to DeRouen and Pospieszna (2013), however, data were 

insufficient to substantiate the claim that NPM imprRYHV�TXDOLW\��6DXGL�$UDELD¶V�

9LVLRQ�����¶V� IRFXV� LV� RQ� LPSURYLQJ� WKH�TXDOLW\� RI� SXEOLF� VHUYLFHV� WKURXJK� WKH�

private sector, and questions were developed precisely to investigate how quality 

is ensured, practiced and managed, and how it has changed at the Saudi 

universities to provide in-depth knowledge RQ�WKH�9LVLRQ�����¶V�LPSDFW�RQ�WKH�+(�

sector, the economic and political drivers of NPM implementation and the 

obstacles and challenges of introducing NPM in the Saudi context in terms of 

quality. Significant categories that emerged during the data analysis include the 

difference in quality in the past and current progress, and some challenges in 

quality attainment. 

Based on the analysis, there is a significant difference between the past and the 

present regarding quality. Currently, there is an intense focus on quality in Saudi 

universities, for example on outputs and research.  
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³,�FDQ�VD\��LQ�WKH�SDVW�WKHUH�ZDV�VOLJKW�DWWHQWLRQ�WR�WKH�TXDOLW\�LVVXH��

however, recently, the university put more focus on these isVXHV´�

(FSM02).   

³7KH�LQWHUHVW�LQ�TXDOLW\�KDV�EHFRPH�PRUH�QRZ�DW�WKH�XQLYHUVLW\�OHYHO�

in general and at the college level in particular. There is now a strong 

push for the quality process. The university obtained the institutional 

accreditation, the college made sure that one of its programs must 

REWDLQ�WKH�VDPH�DFFUHGLWDWLRQ´��)06���� 

 ³7KH�DWWHQWLRQ�WR�TXDOLW\�VWDUWHG�UHFHQWO\��1RZ�WKH�IRFXV�LV�PRUH�WKDQ�

before. However, as there are workshops, and seminars on it, 

awareness began to spread. There is a national body for the 

HYDOXDWLRQ�DQG�DFFUHGLWDWLRQ�RI�FROOHJHV�DQG�SURJUDPV´��)60����� 

³1RZ�WKHUH�DUH� WRR�PDQ\�HPSKDVHV�RQ� WKHVH� WRSLFV�HVSHFLDOO\� WKH�

quality" (FSM11).  

³2XU�FROOHJH�KDV�ORFDO�DQG�LQWHUQDWLRQDO�DFFUHGLWDWLRQ��&HUWDLQO\��WKHUH�

are currently efforts [to] improve quality outputs, whether on student 

or research. There is also a great focus on the quality of scientific 

UHVHDUFK´��)60����� 

HRMs agree with FSMs about the observed change in quality, as there is now a 

great focus on quality in universities. More interestingly, HR managers attributed 

the change to the use of advanced technology that has helped to improve and 

develop quality.  
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³<HV�� D� ORW� KDV� FKDQJHG�� HVSHFLDOO\�ZLWK� WKH� XVH� RI� WKH� FRPSXWLQJ�

system. There is a Deanship of Quality Assurance at the university 

DQG�LW�WDNHV�FDUH�RI�WKHVH�WKLQJV´��+50������ 

"Yes, recently, there is a great focus on quality. Decisions have 

become unified. There is now a specific mechanism and steps of 

working. This reduces the error rate. We have an electronic system 

(called ARB) for issuing any administrative decisions such as 

assignment decisions, financial decisions, etc. Currently, decisions 

are made by computers. Thus, errors are reduced, and work becomes 

faster" (HRM08).  

³:H�DUH�RQH�RI� WKH� ILUVW�GHSDUWPHQWV� WKDW�DFKLHYHG�TXDOLW\� LQ�ZRUN��

through electronic transactions. Our work is now completely 

dependent on technology. Thus, the quality criterion here is the speed 

of delivery of the service. With the use of technology, we obtained 

information in a very short and fast time; while previously, the same 

PDWWHU�UHTXLUHG�IHZ�GD\V´��+50���� 

The possible explanation for these results might be that, through Vision 2030, the 

Saudi government put considerable pressure on the public sector to obtain 

institutional and academic accreditation. Likewise, the increased focus on the 

quality of the outputs is likely explained by the conceptual shift from procedures 

and process to outputs and results, which is obviously consistent with the NPM 

models. In addition, the recent digital transformation in Saudi Arabia has helped 

the universities to achieve and improve quality and may explain the comparison 

between the past and present made by some respondents. Therefore, it may be 
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said that, in the past, quality was not achieved and practiced. One of the criteria 

for achieving quality in Saudi universities is obtaining accreditation, whether local 

or international academic or institutional. Output is also another quality standard.  

³7KH�6FKRRO�RI�(FRQRPLFV�DQG�$GPLQLVWUDWLRQ�KDV�EHHQ�DZDUGHG�WKH�

academic accreditation from the American Association of College of 

Business Administration. This accreditation has become one of the 

XQLYHUVLW\�TXDOLW\�VWDQGDUGV´��)60����� 

³7KH� DFDGHPLF� DFFUHGLWDWLRQ� LV� D� TXDOLW\� FULWHULRQ� WKDW� XQLYHUVLWLHV�

VHHN�WR�DFKLHYH´��)6M13).  

³7KH� XQLYHUVLW\� REWDLQHG� WKH� LQVWLWXWLRQDO� DFFUHGLWDWLRQ�� WKH� FROOHJH�

made sure that one of its programs must obtain the same 

DFFUHGLWDWLRQ´��)06����� 

³7KHUH� LV� D� QDWLRQDO� ERG\� IRU� WKH� HYDOXDWLRQ� DQG� DFFUHGLWDWLRQ� RI�

FROOHJHV�DQG�SURJUDPV´��)60����� 

³2XU�FROOHJH�KDV�ORFDO�DQG�LQWHUQDWLRQDO�DFFUHGLWDWLRQ´��)60����� 

³:H� DUH� DOZD\V� ZRUNLQJ� WR� DFKLHYH� WKH� KLJKHVW� OHYHOV� RI� TXDOLW\´�

(FSM21).   

³:H� VHHN� WR� DFKLHYH� WZR� W\SHV� RI� TXDOLW\�� WKH� ILUVW� LV� LQWHUQDWLRQDO�

accreditation, known as Association of Accredited Small Business 

Consultant (AASBC), which is a worldwide accreditation for business 

VFKRROV�� DQG� WKH� VHFRQG� LV� ORFDO� SURJUDPPDWLF� DFFUHGLWDWLRQ´�

(FSM22).  
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³4XDOLW\�LV�DSSOLHG�WKURXJK�DFDGHPLF�DFFUHGLWDWLRQ��$QRWKHU�FULWHULRQ�

is the education outcomes. We have WACSB accreditation for 

college, which is the best international accreditation for business 

FROOHJHV´��)60����� 

³4XDOLW\� LV� DFKLHYHG� DW� WKH� XQLYHUVLW\� DQG� WKH� FROOHJH� LQ� SDUWLFXODU�

WKURXJK�LQVWLWXWLRQDO�DFFUHGLWDWLRQ´��)60������ 

³7KHUH�DUH�FULWHULa, for example, academic accreditation. Here we are 

LQ�WKH�GHSDUWPHQW�DERXW�WR�REWDLQ�DFFUHGLWDWLRQ´��)60����� 

While FSMs focus on academic accreditation and outputs as quality criteria, 

some HRMs list a number of points that have helped to achieve quality at Saudi 

universities such as establishing a deanship, and college committees, related to 

quality, improving outputs, working according to procedural guidance, and 

performance indicators. Interestingly, on the managerial side, obtaining the ISO 

certificate may be considered an administrative quality standard. 

³7KHUH�DUH�VRPH�TXDOLW\�FULWHULD�UHJDUGLQJ�+5�GHSDUWPHQW�WKDW�DUH�VHW�

by the university. Also, the university established a quality unit at our 

+5�GHSDUWPHQW´��+50����� 

There is a Deanship of Quality Assurance at the university and it takes 

FDUH�RI�WKHVH�WKLQJV´��+50����� 

³7KH� RXWSXWV� RI� RXU� ZRUN� VKRZ� KRZ� JRRG� ZH� DUH�� � 7KHUH� LV� D�

department for quality. Human Resources department was previously 

not in any quality standard; however, it is now working according to 

VRPH�TXDOLW\�VWDQGDUGV´��+50����� 
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³:H� FDUH� DERXW� TXDOLW\�� DQG� ZH� ZRUN� WR� DFKLHYH� LW�� :H� KDYH�

committees that work to verify the achievement of academic 

LQVWLWXWLRQDO�DFFUHGLWDWLRQ´��+50����� 

³7KHUH� LV� FXUUHQWO\� D� IRFXV� RQ� TXDOLW\�� LQ� FRRUGLQDWLRn with the 

8QLYHUVLW\¶V�9LFH�3UHVLGHQW� IRU�4XDOLW\�DQG�'HYHORSPHQW��:H�KDYH�

now procedural guidance. There are indicators for completing 

WUDQVDFWLRQV�´��+50����� 

³:H� DUH� DOZD\V� ZRUNLQJ� WR� DFKLHYH� WKH� KLJKHVW� OHYHOV� RI� TXDOLW\�´�

(FSM21).   

FSMs focus on obtaining academic accreditation and consider it a standard for 

achieving quality at the university. While HRMs expand the scope of the 

conversation, they perceive the establishment of a particular deanship at the 

university and the creation of specific committees at colleges as quality 

assurance mechanisms. Therefore, in their responses concerning quality, some 

HRMs highlighted some improvements at the university, such as quality assured 

outputs, the organisation and streamlining of work according to specific 

procedural guidance, and performance associated with indicators. These 

improvements reflect the accomplishment of objectives of both the Saudi five-

year development plans and the Vision 2030. However, Bessant, Robinson, and 

Ormerod (2015) previously stated that quality assurance, according to NPM, is a 

measure of government funding. Therefore, since there is no evidence that 

quality assurance in Saudi universities is used as a standard for government 

support, there seems to be a conflict between NPM and the Saudi conceptions 

of quality. 
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As the responses below indicate, there were some negative comments about 

quality in Saudi universities. 

³7KHUH� LV� D� SUREOHP� >UHJDUGLQJ� TXDOLW\@�ZKLFK� LV� WKDW� WKH� XQLYHUVLW\�

some time tell us to do some administrative quality works, which is 

QRW�ZHOFRPHG�E\�XV�DV�LW�MXVW�ZDVWHV�RXU�WLPH´��)60������ 

³$FKLHYLQJ�TXDOLW\�FDXVHV�D�SUREOHP��ZKLFK�LV�H[FHVVLYH�ZRUNORDGV�RI�

the faculty members; I would say 50% of the members' burden relates 

WR�TXDOLW\�ZRUN�UHTXLUHPHQWV´��)60����� 

To achieve academic or administrative quality, FSMs are obliged to work within 

certain procedures and through a specific duration. Therefore, that seems to 

cause some problems in terms of time wasting and increasing non-academic 

workloads. Hence, it anticipated that while universities seek to assure quality, 

academic progress may decline. Surprisingly, only a minority of respondents 

argued that quality in Saudi universities needs more time to be achieved:  

³)RU�PH��TXDOLW\�LV�VWLOO�QRW�IL[HG�DW�the university. We need more time 

WR�UHDFK�KLJK�VWDQGDUG�RI�TXDOLW\´��+50����� 

³4XDOLW\� LV� QRW� \HW� DFKLHYHG�� &RQVHTXHQWO\�� ZH� DUH� VWLOO� ZRUNLQJ� WR�

achieve it. There are number of requirements and standards that we 

DUH�ZRUNLQJ�WR�DFKLHYH�WKH�TXDOLW\´��)60����� 

³)LUVW�WKLQJ��ZH�PXVW�NQRZ�WKDW�WKHUH�DUH�VRPH�WKLQJV�WKDW�KLQGHU�WKH�

quality of the university; for example, the enormous number of 

students, how can I achieve quality and there are a huge number of 

VWXGHQWV"´���)60���� 
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The possible inference from the analysis of these problems is that some 

universities and their staff/departments are newly established; therefore, it may 

take longer to assure quality. Consequently, accreditation²as a standard of 

quality²is not likely to be attained readily, as the process passes through several 

stages and procedures, which may be difficult for newly emerging universities. In 

addition, the high numbers of students at some universities, in particular the older 

universities may make quality assurance difficult. The increasing student 

numbers places increased demands RQ�WKH�)60V¶�ZRUNORDG��6DXGL�XQLYHrsities 

are advised to pay attention to this scenario.  

To conclude, there is consensus that quality is currently improved at Saudi 

universities, perhaps due to the pressure exerted by Vision 2030 and the wide 

use of e-government (Question 1). There are commonalities in the quality 

standards of the Saudi and NPM models, such as the attainment of academic 

and institutional accreditation and the measurement of outputs. However, there 

is disagreement between NPM and the Saudi model regarding the use of quality 

as a standard of financial support, which may cause a challenge for NPM 

(Question 3). 

6.2.5 Performance 

As discussed earlier, NPM represents a shift from the TPA model, and its focus 

on inputs and procedures, to an emphasis on outputs and goals for effective 

performance measurement. Hood (1991) proposes a move towards more explicit 

and measurable standards of service and performance measurements through 

the clarification of goals, targets, and indicators of success. Similarly, Osborne 

and Gaebler (1992) and Ferlie et al., (1996) recommend that performance be 
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measured by results and outcomes and not by inputs. Given that the Saudi 

management system leans to the TPA, specific questions were developed to 

investigate how performance is ensured, practiced, managed, and has changed 

at the Saudi universities to provide in-depth knowledge RQ�9LVLRQ�����¶V�LPSDFW�

on the HE sector, the economic and political drivers of NPM implementation and 

the obstacles and challenges to introducing NPM in the Saudi context in terms of 

performance. Significant categories emerged during the data analysis such as 

the utilisation of performance appraisal, a new version of the performance 

measurement system, the identification of the current performance measurement 

standards, the differences in performance measurement in the past and present, 

and performance measurement challenges. 

The analysis showed that performance measurement/appraisal is used widely in 

Saudi universities. Notably, the state has recently paid more interest to the 

appraisal of public employees and organisations, which has led to the 

development of a new performance measurement system.  

³3HUIRUPDQFH�LV�HYDOXDWHG�DW�RXU�GHSDUWPHQW�DQQXDOO\���´��)60����� 

�7KH�GLIIHUHQFH�LV�WKDW�LQWHUHVW�LV�QRZ�LQFUHDVLQJ´���³7KH�GHSDUWPHQW 

FKDLU�DVVHVVHV�WKH�SHUIRUPDQFH�RI�IDFXOW\�PHPEHUV����´���)60����� 

³1RZ�,�JHW� WR�NQRZ�DERXW�D�QHZ�SHUIRUPDQFH�PHDVXUHPHQW� WKDW� LV�

JRLQJ�WR�EH�DSSOLHG�DW�WKH�XQLYHUVLW\�VRRQ����´���)60����� 

³7KHUH�LV�DQ�DQQXDO�HYDOXDWLRQ��ZKLFK�LV�FDUULHG�RXW�E\�WKH�GLUHFW�chief. 

$IWHU�WKDW��LW�LV�UDLVHG�WR�WKH�SHUVRQQHO�DIIDLUV�WHDP���´��)60����� 

These results show that Saudi universities have utilised performance evaluation 

with their employees both in the past and at present. However, it is noted that 
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recently there has been increased interest in measuring performance. This may 

be due to the pressure the state exerts on the HE sector through Vision 2030. 

However, the FSMs have noted a lack of knowledge of the timing and content of 

the new system that suggests the decision-making (about the new system) is 

dominated by higher authority, as well as a lack of participation by lower-level 

FSMs. It is also noted that the evaluation of FSMs is done by the departments 

chairs on an annual basis.  

A number of performance measurement standards were also identified by FSMs.  

³����>SHUIRUPDQFH�PHDVXUHPHQW�LV�EDVHG�RQ@�QXPEHU�RI�DVSHFWV�VXFK�

as teaching, scientific research, community service, relationship with 

colleagues and student, studenW�DVVHVVPHQW�DQG�HWFHWHUD´��)60������ 

³���� 7KH� SHUIRUPDQFH� DVVHVVPHQW� RI� WKH� IDFXOW\� PHPEHUV� LV� GRQH�

through three axes: teaching, scientific research, and the extent of the 

PHPEHU
V�SDUWLFLSDWLRQ�LQ�FRPPXQLW\�VHUYLFH´��)60����� 

³7KHUH� DUH� WZR� ZD\V� WR� PHDVure our performance: first, student 

IHHGEDFN��VHFRQG��WKH�&XUULFXOXP�5HSRUW¶¶��)60����� 

³7KHUH�DUH�SHUIRUPDQFH� UHTXLUHPHQWV� WKDW�KDYH�VWDUWHG� WR� LPSURYH�

WKH�RXWSXW�RI�WKH�IDFXOW\�PHPEHUV
�UHVHDUFK¶¶�)60������ 

³2XU�SHUIRUPDQFH�LV�HYDOXDWHG�LQ�PDQ\�ZD\V´��)6M15).  

³7KHUH� LV� D� IRUP� IRU� DSSUDLVLQJ� WKH� IDFXOW\� PHPEHUV�� 7KH� IRUP�

includes the number of teaching hours, administrative burdens, 

UHVHDUFK��OHYHO�RI�UHVHDUFK�HWF´��)60����� 
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³3HUIRUPDQFH� LV� PHDVXUHG� DQQXDOO\� EDVHG� RQ� FULWHULD� VXFK� DV�

discipline, research, DQG�WHDFKLQJ´��)60����� 

³7KHUH� DUH� SHUIRUPDQFH� FULWHULD� DW� WKH�XQLYHUVLW\�� )RU� H[DPSOH��ZH�

received feedback from the dean and the students. There are other 

criteria such as scientific research, courses, workshops, community 

SDUWLFLSDWLRQ´��)60����� 

The results indicate a difference in the perceived importance of the performance 

criteria. The majority of FSMs agree on the importance of the elements of 

research, teaching, student feedback, and community service in their 

performance evaluation. However, a minority of FSMs mentioned individual 

criteria like relationships with colleagues and students, administrative workload, 

discipline, and attendance at workshops, which suggests that these individual 

criteria are not as important in the evaluation. It is also understood that there 

might be no specific mechanism or regulation to evaluate the performance of the 

FSMs.  On the other hand, there might be a specific mechanism, but some FSMs 

are likely to have overlooked it. This suggests that the criteria are not as clear as 

needed; therefore, universities are advised to be more transparent in this matter. 

However, these standards are more likely to be classified as inputs, which can 

be interpreted as Saudi FSMs' performance is measured according to the inputs 

(TPA model). 

HRMs also addressed a number of new standards that have been issued by the 

Ministry of Civil Service to measure the performance of the civil employee. 

³5HFHQWO\�� WKHUH� LV� SHUIRUPDQFH� PHDVXUHPHQW� EDVHG� RQ� FULWHULD��

goals, and a satisfactory mechanism IRU�DFKLHYHPHQW´��+50����� 
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The Ministry of Civil Service is currently in the process of issuing a 

new system for job performance, similar to the system applied in the 

private sector" (HRM07).   

³7KHUH�DUH�D�QXPEHU�RI�FULWHULD�XVHG�DW�WKH�XQLYHUVLW\�QRZ¶¶�FSM16).  

³:HOO��,�VHH�SHUIRUPDQFH�LPSURYHG�IURP�EHIRUH¶¶��+50����� 

³:H�FXUUHQWO\�KDYH�D�QHZ�SHUIRUPDQFH�PHDVXUHPHQW��ZKLFK�ZH�KDYH�

been working on for two years. It is completely different from the 

previous one. Currently, each employee has a specific job, and his 

achievement is measured, and the number of his completed 

tUDQVDFWLRQV´��+50����� 

³7KHUH�LV�D�QHZ�HYDOXDWLRQ�ZLWK�VSHFLDO�PRGHOV��7KH�PHDVXUHPHQW�RI�

the current performance is related to the objectives and the extent of 

completion of the work, while the old measurement was only formality. 

I think the current measurement has an effect, for example, priority in 

SURPRWLRQV´��+50����� 

³(PSOR\HHV� DUH� HYDOXDWHG� DW� WKH� HQG� RI� HDFK� \HDU�� )RU� P\�

department we have some evaluation criteria such as the rate of 

transaction achieved. The new evaluation was launched by the 

Ministry of Civil Service. It pushes employees to discover and develop 

WKHLU�FDSDELOLWLHV´��+50���� 

HRMs outlined the features of the new performance appraisal system, which is 

designed to evaluate civil servants' performance in the Saudi public sector. Based 

on the new system, each employee has specific tasks and goals to achieve, so, 

performance is measured based on the achieved goals and the work 



288 
 

accomplished. This means that the result oriented NPM model of performance 

measurement (Hood, 1991, Osborne and Gaebler, 1992; Ferlie et al., 1996) is 

compatible with the new performance measurement system of Saudi civil 

employees. In this case, NPM is not expected to encounter a problem in Saudi 

public sector, with respect to performance evaluation. It seems also that HRMs 

do not fully understand the new system and may need more time to become 

familiar with it. One of the respondents indicated that the new performance 

measurement system is similar to that applied in the private sector; so, this is an 

important point, as this may indicate that the Saudi public sector has already 

begun to adopt some private sector mechanisms. Interestingly, the old 

performance measurement system was clear but even if employees performed 

well there were still no rewards. 

The next section of the interview was concerned with the efficacy of performance 

measurement. Several respondents reported that performance measurement at 

Saudi universities was ineffective, especially in the past, and is just a routine 

SURFHGXUH��³SDSHU�H[HUFLVH´��� 

³,Q�Py university no one asks or tells me about my performance. No 

one knows about the result of deans and their vices' performance. In 

the private university where I worked for a short time, my performance 

ZDV�PHDVXUHG�FOHDUO\´��)60����� 

³6WXGHQWV� UHFHLYH� TXHVtionnaires to be filled in regarding their 

teachers' performance; that is, it; so, there is no accurate 

PHDVXUHPHQW´��)60����� 
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"Performance appraisal existed in the past, but it was not effective" 

(FSM09).  

³7KHUH� LV� QR� SHUIRUPDQFH� PRQLWRULQJ�� ,� PHDQ�� ,� DP a teaching 

member, I have not noticed anyone monitoring or evaluating my 

SHUIRUPDQFH´���)60����� 

³&XUUHQWO\�,�GR�QRW�VHH�DQ\�SHUIRUPDQFH�HYDOXDWLRQ��ZH�ZDQW�WKHUH�WR�

EH�D�IHHGEDFN�RQ�RXU�SHUIRUPDQFH´��)60����� 

³7KHUH�LV�QR�SHUIRUPDQFH�PHDVXUHPHQW���1R�RQH has measured my 

SHUIRUPDQFH�VLQFH�,�MRLQHG�WKH�XQLYHUVLW\¶¶��)60����� 

³8QIRUWXQDWHO\�� HYDOXDWLRQ� LV� MXVW� D� SURFHVV� RI� URXWLQH�� WKHUH� LV� QR�

RXWFRPH´��)60����� 

A large number of FSMs viewed performance evaluation at universities as a 

routine, ineffective procedure, without effect. One interviewee gave an example 

RI�WKH�VLPSOLFLW\��³6WXGHQWV�UHFHLYH�TXHVWLRQQDLUHV�WR�EH�ILOOHG�LQ�UHJDUGLQJ�WKHLU�

WHDFKHUV
�SHUIRUPDQFH´��)60�����A possible explanation for this might be that the 

example cited was in the past, and that performance measurement has since 

improved as previous results indicated. However, there remains concern about 

the lack of transparency and clarity in the new system, as we have shown 

previously. This might be the reason why one interviewee (FSM23) expressed 

KLV�GLVVDWLVIDFWLRQ�ZLWK�SHUIRUPDQFH�HYDOXDWLRQ�DQG�FDOOV�IRU�IXUWKHU�UHIRUP��³7KHUH�

is no complete satisfaction with the current measurement, it may need to be 

PRGLILHG� RU� XSGDWHG´�� ,Q� DGGLWLRQ�� IHZ� LQWHrviewees advocate the need to link 

performance with incentives in order to reform the situation, or to distinguish 

between those who work hard and those who do not.  
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³:H�ZDQW�SHUIRUPDQFH�WR�EH�OLQNHG�WR�VRPH�LQFHQWLYHV��6RPHWLPHV�

you may see some employees working too hard; while others do not 

work same, and in the end all of them get the same benefits. So, this 

is wrong. I would say then we have evaluation, but it is useless. I hope 

the new evaluation, which was issued recently is paying interest to 

creativity because you may have a faculty staff who has a creative 

WRXFK�LQ�GHYHORSLQJ��WKXV��WKDW�SHUVRQ�VKRXOG�EH�UHZDUGHG´��)60������ 

³«7KHUH�DUH�QR�LQFHQWLYHV�IRU�WKH�FXUUHQW�HYDOXDWLRQ�����7KH�GHVLUHG�

reform is to UHZDUG�WKH�KDUG�ZRUNHUV´����+50���� 

Hence, the results indeed indicate that FSMs are not satisfied with the 

performance evaluation in universities, especially the old system, because it does 

not differentiate between the employees who work hard and who do not. In fact, 

the unified salaries and incentives may be considered a major problem in the 

Saudi public sector. For example, suppose that there are two lecturers with the 

same rank and degree²one works 25 hours per week, and the other works 35 

hours per week²the university system in Saudi Arabia gives them the same 

benefits and salaries. Hence, there is a major problem that needs urgent reform 

and intervention. A number of empirical studies such as Pfiffner (1999), Schubert 

(2009), and Agostino and Arnaboldi (2015) indicate that result measurement 

would improve workers' performance, reward and productivity. Hence, NPM 

model, in terms of performance, is likely to be appropriate for Saudi universities. 

On the other hand, there seems to be satisfaction with the current performance 

measurement as affirmeG�E\�RQH� LQWHUYLHZHH�� ³����<HV�� ,�DP�VDWLVILHG�ZLWK� WKH�

FXUUHQW� SHUIRUPDQFH� HYDOXDWLRQ´� �)60����� 7KDW� PLJKW� EH� because there are 
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RXWSXWV�IRU�SHUIRUPDQFH��DV�RQH�)60�UHSRUWHG�WKDW�³���� WKH�SUHYLRXV�HYDOXDWLRQ�

has no outcomes. Meanwhile, currently there are RXWFRPHV´��)60�����Similarly, 

several HRMs indicated that advanced performance has led to some outputs, 

such as promotion.  

³1RZ�WKHUH�LV�RXWFRPH�IRU�WKH�QHZ�SHUIRUPDQFH�PHDVXUHPHQW�VXFK�

DV�SURPRWLRQ´��+50����� 

³There is a positive outcome for the evaluation for example in 

SURPRWLRQ��DQG�GLIIHUHQWLDWLRQ´��+50����� 

³,�WKLQN�WKH�FXUUHQW�PHDVXUHPHQW�KDV�DQ�HIIHFW��IRU�H[DPSOH��SULRULW\�

LQ�SURPRWLRQV´��+50����� 

³7KHUH� LV� RXWFRPH� IRU� WKH� QHZ� HYDOXDWLRQ� VXFK� DV� SURPRWLRQ´�

(HRM25).  

³����WKH�HYDOXDWLRQ�OHDGV�WR�SURPRWLRQ´��+50����� 

³7KHUH� DUH� QR� RXWFRPHV� IRU� WKH� ROG� PHDVXUHPHQW�� H[FHSW� LQ�

SURPRWLRQV´��HRM24). 

FSM22 and FSM23 expressed their satisfaction with the performance evaluation 

because it has produced positive outputs, however, the members did not explain 

what kind of outputs led to their expressed satisfaction. In contrast, the HRMs 

attributed their satisfaction to the outcome of promotion. Nevertheless, the results 

have not shown whether there were any other performance outcomes other than 

promotions. 

Some negative comments were recorded about the new performance 

measurement system that has been adopted by Saudi universities. For example, 
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DV�RQH�+5�PDQDJHU�RXWOLQHG�³����However, the problem with the current evaluation 

LV�WKH�VWDQGDUG�FXUYH�«�ZKLFK�PHDQV�LI�\ou have, for example, 10 employees, 

so the evaluation score is divided among them, an excellent category, a very 

JRRG�FDWHJRU\��D�JRRG�FDWHJRU\��DQG�DQ�DFFHSWDEOH�FDWHJRU\´��+50�����Based 

on the information provided, under the new performance evaluation system, 

managers grade the performance of their direct reports on the basis of a pre-set 

ranking (i.e., Excellent, Good, Fair, Unsatisfactory, Fail) and not on the actual 

evaluation of performance, to avoid problems that might occur in the previous 

system (Lin and Kellough, 2019). Each category has to be awarded, whatever 

the performance (there might be low scores as well as high score). This method 

could pose a major risk to public sector employees and the issue should be 

rectified before it is expanded to other sectors, because it is unfair to give 

employees an unfair result, as performance standards that differentiate between 

employees become useless (Lin and Kellough, 2019). 

The second problem is that the current performance measurement system may 

not reflect actuality because subjectivity may still play a role in the measurement 

of employees: ³3HUIRUPDQFH�GRHV�QRW�UHIOHFW�RXU�UHDO�VLWXDWLRQ��(PRWLRQV�SOD\�D�

PDMRU�UROH� LQ�HYDOXDWLRQ´��+50�����1HJDWLYH�KXPDQ�UHODWLRQV��L�H��� IDYRXULWLVP��

are still a concern in the Saudi public sector. Indeed, as Harbi, Thursfield and 

Bright, (2016) found, favouritism has negatively affected performance evaluation 

in Saudi organisations. If the aforementioned point applies the "Standard curve" 

Al-Monhana Al-Meayari²distribution of evaluation based on categories (see 

HRM19)²there is likely to be fear of the possible effect of negative relationships 

on the evaluation process. Favouritism will be discussed in a separate section. 
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To conclude, both FSMs and HRMs agree that performance measurement is 

currently improved from the past where it was described as ineffective and not 

differentiating between employee performance rates. It is believed that Vision 

2030 has led to the introduction of a new performance measurement system. 

Saudi performance measurement standards are a hybrid of TPA and NPM 

models. Therefore, NPM is likely to face a challenge, as Saudi academics seem 

to focus on input standards that rely on the TPA model; however, no obstacle is 

expected as HR mangers focus on output standards (NPM model). Few HR 

managers foresee problems with the forced distribution of performance rates of 

the new Saudi performance system and anticipate that it will lead to more 

nepotism. 

6.2.6 Competition 

NPM models argue for increased competition. Hood (1991) proposes a shift fixed-

term contracts for public sector employees, while Osborne and Gaebler (1992) 

suggest that governments promote competition between service providers. In 

Saudi Arabia, public jobs are overwhelmingly��permanent, and public services are 

generally provided by the state. Therefore, specific questions were developed to 

investigate how competition is ensured, practiced and managed, and has 

changed at the Saudi universities to provide in depth knowledge RQ�9LVLRQ�����¶V�

impact on the HE sector, the economic and political drivers to implement NPM 

and the obstacles and challenges of introducing NPM in the context of Saudi 

Arabia with regard to competition. Significant categories emerged during the data 

analysis such as that changes were anticipated to improve competition, and 

competition challenges were also recognised. 
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The analysis shows that majority of FSMs and some of the HRMs expect changes 

to enhance competition in Saudi universities.  

³,� WKLQN� LW� ZLOO� EH� DIIHFWHG� E\� FKDQJHV�� WKHUH� ZLOO� EH�PRUH� FRPSHWLWLRQ´�

(FSM09). 

³&RPSHWLWLRQ�PD\�LQFUHDVH�ZLWK�WKHVH�FKDQJHV´��)60����� 

³&KDQJHV�PD\�LPSURYH�WKH�FXUUHQW�VLWXDWLRQ�>FRPSHWLWLRQ@´��)60����� 

³&RPSHWLWLRQ�PLJKW�EH�HQKDQFHG�E\�FKDQJHV´��)60����� 

³2I�FRXUVH��FRPSHWLWLRQ�ZLWK�9LVLRQ������ZLOO�QRW�UHPDLQ�DV�QRZ´��)60����� 

³,�DVVXPH�LW�>FRPSHWLWLRQ@�PD\�LQFUHDVH�ZLWK�FKDQJHV´��)60����� 

³+RZHYHU��,�H[SHFW�WKLV�VLWXDWLRQ�WR�EH�GLIIHUHQW�ZLWK�WKH�UHFHQW�FKDQJHV´�

(FSM27).  

³:HOO� \HV�� ,� WKLQN� Lf the change is positive, there might be positive 

FRPSHWLWLRQ´��+50����� 

³,�WKLQN�WKH�FKDQJHV�ZLOO�OHDG�WR�PRUH�FRPSHWLWLRQ´��+50����� 

Indeed, Vision 2030 aims to enhance the level of competition of the government 

sectors by according the private sector a role in the delivery of public services. 

The new university system supports this trend as it allows the autonomous 

universities to invest and partner with the private sector (MoE, 2020). Thus, the 

HE sector is likely now to be more competitive. In fact, the NPM notion of 

increasing the level of public sector competition (Walker et al., 2011; Lapuente 

and Van de Walle, 2020; Knafo, 2020) is quite similar to the new Saudi trend as 

ERWK� IRFXV� RQ� WKH� SULYDWH� VHFWRU¶V� UROH� LQ� VHUYLFH� GHOLYHU\�� ,Q� WKLV� FDVH��
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autonomous universities are not expected to face challenge when adopting NPM 

agendas.   

Indeed, it seems that the recent Saudi reforms, such DV�WKH�QHZ�FLYLO�VHUYDQWV¶�

performance evaluation, and the universities' autonomy have increased 

competition, especially in HR departments, as these responses indicate:  

³<HV�� WKHUH� LV�FRPSHWLWLRQ�HVSHFLDOO\�DIWHU� WKH� LQWURGXFWLRQ�RI�QHZ�SODQV�

and procedurHV��HPSOR\HHV�QRZ�FRPSHWH�ZLWK�HDFK�RWKHU�IRU�SURPRWLRQ´�

(HRM03).  

³7KHUH�LV�KHDOWK\�FRPSHWLWLRQ�DPRQJ�HPSOR\HHV´��+50����� 

³7KHUH�LV�FRPSHWLWLRQ��DQG�LW�DLPV�WR�JHW�WKH�MRE�GRQH´��+50����� 

)60����ZKR�KDV�VHYHQ�\HDUV¶�H[SHULHQFH�DW�XQLYHUVLW\�$��VXSSRUWHG�the previous 

interpretation:  

³,� WKLQN� WKDW� FRPSHWLWLRQ� ZLOO� LQFUHDVH� EHWZHHQ� XQLYHUVLWLHV� DV� ZHOO� DV�

between employees in case of the autonomy of universities and the work 

of each university separately. So, if that happens you will even find 

competition iQ�EHWZHHQ�XQLYHUVLWLHV� WR�DWWUDFW� WKH�EHVW� IDFXOW\�PHPEHUV´�

(FSM10).  

It is not surprising that competition is weak among Saudi's universities because 

all public universities are currently under one unified and central system. This 

system is the only way to control and manage universities. In return, universities 

must follow, be committed to and execute orders and instructions. This, therefore, 

limits the universities' ability to be creative, innovative, and proactive. Hence, 



296 
 

universities' autonomy, both financially and administratively, is expected to give 

the universities more freedom. Otherwise, competition might not improve. 

Another faculty staff envisions increased competition with the roll out of fixed-

WHUP�FRQWUDFW� V\VWHP�� ³&RPSHWLWLRQ�ZLOO� LQFUHDVH�Zith changes; for example, if 

FRQWUDFWV� >DUH@� DSSOLHG� WKHQ� FRPSHWLWLRQ� EHWZHHQ� HPSOR\HHV� ZLOO� LQFUHDVH´�

�)60�����$Q�+5�PDQDJHU�ZLWK� ��� \HDUV¶� H[SHULHQFH� VXSSRUWV� WKLV� VWDWHPHQW��

³:LWK�FRQWUDFWV�WKHUH�ZLOO�EH�GLIIHUHQFHV�EHWZHHQ�HPSOR\HHV��,W�ZLOO�VHUYH�WKH�ones 

who work more, who produce more, who have more ideas. However, with no 

contracts people who are working hard and who do not work hard are [treated 

WKH@�VDPH´��+50�����2QFH�DJDLQ��LW�LV�QR�VXUSULVH�WKDW�WKH�V\VWHP�RI�SHUPDQHQW�

employment that prevails in the Saudi public sector does not promote competition 

among employees and departments because salaries and incentives are paid 

based on the ranks and grades not on performance, creativity, and innovation. 

Thus, the shift from permanent jobs to fixed-term contracts, which are renewed 

SHULRGLFDOO\�EDVHG�RQ�SHUIRUPDQFH��DV�+RRG¶V��������PRGHO�SURSRVHV��LV�OLNHO\�WR�

create and enhance competition between workers because employees will feel 

the need to work more to ensure renewal and retention. It seems that the Saudi 

government paid attention recently to the importance of this issue as new 

academics are now hired on contract (MoE, 2020). 

According to the responses from a group of FSMs, however, competition is limited 

within universities.  

³&RPSHWLWLRQ�H[LVWV�Eetween members to provide useful things; but it is so 

VLPSOH��,�PHDQ�ZLWK�QR�HIIHFW´��)60����� 
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³:KDW�ZH�DUH�VHHLQJ�LV�D�SRVLWLYH�HIIHFW�RI�FRPSHWLWLRQ�RQ�SURGXFWLYLW\���)RU�

H[DPSOH��QRZ�GHSDUWPHQWV�ZRUN�YHU\�KDUG�WR�SURGXFH�PRUH´��)60����� 

³7KHUH� LV� QRW� HQough competition among members because everyone 

ZRUNV�LQGLYLGXDOO\�ZLWKRXW�D�SDVVLRQ�IRU�FRPSHWLWLRQ���¶¶��)60����� 

³&RPSHWLWLRQ�H[LVWV�EXW�LV�OLPLWHG´��)60����� 

³&RPSHWLWLRQ� KDSSHQV� EHWZHHQ� FROOHDJXHV� IRU� VSHFLILF� SXUSRVHV«´�

(FSM26). 

This view is perhaps supported by the earlier explanation for the weak 

competition at Saudi public universities. That is to say, the unified public HE 

system may not encourage universities to compete with each other, and the 

unified wage system is also restricting the competition among employees. Further 

reasons are given in later sections. As stated earlier, NPM models claim to 

enhance competition among public organisations and employees' through 

marketisation and private sector strategies. Likewise, the nHZ�6DXGL�XQLYHUVLWLHV¶�

trend aims to increase competition in the HE sector. 

The limited competition may be due to the lack of an incentive system as one 

FSM ZLWK� D� WRWDO� RI� ��� \HDUV¶� H[SHULHQFH� LQGLFDWHG�� ³&XUUHQWO\�� WKHUH� LV� OLWWOH�

competition at the university and the reason I think because there no reward like 

FRPSDQLHV´� �)60����� 7KH� SRVVLEOH� H[SODQDWLRQ� IRU� WKLV� LV� WKDW� 6DXGL� SXEOLF�

universities currently do not have an incentive system to reward the talented and 

creative employees. In other words, employees who are creative, innovative, and 

perform well are treated the same as others. According to MoE (2020), as the 

autonomous universities will be allowed to build their financial system 

independently, it is assumed that incentives will change for better. This is in line 
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ZLWK� WKH� K\SRWKHVLV� RI� +RRG¶V� �������PRGHO�� +RZHYHU�� 6DXGL� XQLYHrsities are 

recommended to review their incentive systems. 

The lack of awareness of the importance of competition is perhaps another 

reason behind the limited competition, as asserted by another )60�� ³7KLV�

phenomenon [competition] is weak at our university. Some people do not have 

DQ� DZDUHQHVV� RI� WKH� LPSRUWDQFH� RI� FUHDWLQJ� FRPSHWLWLRQ´� �)60����� ,W� LV� QRZ�

expected that this prevailing culture (no competition) will be different, in particular 

with the introduction of Vision 2030, universities' autonomy, and the introduction 

of employees' contracts. One FSM also attributed the lack of competition to 

ongoing public sector problems��³1R��,�KDYH�QRW�VHHQ�DQ\�FRPSHWLWLRQ�EHFDXVH�

we haYH� WRR� PDQ\� SUREOHPV� LQ� WKH� XQLYHUVLW\´� �)60����� 7KH� SXEOLF� VHFWRU�

problems that have been observed and discussed earlier such as the strict 

centralisation, negative bureaucracy, and the weak participation of middle and 

lower grade employees perhaps restrict the competition. 

Surprisingly, an HR manager stated that there is more conflict than competition 

EHWZHHQ�HPSOR\HHV��³7KHUH�LV�FRQIOLFW��WKHUH�LV�QR�FRPSHWLWLRQ��7KH�FRQIOLFW�LV�IRU�

self-assertion, for office, for authority, for making good relationship with officials, 

for SRVVHVVLRQ��WKLV�LV�WKH�FRQIOLFW�,�PHDQ´��+50�����7KHUHIRUH��WKLV�PD\�H[SODLQ�

why another HR manager would prefer cooperation between the employees 

UDWKHU� FRPSHWLWLRQ�� ³3HUVRQDOO\�� ,� SUHIHU� WKH� VSLULW� RI� FRRSHUDWLRQ� DPRQJ�

employees rather than competition. Based on that, competition is not within my 

DGPLQLVWUDWLRQ´��+50�����%RWK�+5�PDQJHUV�KDYH�RYHU����\HDUV¶�H[SHULHQFH�DW�

the same university. Conflict may arise in a workplace that gives authority 

unequally based on social considerations not on eligibility. Thus, the existence of 

conflict suggests these places may need an emergent intervention to change and 
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reform workplace behaviour. Cooperation in the other hand does not seem to 

exclude to competition; both can exist in one place.  

The research concluded that Vision 2030 through the new regulation of the 

universities raises and will continue to raise the competition between public 

universities and employees (Question 1). In addition, the aim of the recently 

adopted contract system at the autonomous universities is to enhance employee 

FRPSHWLWLRQ��4XHVWLRQ�����7KHVH�QHZ�WUHQGV�DUH�FRPSDWLEOH�ZLWK�WKH�130�PRGHO¶V�

orientation; therefore, NPM is not likely to face challenges in this regard (Question 

3). Several problems have been recognised to weaken the competition at Saudi 

universities, in particular those that have yet to achieve autonomy, such as being 

subject to one inflexible and unified management system that is close to the old 

bureaucratic style, lack of incentives, lack of participation and nepotism (Question 

2). Therefore, conflict has been created instead of competition. 

6.2.7 Section summary 

This section has analysed eight elements of the NPM models in Saudi 

universities. Many problems in the HE sector have been identified. First, the 

centralised system of universities is less flexible, restricts employee freedom and 

strongly adheres to regulation and rules. Second, the participation of middle and 

lower-level managers is weak, and they lack empowerment. Third, senior 

academics monopolise authority.  Fourth, there is weak competition among public 

organisations and also among employees.  Fifth, the incentives and salary 

systems are weak. Sixth is nepotism.  Arguably, these problems were among the 

main factors that influenced the government¶V�GHFLVLRQ�to implement Vision 2030.  
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Since its launch, Vision 2030 has had considerable impact. One of the greatest 

impacts is the introduction of a new system of autonomy for universities, which 

allows them to more freedom in setting up their financial, managerial, and 

academic aspects. This is why elements like accountability, quality and 

competition, have seen some improvement recently, including instituting a new 

performance measurement system for civil employees being issued. 

NPM is expected to face many challenges in the Saudi public sector. First, with 

respect to accountability, Saudi universities focus on input (procedures and 

process) accountability, while NPM focuses on outcomes' accountability. The 

second challenge is centralisation, as Saudi universities strongly adhere to 

bureaucratic centralised regulations and rules, whereas NPM disaggregates 

public organisations into small units and delegates power to lower managerial 

levels. The weak empowerment of lower-grade employees and academics who 

are non-position holders is the third challenge; NPM however delegates more 

authority to the lower grade workers. Since participatory management and citizen 

participation are seen as ineffective in the university sector, this represents the 

fourth challenge. The input-based quality standards that are used by Saudi 

universities is the fifth challenge; NPM measures quality by outputs. The sixth 

challenge is the use of ineffective and routine input criteria to measure the FSMs' 

performance, while NPM tends to focus on output measurement, which is 

currently used by Saudi HRMs. The last challenge is the lack of competition, 

especially for universities that have not achieved autonomy, because the NPM 

model supposes competition increases by participating in private sector methods 

and shifting to the contract system. Thus, all the elements except autonomy will 

pose a challenge to NPM except performance element in terms of non-
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academics' performance measurement and competition elements in terms of 

autonomous universities. 

6.3 Further public sector problems  

Bureaucracy and nepotism were briefly outlined in the literature review. However, 

because were not specifically examined within the framework of the NPM model, 

a theme was created under further public sector problems to discuss the 

prevalence of these two issues in the Saudi context, particularly as they were 

seen to be a big influence on Saudi management in the literature. Since the use 

of the semi-structured interview strategy allowed for the exploration of issues 

arising from the discussion, these two elements are discussed in this Chapter for 

a better understanding of the extent of their impact on the HE sector, and the 

extent to which they are likely to pose a challenge to NPM implementation. 

6.3.1 Nepotism 

As discussed in the literature chapters, scholars such as Al Otaibi (2015) and 

Common (2008) agree that KSA organisational culture is marked by features 

such as nepotism, which according to Styhre (2008) underlie the weakening of 

the public administration. For Aldossari and Robertson (2016) and Harbi, 

Thursfield and Bright (2016), nepotism has traditionally had a strong influence on 

recruitment, promotions and the outcome of the performance appraisal process 

in Saudi Arabia. Therefore, specific discussion concerning nepotism was 

developed to investigate the phenomenon at Saudi universities to provide in-

depth knowledge regarding the first three key resaerch questions. Significant 

categories emerged during the data analysis such as the occurrence and spread 
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of nepotism in Saudi universities, the role of technology and anti-corruption 

campaigns to eliminate the phenomenon. 

The analysis showed a large number of FSMs indicate the occurrence and spread 

of nepotism in Saudi universities. One interviewee stated that is it seen most often 

in senior position-holders. 

³7KH� SKHQRPHQRQ� LV� VWLOO� SHUYDVLYH�� HVSHFLDOO\� DW� WRS� OHYHOV�� )RU�

example, sometimes, top levels officials choose candidates not 

DFFRUGLQJ�WR�HOLJLELOLW\�FULWHULD´��)60����� 

³7KH�SKHQRPHQRQ�XQGRXEWHGO\�H[LVWV´���)60����� 

³<HV��LW�KDSSHQV���´��)60����� 

³1HSRWLVP�KDSSHQV�LQ�SXEOLF�VHFWRU��QR�RQH�FDQ�GHQ\´��)60����� 

³,W�PD\�RFFXU��EXW�YHU\�ZHDNO\´��)60����� 

³7KH�SKHQRPHQRQ�H[LWV��DQG�LW�LV�D�SDUW�RI�VRFLHW\�WKDW�ZH�FDQQRW�JHW�

ULG�RI´��)60������ 

³-XVW�SDVV�WKLV�SDUW�RI�WKH�TXHVWLRQ��EHFDXVH�ZH�DUH�OLNH�VDWXUDWed in 

LW��LW
V�HYHU\ZKHUH��LW
V�HYHQ�XQGHUQHDWK�P\�FKDLU´��)60����� 

³7KH�SKHQRPHQRQ�H[LVWV����µµ�)60����� 

³$� ORQJ� WLPH� DJR�� ,� ZRXOG� \HV� WKHUH� ZDV� WRR� PXFK� IDYRXULWLVP���¶¶�

(FSM11). 

Since the majority of the FSMs assert that the phenomenon (nepotism) is 

common in universities, it is evident that it is still occurring and poses a threat to 

the public sector, even if some people dispute its occurrence. The phenomenon 
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has become a prevalent characteristic of Saudi society, as one of the 

respondents mentioned; thus, saying that nepotism does not occur in Saudi 

culture would be a contentious statement. Al Otaibi, (2015) and Common (2008) 

seem to agree, noting that some negative cultural factors are present in the Saudi 

public sector, such as nepotism. The dominance of those in high, powerful 

positions facilitates the abuse of power (i.e., nepotism). This, however, is 

disadvantageous for the organisation, as incompetent employees could be put in 

positions where others would be more suited. A number of HRMs agree with 

FSMs, and confirm the occurrence of nepotism, particularly in recruitment.  

³7KH�SKHQRPHQRQ�H[LVWV��EXW�LW�KDV�EHHQ�FODPSHG�GRZQ´��+50���� 

 ³Yes, it happens, but it is not largely aSSDUHQW«´��+50����� 

³,W� KDSSHQV�� SDUWLFXODUO\� LQ� UHFUXLWPHQW�� WKH� UHDVRQ�PLJKW� EH� VRPH�

VRFLDO�FRQVLGHUDWLRQV�´��+50������ 

³,W� LV�HYHU\ZKHUH��HYHQ�LQ�WKH�SULYDWH�VHFWRU��,W�happens in hiring, in 

SURPRWLRQ��IRU�H[DPSOH��LQ�WUDQVSRUWDWLRQ´��+50����� 

Since HRMs are exercising HR functions, they have observed nepotism in 

employment and promotion. These two HR functions are very important and 

crucial in any sector, so, misuse of them poses a risk to the sector. Dahlström, 

Lapuente and Teorell (2012) argued the negative affect of nepotism on 

recruitment, and they have asserted that merit principle is important to achieve 

fairness. It seems therefore that merit principle is almost ignored. 

One of the FSMs and two of the HRMs believe that the widespread use of 

technology in the Saudi public sector has played a big role in the disappearance 

of the phenomenon of nepotism: 
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 ³���� )DYRXULWLVP� >ZDV�KDSSHQLQJ@�EHFDXVH�DOO� WKH� >ZRUN@�SURFHVVHV�

were manual. [However,] the electronic system reduces this 

phenomenon" (FSM11).  

³The use of technology helps the phenomenon to disappear" 

(HRM08).  

³,� EHOLHYH� WKDW� WKH� XVH� RI� WHFKQRORJ\� UHGXFHV� WKLV� SKHQRPHQRQ´�

(HRM25).    

The replacement of manual traditional methods by electronic programs limited 

the spread of favouritism because the work eventually became systematic and 

clear according to explicit procedures and steps that could not be manipulated. 

Technology has contributed to preventing deliberate and unintentional human 

errors. This is perhaps considered one of the achievements of Saudi Vision 2030. 

In addition, one of the HRMs attributes the disappearance of the phenomenon to 

the recent anti-FRUUXSWLRQ� FDPSDLJQV� LQ� WKH� FRXQWU\�� ³1HSRWLVP� KDV� EHHQ�

shrinking due to anti-FRUUXSWLRQ�FDPSDLJQ´��+50�����6DXGL�$UDELD�KDV�HQWHUed a 

new phase since the launch of Vision 2030. One of the agenda items of the Vision 

was to fight corruption and corrupt officials whoever they were. Consequently, the 

disappearance of the nepotism is likely to be attributed to the extensive anti-

corruption campaigns in the country. 

One FSM respondent suggested a solution to get rid of the phenomenon is for 

recruitment to be based on specialisation and competence rather than personal 

UHODWLRQVKLSV�� ³,W� LV� WUHDWHG� E\� JLYLQJ� WKH� EDNHU� KLV� EUHDG� >VLF@�� ZKLFK� PHDQV�

appoiQWPHQW� VKRXOG� EH� EDVHG�RQ� VSHFLDOLVDWLRQ´� �)60�����$QRWKHU� VXJJHVWHG�

WKDW� VXSHUYLVRU\� ERGLHV� VKRXOG� EH� DFWLYDWHG� DQG� ZRUN� SURSHUO\�� ³,W� FDQ� EH�
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HOLPLQDWHG� E\� JRYHUQDQFH� DQG� DFWLYDWLQJ� WKH� UROH� RI� UHJXODWRU\� DJHQFLHV´�

(FSM28). It is understood that while appointments are made according to 

nepotism, merit, competence and skill factors are in return ignored. 

Consequently, recruitment and selection must be based on neutral and 

systematic foundations far from causal human intervention as Dahlström, 

Lapuente and Teorell (2012) argued earlier. It is understood also that the level of 

public oversight of universities may be weak, especially on appointments. 

Therefore, this justifies the importance of public accountability.  

One of the HRM interviewees suggested that re-forming the relationship with the 

Lord (Allah, Subhanahu wa ta'ala -   ϰϟΎόΗϭ�ϪϧΎΣΑγ�ௌ) and implementing administrative 

automation may help to minimise RI� WKH�SKHQRPHQRQ��³7KH�VROXWLRQ� WR� IL[� LW�RU�

reduce it is to repair the relationship with Allah. In addition, administrative 

DXWRPDWLRQ�PD\�KHOS�UHGXFH�WKLV�SKHQRPHQRQ´��+50�����$QRWKHU�UHFRPPHQGHG�

WKDW�WKH�VWDWH�SXW�VWULFW�FRQWUROV�LQ�SODFH�WR�OLPLW�WKH�DEXVH�RI�SRZHU��³7KH�VROXWLRQ�

is to put in strong regulations to prevent any official from misusing DXWKRULW\´�

(HRM18). Self-monitoring is a type of oversight. The people of Saudi Arabia are 

Muslims. According to the Islamic religion, self-monitoring must be between the 

person and his/her Lord (Allah). Thus, it is believed that having a strong 

relationship with Allah would rid people of mistakes; so, this may be why one 

respondent inferred the necessity to re-DUUDQJH�RQH¶V�UHODWLRQVKLS�ZLWK�$OODK��,Q�

addition, as previously identified, accessible and transparent administrative IT is 

expected to reduce human error.  

As HRM18 indicated, strong government controls are expected to reduce 

nepotism; however, the centralised system in Saudi Arabia is supposed to be 

strong and tight, but it seems that oversight and accountability²as we discussed 
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earlier²is weak. 7KLV�FRUUHVSRQGV�ZLWK�$O�2WDLEL¶V��������DVVHUWLRQ�WKDW�nepotism 

is recognised as a one of the factors behind the failure of Weber's bureaucratic 

model in the Arab countries. This makes the study of the post-bureaucracy 

models in Saudi Arabia significant. On the other hand, some FSMs believe that 

there is no favouritism, as for example, appointments are made according to 

certain procedures.  

³,Q�P\�YLHZ��,�KDYH�QRW�VHHQ�DQ\�QHSRWLVP�DQG�WKH�UHDVRQ�SHUKDSV�

EHFDXVH�DSSRLQWPHQWV�QRZ�DUH�EHLQJ�VXEMHFW�WR�VSHFLILF�SURFHGXUHV´�

(FSM02).  

³,�KDYH�KHOG�VHQLRU�SRVLWLRQV�IRU�PD\EH�WZR�\HDUV��GXULQJ�WKDW�WLPH�ZH�

received many job applications - around 700 applications - I would 

VD\�,�QHYHU�PLVXVH�P\�SRVLWLRQ´��)60���� 

³,�GLG�QRW�QRWLFH�DQ\�RI�WKLV�SKHQRPHQRQ��DQG�WKH�UHDVRQ�LV�EHFDXVH�

the work is governed by regulations and rules. For example, 

appointing teaching assistants is following a specific and known 

SURFHGXUH´��)60���� 

Contrary to what has been previously identified as the existence of favouritism, a 

few FSMs appear to deny the existence of the phenomenon in Saudi universities. 

It should be clarified that before the analysis of the transcripts began, the FSMs 

who acknowledged the SKHQRPHQRQ¶V H[LVWHQFH� PDGH� µJHQHUDO¶� VWDWHPHQWV��

which suggests that their opinion did not relate to a specific factor such as 

employment. The minority denied that favouritism occurs, especially in 

recruitment and selection. Therefore, it is quite difficult to confirm the existence 
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or absence of the phenomenon due to the contradicting opinions among the 

FSMs. However, a logical analysis of the text can be given.  

It is understood that there are currently new and strict regulations that cannot be 

manipulated, especially since the launch of Vision 2030. Thus, recruitments are 

made on the basis of these strict regulations. This suggests the adoption of strictly 

centralised practices limits the possibility for favouritism to exist, thus, it is 

possible that these few FSMs might not have experienced or have been affected 

by favouritism. A minority of HRMs state that favouritism may not happen at all:  

³1R��LW�GRHV�QRW�RFFXU´��+50����� 

³1R��,�KDYH�QRW�QRWLFHG�DQ\WKLQJ�OLNH�WKLV´��+5M12).  

³1R��,�KDYH�QHYHU�VHHQ�QHSRWLVP�LQ�WKH�XQLYHUVLW\´��+50����� 

It is possible that these views could be explained by some of the reasons 

mentioned previously, such as technology, anti-corruption, strict centralisation, 

new employed, and lack influence of favouritism. 

To sum up, both FSMs and HRMs agree that nepotism occurs in Saudi 

universities. Academics see it more often in senior positions, while HR managers 

see it in HR practices such as hiring and promotions. Nepotism obstructs the 

application of the principle of competence and merit among the candidates, and 

highlights weaknesses in the Saudi universities' centralised system in terms of 

regulations, control and accountability, which answers Question 2. However, 

recently the phenomenon has started to disappear significantly, in particular with 

the wide use of technology (i.e. e-government), anti-corruption measures and the 

re-review of the regulations, and this answers Question 1. 
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6.3.2 Bureaucracy 

Although it is difficult to claim that NPM has eliminated bureaucracy or even that 

NPM is a completely different model from previous ones, bureaucracy itself leads 

WR�WKH�UHVWULFWLRQ�RI�WKH�LQGLYLGXDO¶V�IUHHGRP��LQLWLDWLYH�DQG�SRZHU��&RXUSDVVRQ�DQG�

Clegg, 2006), and a reduction in inefficiency and delays caused by red tape, 

reporting requirements and strict regulation (Kitana, 2016). The Saudi 

government follows the traditional model of management, in line with Max 

Weber's theory of bureaucracy (Mandeli, 2016). The system, however, is 

criticised for its over-centralisation, lack of employee participation, corruption, 

strict and complex rules and regulations, nepotism scarcity of qualified 

employees, over-staffing and lack of productivity (Common, 2008; Al Otaibi, 

2015; Biygautane, Gerber and Hodge, 2016). The discussion concerning 

bureaucracy was specifically developed to investigate the issue at the Saudi 

universities to provide in-depth knowledge on the impact of Vision 2030 on Saudi 

$UDELD¶V�EXUHDXFUDWLF�Panagement system; whether the system gave rise to the 

national reform plan²Vision 2030; and whether the system is likely to be a 

challenge to the NPM model. Significant categories emerged during the data 

analysis such as the perception of bureaucracy, the advantages and 

disadvantages of the Saudi bureaucratic management system, and the misuse 

of office. 

The analysis shows that, for some FSMs, the concept of bureaucracy is linked to 

the strict adherence to procedures, rules and regulations. On this basis, the Saudi 

public sector is considered close to the bureaucratic model.  
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³7KH� JRYHUQPHQW� DJHQFLHV� LQ� 6DXGL� $UDELD� DUH� FORVHVW� WR� WKH�

bureaucracy [model], which is committed to procedures, rules and 

UHJXODWLRQ���´��)60���� 

³%XUHDXFUDF\� LV� WR� ZRUN� ZLWK� D� VSHFLILF� PHWKRG� DQG� SURFHGXUHV��

&HUWDLQO\��EXUHDXFUDF\�LV�VWURQJO\�DSSOLHG�LQ�SXEOLF�VHFWRU�¶¶��)60����� 

³%XUHDXFUDF\� PHDQV� DGKHUHQFH� WR� UHJXODWLRQV� DQG� WKDW
s a good 

WKLQJ�´��)60����� 

³7KH�SKHQRPHQRQ�GHILQLWHO\�H[LVWV�DW�WKH�XQLYHUVLW\���´��)60���� 

³%XUHDXFUDF\�PHDQV�FHQWUDO�GHFLVLRQ-PDNLQJ�DQG�RIILFH� MXGJPHQW�´�

(FSM28).  

Accordingly, bureaucracy is seen as working according to systematic, regulated 

steps. In other words, tasks are completed by adhering to the procedures that 

were previously established. In addition, monopolising regulations, even for work 

interest, might disturb the work according to the bureaucratic understanding. 

Based on this description and interpretation, there appears to be a convergence 

RI� FRQFHSWV� EHWZHHQ� WKRVH� SDUWLFLSDQWV� DQG�0D[�:HEHU¶V� ������� GHILQLWLRQ� RI�

bureaucracy. Weber characterised it as regulations, top-down hierarchy, official 

documentation, in-depth training, full-capacity working, and general rules. This 

H[SODLQV�ZK\��LQ�WKHVH�LQWHUYLHZHHV¶�RSLQLRQ��EXUHDXFUDF\��DQG�:HEHU¶V�JHQUH�LQ�

particular, is practiced in universities. Vision 2030 seeks to update the public 

VHFWRU¶V�PDQDJHULDO�PHWKRGV��WKHUHIRUH��WKLV�VWXG\�SURYLGHV�Eroad insight of the 

Saudi situation through the examination of the NPM model. 
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Bureaucracy is a suitable administrative system because it achieves a number of 

advantages such as transparency, fairness, work organisation, equality, proper 

service delivery, and rejection of favouritism, as described by FSMs. 

³+RZHYHU��ZH�PXFK�XQGHUVWDQG� WKDW� WKH�EXUHDXFUDF\� LV�D�EHDXWLIXO�

VFKRRO����´��)60����� 

³%XUHDXFUDF\�LV�RQH�RI�WKH�EHVW�DGPLQLVWUDWLYH�V\VWHPV��%XUHDXFUDF\�

guarantees transparency and fairness. Bureaucracy has its features 

RI�IDLUQHVV��DQG�ODFN�RI�IDYRXULWLVP¶¶��)60����� 

¶¶7KH�SRVLWLYH�VLGH��RUJDQLVLQJ�ZRUN�LQ�D�ZD\�WKDW�JXDUDQWHHV�MXVWLFH�

DQG�HTXDOLW\�DQG�SURYLGLQJ�VHUYLFHV�IRU�DOO�¶¶��)60����� 

Some academics prefer bureaucracy as it adheres to a number of clear 

procedures, which make the transparency of work greater, unlike some 

administrative systems that may be interspersed with some ambiguity. 

Bureaucracy is also believed to achieve justice among employees. Likewise, 

Kitana (2016) states that bureaucracy provides power through its strict rules and 

regulations and top-down authority, the stability and predictability of work done 

by officials and consistent tenure in roles and responsibilities. This, however, 

implies that the administrative defect is perhaps not bureaucracy itself, but its 

misuse, as these respondents reported: 

³%XUHDXFUDF\� ZDV� PLVXQGHUVWRRG� DQG� PLVLQWHUSUHWHG� DV� ERULQJ�

URXWLQH�DQG�VORZ�SURFHGXUHV�LQ�WKH�$UDE�:RUOG´��)60����� 

³����%XUHDXFUDF\�PD\�EH�XVHG�QHJDWLYHO\��DV� LI�VRPH�RIILFLDOV� LQ� Whe 

event of delaying the completion of a transaction refer this to 

FRPSOLDQFH�ZLWK�WKH�UHJXODWLRQV�´��)60���� 
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Some academics and two HR managers attributed the boring routines with 

lengthy procedures, delay in completing transactions, and the complexity of work 

to bureaucracy. 

 ³7KH�EXUHDXFUDF\�LV�QRW� WR�IDFLOLWDWH�WKH�VHUYLFH�RI� WKH�EHQHILFLDU\�´�

(FSM22). 

 ³>� DQ� H[DPSOH� RI� WKH� QHJDWLYH� EXUHDXFUDF\@� P\� SURPRWLRQ� WR� DQ�

assistant professor took approximately 3-4 months, while a colleague 

of mine at another university promoted within two weeks. So, I think 

that the lengthy procedures and the large number of committees and 

GHSDUWPHQWV�FDXVH�WKLV�WKLQJ�´��)60����� 

³%XUHDXFUDF\� LV� LQ� P\� XQGHUVWDQGLQJ� D� SURFHVV� RI� D� WUHPHQGRXV�

number of procedures for a specific administrative transaction.  For 

example, you may find a very simple transaction is required five 

signatures to be approved. The transaction is not a big issue, it is 

simple, and any lower graded employee can sign and approve it. 

However, in the current structure, it still the same, I have to obtain 

many officials' signatures. Therefore, this for me is not logical; this I 

UHIHU�WKLV�WR�EXUHDXFUDF\�´��)60����� 

³%XUHDXFUDF\�RU�UHG-tape policy is when I need maybe 305 signatures 

and may be 3 thousand permissions to have this cup of tea from the 

FDIp� WKDW� LV�QH[W� WR�P\�RIILFH�HYHQ� LI� ,� FDQ�JR�GLUHFWO\�DQG� WDNH� LW�´�

(FSM27).   

This widespread criticism of bureaucracy is actually a criticism of the centralised 

system that has been adopted by the Saudi public sector. While some FSMs see 
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bureaucracy as the adherence to the regulations and the following of certain 

procedures, others believe that following bureaucratic procedures requires 

navigating numerous stages, departments, unites, and committees, and needing 

authorisation and approval from many officials, which obviously delay the 

completion of specific tasks. Similarly, as Kitana, (2016) reports, inefficiency and 

delays are caused by red tape. Therefore, the centralised bureaucratic system 

means that the decision-making authority is in the hands of a senior official, and 

therefore participatory management is weak at the universities. Thus, there 

seems to be a clash between the centralised bureaucracy of Saudi HE sector and 

the decentralisation premised on participative decision-making. Giving individuals 

broad freedom and raising public sector efficiency through private sector 

participation, to which public choice aspires in NPM (Hughes, 2003), is expected 

to be complex in light of the dominance of the Saudi bureaucratic system.  

One FSM interviewee opines that the computerised systems and governance at 

XQLYHUVLWLHV� LV�FRQVLGHUHG�D� W\SH�RI�EXUHDXFUDF\�� ³(OHFWURQLF�V\VWHPV�DQG�QHZ�

RUJDQLVLQJ�DUH�D�W\SH�RI�EXUHDXFUDF\´��)60�����)60���KDV����\HDUV¶�H[SHULHQFH��

As reported earlier, technology is seen as a method to speed up process and is 

therefore expected to solve problems arising from bureaucracy, such as routines. 

To conclude, some academics link the administration system of the Saudi HE to 

the that Max Weber¶V�PRGHO�Rf bureaucracy, which is described as adherence to 

procedures, controls, regulations, and documents. A few academics contended 

that there are some advantages to bureaucracy, such as transparency and 

fairness in the distribution of tasks. However, the majority of academics and some 

HR managers criticised the system as it slows down procedures, becomes 

routine and delays achievement. This indicates that the intended implementation 
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of NPM in Saudi Arabia may be difficult although Vision 2030 is currently seeking 

to modernise and improve the administrative systems of its agencies. 

6.3.3 Section summary 

This section has analysed two of the key Saudi public sector problems: nepotism 

and bureaucracy. Based on the findings, nepotism affects HR practices such as 

hiring and promotion, although it is practised less recently due to the impact of 

Vision 2030. Bureaucracy seems to represent the Saudi management system, 

which has some negative characteristics such as length of process, red tape and 

weak participation. For this reason, Vision 2030 seeks now to modernise its 

management system. Nepotism and bureaucracy are two obstacles to NPM. 

���� 7KH� FXUUHQW� DQG� IXWXUH� VLWXDWLRQ� RI� DFDGHPLFV¶ and non-DFDGHPLFV¶�
work conditions in the Saudi Higher Education sector 

This section aims to identify and understand the perspective of the Saudi FSMs 

and HRMs regarding the potential impact of NPM regarding some work conditions 

that were observed in the literature review chapter. The conditions are job 

security, job role, workload, work pressure and life-work balance, and morale. 

6.4.1 Job security 

As the literature review indicates, Saudi employees tend to prefer public sector 

jobs to private sector jobs for several reasons, including job security (Fakeeh, 

2009; Asfour and Khan, 2014). Meanwhile, several studies such as Hur and Perry 

��������.R]MHN��)HUMDQ�DQG�äQLGDUãLþ� ��������0DKRQ\�DQG�:HLQHU� ��������DQG�

Mussagulova and Van Der Wal (2019) affirm that job security decreased as a 

result of the reform agenda, such as NPM. Therefore, specific questions were 

developed to investigate job security at the Saudi universities to perceive the 
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likely impact of NPM policies on job security as a work condition. Significant 

categories emerged during the data analysis such as cultural perceptions 

regarding job security, and the anticipated decrease in job security when changes 

such as pay-related performance, fix-term contract and certain regulations are 

applied. 

The analysis shows a majority of FSMs and HRMs believe there is a widespread 

culture and concept that the public sector is safer and more stable than the private 

sector. 

³3HRSOH�SUHIHU�ZRUNLQJ� IRU� WKH�JRYHUQPHQW�EHFDXVH� LW� LV� VDIHU�DQG�

VWDEOH�´��FSM02).  

³Job stability is the basic factor for my choice to work for this 

university. The Saudi employee has a thought that the government 

MRE�LV�VDIH�DQG�VWDEOH´����)60����� 

³3XEOLF�VHFWRU�LV�PRUH�VWDEOH�WKDQ�LQ�WKH�SULYDWH�VHFWRU���)60����� 

³7KH�SUHYDLOing culture, work in the public sector is better than private" 

(FSM11).   

³7KH�VWDELOLW\�DQG�VHFXULW\�DUH�PRUH�DQG�JUHDWHU�LQ�SXEOLF�VHFWRU�PRUH�

WKDQ�WKH�SULYDWH�VHFWRU´��)60����� 

"In my view, government work has more advantages than the private 

sector, for example, job security, and more opportunities especially 

WKH�QHZ�HPHUJLQJ�XQLYHUVLWLHV�´�)60����� 

³-RE�VHFXULW\�LV�PRUH�LQ�WKH�JRYHUQPHQW�VHFWRU¶¶ (FSM23). 
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µ¶The government sector is better than the private sector in terms of 

job security¶¶ (FSM26).  

µ¶Career stability is more in the government sector, and if you compare 

it to the private sector, you find stability less¶¶ (FSM28).  

³,�FKRRVH�ZRUN�IRU�SXEOLF�VHFWRU�EHFDXVH�LV�PRUH�VHFXUH�WKDQ�SULYDWH�

sector" (HRM04).  

�*RYHUQPHQW�VHFWRU�LV�VDIHU´��+50����� 

³7KH� UHDVRQ� ,� WKLQN� LV� WKDW� WKHUH� LV� D� FRQFHSW� VSUHDG� EHWZHHQ� WKH�

permanent employees that public job is secure, safe and forever even 

LI�\RX�DUH�QRW�ZRUNLQJ�YHU\�ZHOO´��+50������ 

³7KH�SUHYDLOLQJ�FXOWXUH��ZKLFK�LV�WKDW�WKH�JRYHUQPHQW�LV�WKH�VDIH�SODFH´�

(HRM17).   

³7KDW�WLPH�PRVW�SHRSOH�ZDQWHG�JRYHUQPHQW�MREV´��+50������ 

³,�FKRRVH�WKLV�MRE�RI�FRXUVH�IRU�-RE�VHFXULW\���+50���� 

The possible explanation for this perception is that Saudi Arabia is an 

economically developing country, and thus of the public, private and voluntary 

sectors, the public sector is the largest. In addition, public sector regulations are 

totally different from private sector regulations in terms of the employment 

contract between the employee and the employer. Saudi public sector jobs are 

likely to be permanent, which obviously attracts workers as job security is higher 

�.R]MHN�� )HUMDQ� DQG� äQLGDUãLþ¶�� ������0XVVDJXORYD� DQG�9DQ� 'HU�:DO�� �������

while private sector jobs are almost always based on fixed-term contracts. Thus, 

employees in the private sector are perhaps subject to dismissal at any time due 
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to contracts not being renewed. This is what has made the Saudi public sector 

jobs more secure and stable. Consequently, most people prefer a permanent job 

than a fixed-term job that is subject to evaluation and budget scrutiny after each 

contractual period.  

However, this argument might be countered by the implementation of reforms. 

The analysis also showed that the majority of FSMs expect that job security will 

decrease with changes, the first being the focus on performance. 

 ³6HFXULW\�PD\� UHGXFH� EHFDXVH� LW� ZLOO� GHSHQG� RQ� WKH� SHUIRUPDQFH�

µµ�)60���� 

 ³7KRVH� ZKR� SHUIRUP� OHVV� ZLOO� SUREDEO\� KDYH� D� ORZHU� OHYHO� RI� MRE�

security; [in contrast] I think, no, there will not be influence for 

employee and WKH� PHPEHU� ZKR� ZLOO� PDLQWDLQ� KLV� SHUIRUPDQFH´�

(FSM16).  

³&XUUHQWO\�� WKHUH� LV� MRE�VHFXULW\��+RZHYHU�� ,�H[SHFW� LW�PD\�GHFUHDVH�

with changes in the future.  The reason is that the state will no longer 

secure the jobs for all workers; so, it is now the time of efficient, 

VNLOOHG��DQG�WDOHQWHG�HPSOR\HHV�¶¶��)60���� 

It is understood from this that performance evaluation will have little effect on 

those workers who perform well, but those on fixed-term contracts whose tenure 

is dependent on good reviews may experience concerns over their job security. 

Likewise, reforms like NPM are seen to reduce job security (Hur and Perry, 2016). 

Although fixed-term contracts will be utilised in the new Saudi university system, 

it has not been specified whether performance evaluation would affect contract 
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renewal or not. This means the reduction of job security is still under 

consideration. 

Interestingly, one FSM respondent stated that as job security is likely to be linked 

to performance, there would be concern about the impact of negative human 

relationships on performance evaluation:  

³/HW
V�VXSSRVH�WKDW�,�DP�D�QHZ�GRFWRU�ZKR�MXVW�MRLQHG�WKH�XQLYHUVLW\�DQG�D�

tension happened between the dean and me. I would guess my contract 

would not renew based on my performance. Therefore, this is the problem 

with contract; it might be based on personal consideration not on 

performance. Another example, some foreign faculty members' contracts 

KDYH�EHHQ�WHUPLQDWHG�EDVHG�RQ�SHUVRQDO�FRQVLGHUDWLRQV´��)60���� 

It is striking that FSM26 reported the impact that negative human relations can 

have on labour relations. It was highlighted earlier that such practices constitute 

one of the obstacles to the progress of the public sector reform that the state is 

trying to combat. This study confirms the need for objective supervisory 

processes within the Public Sector to prevent such occurrences. 

The second reason that may reduce job security is the transformation from 

permanent jobs to fixed term contracts as three FSMs and an HR manager 

stated. 

³,� WKLQN� WKH� DSSOLFDWLRQ� RI� WKH� FRQWUDFW� V\VWHP�ZRXOG� DIIHFW� WKH� MRE�

VHFXULW\´��)60������ 

³-RE� VHFXULW\� LV� H[SHFWHG� WR� OLQN� WR� FRQWUDFW�� ZKLFK� PD\� UHQHZ�

SHULRGLFDOO\´��)60����� 
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³,�H[SHFW�LW�>MRE�VHFXULW\@�PD\�GHFUHDVH�ZLWK�FKDQJHV�LQ�WKH�IXWXUH�����

Job security is linked to contracts, so when contracts are applied, job 

secuULW\�ZLOO�EH�DIIHFWHG´��)60������ 

³:LWK�FKDQJH��MRE�VHFXULW\�ZLOO�GLPLQLVK��DQG�,�think public sector will 

EHFRPH�OLNH�SULYDWH�VHFWRU��QR�SHUPDQHQW�MRE´��+5���� 

The possible explanation is that contracts will be based on specific criteria (i.e., 

performance evaluation, discipline, relationships, behaviour, etc.); when these 

criteria are met, contracts are renewed. Hence, FSMs and HRMs will be required 

to work more to meet the criteria. Practical studies such as Mussagulova and Van 

Der Wal (2019) support this argument and confirm reduced job security due to 

reforms. Therefore, job security is expected to decrease in the public sector, and 

permanent jobs are likely to be replaced by fixed-term jobs. 

On the other hand, two respondents (a faculty member and a HR manager) 

opined that changes would not affect permanent job security:  

"The level of job security at the public job is high ... While this fear is not 

KDSSHQLQJ�WR�WKH�SHUPDQHQW�HPSOR\HHV�DV�KLV�MRE�LV�VHFXUHG´��)60����� 

³:H�KDYH�KLJK�MRE�VHFXULW\��DV�D�Uesult, I do not think there will be risk at 

DOO´��+50����� 

Contrary to what was previously stated, permanent jobs are not expected to be 

affected by any changes. The possible explanation for this is that the new 

university system stipulates that new FSM recruitment will be under a contract 

system, while existing FSMs will remain on the permanent job system. 

Regardless of this interpretation, some empirical studies show that reform plans 

across the world have negatively reduced job security when replacing permanent 
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jobs with contract positions (Colley, 2019; Davidsson and Emmenegger, 2013). 

CHUWDLQO\� )60��¶V� FRQWULEXWLRQ� VXSSRUWHG� WKLV� VWDQFH�� ,Q� HIIHFW� WKLV� JLYHV the 

potential for a two-tier system whereby permanent contract employees are faced 

with increased job security compared to their fixed-term contract colleagues. 

Despite what has been said by the interviewees, contract jobs appear to reduce 

job security. 

The third reason for reduced job security is the change of regulations, such as 

regulations that stipulate the privatisation of some government sectors:  

³,�WKLQN�ZLWK�WKH�FKDQJH�RI�UHJXODWLRQV��MRE�VHFXULW\�PD\�UHGXFH´��)60����� 

³7KHUH�LV�MRE�VHFXULW\��DQG it will definitely be affected as it may decrease 

ZLWK�FKDQJHV�LQ�UHJXODWLRQV´��)60����� 

³7KHUH�LV�MRE�VHFXULW\�DQG�,�H[SHFW�LW�ZLOO�GHFUHDVH�LQ�WKH�HYHQW�RI�FKDQJHV��

for example, the transformation to privatisation will affect public sector as 

ZKROH´��)6M23). 

³1RZ�WKH�6WDWH�LV�LQ�WKH�ZD\�RI�SULYDWLVDWLRQ��WUDQVIRUPDWLRQ��DQG�SXWWLQJ�

up the contract system; therefore, the contracts negatively affect job 

VHFXULW\´��+50���� 

The new autonomous system in Saudi universities has not explicitly stipulated 

privatisation, but rather it has brought some methods similar to private sector 

strategies such as fixed-term contracts. Therefore, some of the respondents here 

see that the new system is expected to decrease job security similar to some 

studies (i.e., Davidsson and Emmenegger (2013); Hur and Perry, (2016); 

Mussagulova and Van Der Wal, (2019); Colley, (2019)) that have stated job 
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insecurity increases due to reform plans. However, some others disagreed saying 

job security would not change even if autonomous:  

³-RE�security is high at the university, even if it is independent it will remain 

VDPH´��)60������ 

³7KHUH�LV�MRE�VHFXULW\��DQG�LI�\RX�FRPPLW�WR�UHJXODWLRQV��VDIHW\�LV�PRUH��,�

GRQ
W�WKLQN�MRE�VHFXULW\�ZLOO�EH�DIIHFWHG�E\�WKH�FKDQJHV´��+50����� 

As employees under the new regulations (i.e., universities' autonomy, contracts) 

are expected to perform more than usual in order to secure their places, 

performance is expected to improve in return, and job security is not predicted to 

change. 

The fourth reason for a reduction in job security is the downsizing of some 

GHSDUWPHQWV��³<HV�PD\EH�ZKHQ�WKHUH�ZLOO�QRW�EH�GHPDQGV�IRU�VRPH�GHSDUWPHQWV��

MRE�VHFXULW\�ZLOO�EH�QHJDWLYHO\�DIIHFWHG´��)60�����$�SRVVLEOH�H[SODQDWLRQ�IRU�WKLV�

is that changes may lead to the downsizing of the government sector as NPM 

theoretically intends, and therefore some employees may be dismissed.  This 

justification corresponds somewhat with 'DYLGVVRQ�DQG�(PPHQHJJHU¶V� �������

affirmation, which reminds us that when governments introduce reforms such as 

changing employment contracts from permanent to short-term, one consequence 

is the legislative change that undoubtedly facilitates employers terminating 

contracts. It is concluded that Saudi public sector jobs are permanent; hence, job 

security is high. It has been identified that reform is expected to reduce job 

security, and Saudi workers do not seem optimistic about the new performance 

evaluation, as it may affect their job stability. 
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6.4.2 Job role 

$V�WKH�OLWHUDWXUH�FKDSWHUV�DIILUP��WKH�PDQDJHU¶V�UROH�LV�significantly emphasised 

in the NPM model. As Lægreid (2014) affirms, individuals play an essential role 

as managers are held more immediately responsible for their performance and 

WKH�ZRUN� RI� WKHLU� DJHQF\�� 6SHFLILFDOO\�� )HUOLH� HW� DO�¶V� �������PRGHO� IRFXVHV� RQ�

transferring power from professionals to management by reducing the role of 

bureaucrats and giving more freedom to managers. In contrast to these promises, 

%DUDOGL�HW�DO�¶V��������VWXG\�UHYHDOV�WKDW�WKH�UROH�RI�WKH�DFDGHPLF�ZDV�UHQGHUHG�

ambiguous as a result of organisational restructuring reforms in Pakistan. Specific 

questions were therefore developed to investigate the role of managers and 

academic staff at the Saudi universities to understand the likely impact of NPM 

policies on job role as a work condition. During the data analysis, the issue of 

agreement on role clarity emerged and whether it will be clearer in future with 

changes. 

From the responses below and the analysis, some FSMs perceive their job role 

to be clear.  

³-RE�UROHV�DUH�QRZ�FOHDUHU�ZLWK�9LVLRQ�������1RZ�WKHUH�LV�D�MRE�JXLGH�

for roles. The university is currently working on restructuring and 

developing a clear and comprehensive guide to everything" (FSM06).  

³-RE�UROH�LV�FOHDU�DQG�ZLOO�UHPDLQ�FOHDU¶¶��)60���.  

³7KLV�LV�SDUW�RI�WKH�JRYHUQDQFH��ZKLFK�ZH�ZRUN�RQ�QRZ��6R��WKH�VWDWH�

now is oriented toward the clarity of roles"(FSM11).  

³1R��IRU�PH�LW�LV�TXLWH�FOHDU�EHFDXVH�WKH�VWUXFWXUH�RI�WKH�GHSDUWPHQW�LV�

FOHDU�WRR�µµ�)60����� 
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¶¶-RE�UROH�LV�FOHDU��WKHUH�LV�QR�DPELJXLW\¶¶��)60����� 

³-RE�UROH�LV�FOHDU��LW�QHHGV�PRUH�FRPPLWPHQW¶¶��)60�����³,W�ZDV�QRW�

FOHDU�DW�WKH�EHJLQQLQJ��KRZHYHU��QRZ�LW�LV�FOHDUHU´��)60����� 

³0\�UROH�LV�FOHDU´��)60����� 

³7KH�MRE�UROHV�DUH�VRPHZKDW�FOHDU���¶¶��)60����� 

³0\�UROH�LV�DOPRVW�FOHDU����´���)60����� 

³1RZ�LV�FOHDU���´��)60���� 

The majority of FSMs in Saudi universities believe that the role for each member 

and employee is clear, and they attribute this in part to Vision 2030. The Vision, 

as previously explained, is a reform plan for the entire government sector. 

Therefore, it is indeed expected that the plan helps to clarify job roles through for 

example, requiring government agencies to clarify the organisational structure 

and preparing an explanatory guide for employees' role (clear job descriptions). 

The plan also requires some of the public organisations to adjust and change 

their structure, as it is assumed that a clear organisational structure helps to 

clarify the role of the employee. Employee commitment to their roles also seems 

important, as some employees may appear to attribute work failure to the lack of 

role clarity. 

HRMs also agreed with FSMs that job role is clear currently at Saudi universities 

because of the recent reforms.    

³6RPHWLPHV�WKHUH�UHPDLQ�VODFN�RI�FODULW\�RI�MREV�and roles. You may 

find an employee who does not know what he should do. This starts 

WR�GLVDSSHDU�ZLWK�UHFHQW�FKDQJHV´��+50����� 
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³,Q� IDFW�� QRZ� WKH� FLYLO� VHUYLFH� KDV� FODULILHG� DOO� SRVLWLRQV
� UROHV��

(HRM07).  

³3UREDEO\�WKHUH�ZLOO�EH�D�PRGLILFDWLRQ�RI�MREV���HRM08).  

³1RZ�� ZKHQ� ZH� VZLWFKHG� WR� DGPLQLVWUDWLYH� RSHUDWLRQV�� LW� EHFDPH�

FOHDUHU�� +RZHYHU�� SUHYLRXVO\�� WKHUH� ZDV� QR� FRPSOHWH� FODULW\´�

(HRM17).  

³,Q�WKH�SDVW�LW�ZDV�QRW�FOHDU��KRZHYHU��LW�LV�FXUUHQWO\������FOHDU��7KH�

reason is that in the past, the work was traditional and manual on 

SDSHU��EXW�QRZ�HYHU\WKLQJ�LV�HOHFWURQLF´��+50���� 

HRMs agree that the changes (i.e., Vision 2030) that are beginning to appear in 

the higher education sector have led to a clarification of the job role. The role that 

is played by the Ministry of Civil Service is one of the most prominent factors 

regarding the clarification of the HR employees' role, as it issued a clear 

statement and operational procedures on civil service job titles, ranking, grades 

and roles. In addition, the new regulation of the higher education sector is 

expected to help with the clarification of the roles. Moreover, the shift from 

personnel affairs to human resources management has helped to improve, 

clarify, and highlight employees' roles. Furthermore, the government's use of 

technology and electronic systems has contributed strongly to clarifying the role 

of the employees, unlike in the past where employees were work manually. 

Both FSMs and HRMs expect that implementing changes in the higher education 

sector will lead to greater job clarity. 

³-RE�UROH�ZLOO�EH�FOHDUHU�ZLWK�FKDQJHV´��)60����� 
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³,�WKLQN�WKH�UROHV�ZLOO�EH�FOHDUHU��IRU�H[DPSOH��WKHUH�DUH�VR-called job 

GHVFULSWLRQV� FDUGV�� ZKLFK� ZLOO� EH� FLUFXODWHG� WR� XV� DIWHU� D� ZKLOH´�

(FSM23).  

³,�WKLQN�FKDQJHV�PD\�PDNH�MRE�UROH�FOHDUHU´��)60����� 

³$XWRQRP\�PD\�PDNH�RXU�UROHV�FOHDUHU´��)60����� 

³,Q�IXWXUH�,�H[SHFW�LW�WR�EH�EHWWHU´��)60���� 

³-RE�UROH�ZLOO�EH�FOHDU�ZLWK�WKH�FKDQJHV´��+50����� 

³7KH�MREV�UROHV�DUH�FXUUHQWO\�FOHDU��DQG�WKH\�DUH�H[SHFWHG�WR�EH�FOHDU�

in futurH´��+50����� 

³-RE�UROHV�DUH�QRZ�FOHDU��DQG�LW�ZLOO�EH�FOHDU�LQ�WKH�IXWXUH�ZLWK�FKDQJHV´�

(HRM24). 

³7KH�MRE�UROHV�DUH�FOHDU��DQG�HYHU\RQH�NQRZV�ZKDW�UROH�LV�DVVLJQHG�WR�

KLP´��+50����� 

³:H� DOO� NQRZ� RXU� UROHV�� 7KHUH� DUH� PHFKDQLVPV� IRU� WKH� ZRUN� DQG�

guides for the procedures. So, I think it is ok now, and it might not be 

DIIHFWHG�E\�FKDQJHV´��+50���� 

A possible explanation for these responses is that expected changes such as the 

new higher education regulation may help clarify the job role of each employee. 

The new system stipulated a planned orientation towards autonomy for 

universities; therefore, job role is expected to be clear once each university 

becomes independent, as each university will have its own method of work. In 

addition, the fixed-term contract system is also expected to apply, thus, the 

contract is expected to include the expected role of the employee. This may 
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explain why some respondents expect clarity on their role based on such 

changes.  

On the other hand, there are a few FSMs who believe that job roles are not clearly 

defined in the universities:  

³:H� NQRZ�ZKDW� ZH� KDYH� WR� GR�� EXW� ,� ZRXOG say the role is somewhat 

unclear. However, if you compare that to another advanced public 

university such as King Saud University or the private university where I 

ZRUNHG�IRU�VKRUW�WLPH��LW�LV�WRR�FOHDU��³)60����� 

³7KH�WDVNV�DQG�MRE�UHVSRQVLELOLWLHV�WKDW�employees undertake are not clear 

LQ�WKH�JRYHUQPHQW�VHFWRU¶¶��)60����� 

Thus, a faculty member sees that universities should clarify the role more for the 

VWDII�� ³7KHUH� VKRXOG� EH� DQ� DFFXUDWH� GHVFULSWLRQ� RI� ZKDW� LV� H[SHFWHG� RI� WKH�

employee or faculty staff" (FSM02). One respondent compared the lack of role 

clarity with the advanced public universities and private sector universities; the 

possible explanation may be that some of the emerging universities are still new 

and need more time for their vision and mission become clear. Therefore, new 

emerging universities are advised and urged to do more in this respect. In 

conclusion, both FSMs and HRMs agree that the current job role in Saudi 

universities is clear, and it is even expected to become clearer in future. This is 

DWWULEXWHG�WR�9LVLRQ�����¶V�LPSDFW�DQG�WKH�QHZ�DXWRQRP\�DFFRUGHG�WR�universities. 

Both plans have helped to amend government agencies' structure, re-organise, 

and clarify the employees' job roles. 



326 
 

6.4.3 Workload 

In the OLWHUDWXUH�FKDSWHUV��LW�ZDV�UHYHDOHG�WKDW�WKH�SULYDWH�VHFWRU¶V�KLJK�ZRUNORDG�

is a factor influencing preference for public sector jobs in Saudi Arabia. A key 

NPM assumption is that the delegation of authority to managers reduces 

workload and pressure for officials and gives middle and lower managers more 

freedom and flexibility to act.  However, according to Gill-McLure (2014) and 

Willis et al. (2016), results indicate negative consequences of reform such as 

increased workload, which indeed reflects the reality of NPM reform. Hence, 

specific questions were developed to investigate PDQDJHUV¶�DQG�DFDGHPLF�VWDII¶V�

workload at Saudi universities to understand the likely impact of NPM policies on 

this condition. Significant categories emerged during the data analysis such as 

the reasons for increased workload in Saudi universities (e.g., non-academic 

tasks assigned to academic staff, increased number of students and classrooms, 

unqualified employees, lack of technical programs readiness, and length of 

procedures), and anticipated increases in workload with changes. 

The analysis revealed that for the majority of FSMs, several reasons account for 

their workloads. The first reason is the non-academic work that is assigned to 

FSMs such as the requirement to achieve quality and other administrative work.  

³���� RXU� WLPH�� DQG� HIIRUW� RQ� DGPLQLVWUDWLYH� DQG� TXDOLW\� ZRUNV� KDV�

LQFUHDVHG´��)60����� 

³7KH�PDQ\�DGPLQLVWUDWLYH�WDVNV�WKDW�GLVWUDFW�XV�IURP�WKH�PDLQ�WDVN�RI�

WHDFKLQJ�DQG�UHVHDUFK�FDXVH�XV�DQQR\DQFH´��)60����� 

³,Q�P\�RSLnion, the faculty member is somewhat oppressed, I do not 

say that because I am originally a faculty member, but rather because 
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the member is unfair to assign him tasks outside the field of 

specialisation such as committees and administrative tasks etcetera" 

(FSM06).  

³:RUNORDGV� QRZ� DUH� LQFUHDVHG�� � %HFDXVH� WKHUH� DUH� PDQ\� QRQ-

academic works such as quality works, curriculum works, academic 

accreditation works, research works which all take a major time of the 

FSMs" (FSM11).  

³:H�KDYH�WRR�PXFK�UHSHWLWLYH�TXDOLty work, which causes a burden... 

µµ���)60����� 

³:H�KDYH�EXUGHQV��7KH�UHDVRQ�LV�WKDW�WKH�WHDFKLQJ�VWDIIV�KDYH�ERWK�

DGPLQLVWUDWLYH�DQG�DFDGHPLF�ZRUNV�´��)60����� 

One of the most important and strongest reasons for the high workload of FSMs 

is the assignment of non-academic tasks and duties such as administrative work 

and quality achievement work, and the work of non-academic committees. The 

possible explanation for this might be either a lack of clarity of the job role of the 

FSMs; or that tasks are repeated frequently every semester, such as quality 

assurance; or that non-academic staff, especially in colleges, are not involved in 

the implementation of these tasks. Non-academic staff participation is considered 

one of the biggest problems of the university sector in Saudi Arabia. Therefore, 

universities should review and clarify of the job roles of lecturers, increase the 

participation of non-academics in the work of academics, and find solutions for 

recurring semester's extra work. 

Secondly, the increase in FSMs' workloads is related to the increased number of 

VWXGHQWV�DQG�FODVVURRPV�� ³7KH�ZRUNORDG�ZH�KDYH� LQ�FROOHJH� LV�YHU\� ODUJH��ZH�
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work over our limit. The reason is that we in the college have a very large number 

of students, large classes, and a massive teaching load that is not comparable to 

any other university,´��)60�����7KH�VFDUFLW\�RI�)60V�LQ�VRPH�XQLYHUVLWLHV��ZKLFK�

has accompanied by the expansion in the establishment of new universities in 

various cities of the Kingdom, as explained earlier, might be a proper explanation 

for that. This interpretation may be logical, as in the case there is a large number 

of teaching and office hours for the faculty members, then they are not expected 

to perform well in the remaining delegated tasks, especially the administrative 

tasks. Some HRMs added some other possible reasons for the increased 

workloads, such as the presence of unqualified employees, the lack of technical 

programs readiness, length of procedures and staff shortages.  

¶¶:H�KDYH�KLJK�ZRUNORDGV�ZKLFK�LV�GXH�WR�WKH�QXPEHU�RI�HPSOR\HHV�

EHLQJ�LQVXIILFLHQW�¶¶��+50����� 

³<HV�� WKHUH� DUH� KLJK� ZRUNORDGV�� DQG� WKH� UHDVRQ� LV� WKH� ORQJ�

procedures. For example, to adopt a specific thing, there will be a 

department council, a college council, a university council, and 

VSHFLDOLVHG�FRPPLWWHHV�����HWF�¶¶��+50����� 

³7KHUH�LV�WRR�PXFK�EXUGHQ��DQG�WKH�UHDVRQ�LV�VKRUWDJH�RI�VWDII��+HQFH��

WKHUH�LV�D�ZRUNLQJ�SUHVVXUH�ZH�KDYH´��+50���� 

Regarding the increased workload due to the presence of incompetent 

employees, it may be explained by the fact that the university employs low-skilled 

staff who are unable to adapt and carry out certain tasks. It may also explain the 

mistrust senior staff have of lower-level employees. It is clear now that 

centralisation increases workloads through the necessity to follow certain 
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administrative procedures. Regarding the scarcity of employees, certainly the 

lack of employees leads to the accumulation of work; in contrast, it has previously 

been explained that there may be no scarcity in non-academic jobs but rather a 

poor distribution of the workforce. Thus, there is a need to redistribute the 

workforce appropriately in order to help to reduce the workloads. Notably, HRM 

����ZKR�KDV����\HDUV¶�H[SHULHQFH�LQ�DQ�ROGHU�XQLYersity, attributed the increase 

of the workloads to the lack of e-JRYHUQPHQW�� ³(OHFWURQLF� SURJUDPV� DUH�

LQFRPSOHWH´�� +RZHYHU�� +50� ��� ZKR� KDV� ��� \HDUV¶� H[SHULHQFH� LQ� D� QHZO\�

established university stated WKDW��³7KHUH�LV�QR�ZRUNORDG��DQG�WKHUH�LV�QR��ZRUN�

preVVXUH��� GXH� WR� RXU� FXUUHQW� XVH� RI� HOHFWURQLF� VHUYLFHV´� �HRM24). As stated 

previously, the Saudi public sector, including the HE sector, utilises e-government 

FRPSUHKHQVLYHO\��%XW�+50��¶V�VWDWHPHQW�PD\�EH�LQWHUSUHWHG�WR�PHDQ�WKDW�some 

universities have not fully shifted to e-government. 

The statements below, made by a faculty member and an HR manager, show 

that they expect an increased workload once the public sector adopts private 

sector strategies:  

³130�ZLOO�LQFUHDVH�ZRUNORDGV�LI�LWV�VWUDWHJLHV�ZHUH�VLPLOar to private sector 

VWUDWHJLHV�����µµ�)60����� 

³,�WKLQN�P\�ZRUNORDG�LV�JRLQJ�WR�LQFUHDVH��EHFDXVH�LI�LW�LV�WRR�PXFK�ZRUNV�

now with current system, how it will be in case adapting a similar private 

sector system (+50���´�� 

These excerpts are supported by a number of studies, such as Gill-McLure 

(2014), Traianou (2015) and Willis et al. (2016) that said that reform, such as 

NPM that is inspired by the private sector thinking, has actually led to an increase 
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in workload. On the other hand, it seems that Saudi workers do not prefer 

switching to private sector regulations although Vision 2030 aims to activate the 

private sector role within the public sector. This creates a dilemma for NPM. Other 

faculty members also expect the workload to increase with any new changes in 

the university sector, a view which is also supported by some HR managers: 

³&HUWDLQO\�� WKH� ZRUNORDGV� ZLOO� LQFUHDVH�� EXW� LW� VKRXOG� EH� QRWHG� WKDW� WKH�

ZRUNORDGV�YDULHV�IURP�VHFWLRQ�WR�VHFWLRQ´��)60����� 

µµ7KXV��,�WKLQN�FKDQJHV�PD\�LQFUHDVH�ZRUNORDGV´��)60����� 

 ³&HUWDLQO\��DQ\�FKDQJHV�WR�RXU�FXUUHQW�ZRUN�ZLOO�OHDG�WR�ZRUNORDG�LQFUHDVH´�

�+50�����³7KHUH�LV�KHDY\�ZRUNORDG�now and I expect it will increase with 

FKDQJHV´��+50����� 

Naturally, consequences may follow changes in any system as the studies cited 

previously indicate (i.e. Traianou, (2015) and Willis et al., (2016). Therefore, the 

respondents expect that any change in the university system would automatically 

affect the workload. As previously outlined, autonomy and the application of fixed-

term contracts are among the changes that might occur in Saudi universities 

sector. Hence, it is expected that the autonomy of universities and the transition 

from permanent to contract jobs will cause an increase in workloads. However, 

while some respondents expect that changes may increase workload, some 

others expect that the new changes may improve the situation:  

³,�VHH�WKDW�VRPH�FKDQJHV�DUH�WDNLQJ�SODFH��DLPHG�DW�UHGXFLQJ�WKH�EXUGHQ´�

(FSM16).  

³,�WKLQN�FKDQJH�ZLOO�DGMXVW�RXU�EXUGHQV´��)60����� 
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This means, in theory, that new autonomy within Saudi universities may perhaps 

address the increases workloads. However, despite the many NPM claims, such 

as improving the public sector efficiency, in reality it seems to lead to workload 

increases (Worrall, and Seifert, 2009). Thus, expecting decrease in workload is 

complex. 

Interestingly, an HR manager sees that increased workload occurs only for 

RIILFLDOV�� ³,� WKLQN� WKHUH� LV� LQFUHDVHG� ZRUNORDG� on only some officials such as 

PDQDJHUV� DQG� VRPH� VHQLRU� HPSOR\HHV´� �+50�����Although there is no extra 

evidence to support this statement, a possible explanation for this may be the 

monopoly of power by senior positions, also, a lack of trust, participation and 

empowerment of lower and middle workers. As a result, workloads increased. 

The proposed solution is to involve the rest of the workers. According to one 

faculty staff member, workloads would not be affected by the new changes as job 

roles are clear at universiWLHV��DV�)60���VDLG��³,�WKLQN�WKH�ZRUNORDGV�ZLOO�QRW�EH�

affected, because the faculty member has a clear mission, which is teaching. 

7KHUHIRUH��DQ\�FKDQJH�ZLOO�QRW�DIIHFW�LW´���7KLV�LV�D�VLJQLILFDQW�SRLQW�DV��WKH�FODULW\�

of the employee's job role helps to reduce the workload in one hand, and in 

another hand this statement supports what has been explained earlier. 

To sum up, the lack of clarity of academics' job role, the repetition of the work, 

the increase in number of students, and the opening of more new universities are 

leading to an increase workload according to Saudi FSMs. While HR managers 

attributed the increase of the workload to the lack of employee skills, the length 

of central procedures, the poor distribution of employees, the senior-position 

monopoly of power, and the lack of trust, delegation and participation of lower 

and middle levels' employees. Some FSMs and HRMs expect that workload will 
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also increase due to the recent and expected future changes, in particular the 

adoption of concepts of private sector thinking. 

6.4.4 Work pressure 

As the literature indicates, governments around the world often exert significant 

pressure both on institutions and individuals in the public sector to seek 

mechanisms to increase efficiency, effectiveness, and quality. Therefore, specific 

questions were developed to investigate PDQDJHUV�DQG�DFDGHPLF�VWDII¶V�ZRUN�

pressure at the Saudi universitiesto understand the likely impact of NPM policies 

on this condition. Significant categories emerging during the data analysis include 

the likely increase in pressure because of changes, the current factor of increased 

work pressure at Saudi universities (e.g., increased workload, in some cases the 

ambiguity of job roles, and the shortage of workforces), the relationship between 

work pressure and incentives, and the role of technology in reducing the work 

pressure. 

The analysis shows that majority of FSMs and HRMs have experienced work 

pressure at Saudi universities and expect increases with the expected changes.  

³,� WKLQN� DOVR� SUHVVXUH� ZLOO� LQFUHDVH� RQFH� DQ\� FKDQJH� KDSSHQV´�

(FSM02). 

 ³7KHUH�LV�QR�GRXEW�WKDW�WKHUH�LV SUHVVXUH´��)60����� 

³7KHUH�LV�QR�GRXEW�WKDW�ZH�DUH�XQGHU�SUHVVXUH��,�GR�QRW�WKLQN�DSSO\LQJ�

QHZ�V\VWHPV�ZLOO�UHGXFH�SUHVVXUH´��)60���� 

³,�WKLQN�FKDQJH�ZLOO�LQFUHDVH�SUHVVXUH´��)60����� 

³:RUN�SUHVVXUH�PD\�LQFUHDVH�´��)60����� 
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³7KHUH�LV�VWUHVV��WKH�RQO\�EUHDk I have is when I'm teaching. I am not 

sure if the recent systems will treat pressure at all (FSM27).  

³,�WKLQN�LW�ZLOO�EH�PRUH�ZKHQ�FKDQJHV�DSSOLHG´��+50�����³,Q�IDFW��ZH�

KDYH�ZRUN�SUHVVXUH´��+50����� 

³<HV��ZH�KDYH�WRR�PXFK�SUHVVXUH�DW�ZRUN´��+50����� 

As explained in Section 6.4.4, the workload is currently high in Saudi universities, 

and it is also expected to increase in the future with changes. Hence, the pressure 

on workers will naturally increase, as some FSMs and HRMs comment later. 

However, although changes might increase work pressure, incentives are likely 

to increase as indicated by a faculty member and a HR manager:  

³:RUN�SUHVVXUH�PD\�LQFUHDVH��EXW�WKH�LQFUHDVH�LQ�ZRUN�SUHVVXUH�ZLOO�OHDG�

WR�DQ�LQFUHDVH�LQ�VDODU\�DQG�EHQHILWV´��)60����� 

³:RUN� SUessure absolutely will increase; however, there should by 

LQFHQWLYHV�LQ�UHWXUQ´��+50����� 

The incentive system is one of the proposals governments and public sector 

should consider, as it is might not be easy for workers to accept the increased 

work without return. Thus, to overcome the complaint regarding work pressure, 

incentives are advised.  

Based on these results, the increased work pressure has been attributed to 

multiple factors. The first factor is the increase in workloads.  

³<HV�� HVSHFLDOO\� LQ� WKH� ODVW� WZR� \HDUV� WKH� SUHVVXUH� KDV� LQFUHDVHG�

significantly ... an increase in workloads and increased work pressure. 

The reason is increased requirements: e.g., there is, for example, a 
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new university system, drafts for new programs, increased work, 

TXDOLW\��UHSRUWV¶¶��)60����� 

³<HV��DV�,�VDLG��,�WHDFK����KRXUV��VR��FKDQJH�ZLOO�ZRUVHQ�WKH�VLWXDWLRQ´�

(FSM14).  

³7KH�ZRUN�UHODWHG�WR�TXDOLW\�FDXVHV�D�SUREOHP��ZKLFK�LV�RYHUORDGLQJ�

WKH�IDFXOW\�PHPEHUV
�EXUGHQ��,�ZRXOG�VD\�����RI�WKH�IDFXOW\¶V�EXUGHQ�

relates to quality requirements. So, there is work pressure, and it is 

related to workloads and It might incrHDVH�ZLWK�FKDQJH�WRR´��)60���� 

It is clear that one of the essential reasons for increased work pressure is a rise 

in workload. It has been previously discussed that workload increases due to 

reasons such as the significant requirements of academic quality achievement, 

opening new colleges and universities, shortage of professionals and sometimes 

non-academics, lack of clarity of job role, among others. These may be some of 

the factors that lead to increased work pressure for FSMs. HR managers also 

attributed workload increases to high work pressure in the HR departments at all 

workplaces. HRM is at the heart of personnel governance (people policies) and 

management; it affects all departments, and it generates significant workload and 

pressure: 

³,Q�IDFW��ZH�have work pressure ... the pressure of work sometimes 

leads us to work during the weekends. The reason is that the 

department that we work in is the main artery that drives the 

XQLYHUVLW\´��+50����� 

³,Q� P\� FXUUHQW� ZRUNSODFH�� WKHUH� LV� D� ORW� RI� ZRUN� DQG� SUHVsure ... 

Currently, there is too much work pressure. HR department is one of 
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the vital departments in the university. Therefore, I would suggest 

imposing a reward system for people that work more may solve the 

problem "(HRM08). 

 ¶¶&XUUHQWO\� WKHUH� LV� SUHVVXre; the reason is that we are executive 

PDQDJHPHQW��VR�WKHUH�LV�D�ORW�RI�SUHVVXUH�RQ�XV��µµ�+50����� 

7KH� VHFRQG� IDFWRU� LV� WKH� DEVHQFH� RI� FOHDU� MRE� UROH� JXLGDQFH�� ³7KHUH� LV� ZRUN�

pressure. The reason is that some people take the tasks and the responsibilities 

of others. If there are clear job roles and clearer responsibilities, I think there won't 

be anything like this ... Impose performance evaluation ... clarify powers and 

responsibilities " (FSM11). This statement demonstrates the ambiguity 

surrounding job roles at Saudi universities, which was discussed in an earlier 

section. It also demonstrates that the lack of clarity on job roles causes workload 

increases, and subsequently an increase in work pressure, because employees 

lack clarity and work without a clear map or guidance on the tasks to be 

completed. However, finding a solution for the problem is likely to help reduce 

workload and pressure. 

The third factor is the shortage of workforce either academic or non-academics:   

³7KHUH� LV�ZRUN�SUHVVXUH��VRPH�colleges have many more students than 

RWKHUV´��)60����� 

³8QIRUWXQDWHO\�� ZH� KDYH� VWURQJ� SUHVVXUH� EHFDXVH�ZH� DUH� DQ� HPHUJLQJ�

XQLYHUVLW\��,Q�DGGLWLRQ��QHZ�FROOHJHV�RSHQHG�UHFHQWO\´��+50����� 

³7KHUH� LV� WRR�PXFK�EXUGHQ��DQG� WKH� reason is shortage of staff. Hence, 

WKHUH�LV�D�ZRUNLQJ�SUHVVXUH�RQ�XV´��+50����� 
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The possible explanation for this is that there is perhaps poor distribution of non-

academic workers, therefore, work accumulates in some departments. Regarding 

academic staff, it was also outlined that the expansion and establishment of new 

universities has led to a shortage of professionals; hence, a lot of work has 

accumulated. One faculty member believes that only those in senior positions 

experience LQFUHDVHG�ZRUN�SUHVVXUH��³)RU�PH��,�KDYH�KHOG�D�WRS�position for some 

time; of course, there was a pressure. However, now I am no longer in that 

SRVLWLRQ��VR�SUHVVXUH�LV�RN´��)60�����7KLV�LV�VLPLODU�WR�+50��¶V�HDUOLHU�FRPPHQWV�

RQ�ZRUNORDG��µ¶,�WKLQN�WKHUH�LV�LQFUHDVHG�ZRUNORDG�RQ�RQO\�VRPH�RIILFLDOV�VXFK�DV 

PDQDJHUV� DQG� VRPH� VHQLRU� HPSOR\HHV´�� %RWK� SDUWLFLSDQWV are from different 

universities, and their statements may be interpreted as senior staff may prefer 

not to delegate tasks to their subordinates, in an effort retain authority. Therefore, 

that logically leads to an increase in the workloads and pressure. The advice here 

is that participation may reduce workload and pressure. 

Technology seems a strong factor for limiting increased work pressure, as two 

+5�PDQDJHUV�DIILUPHG��³<HV��ZH�KDYH�WRR�PXFK�SUHVVXUe at work. Automation 

mD\�VROYH�WKH�LVVXH´��+50���� 3UHYLRXVO\��+50���LQIRUPHG�XV�WKDW�³Electronic 

SURJUDPV�DUH�LQFRPSOHWH´�DW�KLV�XQLYHUVLW\��7KXV��WKLV�H[SHFWDWLRQ�RI�WKH�VKLIW�WR�

automation means that the traditional manual work actually causes an increase 

in workload and pressure. Meanwhile, HRM24 still insisted that: ³7KHUH� LV� QR�

workload, and there is no "work pressure", due to our current use of electronic 

VHUYLFHV��VR��,�GR�QRW�H[SHFW�DQ\�FKDQJH�RQ�LW´���7KXV��WHFKQRORJ\�LV�FRQVLGHUHG�

one of the best solutions to fight the increase in workload and pressure. Also work 

pressure is seems to vary from university to university. 
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In contrast to what has been stated above, a minority of respondents experience 

no work pressure:  

³,Q�RXU�XQLYHUVLW\��ZH�GR�QRW� feel that there is work pressure, hence, no 

changes predicted" (FSM09).  

³7KHUH�LV�QR�ZRUN�SUHVVXUH��HYHQ�LI�ZH�FKDQJH��SUHVVXUH�PD\�VWD\�QRUPDO´�

(FSM28).  

³,�WKLQN�WKHUH�ZRQ
W�EH�FKDQJH�DV�,�VHH�QR�ZRUN�SUHVVXUH�LQ�P\�GHSDUWPHQW´�

(HRM18).  

The predication of FSM09 is directly attributed to his earlier statement about the 

HIIHFW�RI�MRE�UROH�RQ�ZRUNORDG��³,�WKLQN�WKH�ZRUNORDGV�ZLOO�QRW�EH�DIIHFWHG��EHFDXVH�

the faculty member has a clear mission, which is teaching. Therefore, any change 

ZLOO�QRW�DIIHFW�LW´��,n addition, the predication of HRM18 perhaps refers to his earlier 

statement: "I think there is increased workload on only some officials such as 

PDQDJHUV�DQG�VRPH�VHQLRU�HPSOR\HHV´��+50�����ZKLFK�LV�LQWHUSUHWHG�DV��RQFH�

there is effective empowerment and participation of middle and lower employees, 

WKHUH�ZLOO�EH�QR�ZRUNORDG�DQG�SUHVVXUH����)60���KDV���\HDUV¶�H[SHULHQFH�DW�D�

newly established university located in a remote city with less students compared 

to some older universities; hence, it is not surprising that work pressure is low. 

It is concluded that Saudi FSMs and HRMs in all five universities agree that work 

pressure is expected to rise with future changes. The factors that led to the 

increase in the workload are the same that led to the increase in work pressure. 

These are: the scarcity of academic workers in some universities, the poor 

distribution of non-academic workers, the increased number of students in some 

universities, the extra administrative work for academics, the weak participation 
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and empowerment of the lower and middle-level employees, lack of e-

government application in some universities and the job role ambiguity. 

6.4.5 Work-life Balance 

As discussed in the literature review, workload and pressure  may be affected by 

changes. In the Saudi context, the work-life balance of both managers and 

lecturers may be affected as well. Specific questions were therefore developed 

to investigate PDQDJHUV� DQG� DFDGHPLF� VWDII¶V� ZRUN-life balance at the Saudi 

universities to understand the likely impact of NPM policies on this condition. 

Significant issues emerging during the data analysis was the causality relation 

between increased workload, pressure, and life-work imbalance explicability for 

lecturers. 

The analysis of the results shows that a majority of FSMs confirm that their work-

balance is affected by the increase in workload and pressure. 

³)RU�PH�DV�D�IDFXOW\�PHPEHU��WKHUH�LV�D�GLIILFXOW\�LQ�EDODQFLQJ�OLIH�DQG�

ZRUN´��)60����� 

³,W�LV�GLIILFXOW�IRU�WKH�IDFXOW\�PHPEHU�WR�EDODQFH�KLV�ZRUN�DQG�KLV�OLIH�

because of the burden, research, teaching and administrative 

UHVSRQVLELOLWLHV´��)60����� 

³&HUWDLQO\�� WKHUH� LV� QR� EDODQFH� ZLWK� WKH� FXUUHQW� ZRUN� SUHVVXUH´�

(FSM14). 

 ³7KHUH�LV�QR�EDODQFH��ZRUN�FDXVHV�XV�JUHDW�SUHVVXUH´��)60����� 

³:RUN�LV�WDNLQJ�DOO�P\�WLPH��,�KDYH�QR�EDODQFH´��)60����� 
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³0\�ZRUN�DIIHFWV�P\�OLIH�QHJDWLYHO\��EHFDXVH�DV�D�IDFXOW\�PHPEHU�,�

workday time and night time, I have to prepare for lectures, I have to 

do research, I haYH�WR�UHDG�LQ�P\�VXEMHFW��VR�LW�LV�GLIILFXOW´��)60����� 

³&XUUHQWO\�,�VXIIHU�D�ORW�IURP�ZRUN��DQG�HYHQ�P\�IDPLO\�LV�GHYDVWDWHG�

E\�WKLV´��)60����� 

³5LJKW�QRZ��LW
V�D�QLJKWPDUH��,
P�VWUXJJOLQJ�WR�ILQG�D�EDODQFH�EHWZHHQ�

my personal life and my work, because the workload I have, I have 

too much work on my shoulder. That's why I come sometimes at the 

evening to my home. In the future, I'd say it's going be better, because 

whenever there is job description and fair task distribution, there will 

EH�EDODQFH´��)60���.  

It has been discussed in the previous sections that FSMs experience high 

workloads and work pressure due to the huge amount of delegated academic 

and non-academic work, shortage of workforce, lack of clarity of job role and 

weak participation, and so on. Therefore, this eventually leads to an imbalance 

between personal life and work. However, it is expected to reach a balance once 

workloads reduce. A minority of HRMs support the above statement:  

³There is fear of workload increasing, thus, it causes imbalance in work-

OLIH�PDWWHUV¶¶��+50����� 

³,W� GHSHQGV� RQ� WKH� ZRUN� ZH� GR�� 6RPHWLPHV�we go home at 5 o'clock. 

Sometimes we work over weekends. Of course, there might be a return 

IRU�RYHUWLPH�ZRUN��EXW�VWLOO��LW�DIIHFWV�RXU�OLIH´��+50����� 

³7KHUH� LV� QR� GRXEW� WKat there is pressure, but I personally try to find a 

EDODQFH�LQ�P\�SULYDWH�OLIH�DQG�P\�ZRUN´��+50������ 
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Although a number of HRMs have expressed imbalance between life and work 

and support the majority of FSMs for the same reasons that have been outlined 

above, they are still the minority. Therefore, the likely explanation for that is FSMs 

have higher workloads than HRMs, such as lectures, conferences, research, as 

well as extra administrative responsibilities; in contrast, HRMs are seen as merely 

doing office work. For this reason, a minority of HR managers may claim to 

experience work-life imbalance with some workload and work pressures. One HR 

PDQDJHU�EHOLHYHV�WKDW�LPEDODQFH�DOPRVW�DOZD\V�KDSSHQV�ZLWK�VHQLRU�VWDII��³7KHUH�

is no doubt that the officials arH�QHJDWLYHO\�DIIHFWHG�LQ�WKLV�UHJDUG´��+50�����7KLV�

UHPLQGV�XV�RI�DQ�HDUOLHU�VWDWHPHQW��³,�WKLQN�WKHUH�LV�LQFUHDVHG�ZRUNORDG�RQ�RQO\�

VRPH�RIILFLDOV�VXFK�DV�PDQDJHUV�DQG�VRPH�VHQLRU�HPSOR\HHV´��+50�����%RWK�

HRM17 and 18 work at the same university, and perhaps perceived that their 

senior officials control the authority.  It is natural that workload and work pressure 

increase, and consequently, life and work is likely to be unbalanced. Moreover, a 

minority of FSMs claimed to experience balance between life and work, and one 

of them has attributed that to good time management:  

³,�GR�QRW�ILQG�LW�GLIILFXOW�WR�EDODQFH��WKLQJV�DUH�JRRG�ZLWK�PH´��)60����� 

³)RU�PH� WKHUH� LV� D� EDODQFH�� ,� WKLQN� WKDW� LW� LV� QHFHVVDU\� IRU� HYHU\RQH� WR�

manage the time properly because you are humankind who in the end has 

FHUWDLQ�HQHUJ\��%DVHG�RQ�WKDW�,�GR�QRW�WKLQN�FKDQJH�ZLOO�DIIHFW�WKH�FDVH´�

(FSM26).  

³,W�LV�QRUPDO��DQG�QR�FKDQJH�H[SHFWHG´��)60���� 

Time management seems to be an essential factor that may reduce the negative 

consequences of the increased workloads, work pressure and work-life 
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imbalance. Both FSMs and HRMs should pay more attention to the way 

workloads are managed. Some may claim a high workload and ultimately 

imbalance between work-life, while there may be better ways to manage it.  In 

addition, there is a possible explanation that those members are not being 

delegated more work or are working in a remote university where the work is often 

not as much as at an advanced university. Meanwhile, a majority of HRMs 

reported their work-life to be balanced:  

"I do think my work-OLIH�EDODQFH�LV�QRUPDO�DQG�ZLOO�UHPDLQ�VR´��)60����� 

³,�DP�QRW�VXUH�LI�WKLV�DVSHFW�ZLOO�EH�DIIHFWHG�E\�FKDQJHV�RU�QRW´��+50�����

Yes, there is a balance. I do not think it will be affected" (HRM07).  

³,�ZRUN���hours daily. Once I have finished my work, I leave everything on 

WKH�GHVN�XQWLO�WRPRUURZ´��+50����� 

³:KDW�,�VHH�LV�D�EDODQFH�DQG�LW�PD\�QRW�FKDQJH��+50����� 

³<HV��IRU�PH�WKHUH�LV�EDODQFH��7KHUH�LV�QR�SUREOHP�ZLWK�balancing my life 

and work. It will not be DIIHFWHG�E\�WKH�FKDQJHV´��+50����� 

This perhaps explains why managers do not have as many academic tasks such 

as conferences and lectures, as is the situation with FSMs. To conclude, the 

majority of academics perceive that there is an imbalance between their personal 

life and work, due to the increased workload and pressure. In contrast, HR 

managers see that there is a balance, as they have no academic tasks. 

6.4.6 Staff Morale 

Staff morale is also a significant condition in transformation. Although models 

such as NPM criticised traditional public administration for reducing staff morale, 
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empirical results indicate low employee morale even in recent reform initiatives 

(Gill-McLure, 2014, Bessant and Mavin, 2016)). Hence, specific questions were 

developed to investigate PDQDJHUV¶�DQG�DFDGHPLFV¶�PRUDOH�DW�6DXGL�XQLYHUVLWLHV�

to understand the likely impact of NPM policies on this condition. Significant 

categories emerged during the data analysis such as the basis of the relation 

between changes and staff morale, and the likely of resistance of some changes. 

The analysis shows a connection between workers' morale and the anticipated 

changes in Saudi universities. The connection depends on the perceived benefit 

of the change.  

³,I� WKH�FKDQJH� LV�QRW�ZLWKLQ� WKH�HPSOR\HH¶V� LQWHUHVW�� WKHUH�PLJKW�EH�

GLVVDWLVIDFWLRQ´ (FSM13).  

³7KHUH�LV�QR�RQH�ZKR�ORYHV�FKDQJH��VR�HYHQ�D�IDFXOW\�PHPEHU�ZLOO�QRW�

ZHOFRPH�WKH�FKDQJH��XQOHVV�WKH�FKDQJH�LV�LQ�KLV�LQWHUHVWV´��)60���� 

 ³&XUUHQWO\��WKHUH�LV�VDWLVIDFWLRQ��+RZHYHU��LQ�WKH�IXWXUH��LW�ZLOO�GHSHQG�

on changes; so, when changes are in interest of the member, 

VDWLVIDFWLRQ�ZLOO�UHPDLQ�VDPH��DQG�YLFH�YHUVD´��)60����� 

In addition, a number of HR managers believe that the acceptance of the change 

is linked to interests:  

³,I�WKH�FKDQJHV�ZHUH�GHILQLWHO\�LQ�IDYRXU�RI�WKH�HPSOR\HH��WKHUH�

will be satisfaction, but if the changes are to the disadvantage of 

the employee, then surely there will be no satisfaction" 

(HRM07).  
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³,W�ZLOO�GHSHQG�RQ�WKH�FKDQJH��LI�WKH�FKDQJH�LV�LQ�IDYRXU�RI�WKH�

employee, there will be satisfaction, but if it is not in his favour, 

WKHUH�ZLOO�EH�QR�VDWLVIDFWLRQ´��+50����� 

³7KHUH� LV� FXUUHQWO\� VDWLVIDFWLRQ�ZLWK� WKH�JRYHUQPHQW� MRE��1HZ�

FKDQJHV�ZLOO�EH�ZHOFRPH�LI�WKH\�DUH�LQ�WKH�HPSOR\HH¶V�IDYRXU´�

(HRM19).  

³,�DP�VDWLVILHG�DQG�KDYH� OR\DOW\� WR�P\�ZRUN�� � ,I� WKHUH�DUH�QHZ�

changes and they have advantages, then I think morale will be 

EHWWHU´��+50���� 

Public sectors should clarify their goals and objectives when proposing to adopt 

specific reform and plans, because some employees might be dissatisfied with 

such change, unless the change is introduced to improve the employee's working 

conditions (i.e., wages, workloads etc). The new autonomy system for Saudi 

universities, which allows each university to build its own financial regulations, 

seems to support employees' interest because hypothetically, improved wages 

may lead to satisfaction (Canal-Domínguez and Wall, 2013). In contrast, reform 

has been seen to lead to a decrease in employees' morale (Gill-McLure, 2014; 

Bessant and Mavin 2016). An academic staff member cited fixed-term contracts 

DV�DQ�H[DPSOH�RI�WKH�FKDQJH�WKDW�PLJKW�RFFXU�LQ�XQLYHUVLWLHV��³Contract might be 

QHJDWLYH� IRU� OD]\� HPSOR\HHV� DV� LW� LV� UHQHZHG� HYHU\� \HDU´� �)60����� ,W� ZDV�

previously explained that the new regulation of Saudi higher education stipulates 

that fixed-term contracts are going to apply to new employees. The contracts 

were also reviewed earlier, and it was concluded some FSMs and HRMs 
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preferred their implementation whereas some do not. Therefore, there might be 

some dissatisfaction among those who do not prefer contracts. 

Therefore, FSMs expect a certain amount of resistance to change, especially 

those who prefer not to work harder:  

"I WKLQN�WKH�UHVLVWDQFH�ZLOO�EH�KLJK´��)60����� 

³7KHUH�ZLOO�EH�UHVLVWDQFH�WR�FKDQJH��1RZ�� MXVW�RQFH�VRPH�SHRSOH�KHDUG�

about changes, some people are resistant. People did not want change. 

The person who does not like to work is the one who does not accept 

FKDQJH´��)60����� 

"I think there will be a negative feeling toward changes for non-worker 

employees" (FSM11).  

¶¶6RPH�PD\�QRW EH�KDSS\�ZLWK�FKDQJHV�DQG�ZDQW�VWDELOLW\�ZLWKRXW�FKDQJH´�

(FSM06).  

One possible interpretation is that change may be considered as a threat to 

employees who do not want to work hard. The change that is likely to take place 

in universities will raise the level of competition among all employees. Therefore, 

those workers who do not want to work hard are expected to resist reform. 

Some HRMs support this statement and emphasised that change would not be 

accepted easily:  

³&KDQJH�FDQQRW�EH�DFFHSWHG�HDVLO\��VR�ZH�PLJKW�EH�DIIHFWHG´��+50����� 

³(PSOR\HHV�ZLOO� QRW� HDVLO\� DGDSW� WR� FKDQJH�� DQG� WKLV�PD\� IUXVWUDWH� XV´�

(HRM04).  
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³,�H[SHFW�WKHUH�ZRQ
W�EH�DFFHSWDQFH�RI�FKDQJH´��+50����� 

A possible explanation is that change may have significant impact (i.e., a salary 

adjustment, staff turnover); therefore, HRMs expect that change may not be 

easily accepted. For this reason, one faculty member believes it is difficult to face 

FKDQJH��EXW�WKDW�HPSOR\HHV�DUH�DGYLVHG�WR�DGDSW�WR�LW��³&KDQJH�LV�WDNLQJ�SODFH��

so it is impossible for anyone to stand up to any change. Change is like a 

VZHHSLQJ�WRUUHQW��:H�KDYH�WR�DGDSW�WR�LW´��)60�����$QRWKHU�)60�DOVR�EHOLHYHV�

WKDW� WKH� DFFHSWDQFH� RI� FKDQJH� GHSHQGV� RQ� WKH� LPPHGLDWH� FKDLU�� ³7KLV� IDFWRU�

depends on your boss, meaning even if there is a change, if you are comfortable 

ZLWK� \RXU� ERVV�� WKH� FKDQJH� ZLOO� QRW� DIIHFW� \RX´� �)60����� 0HDQZKLOH� DQ� +5�

PDQDJHU�OLQNV�WKH�DFFHSWDQFH�WR�SDUWLFLSDWLRQ��³0RUDOH�LV�QRZ�EDG��,�H[SHFW�LW�ZLOO�

be worse with the changes. The reason is, because there are no mentors, nobody 

asks us what will happen in the future, or what the change is! We just apply and 

hear about change and accept the results without any participation. We are part 

RI�WKH�FKDQJH�SURFHVV��ZK\�ZH�DUH�QRW�VKDUHG¶¶��+50����� 

 An appropriate explanation for this is that changes in Saudi Arabia are often 

issued by the higher authorities; therefore, the possibility of public sector 

employees rejecting such change is weak, hence, adapting and acceptance 

seems more appropriate than resistance. In addition, the role of higher-level 

officials in change management appears to be important, as they are expected 

to explain, interpret and clarify the change in advance for their sub-ordinates. 

Consequently, employees are highly likely to accept the change. Moreover, 

increasing commitment among employees could reduce resistance to 

organisational transformation (Baraldi et al., 2010). Employee participation and 

sharing opinions about change are expected to reduce the lack of acceptance of 
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and resistance to change as Al-Mohtaseb (2011) states, empowering faculty staff 

and managers leads to increased productivity, job satisfaction, and loyalty. Higher 

authorities therefore should rethink these points. 

The analysis shows that some of the FSMs are optimistic about the changes and 

believe that it will positively affect their morale and increase their satisfaction.  

³(PSOR\HH�PRUDOH�ZLOO�EH�SRVLWLYH�ZLWK�WKH�QHZ�FKDQJHV´��)60����� 

³6RPH� HPSOR\HHV� PD\� KDYH� KLJK� VSLULWV� DQG� EH� KDSS\� ZLWK� WKH�

changes" (FSM06).  

³,�WKLQN�\HV��ZH�DUH��DV�IDFXOW\�PHPEHUV�ZLOO�ZHOFRPH�WKH�FKDQJHV´�

(FSM21).  

³7KHUH� LV� MRE�VDWLVIDFWLRQ��DQG�ZLWK�WKH�FKDQJHV�� ,� WKLQN�VDWLVIDFWLRQ�

ZLOO�FRQWLQXH´��)60����� 

³,�DP�FXUUHQWO\�VDWLVILHG�DW�WKH�XQLYHUVLW\ and Yes I think change my 

increase my VDWLVIDFWLRQ´��)60���� 

This in one hand contradicts the studies that purport that change, especially NPM 

reform, led to decreased employee morale (Gill-McLure, 2014; Bessant and 

Mavin, 2016). On the other hand, it shows the importance of the satisfaction factor 

in changes. When individuals are satisfied with their work, the acceptance of 

change is likely to be high; however, when individuals are dissatisfied with their 

work, then the acceptance of change is likely to be a challenge. Thus, the 

satisfaction factor should be given close attention.  

Surprisingly, one participant believes that the changes have no connection with 

HPSOR\HHV
�PRUDOH��³,�GR�QRW�WKLQN�FKDQJHV�ZLOO�DIIHFW�RXU�PRUDOH�DV�XQLYHUVLWLHV�
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have so many numbers of employees, so even if the number is reduced, I think 

ZH�ZRQ
W�EH�DIIHFWHG´��)60�����7ZR�+5�PDQDJHUV�DOVR�KDYH�VXSSRUWHG�WKLV��� 

³<HV��ZH�KDYH�MRE�VDWLVIDFWLRQ��DQG�WKH�UHDVRQ�PD\�EH�GXH�WR�WKH�JRRG�

work environment, getting wages without delay, and promotion in time 

LPPHGLDWHO\��6R��,�WKLQN�FKDQJH�ZLOO�QRW�DIIHFW�XV�QHJDWLYHO\´��+50����  

³<HV��FRPSOHWHO\�VDWLVILHG��,Q�WKH�IXWXUH��,�GR�QRW�NQRZ�ZKDW�ZLOO�KDSSHQ´�

(HRM24).  

Both HR managers 24 and 25 work at the same university, therefore, the job 

satisfaction that has been expressed here by these respondents appears to be 

the reason for not expecting any effect from the changes.  

To sum up, the majority of FSMs and HRMs agree that morale will be affected 

whether positively or negatively based on the type of change. Although the reform 

in practice has been seen to lead to decreased morale, Saudi universities' 

autonomy is expected to improve salaries; thus, satisfaction may increase, which 

accordingly is expected to raise employee's morale. However, some FSMs and 

HRMs also expect that there will be resistance to change, especially from those 

employees who are not competing or working hard. Commitment, participation, 

and communication have been seen as appropriate ways to adopt the change 

6.4.7 Section summary 

This section has discussed and analysed six main work conditions, which are job 

security, job role, workload, work pressure and life-work balance and morale. 

These factors were used to identify and understand the perspective of FSMs and 

HRMs regarding the likely impact of NPM on these conditions. NPM is likely to 

reduce job security, increase workloads and work pressure for both FSMs and 
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HRMs. However, it is expected to increase the imbalance of academic work and 

life, while no effect is expected on HRMs in terms of this condition. The job roles 

of both FSMs and HRMs is likely to be clearer with NPM. Finally, FSMs and 

HRMs' morale is likely to increase if NPM leads to positive outcomes; it is also 

expected to decrease if NPM leads to negative consequences. 

���� 7KH� FXUUHQW� DQG� IXWXUH� VLWXDWLRQ� RI� DFDGHPLFV¶� DQG� QRQ-DFDGHPLFV¶�
salaries in the Saudi Higher Education sector 

The preference of Saudi employees for public sector employment over the private 

sector may have given rise to the low salaries in the sector. In addition, the 

WUDGLWLRQDO� EXUHDXFUDWLF� PRGHO�� ZKLFK� FKDUDFWHULVHV� WKH� 6DXGL� SXEOLF� VHFWRU¶V�

management system, was criticised as an inequitable and unfair structure of 

incentives and rewards Hughes, (2003). Some NPM models advocate for the 

contract system. Hood (1991), for instance, promotes the fixed-term contract 

system for employees and incentives for the organisation's outputs. 

Consequently, this led to the investigation of specific issues concerning the 

current salary and incentives system and the potential impact of recent changes 

on salaries and incentives at the Saudi universities, and the preference for public 

employment instead of private. Particular questions were developed to provide 

in-depth knowledge on the likely imapct of Vision 2030 and NPM on the salary 

and incentive system, the economc and political drivers to implement changes 

and reforms, and the challenges of introducing NPM.  

Based on the fourth question of this research concerning the likely impact of NPM 

on pay and work conditions, the final theme on the current and future situation of 

academics and non-DFDGHPLFV¶� VDODULHV� LQ� WKH�6DXGL�+(� VHFWRU�ZDV� FUHDWHG��

Utilising NVivo software for data analysis, the collected data were coded into 
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categories. From these categories, information was obtained on the satisfaction 

and dissatisfaction of the participants regarding the salary and incentive system, 

the demand of reforming the civil salary scale, the distinguish between academic 

and non-academic salary and incentives, the difference between the old and 

QHZO\�HVWDEOLVKHG�XQLYHUVLW\¶V� LQFHQWLYH�V\VWHP�DQG�WKH�OLNHO\� LPSDFW�RI�SULYDWH�

sector practices such as autonomy, and fixed-term contract and performance-

related pay on the public sector. 

The analysis shows that some of the FSMs are satisfied with the current wages 

system at Saudi universities. 

 ³,Q�P\�YLHZ��\HV��WKHUH�LV�VDWLVIDFWLRQ�ZLWK�ZDJHV´��)60�����³,�WKLQN�

WKH�ZDJHV�DUH�ULJKW�QRZ´��)60����� 

³<HV��,�DP�VDWLVILHG��DQG�ZDJHV�GR�QRW�QHHG�WR�EH�UHIRUPHG�EHFDXVH�

they are currently VXIILFLHQW´��)60����� 

³7KHUH� LV�VRPH�VDWLVIDFWLRQ�� ���´� �)60����� ³,�DP�VRPHZKDW�VDWLVILHG�

DERXW�P\�VDODU\´��)60����� 

 ³<HV��WKHUH�LV�D�VDWLVIDFWLRQ�ZLWK�ZDJHV�DQG�QR�FKDQJHV�DUH�UHTXLUHG�

LQ�WKLV�UHJDUG´��)60���� 

Although it has mentioned earlier that the salary system in the HE sector is 

unified, the possible explanation for this excerpt is that some universities perhaps 

have some freedom to give certain allowances to their academics such as a 

housing allowance. This may suggest why some FSMs are likely to be satisfied 

regardless of the voices that call for reform.  However, viewing this through the 

lens of Maslow's hierarchy (Bowen 2020) gives an understanding deeply rooted 

LQ� PRWLYDWLRQ� DQG� QHHG�� 0DVORZ¶V� WKHRU\� divides human needs into five 
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categories, starting with the basic physiological needs (food, warmth, water). 

:DJHV� DQG� LQFHQWLYHV� VDWLVIDFWLRQ� IDOO� XQGHU� 0DVORZ¶V� IRXUWK� WLHU� RI� QHHGV�

(Esteem ± one of the psychological needs) (Escardíbul and Afcha, 2017), which 

can only be addressed when the physiological needs are met. Sabharwal and 

Corley (2009), and Canal-Domínguez and Wall (2013) supported this trend, as 

they found that salaries, incentives and promotions were strong motives for 

satisfaction.  Therefore, paying attention to the esteem needs of the employees 

(Bowen 2020) will likely reflect positively in the performance of the organisation. 

Similarly, the analysis shows that a minority of HRMs are also satisfied about the 

current wages system at Saudi universities:  

³3HUVRQDOO\��,�DP�VDWLVILHG�EHFDXVH�P\�VDODU\�LV�KLJK�´��+50����� 

³,�DP�VDWLVILHG�DERXW�P\�VDODU\�´��+50����� 

³7KHUH�LV�VDWLVIDFWLRQ�UHJDUGLQJ�ZDJHV�´��+50����� 

These HRMS are in a senior position at the university; therefore, they are perhaps 

satisfied with their salaries. However, the findings show that the majority of HRMs 

are not satisfied with their current wages.  

In contrast, some of the FSMs seem to be dissatisfied regarding the current 

salary's system. 

³:DJH�VDWLVIDFWLRQ�LV�SRRU´��)60����� 

³6DWLVIDFWLRQ�DERXW�ZDJHV�LV�ZHDN�IRU�PH´��)60����� 

³,Q� WHUPV� RI� WKH� VDODU\� WRWDO�� LW� LV� DFFHSWDEOH�� KRZHYHU�� LQ� WHUPV�RI�

some allowances I do not agree. The basic salary is very low. In 2003 

I graduated and was employed immediately and received 18000 
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Saudi Riyal monthly, however right now my basic salary is 12000 

6DXGL�5L\DO��ORRN�DW�WKH�WLPH�GLIIHUHQFH��PRUH�WKDQ����\HDUV´��)60���� 

Although the FSMs who admitted dissatisfaction with salary are in the minority, it 

seems that faculty staff wage scale needs to be reviewed. Perhaps one of the 

reasons is the weak progress of salaries as FSM27 has stated.  The NPM model 

in universities links wages to the number of students in a way similar to 

companies that target more customers (Karpov, 2017). Thus, wages are not 

expected to be fixed in Saudi Arabia, as it is now. This suggests that, perhaps, 

NPM will not work effectively in Saudi Arabia. A faculty staff member has 

attributed such dissatisfaction with salary to the unified incentives system that is 

applied at universities:  

³7KH�FXUUHQW�XQLILHG�ZDJH�V\VWHP� LQ�SXEOLF�XQLYHUVLWLHV� LV�XQVDWLVIDFWRU\�

and illogical because the faculty member in the Faculty of Management is 

different from the faculty member in the Social Sciences. Salaries must 

vary from college to college. Take an example, such college has 13 

thousand students, and another college has a 3 thousand students.  Is it 

conceivable that the faculty members receive the same salaU\"´��)60���� 

It is understood that equal distribution of incentives among FSMs is unfair 

because there are some highly productive FSMs, and in contrast, there are some 

less productive staff members; likewise, there are colleges with small numbers of 

students and there are colleges with large numbers of students. Meanwhile, all 

FSMs in each college receive the same incentives regardless of the number of 

students. However, this justification may not be accurate, as the Saudi HE sector 

has a specific allowance for extra work. The teaching workload distributed 
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between FSMs is based on the rank of the faculty staff member; for example, the 

teaching workload for an Assistant Professor is 16 hours weekly.  So, if Assistant 

Professors teach more than 16 hours weekly then they are entitled to receive an 

extra allowance. However, although this system is currently applied (the teaching 

allowance), there still seems to be dissatisfaction with other incentives (i.e., 

administrative work etc), described by Gaus and Hall, (2015) as extra work on 

academics that deserves some remuneration. Therefore, administrative-related 

work is a big issue that must be considered by universities to achieve FSMs 

satisfaction. 

Some of the HRMs agree with FSMs, as they too have expressed dissatisfaction 

with the current wages. 

³)RU� WKH�QRQ-academic employee, I see, the wages that start from 

3000 riyals are very difficult with the current conditions of life" 

(HRM07).  

³7R�VRPHZKDW�QR�EHFDXVH�WKH�VWDWH�GHYHORSPHQW�LV�ELJJHU�WKDQ�ZKDW�

we see in our jobs. So as the country is developed, we need our job 

to be developed" (HRM08). 

³,W� LV�QRW�FRPSOHWHO\� IDLU��7KHUHIRUH�� LW� VXJJHVWHG� WKDW� WKH�VDODU\�EH�

UHYLHZHG��IRU�H[DPSOH�WKURXJK�LPSURYHPHQW´��+50����� 

³6DWLVIDFWLRQ�LV�ZHDN�RQ�WKH�FXUUHQW�VDODU\�VFDOH´��+50������ 

³)LQDQFLDO� LQFHQWLYHV� DUH� FXUUHQWO\� XQVDWLVIDFWRU\�� ,I� ,� DP� VDWLVILHG��

RWKHUV�PD\�QRW�EH�VDWLVILHG´��+50���� 
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It seems that HRMs are more dissatisfied than FSMs because, as stated earlier, 

there are two wage scales: the non-academic scale is much lower than the 

academic scale. An HR manager has attributed this dissatisfaction with wages to 

the major difference between academic and non-academic's incentives:  

³,�DP�QRW�VDWLVILHG�ZLWK�ZDJHV��EHFDXVH�WKHUH�LV�QR�MXVWLFH�LQ�XQLYHUVLWLHV��

For example, academics receiving a monthly allowance called 'emerging 

university allowance' and 'using-computer-allowance'; while we do not 

receive it. We, administers and academics, work together at the same 

XQLYHUVLW\��$OVR��ZH�XVH�WKH�FRPSXWHU�PRUH�WKDQ�WKHP´��+5025).  

Therefore, HRMs are also calling for more reform. HRMs are particularly certain 

that the wages of lower-grade employees are unfair:  

³,�WKLQN�HPSOR\HHV
�VDODU\�ZKR�DUH�LQ�ORZHU�UDQNV�PXVW�EH�FKDQJHG��WKH�

general salary scale of public staff needs changing and updating" 

(HRM17).  

³7KH� ORZHU� UDQNV�DUH�RI�FRXUVH�QRW�VDWLVILHG��EHFDXVH� WKHLU�VDODULHV�DUH�

OHVV�WKDQ�WKH�ZRUN�WKH\�GR´��+50����� 

It has been indicated earlier that there are two salary scales at Saudi universities, 

one for the FSMs and the other for the public employees. Regarding the public 

wage scale, it seems that the wages of the lower-grade employees are too low 

and need immediate reform. Employees in the lower grades are those who 

execute orders and undertake the work, so government should consider that.  

From another perspective, the FSM participants compared salaries between 

public and private sectors, showing that academics in the private sector receive 

PRUH�PRQH\�WKDQ�WKRVH�LQ�WKH�SXEOLF�VHFWRU��³,I�ZH�FRPSDUH�RXU�ZDJHV�KHUH�DW�
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the public university, the private sector is receiving more than us. The private 

university pays more for FSMs" (FSM11). This statement was also supported by 

DQ� +5� PDQDJHU�� ³<HV� PD\EH� FKDQJH� IRU� EHWWHU�� EHFDXVH� ZH� KDYH� VRPH�

colleagues resigned and work for private companies" (HRM08). The possible 

explanation might be that private universities are a for-profit sector. Thus, private 

universities pay FSMs more because they generate profits. In contrast, the public 

universities offer free services, where the government pays the FSMs' salaries. 

However, changes are expected to bring some balance between the public and 

private universities. Although, some balance may be achieved, the educational 

identity perhaps disappears as a consequence through the transformation to the 

market concept as some authors indicate, such as Molesworth et al. (2009), Arum 

and Roska (2011), Karpov (2017) and Hall (2018).  

Another surprising result that arose is that academics in newly established public 

universities seem to earn more money than those who working in the older 

XQLYHUVLWLHV�� ³:DJHV� DUH� YHU\� ORZ� FRPSDUHG� WR� WKH� ZRUN� ZH� GR�� (YHQ� DW� WKH�

universities level, the new universities are better off than the old ones. Generally, 

the salaries of faculty members are not good. I think the problem in the 

DOORZDQFHV��ZH�ZDQW�WR�PHUJH�WKH�DOORZDQFHV�ZLWK� WKH�EDVLF�VDODU\´��)60�����

The newer Saudi universities offer the 'new established university allowance,' 

which is almost an additional 20% of the basic salary. This allowance is paid to 

the FSMs to entice them to the new universities, which are located in remote 

regions. Experience has shown that prior to the allowance, recruitment and 

retention in remote areas was challenging. This system has resolved this issue 

by allowing those universities to pay this allowance and thereby attract the FSMs.  
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However, the FSM participants in this study are calling for a reform of the current 

wage's system by merging the basic salary with the allowances that they receive 

monthly:  

³,�WKLQN�WKH�SUREOHP�LQ�WKH�DOORZDnces; we want to merge the allowances 

ZLWK�WKH�EDVLF�VDODU\´��)60����� 

³:H�ZDQW�DOORZDQFHV�WR�EH�PHUJHG�WR�WKH�EDVLF�VDODU\´��)60����� 

³7KH�EDVLF�VDODU\�VKRXOG�EH�UDLVHG��,�VXJJHVW�WDNLQJ�RII�DOO�WKH�DOORZDQFHV�

DQG�PDNH�WKHP�DV�D�EDVLF�VDODU\´��)60������ 

6DXGL�)60V¶�ZDJHV�FRQVLVW�RI�WZR�PDLQ�FRPSRQHQWV��RQH�LV�WKH�EDVLF�VDODU\�DQG�

the second is the allowances. Sometimes, the allowances equal the basic salary. 

As an example, where an FSM earns 12000 Riyals as a basic salary plus 12000 

Riyals in multiple allowances, the total is 24000 Riyals monthly. The problem, 

however, is that when the FSM retires, their pension is calculated only on their 

basic salary (which is 12000 Riyals in this example). This is a strong motivator 

for FSMs wanting to merge the basic amount with the allowances. The possible 

explanation for not combining basic salary with the allowances might be that 

allowances are only paid for a specific purpose (i.e., for computers used during 

work); therefore, when the member retires, that purpose is irrelevant. In addition, 

if the two are combined, the government would find itself paying an extra amount 

rather what they deem is warranted.  

In this regard, HRMs have emphasised that public sector employee salary 

structure has to reform urgently, as well as the incentives system.  
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 ³7KH�RWKHU�ERGLHV�KDYH�EHHQ�UHIRUPHG��IRU�H[DPSOH�HGXFDWLRQ��KHDOWK���

which means some salaries are affected by changes, but the general 

FDGUH�KDV�QRW�FKDQJHG´���+50����� 

³7KH�FKDQJHV�ZLOO�QRW�DIIHFW�ZDJHV��XQOHVV�WKHUH�LV�D�FKDQJH�LQ�WKH�VDODU\�

VFDOHV´��+50����� 

³2QH�RI�WKH�UHIRUPV�LV�LQFHQWLYHV��LW�PXVW�EH�UHYLHZHG��KDUG�ZRUNHUV�PXVW�

EH�UHZDUGHG´��+50����� 

³I see financial incentives as one of the salary reforms; for example, 

housing allowance and medical insurance, these advantages are found in 

WKH�SULYDWH�VHFWRU�DQG�QRW�LQ�WKH�JRYHUQPHQW�VHFWRU´��+50���� 

One of the required reforms is the general salary scale reform, because the other 

VHFWRUV¶�VDODU\�VFDOHV��VXFK�DV�+HDOWK�DQG�0DLQVWUHDP�(GXFDWLRQ��KDYH�DOUHDG\�

been updated and reformed. In addition, the incentives' system has to be clear 

and precise in order to distinguish between those employees who are more 

productive and those who are less so. The current system treats everyone 

equally. A fair incentives' system is expected to motivate employees to work. 

Although the participants in this study still call for wages' reform, some studies 

like Taberner (2018) have found that wages have not improved as a result of such 

change.  

Regarding reform however, FSMs expect that changes such as autonomy, fixed-

term contracts and performance-related pay, may improve the wages:   

 ³7KHUH�PD\�EH�FRPSHWLWLRQ��DQG�GLIIHUHQW wages. Of course, NPM will 

FKDQJH�ZDJHV´��)60����� 



357 
 

³,� WKLQN� WKH� LQGHSHQGHQFH�RI� XQLYHUVLWLHV�ZLOO� LPSURYH�SHUIRUPDQFH��

increase competition, and thus increase wages. In addition, if such 

faculty member is not satisfied with his current salary, the system will 

DOORZ�KLP�WR�WUDQVIHU�WR�DQRWKHU�XQLYHUVLW\´��)60����� 

I think yes, wages will be affected. There may be an increase, 

HVSHFLDOO\�LI�FRQWUDFWV�DUH�DSSOLHG´��)60����� 

³1RZ� ZH� QRWLFH� VRPH� FKDQJH� DV� VRPH� UHZDUGV� DUH� OLQNHG� ZLWK�

SHUIRUPDQFH¶¶��)60����� 

³,�think if contract applied, there will be increasing in wages. I support 

performance related pay method, as it will encourage others to work 

PRUH´��)60������ 

³&RQWUDFWV� FDQ� EH� D� WRRO� IRU� LQFUHDVLQJ�ZDJHV�� WKHUHIRUH�� RXU� QHZ�

colleagues - who the new system may apply to them - they may get 

higher salaries than us; meanwhile they are lower ranking and less 

H[SHULHQFH�WKDQ�XV´���)60����� 

Likewise, HRMs believes that changes like contracts and performance-related 

pay would also enhance the wages.  

³,�WKLQN�ZKHQ�ZRUN�LQFUHDVHV��SD\PHQW�ZLOO�LQFUHDVH�WRR¶¶��+50������ 

³&HUWDLQO\��LI�ZH�DSSOLHG�130��IRU�H[DPSOH�FRQWUDFWV��SD\PHQW�ZLOO�

LQFUHDVH�MXVW�IRU�SHRSOH�ZKR�ZRUNLQJ�KDUG´��+50����� 

³<HV��,�DP�ZLWK�WKLV�V\VWHP��EHFDXVH�WKHUH�DUH�HPSOR\HHV�ZKR�DUH�

paid without work´��+50����� 
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³,� KRSH� WKDW� LW� ZLOO� FKDQJH�� IRU� H[DPSOH� FRQWUDFWV� ZLOO� JLYH� PRUH�

UHZDUGV� DQG� WKHUH� PD\� EH�� IRU� H[DPSOH�� PHGLFDO� LQVXUDQFH´�

(HRM19).  

³3HUKDSV�ZDJHV�ZLOO�EH�EHWWHU�ZLWK�FKDQJHV�LQ�IXWXUH´��+50���� 

Some of the FSM interviewees have commented on three main changes that 

might make major difference in the HE sector. The first change is autonomy. 

Autonomy would allow each university to have a unique wage scale that is 

completely different from any other university. Thus, competition will increase 

between universities, as well as some universities will be attractive for FSMs.  In 

contrast, the unified HE system that has been discussed earlier would not change 

the current situation. The second change is contracts. The application of 

contracts will perhaps raise the competition between the faculty staff members. 

In addition, contract renewal will be linked with some advantages.  Similarly, 

FSMs are expected to receive a number of offers. The third change is 

performance-related pay. This change would bring about the opposite to the 

current situation where FSMs are treated equally. Although, in reality, NPM 

reform has not improved wages (Taberner, 2018), Saudi universities are 

recommended to review these changes as soon as possible.  

Interestingly, one faculty member expects that private sector strategy adaptation 

by public sector would not change or improve the pay system:  

³$GRSWLQJ� WKH� SULYDWH� VHFWRU� V\VWHPV� ZLOO� QRW� LPSURYH� VDODULHV� DW� DOO��

because the private sector aims for profit. But there is an important point, 

which is that wages in the private sector may be better than the public 

sector, because the one who works more takes more, while in the public 
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sector if I work 12 hours, my salary is the same as that of 10 hours. 

Therefore, I am against the adoption of private sector regulations, 

LQFOXGLQJ�SULYDWLVDWLRQ´��)60����� 

This point was discussed earlier, and this study concludes that implementing 

change and the transformation of public universities has to be undertaken 

carefully, as the main mission of these universities is education, not profit. The 

reality is that NPM reform is generally characterised by marketisation of 

universities, decreases in the number of students (Hall, 2018), weakening of the 

students' educational outcome (Arum and Roska, 2011), and students becoming 

customers instead of being critical-minded academics (Molesworth et al., 2009). 

Therefore, changes in the HE sector are not likely to bring positive outcomes, but 

more likely to focus on to how to earn money (Judson and Taylor, 2014). 

6.5.1 Section summary 

The current and future expectations of salaries at Saudi universities have been 

outlined from the different perspectives of FSMs and HRMs in answer to the main 

questions of this thesis. It has been clear that FSMs are more satisfied with the 

current university salaries than the HRMs, particularly those who are in lower 

grades, because there is a specific salary scale and incentive system for the 

FSMs. It is also understood that salaries are a psychological need that 

governments and public sector employers, in particular, should consider.  

In contrast, there were few FSMs and some HRMs who were dissatisfied with the 

current salaries, especially those unskilled employees. Consequently, a call for 

reform has emerged. However, some studies, like Karpov (2017), which 

investigates reform in the HE sector, conclude that major negative results 
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occurred as a result of reforms, such as claims of the transformation of 

universities from educational providers into profit-seekers, failure to achieve 

wage improvement. One of the most important issues that has arisen is the extra 

administrative-related work that is assigned to the FSMs. This is classified as a 

managerial problem that FSMs face daily, as it has no allocated financial 

incentive in return. Therefore, this study recommends more attention to this issue. 

In addition, it has been shown that private universities fare better than public 

universities regarding wages, thus some FSMs have argued for reform. However, 

some of the empirical studies consulted show that adaptation of private sector 

style has brought negative consequences to the public sector.  

Both FSMs and HRMs have agreed about the need for change within the higher 

education sector. The current study has reviewed some changes such as 

autonomy, contracts, and performance-related pay, which are similar to what the 

private sector provides. However, although there might be some positive 

outcomes, there are possible negative consequences as some empirical studies 

have shown. It has been also identified that the marketisation of the higher 

education sector has made universities evolve into company-like organisations: 

FSMs and non-academic staff are service providers to the customer (the 

students). Specifically, in response to the thesis questions, this thesis contends 

that NPM implementation is unlikely to improve the wages, in contrast to what 

has been claimed. In addition, some major salary-related problems have been 

identified such as the low wages of the lower grade employees, the weak 

incentives' system of both academic and non-academics, the equal FSMs' wage 

scale system. These underlying problems probably led the government to 

implement its Vision 2030. 
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6.6 Chapter summary 

This chapter has discussed and analysed four main areas. The first section began 

with a discussion of the NPM elements within the Saudi context to answer the 

three main questions of the thesis; these elements were accountability, 

decentralisation, autonomy, empowerment, quality, performance and 

competition. It progressed to expanding the discussion to some of the elements 

that emerged during the interviews: nepotism and bureaucracy. This also helped 

to provide answers regarding the second question. The final section discussed 

work conditions: job security, job role, workload, work pressure, work life balance, 

and morale. This section investigated the likely impact of NPM on work 

conditions. It further discussed the salary element, examining the likely impact of 

NPM on salaries.  

The following chapter provides a conclusion to this discussion, presenting 

detailed implications of these findings and summarising suggestions for future 

research. 
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7. Chapter Seven: Conclusions, Implications and 

Recommendations 

7.1 Introduction 

This thesis examined four NPM models: Hood (1991), Osborne and Gaebler 

(1992), Peters (1996) and Ferlie et al. (1996), which provided the theoretical 

framework of the research, and also helped to recognise the repeated and the 

most common NPM elements among the models. Thereafter, the elements were 

examined in five Saudi public universities, where each institution represents a 

geographical dimension of the country. The investigation of these elements in a 

new context helped to identify the new transformation in the Saudi public sector 

(e.g., from public administration to public management), especially with the 

introduction of the new Saudi reform plan: Vision 2030.  

Data was collected using semi-structured interviews from two different groups: 

FSMs and HRMs. Issues such as the Saudi government pressure on the public 

sector, public sector managerial problems, and NPM challenges in Saudi context 

have been examined and analysed in all the five sites. The geographical diversity 

of sites chosen for the cases, such as the older universities (University A, B and 

C) and the newer establishments (University of D and E) helped to make a 

comparison between different perspectives.  

This conclusion chapter carries several sub sections. The first section presents 

the potential answers to and explanations of the four main questions of the 

research. The second section presents the contribution this study has made to 

the field. Practical and policy implications of the research are presented in section 
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7.4, with section 7.5 presenting the research limitations. Finally, the future 

research recommendations are outlined in section 7.6.    

7.2 Answers to the Research Questions  

This thesis has four main questions arising from gaps in the existing literature 

and the design of the theoretical framework regarding the likely impact of the 

implementation of NPM in Saudi public sector. In the next sub-sections which 

follow, the answers and possible explanations for the questions are presented.  

������:KDW�LV�WKH�LPSDFW�RI�6DXGL�$UDELD�JRYHUQPHQW�SROLF\�³9LVLRQ�

����´�RQ�WKH�+(�VHFWRU"� 

From the research findings, several examples of the impact of Vision 2030 on the 

Saudi public sector are evident, particularly in the HE sector. The first effect is the 

introduction of a new autonomy system for Saudi universities. Saudi universities 

throughout history have been managed and controlled by the central government, 

thus, this historical shift is one of the significant observed effects of the Vision 

2030. The new system allows autonomous universities to build their financial, 

managerial, and academic domains more freely. Competition is therefore likely 

to increase between the autonomous universities. According to the new system, 

the new academics will be appointed through fixed-term contracts instead of 

permanent contracts; therefore, competition is likely to be enhanced between 

academics as their renewal will based on specific standards such as 

performance.  

The second observed impact of Vision 2030 is the introduction of a new system 

to evaluate the performance of the civil servants based on output measurement, 

clear goals, and indicators. The new performance evaluation is completely 



364 
 

different from previous performance measurement, which was in essence an 

annual, routine procedure without any remarkable effect.  

In addition, Vision 2030 has improved the application of public accountability 

through two means: transparency and technology. For example, projects at 

universities are now managed and performed electronically giving increased 

opportunity for scrutiny, thus reducing the potential for negative individual 

behaviour. Furthermore, there is a clear development in quality assurance, 

whether academically by achieving institutional and academic accreditation, or 

administratively by using e-government. Finally, the Vision 2030 has been seen 

to reduce nepotism within universities through the wide use of technology (i.e. e-

government), anti-corruption measures and review of the regulations.  

7.2.2 What are the economic and political drivers to implement NPM 

in Saudi Arabia?  

The investigation of the NPM elements in the Saudi universities has revealed 

many of the problems of the universities' management. These managerial 

problems were likely to be among the political, economic and managerial factors 

that pushed the Saudi government to launch Vision 2030 and its reform initiatives. 

One of the problems highlighted is nepotism, which is strongly prevalent in Saudi 

society, especially in the public sector. Nepotism has been seen to weaken the 

control and accountability within the HE sector. In addition, the centralised 

management system of the universities seen to be inflexible, ineffective, lacking 

freedom, and demonstrating strong adherence to bureaucratic regulations that 

lengthen the managerial procedures, and delays the completion of tasks. This 
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system has been identified as a factor that weakens competition either among 

the universities themselves or among the employees.  

Moreover, senior academic and non-academic position holders have been seen 

to control the power. Therefore, there is weak empowerment, participation, and 

competition, in particular in the middle and lower-level employees. Furthermore, 

this research has found that performance evaluation of the universities' faculty 

staff members is ineffective because it relies on input criteria such as teaching 

methods, attendance, colleague's relationships and student feedback. The 

evaluation of non-academics was also ineffective, especially before Vision 2030; 

however, it has now improved due to the Vision, as stated earlier. Finally, it has 

been found that the salary system of lower and middle ranking' non-academics 

and the incentive system for both academics and non-academics is weak. This 

also has been seen to weaken competition.  

7.2.3 What are the obstacles and challenges of introducing NPM in 

the context of Saudi Arabia?  

The research concluded that there are some practices in the Saudi public sector 

that appear to be inconsistent with the NPM model and therefore pose a 

challenge to NPM. First, accountability is likely to present a challenge. In NPM, 

the focus is on outcomes and competition (Lægreid, 2014); however, this is not 

the practice in the Saudi HE sector. In Saudi, the top-down method is in effect, 

where strict rules are applied, and the focus is on input and procedure.   

The second challenge is the centralised administration of Saudi universities, 

ZKLFK�VHHPV�WR�IROORZ�0D[�:HEHU¶V�EXUHDXFUDF\�model (described as adherence 

to procedures, controls, regulations, and documents).  In contrast, the NPM 
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model adopts the position of fragmenting public organisations into small, 

decentralised units that deliver public services faster, easier and more efficiently. 

NPM also delegates authority to managers at lower administrative levels (Hood, 

1991; Osborne and Gaebler, 1992; Ferlie et al.�� ������� 6DXGL� XQLYHUVLWLHV¶�

structure is the opposite; therefore, it is expected to pose a challenge to NPM.  

The third challenge identified is competition. NPM is supposed to promote 

competition by decentralising public organisations and delegating more power to 

the other administrative levels. Saudi universities, especially those that have not 

yet become autonomous, are still subject to the unified centralised system, which 

means less freedom and competition.  

Participation and empowerment present the fourth challenge.  Under NPM 

authority is delegated to middle and lower-ranked employees, giving a major role 

to participatory management, and enhancing the role of citizen participation. 

However, the monopolisation of authority by senior academic and non-academic 

position holders and the lack of empowerment of lower-grade employees imply 

that empowerment and participation are likely to pose a challenge to NPM.  

The last challenge is performance. According to NPM, performance is evaluated 

based on outputs, goals and targets. However, Saudi academics' performance is 

still evaluated according to input criteria. This, however, is expected to pose a 

challenge to NPM. The performance of non-academic employees at Saudi 

universities is now measured similarly to NPM methodology, therefore, no 

challenge is expected.  
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7.2.4 In what ways are the impacts of NPM policies perceived by 

faculty staff members' and human resource managers' salary, and 

work conditions?  

This section presents the likely impact of NPM policies on work conditions based 

on the perspectives of Saudi FSMs and HRMs. The work conditions examined 

were job security, job role, workload, work pressure, work and life balance, and 

employee morale.   

First, public employment (both academic and non-academic) at Saudi universities 

is permanent, therefore, job security and stability are high. The results found that 

recent changes, in particular the autonomy of the universities, are likely to reduce 

job security because positions will be subject to contracts that are renewed 

periodically based on criteria such as performance. Likewise, NPM reform is 

expected to reduce the Saudi job security.  

Second, academics and HR managers' workload, and work pressure are 

currently high at all five universities. This is due to reasons such as the repetitive 

nature of the work, the increase in the number of students, the lack of employee 

skills, lengthy centralised procedures, the poor distribution of employees, the 

control of power by senior staff, the lack of trust, and the lack of delegation and 

participation of lower and middle-level employees. Therefore, it is unlikely that 

NPM will improve the situation. 

Generally, work-life balance is linked to workload and work pressure conditions. 

The results found a work-life imbalance in both FSMs and HRMs because of the 

increase of workload and work pressure. Therefore, NPM is not likely to improve 

this condition.  
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The likely impact of NPM on Saudi workers' morale is complicated as it relates to 

the benefits of change. For example, if change will improve the wages, then 

satisfaction and morale are likely to increase. In contrast, if the change reduces 

the wages, then dissatisfaction and even resistance are the likely result. 

Job roles, however, are expected to be affected positively. Currently, job roles 

appear to be clear at all the Saudi five universities for both FSMs and HRMs. This 

was due to recent changes such as ViVLRQ�������WKH�XQLYHUVLWLHV¶�DXWRQRP\��DQG�

the new regulation of civil employment. Likewise, the application of NPM is likely 

to lead to the same effect.  

Salary was the last element examined in the thesis. Although the research found 

that some FSMs and HRMs are satisfied with the current salaries, various 

problems were identified. The problems include the fixed salaries for academics, 

the low salaries of lower-grade non-academic staff, and the weak incentive 

system for academics and non-academics. Thus, it is unlikely that NPM will 

improve the salary situation in Saudi Arabia, as demonstrated by its failure to 

improve salaries.   

7.3 Research contribution 

Theoretically, this research was premised on several theories public 

administration that have defined public sector management over time. These 

UDQJH� IURP� 0D[�:HEHU¶V� HDUO\� FRQFHSWLRQV� RI� EXUHDXFUDF\� WKURXJK� WR� +RRG�

(1991), Osborne and Gaebler (1992), Peters (1996) and Ferlie et al. (1996), 

which were used to frame the study. Specifically, this thesis helps to create an 

NPM model for use other similar contexts, and, generally, contributes to 

understanding the reality and rhetoric of NPM.  
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Conceptually, this thesis was framed by four dominant NPM models and theories 

(Hood, 1991; Osborne and Gaebler, 1992; Peters, 1996; and Ferlie et al., 1996) 

of public management research. These models provided a strong analytical 

framework for the study, as most influential and repeated NPM elements were 

extracted (e.g., the element of performance), and used in the development and 

formulation of the interview questions and the thematic analyses. Using this 

framework, public sector reforms in Saudi Arabia were evaluated through the lens 

of HE professionals and faculty staff members. Key claims related to the NPM 

elements of accountability, decentralisation, empowerment, autonomy, 

participation, quality, performance, and competition were used as in the 

development of the interview protocols and thematic analysis, which allowed for 

the investigation of associated claims in the Saudi context. The utilisation of this 

conceptual framework facilitated development of the incisive questions posed in 

the interviews and the analysis of the data collected and the abductive inferences 

made concerning the possible implications of the implementation of the NPM 

model (Mitchell, 2018), given the current centralised TPA nature of the Saudi 

public sector (Al Otaibi, 2015; Common, 2008; Jabbra and Jabbra, 1998), 

including the HE Sector. For example, according to the respondents, the 

delegation of authority in a top-down manner (e.g., from the college Dean to the 

departments' heads, and from the HR department manager to sub-managers) is 

already practiced in Saudi universities, as a means of reducing the workload and 

pressure exerted on officials, and empowering middle and lower managers with 

the freedom and flexibility to act. In this way, decentralisation practices in Saudi 

XQLYHUVLWLHV�EHDU�VRPH�VLPLODULW\�WR�2VERUQH�DQG�*DHEOHU¶V��������130�PRGHO��

In addition, while scholars such as Al Otaibi (2015), Al-Rabeeah (2003), and Al-
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Hamad (1995) (cited in Al Otaibi, 2015) have discussed reforms at the national 

level, the application of this type of conceptual framework, premised on select 

NPM elements, for examining reforms, with a specific focus on the HE sector, is 

a novel approach. 

Empirically, this thesis contributes a significant amount of data on the 

implementation of aspects of NPM in a non-Western country. While scholars, 

VXFK� DV�$ODPUL� �������� KDYH� H[DPLQHG� VSHFLILF� DVSHFWV� RI� 6DXGL¶V�+(� VHFWRU�

reforms (e.g., the introduction of the King Abdullah Scholarship Program), this 

study provides a comprehensive overview of the Saudi HE sector and recent 

reform initiatives from two different perspectives: academics and non-academics 

in Saudi universities. Data was collected via interviews conducted with staff from 

five geographically dispersed Saudi universities (see List of Study Participants 

attached as Appendix Eleven). While scholars like Alkhazim (2003) have 

provided broad analyses of the Saudi HE sector, this study contributes to bridging 

the gap of updated empirical, particularly on the operational aspects of Saudi 

HEIs. The interviews conducted with the cross-section of participants provided 

essential empirical data and much needed insight into the operation of Saudi 

HEIs in the light of reforms enshrined in Vision 2030, and helps to achieve the 

research objective of collecting detailed information on the incorporation of NPM 

elements in the Saudi public HE sector. In addition, useful comparisons are to 

similar reforms in other contexts²both Western and Non-Western (e.g., 

Mansour, Heath and Brannan (2015) on the role of HR practitioners in pursuit of 

organisational effectiveness in UK HE Institutions; +RQJ�������RQ�&KLQD¶V�+(,V���

In summary, as discussed in Chapter Three, while the Saudi government has 

embarked on a number of reforms over the years, there is a paucity of studies 
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and reports on the outcomes of the reforms undertaken. This research study 

seeks to contribute to filling that gap.  A significant contribution of this research 

relates to its exploration of whether the reforms and consequences characteristic 

of the Western HE context (e.g., profit-oriented, weakening of academic freedom) 

are also present in Saudi Arabia, and  whether NPM implementation in the Saudi 

HE sector is likely to result in an indigenous Saudi model, in keeping with the 

claims concerning the contextualisation of imported models Wang et al. (2019, 

p.913) (cited in Malik et al. (2021) and Malik et al. (2021, p.5). 

Contextually, in the attempt to explicate the potential impact of the importation of 

the Western model of public sector reform, namely NPM, the study provides 

essential background information on the historical, social and cultural context of 

Saudi Arabia. The study highlights and explores in depth the contextual 

disparities between the Western countries where the model was conceptualised 

and tested (e.g., the UK, New Zealand and Australia) and Saudi Arabia, which is 

ruled by a monarchy and steeped the Islamic faith. The core tenets of the Saudi 

JRYHUQPHQW¶V�9LVLRQ�������ZKLFK�LV�DQ�LPSRUWDQW�VWHS�LQ�WKH�GLUHFWLRQ�RI�FRXQWU\¶V�

goal of achieving economic diversification are examined. These core tenets are 

explicated with a view to demonstrating the incorporation of select NPM 

elements. For example, the National Transformation Programme (NTP), which 

aims to strengthen the institutional capacity of the public sector (Al Surf and 

Mostafa, 2017), through the privatisation of state-owned public organisations, 

enhanced governance strategies, and a shift to HRM strategies which are 

indicative of a shift from reliance on TPA to the adoption some new concepts 

characteristic of NPM. Similarly, the Privatisation programme (PP), which aims to 

HQKDQFH�WKH�SULYDWH�VHFWRU¶V�UROH�LQ�WKH�SURYLVLRQ�RI�SXEOLF�VHUYLFHV�SURYLGHG�E\�
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the state and to improve the quality of services and thereby reduce costs, perhaps 

signals a major transformation with regard to NPM, as it authorises private entities 

to manage and own public assets. It is noteworthy that while there are no explicit 

statements indicating that the HE sector will be privatised, considerable financial, 

managerial and academic freedom has been granted to some universities under 

WKH� 6DXGL� JRYHUQPHQW¶V� UHIRUPV�� VXFK� DV� WKH� XQLYHUVLW\� DXWRQRP\� SURJUDP� 

Specifically, in regard to the HE sector, while a large volume of research has been 

conducted on reforms in the HE sector in western countries such as Switzerland 

(i.e. Tahar and Boutellier, 2013) and the UK (Mansour, Heath and Brannan, 

2015), there are few studies on the same topic in the Arab World, particularly in 

Saudi Arabia.  This study critically discusses and explicates recent reforms in the 

HE sector, such as increased autonomy accorded to universities and the 

emphasis on quality assurance, which allows for insight into the challenges and 

opportunities facing the implementation of NPM reforms in the Saudi context.  

From a practical perspective, there is no doubt that Vision 2030, as a reform plan, 

aims to improve the public service. In this regard, this thesis will contribute to that 

improvement through the practical and policy implications explored and the 

recommendations proffered for consideration at both government and 

organisational levels. For example, based on the responses collated during the 

interviews, it was concluded that even where accountability guidelines and 

regulations exist in the Saudi HE sector, they may not have been communicated 

adequately to the staff. Among the recommendations arising from this study is 

the need to be reconsider the communication strategy and procedural guidelines 

related to accountability, given that violations may occur due to ignorance of the 

procedures, therefore, there should be a clear mechanism and procedural 
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guidance. With respect to autonomy, with the implementation of the NPM 

framework, it is anticipated that universities will benefit from increased autonomy, 

accelerated decision-making, empowerment of middle and lower-level managers, 

increased competition, and more freedom and independence in their operations. 

In practice, however, research demonstrates that autonomy is complicated and 

may lead to increased public accountability, weakened participation in decision-

making, and increased academic workloads. In this regard, partial autonomy has 

been recommended by some scholars, and indeed, the new Saudi HE system is 

likely to be a semi-autonomous model with the government retaining control of 

authority. Based on the research findings, apart from autonomy, implementation 

of the NPM elements elaborated in this study in the Saudi context is likely to be 

challenging, given the particularities of Saudi traditions, socialization and culture.  

7.4 Research implication  

There are several practical and policy implications of this research. First, the 

program instituted to provide Saudi universities with autonomy was recently 

launched and is currently being tried in three universities. Policy makers were 

advised not to circulate the program to other public universities until the actual 

outcomes of autonomy were evident. In addition, they were advised to expand 

research in this field because, as previously discussed, autonomy leads to more 

oversight, public accountability, and a lack of academic freedom. 

Second, performance measurement at Saudi universities, whether for academics 

or non-academics, is close to an annual routine that has no effect, despite recent 

reforms. Therefore, measuring performance must be effective and link to 

outcomes such as promotions and incentives, as without this, there will be no 

difference between employees. In addition, policy makers should reconsider the 
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recently introduced distribution of performance grades because it perhaps limits 

creativity, thinking, and innovation. 

Third, the results indicated a lack of competition, participation and empowerment 

at Saudi universities, due to reasons such as control resting with the authority 

from officials. In practice, universities have to delegate some power to the 

managers at middle and lower organisational levels. Participation in decision 

making processes has to be enhanced among employees, in particular decisions 

that are not sensitive. Achieving this will eventually lead to improved competition, 

creating ideas, taking positive risks, and it will reduce the observed workloads 

and pressure. This process is supposed to eliminate the negative aspects of the 

centralised administration system of the universities. 

Finally, policy makers should update the general salary scale for non-academics 

because it was shown that was the only scale that has not been updated recently 

with the new reforms. For example, there have been changes in the salary scales 

of health and education sectors. In addition, there should be an explicit and clear 

system of incentives, whether for academics or non-academics. 

7.5 Research limitations  

There are some limitations of this research. The first limitation was the difficulty 

in contacting the participants. The researcher first invited the participations by 

email; however, this method was not successful as only two to four participants 

responded. This led to the researcher visiting the sites in advance and handing 

out the invitation letter in person, which took longer than planned, as some faculty 

staff members were out of office for lectures. Despite the challenges initially 

encountered, the site visits afforded the opportunity for personal contact with key 
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staff members in the research context and helped to instill trust and confidence 

in the research process.  

Secondly, the researcher is a sponsored student, and therefore the process of 

data collection had to be formal. The formality of the process helped to ensure 

ethical soundness and underscored the legitimacy of the process. In order to 

recruit participants for the study, the researcher required WKH� VSRQVRU¶V 

permission to travel.  Needless-to-say, this proved to be quite time consuming, 

but the opportunities derived from the travel were priceless. 

Thirdly, part of data collection occurred during a Saudi summer holiday and the 

Holy month of Ramadan, when the majority of FSMs and HRMs were on annual 

leave and official country holidays. As a result, the possibility of obtaining a 

sufficient number of the target samples in a short time was reduced. Nonetheless, 

the small sample allowed for meaningful and incisive exploration of the research 

questions and allowed the time necessary to fully interrogate additional themes 

arising out of the initial discussions, which may not have been included in the 

interview protocol. 

Fourthly, the respondents are native speakers of the Arabic language. 

Consequently, the interviews were all conducted and recorded in Arabic. The 

interviews were then transcribed into Arabic, and subsequently translated into 

English.  The scripts were then reviewed again to ensure that the translation 

matched the Arabic meaning as closely as possible. While this process took much 

longer than if the respondents spoke English directly, it provided an excellent 

means of checking and rechecking the scripts to ensure validity and credibility.  
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Finally, the research findings pertain to the Saudi Arabian context. Interestingly, 

Esposito, Gaeta and Trasciana (2017) examined administrative change in the EU 

as a cross-country empirical study on the contextual determinants of NPM reform 

rhetoric. Indeed, it may be argued that the findings from this research study 

maybe particular to the Saudi context, but they provide much needed data and 

insight in areas where there is an obvious dearth in empirical data, namely the 

reforms in the HE sector in Saudi Arabia, and the implementation of facets of a 

Western approach to public sector reform (i.e., NPM) in a non-Western context. 

In this regard, the case study on the implementation of Western NPM elements 

in the HE sector in Saudi Arabia is particularly ground-breaking, given the 

overarching influence of tKH�FRXQWU\¶V�UHOLJLRXV��VRFLDO�DQG�FXOWXUDO�WUDGLWLRQV��,Q�

the light of the insights revealed from the Saudi study, similar cross-country case 

studies in the non-western context are recommended.  

7.6 Further study recommendations  

Future study recommendations can potentially expand this research in a few 

different ways. First, although, this study was conducted in the Saudi context 

employing a Western theoretical framework, a study that links a Western country, 

for example the UK, which pioneered the model, and Saudi Arabia for 

comparative results between two different contexts. Second, this qualitative study 

is based on in-depth interviews and a small number of participants from five public 

universities; however, in future, it might be useful to conduct a large-scale study, 

using a survey that perhaps might include a large number of participants. Third, 

NPM is a wide term and model. This research has investigated a number of 

common elements. Therefore, in-depth study on each separate element might be 

necessary to gain a rich meaning and understanding, particularly in a non-
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Western country, such as Saudi Arabia. Fourth, an extensive study of the 

administrative models in Saudi Arabia is recommended. This research concluded 

that the Saudi public sector has commonly adopted the traditional public 

DGPLQLVWUDWLRQ� PRGHO�� 9LVLRQ� ����� LV� FXUUHQWO\� VHHNLQJ� WR� PRGHUQLVH� 6DXGL¶V�

administrative models. It is advisable then to test a number of traditional and new 

managerial models for appropriateness in the Saudi context. Fifth, Vision 2030 is 

a broad field of research. It has been included here as a reform plan, but there 

are several gaps to be filled (e.g., the Vision has launched a special program for 

privatisation, which is also a fertile field for research).  
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8. Appendices 

Appendix One: Consent for Access to Conduct Research 
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Appendix Two: Ethics Form 
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Appendix Three: Invitation Letter 

Dear 

My name is Naser Alhammami and I am a doctoral student at the Business School of the 

University of Wolverhampton, United Kingdom. I am in the process of writing my thesis and 

I am preparing to collect relative data for that purpose. My research aims to explore 'how the 

new public management (NPM) is likely to impact the higher education sector in Saudi 

Arabia'. In particular, this study seeks to examine the probable impact of NPM on faculty staff 

members and human resource managers in terms of pay and work conditions.   

Dr. Whyeda Gill-Mclure and Dr. Shaukat Ali are supervising this study; hence, hopefully by 

end of 2020 I will have the opportunity to present my results. The objective of this letter is to 

ask whether you, as a faculty staff member, would be willing to participate in this study. 

Please, feel free to ask any questions you may have about this research project at any time. 

Kindly, find the attached an information sheet regarding the study, and a consent form that 

you should sign if you are willing to participate. The form will be collected at the interview. I 

would be very grateful if you could let me know the most convenient date, time and venue 

for conducting this interview.  

Thank you for taking the time to read this, and I look forward to hearing from you. 

Kind regards, 

Naser Alhammami 

Research Student, School of Business and Management 

Faculty of Social Science, University of Wolverhampton 

Room 412, MU building, WV1 1SG 

Tel: [number redacted]

Student Email: [e-mail address redacted] 
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Appendix Four: Information Sheet 

Thesis Title: 

Investigating the Likely Impact of New Public Management on Human Resource 

Managers and Academic Lecturers in the Saudi Arabian Higher Education Sector 

Study Abstract: 

Since 2015, the Saudi government has sought to reduce the expansion of the 

public sector and improve the efficiency, effectiveness, and quality of its services 

by adopting Vision 2030 (The Vision 2030 of The Kingdom of Saudi Arabia). 

$FFRUGLQJ� WR� $OPDVRXG� ������� ���� µ6DXGL� 9LVLRQ� ����� LV� D� ZLGH-ranging 

privatization and economic reform program that aims to reposition the Kingdom's 

economy away from its dependence on oil export revenues and government 

spending. It encompasses strategic objectives, targets, outcome-oriented 

indicators, and commitments that are to be achieved by the public, private, and 

non-SURILW� VHFWRUV� LQ� WKH�NLQJGRP¶��7KLV� WKHVLV�DUJXHV�� WKHUHIRUH�� WKDW� WKH�QHZ�

orientation of the Kingdom is naturally economic reform, which led the 

government to put more economic and political pressure on the public sector to 

enhance their effectiveness, efficiency, and quality. This thesis examines the 

political and economic context in which this policy arose; it will critically discuss 

the documentation around this policy and investigate the likely impact of this 

government policy on the higher education sector in Saudi Arabia.  

Study Aims: 

o Critical review of the rise of NPM. 

o Critical analysis of NPM, particularly its rhetoric and reality. 

o  An empirical study of the impact of NPM on academic lecturers. 

o Theoretical contribution to knowledge. 

Source of Funds: 

I am a faculty staff member at Najran University, Saudi Arabia. I am currently 

studying abroad at Wolverhampton University, United Kingdom, where I am 
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completing my PhD. My research if fully funded by Saudi Arabian Cultural Bureau 

in the UK.  

Further Aspiration: 

By collecting data, I will have the requisite evidence to support my research and 

substantiate the findings. In addition, part of the pilot study's results will be used 

to write and publish a conference paper.  

Study Samples: 

First target group: academic staff with the rank of assistant professor, associate 

professor, and professor.  

Second target group: HR managers. 

I have chosen the higher education sector as the population of the study, which 

aims to understand the different perspectives of faculty staff members and HR 

managers at Saudi Universities pertaining to NPM. Higher education is one of the 

largest sectors in Saudi Arabia, hence, it supposed to play a vital role in reform.  

Ethical issues: 

According to the Regulations of the University of Wolverhampton and UK Data 

Protection Act 1998: 

� Participants have complete freedom to agree, or not to agree to participate

in the study. Also, they are free to withdraw after agreement, and during

conducting interviews.

� Participants have freedom to either answer or refuse to answer any of the

questions of the interview.

� All demographic information will be remain confidential.

� Participants' identities will also remain anonymous.

� All names of organizations and participants names will be withheld, and

symbols utilised instead of names.
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� All the collected information will be used only for this research, will be 

saved in the University database, and will be destroyed in keeping with the 

Wolverhampton University Data Protection policies and procedures. 

� Participants will be given consent forms, which they will be asked to sign 

prior to their participation in the interviews.  

Time and venue: 

Arrangements will be made with participants in advance with respect to a suitable 

place and time for the interview.  

Access to results: 

My thesis aims to contribute to understanding whether new managerial reforms 

may or may not be applied in Saudi Arabia. Once published, Individuals (including 

participants) are free to read and obtain information about their contribution.  

Thank You.  
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Appendix Five: Participant Consent Form 

 

Consent Form 

Thesis Title: Investigating the Likely Impact of New Public Management on Human 
Resource Managers and Academic Lecturers in the Saudi Arabian Higher Education Sector 

Student Name: Naser Alhammami 

Address: Wolverhampton Business School, WV1 1AD 

Please tick the box 

  YES NO 

1 I confirm that I have read and comprehend the information 
sheet for the above study and was provided with the 
opportunity to ask questions.  

  

2 I am aware that my participation is voluntary and I am not 
required to give any reason if I want to withdraw t any time. 

  

3 I agree to participate in the above study.   

4 I agree to the interview to be audio recorded.   

5 I agree to the use of anonymised quotes from the interview.   

6 I agree that information gathered in this study may be stored 
securely and may be used for future studies.  

  

 

 Date Signature 

Name of  
Participant 

   

Name of  
Researcher 
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Appendix Six: Interview Procedure 

Part One: Prior the Interview 

1) Issue in-person and email invitations to the targeted sample. 

2) 3URYLGH�WKH�WDUJHWHG�VDPSOH�ZLWK�D�FRS\�RI�WKH�VWXG\¶V�LQIRUPDWLRQ�VKHHW�LQ�

English and Arabic version (see Appendix) to provide details about the study 

and the interview in advance.  

3) On receipt of paUWLFLSDQW¶V�LQIRUPHG�FRQVHQW��WKH�UHVHDUFKHU�DQG�WKH�

participant arrange a convenient time and date for the interview.   

 

Part Two: The Day of the Interview 

1. Opening  

1) Introduction of the researcher (e.g., career and academic background). 

2) Introduction of the research (e.g., the purpose of research, the key aims of the 

interview, and the expected duration of the interview). 

3) Relevant questions (e.g., request permission for the interview to be recorded 

or notes to be taken confidentially). 

 

2. Face-to-face interview 

1) Preparation (e.g., checking tape-recorder, and preparing the notebook).  

2) Conducting the interviews: asking the questions in order and in a clear voice, 

clarifying any questions that were not understood, and giving the participant 

complete freedom to answer, inquire, and discuss. The interview questions are 

attached (see Appendix).  

3) Finally, make sure that all the questions were asked.  
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3. Closing 

1) Switching off tape and closing the notebook.  

2) Thanking the participants and acknowledging their contribution to the research.  

  



388 
 

Appendix Seven: Standard Interview Questions 

6WDQGDUG�,QWHUYLHZ�4XHVWLRQV 
_____________________________________________________________ 

Part 1: Background Information 

1. What is your current position and role in the university? 
2. How long have you worked at the university? 
3. Have you worked in any other sectors/fields? 
4. Why did you choose to work for a public university or in the public sector, instead of 

a private university or in the private sector?  

 

3DUW����6DXGL�$UDELD¶V�9LVLRQ������DQG�5HFHQW�&KDQJHV 

1. What were the channels used to communicate information about the Vision 2030 to 
university staff? 

2. What are the key impact areas of the Vision as far as you know? 
3. In general, have you noticed any changes at the university since you joined it? 

 

Part 3: NPM Elements and Changes  

In this part we are going to talk about certain managerial issues at the university 
regarding how they insured, practiced, managed, and changed?  
The issues are: accountability, decentralization, autonomy, empowerment, participation, 
quality, performance, and competition?   
 
1. How is accountability practiced at your university? 

1.a Have you noticed any change in the way accountability is practised since you 
joined the university? 

2. How would you classify the (hierarchical structure/centralization) at your university? 
2.a. How are the recent and expected changes likely to impact the central system? 

3. What is your opinion on the autonomy of universities? 
4. Regarding empowerment, is empowerment of any kind practised in the university or 

college, and how would you describe it?   
4.a. This question includes subtopics regarding power distribution, and powering 
managers over professionals. 

5. How is the participation of faculty members in the college or university practised?  
6. How is quality ensured at the university? 
7. /HW¶V�WDON�DERXW�SHUIRUPDQFH��+RZ�LV�SHUIRUPDQFH�PDQDJHG�DW�\RXU�XQLYHUVLW\" 
8. Would you like to talk about any other managerial issues?  
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Part 4. Potential Impact of Reform on Working Conditions:  

In this part I would like to ask you about specific work conditions at your university. The 
conditions are job security, job role, workload and work pressure, work-life balance, and 
staff morale. 
1. Regarding work conditions at your university, can you tell me about the current 

situation, the recent changes and expected changes? 
2. In your opinion, to what extent would job security be affected by the recent and 

expected changes? 
3. In your opinion, how would workloads be affected by the implementation of the recent 

and expected changes? 
4. What is your opinion on work pressure, and do you expect any change as a result of 

the recent and expected changes?  
5. Can you describe the employee morale regarding the recent and expected changes? 
6. How do you think the job role and its clarity might be affected by the recent and 

expected changes? 
7. In this regard, would you like to add any other points that may help the research?  
 
 
Part 5. Potential impact of Reform on Salaries and Incentives: 
1. How satisfied are you about the current salary and incentives system at your 

university? 
2. In your opinion, what would be the potential impact on salaries and incentives in 

general at your university?  
3. In this regard, would like to add any points that may has not covered? 
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Appendix Eight: Interview Questions Arabic Translation 

��ΔϠΑΎϘϤϟ�ΔϠΌγ 
Δϳγϳγ΄Η�ΕΎϣϭϠόϣ��ϝϭϷ�˯ίΟϟ�

1� �ˮϪϳϓ�ϡϭϘΗ�ϱΫϟ�έϭΩϟ�ϭϫ�Ύϣϭ�ϲϔϳυϭϟ�ϙΑλϧϣ�ϭϫ�Ύϣ�
2� ˮΔόϣΎΟϟ�Ϋϫ�ϲϓ�ΎϬΗϳοϗ�ϲΗϟ�ΓΩϣϟ�ϡϛ 
3� ˮέΧ�ωΎρϗ�ϱ΄Α�ΕϠϣϋϭ�ϖΑγ�ϝϫ 
4� ��ˮιΎΧϟ�ωΎρϘϠϟ�ϊΑΗΗ�ΔόϣΎΟ�ϥϋ�˱ϼοϓ�ˬ�ΔϣΎϋ��ΔϳϣϭϛΣ�ΔόϣΎΟϟ�ϝϣόϟ�ΕέΗΧ�ΫΎϣϟ 

�Δϳ΅έ��ϲϧΎΛϟ�˯ίΟϟϮϬϯϬ�ΔΛϳΩΣϟ�ΕέϳϐΗϟϭ 

1� �ΔρΧ�ϝϭΣ��ϡϛέΎΑΧϹ�ΕϣΩΧΗγ�ϲΗϟ�ϝλϭΗϟ�Εϭϧϗ�ϲϫ�ΎϣϮϬϯϬ��ˮ�
2� �Δϳ΅έϟ�ΔϣΎϬϟ�ΕέϳϐΗϟ�ϲϫ�ΎϣϮϬϯϬ��ˮϥϵ�ϰϟ·�ϡϛϠΑϗ�ϥϣ�ΕυΣϭϟ�ϲΗϟ 
3� ΕυΣϻ�ϝϫ�ˬϡΎϋ�ϝϛηΑ�ˮΎϬΑ�ϙϗΎΣΗϟ�Ϋϧϣ�ΔόϣΎΟϟ�ϰϠϋ�Εέρ�ΕέϳϐΗ�ϱ 

ΕέϳϐΗϟϭ�ΔΛϳΩΣϟ�ΔϣΎόϟ�ΓέΩϹ�έλΎϧϋ��ΙϟΎΛϟ�˯ίΟϟ 

�ΔϘϳέρ�ιϭ˰˰˰˰λΧΑ�ΔόϣΎΟϟ�ϲϓ�ΔΛϳΩΣϟ�ΔϣΎόϟ�ΓέΩϹ�έ˰˰˰˰λΎϧϋ�ϥϣ�ΩΩϋ�ϥϋ�ΙϳΩΣϟΎΑ�ϡϭϘϧ˰˰˰˰γ�˯ίΟϟ�Ϋϫ�ϲϓ

�ϲϫ�έ˰˰˰˰˰λΎϧ˰όϟ��έϳϐΗ�ϱ�ΎϬ˰ϳϠϋ�έρ�Ϋ·�Ύϣ˰ϋϭ�ˬΎϬ˰ΗέΩ·ϭ�ˬΎϬ˰Η˰˰˰˰˰γέΎϣ˰ϣϭ�ˬΎϬ˰ϘϳϘΣΗ��ˬΔϳ˰ίϛέϣϼϟϭ�ˬΔϟ˰˯Ύ˰˰˰˰˰γϣϟ

��ΔγϓΎϧϣϟϭ�ˬ˯ΩϷϭ�ˬΓΩϭΟϟϭ�ˬΔϛέΎηϣϟϭ�ˬϥϳϛϣΗϟϭ�ˬΔϳϟϼϘΗγϻϭ�

�

1� ˮΔόϣΎΟϟ�ϲϓ�ΔϠΎγϣϟ�ΔγέΎϣϣ�ϡΗΗ�ϑϳϛ 
ϭ͘ϭ���ˮΔόϣΎΟϟΎΑ�ϙϗΎΣΗϟ�Ϋϧϣ�ΔϠΎγϣϟ�ΔγέΎϣϣ�ΔϘϳέρ�ϲϓ�έϳϐΗ�ϱ�ΕυΣϻ�ϝϫ 

2� �ˮΔόϣΎΟϟ�ϲϓ��ϱίϛέϣϟ�ϡϳυϧΗϟ�έΧ�ϰϧόϣΑ�ϭ���ϲϣέϬϟ�ϡϳυϧΗϟ�ϑλΗ�ϥ�ϥϛϣϳ�ϑϳϛ 
ϭ͘Ϯ�ˮΔόϣΎΟϟ�ϲϓ�ϱίϛέϣϟ�ϡΎυϧϟ�ϰϠϋ�ΔόϗϭΗϣϟϭ�ΔΛϳΩΣϟ�Εέ˵ϳϐΗϟ�έϳΛ΄Η�ΔϳϟΎϣΗΣ�ϯΩϣ�Ύϣ� 

3� ϳϟϼϘΗγ�ιϭλΧΑ�ϙϳέ�ϭϫ�Ύϣ�ˮΕΎόϣΎΟϟ�Δ�
4� ��ˮϪϔλΗ�ϥ�ϥϛϣϳ�ϑϳϛϭ�ˬΕΎϳϠϛϟϭ�ΔόϣΎΟϟ�ϲϓ�ϥΎϛ�ϝϛη�ϱ΄Α�ϥϳϛϣΗϟ�αέΎϣϳ�ϝϫ�ˬϥϳϛϣΗϟ�ιϭλΧΑ 

�����ϥϭϳϣϳΩΎϛϷ�ϰϠϋ�˯έΩϣϟ�ϥϳϛϣΗϭ�ˬΔρϠγϟ�ϊϳίϭΗΑ�ϖϠόΗϳ�Ύϣϳϓ�Δϳϋέϓ�ρΎϘϧ�ϥϣοΗϳ�ϝ΅γϟ�Ϋϫ 

5� �ˮ˱ Ύοϳ�ΕΎϳϠϛϟϭ�ΔόϣΎΟϟ�ϝΧΩ�ΔϛέΎηϣϟ�ϖϳϘΣΗ�ϡΗϳ�ϑϳϛ 
6� Οϟ�ϥΎϣο�ϡΗϳ�ϑϳϛˮΔόϣΎΟϟ�ϲϓ�ΓΩϭ 
7� �ˮΔόϣΎΟϟ�ϲϓ�˯ΩϷ�ΓέΩ·�ϡΗϳ�ϑϳϛ�ˬ˯ΩϷ�έλϧϋ�ϥϋ�ϡϠϛΗϧϟ 
8� �ˮϪϟ�ϕέρΗϧ�ϡϟ�έΧ�ϱέΩ·�ωϭοϭϣ�ϱ�ϥϋ�ΙϳΩΣϟΎΑ�ΏϏέΗ�ϝϫ 

 

ϝϣόϟ�ϑϭέυ�ϰϠϋ�ΡϼλϺϟ�ϝϣΗΣϣϟ�έϳΛ΄Ηϟ��ϊΑέϟ�˯ίΟϟ�
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ϭ�ˬϲϔϳυϭϟ�ϥΎϣϷ�ϝΛϣ�ΔόϣΎΟϟ�ϲϓ�ϝϣόϟ�ϑϭέυ�ϥϣ�ΩΩϋ�ϥϋ�ϙϟ΅˰˰γΑ�ϡϭϗ΄˰˰γ�˯ίΟϟ�Ϋϫ�ϲϓ�ˬϲϔϳυϭϟ�έϭΩϟ

��ϊ˰˰ ˰οϭϟ�ϥϋ�ϥϭϛϳ˰˰ ˰γ�εΎϘϧϟ��ΕΎϳϭϧόϣϟϭ�ˬΔϳΗΎϳΣϟϭ�ΔϳϠϣόϟ�ΓΎϳΣϟ�ϥϳΑΎϣ�Δϧίϭϣϟϭ�ˬϝϣόϟ�ρϐ˰˰ ˰οϭ�˯Ώϋϭ

�ϑϭέυϟ�ϩΫϬϟ�ΔόϗϭΗϣϟϭ�ΔϳϟΎΣϟ�ΕέϳϐΗϟϭ�ˬϲϟΎΣϟ�

1� �ˮΔόϗϭΗϣϟϭ�ΔϳϟΎΣϟ�ΕέϳϐΗϟΎΑ�έΛ΄Ηϳ�ϥ�ϲϔϳυϭϟ�ϥΎϣϸϟ�ϥϛϣϳ�ϑϳϛ�ˬϙέυϧ�ΔϬΟϭ�ϥϣ 
2� �ˮΔόϗϭΗϣϟϭ�ΔϳϟΎΣϟ�ΕέϳϐΗϟΎΑ�έΛ΄Ηϳ�ϥ�ϝϣόϟ�˯Ώόϟ�ϥϛϣϳ�ϑϳϛ�ˬϙέυϧ�ΔϬΟϭ�ϥϣ 
3� ˮΔόϗϭΗϣϟϭ�ΔϳϟΎΣϟ�ΕέϳϐΗϟΎΑ�έΛ΄Ηϳ�ϥ�ϝϣόϟ�ρϐοϟ�ϥϛϣϳ�ϑϳϛ�ˬϙέυϧ�ΔϬΟϭ�ϥϣ 
4� �ΕΎϳϭϧόϣ�ϑλΗ�ϥ�ϥϛϣϳ�ϝϫˮΔόϗϭΗϣϟϭ�ΔϳϟΎΣϟ�ΕέϳϐΗϟ�ϩΎΟΗ�ϥϳϔυϭϣϟ 
5� �ˮΔόϗϭΗϣϟϭ�ΔϳϟΎΣϟ�ΕέϳϐΗϟΎΑ�έΛ΄Ηϳ�ϥ�ϥϛϣϳ�ϪΣϭοϭϭ�ϲϔϳυϭϟ�έϭΩϟ�ϥ�ΩϘΗόΗ�ϯΩϣ�ϱ�ϰϟ· 
6� ˮΙΣΑϟ�˯έΛΈΑ�ΩϋΎγΗ�ϥϛϣϣ�ΔρϘϧ�ϱ�ΔϓΎοΈΑ�ΏϏέΗ�ϝϫ�ˬ˱ϻΎϣΟ·�ϝϣόϟ�ϑϭέυ�ιϭλΧΑϭ 

 

ΩΑϟϭ�έϭΟϷ�ϰϠϋ�ΡϼλϺϟ�ϝϣΗΣϣϟ�έϳΛ΄Ηϟ��αϣΎΧϟ�˯ίΟϟΕϻ�

1� �ˮΔόϣΎΟϟ�ϲϓ�ϲϟΎΣϟ�ΕϻΩΑϟϭ�έϭΟϷ�ϡΎυϧ�ϥϋ�ϙΎοέ�ϯϭΗγϣ�ϑλΗ�ϥ�ϥϛϣϳ�ϝϫ�
2� ��ϲϓ�ΕϻΩΑϟϭ�έϭΟϷ�ϡΎυϧ�ϰϠϋ�έρΗ�ϥ�ϥϛϣϳ�ϲΗϟ�ΔϠϣΗΣϣϟ�ΕέϳΛ΄Ηϟ�ϲϫ�Ύϣ�ˬϙέυϧ�ΔϬΟϭ�ϥϣ

�ˮΔόϣΎΟϟ 
3� ��ˮΕϻΩΑϟϭ�έϭΟϷ�ιϭλΧΑ�ϯέΧ�ΔρϘϧ�ϱ�ΔϓΎοΈΑ�ΏϏέΗ�ϝϫ�
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Appendix Nine: Interview Transcription Sample 

Interviewee: Faculty Staff Member (FSM) (Case Study 2 ± University B) 

Part One: Background Information 

1. Interviewer: What is your current position and role in the university?  

Interviewee: The current position is a dean for the business college. The role is the 

facilitation of the college matters, for either academic matters or administrative matters.  

2. Interviewer: How long have you worked at the university? 

Interviewee: I started as a teacher in 2003, so almost 16 years. I mean from teacher to 

lecturer to assistant professor.  

3. Interviewer:  Have you worked in any other sectors/fields? 

Interviewee: Yes, I worked for [name withheld] as an accountant for 6 months after my 

graduation, and then I moved to the university. 

4. Interviewer: Why did you choose to work for a public university or in the public 

sector, instead of a private university or in the private sector?  

Interviewee: Job stability is the basic factor for my choice. Second, the time; at the time 

of my graduation there were no private universities. I remember, at that time there was 

only one private University [location withheld] and it was in its inception. Also, my 

specialisation was not available at that private university. So, this is why I applied to a 

public university.  

Interviewer: So, given your academic orientation, may I ask you, if you were not an 

academic, would your preference between the two sectors be different?  

Interviewee: My personal desire is to work in the university as an academic staff 

member. Also, the university enables me to continue my higher studies. 

 

3DUW�7ZR��6DXGL�$UDELD¶V�9LVLRQ������DQG�5HFHQW�&KDQJHV 

1. Interviewer: What were the channels used to communicate information about the 

Vision 2030 to university staff? 

Interviewee: All available channels have been used such as public TV channels, private 

TV channels, letters, mainstreaming to forward information to the universities from the 

ministries; finally, the Ministry of Education is the body that guides us in this case.  
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Therefore, the Ministry sent us its strategic plan regarding the Vision; the plan outlines 

what is required from us.  

1.a. Interviewer: Were the instructions from the Ministry hierarchical?

Interviewee: Yes, for the Education Ministry. Now, at the university, we have an office 

called 'the Transformation Office' which was established just to supervise and work hand-

in-hand with the university regarding the Vision. So, now the Vision 2030 gave us a plan, 

OK, my university will change its plan in accordance with the Vision plan. So, again the 

university disseminated the plan to all the colleges, and each college has to make a plan 

for itself. We, now, as a business college, we just finished our new five-year plan. 

1.b. Interviewer: Were there any plans before 2030?

Interviewee: Yes, there was a plan for the university and sub-plan for the colleges. The 

difference currently noticed is that the university's plan has become linked to the Ministry, 

while previously it was not linked.  

1.c. Interviewer: Are you satisfied with the current communication tools?

Interviewee: Yes, I think they are adequate and sufficient. 

2. Interviewer: What are the key impact areas of the Vision as far as you know?

Interviewee: There is a noticeable effect on the vision; for example, we can see and

recognize the new orientation of the state. There is a change in the regulations and laws.

3. Interviewer: In general, have you noticed any changes at the university since you

joined it?

Interviewee: Yes, there have been essential changes. I noticed a change in positions, 

management, policies, and strategies. Recently, our president changed. The current one 

is experienced one in HR. Also, the work now in all colleges is becoming more specified, 

there is now more organizing and co-ordination. All administrative positions now are 

regulated. In addition, academic positions now are more regulated; it works 

institutionally.  There are also some initiatives, which were launched recently and slightly 

FKDQJHG�WKH�XQLYHUVLW\¶V�UHSXWDWLRQ�SRVLWLYHO\��7KDW�ZDV�DOO�QRWLFHG�GXULQJ�WKH�ODVW��-4 

years.  

Part Three: NPM Elements and Changes 

1. Interviewer: How is accountability practised at your university?

Interviewee: Accountability at the college has been formalised; faculty staff members

are accountable to their department heads. There is an annual assessment for all FSMs

by the department head.
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«�WKH�department head is accountable to the dean of the college. In general, the dean 

is responsible for the staff. Also, the dean is accountable to the Vice President and so 

on. The accountability is hierarchical.  

«� GHFLVLRQV� DUH� PDGH� LQ� WKH� GHSDUWPHQW� FRXQFLO. Then, the decision is moved for 

discussion at the college council. The authority at the academic college is in the 

departments' councils in all matters such as assignment, promotion, studding overseas, 

workload. 

1.a. Interviewer: Have you noticed any change in the way accountability is practised 

since you joined the university? 

Interviewee: Well, I think it is more developed now than before. Now there is more 

control and supervision. There is no compliment as before.  

2. Interviewer: How would you classify the (hierarchical structure/centralization) at your 

university? 

Interviewee: The university is still managed and characterized by a centralized system 

because all the decisions here are based on the higher councils. So, the system is 

centralized where only the councils have the power to make decisions. For example, 

promotion decisions are made by the councils.  

 2.a. Interviewer: Based on this, the power is with the department council?  

Interviewee:  The department has the power, but not a specific person. For example, I 

am the dean but such decisions like promotion, sponsorship, workload distribution can 

be made by only myself rather than the entire council [that includes all the faculty staff 

members]. So, again, it is assumed that this is the way how all Saudis universities work.  

3. Interviewer: What is your opinion on the autonomy of universities? 

Interviewee: Well, that is right. The autonomy is a preferred and essential process, 

which on one hand can speed up the decision-making processes.  The decision to create 

something at the college (e.g. new program, new subject) takes a long time, let me say 

around 2 years. For example, the College of Education at the university was supposed 

to launch a specific program and accept students for the current semester; however, they 

were late in the process of raising the program to the relevant ministry. Therefore, when 

the program was submitted to the Ministry, it also took a long time for discussion, and 

consequently, the program was postponed.  

3.a. Interviewer: So, based on that, in your opinion, what delays the process? 
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Interviewee: As I mentioned earlier, the process is delayed because the decision must 

pass through a large number of councils, for example, the department council, the 

college council, the university council, a higher committee to approve the study plan, and 

a special committee for the education ministry, all of which leads to delay. So, I think that 

WKH�XQLYHUVLW\¶V�VHOI-separation may reduce this procedure.  

4. Interviewer:  Regarding empowerment, is empowerment of any kind practised in the

university or college, and how would you describe it?

Interviewee: Yes, empowerment exists. However, since the validity of all decisions is in 

the hands of the Council, a single person cannot take a single decision. However, 

empowerment may be practised more in some circumstances. For example, in the 

summer vacation²when most faculty members are on annual vacation and we have a 

summer term²the council delegates full authority to the dean or his representative, in 

order to speed up the operations. So, empowerment is limited at the university.  

4.a. Interviewer: Have you noticed any instances of unfair distribution of power?

Interviewee: Yes, there may be, but let me say that we cannot say that it is unfair; 

possibly, it might be improper or inappropriate. So, even if it exists, it is not noticed.  

4.b. Interviewer: /HW¶V� WDlk about empowering managers over professionals. For

example, is it possible to see managers assuming higher positions in the universities

instead of academics?

Interviewee: I think that it is very difficult for a situation to occur in the way you described 

it. So, how can we promote a non-academic person in the place of an academic person? 

There would be difficulty in understanding, awareness and in the way of dealing with the 

faculty members. And the questions that should be asked if such a situation occurs are: 

Is this person trained? Is he qualified, or not? I have never seen empowerment in this 

way in Saudi Arabia, Britain, or America. However, it might be different in private 

universities; you may find an experienced Executive Director who heads the university. 

The reason is that private universities are for-profit.  

Once again, I will give you an example that shows the difficulty of giving the position of 

dean of the college to a non-academic; for example, the American accreditation process 

requires our faculty members to publish at least two pieces of research every two years! 

OK! if we assume that the dean is not academic, then how would he understand research 

issues? He originally did not practice the research process at all; he had no awareness 

and understanding of the classifications of academic research at all, and so on.  
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4.c. Interviewer: Have you noticed any conflicts among the academic staff or even 

with non-academics?  

Interviewee: There is no doubt that conflict exists between departments and among 

employees, and it may be good or bad. However, it is noticeable, that the academic 

experience and confidence of the faculty member helps in managing conflict. Therefore, 

I would say conflict exists but is not effective.  

5. Interviewer: How is the participation of faculty members in the college or university 

practised? 

Interviewee: Through councils²all members of the department are members of the 

GHSDUWPHQW¶V� FRXQFLO�� VR� DQ\� GHFLVLRQ� LVVXHG� E\� WKH� GHSDUWPHQW¶V� FRXQFLO� KDV� EHHQ�

discussed with the department's members. Therefore, the vote of the member is a part 

of the participation process.  

5.a. Interviewer: How is the discussion of topics in the department council handled? 

Interviewee: First, all topics are presented to the department; then, they are discussed 

by the members, and the decision is made. Decisions are either accepted or rejected, 

either by the majority vote or unanimously. Some members may reserve their votes. After 

that, the decisions are submitted to the College Council, and there is a vote too. Votes 

in the College Council may be weighted if the votes are equal in the department.  

6. Interviewer: How is quality ensured at the university? 

Interviewee: There is more interest in quality now at the university level in general and 

at the college level in particular. Previously, quality was practiced in the college regarding 

the academic accreditation, and the application of national quality standards that pertain 

to the National Accreditation Authority. However, this practice, in my view, is not the 

quality we need because it was focused only on courses and curriculums and the 

description of courses in accordance with the criteria set by the Commission. Thus, when 

you search for quality in teaching, research, administrative processes, safety, and 

etcetera, you will not find in the past. However, after the university obtained the 

institutional accreditation, the college made sure that each one of its programs obtained 

the same accreditation. Indeed, our financial program is accredited. So, there is now a 

strong push for the quality process.  

7. Interviewer: Let's talk now about performance? How is performance managed at 

your university? 

Interviewee: We totally have performance indicators. The university gave our college a 

number of committees. For example, we have 10 committees, such as the Planning 
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Committee and the Graduate Studies Committee. Each committee has performance 

indicators, measured at the end of each semester.  

7.a. Interviewer: +RZ�GR�WKHVH�SHUIRUPDQFH�LQGLFDWRUV�LPSDFW�WKH�IDFXOW\�PHPEHU¶V�
prospects (for example, financially and functionally as promotion)?  

Interviewee: Yes, there is a financial impact like rewards, some members get rewarded. 

There are incentives, so the reward is paid based on the extent of achieving the 

indicators.  

Part Four: Potential Impact of Reform on Working Conditions  

1. Interviewer: In your opinion, to what extent would job security be affected by the 

recent and expected changes? 

Interviewee: I think the implementation of the contract system will affect job security as 

well. However, in my personal opinion, work efficiency will increase. We know, and this 

is common, that the Saudi employee believes that the government job is safe and stable, 

and therefore the salary at the end of each month is the same for the hard workers and 

those who are not diligent. This, in my opinion, is wrong.  

1.a. Interviewer: You said that the contract system improves work efficiency, can 

you explain? 

Interviewee: I think if contracts were implemented, it would be a bit difficult for 

employees, and it wouldn't take long²2-3 years²until we reach a stage of full 

awareness that this shift is in the interest of the employees (all of us) and the state as a 

whole.  

1.b. Interviewer: Do you anticipate any opposition to the implementation of this 

model? 

Interviewee: Any change must have opponents. So, this system I strongly expect will 

have opponents, but the opposition will not last.  

2. Interviewer: In your opinion, how would workloads be affected by the 

implementation of the recent and expected changes? 

Interviewee: There is a regulation defining the teaching tasks for each faculty member. 

So, each member takes his full load. However, in my opinion, the faculty member is 

somewhat oppressed, I do not say that because I am originally a faculty member, but 

rather because it is unfair to the member  to assign him tasks outside his field of 

specialization, such as committees and administrative tasks, etcetera. Therefore, our 

loads are expected to increase by changes.  
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3. Interviewer: What is your opinion on work pressure, and do you expect any change 

as a result of the recent and expected changes?  

Interviewee: Yes, especially in the last two years, the pressure has increased 

significantly. The reason is increased requirements; for example, there is a new 

university system, drafts for new programs, increased work, quality, reports, all of which 

have led to an increase in workload and increased work pressure. 

4. Interviewer: This lead me to ask about your opinion on work-life balance, and do 

you expect any change as a result of the recent and expected changes?  

We are not like a civil servant who works for a period of hours, and then comes out of 

his work with a clear mind and nothing to think about. We work inside and outside the 

university. Sometimes I sleep and leave my notebook beside my bed to write down any 

information that may come to my mind.  

5. Interviewer: Can you describe the employee morale regarding the recent and 

expected changes? 

Interviewee: Varying. Some of the employees may have high spirits and are happy with 

the change, while others may not be happy with changes and want stability without 

changes. 

6. Interviewer: How do you think the job role and its clarity might be affected by the 

recent and expected changes? 

Interviewee: job roles are now clearer with Vision 2030. Now there is a job guide for 

roles. The university is currently working on restructuring and developing a clear and 

comprehensive guide to everything. Among the developments -- for example, evaluation 

± now evaluation has been developed to include all the work required by the faculty 

member (e.g., 14 hours teaching is required for assistant professors; you must publish 

research). 

Part Five: Potential Impact of Reform on Salaries and Incentives 

1. Interviewer: In your opinion, what would be the potential impact on salaries and 

incentives in general at your university? 

Interviewee: I have no idea what will happen in the future in terms of the salaries 

because it is a somewhat sensitive subject. It is not an easy decision that can be made 

by a specific party. The decision is specific to the state.  

1.a. Interviewer: Let us talk about fixed contracts again. Are you for or against this 

system?  
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Interviewee: Certainly, I am for the system, because such a system will distinguish 

between those who work and those who do not. We talked about this previously; the 

system will increase the efficiency of work. 

 

Thank you 
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Appendix Ten: Interview Transcription Sample (Arabic Translation) 

Ȇȉ�Ƿȯȍɱ�֗ɯʊȧȳɦȄ�ɵɮȧȳɦȄםȄ�ɽɸ�Ȇɭ�֗ȓʆȯʊɺɮȗɦȄ�ȔȆɭɽɨɐםȄ�ȑɀɳݍݰȆڲ�ɯȸȊ֚ɻȉ�ɬɽɜȕ�ʅȱɦȄ�ȲɼȯɦȄɼ�ʏד��

�� ՎǴȄɽȷ�֗ȓʊɨɢɦȄ �ȲɽɭǷ؈ف�ʊȸȖ�ȓʊɨɮɏ�ɬȆɺɭ�֗ɬȆɺɮɟ�Ȇ Վɐȍɇ�ɻʊɗ�ɬɽɛǷ�ʏڴɦȄ �֗ɤȆɮɏֿ Ȅ �ȒȲȄȮǻ�ȓʊɨɠ�ȯʊɮɏ�ʏڲȆݍݰȄ�ȑɀɳםȄ

��ɬȆɏ�ɪɢȼȊ�ȓʈȲȄȮׁ Ȅɼ�ȓʊɮʆȮȆɠֿȄ�

�ȓɐɭȆݍݨȄ�ɷȱɸ�ɾȯɦ�ȓɭȯݍݵȄ�Ȓȯɭ�ɯɟ¨ם�Ȅ�ȓɐɭȆȡɪɀʊɗ�ɣɨ��֚�

�ɬȆɏ�ȯʊɐɮɟ�ȔǷȯȉ�
Վ
ȓʆȄȯȉ�����ʏڲ�Ȇ Վȍʈȳɜȕ�֗�����ȯɏȆȸɭ�ȰȆȗȷǷ�ɯț�֗ȳɃȆȨɭ�֗ȯʊɐɭ�Ȇɺɦֺȫ�șɨɮɏ�֗ȓɭȯȫ�ȓɳȷ�

֚ȓɐɭȆݍݨȄ؈ف�ɓ�ȳȫǵ�ɎȆɈɛ�ʅǷ�ɼǷ�Ȇ٭ڈ�șɨɮɏ�ɾȳȫǷ�ȔȆɐɭȆȡ�ɞȆɳɸ�ɪɸ 

�șɨɮɏ]ʎɘȬɭ�ɯȷַ Ȅ[���Ȓȯם�ɉɜɗ����ȓɐɭȆݍݨȆȉ�șɜȨȗɦȄ�ɯț�ȑȷȆȨɮɟ�֗ȠȳȬȗɦȄ�ȯɐȊ�ȲɽɺȻ�

��ɪɮɐɦȄ�ȔفȫȄ�ȄȰȆם��ȾȆȫ�ɎȆɈɛ�ɼǷ�ȾȆݍݵȄ�ɎȆɈɜɦȄ�ʏࡩ �ȓɐɭȆȡ�ɵɏ�
Վ

ֺɄɗ�֗ʎɭɽɡȧ�ɎȆɈɛ�ɼǷ�ȓʊɭɽɡȧ�ȓɐɭȆݍݨ

֚ȳȫǵ

��ɞȆɳɸ�ɰȆɠ�Ȇɭ�șɛɽɦȄ�ɞȄȰ�ʏۚܣ�ࢭɐʇ��Ȇ ՎʊɱȆț�֗ȯȧȄɼ�ɯɛȲ�ɰɽɢʆ�ȯɛ�Ȅȱɸ�֗ȲȆʊȗȫַ Ȅ�ʏࢭ�ȶȆȷֿ Ȅ�ʏۂ�ȲȄȳɜȗȷַ Ȅ�ȓʊɨɮɏ�ɪɐɦۚܣ�ɐʇ

��ʏࢭ�ȳɟȰǷ�Ȇɭ�ȑȸȧ�ʄڴɏ�֗ۚܣɐʇ�Ȇٕڈɗ�ȳɡɘʆ�ȯȧȄɽɦȄۘܢ�ȧ�ȓʊɨɸǷ�ȔȆɐɭȆȡ]ʎɘȬɭ�ɰȆɢםȄ[����ȓɐɭȆȡ�ַǻ�Ȇɱȯɳɏ�ɰȆɠ�Ȇɭۚܣ�ɐʇ

��ʏڴɦȄ�ȒȯȧȄɼ]ʎɘȬɭ�ɯȷַ Ȅ[��ɑʊɮȡ�Ȇٕڈɗ�ɰȆɠ�Ȇɭۘܢ�ȧ�֗ۚܣɐʇ�ȆْڈʆȄȯȉ�ʏࢭ�ɰȆɠɼ�֗ȒȯʊȧɽɦȄ�ȓʊɨɸֿȄ�șɱȆɠ�ʏڴɦȄ�ȓɐɭȆݍݨȄ�ʏ֗�ۂ

��ȑȎȸɦȄ�Ȅȱɸ�֗șɛɽɦȄ�ɞȄȰ�ʏࢭ�ȦȆȗɭ�ʏڴɦȄ�ȯʊȧɽɦȄ�ȲȆʊݍݵȄ�ɽɸ�ȓʊɭɽɢݍݰȄ�ȓɐɭȆݍݨȄ�ȲȆʊȫ�ȲȆɀɗ�֗ȔȆɀɀȬȗɦȄ�

�ʄڧȍȕ�֗ۚܣɐʇܣ�ʆȮȆɠǷ�ɣɱǻ�ɯɡȨȉ�Ȅȱɸ����ɰ؈ȉ �ɚȳɗ�ɞȯɳɏ�ɻʊɗ�ɰȆɠۚܣ�ɐʇ ʆȮȆɠǷܣ� �ɵɡȕ�ɯɦ�ɽɦ �ɵɡɦ�֗ȓʊɮʆȮȆɠǷ �ȓɘʊɋɼ

֚ʎɭɽɡݍݰȄ؈ف�ɓɼ�ʎɭɽɡݍݰȄ�ɎȆɈɜɦȄ 

��ɪɮɏǷ �ʎɲǻ �ȓȍɓȳɦȄ �ʅȯɳɏ �ɰȆɠ �ȓɐɭȆݍݨȆȉ �ȓȷȄȲȯɦȄ �ȓɨȧȳɭ �ɤֺȫۘܢ�ȧۚܣ�ɐʇ �֗ȓʊɀܧݵ�ʅȯɳɏ �ȓȍɓȳɦȄ �șɱȆɠ ɼד�

ɰȆɠ�֗ȹʉȲȯȕ�ȓȀʊɸ�ɽɄɐɟ�ɪɮɐɦȄ�ɯț�ȓȷȄȲȯɦȄ�ȓʊɨɮɏ�ɤȆɮɡȗȷȆɠۚܣ�ɐʇ�ɼǷ�֗ܣʆȮȆɠǸɠ����șɳɟ�ȱɳɭ�ȓȍɓȲɼ�əɔȻ�ʅȯɳɏ

��ȓʊɨɢɦȆȉ�Ȇ ՎȍɦȆɇ�

��ȓʆȮɽɐȸɦȄ�ȓʊȋȳɐɦȄ�ȓɡɨɮםȄ�ȓʈǹȲ�ɵɏ�
Վ

ֺʊɨɛ�ɰֽ Ȅ�ɯɨɢȗɱ�Ȇɳʊ
Ք
ɨȫ�ȑʊɇ������șɭȯȬ

Ւ
ȗȷȄۘܣ�ɦȄ�ɪȿȄɽȗɦȄ�ȔȄɽɳɛ�ʏۂ�Ȇɭ�֗

�ȓɈȫ�ɝʊȍɈȕ�ɤɽȧ�ȹʉȲȯȕ�ȓȀʊɸ�ɽɄɐɟɼ�ȓʊɨɢɨɦ�ȯʊɮɐɟ�ɯȗɱǷ�ɯɟȲȆȍȫׁ����֚

ɓֺ ȉׁ �ȆɺɭȄȯȬȗȷȄ �ɯȕ ɐʇۚܣ֗� �ɯɨɢȗȕ �ɪȿȄɽȗɦȄ �ȔȄɽɳɛ�ɑʊɮȡ��ȓɭȆɐɦȄ �ȔȄɽɳɜɦȄ �ɤֺȫ�ɵɭ�ɯɨɢȗɱ �
Վ
ֺȝɭ �Ȇ Վȿɽɀȫ�֗Ȇɳ

��ɵɏ�
Վ
ֺȝɭ�Ȅ ՎȳȫǺɭ�ɝʈȳɇ�ɵɏ�֗ȔȄȲȄȴɽɦȄ�ɝʈȳɇ�ɵɏ�ȓɐɭȆݏݨɦ�ɻ Քȡɽȕ�ʏڴɦȄ�ɯʊɭȆɐȗɦȄɼ�

Վ
ֺȝɭ�ȔȆȉȆɈݍݵȄ�֗ȓȿȆݍݵȄ�ȔȄɽɳɜɦȄɼ

�ֺ ɭǸȗɦȄɼ�ȓɡɨɮםȄ�ȓʈǹȲ�ȹɡɐȖ�ɼǷ�ɯɏȯȕ�Ȇ Վɐȍɇ�ʏۂ�ʏڴɦȄ�ȒȲȄȴɽɨɦ�ȓʊȣʊȕȄفȷַ Ȅ�ȓɈݍݵȄ�Ȇɳɦ�șɺ Փ
Քȡ Ւɼ�֗ɯʊɨɐȗɦȄ�ȒȲȄȴɼ�ɝʈȳɇ��Ȕ

��ȓɜɗȄɽȗɭ�ɰɽɢȕ�Ȇٰڈǻ�ȓʊȣʊȕȄفȷַ Ȅ�Ȇ ՎɄʆǷ�ȆɺɈɈȫ�ȮȄȯɏǻ�ʏࢭ�ȓɐɭȆݍݨȄ�ɵɭ�ȈɽɨɈםȄ�ɼǷۚܣ�ɐʇ�ɪɭֿ Ȅ�Ȇٕڈɗݳ� ɽܷɭ�ɰȆɠ�

����ȒȲȄȴɽɦȄ�ɵɭ�ɪȸɨȸȘɦȄ

��Ȅɽɨɮɏ�ɼǷ�ȄɽɈȍɴȗȷȆɗ�֗ȓʈǹȳɦȄ�ɝʊɜȨȕ�ȑȗɡɭ�֗ȑȗɡɭ�Ȇ Վɐȍɇ�Ȇɸȯɳɏ�ȒȲȄȴɽɦȄ�֗ȓʈǹȳɦȄ�ɵɭۚܣ�ɐʇ�ɼǷ�֗ȒȲȄȴɽɦȄ�ɵɭ�ɪȸɨȸȘɦȄ

�ɼ�֗ȓʈǹȳɦȄ�ɑɭ�ɝɗȄɽȗʆ�Ȇɮȉ�ɯْڈɈȫ��ȆٔڈɮɃ�ɵɭ�ȔȆɐɭȆݍݨȄ�Ȇٕڈɗ�Ȅɽɺ Քȡ]ʎɘȬɭ�ɯȷַ Ȅ[����Ȇ Վɐȍɇ�֗ȓʈǹȳɦȄ�ɷȱɺɦ�Ȇ Վɜɗɼ�ɪɮɐȖ�Ȇٰڈǻ

��ɝʊɜȨȗɦ�ȆɺɈɈȫۚܣ�ȍȕ�ɼǷ�ȆɺȷȆȷǷ�ʄڴɏ�ɪɮɐȖ�ȓɐɭȆݍݨȄ�ɰǻ�ɂفɘɭ�ȓɈݍݵȄ�ʏࢭ�ȒȮɽȡɽםȄ�ɼǷ�ȓɈݍݵȄ�ʏࢭ�ȓܷݰȄɽɦȄ�ɖȄȯɸֿȄ
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��Ȅ ՎȳȫǺɭۚܣ�ɐʇ�ɵȨɳɗ�֗ȔȆʊɨɢɦȄ�ʄڲǻ�ɻ Փ
Քȡ Ւɼ�ȓɐɭȆݍݨȄ�ɵɭ�Ȇ Վɐȍɇ�Ȅȱɸ�ɬֺ ɡɦȄɼ�֗ɖȄȯɸֿȄ�ɷȱɸ��ȆɳȗɈȫ�֗ȓɈݍݵȄ�ɵɭ�ȆɳʊْڈɱȄ�ɉɜɗ

���ȓɐɭȆݍݨȄ�ȓɈݍݵ�Ȇ Վɜɗɼד��ǴȆȻ�ɰǻ�ȓɭȮȆɜɦȄ�ȔȄɽɳȷ�ȹɮݏݵɦ�

֚���ɉɈȫ�ɻʊɗ�ɰȆɠ�ɪɸ�ȓʈǹȳɦȄ�ɪȍɛ�Ȇɭۚܢ�ɐɮȉ�֗�ɣɦȰ�ɪȍɛ�Ȇɭ�֗ȑʊɇ 

��Ȇ Վȿɽɀȫ�Ȳɽɭֿ Ȅɼ�ȔȆɱȴȄɽםȄ�ɰֿ �֗ȓɈݍݵȄ�ɷȱɺɦ�Ȇ Վɜɗɼ�ɪɮɐȖ�Ȇٰڈǻ�ȓɭɼȵɨɭ�ȔȆʊɨɢɦȄɼ�֗ȓɐɭȆݏݨɦ�ȓɈȫ�ɻʊɗ�ɰȆɠ�֗ɯɐɲ�ɯɐɲ

��ȓʊɦȆםȄ��ɪȍɛ�ɻʊɗ�ɰȆɠ�ȯɜȗɏǷ�Ȇɭ�֚ȒȲȄȴɽɦȆȉ�ȓɈȍȕȳɭ�ȆْڈɈȫ�șɱȆɠ�ȓɐɭȆݍݨȄ�ɪɸۚܣ�ɦǸȸȖ�ɵɡɦɼ�֗ȓɐɭȆݍݨȄ�ȓʊɱȄ؈قɮȉ�ȓɈȍȕȳɭ

�������Ȇٕڈɗ�ɰȆɠ�Ȇɭ�ȒȲȄȴɽɦȄۘܢ�ȧ�ɰֿ �֗ɆȆȍȕȲַ Ȅ�ɞȄȰ�ɻʊɗ�

�ȯɐȊ�����֚ف؆ɟǷ�ɆȆȍȕȲȄ�ɻʊɗ�ɰȆɠ 

�Ȓȳ Քȸʋɭۚܣ�ɐʇ�Ȳɽɭֿ Ȅɼ�֗ȓܷݰȄɼ�ȓʈǹȳɦȄ�ȲȆȿ�֗ɯɐɲ�

�ȆɃȲ�ɞȆɳɸ�ɾȯɭ�ʅǷ�ʄڲǻ�֗ɤȆȷǷۚܢ�ɏȮ�ȆɺɈɈȫɼ�ȓʈǹȳɦȄ�ɵɏ�ɰֺɏׂɦ�ȓɭȯȬȗȸםȄ�ȔȄɼȮֿȄ�ɼǷ���ɪȿȄɽȗɦȄ�ȓɜʈȳɇ�ɵɏ

�֚ ��ɯɡʊɨɏ�ȑȡɽȗʆ�Ȇɭɼ 

�ɪɄɗǷ�ɪɢȼȊ�ȓɈݍݵȄ�ɯɺɗ�ʄڴɏ�ȆɳȕȯɏȆȷ�ʏڲȆȗɦȆȋɼ�֗�ɻɜʊɛȮɼ�ȓܷݰȄɼ�șɱȆɠ�ȓɭȯȬȗȸםȄ�ɪǾȆȷɽɦȄ�ɰǷ�ȯɜȗɏǷ�

�Ȇɭ�ɰֽȄۘܢ�ȧ�ȔȄ؈فțǸȕ�ʅǷ�ɞȆɳɸ�ɪɸ�֚ɰֽȄۘܢ�ȧ�Ȇɸɽȗȸۘܣ�םɦȄ�ȓʊȷȆȷֿȄ�ȔȄ؈فțǸȗɦȄ�ʏۂ�Ȇɭ�ȑʊɇ֚ȓʈǹȳɦȄ�ȯɐȊ 

�� ՎǴȄɽȷ �ɻȡɽȗɦȄ ��ɤɽɜɱ �ȓɌȧֺ ɭ �ȓʊɨɮɏ �ȔǷȯȉ ɐʇۚܣ� �
Վ
ֺɐɗ �ɯʊɨɐȗɦȄ �ɾɽȗȸɭ �ɵɏ �ɯɨɢȗɱ �ɽɦ ɐʇۚܣ֗� �ȔȄ؈فțǸȕ �ɻʊɗ ɼד�

��ɻȸɮɨɱ؈ف�țǸȕ�ȲȆȿۚܣ�ɐʇ�ȓɐɭȆȡ�ȓȀʋȉ�ɑɮȗȣɮɟۘܢ�ȧ�֗ȓɮɌɱֿ Ȅ�ɎɽɃɽɭ�ɵɏ�ɯɨɢȗɱ�֗ȮȲȄɽםȄ�ɎɽɃɽɭ�ɵɏ�ɯɨɢȗɱ�ɽɦ�ȓȍȸɴɦȆȉ

ɸ�ǴȆɄɏǷ؈ف�ɓ�ɼǷ�ȹʉȲȯȕ�ȓȀʊɸ�ǴȆɄɏǸɠ� ՎǴȄɽȷ�֗Ȇɳɨɠ��ȓȍɨɈɟۘܢ�ȧ�֗ȹʉȲȯȗɦȄ�ȓȀʊ�

�֚Ȇ٭ڈ�ɯɡɛȆȨȗɦȄ�ȱɳɭ�ȓɐɭȆݍݨȄ�ʄڴɏ�ȔǷȳɇ�ȔȄ؈فɔȖ�ʅǷ�ɯȗɌȧַ �ɪɸ�֗ɪɮݝݨȄ�ʏࡩ 

��ʏࢭ ɔȖ؈ف� �ɻʊɨɏ ȍȘʆۚܢ� ɐʇۚܣ� �ɻȕȄȰ �ȯȨȉ �ȒȲȄȮׁ Ȅɼ �ȾȆֿܧݵȄ ɔȖ؈ف� ɐʇۚܣ֗� �ȓʈȳɸɽȡ �ȔȄ؈فɔȖɼ �֗ȔȄ؈فɔȖ �ɻʊɗ �ɯɐɲ �ɻʆǻ

��ɵɏ�ɯɨɢȗɱ �ɵȨɱ �Ȅ ՎȳȫǺɭۚܣ�ɐʇ �֗ȔȆʊȣʊȕȄفȷַ Ȅ �ʏࢭ �֗ȔȆȷȆʊȸɦȄ]ʎɘȬɭ�ɯȷַ Ȅ[��ɪȍɛ����ʏڲȆɐɭ �ȯʆȯȡ�ȳʆȯɭ �ȆɸȆȡ�ɰ؈ȗɴȷ

]ʎɘȬɭ�ɯȷַ Ȅ[����ɰȆɠ�֗]ʎɘȬɭ�ȑɀɳםȄ[����Ȓȯם�ɝȉȆȷ����ՌɦȄɼ�ȓʈǹȳɦȄ�ɵɭ�ɷȯɳɏɼ�ȒݍݵفȄ�ɵɭ�ɷȯɳɐɗ�֗ȔȄɽɳȷvision����ɪɮɏ�Ȇɭ

��ȒȲȄȮׁ Ȅ�ʏ؈ف�ࢭɔȖ�
Վ
ֺȝɭ�ȓʊɨɮɏ�ɎɽɃɽɭ�ɽɸ�ʏڴɦȄ�֗Ȓȯʆȯȡ�ȲɽɭǷ�ɯɨɢȗɱ�ɷȱɸ�Ȳɽɭֿ Ȅ�ɵɭ�ȓɐɭȆݍݨȄ�ʏࢭ�Ȇɱȯɳɏ�ɰֽ Ȅۚܣ�ɐʇ�֗؈فʊɔȖ

ɐʇ�ɖɼȳɐɭ�ɰֽۚܣ�� Ȅ�֗ɰȆݏݨɦȄ�ȓʊɨɮɐȊ�ɝɨɐȗʆ�Ȇɮʊɗ�ɝʊȸɴȕɼ�ȑʋȕȳȕ�ɻʊɗ�ȲȆȿ�ȔȆʊɨɢɦȄ�
Վ
ֺȝɭ�ɾɽȗȸɭ�ɵɏ�ɯɨɢȗɱ�ȓʊɨɮɏ�֗ɯɨɢȕǷ

ɐɭ�ɰȆݍݨ�Ȇɺɦ�ȔȆʊɨɢɦȄ�ɑʊɮݍݨ�Ȯȯ Ւȧ�Ⱦֺȫ��ȔȆʊɨɢɦȄ�ɑʊɮݍݨ�ȔȮȯ Ւȧɼ�șɴ Փ
Քɳ
Ւ
ɛ�֗Ȇ ՎɄʆǷ�ȓʊɨɢɦȄ�ʏࢭ�ȓʈȲȄȮǻ�ȑȿȆɳɮɟۘܢ�ȧ�֗ȓɳʊ

��Ȇɱȳȿ�֗ؠۜܣȷǺɭ�ɪɢȼȊ�ɪɮɏ�Ȇٕڈɗ�ȲȆȿ�֗ȓʊɮʆȮȆɠֿȄ�ɰɽȀȼɨɦ�֗ȆʊɨɐɦȄ�ȔȆȷȄȲȯɨɦ�ɪʊɟɼ�Ȇٕڈɗ�ɰɽɢʆ�֗ȯʊɮɏ�
Վ
ֺȝɭ�Ȇٕڈɗ�ɰɽɢʆ

�ȷǺɭ�ɪɮɏ�ɪɮɐɲؠۜܣ�ɟǷ؆ف��ɵɭࢭɐʇ�ɝȉȆȸɦȄ�ʏۚܣ�

�֚ Ȅ ՎȳȫǺɭ�ɍȧɽɦ�Ȅȱɸۚܣ�ɐʇ�

ɦȄ �ɤֺȫ �Ȅ ՎȳȫǺɭ �ɍȧɽɦ �ɻʆǻ��֗ۚܣɐʇ �ȔȄȲȮȆȍםȄ �ɵɏ �Ȇɸ؈فɓ �֗Ȅȱɸ �ȳɭֿ Ȅ �ȓɌȧֺ ɭ �ɯȕ �
Վ
ֺɐɗ �ȔȄɽɳȷ �ȚֺȝɦȄ �ɼǷ �ɰ؈ȗɴȸ

��ȓʊɃȆםȄ�ȒفɘɦȄ�ɤֺȫ�ʏࢭ�ȓɐɭȆݍݨȄ�ȓɐɮȷ�ɵɭ�ʅɽȻ�Ȕف Ք؈ɓ�ɤɽɜɱ�ɵȨɱ�ʏڴɦȄ�ȔȄȲȮȆȍםȄ�

��֗ȆْڈȷȲȆɮɭɼ�֗ȆɺɜʊɜȨȕ�ȓɜʈȳɈȉ�ɝɨɐȗʆ�Ȇɮʊɗ�ȓȝʆȯݍݰȄ�ȓɭȆɐɦȄ�ȒȲȄȮׁȄ�ȳȿȆɳɏ�ɵɏ�ɯɨɢȗɴȷ�ȓɨȉȆɜםȄ�ɵɭ�ǴȵݍݨȄ�Ȅȱɸ�ʏࡩ

Ȅ�ɎɽɃɽɭ�ɵɏ�ɯɨɢȗɱ�ȆɳʊםȄ�ȓȷȲȆɮɭ�ɯȗȕ�əʊɟ�֗ȓɨǾȆȸם�ȓɨǾȆȸࡩȲȄȮɼ��ʏٮ
Ք
ɨȫ�֗ȓʆȄȯȉ؈ف��ɔȖ�ʅǷ�Ȇٕڈɨɏ�Ƿȳɇ�ȄȰǻ�Ȇɮɏɼ�֗Ȇڈ

��֚ȓɐɭȆݍݨȄ 
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��ɵɭ�ʅɽɳȷ�ɤɽɜɱ�ɻȍȻ�ɯʊʊɜȕ�ɞȆɳɺɗ�֗ɯȸɜɦȄ�ȹʋǾȲ�ɵɭ�
Վ
ȒȳȻȆȍɭ�ɪǾȆȸ Ւʇ�Ȇ Վɐȍɇ�֗ȹʉȲȯȗɦȄ�ȓȀʊɸ�ǴȆɄɏǷ�ɵɏ�ɯɨɢȕǷ

�Քʊɜʆ�ɽɸ�ɯȸɜɦȄ�ȹʋǾȲ�֗ɯȸɜɦȄ�ȹʋǾȲ�ɪȍ Փɛ�ɵɭ�ȹʉȲȯȗɦȄ�ȓȀʊɸ�ɽɄɏ��ɯٮڈȆɭȄقɦȄ�ɵɏ�ɯɺɦǸȸʉɼ�ȹʉȲȯȗɦȄ�ȓȀʊɸ�ǴȆɄɏǷ�ɯ

��Ȇɺɨɠ�֗ȒȮɽݍݨȄ�ȲɽɭǷ�ȑɨɈȗȕ�ʏڴɦȄ�Ȳɽɭֿ Ȅ�֗ȔȄȲȳɜםȄ�əʊȿɽȕ�֗ȔȆȡȲȯɦȄ�֗ȓʊȸʉȲȯȗɦȄ�ȮȄɽםȄ�ɵɏ�ɯɨɢȗɱ�Ȇם�
Վ
ֺȝɭ�֗ȓʊȷȆȷֿ Ȅ

��ɯȸɜɦȄ�ȹʋǾȲ�ɝʈȳɇ�ɵɏ�ɰɽɢʆ�

ȯʊɮɐɦȄ�ɬȆɭǷ�ʎɭȳɸ�ɪȸɨȸȘɟ�֗ɬȳɺɟ�ȹʉȲȯȗɦȄ�ȓȀʊɸ�ǴȆɄɏǷۘܢ�ȧɼ�Ȇ ՎɄʆǷ�ɯȸɜɦȄ�ȹʋǾȳɦ�ȓȍȸɴɦȆȉ��ʏڴɦȄ�ɽɸ�ȯʊɮɐɦȄ�֗

��ɯɺɮ Քʊɜʆ�ʏڴɦȄۘܢ�ȧ�ɽɸɼ�֗ɯɺɦǸȸʇ�

��ȔȆʊɨɢɦȄ�ȔȄȮȆɮɐɟ�
Վ
ֺȝɭ�ɯɨɢȗɱ�֗ȓɐɭȆݍݨȄ�ɪʊɟɼ�ɪȍ Փɛ�ɵɭ�ɻɳɏ�ɤǴȆȸʉɼ؟ۜܣ�Ȇȷֿ Ȅ�ɻɐȡȳɭ�ɰɽɢʆ�ȯʊɮɐɨɦ�Ȇ ՎɄʆǷ�ȓȍȸɴɦȆȉ

��ɪȍ Փɛ�ɵɭ�ȯʊɮɏۚܣ�ɐʇ�ɪɠ�ɪȍ Փɛ�ɵɭ�ɰɽɢʆ�ȒȯɏȆȸםȄ�ȔȄȮȆɮɐɦȄɼ�ȓʊɱȆȝɦȄ�ȵɟȄȳםȄ�
Վ
ֺȝɭ�֗ȓʊɮʆȮȆɠֿȄ�ɰɽȀȼɨɦ�ȓɐɭȆݍݨȄ�ɪʊɟɼ

Ȅ��ȒȲȄȮׁ Ȅ�ɼǷ�ȒȮȆɮɐɦȄ�ɷȱɸ�ɵɏ�ɤɽȀȸɭ�ɽɸ�ʏڴɦȄ�ɪʊɟɽɦ�

֚ʎɭȳɺɦȄ�ɪȸɨȸȘɦȄ�ȒȮȆɐɟ 

��ɯ Քʊɜ Ւʈɼ�ȓɱȆȍȘȷȄ�ɻʊɗ�ɰɽɢʈɼ�֗ܣȷȲ�ȳʈȳɜȕ�ɑɗȳ Ւʆ�֗ɯɐɲ�ɻʆǻ�

�֚ Ȇ ՎʊɦȆȧ�ɻʊɗ�ɪɮɐʇ�ɪɸ 

��ɻʊɗ�ɤɽɮɐɭ�ɻʆǻ�ɻʆǻ�

�֚ ȓɐɭȆݍݨȆȉ�ɣɛȆȨȗɦȄ�ȱɳɭ�ȓɨǾȆȸםȄ�ȓȷȲȆɮɭ�ɼǷ�ɝʊȍɈȕ�ʏ؈ف�ࡩɔȖ�ʅǷ�șɌȧַ �ɪɸ 

��ȔȲȆȿ�ɻɨɐɦ�֗ǴȄȳȡׁ Ȅ�ȹɘɱ��֗ȟʆȯȨȕ�Ȇٕڈɗ�ȳʈɽɈȕ�֗ȔȆɱȆʊȎȗȷַ Ȅ�
Վ
ֺȝɭ�ȓʊɨɮɏ�ʏࢭ�ȳʈɽɈȕۚܣ�ɐʇ�

Վ
ֺȝɭ�ȓʊɨɮɏ�ʏࢭ�ȒȮȆʈȴ�ɻʊɗ

��Ȇٕڈɗ�ɪȫȮ�ɰֿ �֗ȓʊɨɮɏ�
Վ
ֺȝɭ�֗ȔȆʊɨɮɏ�șɨȫȮ�ַ֗�ɰֽ Ȅ�֗ȔֺɭȆȣɭ�Ȇٕڈɗ��ɤɽɜɱ�ʅɽȻۚܣ�ɐʇ�șɱȆɠ�Ȇ ՎɜȉȆȷ�֗ف؆ɟǷ�ȓɐȊȆȗɭ��ɤɽɜɱ

�ɽɀݍݰȄ�
Վ
ֺȝɭ�ȓʊɨɮɏ�֗Ȇٕڈɗ�ɪȫȯȕ�ȔȲȆȿ�֗ȔȄȳɮȕǺםȄ�ɤɽȫȮ�ȓʊɨɮɏ�

Վ
ֺȝɭ�ɰֽ Ȅ��ȓʊɨȫȄȮ�

Վ
ֺȝɭ�ȔȄȲɼȮ�ɯʆȯɜȕ�ɼǷ�ȹʉȲȯȗɦȄ�ɼǷ�ɤ

ɏ�ɰֽڴɟǷ�ɰɽɢʆ�ȹʋǾȳɦȄ�ʄ؆ف���� Ȅ�ȑȣʆ�ȲȆɀɗ�֗ɯʊʊɜȗɦȄ�ʏࢭ�ȓɨɃȆɘםȄ�ȓʊɨɮɏ�Ȇٕڈɗ�ɪȫȮ�ȓʊȡȲȆȫ�ɼǷ�

�֚ ȔȆʊɨɢɦȆʊɘȕȄȲȄȮׁȆȍʂȗȧɼǷ�ȓɐɭȆݍݨȄ�ʏࡩ�ʎɭȳɺɦȄ�ɯʊɌɳȗɦȄ�ɼǷ�ȓʈȵɟȳםȄ�əɀȕ�ɰǷ�ɵɡɮɭ�əʊɟ 

Ȇȉ�Ȇɱȯɳɏ�ɯɨɢȗɱ�ȓʈȵɟȳםȄ�ɞȄȰ�ɻʊɗ�Ȇɭ�Ȇ Վɐȍɇۚܣ�ɐʇ�ɤȄȴ�Ȇɭ��֗ȹɦȆݝݨȄ�ʄڴɏ�ȯɮȗɐʇ�ȲȄȳɛ�Ȇɱȯɳɏ�ȲȄȳɛ�ʅǷ�ɰֿ �֘ȔȆɐɭȆݍݨ

��֗ȹɦȆȣɭ�ȓʈȵɟȳɭ�֗ȓʊɀܧݵ�ȓʈȵɟȳɭ�ʏۂ�Ȇɭ�ɵɡɦɼ�ȓʈȵɟȳɭۚܣ�ɐʇ�֗ȹɦȆݝݨȄ�ʄڴɏ�ȯɮȗɐȖ�Ȇɺɨɠ�Ȇɱȯɳɏ�ȓɐɭȆݍݨȄ�ʏࢭ�ȔȄȲȄȳɜɦȄ

�ȓʊɛفɦȄ�
Վ
ֺȝɭ�ɎɽɃɽɭۘܢ�ȧ�ɑʊɃȄɽםȄ�ɪɠ�֗ɵɭ�ɑɨɈʊȉ�ɽɸ�ʏڴɦȄ�ȓʊɨɠ�ȹɨȣɭ�֗ɯȸɜɦȄ�ȹɨȣɭ�

�ȵɟȳםȄ�
Վ

ֺȝɭ�ɰǻ�ɤɽɛǷۚܣ�ʊ
Ք
ɨȫ�֚ ʎɭɽɡݍݰȄ�ɎȆɈɜɦȄ�ɵɏ�əɨȗȬȕ�ȔȆɐɭȆݍݨȄ�ɎȆɈɛ�ʏࡩ�ȓʈ 

��ȩʊܵݰ�ɯɐɲ�ɻʆǻ�֗ȳȫǵ�ʎɭɽɢȧ�ɎȆɈɛ�ʅǷ�ɵɏ�

�֚ əɨȗȬȕ 

��ȓɘɨȗȬɭ�֗ɻʆǻ�

��ɯȸɜɦȄ�ȯʊȉ�ȓɈɨȸɦȄ�Ȇɳɸ 

��ʏࢭ�ȯʊɮɐɟ�ȆɱǷۘܢ�ȧ�ȆɱǷ�֗ۚܣɐʇ�ɁܨݵɦȄ�ȯʊȉ�ȹʋɦɼ�ɯȸɜɦȄ�ȯʊȉ���ʏڲ�ȹʋɦ�ȓʊɨɢɦȄ�ȒȲȄȮǼȉ�ȓɜɨɐȗםȄ�ɑʊɃȄɽםȄ�ɵɭ��

��ʏۂ �Ȇɮɳʋȉ �֗Ȇٕڈɗ �ȓʊɜȧǷ ɐʇՌɦȄۚܣ� �ɑʉȴɽȕ ȧۘܢ� �֗ȚȆɐȗȉַ Ȅ �ȓʊɨɮɏ �֗ȓʊɛفɦȄ �ȓʊɨɮɏ �֗ɰ؈ʊɐȗɦȄ �ȓʊɨɮɏ �ɵɭ �֗ȹɨȣɮɨɦload��

ՌɦȄ�ɑʉȴɽȕ�ȓʊɨɮɏ�֗ؠۜܣʉȲȯȗɦȄload����ɝȧ�ɽɸ�Ȇɭ�ɼǷ�֗ɯȸɜɦȄ�ȹʋǾȳɨɐɀȬʆ�Ȇɭ�ȔȆɐɭȆݍݨȄ�ʏࢭ�ɯɨɢȕǷ�ɬȆɌɳɟ�Ȇɱȯɳɏؠۜܣ�ʉȲȯȗɦȄ
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ɮɏ�ʏࢭ�ɝȧ�ɻɦ�ɽɸ�֗ɯȸɜɦȄ�ȹɨȣɭ�ɽɸ�ʏڴɦȄ�ȹɨܣ֗�ݝݨɨɐɦȄ�ȹɨȣɮɨɦ�ɝȧ�ɽɸ�Ȇɮɱɼ�֗ɯȸɜɦȄ�ȹʋǾȳɦ��ȓȍɀɱֿ Ȅ�ɑʉȴɽȕ�ȓʊɨ

�Ǵֺɭȵɨɦ�ȓʊȸʉȲȯȗɦȄ�ǴȆȍɏֿ Ȅ�ɑʉȴɽȕɼ�

��֚ȔȆɐɭȆݍݨȄ�ɤֺɜȗȷȄ�ɵɏ�ɞȳɌɱ�ȓɺȡɼ�ʏۂ�Ȇɭ�֗ȶȲȆɮȕ�șɦȄȴ�ַ �ȓʈȵɟȳםȄ�ɰǷ�ȯɜȗɐȖ�ɣɱǷ�Ȇɮȉ 

��ȰȆȬȕȄ �ʏࢭ �ȓɏȳȸɦȄ �
Վ
ֺɐɗ�ȓʊɨɮɏ�ȆɺɮɸǷ �ɵɭ �ɪɐɦ�֗ȓʈȳɸɽȡ�ʏڌȄɽɱ �ʏࢭ �ɪɄɗǷ �ɰɽɢʊȉ ɐʇۚܣ� �ɻʊɗ �ɰɽɢʊȉ �ɽɸ �֗ȩʊܵݰ

ɏ�ɵȨɱ�ɯɨɢȗɱ �Ȇם �
Վ
ֺȝɮɗ�֗ȔȄȲȄȳɜɦȄ��ȔȆʊɨɮɐɦȄ �ɯɸɼ�֗؟ۜܣȄȲȮ �ȲȆȸɭ�ȩȗɗ �ȓʊɨɮɏ�֗ȥɭȆɱȳȉ �ȲȄȳɛǻ �ȓʊɨɮɏ�ȓʊɨɢɦȆȉ �Ȇɳɸ �Ȇɱȯɳ

��ȲȆȸɭ�ɰɽȨȗɘȕ�ɰɽȍȕ�ȓʊɨɢɦȆȉ�ɯɟȯɳɏ�șɨɄɘȕ�Ȇɭ�ʅȴ�
Վ
ֺȝɭ�֗ȓʊȗɛɽɦȄɼ�ȓʈȳɸɽݍݨȄHR��ȱȫǸʆ�ȯɛ�ȔȄǴȄȳȡׁ Ȇȉ�ȳɌɳɱ�Ȇ֗�ם

ɘȕ �Ȇٰڈǻ �ɂفɘםȄ �ɰȆɠ �ȓʊȉفɦȄ �ȓʊɨɠ �Ȇɱȯɳɏ�ɤȆȝםȄ �ɪʊȎȷ�ʄڴɏ�ȓʊɨɠ �Ȇɱȯɳɏ�֗ɰ؈ȗɴȷ�ʄڲǻ �ɎɽɃɽםȄ��ȓȍɨɇ�ɪȍɜȕɼ �ȥɭȆɱȳȉ �ȩȗ

��ʄڴɏ�ȳ
Ք
țǷ�Ȅȱɸ�șɛɽɦȄ�֗șɛɼ�ȱȫǷ�ɻɃȳȉ�ȒȲȄȴɽɦȄ�ȦȄȲ�Ȇ֗�םȒȲȄȴɽɦȄ�ʄڲǻ�ȥɭȆɱفɦȄ�ɑɗȲ�ȓʊɨɮɏ�ʏࢭ�ʅɽȻ�ȄɼȳȫǸȕ�֗ʏڲȆݍݰȄ�ɪɀɘɨɦ

��ȔȳȫǸȕ�ȓȍɨɈɦȄ�ɵɭ�ȓɨɭȆɠ�ȓɐɗȮۚܣ�ɐʊɗ�֗ȓɭȮȆɜɦȄ�ȓɳȸɦȄ�ʄڲǻ�ȥɭȆɱفɦȄ�ɪȡǺʆ�֚Ƚʇǻ�ɻɱǻ�

�֚ ɣʆǷȳȉ�ȑȎȸɦȄɼ�

ۚɐʇ�֗ȔȄǴȄȳȡׁ Ȅ�ȓʊɨɮɏ�ɤɽɇ�֗ȔȳɟȰ�Ȇɭ�ʅȴ��ȓɈݍݵȄ�ȲȄȳɛׁ�Ȇʊɨɏ�ȓɳ֗�ݍݨȓʊɨɠ�ȹɨȣɭ�֗ɯȸɛ��ȒȮȯɐȗɭ�Ȓ؈فȝɟ�ȹɦȆȣɭܣ�

��ȓɐɭȆݍݨȄ�ȓʊɦֺɜȗȷȄɼ�ȓɐɭȆݍݨȄ�ɤȆɀɘɱȄ�֗șɛɽɦȄ�ȱȫǸʊɗ�֗ȒȲȄȴɽɦȆȉ�ȓȗɛǺםȄ�ȓɳݏݨɦȄ�ȆɸȯɐȊ�ɯț�֗ȓɐɭȆȡ�ȹɨȣɭ�֗ȓʊȷȄȲȯɦȄ

��ȔȄǴȄȳȡׁ Ȅ�ɷȱɸ�ɵɭ�ɪɨɜʊȋɼ�Ȇٔڈɭ� ՔȯȨʊȉ�����ɯɸǷ�Ȅȱɸ�ɪɐɦ�

��֚ɻɘɀȕ�ɰǷ�ɵɡɮʆ�əʊɟɼ�ȓɐɭȆݍݨȄ�ʏࡩ�ɰȆɠ�ɪɢȻ�ʅǸȉ�ɰ؈ɡɮȗɦȄ�ȶȲȆɮʆ�ɪɸ�֗ɰ؈ɡɮȗɦȄ�ȳɀɳɐȊ�ɝɨɐȗʆ�Ȇɮʊɗ 

��ɎȆɈɜɦȄ�ɪȝɭ�ɽɸ�Ȇɭ�֗ʎȖȆʊȧֺ ȿ�ɵɭ�ɽɸ�Ȇɭۚܣ�ɐʇ�֗ȹɦȆݝݨȄ�ȯʆ�ʏࢭ�Ȇɺɨɠ�ȔȄȲȄȳɜɦȄ�ɰǻ�Ȇɮȉ�ɵɡɦɼ�ɰ؈ɡɮȕ�ɻʊɗ�ɯɐɲ�ɻʆǻ

�ɭɼ�ȓɳʊɐɭ�ȲɽɭǷ�ʏࢭ�ȓʊȧֺ ȿ�ʎɈɏǷ�ɼǷ�ɵ
Ք
ɡɭǷ�ȆɱǷ�ʎɲǻ�ʎȖȆʊȧֺ ȿ�ɵɭ�ɽɸ�Ȇɭ�֗ȾȆݍݵȄ��ɎɽɃɽםȄ�ɽɸ�Ȇɭ�ɰֿ �֗Ȇɭ� ՐɁܨݵɦ�ȒȮȯȨ

��ɪʊȎȷ�ʄڴɏ�ɰֽ Ȅ�əʊɀɦȄ�ʏࢭ�Ȇɱȯɳɏ�ʅȴ�
Վ
ֺȝɮɗ�֗ȹʋǾȳɦȄ�ɂ Քɽɗ�ɻȸɘɱ�ȹɨݝݨȄ�ȄȰǻ�֚ɰ؈ɡɮȕ�ɻʊɗ�ɰɽɢʆۘܢ�ɭ��Ɂܧݵ�ȯɳɏ

��ɰ؈ȝɐȗȍɭ�ȲɽɭǷ�ɻʊɗ�֗Ȳɽɭֿ Ȅ�ɪɈɐȗȕ�ַ�ɰȆȼɨɐɗ�֗ȒȴȆȡǻ�ʏࢭ�ǴȆɄɏֿ Ȅ�ɑʊɮȡ�ǴֺɭȵɦȄ�ɻɱǻ�ɯɡȨȉ�֗ȹɦȆȣɭ�Ȇɱȯɳɏ�Ȇɭ�ɤȆȝםȄ

�ȳȿȆɱ�ȰȆȗȷǷ�֗ɣʈȴ�֗
Վ
ֺȝɭ����Ȓȯɭ�ɎɽɃɽםȄ�ɖȆɜʆǻ�ȓʊɨɮɐɗ�֗ɷ؈فɓɼ�ȓʊɮɨɏ�ȓɨȧȲ�

Վ
ֺȝɭ�ȯʆȯɮȗȉ�ɬȆɛ����ȲɽɺȻ������Ȅȱɸ�ȲɽɺȻ

��ȱȬȗʆ�֗ȔȆʊȧֺ ɀɦȆ٭ڈ�ȯʊɮɐɦȄ�ɂ Քɽɘʆ�֗ȯʊɮɐɦȄ�֚ɰ؈ɭ�ɂ Քɽɘʆ�ȹɨݝݨȄ�Ȇɳɺɗ�֗ʄڴɏ�ɼǷ�ȟɐȗȍםȄ�ʄڴɏ�ʎȜȲȆɠ�ɰɽɢʊȉ�֗ʎȜȲȆɠ

ǵ�Ɂܨݵɦ�ȓʊȧֺ ɀɦȄ�ʎɈɏǷ�ɵ
Ք
ɡɭǷ�ȒȴȆȡǻ�șɐɨɇ�

Վ
ֺȝɭ�ɻɱǻ�ɯɡȨȉ�ȯʊɮɐɦȄ�ɵɡɮɭ�Ȇɳɸ�֗ȲȄȳɜɦȄ��ȹʋǾȳɦ�ɼǷ�֗

Վ
ֺȝɭ�ɪʊɟɽɨɦ�֗ȳȫ

��ȮȯȨɭ�ɽɸ�ɣɦ�șɨɛ�Ȇɭ�ʅȴ�ɰ؈ɡɮȗɦȆɗ�֗ȔȆʊɨɮɐɦȄ�ɷȱɸف� Ք؈ȸʇ�Ȇ ՎɄʆǷ�ɻɱǻ�ɯȸɛ�

�֚ �ȓɈɨȸɨɦ�ɤȮȆɐɦȄ؈ف�ɓ�ɑʉȴɽȗɦȄ�ɵɭ�ȔַȆȧ�ʅǷ�șɌȧַ �ɪɸ�֗ɰ؈ɡɮȗɦȄ�ɵɏ�ɯɨɢȗɱ�ɻɱǷ�Ȇɮȉ 

ڤ�Ȇɳȧǻ�ɰǻ�ʏࢭɓ�ɤɽɜɱ�Ȇɭ�֗ɑʉȴɽȕ�ɞȆɳɸ�ɰɽɢʆ�ȯɛ�֗ȓʊɦȆȝɭ�ȓȀʋȉ�ʏ؈ف� Քȯɱ�Ȇɭ�ɵȨɱ�֗ɬֺ ɡɦȄ�ɰɽɢʆ�ȯɛۚܣ�ɐʇ����ɵɡɦɼ�֗ɤȮȆɏ

��ɍȧֺ ɭ�ɽɸ�Ȇɭ�ɵɡɦɼ�֗ɰɽɢʆ�ȯɛ�֗Ɂܧݵɼ�Ɂܧݵ�ɰ؈ȉ�ɝɗȄɽȕ�ɻʊɗ�֗ɝɗȄɽȗɭۚܣ�ɐʇ؈ف�ɓ�ɼǷ�ʅɽȷ؈ف�ɓ�

��ɑɛɽȗɱ�ɪɸ��ɤȆȝםȄ�ɪʊȎȷ�ʄڴɏ�֗ɰ؈ʊɮʆȮȆɠֿȄ�ʄڴɏ�ǴȄȲȯɮɨɦف�؆ɟǷ�ɰ؈ɡɮȕ�ȩɳɭ�ɵɏ�ȚȯȨȗɳɦ�֗ɰ؈ɡɮȗɦȄ�ȾɽɀȬȉ�ȆɄʆǷ

�֚ ȔȆɐɭȆݍݨȄ�ʏࡩ�Ȇʊɨɏ�ȑȿȆɳɭ�ɰɽɨȗȨʆ�ɰɽʊɮʆȮȆɠǷ؈ف�ɓ�ɾȳɱ�ɰǷ�

ɓ�ɵɏ�ȓɘɨȗȬɭ�ȯɜȗɏǷ�ȹʉȲȯȗɦȄ�ȓȀʊɸ�ɽɄɐɦ�ȓɮʊɨɐɦȄ�ȓɱȆɢ�����ʅȳɌɱ�ȓɺȡɼ�ɵɭ؈ف�ʆȮȆɠֿȄܣȆȗɦȆȉ�֗ڲɽɦȄ��ʏڤȄɼ�ɯɺɘɦȄɼ�ʏם

��ȓʊɀܨݵɦȄ�����ɪɀȨʆ�ɰǷ�ɵɡɮʆ�əʊɟܣ��ʆȮȆɠ �ɡɮȗɦȄ�ɰɽɢʆ؈ɓɼ�ʎȌȆȣʆǻ�Ȇɳɸ�ɰ؈ف�ɓ�ȶǷȳʆ�ɰǸȉ�֗ȑȷȆɳɭ؈ف�ʆȮȆɠֿȄܣֿ� �ַȯɛ

ȹʉȲȯȗɦȄ�ȓȀʊɸ�ɽɄɏ�ɑɭ�ɪɭȆɐȗɦȄɼ�ɯɸȆɘȗɦȄ�ʏࢭ�ȓȋɽɐȿ�ɞȆɳɸ�ɰɽɢȕ�ȦȲ�ȯɜȗɏǷ�֚Ȅȱɸ���

�֚ �ȔȆɐɭȆݍݨȄ�ʏࡩ�ɰ؈ɡɮȗɦȄ�ɵɭ�ɎɽɳɦȄ�Ȅȱɸ�ɪɀȨʆ�ɰǷ�ȑȷȆɳɭ؈ف�ɓ�ɻɱǷ�ȯɜȗɐȖ�șɱǷ�֗�ʏڲȆȗɦȆȉ�
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����ɽɸ�ɪɸ�֚ȈՔȲȯɭ�ɽɸ�ɪɸ�֗ȒȲȄȮׁ Ȅ�ɣȸɮʊȉ�ʏڴɦȄ�ɁܨݵɦȄ�Ȅȱɸ�ʄڴɏ�ȯɮȗɐʇ�ɼǷ�֗ܣʆȮȆɠֿȄ؈ف�ɓ�əɋɽםȄ�Ȅȱɸ�ʄڴɏ�ȯɮȗɐʇ

�֚ ַ� ɼַ�ɽɸ�ɪɸ�֚Ǹʊɺɭ�

ՌɦȄ�ʏ؈ف�ࢭȍȫ�ȑʊȡǷ�ɽɦHR���ɎɽɃɽםȄ�Ȇɳɸ�֗ȾȆֿܧݵȄ�ɑɭ�ɪɭȆɐȗɦȄ�ʏࢭ����ʏڋʊȕ�Ȇם�
Վ
ֺȝɭ�ȓȋȳȣȗɟۚܣ�ɐʇۘܢ�ȧ�ȹȊ�֗əɨȗȬɭ

��ȓȀʊɸ �ɽɄɏ �ɤȄȴ �ַ �֗ȒȳȼȘɳɭ �șȸʋɦ �Ȇٰڈǻ �ɑɛɽȕǷ �ɾȳȧֿ Ȇȉ �֗ Քʏڴɏ �ȔՔȳɭ �Ȇɭ �֗ȓɭȯɜȗםȄ �ɤɼȯɦȆȉ �ȆʊɱȆɈʆفȉ �ȆɢʈȳɭǸȉ �Ȇڈ ȲٰȆɜȕ

��ȳʆȯɭ�ɰɽɢʆ�ɵɡɮɭ֗ȓʊɨɠ�ȒȲȄȮǼɠ�ɯɨɢȕǷ�֗ɵɡɦɼ�ɾȳȫǷ�ȑȿȆɳɭ�ɣȸɮʆ�ɰɽɢʆ�ȯɛ�֗ȓʊɨɢɦȄ�ȯʊɮɏ�ɽɸܣ�ʆȮȆɠֿȄ�ȹʉȲȯȗɦȄ

ȕ�ȯȧȄɼ�ȓɐɭȆȡ�ȹɡɐɦȆȉ�ȯȧȄɼ�ȑʊȡǷ�ɵɡɮɭ�֗ܵݳ�ȓȿȆȫ�ȓɐɭȆȡ�ɼǷ�ȓȿȆȫ�
Վ
ֺȝɭ�ȒǸȼɴɭ�ɵɏ�ɯɨɢȕǷ�ȆɱǷ�ɰݍݰ؈Ȅ�֗ʅȱʊɘɳ

expert�� 

�֚ ȓɐɭȆݍݨȄ�ȳʆȯɭۘܢ�ȧ�ɣɦȱɟ�

��ɵɏ�ɯɨɢȕǷ�֗ɰȆɠ�ȓɟȳȻ�ȳʆȯɭ�ȯȧȄɼ�
Վ
ֺȝɭۚܣ�ɐʇ�֗Ɂܧݵ�ɰɽɢʆ�ȓɐɭȆݍݨȄ�ȳʆȯɭ�ɰɽɢʆ�ɵɡɮɭ�ɣɦɽɛǷ�ȆɱǷ�ȓɐɭȆݍݨȄ�ȳʆȯɭ

�ȮȄȳʆǻ�ɝʊɜȨȕ�ɖȯɺɦȄ�ɰȆɠ�ȄȰǻۚܣ�ɐʇ�ȯɛ�֗ȓȿȆȫ�ȓɐɭȆȡ��ɪɭȆɐȖ�ɻɨɠ�Ȇɳɸ�ɪɭȆɐȗɦȄ�ɰǻ�Ȇɮȉ�ȓʊɨɢɦȄ�ɾɽȗȸɭ�ʄڴɏ�ȹȊ�֗ȦȆȋȲǷɼ

��
Վ
ֺȝɭ�֗ȟȨȍɦȄ�ʏࢭ�ȑɨɈɟ�ȆɱǷ�ʏڋʊȕ�Ȇם�ɰݍݰ؈Ȅ��ɤȄǺȷ�ɣɦǸȷǷ�ȆɱǷ�֗דɼ�șɱǷ�ʏڋʊȕ�Ȇם�ɰ؈ʊɮʆȮȆɠǸɠ�ȹʉȲȯȕ�ȓȀʊɸ�ǴȆɄɏǷ�ɑɭ

��ɰ؈ȗɴȷ�ɪɠ�ȳȼɴʆ�ȹʉȲȯȗɦȄ�ȓȀʊɸ�ɽɄɏ�ɰǻ�֗ɻɦ�ʄڥȸɲ�ɵȨɱ�ʏڴɦȄ�ʎɢʈȳɭֿ Ȅ�ȮȆɮȗɏַ Ȅ�
Վ
ֺȝɭ�ɻɳɭ�ȑɨɈȕ�ȒȮɽݍݨȄՌɦȄ�ȟȨȉrank��

��
Վ
ֺȝɭۚܣ�ɐʇ�ɰɽɢʆ�ɻɜȧRank��ɯɦɼ�ȟȨȍɦȆȉ�ɻɜɘʆ� ɼַ�ȟȨȍɦȆȉ�ɖȳɐʇ�ַ�֗ȹʉȲȯȕ�ȓȀʊɸ�ɽɄɏ�ɽɸ�Ȇɭ�ȯʊɮɏ�əʊɟ�֗ɑɘȕȳɭ�ɶ

�ɪʊɸȆȸȘɦȄ�ȳࢭȄ�Ȅȱɸ�ʏםɐʇ�֗ɎɽɃɽۚܣ��
Ք
ɗɽʆ�ɻɱǻ�ɼǷ�֚ɎɽɃɽםȄ�Ȅȱɸ�ʏࢭ�Ȳɽɭֿ Ȅ�ȳȸʋʆ�ɻɱǻ�ɼǷ�֚ȑɨɈɦȆɸ�ȑɨɈʆ�ȓʊɨɮɐɦȆɸ�ȶȲȆɮʆ

��ȹɡɐɦȆȉ�֗ȓɨɺȸɦȄ�ɑʊɃȄɽםȄ�ɵɭ�ɽɸ�Ȇɭ�ɎɽɃɽɭ��ȟȨȍɦȄ�ȓʊɮɸǷ�ɖȲȆɏ�֗ȟȨȍɦȄ�ɖȲȆɏ�֗ȹʉȲȯȕ�ȓȀʊɸ�ɽɄɏ�ɻɱǻ�ɂفɘ Ւʆ

��ȈɽɨɈɭ�ȆɱǷ�֗ȓɘʊɋɽɦȄ�ȔȱȫǷ�ȆɱǷ�ȹʉȲȯȕ�ȓȀʊɸ�ɽɄɐɟ�ʏڲ�ȓȍȸɴɦȆȉ�ȆɱǷ�֗ȑɨɈɭ�ɽɸ�Ȇɭ�ɻɱֿ ɳʆ�ȯɐɜʆ�֚Ƚʇǻ�ɰȆȼɏܶݳ֘�

ʉȲȯȕؠۜܣʊȕ�Ȇɭ�֗ڋȣȕ�ʏفɏ�ʎɲڴȄ�ɻȕȄȵɘȨɭ�ɷȯɳɏ�ɰɽɢʊȉ�ȯʊɮɐɦȄ�ɵɡɦ�֗ȟȨȉǷ�ʎɲǻ�ʄݍݵɭload����ɻɛȳɇ�ɷȯɳɏ�ɰɽɢʊȉ�֗ȓȿȆۚܣ�

ǻ�ǴȆɄɏֿٰڈɦȄ�Ȅȱɺɗ�֗ɰɼȳȼɴʆ�ɯڴȆɸ�ȳɗɽȗȕ�ַ�ȯɛ�֗ɻɳɏ�ɯɨɢȕǷ�ʏݍݵفȆɸɼ�ȒםȄ��ȳʆȯɭ�ʅǷ�ȯɳɏ�ȔȆɭɽɨɐݍݵ Ȇɸ�ȵ ՔɘȨʆ�ɻɱǻ�ȓȿȆ

��ɣȗɨȍɜȗȷǷ�șɳɟ�Ȇɭ�ɷȄȲɽȗɟȯɦȄ�șɨɮɏɼ�ȟȨȉ�șɨɮɏɼ�ȟȧȆȍȉ�ɽɭ�ȆɱǷ�ɽɦɼ�֗ȳɗɽȗȕ�Ȇɭ�֗ȓʊɮʆȮȆɠǷ�ʏۂ�Ȇɭ�ɻȗʊɘɨȫ�ȯʊɮɏ�ɼǷ

��ɷȱɸ�ȓɏȆȷ�əɀɳɦȄ�ɣʊɈɏǷɼ�

�ȕ�ɼǷ��ȓȷȲȆɮɭ�ɯȗȕ�əʊɟ�֚�֗ȓɟȲȆȼםȄ�֚ ȓʊɨɢɦȄ�ɼǷ�ȓɐɭȆݍݨȄ�ʏࡩ�ǴȄɽȷ�ȹʉȲȯȗɦȄ�ȓȀʊɸ�ǴȆɄɏǷ�ȓɟȲȆȼɭ��ɪʊɐɘ�

�ȹʉȲȯȗɦȄ �ȓȀʊɸ�ǴȆɄɏǷ�ɑʊɮȡ��ɵȨɱ�ɤɽɜɱ�ȆɳɱǸɢɗ�֗ȹɦȆݝݨȄ�ɝʈȳɇ�ɵɏ�ɰɽɢʊȉ�ȲȄȳɛ�ʅǷ�ȰȆȬȕȄ�ɰǻ�֗ɣȗɔɨȉ�Ȇɭ�ʅȴ

ȣɭ�ʄڴɏ� Քȳɭ�ɻɱֿ �ȓʊɨɢɦȄ �ȹɨȣɭ�ʏࢭ�
Վ
ֺȿǷ�Ȇɺɨȍɛ�ǴȄȳȡׁ Ȅ �ɰɽɢʊȉ�ȓʊȷȄȲȮ�ȓɈȫ�ȆɱǷ� ՔȳɛǷ�ʏڊǵ�Ȇ֗�םȲȄȳɛ�ʅǷ�ʏࢭ�ȄɽɠȲȆȻ��ȹɨ

��ɯȸɜɦȄ�

�֚ ɯȸɜɦȄ�ȹɨȣɭ�ʏࡩ�ǴȄɽȷ�ʏࡩ�ɑʊɃȄɽםȄ�ȽɛȆɳȕ�əʊɟ�ȑʊɇ 

��ȯɛ�֗ɎȆɮȡׁ Ȇȉ�șʈɽɀȕ�
Վ
ֺȝɭ�ɑɨɈʆۚܣ�ɐʇ�ȯɛ�֗șʈɽɀȗɦȄ�ȓʊɨɮɏ�ɯȗʆ�ɯț�ɎɽɃɽםȄ�ɂȳɐ Ւʇ�ɽɸ�Ȇ Վɐȍɇ�ɯȸɛ�ȹɨȣɮɟ

��ȄȰǻ�֗ɎɽɃɽםȄ�ɑɗȳ Ւʆ�Ȇ Վɐȍɇ�֗ȒȮɽȡɽɭ�Ȇɺɨɠ�ȔȄȲȆʊݍݵȄ�֗ȓʊȍɨɓֿ Ȇȉ�ɅɗȳɦȄ�ɰɽɢʆ�ȯɛ�֗ɅɗȳɦȆȉ�ɰɽɢʆ�ȯɛ�֗ȓʊȍɨɓֿ Ȇȉ�ɰɽɢʆ

ɑɨɇ����Ȇɳɸ�ȓʊɨɢɦȄ�ȹɨȣɭɼ�֗Ȕ Քɽɀʆ�Ȇ ՎɄʆǷ�ȓʊɨɢɦȄ�ȹɨȣɭ�֗ȓʊɨɢɦȄ�ȹɨݝݨ�ɎɽɃɽםȄ�ɑɗȳ Ւʆ�ȓʊȍɨɓֿ Ȇȉ�ȓɜɗȄɽɭ�ȓʊȍɨɓֿ Ȇȉ�
Վ
ֺȝɭ

��֚Ƚʇǻ�ɵɭ�ɾɽɛǷ�ɰɽɢʊȉ�

��ɯȸɜɦȄ�ȹɨȣɭ�ɵɭ 
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��Ȇɭ�ɎɽɃɽםȄɼ�ɰɽɢʊȉ�Ȇɳɸ�֗ɎȆɮȡׁ Ȇȉ�
Վ
ֺȝɭ�ȓʊɨɢɦȄ�ȹɨȣɭ�ɤȆɛ�ɽɦۚܣ�ɐʇ�֗ɻȕɽȿ�ɰɽɢʊȉ�ɽɸۚܣ�ɐʇ�֗ɯȸɜɦȄ�ȹɨȣɭ�ɵɭ

�ՎɭȆɌɱ�ɂȳɐ Ւʇ�ɻɱǻ�ȑɨɈȗʆ��֗ȓɐɭȆݍݨȄ�ȹɨȣɭ�șʈɽɀȕݳ� Քݦȳ Ւʆ�Ȇɳɸ�șʈɽɀȗɦȄ�ʏࢭ�ɖֺȗȫȄ�ȳɺɋ�ȄȰǻ�֗ȓɐɭȆݍݨȄ�ȹɨȣɭ�ʄڴɏ�Ȇ

�ȓɐɭȆݍݨȄ�ȹɨȣɭ�ʄڴɏ�ɂȳɐ Ւʊɗ�

 

�֚ ȒȮɽݍݨȄ���ɝʊɜȨȕ�ɼǷ���ɰȆɮɃ�ɵɡɮʆ�əʊɟ�֗�ȒȮɽݍݨȄ��ɵɏ�ɯɨɢȗɱ�ɵɡɮɭ�ɪɸ 

��ȾȆȫ�ɪɢȼȊ�Ȇɳɸ�ȓɐɭȆݍݨȄ �ɾɽȗȸɭ�ʄڴɏ�ɯɨɢȗɱ �֗ȒȮɽݍݨȄ�ȓʊȧȆɱ �ɵɭف�؆ɟǷ �ɬȆɮȗɸȄ�ɻʊɗ�ɰֽ Ȅ �֗ɖɽȻד�ɼ��ȓʊɨɢɦȄɼ

��ɼǷ�ȮȆɮȗɏַ Ȇȉ�ɝɨɐȗʆ�Ȇɮʊɗ�ɪɮɏ�ɼǷ�ɝɗȄɽȕ�
Վ
ֺȝɭ�Ȇɱȯɳɏ�ɞȆɳɸ�ɰȆɠ�ɝȉȆȸɦȄ�ʏࢭ�Ȇɱȯɳɏ�ȓʊɨɢɦȆȉ�

Վ
ֺȝɮɗ�֗ɁȫǷɼ�ɁȫǷ�ɪɢȼȊ

��ɰȆɠ�ɉɜɗ�֗ɪɭȆɠ��ɤɽɜɱ�ɪɢȼȊ�ʏۂ�Ȇɭ�ɵɡɦɼ�֗ȮȆɮȗɏֺ ɦ�ȓʊɳɇɽɦȄ�ȓȀʊɺɦȆȉ�ȓȿȆȫ�ȓʊɳɇɽɦȄ�ȒȮɽݍݨȄ؈ف�ʆȆɐɭ�ɼǷ�ȔȄǴȄȳȡǼȉ

�ȔȄȲȳɜםȄ�əʊȿɽȕɼ�ȮȄɽםȄɼ�ȔȆȷȲɽɢՌɦȄ�ʄڴɏ�ȵɟȳʆ��ɵɏ�ɯɨɢȕǷ�ʏڊǵ�Ȇם�Ȇɮɳʋȉ��ɰȆݍݨ�ɪȍɛ�ɵɭ�Ȓȯɐɭ؈ف�ʆȆɐɮɨɦ�Ȇ Վɜɗɼ�ɰɽɢȕ�Ȇٰڈǻ

��Ȇٕڈɗ�ɪȫȯʆ�֗ɰ؈ȣʈȳݍݵȄ�֗ȓɈȼɲֿȄۘܢ�ȧ�֗ȓʈȲȄȮׁ Ȅ�ȓʊɨɮɐɦȄ�ʏࢭ�ȒȮɽݍݨȄ�֗ȹʉȲȯȗɦȄ�ʏࢭ�ɉɜɗ�ɽɸ�Ȇɭ�ȒȮɽݍݨȄ�֗ɾȳȫֿ Ȅ�Ȳɽɭֿ Ȅ

��֗ȒȮɽݍݨȆȉ�ɝɨɐȗʆ�Ȇɮʊɗ�ɪȫȯʆ�Ȇ ՎɄʆǷ�ɷ؈فɓɼ�ȓɭֺ ȸɟ�ɻɳɏ�ɯɨɢȗʆ�Ȅȱɸۚܢ�ȍםȄۘܢ�ȧ�֗Ȳɽɭֿ Ȅ�ɵɭ؈ف�ȝɟ��֗ȓʊɨɮɐɦȄ�ȔǷȯȉ�ɰֽ Ȇɗ

��ȥɭȆɱȳȉ�ɤɼǷ�ȓʊɨɢɦȆȉ�Ȇɱȯɳɏ�Ȇɳȧǻ�ࣞ�ȯɮݍݰȄ�֗ȔȆʊɨɢɦȄ�șȿȳȧ�ɰֽ Ȅؠۜܣ�ȷǺםȄ�ȮȆɮȗɏַ Ȅ�ʄڴɏ�
Վ
ֺȝɭ�ȓɐɭȆݍݨȄ�ɤɽɀȧ�ȯɐȊ

��ɎɽɃɽɭ�ʏۘܢ�ࢭȧ�ȓʊɨɢɦȄ�ʏࢭ�ɰ؈ɮȗɺɭ�ɣɦȱɟ�֗ȓʊɦȆםȄ�ȥɭȆɱȳȉ�֗ɯȸɜɦȆȉ�Ȇɱȯɳɏ�ȮȆɮȗɏַ Ȅ�ʄڴɏ�ɪ ՔɀȨȗʆ�ȓɐɭȆݍݨȄ�ɾɽȗȸɭ�ʄڴɏ

ɳɗȯɸ�ȹʋɦ�ɵȨɱɼ�֗ʏڲɼȯɦȄ�ȮȆɮȗɏַ Ȅ��֘ȓȷȲȆɮםȄ�ȓʊɨɮɏ�ɵɡɦɼ�ַ֗�֗ȮȆɮȗɏַ Ȅ�ʄڴɏ�ɤɽɀݍݰȄ�ȓʊɨɮɏ�ɉɜɗ�ȔȳɟȰ�Ȇɭ�ʅȴ�Ȇ

��֗ɪɮɐɦȄ�ȺȲɼ�ɅɐȊ�ȆɱȳɄȧɼ�ȒȮɽݍݨȄ�ʏࢭ�Ȇɳɐɮȷɼ�ȒȮɽݍݨȄ�ʏࢭ�ȆɳɨȫȮ�Ȇɭ�ȯɐȊ�֗ȾȆܧݵǸɠ�Ȇɳɳɏ�ɯɨɢȕǷ�֗ۚܣɐʇ�ɝȧɽɦ�ɻɱֿ

�
Վ
ֺȝɭ�ɝȉȆȸɦȄ�ʏۚܣ�ࢭɐʇ�֗ȔȄǴȄȳȡׁ Ȅ�ɵɭ؈ف�ȝɟ�ʏࢭ�ȮȆɮȗɏַ Ȇɸ�ʄڴɏ�ɤɽɀݍݰȄ�ȓʊɨɮɏ�ʏࢭ�ɚȲȆɘɦȄ�Ȇɱȯȡɼ�

Վ
ֺɐɗ��ɪʊɦȮ�Ȇɱȯɳɏ�ɰȆɠ�Ȇɭ�

��ȮȆɮȗɏַ Ȅ �ȓɺȡɼ �ȓȀʊɺɦȄ �ɪȍ Փɛ �ɵɭ �ȑɨɈɭ �Ȇٰڈǻ �Ȇɮȉ �ɰֽ Ȅ �֗ȓʊȉֺ ɈɦȄ �ȓɈȼɲֿȄ �ǴȄȳȡǻ �ȓʊɘʊɟ �֗ȓʊȉֺ ɈɦȄ �ȓɈȼɲֿȄ �ʏࢭ �
Վ
ֺȝɭ

��֚Ƚʇǻ �Ȇɳʊɨɏ �ɪ Քɺȷ �Ȅȱɸ �ɪʊɦȯɦȆɸ �ɪɮɏ �֗ɻɨɮɐɲ �Ȇɳɱǻ �ȆɱȲȳɈɃȆɗ���ɤɽȀȸɭ �ʅǸɠ � ɼַ �Ȇɳɸ �ȯʊɮɐɟ �ɯɨɢȕǷ �ȆɱǷ � Քʏڴɏ �ɪ Քɺȷ����

ɗ �ʅǷ �ʏڋʆ �Ȇם �֗ȯɐȊ �Ȇɮʊɗ �ȔȄǴȄȳȡׁ Ȅ��ɷȱȫ �ȦɼȲ �ɪʊɦȯɦȄ �Ȅȱɸ ��ɤɽɛǷ �ɪʊɦȮ �ɷȯɳɏ �ȑɓȳʆ �ɆȆȼɲ �ʅǷ �ɪɮɐʇ �ȯʆȯȡ �ɝʈȳ

��ɾɽȗȸɭ�ʄڴɏ�ɉɜɗ�ȹʋɦɼ�ȔȆʊɨɢɦȄ�ɑʊɮȡ�ȒȮȆʈȴ�ɰֽ Ȅ�ɻʊɗɼ�֗ȮȄȴ�ȹɡɐɦȆȍɗ�֗ɻɭȯȬȗȷȄɼ�

֚ȓɐɭȆݍݨȄ�ʏࡩ�ǴȄȮֿȄ��ȲȄȯʆ�ɼǷ���ȶȆɜʆ�əʊɟ�֗ǴȄȮֿȄ�ȳɀɳɏ�ɵɏ�ȚȯȨȗɳɦ�

�
Վ
ֺȝɭ�Ȇɱȯɳɏ�ɰȆݏݨɦȄ�ɵɏ�ɯɨɢȕǷ�Ȇם�

Վ
ֺȝɭۚܣ�ɐʇ�֗ǴȄȮǷ�ȔȄȳȻǺɭ�Ȇɱȯɳɏ��Ȇɳʊɨɏ� Քȳɜɭ�ȓɐɭȆݍݨȄ�ȹɨȣɭ�ɵɭۚܣ�������ɐʇ�֗ɰȆݍݨ

��֗ȔȄǴȆɀȧׂ ɦ �ȓɳݍݨ �֗ȆʊɨɐɦȄ �ȔȆȷȄȲȯɨɦ �
Վ
ֺȝɭ�ȓɳݍݨ �֗ȓʊȷȄȲȮ�ɉɈݍݵ�ȓɳݍݨ �ȓʊɨɢɦȄ �ɤȆɮɏǷ ��ɤɽɜɱ �ȓʊɨɢɦȄ �ȳʆȯȕ �ʏڴɦȄ �ʏۂ

�ȳʈȲȆɜȗɦȄ�ȑɨɈ Ւʈɼ�ȳɃȆݝݰȄ�ȑɨɈ Ւʆ�ȯȉǷ�ȓɳȷ�ɪɠ�ȓʆȆٰڈ�ɑɭ�֗ȔȄȳȻǺɭ�Ȇɺɦ�ɰȆݏݨɦȆɸ�ɪɠ�֗ɷȱɸ�ɰȆݏݨɦȄ�ɪɠ�֗ȔȆɭɽɨɐɮɨɦ�

�ǺםȄ�ɷȱɺɦ�ɪɸ�֚ �ȯʊݍݨȄ�ǴȄȮ׀ɦ�ɻɗֺȫɼ�ȓʊɛȳȕ�ɼǷ�ʏڲȆɭ�ȯǾȆɏ�ɤȆȝםȄ�ɪʊȎȷ�ʄڴɏ��ȹʉȲȯȗɦȄ�ȓȀʊɸ�ǴȆɄɏֿ �ȔȄ؈فțǸȕ�ȔȄȳȻ 

��Ȇɺɦ�ɰȆݏݨɦȄ�ɅɐȊ�ʏ֗�ࢭȆ Վɐȍɇ�ɻɦ�ȔȳɟȰ�Ȇɭ�ʅȴ�֗ǴȄȮֿȄ�ɯʊʊɜȗɦ�ȓȷɽɮɨםȄ�ȒȯʊݍݨȄ�ȑɱȄɽݍݨȄ�ɅɐȊ�ɞȆɳɸ�ɯɐɲ�Ȇɭ�
Վ
Ȇɏɽɱ

��ȒǸɗȆɢםȆɺɗ�֗ȓɐɭȆݍݨȄ�ȒȲȄȮǻ�ɪȍ Փɛ�ɵɭ�ȔȄȵɘȨɭ�Ȇɺɦ�֗ȔǶɗȆɢɭ��ɤɽɜɱ�Ȇ
Վɐȍɇ��ɻɜʊɜȨȕ�ɾȯɭ�֗ȳȻǺםȄ�ʄڴɏ� ՎǴȆɳȉ�ʃɈɐ Ւʇ��ȵɘݝݰȆɸ�

 

֚ȳȫǵ�ɪɜȧ�ʄڲǻ�ɪɜȗɴɱ�Ȇɭ�ɪȍɛ�ȆɺɘʊɄȕ�ɞ ՔȮɼ�ȓʈȲȄȮǻ�ȓʊɄɛ�ʅǷ�ȑʊɇ 

�Ǵءۜܣ�ɪɠ�șɈɓ�ɣȗɨȀȷǷד��ǴȆȻ�Ȇɭ�

��ɵɭ��ɣʊɨɏ�ȓɨȀȷֿȄ�ɵɭ�Ȯȯɏ�ȦȳɈȉ�ȑɓȲǷۘܣ�ɦȄɼ�֗ȓʊɨɮɐɦȄ�ɖɼȳɌɦȄ�ɵɭ�ȮȯɐȊ�ȓɜɨɐȗםȄ�ȓʊǾȵȡ�ȳȫֽ �ɰֽ Ȅ�ɪɜȗɴɳȷ

�ɜȗɐȖ�ɾȯɭ�ʅǷ�ʄڲǻ�֗ɞȳɌɱ�ȓɺȡɼ�֚ ȓɐɛɽȗםȄɼ�ȓʊɦȆݍݰȄ�ȔȄ؈فɔȗɦȆȉ�ȳțǸȗʆ�ȯɛ�ʎɘʊɋɽɦȄ�ɰȆɭֿ Ȅ�ɰǷ�ȯ 
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��ɬȆɌɱ�ɾɽȗȸɭ�ʄڴɏۘܢ�ȧ� ɼַ�֗ȓʊɱȯםȄ�ȓɭȯݍݵȄ�ɾɽȗȸɭ�ʄڴɏ� ՎǴȄɽȷ�ɝɨɐȗʆ�Ȇɮʊɗ�ɯɨɢȗɱ�֗ȓɈɜɳɦȆɸ�ɵɏ�ɬֺ ɡɦȄ�Ƿȯȉ�ɪɐɦ

��Ȇɳɸ �ȓɘʊɋɽɦȄ �ʏࢭ �ɷȮɽȡɼ �ɼǷ �֗ɷȆɐɭ �ɎɽɃɽםȄ �Ȇɳɸ �ȹʉȲȯȗɦȄ �ȓȀʊɸ �ɽɄɏ �ɰɽɢʆ �ɻɱǻ �ɤȆɮȗȧȄ �ɰɼ �֗ȯʆȯݍݨȄ �ȔȆɐɭȆݍݨȄ

ȡɼɼ��ɵɭ�ʅȮȆɜȗɏȄ�ʏࢭ�ɵɡɦɼ�֗ɎɽɃɽםȄ؈ف�ɔȗʋȉ�ʎɘʊɋɼ�ɵɭǸɠ�ȆɸȆɳɐɭ�Ȇɳɺɗ�֗ȯɜɐɦȄ�ɆȆȍȕȲȄ�ɪɮɐɦȄ�ȓɺȡ�ɑɭ�ɻɇȆȍȕȲȄ�ɼǷ�ɷȮɽ

ȧ��ɼǷ�ȒȲȄȮׁۘܢ�ȉ�Ȅȱɸ�ɰǻ�ȯɜȗɏǷ�֗ȯʊɮɐɟ؈قɟǷ�ɪɮɐɦȄ�ȒǴȆɘɟ�ɵɭ�ȯʆ؆ف�ɟǷɼ؆ف֗�� Ȅ�Ȕַ Ȇȣɭ�ʏࢭ�ɰȆɠ� ՎǴȄɽȷ�ȓʊɀܨݵɦȄ�ʎȖفȫ

Ȇȉ�ȓʊɭɽɢݍݰȄ�ȓɘʊɋɽɦȄ�ɰǻ�ɖȳɐɲɼ�֗ɑɛȄɽɦȆɸ�ɰ؈ȼʇȆɏ�ɵȨɱۚܣ�ɐʇ��Ȇɭ�șɨɮɏ� ՎǴȄɽȷ�֗ɰȆɭǷ� ՐɎȆɈɛ�ʅǷ�ʏࢭ�əɋɽɭ�ʅֿ�ȓȍȸɴɦ

��əȷ׀ɦ �ʏۂ �Ȇɮɗ �֗ȓʊɨɮɏ ɦȄفȧ�֗ȔȆʊɛۘܢ� �ȓʊɨɮɏ ȧ�֗ɖɼȳɐɭɼۘܢ� �șȉȆțɼ �ɣɳȍɦȄ �ɪȫȄȮ �ȳɺȼɦȄ �ȓʆȆٰڈ �ʏࢭ �ȑȕȄȳՌɦȄ �șɨɮɏ

��ȔȆɠȳȻ�ɪȝɭ�ȔȆɠȳȼɦȄ�ɵɏ�ɯɨɢȗɱ�Ȇ֗�ם
Վ
ֺȝɭ�ȔȆɠȳȼɦȄ�ɪɮɏ�ʅȴ�Ȇɺɨɮɏ�ȆɺɈȋȲ�֗ȓɇɽȋȳɭ]ʎɘȬɭ�ɯȷַ Ȅ[����֗șȉȆțɼ�Ȇɸ؈فɓɼ

ȓʊɨɮɏ�ʏۘܢ�ࢭȧ����ɪȝɮɗ�֗ɣɜȧ�ʎɘʊɋɽɦȄ�ǴȄȮֿȆȉ�֗ɣɜȧ�ɯʊʊɜȗɦȆȉ�ȓɇɽȋȳɭ�ȓʈɽɳȸɦȄ�ȒɼֺɐɦȄ�ɼǷ�ȓʊɛفɦȄ�ȓʊɨɮɏ�ɵȨɱ�ɯɨɢȗɱ

�ȆٮڈǴȆɘɟ�ȯʆ؈قȉ�ʎɭɽɢݍݰȄ�ɎȆɈɜɦȄ�ɎɽɃɽɭ�ʄڴɏ�șɜ Փ
Քȍ
Ւ
ɇ�ɽɦ�ȔȆȷȲȆɮםȆɸ�

����ȦȳȼȖ�ɵɡɮɭ�ɪɸ�֗�ɪɮɐɦȄ�ȒǴȆɘɟ�ɵɭ�ȲɽɈʆ�ȯɛ�ȮɽɜɐɦȄ�ɝʊȍɈȕ�ɰǸȉ�șɨɛڲɟǷ�ʏ؆ف

�ɽɸ�ʏڴɦȄ�ȩȍȻ�ȆْڈʆȄȯȉ�ʏࢭ�ɰɽɢʆ�ȯɛ��ȓɨȧȳۚܣ�םɐʇ�ȯɜȗɏǷ�ɵɡɦɼ�֗ɑʊɮݍݨȄ�ɰȆɸȰǷ�ʏࢭ�Ȯɽȡɽɭ�ɰɽɢʊȉ�ʎɘʊɋɽɦȄ�ȲȄȳɜȗȷַ Ȅ

��ɪɄɗǷ�ȲȆȿ�֗ȹɡɐɦȆȉ�ɎɽɃɽםȄ�ɻɱǻ�ɑʊɮݍݨȄ�ʏڥʊȉ�Ⱦֺȫ�֗ȩȍȼɦȄ�Ȅȱɸ�ɤɼȵʆ�ȆɸȯɐȊ�ɯț�֗ȔȄɽɳȷ�Țֺț�ɰ؈ȗɴȷ�ȓɳʊɐɭ

�ɬȆɏ� ՐɪɢȼȊ�ȓɦɼȯɨɦ�ɪɄɗǷɼ�ɣɦ�ɪɄɗǷɼ�ʏڲ�ɪɄɗǷ�ɬȆɐɦȄݍݳ�Ȇɀɨɦɼ�

Ȅ�ʏࡩ�ɖȆɀɱǻ�ɞȆɳɸ�ɰǷ�ʏࡩ�ɾȳȕ�ɪɸ�֗�ɣʆǷȳȉ��Ȯɽɜɐɦ 

��əɋɽםȆɸ�əɀɳʋȉ�ɽɸ�֗ɻʊɗ�ʏڴɦȄ�ȒȳɡɘɦȄ�ʏۂ�Ȅȱɸ�֗�ȑɋȄɽםȄ�ȯْڈȣɮɨɦ�ɻɘɀɳɭ�

�֚ ɷȱɺɦ�ȓɃȲȆɐɭ�șɱǷ�șɨɛ�Ȇɭ�ʅȴ�
Վ

ֺȝɭ�ȓȀɗ�ȮɽɜɐɦȄ�ɬɽɺɘם�
Վ

ֺȝɭ�ɰɽɡʆ�ȦȄȲ�ɪɸ 

�ʅǷ�֗؈فʊɔȖ�ʅǷchangeۚܣ���ɐʇ�ȔȳɟȰ�Ȇɭ�ʅȴ�ɵɡɦɼ�֗ȒȯȼȊ�ɰ؈ɃȲȆɐɭ�ɻɦ�ɰɽɢʊȉ�Ȅȱɸɼ�֗ɰ؈ɃȲȆɐɭ�ɻɦ�ɬȴַ �ȓʊɨɮɏ�ʅǷ�ʏࢭ

�ɬɼȯʆ�ɵɦ�

�ȳɀɳɐɦȄ֚ȓʊɨȍɜȗȸםȄɼ�ȓʊɦȆݍݰȄ�ȔȄ؈فɔȗɦȆȉ�ȳțǸȗʆ�ɰǷ�ɪɮɐɦȄ�Ǵȑɐɦ�ɵɡɮʆ�əʊɟ�֗ɞȳɌɱ�ȓɺȡɼ�ɵɭ��ʎɲȆȝɦȄ�

��Ȯɽȡɽɭ�ɯʊɌɳȕ �Ȇɺɦ �ɰɽɢʆ �Ȇɭ �ȯɛ �ȓʈȲȄȮׁ Ȅ �ǴȆȍɏֿ Ȅ �֗ȓȨǾֺ ɦȄ �ʏࢭ �Ȯɽȡɽɭɼܷݳ�Ȅɼؠۜܣ�ʉȲȯȗɦȄ �ǴȑɐɦȄ �Ȇ Վɐȍɇ�ȓȨǾֺ ɟ �ɯɨɢȕǷ

��Ȇٰڈǻ�ȯɜȗɏǷ�ɵɡɦɼ�֗ȓȨǾֺ ɦȄ�ʏܷݳ�ࢭȄɼɼ�ȩʈȳȿɼ¨ɑʊɮݍݨȄ�ȯɳɏ�ȒȮɽȡɽɭ�ɷȱɸɼ���Ȁʊɸ�ɽɄɏ��֗ȓɘʊɋɽɦȄ�ɻɦȆȡ�Ȇɭ�ȹʉȲȯȕ�ȓ

��əɨȗȬɭ�ɰɽɢʆ�ȯɛ�ɵɡɦɼ�֗ȹʉȲȯȗɦȄ�ȓȀʊɸ�ɽɄɏ�ʎɲֿ�ȹʋɦ�֗ɬɽɨɌɭ�ɰɽɢʆ�ȯɛ�ȹʉȲȯȗɦȄ�ȓȀʊɸ�ɽɄɏ��ɤɽɛǷ�Ȅȯɟ�ɰȆȼɏ

��ȹɡɏ�֗ɚȴȳɦȄ�ȑȸɡɦ�ȓɘʊɋɼ�ɉɜɗ�ʏۂ�Ȇɭ�֗ȑȨȉ�əɔȼȊ�ȓȍɓȳȉ�ȓɘʊɋɽɦȄ�ɻȡ�ɽɸ�֗ȓɭɽɢݍݰȄ�ʏࢭ�ȳȫֽ Ȅ�əɋɽםȄ�ɵɏ

�ֿ Ȅ �əǾȆɋɽɦȄ �ɵɏ �əɨȗȬȕ ��ɤɽɜɱ ɐʇۚܣ� �֗ȹɡɏ �ɽɭ �֗əǾȆɋɽɦȄ��ǴȆȍɏֿ Ȅɼ �ɤȆɮɏֿ Ȅ �ʏࢭ �ɻɨɮɏ �֗ɰȆݏݨɦȆɸ �ʏࢭ �ɻɨɮɐɗ �֗ɾȳȫ

��ɪɮɐɦȆɸ�ɪɮɐʇ�
Վ
ֺɐɗ�ɻʊ

Ք
ɨȬʈɼ�ɷȵ ՔɘȨʆ�ʏڴɦȄ�ɽɸ�֗ܨݵظۜܣɦȄ�ɎȴȄɽɦȄ�ɻʊɗ�ɰɽɢʆ�ȯɛ�Ȇɺɨɠ�֗ȓʈȲȄȮׁ Ȅ�

��ɰǷ�ɪɮɐɦȄ�ɉɔɄɦ�ɵɡɮʆ�əʊɟ�֗ɞȳɌɱ�ȓɺȡɼ�ɵɭ�֗�ɪɮɐɦȄ�ɉɔɃ��ʏۂɼ�ַ Ƿ�֗�ɪɮɐɦȄ�ǴȑɐȊ�ȆɄʆǷ�ɉȍȕȳɭ�ȳɀɳɏ

֚ȓʊɨȍɜȗȸםȄɼ�ȓʊɦȆݍݰȄ�ȔȄ؈فɔȗɦȆȉ�ȳțǸȗʆ�

��ȔȮȄȴ�ɻɱֿ �֗ɉɔɄɦȄ�ȮȄȴ�
Վ
ֺɐɗ�ȒȯʆȯݍݨȄ�ȓɈݍݵȆȉ�ɪɮɐɦȄɼ�ɰ؈ȗɴȸɦȆɸ�ȹȊ�ɤֺȫ�ȄՎȳȫǺɭ�ɯɨɢȕǷ �Ȇ Վȿɽɀȫ�֗ɯɐɲ�ɻʆǻ

��Ȇɭ�ȩʊܵݰ�Ȕȳɺɋ�ʏڴɦȄ�
Վ
ֺȝɭ�ȒȮɽȸםȄɼǷ����ʏڴɦȄ�ɬֺ ɡɦȄɼ�ɰֽ Ȅ�ȔȆɐɭȆݍݨȄ�ɬȆɌɱ�ɵɏ�

Վ
ֺȝɭ�ɯɨɢȗɱ�ʏڋʊɱ�Ȇ֗�םȔȆȍɦȆɈםȄ�ȓʊɨɮɏ

�ʅȲȆɮȝȘȷȄ�ȑɱȆȡ�
Վ
ֺȝɭ�Ȯɽȡɼɼ�ȓɐɭȆݍݨȄ�ȓʊɦֺɜȗȷȄɼ�֗ɤȆɜ Ւʆ����ȒȮȆʈȴ�֗ȔȆɐɭȆݍݨȄ�ȯɳɏ�ɉɔɃ�ʄڲǻ�ɾȮǷ�Ȅȱɸ�֗ȔȆɐɭȆݍݨȄ�ȯɳɏ

��ַ�֗ɷ؈فɓɼ��ȳʈȲȆɜȕ�ɵɭ�֗Ȓ؈فȝɡɦȄ�ȒȮɽݍݨȄ�ȔȆȍɨɇɼ�ȒȮɽݍݨȄ�ɎɽɃɽɭ�ɤɽȫȮ�֗Ȇ
ՎɜȉȆȷ�Ȯɽȡɽɭ�ɰȆɠ�Ȇɮɏ�ɪɔȼɦȄ�ȒȮȆʈȴ�֗ɪɮɐɦȄ

��ȳțǺʆ�Ȅȱɸ�ɰǻ�ɣȻ�
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�֚ ɪɮɐɦȄɼ�ȒȆʊݍݰȄ�ɰ؈ȉ�Ȇɭ�ȓɱȴȄɽםȄ�ɽɸɼ�֗ȳȫǵ�ȳɀɳɏ�ɵɏ�ɤȄǺȸɨɦ�ʎɲȮɽɜʆ�Ȅȱɸ�

ʊܵݰ�ɯɐɲ �ɻʆǻ �֗ɯɐɲ �ɻʆǻ��ʅǷ �ɵɏ �ɣɦ �ɤɽɛǷ �əɨȗȬɭ �ȹʉȲȯȗɦȄ �ȓȀʊɸ �ɽɄɏ�ɑɃɼ ɐʇۚܣ�� �
Վ
ֺɐɗ �Ȇ Վʊɀܧݵ�ɯɨɢȗɱ �֗ȩ

��ȓɏȆȸɦȄ�ɵɭ�ɬɼȄȯʊȉ�əɋɽםȄ�֗əɋɽɭ�����ȓɏȆȸɦȄ�ɼǷ���ɷȯɳɏ�Ȇɭ�֗Ⱦֺȫ�ɵɸȱɦȄ�ǴȆɘȿۚܣ�ɐʇ؈ف�ɡɘȗɟ�ɯɨɢȕǷۘܢ�ȧ�ȆɸȯɐȊ�֗

ȨȍɦȄ�ɤȆȣɭ�ʏࢭ�Ȇ Վȿɽɀȫ�ȹʉȲȯȕ�ȓȀʊɸ�ɽɄɐɟ�Ȇɮɳʋȉ�֗ɻɨɮɡʊȉ�ʏڲȆȗɦȄ�ɬɽʊɦȄ�ɷȄ ՔȮǷ�ɻɨɮɏ�Ⱦֺȫ�֗ɻɨɔȼʇ�Ǵءۜܣ��ɯɨɢȕǷ�֗ȟ

ɐʇ�֗ȲȮȆɔʇ�ɯɦ�ȟȨȍɦȄ�ɎɽɃɽɭ�ȒȴȆȡׁۚܣ�ȧ�ʃɜɨȕۘܢ�� Ȅ�ʏۘܢ�ࢭȧ�ɷȱɸ�ȔȄɽɳȷ�ɑȌȲֿ Ȅ�ɑɛɽȕǷ�֗ȳȿȆɱ�ȰȆȗȷǷ�Ȇʆ�ȆɱǷ�ɣɦǸȷǷ�֗ɣɳɏ

�ɣɦ�ɉɇȆȧ�ɣɱǻ�ɵɡɮɭnote���ɤȄǺȷ�ɣʊȣȕ�֗ȓɈɜɱ�ɣʊȣȕ�֗Ȓȳɡɗ�ɵɡɮɭ�ɣʊȣȕ�ɰֿ �֗ȳʈȳȸɦȄ�ȯɳɏ�

�ȓɐɛɽȗםȄ�ɼǷ�ȓʊɦȆݍݰȄ�ǴȄɽȷ�ȔȄ؈فɔȗɦȄ�ɤȆʊȧ�ɯɡȕȆʈɽɳɐɭ�ʏڲ�əɀȕ�ɰǷ�ɵɡɮʆ�ɪɸ��֚�

��ȲȆȿ�ʏڴɦȄ�ɼǷ؈ف�ɀʊȉ�ʏڴɦȄ؈ف�ʊɔȗɦȆȉ�ȯʊɐȷɼ�ȓʊɦȆɏ�ɻȕȆʈɽɳɐɭ�ȹɡɐɦȆȉ�ɯɺɄɐȊ�֗ȓȗȉȆț�Ȇٰڈǻ�ɤɽɛǷ�ȲȯɛǷ�ɽɭ�֗ȓȕɼȆɘȗɭ

��Ȇ ՎɜȉȆȷ�ɻʊɨɏ�ɰȆɠ�Ȇɭ�ɪɌʆ�֗ɬɽȧȳםȄ�ɤֺɇ�ʄڴɏ�ɰɽɢʆ�ɻɱǻ�ȑɓȳʆۚܣ�ɐʇ�ȹɡɐɦȆȉ�ɷȆɜɨȕ�ַ֗�ȳȫֽ Ȅ�ɅɐȍɦȄ�֗Țȯȧɼ�

�ȳțǸȗʆ�ɰǷ�ʎɘʊɋɽɦȄ�Ȳɼȯɨɦ�ɵɡɮʆ�əʊɟ�֗ɞȳɌɱ�ȓɺȡɼ�ɵɭ�֚ ȓʊɨȍɜȗȸםȄɼ�ȓʊɦȆݍݰȄ�ȔȄ؈فɔȗɦȆȉ 

��ȓʈǹȳɦȄ�ȯɐȊ�Ȇ Վȿɽɀȫɼ�ȓɦɼȯɦȄ�ɾɽȗȸɭ�ʄڴɏ�ɻȡɽȗɦȄ�ɑɛɽȕǷۚܣ�ɐʇ�ɰֽ Ȅ�֗ʎɘʊɋɼ�Ȳɼȯɟ�ɝȉȆȸɦȄ�ʏࢭ�ɰȆɠ�Ȅȱɸ�����ɻɱǻ�֗

��ɾɽȗȸɭ�ʄڴɏ�ɵȨɱ�ɯɨɢȗɱ�֗ȔȆɏȆɈɜɦȄ�ɑʊɮȡ�ʏࢭ�ʎɘʊɋɽɦȄ�ɪʊɦȯɦȄ�Ȯɽȡɼ]ʎɘȬɭ�ɯȷַ Ȅ[����ȒȮȆɏǻ�ɪɮɐȖ�ȓɐɭȆݍݨȄ�ɰֽ Ȅ�֗ɰֽ Ȅ

��ǴȆɄɏǸɠ�ɯɨɢȕǷ �֗ɰ؈ʊɮʆȮȆɠǷ ʊɮʆȮȆɠǷ؈ɓ�ɼǷ�ɰ؈ف� � ՎǴȄɽȷ�֗ɰ؈ɘɋɽםȄ�ɑʊɮݍݨ�ʎɘʊɋɼܷݳ�Ȅɼ�
Վ
ֺɐɗ�ɪʊɦȮ�ɪɮɏ�Ȇ ՎɄʆǷɼ�ȓɨɢʊɸ

��ʏࢭ �ɰֽ Ȅ �
Վ
ֺȝɭ �Ȇɱȯɳɏ�ȲȆȿ�Ȇɱȯɳɏ�Ȅ ՎȳȫǺɭ�ȹʉȲȯȗɦȄ �ȓȀʊɸ �ǴȆɄɏǷ�ɎɽɃɽɭ�ɵɏ�ɯɨɢȕǸɗ�֗ɰ؈ʈȲȄȮǼɠ ȧ�ɼǷۘܢ� �ȹʉȲȯȕ �ȓȀʊɸ

�
Ւ
ɇ �ɰֽ Ȅ �ɯʊʊɜȗɦȄ �֗ɯʊʊɜȗɦȄ���ɤɽɜɱ �ȹʉȲȯȗɦȄ �ȓȀʊɸ�ɽɄɏ�Ȇٕڈɗ �ɬɽɜʆ �ȑȣʆۘܣ�ɦȄ �ɤȆɮɏֿ Ȅ �ɑʊɮȡ�ʏࢭ ݳ� Քܷ ɽɭ�ȲȆȿۘܢ�ȧ�Ȳ Փ
Քɽ

minimum��ȯɏȆȸɭ�ȰȆȗȷǸɠ�ȶՔȲȯȕ�ɣɱǻ�Ǵءۜܣ�ɪɛǷ�
Վ
ֺȝɭ�֗ȆɺɈȨʆۚܣ�ɐʇ�����ɣɱǻ�ɂفɘɭ�ȟȨȍɟ�֗ف؆ɟǷ�ȶՔȲȯȕ�ȯɛ�֗ȓɏȆȷ

șɐ Փ
ՔɃ Ւɽɗ�֗ȟȨȉ�ȳȼɴȕ�ȓɳȷ�ɤֺȫ ���ʄڴɏɼ�ǴȄȯɮɐɦȄ�ʄڴɏ�șɏȴ Ւɼɼ�șɮɮ Ւɏɼ�

ɨȉȆɜםȄ�ʏࡩ�ȓʊǾȵȡ�ȳȫǵ�Ȳɽȡֿ Ȅ�ʄڴɏ��ȔȆȧֺ ȿׁȄ�ɼǷ��ȔȄ؈فɔȗɨɦ�ȓɮɨȗݝݰȄ�ȔȄ؈فțǸȗɦȆȉ�ȓɜɨɐȗɭ�ȓ��ɽɸ�Ȇɭ�ɞȳɌɱ�ȓɺȡɼ�ɵɭ��

�֚ �ȔַȯȍɦȄ�ɼǷ؟ۜܣ�ȆȷֿȄ�ȑȕȄȳɦȄ�ǴȄɽȷ��Ȳɽȡֿ Ȅ�ʄڴɏ�ȑȕفʆ�ȯɛ�ʅȱɦȄ�ɪɮȗݝݰȄ؈ف�țǸȗɦȄ 

��ɎɽɃɽɮɗ�֗ȶȆȸȧ�ʅɽȻ�ɎɽɃɽɭ�Ȅȱɸ�Ȳɽȡֿ Ȅ�ɎɽɃɽɭ�֗ȓȧȄȳȿ؈ف�ɀʊȉ�ʏڴɦȄ�Ƚʇǻ�ȓʊɨɮɏ�ʏࢭ�ȓɭɽɨɐɭ�ʅȯɳɏ�Ȇɭד�ɼ

�ɽɸ�Ȇɭف���� Ք؈ɔȖ�Ȇɭ�Ȅ ՎȳȫǺɭ�ȔȲȆȿ�ʏڴɦȄ�ȔȄ؈فʊɔȗɦȄ�ʏۘܢ�ࢭȧۚܣ�ɐʇ�֗ȓɦɼȮ��ɤɽɜɱ�ɼǷ�ʎɭɽɢȧ�ȲȄȳɛ�ʄڴɏۚܣ�ȍɭ�ȲȄȳɛ�֗ȓɳʊɐɭ�ȓɺȡ�ȲȄȳɛ

�ȝɟ؈ف��

�֚ ɬȆɌɳɦȄ�Ȅȱɸ�ȯɃ�ɼǷ�ɑɭ�șɱǷ��ȮɽɜɐɦȄ�ʏۂɼ�
Վ
ȆɜȉȆȷ�Ȇٔڈɏ�Ȇɳɮɨɢȕ�ȓɈɜɱ�ɑȡفȸɲ�Ȇɳʊ

Ք
ɨȫ�ȑʊɇ 

ɐʇ�ɻɱֿۚܣ�ɮȕ�ȦȲ؈ق �ɪɄɗǷ�ɰɽɢȕ�ɵɡɮɭ�ȮɽɜɐɦȄ�șȧȳȻ�Ȇɭ�ʅȴۚܣ�ɐʇ�֗ȯʊɟǸȕ�ɪɢȉ����ɼف�؆ɟǷ�Ȅɽɨɮɐʇ�ʏڲȄ�ɰ؈ɘɋɽםȄ�ɰ؈ȉ

���ɪȍɛ�ʏڲȄ�ȓɨȀȷֿ Ȅ�ʏࢭ�Ȇɳɮɨɢȕ�Ȇɭ�ɪȝɭ�ɪɮɐɦȄ�ȒǴȆɘɟ�ɵɭ�ȯʈȵȕ�ɵɡɮɭ�ȆٰڈȄ�ȯɐȊ�ɖɽȻȄɼ�Ȅȱɡɸɼ]��ȮɽɜɐɦȄ�ɵɏ�ȟʆȯȨȗɦȄ�ɯȕ

ʎɘʊɋɽɦȄ�ɰȆɭֿ Ȅ�Ȓȳɜɗ�ʏࢭ�ȆɄʆǷ[����
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Appendix Eleven: List of Study Participants  

No. Case study Participant Position Participant code 
1 

University A 

Professor FSM02 
2 Assistant Professor FSM10 
3 Associate Professor FSM13 
4 HR manager HRM03 
5 HR manager HRM04 
6 

University B 

Assistant Professor FSM06 
7 Associate Professor FSM09 
8 Assistant Professor FSM11 
9 HR manager HRM07 
10 HR manager HRM08 
11 

University C 

Assistant Professor FSM14 
12 Assistant Professor FSM15 
13 Assistant Professor FSM16 
14 HR manager HRM17 
15 HR manager HRM18 
16 

University D 

Assistant Professor FSM21 
17 Assistant Professor FSM22 
18 Assistant Professor FSM23 
19 HR manager HRM19 
20 HR manager HRM20 
21 

University E 

Assistant Professor FSM26 
22 Assistant Professor FSM27 
23 Assistant Professor FSM28 
24 HR manager HRM24 
25 HR manager HRM25 
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Appendix Twelve: NVivo Coding Example 
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