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ABSTRACT

Management education and development are recognised as
highly problematic in advanced industrial societies
that have a relativély long tradition of management
theory and practice. Problems of déveloping managerial
competence become all the more acute in non-Western
societies that require the transfer of managerial

know-how from external, mainly Western sources.

The focus of this thesis is Continuing Management
Education as a vehicle for Management Development with
special reference to Bahrain as a transitional
society. The investigation serves as a context for
evaluating the transferability of selected Western
Managememt theories to non-Western 'environmenté.
Special emphasis is placed on the concepts of
leadership, motivation and managerial professionalism,
following a detailed empirical investigation of the
Bahrain management culture at the macro, intermediate
and micro levels. A strategy for Continuing Management
Education is designed within the broader context of
scanning four major management development options
available to Bahrain, némely Westernisation,
Bahrainisation, Japanisation and Pragmatisation. The
latter option is recomﬁended in the 1light of evidence

'generated through a collaborative approach involving an

viii



extensive survey of the méhagement community. The
strategy is applied to Bahrain through evaluating Gulf
’Pblytechnic's Continuing Management Education Progrémme
(COMEP) against it and identifying areas where specific
correctives are needed. An explicit attempt is made to
develop some guidelines pertinent to cross-cultural
management theory transfer with special reference to
such variables as specificity of a particular theory,
its level of analysis and its methodological
structure. At a parallel level, an effort is made to
derive pertinent lessons of experience; both in policy
terms and on theoretical grounds, out of Vthe Bahrain
case by way of a series of tentative generalizations
whose applicability extends beyond Bahrain to the Gulf

region, the Middle East and possibly other transitional

societies.

The research is based on a processual-developmental
qualitative methodology and amounts to a managerial
evaluation of a particular body of management theory
and practice. This choice was partly influenced by the
author's duality.of roles as reséa;cher and director of
a major institution of higher 1learning. A future

research agenda is also charted out.
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PREFACE

This doctoral thesis is in many ways
auto-biographical. For the author, it was intended to
be a major step in his professional experiénce; a
testimony borne ouf of the - strife and turmoils of a

hectic but rewarding career over more than a quarter of -

a century.

By the mid 1970s, the author had all but completed his
"passage" from engineering and technical education to
the new frontier (new indeed in Bahrain) of management

and management education.

No sooner had that passage started in response to a new
~call Qf duty, than the author was struck by the many.
differences between the two domains. As ah engineer,
he véluéd the easy access to Western technology and its
"safe'" transfer to Bahrain: where if was almost
invariably put to good wuse. His hard-acquired
technical know-how was precise;gstructured, culturally
neutral, trénsferable and, most of all
non-controversial. - Coﬁceptual clarity and operational
dexterity went hand in hand. Effects followed from
causesbandvmeasurement was an unfailing international
language. Knowledge was a..direct and uncontested way

“to action.



.With such a mind-set it was 1little wonder that he
expérienced more than his fair share of frustratioh
during‘his first few years in the '"brave new world" of
management. The nebulousness of many of the issues he
had kto grapple with , the relativistic - nature of
culture-bound problems and "solutions", as well as the
plurality of approaches that added up to a '"management
theory jungle", all were a far cry from the exacting
stipulations so deeply engrained in the mind of an

" engineer.,

There were times when the degfee of frustration
intensified to abpoint where the author found himself
questioning the wisdom of his move away from the rigour
of engineering to the "soft" and open-ended field of
management. What further complicated‘ the piéture ‘was
“that management at the time wés‘an infant, one might
say embryonic, profession in Bahrain mostly reserved
for expatriates with relatively few nationals scattered
in different Qfganisations 'and moulded according to

their respectivé corporate culture(s).

The move of the author, however, from engineering~t0‘
manaéemeﬁt‘was not entirely voluntary. The second half
of the 1970$'was a period of rapid economic growth.iﬁ
‘Bahrain and gave the Gulf area its first experience of

“a boom that surpassed all expectations. Among other
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things, this boom which <considerably accelerated
Bahfain's transformation towards an organisational‘
society, widened the gap between supply and demand for
managerial personnel and accentuated the dependency on
expatriate expertise. Policy ©planners in Bahrain
realised the dire need for remedial measuresA that
would, at least in the long run, redress the
imbalance. With the number of organisations in the
country mushrooming and their scope of operations
expanding, Bahrain awakened to its serious management
gap and rallied to the «call for wupgrading the
professional skills of its managers and multiplying

their ranks.

By the early 1980s, the drive to develop national
maé%efs and minimize dependency on foreign expertise
gained additional momentum. Bahrain, indeed the whole
;Gulf area, was described as being on the verge of a
'"management decade" whefe emphasis would shift from
running boom-propelled businesses to ~buildihg

professionally managed organistions.

In that spirit the author who had just returhed from
the United kingdom with an M.Sc in education managemeﬁt
was commissioned as Director of Gulf Poiytechnic,
'Bahrain;s only institution for higher professional

education in Management and Engineering.  Actually,
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- Gulf . Polytechnic (now part of the University of

Bahrain) was in fact a regional organisation sponsored

by and catering to the needs of four Gulf countries,

namely Bahrain, Qatar, United Arab Emirates . and
Sultanate of Oman. This regional status gave the

author a Gulf-wide perspective that was to serve him

‘well in later years.

At the time when the author assumed his new role as
Director of Gulf Polytechnic, the top strategic

priority was upgrading the quality and widening the

_range of management education and training offered by

the" institution. External, non-degree programmes,
which were then in vogue, were to be replaced by new
degree and non-degree programmes customised to the
needs of Bahrain . but strictly in line  with
internatiqnal.éfandards. Designing the new programmes
started immediately and took the better part of two

years.

At a parallel 1level, one of the author's first

challenges on the new}job'was managing, overnight with

no prior preparation, a new government-sponsored scheme

knbwn as. the 10’000, Plan and designed to QUalify  as
many Bahrainis ovér a 10-year period to replace
expatriates.: Many of the trainees were  in

management-reléted fields and a programme had to be :put
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together for them as well,

vDuring his first months on the job he was disheartened
to "discover" what he has always known. Bahrain was
embarking on a major manpower development.prdjecf in an
area where the choices were so alarmingly varied, the
criteria far from obvious and the guidelines were often
as problematic as helpful. The cross-cultural transfer
of management knowledge and skills was fréught, with

serious risks of failure and even 1local needs were

never systematically assessed.

This was perhaps the firsf' spark that eventually
illuminated the path which ;ed fo this research study.
Ever since the first sfep was taken towards formalising
a doctorél propbsal, the researcher hés been undergoihg'~
- a creative duality'invhis>doub1e role as a‘reéearchef
"and director. The action demands of a manager were not
always easy to reconcile with the open-endéd.
inquisitiveness.of a researcher. Between 1982 and 1986
this dﬁality of director énd researcher generated an
inner tension that was behind most of the insights and
new ideas experienced by “the author.. Howevér, this
dual role .did give him some advantages. While- the

~problem of acceSs to data on management development
would have been' practically insurmountable to an

"ordinary" researcher whose effort ‘might have been
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misunderstood or resented by many qrganisations, the
position of this particular researcher gave him,
unlihited access to key‘ individuals, privileged
information and critical events. The director and

researcher, however, speak with one voice in this

thesis; an act of integration achieved through a

confidence of both without a dilution of either. Such

- integration is perhaps one of the contributions of this

thesis as it brought together perspectives not
obviously linked and often discbnnected. it is
imperative to underscore the fact that this thesis is a‘
series of closely related research and managementi

contingencies many of which are owed to the directions

- provided by the managers themselves as the-interactive'

subjects of the research.

The thesis developed its own momentum often
fortuitously; unexpected vistas were opéned up and the

researcher was pushed into new uncharted territory.

When the author began his research work in 1982 he set
out to investigate the role of continuing management
education as a vehicle for management dévelopment.

This interest in the subject began when as Director of

Gulf Polytechnic he was commissioned to plan and

implement ~ the ambitious  management development

programme outlined above serving both the public and
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private secﬁors. Learning from the shortcomings of the
10,000 Plan, he wanted the ne@ programme to be based on
a solid base of need-assessmeht. To ~that end a ﬁeedsv
assessment survey which Qas the first of its kind in
the country was administered in Spring 1983. The
results of the survey raised as many questions>as they

answered and confirmed the author's intention to 
pursure the topic further through a doctoral study. By
.Feerary 1984, Gulf Polytechnic had completed its
| analysis of the ﬁeeds assessment survey ‘results,

designed the programme and launched it. However,
during that time the aufhor had been actively
'interacting with Chief Executive Officers and seﬁior'
managers in the country in an attempt to find out more
accurately what their notions of management development

were and what they required of continuing management
education. The picture that emerged in his mind was
,‘far fromAcompleté'but enough to suggest to him the need
to subject the new programme to regular evaluation as _
the expectations were véried and some indicator of ifS‘
being: on track was needed. ©Proceeding simultaneously
as director .and researcher, he heeded the wish of the
senior managefs he was in contact with and‘initiated.By
Fall 1985 a fhdrough ‘evaluation of the  programme by

students, faculty and immediate supervisors.

The evaluation process revealed, among other things,'
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the existence  of widely divergent ‘criteria,
expettatidns and .goals that the new prbgramme‘ was
looked at to satisfy. The difference, further
iﬁvestigations and a series of meetings with Chief
Executive, Officers confirmed, was mostly due to
different = organisational climates and internal
environments. In reaiity this process can be traced
back to informal originsvin a series pf‘discussions aé
.early as 1981. It turned into a formal evaluation by

1985 and eventually gave a series of CEO seminars as

documenated elsewhere in this thesis.

The illuminating discussions that took place in thaf
seminar opened two new avenues identified by Chief
Executive Officers as critical areas. First was the
general dissatisfaction with the piecemeal approach to
continuing‘ hanagemgnt education and a strong feelihg
Aagéinst ‘an incrementalist approach to management
'developmeht.  Secondiy, came :the "shock" of fealising
that we,do not really know about the Bahraini_manager
as much as we originally thdﬁght_ we did. What Qas'
.urgently' needed; the seminar' consensus urged,'vwas a
more system#tic approach that would lead 'u)’a béfterA

understanding of the Bahraini managers.

The result of this recognition was another seminar,

originally 'suggested . and strongly supported by
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participants in the first. The title of this seminar
was "Towards a Strategy for Continuing Management
Education in Bahrain" and came as a close sequel to the

one on corporate culture.

As to the need for better understanding Bahraini
managers, the idea went through successive stages of
refinement and eventually materialised in a survey on a
scale never before experienced in Bahrain. A series of
questionnaires were designed and administered dealing
with the Bahraini manager, his self-image, his position
in the environment, and his specific constraints and
opportunities, With these questionnaires came a

structured Chief Executive Officers interview.

Data gathered from the series of questionnaires and the
intefview_pointed out, in a sense unexpectediy, tqwardsi
three key concepts that were considered by a majorify
of those surveyed critical to the future of management
practice in Bahrain. Such a cruciai ‘clue led the

author to focus further on these three criticaif%f
‘concepts through a speciéi Chief Executive Officefs _

' followFup questionnaire dealing expre§sly with
léadership, motivation and managerial;’prbfessionaliém
in Spring 1986. | L

i
;
|
|
'
!

The Chief Executive Officers follow-up questionnaire in
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turn furnished  mixed evidence and suggested a fuller
measure of the transition. the Bahrain managemént
profeésidn is undergoing., The need to pursue many of
the isSues involved suggested the idea of another Chief
Executive Officers seminar addressing the question of
~ the "Bah;ain.Management Profession in Transition" held
in Spring 1986. Among many other things, this new
seminar revealed that the Continuing Management
Education programme has had a considerable impact. on
the practice of ﬁanagement in Bahrain. Such an impact, -
: however,' had to be further assessed to determine
whether or not success has been made in transferring
management know-how from the training site to the job
context. An impact. questionnaire was .thus desighed

and administered.

- The point behind reconstructing aspects of the thought
process that accompanied the writingvof this thesis'is‘-
to highlight its developmental nature and underscore

‘its dynamic unfolding.

The reader may £ind the various.chronological,details
difficult to follow and piece together. At the end of
the thesis, there is a pull-out sheet meant as a
chronology of major developmental steps in the research

process.
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It is hoped that the final work is dynamic but not
disjointed. The thesis is meant to reflect the

complexity and transience of the issues addressed, but

not at the cost of disjointedness or loss of focus.

' As an autobiographical piece of research, this work

helped’the author catch up with developments that have
shaped his 1life and the lives of many other fellow
Bahrainis. A different future is taking shape very
rapidly in Bahrain and the Gulf area and it can only be
hoﬁed that this effort will contribute, howe&er
modestly, to  the future prospects of fhe Bahrain

management profession.
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CHAPTER ONE

'BACKGROUND, OBJECTIVES, SCOPE AND METHODOLOGY
OF THE STUDY |



CHAPTER ONE

BACKGROUND

Thé background to this ~study_ 1s the rapid.'transition-
 Bahrain ~ is  undergoing towards becoming an
organiéational sociefy; Ovér the last two decades .the
country has evolved~.into a major fegional centre for
business, finance, indust;Y'énd'Services, and completed
an ambitious infrastruéture culmiﬁating'ijl a causeway

linkihngahrain and Saudi Arabia.

Not surprisingly, of course, this“ﬁaésiv§_metamorphosis
,reﬁqired cbnsideraﬁle’ménpower resources 'in‘é  varie§y
,?Of skill areas including managgment.:‘The 1a¢k bf Sﬂﬁh
Areéources locally led. to a Coﬁtinuous influx of

expatriates whose impact on Bahrain wés considerabie
both soéialiy ‘ahdv professionally. fv Expatriates,
however, Weré never perceived as a long?term-éolution
to the problem of infrastructure-deVelopmént outpacing
manpower resourtgs, and the sentiment for cultivating
more local talent in various grrofessional areas _has'

always been very strong.

This sentiment is now an official policy known as
Bahrainisation and the management sphere is one of its
~prime targets, as evidenced in the so-called 10,000

plan and a variety of other government policies



~and stipulations. However, accelerated professional
preparation is needed if Bahrainis are to join the
ranks of management in numbers and gradually replace

expatriates. Such preparation has taken a variety of '

forms  ‘including  overseas  study opportunities,
participation in local academic = and training
programmes, in-house coaching, ‘seminars within

organisations and a  wide range of management

dévelopmenf methods.

Widely-_accléimed at the beginning and optimistically
perceived as the answer " to Bahrain's ~shortage . of
managerial personnel, such management education and

training outlets were heavily vtilised by both public .

,and privéfe employers at a gfeaf'cosﬁ and often with
‘dubious results.  However, - close’.tq i15 years . of
 invariab1y °di§joinféd, almost -random;" approaches to

_ management devé1opment in Béhfaén have had few'visible"
- benefits perhaps. This period ‘also wifnessed]vthe
'?émerggnce of -Bahraini_b manageré‘_:as a recogniﬁedf,
1ﬁrofe§sipnél' group in the country. However; _by” the .
‘eariy' eighties é growing sense of frustration was
starting to build up into a cOnvicfidn that disjointed,
incremental and: largely unevaluated approaches fd
“ménagemgnf_ dévelopmeht are inadequate; unlikely to
stand .’theg. tesf> of cost effeétivenéss,7 and as

investments in human capital were not . producing



acceptable rates of return. Even the celebrated 10,000
plan introduced by the government as a programme for
large scale Bahrainisation in key sectors did not

manage to overcome these shortcomings.

THE 10,000 PLAN

It may not be readily apparent to the reader that all
this wealth of information on management development in
Bahrain, and rapid succession of research activities
geared to it, are very much of a novelty in the
country. Such, however, is the truth and it is very
important to emphasize that it all began after 1980
when the so-called 10,000 Plan was launched. This
plan, while fraught with many problems and
short-comings was undoubtedly the beginning of a
managerial awakening that has continued to snowball
since and in a way, made this research- project
possible. It 'is therefore of some importance to put

this;ﬁajor first step in perspective.

The realisation qf lack of managerial abiljty caused
Bahrain goVernment to consider training asja strategic
area linked to producing the kind of manageriil talents
needed for its contiruous development. It was also
believed that such an activitf should' have the
governmenta] suppdrt and care which shou1d€take place

in a planned and cdntrolled way,



During the year 1980, the Cabinet appointed a special
committee called 'Social Services Committee' comprising
three key ministers - Minister of Education; Minister
of Labour and Social Affairs, and Minister of Lealth.
Its mandate was to look into policy issues relevant to
the social service'. provided by the Government and to

make recommendation; to the Cabinet.

Among the problems identified by this Social Services
Comm;ttee was the high percentage of non-national
labovr force in the country which created a numter of
problems and in particular a drain on the economy.
Analysis of the labour force showed that there were
approcimately 10,000 jobs in the various
sub-professional technical and managerial jobs at all

“levels occupied by non-Bahrainis.

As a result of these findings, the Social Services
Committee made recommendations to the Cabinet to
approve a ten-year plan to train approximafely'lo,OUO
Bahrainis who were then employed in different sectors
of the economy to be upgraded and moved into key jobs

presently oceupied by non-Bahrainis.

Such a massive operation in manpower development was an
!
excellent idea to provide fraining opportunities for

Bahrainis in the various strategic management related



occupations, but it was wunfortunately a hastily
conceived programme as far as planning and

implementation were concerned.

Much of the work was passed on to Gulf Polytechnic by
the Ministry of Labour manpower development section due
to pressures for immediate implementation. The hastily

assembled programme covered the fbllowing areas:

accounting teclnicians

clerical supervisory

business management

construction technicians
mechanical engineering technicians
electrical engineering technicians

* O X ¥ ¥ *

data processing

During the implementation of the above courses, a
number of difficulties became apparent. Such

difficulties included issues such as:

* lack of appropriate staff to teach the courses
agreed upon

* lack of coordination between the Ministry of Labour
manpower development unit, the industrial sector
sponsoring applicants and Gulf Polytechnic

* poor selection of nominees. No methodology was
followed and it was left to the applicant to choose
the programme he felt appropriate

* lack of suitable teaching materials. The programme
was implemented six months before the arrival of
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text books A

* unwillingness on the part of some of the sponsoring
bodies to release trainees during working hours

* courses offered were of general nature and did not
cater to the specific need of the individual

4 management of the sponsoring bodies were not

consulted on the content or the level of courses

offered
* no follow-up of the trainees were made during or
even after completing the courses

As a consequence of the above shortcomings, Gulf

Polytechnic suggested a new approach to the 10,000 Plan

that would attempt to remedy past difficulties and

~employ a systematic approach to management development

within a framework of Manpower Planning as needed by

the Government.

One of the main factors which were taken into
consideration right at the planning stages of the new
approach was the fact that within the field of
management, the elements of education and training were
not separated 'with any degree of rigidity, as they
inferrelate symﬂiotically and reinforce each other. It
was this awafehess that brought the issues of
continuing manahement education to the forefront of
Gulf Polytechni; priorities since the very inception of
: : \

its new Business and Management programmes in October

1982.

A o
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It was essential as far as management development was
concerned to start with professional discussions and
brainstorming with representatives of 1leading public
and private organisations. The purpose was to develop
a comprehensive system of <continuing management
education and training to serve the needs of Bahrain

and the area at all management levels.

As part of this initiative, Gulf Polytechnic was asked
to design and launch a new comprehensive programme in
continuing management education. Following a planning
peried of one year, the Polytechnic intreduced the
-Continuing Management Education Programme (COMEP) in
-February 1984, Since its incertion COMEP was based on
a management development philosophy markedly different

from past practices in Bahrain.

Whereas previous development had been piecemeal COMEP
was originally conceived to take account of 3 related

levels.

1) The wanagement development of individuals (i.e.

micro level)

2) The development of individual organisations (i.e.

the intermediate or corporate level)



3) The socio-cultural context of Bahrain (i.e. the

macro level)

Clearly individuals would have diverse expectations,
aspirations and development needs. Such needs may
relate to them as individuals or be related to the kind
of organisations (e.g. international or Bahraini) in
which they work. Organisations would have their own
culture and agenda for change which in turn, would be

set within the socio-cultural context of Bahrain.

THE ANATOMY OF COMEP

Fach of the five training levels within COMEP was made
up of six courses totalling 18 credits and leading to a

Diploma named after the training level which included:

Clerical Skills
Basic Supervision¥*
Middle Management*
Advanced Management¥*

V1 SN

EXecutive Management*

* The 1last four 1levels are formally 1linked to
full-time programmes.

Each training level above was given a detailed profile
that specified its objectives, target participants,
programme objectives, admission requirements and
courses available, short —course discriptions and
details of syllabi. Also included was provision for a

-9-



series of specialised one to three day workshops
dealing with specific subject areas relevant to
particular groups of managers, with the intention of
upgrading the performance of participant managers to a
state-of-the-art level.

Othey characteristics of this new approach were:

1. Prior assessment of manpower needs through survey
that included major public and private
organisations in Bahrain and focused on staff
development needs over the following three years.
The survey was undertaken jointly with major client
organisations.

The survey covered the following areas:

(a) Distribution of manpower in Bahrain by position
level (for 1983), ie, clerical, basic
supervision, middle management, advanced
management, executive and others.

(b) Distribution of manpower in Bahrain by
functions, ie, office skills, personnel,
marketing and sales, finance,
computer,production, accounting, administrative
support service and others.

(c) Distribution of Bahraini participants in short
management training programmes in Bahrain
(1980-1983) by levels and by functions.

(d) Distribution of Bahraini participants in short

Yraining programmes abroad (1980-1983) by
position level and by function.

-10-



(e) Distribution of Bahraini participants in long-
term training programmes abroad (1980-1983) by
position level and by function.

(£) Vertical Distribution of Training Needs
1983-1986
(ie, levels of Training Needs)

(g) Functional Distribution of Training Ne=zds
1983-1986
(ie, functions of Training Needs)

Nominations for any of the programmes mentioned
earlier go .through a series of screening procedures
including entrance examinations and a detailed
interview by a special committee Trepresenting
Gcvernment, Industry and Gulf Polytechnic.

Courses offered operate on an inter-sectional and

- inter-organisational basis in the sense of seeking

participants from all sectors and various
organisations.

It is hoped that this way, the candidates may
benefit from each others' experience and develop a

deeper sense of percpective.

Thé_}prdgfamme is managed through a Continuing

,~Edugétiop Steering Committee which is a joint body

vfﬁfrepfggénﬁipé?the Ministry of Labour, Civil Service

",#andﬂ_Gulf, Polytechnic. The task of the

- .committee: -is: to oversee policy aspects of the

.programme and function as an overall planning,
‘monitdring_and quality control board.
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Others involved are:

* Gulf Polytechnic Department of Business and

Management which houses the programme and

provides course instructions in various fields.

* - Gulf Polytechn.c Industrial Liason Co-ordinator -

a newly established office entrusted with
co-ordinating Gulf Polytechnic's educational and
‘training activities with client organisations.

The scheme has also developed a Performance
Appraisal instrument which is intended to measure
the job' performance of candidates before they

undergo ~training and six months following its

- €onclusion.

Self assessment guides developed by the Polytechnic

are used to sketch out a 'training profile' for
each participant. The purpose of it is to allow
pfpspective continuing education <candidates to

de?elop their own 'training profile' in the 1light

'of='se1ected variables highly relevant to career

'défﬁlopment.

The scheme also stresses to sponsors the need to

’appoint specialised preceptors to function as

. &Lounsellors, r:source persons and quality control

: wonitors for trainees they sponsor. This function

fﬂofﬁadvisor and learning facilitator serve to ensure

gfﬁhaﬁ trainees are not cut-off from their jobs while
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undergoing training. It also helps to follow-up
participants on their professional development and
to help link their training at the Polytechnic to
the requirements of their jobs and their

organisations.

Bahrain, by internctional standards, is a tiny country,

with a small population (430,000) and about (30) major
companies. It has a clear sense of national identity
and a stable government which gives impetus and focus
- to developments. The small scale of the country makes
it possible for close network of relationships to be
developed and to allow the kind of research undertaken
in this thesis. However, in as much as Bahrain is an
Arab country, with a long history and close connections
with ‘other Arab countries in the Middle East and
parfitularly Gulf States, sharing many of their
cdhterﬁs, it is possible to view Bahrain, for the
purpbses'of research as representing an example of Arab
cult¥re, apd to view the research not simpiy as a
country :case-study but an illustration of the
development of a management development strategy for an

Arabic cultUre in transition.

OBJECTIVES OF THE STUDY

The Bbjectivgs of this study should be viewed against

the  'background' outlined above. As such, the
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following priorities emerge as important guideposts for

the investigation:

Identifying and analysing major issues involved in
management development in Bahrain at the macro

(national), intermediate (organisational) and micro

(individual) levels.

Highlighting choices for and tensions within the
management profession in Bahrain at this
transitional stage in its evolution, and addressing

implications for management development.

Suggesting a strategy for <continuing management
education in Bahrain serving the twin purposes of
accelerating management deveiopment and reinforcing
norms of managerial professionalism: Such a
strategy should rest on a thorough understanding of
the Bahrain management culture and a clear sense of
the nature, direction and pace of the required

N

change.

Evaluating the present continuing management
education programme at Gulf Polytechnic on grounds

of objectives, scope, curriculum, delivery,

 correctives, impact, etc, to assess it against the

required strategy, and suggest steps to rectify the
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variance.

5. Examining the transferability of selected Western
management ideas and theories to Bahrain. This
section of the study is borne out of the fact that
any management development strategy in Bahrain will
inevitably be guided by a knowledge-base, probably
Western and in all cases originating outside
Bahrain. Compatibility of such theories with
Bahraini realities cannot be taken for granted.
Putting Western management ideas to work within the
Bahraini environment should yield valuable insights
into the <cross-cultural transferability of such
ideas as well as the Bahraini management

environment itself.

6. Improving the effectiveness of management
development in Bahrain and strengthening norms of

managerial professionalism.
7. Deriving some tentative general observations on
management development in the 1light of Bahrain's

experience.

METHODOLOGY

It.shoﬁld_be borne in mind that the approach followed

in this, thesis is a result of three important
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influences. The background of the author cast a
visible shadow by way of merging action and
learning in the purs%ht of improvement in both.
Another influence was the nature of the research
terrain itself and the constant flux it is
undergoing. No less important an influence was the
need to develop the discourse in terms of
managerial evaluation, broader +than a strictly
"scientific" treatise and sensitive to varied
policy implications. The methodological
observations made below should be understood in the

light of these three key influences:

The biography of the researcher is in itself an
important factor. He is approaching the study from
the vantage point of being the director of Gulf
Polytechnic which 1is the ieading institution of
higher management education in Bahrain. Before
assuming this role, he served for a period of 25
years at the Ministry of Education. By virtue of

this background, he 1is intimately familiar with

-most of the problems addressed in the thesis and

can- -approach them with judgement refined and

seasoned over the years. It was therefore felt

~that qualitative tools of analysis will allow the

researcher to tap these personal resources more

effégtively and engage the issues raised with
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greater depth.

The phenomena under investigation in this study:
continuing management education, management
development, and the Bahrain management culture are
themselves undergoing a very rapid transition. As
such they lend themselves to dynamic qualitative
analysis more meaningfully than quantitative tools
which require '"freezing" «certain variables for
purposes of investigation. That such freezing is
hardly feasible wunder conditions of complex and
rapid change 1is all too evident in Bahrain.
Although the research instruments in this study
have been painstakingly constructed, it is evident
that the research materials involved are difficult
to quantify as they span a range of complexity that

defies strict measurement.

By virtue of his position as director of Gulf
Polytechnic, the researcher relates to a
distinguished group of chief executives, government
undersecretaries and éorporafe senior managers in a
manner which allows him virtually unlimited access

to them; a privilege obviously not available to an

‘lérdinary researcher. This familiarity has allowed

. him to arrange with them seminars, round tables

discussions, brainstorming sessions, etc to tap
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those colleagues' wealth of information to a degree
which quantitative tools could not have matched.
Interpreting this wealth of information is
primarily a qualitative task. The author relates
to his materials only partly as a detached
researcher. In reality his posture is based on the
duality of researcher and director involved 1in
managing a dynamic institution, formulating
policies, implementing programmes and monitoring
results. The line is not always easy to draw but a

conscious attempt is made throughout the work.

It is the writer's belief that emphasis on the
qualitative approach will help to provide focus on
explanation through developing understanding rather
than through predictive testing. And an emphasis
based on and inductively developed from data

(Glaser and Strauss, 1967)(1)  rather than on a

priori deductive theory. Qualitative approaches

lend themselves Dbetter to the emergence of
unanticipated findings and are in many cases
broader and more realistic in perspective than
purely quantitative tools (Hari Das, 1983).(2)

As :such this will assist to focus on a discovery
oriented investigation full of meaning, validity,
ri@hness and meaningfulness of data (Legge,

1984).(3) The preference for a more holistic
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perspective is based on the assumption that the
whole is more than the sum of its parts and hence
any serious discussion of a phenomenon can happen
only if its context (of occurrence) 1is carefully

described énd studied.

Within this chain of thought it is felt that a
phenomenon such as leadership for example cannot be
adequately understood by merely focussing only on a
few variables such as the task structure, the
leader's personality and the subordinate's goals.
Rather, it should be addressed as a complex,
situational phenomenon influenced by 'these
variables and many others that are broader and
socio-cultural in nature (Rosen, in Barbara

Kellerman 1984).(4)

Failure to recognise this fact could lead to a
~naturalistic trap. By way of example, the 1late
sixties and most of the last decade saw a
proliferation of surveys and laboratory experiments
on several topics in the organisational behaviour
area (some of the more popular ones Dbeing
mofi?ation, leadership, group dynamics and decision
making). | However, there is a 1large number of
fesearchers today in the field who question this

approach and believe that by the very nature of the
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subject, organisational behaviour cannot be
adequately studied within neatly arranged
compartments in isolated artificial settings, as

(Mintzberg 1979)(5) noted.

In the final analysis, the choice in favour of
qualitative research methods was primarily made in
the light of the fact that unlike most evaluation
research situations, the researcher in this case is
himself a key decision maker. In this respect, the
researcher was inspired by the recent work of Karen
Legge 1984, Michael Patton 1980, Bodgan and Taylor
1975, Downey and Ireland 1979, Mintzberg 1978, and
Pettigrew and Bumstead 1980(6) pointing the
limitations of the positivistic paradigm in
evaluation research. Legge's analysis of the
crises afflicting positiviStic research designs,
namely the intricate problems of utilization,
verification and accreditation clearly points out
the 1limits of "hypotheti;o-deductive" research
design guided by the positivistic ethos and
employing quantitative techniques. Such research
designs often force on the researcher a difficult

trade-off between methodological purity in

7po$ifivist terms and relevance to the needs of

policy makers. Since the evaluation aspect of this

study involves the author in a dual capacity as
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researcher-decision maker, there seems to be little
doubt -that a qualitative-discursive or interpretive
approach 1is more appropriate with the assumption
that it will generate unexpected phenomena which
can form the basis of new hypothesis
(Lundberg, 1976).<7) It must be pointed out at
this stage that the quantitative approach has not
been neglected altogether. In some cases reference
has been made to quantitative data for the purpose
of enriching, and comparing observations as well as
identifying emerging trends. The limits of
quantitative analysis are inéightfully addressed in

the following observation:

"Measuring in real organisational terms
means first of all getting out into the
field, into real organisations ..... The
evidence of our research ..... suggestsg
that we do not yet understand enough
about organisations to simulate their
functions in the 1laboratory. It is thege
‘inherent complexity and dynamic nature
that characterize phenomena such as
policy making. Simplification squeezes
out the very thing on which the research
should focus. The qualitative research
designs, on the other hand, permit the
researcher to get close to the data, to
know well all the individuals involved
and '?bserve and record what they do and
say.

It is argued that the study of human behaviour in
organised settings necessitates not merely the
application of the cannons of scientific method by

researchers, but also an inter-subjective and
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transobjective understanding of ‘their data

(Filstead, 1970).(8)

Within this framework, the study centres around a data

base comprising the following instruments:

A. CHIEF EXECUTIVE OFFICERS (CEOs) INTERVIEW
(Refer to Appendix A)

This interview was conducted in Spring 1985 by the
author. It involved 23 Chief Executives of major
public and private organisations in Bahrain. The
purpose of the interview was to tap the experiences of
a seleét group of corporate executives and Bahraini
government officials at the undersecretary as well as
Director 1levels as to the salient features of the
Bahrain management culture, the present state of
development of Bahraini managers and their future
professional prospects. The interview thus helped to
draw a profile of the Bahraini manager from an
executive vantage point. This profile is meant to be
as comprehensive and well rounded as practically
feasible, in order for it to be useful to assessing the

status of Bahraini management and its culture.
The interview dealt with issues such as:

* _professional standing
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* job expectations, commitment and motivation level

* comparison of the competence and productivity of the
Bahraini manager to that of his expatriate
.counterpart

* major environmental factors (eg, cultural, social,
economic, educational, religious values, concept of
time, technological, authority, interpersonal
relations, ~ affluence, cost-consciousness) that
influence his perceptions and actions

* the type of support 1level (eg, governmental,
organisational, etc) and the incentive system
available to him

*  approaches followed in preparing future managers

x obstécles or Dbarriers impeding or slowing his
development

* awareneSS of major professional trends and
developments at international level

* major concerns and worries

* Bahrain's experience so far with managerial
technology transfer

B. COMPOSITE PROFILE QUESTIONNAIRES
(Refér'to Appéndix B - components I § II)

This is one of the key instruments used in this study
to pieceﬁ:togethef a comprehensive profile of the
4Bahraihiﬂmana§ér in.éction. Another purpose of these
queéfioﬁnaires was to help Bahraini managers develop
critiéai insight into their present situation and
future prospects. As a professional, the lmodern
Bahraini'manéger is faced with enormous challenges, not
the least §f which is the need to stay abreast of
developments in his field and constantly upgrade his

performance.
| -23-



4The'set of questioﬁnaires was given to 30 executives in
both thé ‘public ahd private organisations. Twenty
three respon&ed in time. Given the size of Bahrain,.ZS
‘reépondents provide a fairly substansial representation

of major organisations.

The set of questionnaires comprised two components.
Component I dealt with self perception of the Bahraini

manager with reference to:

* Disttibﬁtibn;qf functions pefformed
% How critical 'is the manager's work in the
‘ organisation?
‘#» His effectiveness in achieving goals or ‘targets

* How séfibusiy his role is taken in the organisation
How committed is the organisation to his career

*

development?

How development is facilitated for him
Educational background and training |
Career background

Job satisfaction

Methods of preparing managers

Awareness of international management models

* % % »

* * *

Perception,fof other professions and their social

status

* ‘Corfelafibn "~ between managerial education and
on-the-job performance

* The rélevance of a technical background to the
field of management

*  How does fhe manager perceive the role of the
expatriate manager? ' ‘

* Applicability of management skilis acquired in

formal edutation‘and training programmes‘to Bahrain
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Involvement in community service
Career path
Satisfaction with organisational incentives

Component I1 comprised four basic parts, namely:

¥

*®

The

Intgrpersonal networking
The manager and his environment
Approaches to decision making

Concept of time and change

first part 'Interpersonal Networking' dealt with:

‘Formal and informal methods of getting business done

Friendshipwfies, fahily:or other means of influence
Manner inbﬁhi¢h business discussion or a deal is
conducted ._ | | o .
Loyaity versus efficiency and manageiial-performance
Management style followed by Bahrainis

Managerial practiCeé of foreign _businessmen or
managers which can be learnt

Personal traits = and characteristics that

contributed to the managers success

The second péft,_'Mahagefiand his Environment' dealt

with: | |

* Incidenc¢ 6f'éutside ccnsultatidn in decision making

* 'Role:perceptibn of managérs by governmeﬁt officials
and commuhify

.

Influence of job on family or community life
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* Perception of manager's role inside and outside the

organisations

* Difficulties or obstacles facing Bahraini managers

* Ideas, changes or programmes that a manager would

yant to implement but t?adition, values, and

customs restrict him

The third part, 'Approach to Decision Making'

with:
*  Styles and methods of decision making
*  Management of conflicts

* Problem solving: situations and methods

The fourth paft; 'Concept  of Time and Change'
with: ' | |

* . Punctuality

# The concept of time in terms;of'planning

% Ideas about change and innovation

*#  Attitudes towards women in managerial positions

J .. .
* The managers time horizon

*#  Attitude towards advanced technology

L Ihdepehdence from family, customs, religion

tradition

dealt

dealt

and

*  Attitudes towards giving the new generation more

'freedom
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Target data obtained through :the above four parts

covered: |

(a) Management style(s) that seem to be widely
practiced in Bahrain

(b) Highlights of the Bahrain management environment
as they influ;nce ménagerial behaviour

(;) Patterns of decision-making commonly used in

‘ Bahrain

(d) The professional standing of the Bahraini manager

within the organisation and in the community

C.  FOLLOW-UP CEO QUESTIONNAIRE
(Refer to Appendix*C)’.‘x

This set of questionngires was conducted in Spring-
1986. It was_éddressed to the gepresentative sample of
CEOS and.'underéecretaries in ‘o;der to further assess
their views on domiﬁant' practices in. areas  of
leadership,‘mpfivétidnvéndumanaggrial"professionaliSm,
In all these three areas, the aim was to identify the
prevailing norms,'explbre_eﬁergihg trénds and chart out
major choices facing Bahrdiﬁi managers. ‘
Among the issues that thiS’éet'of questionnafreé dealt

with are the following:

* Leadership norms prevailing in Bahrain

* Leadership norms encouraged ‘'by organisations in
Bahrain | :

* Traditional culture values and the managemenF
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~ profession 4

x Society s expectation of a manager to emphasize
efficiency, public relations, employee sat1sfact10n

® Management styles preferred by managers '

* Society's expectation of a manager to demonstrate
success | |

* Corporate motivational practices

* Motivation strategy as practiced by organisations
Bahraini managers' motivation (intrinsic and
extrinsic rewards)
Professional excellence and motivational needs

*  Manager's knowledge and involvement in the making

~ of decisions

*  Manager's commitment to eelf-development

*  Manager's :analytical,.and' problem-solving skills
compared with international.EOunterparts,: A

*  Managerial professionalism

* Management developmént» ‘and  Bahrainisation of
materials _ ' :

* Bahraini management anvaapanese examples

*  Satisfaction of - Bahrain's Tmanagement development
needs ' ! '

* Management profess1ona115m

* 'Locally ava11ab1e management development programmes

D. MANAGEMENT DEVELOPMENT NEEDS QUESTIONNAIRE
~ (Refer to Appendlx D)

The - surveys oh management development needs have been”'

conducted tw1ce. Once.ln l983 and then in Spr1ng

.l985. Sdbsequentlyﬂ%ﬁ"j ha;)C'p’:»been updated. The a'ttac}ied_
appendix D presents the survey;and analysis which waS'
conducted in 1985 for the purpose of  planning 1986

programmes. This questionnaire covered major
. C
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organisations of both the privaie and public_sectors,
with the :purﬁose of mdeterminingm‘present and future
management ‘development‘ needs in ‘terms of
specialisations and numbers. A related objective was
to determine ‘the satisfaction iof such organisations
with local and international -‘management development
programmes they have participated in, anﬂ help ﬁhem

become more conscious of their goals in this respect.

Prior to the implementétionm”of. the questionnaires a
series of meeflngs w1th d1fferent organisations were.
held to explaln the COMEP programme and the ratlonale‘
Ain conducting this survey;‘jThe 1985 survey,covered 22
major organisetions in fBahrein which also_’inciuded‘
organisations which normally' nominate candidates forv

COMEP.

The instrument designed‘.fof: this questionnaire was
~intended to be as.cqmprehensive as possible so as to
generafe a databése !fhaf ,feeds{ into the plannihg of .
ménagement education and treiningbprogrammes at various
leyeis. .Accordinglyvit'waézmeceSSaryAto include ifemsf

such as:

* Distribution of Bahraini employees by level in a
selected number of organisations

* Distribution of employees by functional areas

* Number of employees by 1level and funct1ona1 area
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who have recently undergone or are now undergoing -
training in Bahrain _
Number of emplbyees by level and functional area who -
are expected to undergo management training over .
the next three years

Methods used to defermine. cost effectiveness of
internationai programmes W

Degree of satisfaction of training officers with
international programmes for wh1ch they sponsored
participants

Degree of satlsfactlon of training officers with
Bahrain training programmes for which they
sponsored part1c1pants._ _ ' » '
Criteria 'used Dby ~organisations in - selecting
candidates for managément training programmes at .
all levels and var1ous areas of spec1allzat10n
Trainee expectatlons upon completlng a training
programme —

- Linkage Dbetween méﬁégement training and career
development through Specific individual career plan
Motivation of trainee vis-a-yis management training -
programmes - ' . :
Variable(s) used by training officers to motivate
management trainees o ‘ '
Custom-tailored vis-a-vis mixed programmes
Follow-up procedures énd‘monitoring of the training
performance - 7

Expected fralnlng programme duratlon

Preference - of. organ1satlons ~as to the type of
‘training to be,proyided '
Duration of programme, its 1links with higher
education f

The.scheduiing prepared by the organisation
Motivation of management trainees

Language of instruction:
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\E; STRUCTURED INTERVIEFS AND QUESTIONNAIRES.WITH

PARTICIPANTS AND FACULTY IN THE CONTINUING

MANAGEMENT EDUCATION PROGRAMME (COMEP) AT GULF

POLYTECHNIC o |

, (Reﬁer to Appendix E)i”

This instrumenf was designed to provide COMEP
evaluation on a continuqus basis. It has now been iﬂi
operation for two yearéi_ So far two annual reports -
have been 'produced (reféf. to’ Appendix E) covering:
participants vwho joinéd'ffhe-iprogramme since 1983.

These evaluation reports cover:
. i

participating qrganisations
the screening process
English language proficiency
probation ’
participant. profile
'performance
. attrition
lecture series
lecture and courses/quality of instruction

T N T S R S

course lecture evaluations and self-assessment

The evaluation repdrts " also  included structured>Afj’
personal interviews with COMEP participants as well as
- participants' assessment questionnaire. Both included

items such as:

* Career objectives and previous job. held

* Attainment of career objectives and COMEP barriers
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Job-related skills.acouired

Application of skills" from COMEP to job
Relevance of subJects covered

Usefulness of Engl1sh language and communications

Courses relevant and useful to job enrichment

Teach1ng methods and'de11very

Quallty of teach1ng faculty

, Weaknesses of COMEP

Organisational recognition’of COMEP
Educational backgronnd of participanfs; training
programmes attended:: | o |
Self- assessment

Job elements cr1t1cal to career development
Degree of satlsfact1on with COMEP

Compar1son of COMEP to others out51de Bahrain
Expectat1on of the 1mpact of COMEP |

Aspects: of COMEP.-most andc least' appealing .and -

expectations O£°the,participants

Comments and suggestions

IMMEDIATE SUPERVISOR QUESTIONNAIRE
(Refer to Appendlx F)

One of ~the maJor parts of evaluat1ng COMEP was to

vlnteract Wlth the 1mmed1ate superv1sors of part1c1pants

r

wh11e the participants were in- the process of attend1ng

. the programme. : Thls quest1onna1re was conducted in

j

o
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May, 1985 with the aim to elicit the supervisors -

assessment of the situation. The process of

broad-based feedback rahgiog from effects to objectives'tqf*

is very essential. Thus, immediate supervisors, werejg_.g

involved in at least three stages of the COMEP. The ' .

first stage is related to the ""Management Development7

Needs :Questionnaire" 4(Appendix D) where they were T

‘involved in determiﬂipg the present -and future :

development needs of the' organ1satlons. The second?g

stage was this very quesflonnalre (Appendlx ‘F): whilef#_3p~

the third came after completlng the programme (refer to. -
Appendlx G, COMEP Ihpétt Questlonnalre) This meensi'

that the 1mmed1ate superv1sors afe involved before

nominating participants, during participantsiigf;f”

attendance of the programme,_;and~vthen ‘after their Le"'

graduatlon. 'This; questlonnalre as can be ‘seen is: " ¢

1ntended'_to 1nvolve the immediate sﬁpervisor at an . -

‘early stage_of the;evaluatlon process. . Somébof.the'key‘fff}‘

. ~issues covered by the questionnaire were:

*# Job titles of the supervisor and number of -
subordinates reporting to him
o Organ1sat10n s human resource plans

% Organlsatlonal development of career paths for COMEP‘;,.

parflcipants and its relatlonshlp to COMEP

* Methods wused to match training programmes with
candldates' needs ' S

* Basis for candldate selectlon to COMEP

ok -Methods used by the organlsat1on to monltor progress
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towards career objectives .

* Job elements critical to participants (candidates)

* Job elements critical to::participants' development
according to COMEP level '

*  COMEP career development impact on participants

¥ -Expectations of part1c1pants' career development;
.impact on COMEP '

% Steps’ taken to transfer parf1c1panfs' COMEP acQuired
job skills to job performance

* Appealing COMEP features

* Changes/lmprovemenfs in part1c1pants on-the-job.

performance since 301n1ng COMEP _
* Comparison of COMEP with similar programmes
* Suggestions to COMEP curriculum -modifications ori;’

i

improvement

* Supervisors' awareness of the ~ importance of = . .~

identifying certain . . variables as critical tofiﬁ

participant's career motivation: development  of .

certain skills, concepts and specific management
expertise : ’ '

'G. - COMEP IMPACT 'QUESTIONNAIRB_
(Refer to Appendlx G)

This is a two tier 1nstrument ‘intended. to assess the

impaet of COMEP on'the Bahra1n1 management;commun1ty.f”f““ee

In June-1985, the firétbgrbup ofeCOMEP participants who -

Began the progrémme in Spring 1983-84, graduated. At

the end of the following Fall 1985-86 term, the. second

group who joined COMEP in‘Fa11'1984-85 followed suit,
Slnce June 1985 and February 1986, both groups have had

.the opportun1ty to put thelr COMEP knowledge and SklllS



to test within their respective organisations. The
two-tier report presented in Appendix G is - an

assessment of COMEP by:

ga) middle 'amq advanced management graduates
representlng the groups of Spring 1983-84 and Fall
1984 85

'(b) the immediate supervisors of these. same participants,i"'

' The -participants. questionnaire (Tier 1) looks

specifically at areas such as:

*  COMEP curriculum design, planning and implementatiqn"

% Job transferability of COMEP-acquired skills ’

*# Relevance of COMBP material to the Bahrain
- experience |

*  Success of COMEP as a vehicle fowards development_l-" )

- of professional managers . :
' *:» Chief organlsatlon support of COMEP

‘The immediate supervisor quest1onna1re (Tier 2) covers’
the follow1ng varlables.

Organlsatlon s commitment to management development
COMEP objectives ' '

Impact of COMEP on part1c1pant performance
Transferablllty of COMEP-acquired skills
5Comparison‘of COMEP to other fraihing programmes

**“%*#
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H. CEO CORPORATE CULTURE SEMINAR

(Refer to Appendix H) | »
The first of its kind to be held in Bahrain, this
seminar administered by the' author in March 1984, .
 broughr fogefher leeding executives in the country te_
discuss tﬁe emerging Atheme of - corporate culture vin

Bahrain and seek ways for facilitating corporate

cultures more conducive to professionalism. The -

seminar was chaired by H E Dr Ali Fakhro, Minister of
Educatiom; ChairmanA ‘Board of Trustees of Gulf
Polytechnic. Among those present was a group of-
SChbiérs-énd chief executives e£5major organisations in
Bahrain. Some of'fheeissuesér?ised,and diecussed in;
the :Seminar  im¢1uded‘3critiqa£ rmenagemenf ‘concerns

touching on Bahraini organisation, their inmer culture,

‘relationship withk the 'énvironment, management styles,

management development and the transfer of management

level. Particularly striking were:

. L ¢
Corporate culture and 1eadership

.
* Management styles and profe551ona113m
* The Japanese approach .
* The Bahra1n1 or Gulf manager end what‘goeé into his
,‘ maklng : | ‘ o
* Internatlonallsatlon of business in Bahraln"
* The lack of manpower ‘resources
* Management- deve10pment and corporate culture . _
* The role of the Jleader in public and 'private~

organisations
i
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* Transferabllity of other styles -of management andt'>f
cultures to Bahrain . ‘

I. CEO SEMINAR ON STRATEGY FOR CONTINUING MANAGEMENT
EDUCATION IN BAHRAIN  (Refer to Appendix I)
Alsq p;gan§§eg<by the author es}the first of its kind:
in Bahrein,-the'seminar-was copdhcted'in May 1985. The

seminar was of great significance to the professional.

dialogue on goals, strategiee*and methods of management

development and continuing{management_education in the

country.

The seminar programme 'comprised three sessions. The  e
first session was chaired by H E the Minister of
Education and ’the paper presented enfltled 'The
Phildsophy and Methodology of Contlnulng Management}
Education in Bahra1n' Thls paper  laid . down
requirements for a . successful continuing management
education performanee emphasising the four key
attrlbutes or crlterla it should ’have. In order. of
1mporfance fhose atrrabutes were 1ts being:
_ ¢

* Ant1c1patory - or futuristic
* Remedial - or interventionistic to rectlfy

~ differences. \

x Developmental - geared to the growfh ‘needs

of managets ‘ ' o
* Interactive - multi-lateral and undertaken
~as a joint' venture

'
\
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The paper also pointed'out that for this phiiosophy to
become a reality.it_has:to rest on a rigorous; well-
defined methodologylsuch,as: needs identification at:
all 1levels; translation , of manpower needs -~ into

prdgramme categories; further development of programme’

eategories into a full-fledged_ curriculum; screenlng; v

participants; programme delivery; evaluation; and

programme auditing.

The. second session was chalred by the Govenor of the

Bahrain Monetary Agency,‘ where two papers were

presented and dlscussed

Maklng of the Bahra1n1 Manager in the Pub11c Sector'A‘

~]The flrst paper entitled 'The_f -

and 1t dealt Wlth the authorltarlan' nature of Arab. L

society and 1ts reflectlon in managers'»attitudes and
behaviour. It stated that changes in knowledge,
attitude and behavrourliof individuals and groups can
take time to evolve parficularlyA at the top, and
pointed out that 'middle management }may ‘be more
adaptable{l.In.identiinng the need to be able to deal
with_pebple,as:apwitai quality-of.a successfui 1eader,7

the,papergraised:the classic question; are leaders born
with 1eadership charaeteristics?j Or are they made as a
result of: their enV1ronment7 Though no 'answer was
prov1ded by the paper, it nevertheless drew dlstlnctron
between authoritarian and democratlc leaders. It also

. ]
/_p01ntedk.out to ;the various ‘styles. of. 1nd1v1duals
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.reflecting the different needs, social standing 'énd‘
self- fulfilmenf. This papér .which ﬁas' preparéd and
presented by .a; very senior éexecutive in the public
(governmenf) sector, drew atfention to the difference-
in fo;es petwegp a managerAin;the publié secfor and- a

‘manager in the private sector with implication to their

- education and training.

The second paper in session two, entitled 'The Makihg{f;
of the Bahraini Managerxin the Private Sector!', tackled;f‘
the process:_ofr_training and development of ’youngfﬂ
mé@ageré 'With‘ bafticﬁlanw:referehCé to: selection
processes, the kind_.offlqﬁ}the-job training mixturé,v'
. development - of . skills ﬁénd‘ guidance “from senior -

' management  including - evaluation: of - pérformancei

throughout their career path. The paper also :éfeﬁ;ed}fﬁ-ffﬁ

‘to middle-management as'a .new concept in Bahrain amd

its implication in__utefms of - delegafioh“: of -
fespoﬁsibiiity,, This paper wﬂichA was prepared and
presented by a'very‘prOminént Bahraini chief executive
concluded By Bringing to the attentjon of pafticipanté
fqpr arédsiwhérglhé believed progress,canlbe made in

developing managers:

* More delegation
* More conflict management
* Better management of time
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* Developing skills to cope with an ever changing work
environment '

The third session was chaired by the author. The paper .

?;esegyeq by a senidr member of the Business and

| ,Mahagemeht ﬁépartmenf faculty entitled 'The Cbnfinuingfit

Managemeht Educatioh;,Programmek’at Gulf Polytethnic'.?} 

This  paper outlinéd 'thefxsalien# features  0£ COMEP at

Gulf Pdlytechhic, fdcﬁssingl on the .broblem ' of_l 

transferfing classroom knowledge and skills to  the

workplace. The paper suggested four ways in which this

issue could be tackled: - |

* By joint identification of key strategic problemi _
areas,in an organisation | |

* Joinf diagnosis of specific problemﬁaréas therein

* The working out of simulated pléﬁé to Aincfeasev

?'héfkef,éhafé andJMQkégfhe compahy ﬁore.competitivé
% By iﬁvdlvihg ;ménagefg in‘<braih§tprming‘;sessions',,f
”fo;uSSiﬁg'bﬁAﬁérficular prbbléms B |

L

The paper also referred to the importance of continuous ™

moniforing of COMEP and the way in which'the~eva1uatiqﬁ ;§,

procedure was constructed at Gulf ~Polytechnic, .thei_ff

survey ot 'payticipafing organisations, and how COMEP

was linked to the full-time courses.
This seminar,.qni Strategy for YCOntinuing*_Management.
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Education in Bahrain provided a needed forum for
management development in Bahrain. Besides the above
mentioned papers, a number of other key issues _were?'

‘raised and discussed in some length. Among these were:

#' .Challenges fac1ng Bahra1n1 managers

~* The issue of profe551ona115m and - the emerging of»;?;fi 

" new management culture
*  What management and leadership meant to Bahrainié
% Whatd motivated Bahrainis, private versus public
aecter | |
* Leadershipu.e*yles, and other characteristics 'and-‘ﬂ
qualities needed for.success o |
%  The .comprehensivenees off COMEP linkage :toj”A
"obJect1ves, flex1b11ty, and meetlng the 1nd1v1duaf§:
needs, 1nternat10na11y recognlsed, etc
._* : Transferabllity of Western management phllosophy to

Bahraln and the need for more research 1nto this!f'

fleld

J. CEO SEMINAR ON'BAHRAIN’ MANAGEMENT "PROFESSlONA IN
TRANSITION (Refer to Appendix J) '

This third in: fhe CEO -seminar series was arranged by

the. author to examine - the pr1or1t1es, values ‘and

eworld V1ew of the ‘mafiagement pro£e551on in Bahra1n as

bit undergoes rapld tran51t1on and takes clearer shape

ThlS sem1nar tock place in May, 1986. 'Th -seminar
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programme comprised twolﬂsessions.' The first session

was chaired by H E fhefMinister of . Labour and Social:

Affairs, and the paper ﬁresented entitled 'The Bahraini;;h
| Management Professionﬁf Problems and Prospects’. ‘
.peéjdes the paper presentétion hy the Head of Business
‘ond. Managementbsﬁepartment at Gulf Polytechnic, there
were three_ panellsts all senior, Bahrainis with

different backgrounds and experience. One of the

panelists reflected “a business  and _investmentf;.‘

experience, the second.ﬁes_a chief executive of a major
national bank, and -the,;third, .a general manager of
‘,administrationvand'finance of a national'oiltcompany.'
_ The paper dealt w1th the concept of 'professionalism' '
by startlng with fhe d15t1nct1ve character1st1cs of alh"

profe551ona1 assoc1at10n, then addressed -1mp11cations

i

to the emerglng managemenl practlce in |h(, country. ,It g

also touched on the identity cr151s that the management,Ljff

prof3551on, is <fac1ng,'vthe. emergent 'cllmate in Bahrain
emphesisingk'efficiency, rationaiity,. impersonality and
an ovetridingjwork ethic. The baper‘aiso referred to
the Western societies and how the 'managenent role' has
evolved‘in comparison to Bahrain where management is
somethlng of a ‘new-comer partlcularly in the ‘absence of
both: professzonal regulation and binding tradition. It
‘also referred to optlons available and concluded by
suggestlng the_ establlshment of' a Soc1ety or a

Management Assoc1at10n to serve as the ultlmate quallty
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control body for this important activity.

The second session was chaired by the Chairman of the -

Board of Gulf Petrochemicals Industries Company,' and iejfff

the paper presented entitled 'The Management Structure

of Bahraini Organisations'. The paper was presented by”dd;]

‘the author, followed (as in session one) by three -

panelists with dlfferent backgrounds and experience. D

The first panelist was a very senlor executlve from fhe;;f

Ministry of Health w1th med1ca1 background the second- -

was a very senior executlve from the Ministry of

Education with education and . pianning backgrouhd andli e

“the third a senlor executlve from a multi- naf1ona1 Shlp:';_'-

Répairing Yard A (Dry Dock) - with ,ah'f accountlng13j7

backgroﬁnd; The paper presented touched on the habltatf o

'__of; the varlous : professlons, then moved lntot ’

- h1gh11ght1ng the Bahraln soc1ety by comparlng values

and 'trad1t1onal norms "”andjd their '1nf1uence ‘on

impersonal,‘ effic1ency bound work place.'1 Lt "also_f o

addressed the effect "of;k economic  growth, and
development on more advanced societies in the West. 3
~ The - paper referred to the term 'tranditionalism'Aasdthej
key characteristic of Bahralnl organisatione‘whichVﬁae

‘resulted’”in 'e_ numberi of problems including: = weak
vmaﬁagement_ ‘, Infrastructures, experimepralism;

‘impreseiohiemﬁt manpower development imbélancee and a

e
.

poor'reéearghibéee;_'The paper concluded by'propOSing
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to consider setting up a- joint management research and
development unit to opgfate on a multi-sector basis
throughout Bahrain to EpfoVide ‘three major types of

services to organisations:

*  General support 1nformat10n
~ Specialised 'functlonal' information
* - Consulting expertlseﬁln spec1f1c problem areas

The paper also suggested'that:Gulf Polytechnié will‘be"»'

preparedvto house such an important unit.

Some of the comments, concerns and questions faised by
the panelists and parficipants in both sessions weré:
very vital to the dévelopment- 6£ management, ‘with
pafficular reﬁerencgv to the concepts of leadership,
motivatipn and  professiona1ism ‘in Bahrain. _ Suéh key

issues poiht out to statements and questions such as:-

*  The 1mportance of management profe551on under the
present recessionary cond1tions ” ' ' |

® Is there a direct relaf;qn between qualification,"
profeSSionalism,'_experiehce{,andA-appointment or
promotion? |

*.. Is there ~a  serious participatory approach to
~management in Bahrain, or is it bound to remain
authoritarlan and centralised?

® 'Has the executlve or manager sufficient control in
our organisations to be able to perform his duties? °

% Does society attach a high premium to productivity

Do
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* % ¥ %

or is it a question of lip-service and tokensim?
What should be the leadership qualities of our -

future managers in Bahrain?

How do we evaluate a successful manager?
What criteria should we apply?
What is the effect of technology on our management ?

'The need to establish research in the area of

management and management development

‘The fact that-mqsf‘of.the instruments applied in this

researéh are open-ended withiémpie room for reflecting

on the personal experience b£17respondehts, made it

mandatory to emphasise interpretive understanding

\'méthodologies particularly in view of the fact ‘that the

terrain ‘investigated:< is still taking shape . and

exhibiting very rapid change.
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thesis:
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management culture in transition.

Widening the Perspective: Bahrain managers j,~
surveyed with special reference to - the ,

concepts - of leadership, motivation and -

managerial professionalism. -

Management  development for Bahrain:

- scanning-thé options.

_ Chapter 5

- Moving ‘towards a -management development

;vstfategy,'v;”

. Chapter 6
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Chapter 8

. Postscript:

' Continuing_;ManagementV Education Programme

(COMEP) evaluation against the strategy;

The GOMEP.knpwledge base: tfaﬁsfe:ability
and.adaptation; |
RefleCtions “on the Bahrain management
devélopment_ experignce: , some.‘»general
observations, |

The way forward.



Chapter 2

The Researcher's Overview of the Bahrain Management

Culture in Transition

This ppenlngv' cpapfér reflects the author's
interpretation ofv the :Bahraini socio-cultural context
which constitutes the‘broad management culture within
which managers ﬁavé toloperate ani define their role.
 . Béhraini cultural ndrms;- valués, ieadérship patterné;
primary and secdndary'group loyalties, concept §f time, -
change efficiency, interperéonal ties, etc, are
explored in the light of the researcher's experiencefas':
an active member of and senior manager -within this -
culture, The management profession emerges as an
iﬁéipient develobﬁent.viewed with increasing cbnfidence'
as ' a necessary response to the changing economic
énvironment  ahd S;rﬁggling for acceptance on equal

 footing with“moreveStablished professions.

"_T"hu's' the’rpurp;i’ée of this chapter is to highlight key
féatufes .énd  severa1> major influenées that affect
'Bahraih ;managemeht culture's receptivity .fo planned
change. It is, neﬁertheless, an observer's account of
avmanagement force field undergoing rapid transition and

has yet to be brought under careful research scrutiny.
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Chapter 3

Widening the Perspective: Bahrain -Managers SurveYed3~

with Special Reference to the Concepts of Leadership,

Motivation and Managerial Professionalism.

Following the author's account of the Bahraini .

g - .

w

management culture, an'éttempt is made in this chapter.

to view the .'situation from within as -~directly

experienced by é 1arge}group of managers. The themes,

tgnsions; and problems explored in the second chapter

~ from the vantage point of an observer are narrowed down

“and investigated more fspecifically' in this chabter;,'

Also the experiences of management practitioners in .

Béhrain«are SyStematicélly tapped through a series ofﬂ gff

interviews, questionnaires and CEO seminars. The aim

is to develop an ihtegral profile of the Bahraini

manager comprising both a self-image and a "significant

others"‘image.a

- An. important outcéméféf this chapter is establishing in
thq 1i§ht of ?esearch evidence, the three Concepts'of
Lgadership, Motivafioh and Managerial Professionalism

‘gs- the main variables around which to structure the
discourse at three closely interrelated levels of

.analysis, namely: macro, intermediate and micro.
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Chapter 4 . -

 Management Development for Bahrain: Scanning _ the

Options.

Examining tpe inner tensidhs of the management culturév
from within reveals in depth the wide differences, and
conflicts among managers as to available management
development options. Again in the light of research,
evidence>presented and expressed by different groupsvof‘
"Bahraini managérs,.fbutisuch_obtions are explored and
explained, namély: ‘kaWesterﬁ;Sation, Jaﬁanisation,v-

Bahrainisatioﬁ and Pragmatisatiﬂn. The discﬁssion that‘:,
follows points clearly;in favour bf Prégmafisation the
~ one option preferred by a majority of managers; It is
argued that this . option is based on dynamic
need-assessment and - long-range | strategic - planniﬁg
offering a degree of .problem%solving relevance and
‘Aflexibility unmatched by any of the other options.

VChépter 5

V'Mb&ing‘Towards a‘Managément Development Strategy.

Hdvingzskefchéd'out-the broad features of the Bahrain
ﬁanagemenf éﬁltUré'and developed an inside view of its

major tenéions and critical choices during therperiod
6£ transitioh}ifvis undergoing, and'fqr thé diagnosis

attempted . in chapter three and four to be carried to
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its 1logical conclusion within the selected pragmatic
option,bthere is a need for an integratine strategy to
be formulated. Such is the task attempted in the £1fth
Achapter whlch bu11ds on the fourth and presents a
plueprinp for a management development strategy 1in
Bahrain. Tha goal Qf, this .strategy would be a
methodical 1mp1ementat1on of 4the pragmatic voption
through f1tt1ng a cont1nu1ng management education model
’w1th1n:a management deyelopment frame of reference for

Bahfain.

>in“a nntshéll; this ¢hapter addresses the need for a
jlong-fange. stratagic - plan in: the 'afea " of cont1nu1ng
manageménf educatlbn. 1t begins by out11n1ng a general
fnrmat fpr'strategic plannlng‘coverlng such components
as goals, a?tion plans, résourses, implementation
mechanism, feedback and evaluation.. It fhen moves to
~app1y thisjformat to'continuing management'edncation as
a vehicle for sérving the long-term requlrements of
managemenf deveiapmént and upgradlng of ‘managerial
_profe551ona115m in Bahraln. For such obJecflves to be
served contlnulng management educatlon should aim at
produc1ng a manager "with leadershlp qualities and a
.motlvatlonai make up wh1ch allows ajhim_' to work
effectively wzthln _ the Bahrain ‘ cu1tnre while
simnltaneously‘fulfllling his role as a change agent.

,Continuingl managementi education should be at once
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anticipatory, remedial, developmental and integrated.
It also has to be compfchehsive, ie, multi-sectoral and
multi-level and delivered through a flexible programme

‘Testing on a constantly updated data base.

Chapter 6
"COMEP Evaluation Agéinst the Strategy.

Tn its first five chaprers, this thesis unfolds in
‘terms of first defining_its researth_teffitory, thenl
begihning the investigéfion through a detached‘ﬁ
researcher's look, anvianived internal account of the

relevant research. subjéc;s‘ leading to .a choice of a -

' management development . option; - and = a stratégic-iﬁ~°'“

frémework for ‘attaining vthat optioﬁ, ~ The strategic‘tV'
continﬁing management"heducation plan' shggestéd in
Z‘Chgptef'Fiveiis used‘a§ a yardstick agaihst which the
Continuing M;nagemeﬁtf  Education Prdgraﬁmé (COMEP) .

: cufrently offergd by.thé Gulf Polytechnic is evaluated¢ '
' This chapter )présents'_a systems modei ~of-.eiaiuation
ﬁith:empﬁésiszdn the illuminative aspect5’0f3the most
ambitious .manggemént‘ development programme undertaken
in Bahrain to detefmine its consiStency with the
$ugge$téd.;sfrategy “and 'compatibilityj with  its major
objeCtivés.j 1Th¢ :pfogramme is évaluafed. through a
b‘multifinSffumeﬁf ;':strhtegy covering E :pérfiéipants,
_'graduafesg,-ih@ediﬁie,gsUbervisors, chiéf_ ék§égtive§,

B
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etc, and the evaluation centres around. objettivés,‘:;;

struétufes, contents'.dblivery methods, quality of1 , [

instruction, relevance to the environment, transfér 6f_;_
skills to. job context, and likely long-term effect oné

proiessidhéi values. All of this is attempied~ on the.
basis of empirical evidence obtained from_participants;
graduates, their immediate :supervisbrs and course
tutors.' Loopholes .in:{fhe programme are identified
against the blueprintéiofg Chépter Five and femediali

changes recommended.

Chapter 7 L o
The  COMEP Knpwledgel-,Base: , kTransferability' and

‘Adaptation. N co

This..chapter  1$ of great vsignificance'-beﬁéuse"itf
addresses. t#e  con;epfual aspect -df'  management
‘development  qnd1‘cohfinuing management .é&ucation. in
~Béhrain. jThéré »éan be 1little doubt -that Bahrain's
biménégeﬁentAv:dévélopm¢nt - and ﬁcqntinuing. >management
educatibn effdfts -are guided by framés"of' thought,
‘éssumptionsgcfheofiéS;and generalisatibﬁs that have not
originatgd in“Bahraiﬁ. In fact, most of the knowledge
base for ;almbéf any management déve;OPment plan or
continuiﬂé maﬁégemént,education programmeAin Bahrain is
_bbund:to be We$tetn,_as indeed is the g;eatest part of -

management_thoughf'ih general. This chapter examines
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this knowledge base, including assumptions and'values
that have to be transferred to Bahrain to propel its
accelerated thrust into managerial proféssioﬁalism and.
to determine whether gnd to what éxtent it can be:
éntegrafeq within- théi Bahrain managemént' culture;
Mutual patterns of jadjustment and’ accommodation
.lparticularly in the areas of leadership, motivationkandw
managerial pfofessiohélism ére explored | and sdmeil
'tentativé observations made. Selected theories will be.
reviewed from the specific vantagek point of their
transferability to Bahrain as:;a case example of -
: non-westérn' éplturé: It is hqped that the exercisev

will . .yield' some relevant :'insights into thef

tuniversality' of management development vis-a-vis its. =

culture-bound comparative dimensions.

Chapter 8_

Reflections on the Bahrain Management Dévelopment

Experience: Some General Observations.

In a ,sepsé-_ghis_ is a sequel ;tﬁ IChépter  Séveh that
' attempts~ to dréw. sorie tenfatife AgenéraliSafions from
Béﬁrain's :manégemeht1 deve1opment experiencé‘ and its
mode of working Aout. patterns of accoﬁﬁqdarion with
,Westérn, manageﬁgnt "theory and practice. :,Both the
'cross-cuitufa1~ ' 'appiicability  of . vintérnational

mahggerial"know~how‘ and intra-cultural éhanges due to
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managerial pressures will be addressed. Some policy
recommendatioﬂs férb Bahrain's future approaches to
manageriél manboWer development» will be made and,
_ whenevér possible,j related i to the broader Gulf

Cooperation Council context.

Postscript: The Way Forward.

A concluding statementf'éddressing the limits of this
study in -particular and any . systematic attempt at
investiguting ‘mana;‘;ement development - in t-hé Gult
countries in general. Future research avenues that
"spring off»-fromy this study wiil be idehtified and
“possible gﬁidelineSf"Suggested the'jContekt of the

author's reflection on the research ekperience.
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CHAPTER TWO

INTRODUCTION

Trained énd experienced managers are being seen
inc;easingly as a strategic 'resource', critical to the
survival and future' development of the Arabian Gulf
including Bahrain, where growth in employment levels
has rapidly outgrown domestic- labour supply in all
sectors of the economy, Greater efforts are,
therefore, required to develop the managerial skills of
the local labour force, otherwise the region's economy
will continue to be increasingly dependent on foreign
labour which, among other things, constitutes a growing

(1)

drain on the financial and real resources,.

Bahfain's need for management development is urgent as
evidenced by the degree of importance attached to it at
the level of national policy. The emerging consensus
is that management development should be integrated
into the broader socio-economic transformation towards
an '"organisational society'". This perhaps explains the
increasing tendency of many Arab leaders to single
management out as their most pressing problem, and.
recognize the need for designing and launching massive
management development programmes. At face value, such
programmes are expected to produce competent managers

who are . creative, resourceful and productive,
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particularly at a time marked by rapidly diminishing
financial resources. A related assumption is that
well-planned management education and training would
help develop a generation of Bahraini managers with the
kind of leadership ability, priorities and competencies
that enable them to work effectively within and at the

same time help change their environment.

THE PROBLEM

The success of management education and trainiﬁg in the
Gulf area has not always been readily apparent. There
are serious questions as to its value and impact on the
development process. Some practitioners contend that
training has no causal effect on measurable improvement
in management performance.(z) Those who might in
principle agree with this observation, point out that
the fault does not 1lie with the concept of management
training or education pef se, but rather with methods,
materials, and training approaches. The difficulty
arises from the fact that it is not easy to formulate
an optimal training strategy. To start with, Western
ménégement literature, which is largely American, stems
from an environment sharply different from Bahrain's;
and has branched out into a variety of theories ranging
from "classical" to "contingency approach", and other

variations on the open systems model.
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Not to be overlooked, of course, is the fact that the
institutional ©basis of Western management thought
formed gradually over the first half of this century in
the confexf‘ of the accelerating development of an
industrial society. It happened as part of the
emergence of an ‘'organisation society" with first
generation managers reflecfing on their practical
experiences and formalizing them into a bbdy of

knowledge.

The <classical beginnings of management rhoughf as
reflected in the "Scientific Management" of F. Taylor
and the "Administrative Theory" of H. Fayol were part
of the scientistic spirit which was pervasive at the
time and which led to the over-optimistic quest for a
"universal science" of management with exact
prescriptions whose applicability was not to be diluted

by cross-organisational or cross-cultural differences.

Pursuit of the "one best method', POSDCORB, all purpose
management principles, etc. flourished during the
twenties and thirties. The predominant organisational
model at the time was strictly mechanistic and almost
entirely based on a closed system approach insensitive
to the complexities of organisational interface with
the environment. The formal technical requirements of

the organisation as an economising entity were assigned
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clear priority over any other set of requiremehts be

they individual, group-centred, social or environmental.

Not only was the cross-cultural validity of this frame
6f mind highly questionable, but it even failed to hold
its ground in Western society itself. First signs of
failure came with the Human Relations School and the
work of Elton Mayo on the Hawthorne experiments.
However, Mayo was not bent on negating his classical
colleagues but rather on augmenting their work by
introducing the concepts of '"social man" and "informal
organisation". It should be clear, though, that the
behavioural chapter in management history was as
Western-bound as its predecessor and was not intended
to cover special problems of management in a Western

society.

It was not until the relatively recent emergence of the
integrative systems approach that management theory
acquired the capability to treat the organisation as a
dynamic information-processing network that operates
through corrective feedback coming from the
environment; thereby improviﬁg its ability to explain

organisational behaviour in a variety of environments,

The sensitivity to context characteristic of systems

theory becomes more pronounced within the contingency
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or situational approach which has now all but replaced
the "universalism'" of the early phase without always
denying the possibility for multi-situational
theories. Dynamism, flexibility and cross-cultural
co&eragé continue to be key requirements for general

theories of management today.

To be dynamic, cross-cultural adaptation cannot be
restricted to specific managerial techniques but should
be pursued within the broader context of different
assumptions about human nature, the relationships of
the individual to the organisation, the nature and
limits of the learning process as well as the '"mix" of
management training programmes and methods necessary

for the muking of effcctive managers.

Concern with management programmes mix and delivery
methods necessarily leads to the domain of management
education; a highly controversial and hotly debated
area in Western management circles. The variety of'
philosophies and approaches notwithstanding, most of
the controversy seems to centre around the 1lack of
causal relationship between management education and
managerial performance. The problem is often magnified
by the 1lack of clearly defined subject matter and

commonly accepted criteria for evaluation.
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Without attempting elaborate formal distinctions
between management education, management training and
management development, if should be pointed out that
the first deals with pre-job preparation while the
latter two refer to on-the-job self-renewal. All fhree
have to go hand in hand in a transitional society like
Bahrain in order to equip managers with technical
skills and professional values conducive to managerial

professionalism.

Recognition of cross-cultural differences has prompted
many management scholars to approach with caution the
‘transferébility of Western management theories to other
‘cultures. (Adler 1980; De Nisi et al 1983; Hofstede
1979, 1983, 1984; Miller et al 1971; and Negandhi 1971,
1983).(3)‘ Other  writers suggest that, to .be
effective, management education should be provided in a
systematic, carefully evaluated fashion (Burgoyne 1975,
1977; Hamblin 1974; Hessling 1966; Easterby-Smith 1980;
Hamilton 1976; and Warr et al 1970).'*)  various
authors also have stressed that management education
has to keep pace with, and complement, developments in
the general socio;economic transformation of society
which a national development programme entails (Ashton
1984; Drucker 1980; Hofstede 1984; Morris 1975; Peters
and Waterman 1982; and Ouchi 1981).(5) Thus the
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whole area of cross-cultural managerial know-how should

be handled with due regard to its complexity.

The above discussion was partly intended to underscore
the caution with which management development should be
tackled. To be sure, simple transplantation is very
appealing given the dire need of transitional societies
like Bahrain and the promise of reducing The Hime
required to bridge the gap with '"organisational
societies'". However, failed management transplantation
attempts in the Gulf region far outnumber the few
success stories that may be cited. Most of the time,
failure results from trying to transfer "inappropriate"
managerial approaches, or not doing the necessary
ground work for helping the recipient culture

assimilate what is essentially a foreign body.

Perhaps not surprisingly, Bahrain has ©been more
successful in transferring aspects of managerial
know-how  that are less dependent on cultural

sensitivities and ©behavioural constraints. Various
‘management science applications have found their way
into the country and caught on fairly easily. The
conceptual/behavioural side of management, however, is
far more intricate in a place like Bahrain where norms
of professionalism, efficiency and effectiveness might

often come in conflict with deeply embedded values.
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In the last analysis, the problem that continues to
challenge the Bahrain management community is how to
carve out an optimal management development stfategy
when the body of thought that guides such efforts has
originated in a different environment and is yet to be

(6)

successfully assimilated with Bahrain.

CURRENT  SITUATION AND  SALIENT  FEATURES OF THE
MANAGEMENT CULTURES IN THE GULF REGION WITH PARTICULAR

REFERENCE TO BAHRAIN

In order for Bahrain to successfully tap the wealth of
managerial know-how available in Western and other
societies, and selectively incorporate relevant parts
of it into its own management development programmes,
it is essential to first highlight salient features of
the Bahraini environment by way of understanding the
new context within which Western know-how will have to
be put to effective use. Of special relevance are such
variables as: the national work ethic, culturally-
sanctioned styles of leadership, motivation, decision

making and professionalism.

Bahrain is undoubtedly different with respect to all
such variables from the Western social order that‘gave
rise to the various management concepts so far randomly
transferred to Bahrain and used in preparing its futufe
.managers. Perhaps the difference between East and West

vis-a-vis the above elements is better understood now

-65-



than before in view of the wave of interest in the
Japanese model which serves to illustrate how different
cultures follow their own ways toward preparing future
managers while at the same time interacting with other
cultures to facilitate the emergence of shared frames

of reference,

The discovery of o0il and the economic boom of the 1970s
triggered a process of unprecedented economic
expansion, the mushrooming of public and private
organisations and created new levels of demand for
managerial manpower. Sustaining the  massive
organisational infrastructure depends on the emergence
of a skilled workforce of technicians, competent
managers and administrators. The manpower shortage,
especially skilled and managerial has led to dependence

on expatriate manpower.

The need to recruit expatriate staff has also led to
some problems. First of all, the competition for
technical and maqagerial manpower is sharp, and so 1is
the problem of re%faining them. Secondly, there is the
difficulty of understanding and motivating a
multi-national staff with different attitudes,
behaviours and life-styles. Moreover, expatriates in
the country not only brought along their skills but

also their ways of life and values, some of which are
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at variance with those subscribed to by the 1local
population. They are esteemed and 1looked wup to;

respected and resented; emulated and envied.

The economic boom of the 1970s has also created
enormous business opportunities for the nationals.
Thus, the Bahraini, while employed at the middle and
higher organisational levels, found himself an
opportunity fo. start his own business ventures. The
manpower shortage, the governmental restrictions,
discouraging non-nationals to own small business firms,
and the increased demand for goods and services, all
helped to induce the national employee to act as the
local representative, the commercial agent, or a
provider of the 'legal umbrella' for a foreign business
firm. Some managed to engage .as partners in local
firms, own a small service establishment, or real
estate sales and'development outfits., These practices
may have défrimental effects on organisational morale

with implications to management practices in the Gulf

region.

The challenge of training and developing managers for

both public and private sector responsibilities

confronts most Gulf states. As governments
increasingly assume responsibility for an
ever-broadening array of functions, fundamental

problems of professional management arise.
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A major consideration 1is the need for a Dbetter
understanding of the variety of factors affecting
mahageriél performance in the Gulf area in general and
in Bahrain in particular. A major feature throughout
the region is the expanded role of government. The
result Qf this is that the range of management skills
and competencies required and the amount of management
manpower necessary to effecfively manage that range are
relatively more demanding than many other places and

constantly on the rise.

A second major consideration is the broad and complex
range of management tasks demanded by the modern
organisations, and the difficulties their absence
creates for implementing and sustaining ambitious

schemes of economic and social developement.

Thus, ‘the complexity of the management situation, its
historical wunderpinings, and rhe range of factors
presently affecting it, is something that is not well
understood. This is partly a consequence of inadequate
rescarch, and partly a byproduct of the ‘teaching of
modern management and administration much in the same
way and with the same materials as one finds in Europe

and the United States.
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WHAT ARE THE MAIN ENVIRONMENTAL FACTORS AFFECTING THE

PRACTICE OF MANAGEMENT?

As elsewhere, managerial behaviour in the Gulf region
is heavily influenced by the social structure, and by'
values, norms and expectations of people. The manager,
however, can alsa influence the society through his
dynamic interaction which often <challenges him to
perform the role of a change agent. Managers'
influence often extends not only to economic and
technological changes but also to changes in social

values and norms.

What is sometimes overlookded 1is that deep-rooted
values and norms are slow to change, particularly when
managers find themselves in an uneasy situation of
introducing into their environment wup-to-date and
scientific methods and adopting them to local modes and
life-styles. (Social values, norms and attitudes are
known to change at a pace far slower than technology);

a fact which has given rise to the term 'cultural lag".

We can assume that managers in the Gulf region have
been conditioned or socialized by common managerial
practices and problems and that they are aware of and
influenced by a commercial tradition that dates back to
many centuries. And they share with each other

exposure to modern business conditions through formal
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education and/or interaction with other Arab and
Western businessmen. The social and business
environment in which a manager from the Gulf region
lives and works has considerable impact on his
'attitudes and behaviour. The social structure of the
Gulf region has certain distinctive characteristics

which dominate managerial thinking and behaviour.

To begin with Arab or national managers share three
closely interrelated bases of identity and commonality;

history, religion and language.

The Arabs consider their history as a source of pride.
The deep impact this history has on the Arabs was

tackled by Albert Hourani:

"A full definition (of what is meant by Arab
nation) would include also a reference to a
historic process: to a certain episode in
history in which the Arab played a 1leading
part, which was important not only for them
but for the whole world, and in virtue of
which they cla&nS to have been something in
human history".(7
Moreover, the Gulf states have become more aware of an
Arab identity that extends beyond the immediate borders
of the Arabian Peninsula. They have been exposed to
the conflicting ideologies prevailing in the rest of
the Arab world, an exposure that added a new dimension

to their lives. These contacts with Western technology
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and with Arab politics tended to upset their hitherto
tranquil and relatively static 1lives; it created new
problems and raised new questions for which they had to
find answers. The simple, direct solutions offered by
desert culture were no longer effective for coping with
the new complex situations created by the discovery of
bilw Irrespective of the division in the Arab world,
the aspirations, hopes and dreams of unity persist. A
good example is the formation of the Arabian Gulf
Cooperation Council with the objectives to effect
coordination, integration and interconnection between
member states in all fields to achieve eventual unity
between them. Other objectives are to deepen and
strengthen relations, 1links and scope of cooperation
now prevailing between their people Iin various fieldsy
such as economic and financial affairs, commerce,
education, social welfare, health, information,

(8)

legislation and administrative affairs.

As for religion, Islam is a second basis for the
feeling of identity and commonality. Islam is not

(9)

simply a religion, it is a way of 1life to which
Gulf states are commitfed.by their constitutions. They
all seek to instil into and propagate among the
populace the principles of Islam. Religion spells out

almost every detail of private and public life and the

Shari'a religious law takes precedence in many respects
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over the civil law. Islamic teachings and laws cover
the relations of man with God and with his fellow man,
as well as man's relations towards himself. The duties
of man towards the community and those of the community
towards man are described and prescribed by Islamic
teachings, Even for the non-Moslem expatriate, he is
living in an Islamic environment which has been

influenced by Islamic traditions for many centuries.

The third basis of identity among the Gulf states is
the language which has been highlighted by many
scholars to be the pre-eminent factor in the definition
of an Arab. Arabic, besides being the official state
language and medium of expression in daily 1life, is
considered a key factor of Arab identity.(lo)
Commercial and Government laws are issued in Arabic;
and governments are increasingly insistent on the use
of Arabic as the medium of negotiations and contracts,
whereas a few years ago English would have been
sufficient. This adds to the complexities of
managerial technology or know-how transfer and creates
additional barriers against its acceptance and reasons

to view it as a suspect foreign body.

In principle every Gulf state considers itself an
integral part of the Arab world - most of them state
this goal in their constitution and Bahrain is not

different in this respect.
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THE MAKING OF MODERN BAHRAIN

Bahrain is a country in which the way of 1life has
changed considerably. The impetus for change cannot be
dissociated from the exploitation of o0il with its
complex technology and the affluence which it brought
to the society. Bahrain's history since the early
1950s may be divided into three different stages: the
formative stage in the 1950s, the pre-independence
stage in the 1960s and nation-building stage in the
1970s. During the first stage Bahrain witnessed a
ﬁeriod of national metamorphosis in which a Bahraini
societal infrastructure was formed. Components of that
infrastructure included an expanding governmental
system and active labour base, an emerging

intellegensia, an aggressive media, and a vibrant

business class.

In the pre-independence stage of the 1960s, Bahrain
began to prepare in earnest for the eventuality of
political independence. This occurred simultaneously
on several levels: domestic, regional, and
international. On thé domestic front, the Amir of
Bahrain, H. H. Sheikh Isa Bin Sulman Al Khalifa and his
advisors began to build and expand the administrative
and legal structure of the government in 1961. New
departments, which later became ministries, were formed

dealing with different services and tasks; education;
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information, commerce, finance, internal security,
labour, welfare and social services, public services,

industry and development.

"The nation building stage, which began with
independence in 1971, <consisted of <constructing a
national independent political entity on all levels, a
national government, a public administration, a
cabinet, a chain of public services, and a
socio-economic infrastructure. This meant the creation
of a need for management expertise on a scale which has
been steadily expanding since the early 1970's. In
addition, Bahrain began to establish its international
personality by seeking and receiving recognition from
the League of Arab States and the United Nations and by

an exchange of diplomats with other states.

In the early seventies, both the ruling family and the
Bahraini glite endeavoured to create an image of an
independent country with which the people would begin
to identify as citizens. This process of
identification was accompanied by specific steps
designed to promote citizenship. The future direction
of Bahrain as an Arab, Islamic state was defined in the

Amir's Declaration of Independence speech.

In addition to the nation building process which the
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country set afoot in the early seventies Bahrain made
significant economic decisions which helped develop an
enterpreneurial, service-orientated economy. These
decisions reflected a realization on the part of the
government that because of Bahrain's relatively limited
oil reserve, gcopomic wealth would have to come through
diversification. In order to develop a vigorous
service-oriented ecomony, Bahrain government had to
persuade foreign companies to 1locate in Bahrain. By
the end of the seventies Bahrain had succeeded in

becoming the business centre of the Gulf.

By the beginning of the 1980s, Bahrain had experienced
a decade of 1independence. The 1indicators of that
independence were varied: a stable government; a
bustling economy; a prosperous population; and a

progressive society,

In the 1980s, Bahrain finds itself consolidating the
gains made in the previous decade, We now see the
country playing a significant role in - regional
integration, a role that contributed to the
establishment of the Gulf Cooperation Council in May
1981. The region's leaders (political, intellectual,
and business) are determined to play a serious role in
regional stability and security. Nor is there much

doubt that a regional perception of the concepts of
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security and stability exists and that it differs from
the one generally held by outside powers. The Gulf
Cooperation Council is an attempt by six homogeneous
states to take a collective position on questions of

regional security, stability, and economic integration.

.In late November 1986 the small island State of Bahrain
was joined to mainland Saudi Arabia by a twenty-five
kilometre causeway. The project is the 1latest
expression of the close social, political and economic
links between the two countries and a further
development of the Bahrainis' ideal of their country as

an offshore service centre in the Arabian Gulf.

THE BAHRAIN MANAGEMENT CULTURE

The concept of '"Organisational Climate" has 1long been
accepted as a wuseful explanatory construct in the
literature. Chester Barnard used it in the 1930s to
describe the intricate network and organisational
beliefs, values and norms that institutions try to have
members internalize.(ll) This process helps in
cementing employee membership within the organisation
and consequéntly increasing their acceptance of what
Scott and Hart referred to as the '"organisational

imperative".(lz)

More recently the 1literature seems to have acquired
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renewed interest in the conventional concept of
"organisational <climate" wunder the new 1label of
"corporate culture'". This concept seems to have been
constantly on the rise since the 1970s. Its appeal is
not restricted to Business School academics as it
extends into the popular language of management
consultants and corporafe eiécutives. Variations of
usage notwithstanding, the term invariably refers to a
corporate ethos, partly designed and partly
spontaneous, which bestows meaning and purpose on
organisational membership and shapes management
practice in specific ways. In brief, a corporate
culture is a generally invisible but highly potent bond
which ties members together as a cohesive body in the
pursuit of institutional goals. It is a powerful
socializing agent affecting not only members'
perception of the world but their self-image as well.
The idea caught on fast in corporate circles as chief
executives suddenly became busy reviewing their
corporate cultures and -engineering changes in new

directions more conducive to productivity,

Perhaps the micro concept of corporate culture can be
expanded and employed at a macro level as a management
culture. In this sense, it would become possible to
speak of management culture configurations such as

American, Japanese, West European, and Gulf. A
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national management <culture s, in a sense, a
combination of the different corporate cultures
operating in a country or region. This view, however,
could be simplistic as the management culture itself
impacts whatever management practices occur within its
boundaries. The relationship of the micro corporate
culture and the macro or national management culture is

one of mutual accommodation.

A national management culture is in many ways a
reflection of the overall general culture. In some
cases, particularly Japan, it is a mere extension of
the general culture with apparently no visible tension
between the two. In other «cases, this element of
tension can be felt as the emerging management culture
starts to challenge some of the more conventional mores
of the traditional system. The rift is particularly
accentuated by the fact that some cultures are more
organisational than others, in the modern sense of the
term. The fact that the organisational phenomenon is.
more deep rooted in Western indﬁstrial societies, is
hardly surprising. Those societies have had a 1longer
period during which to assimilate the changes resulting
from transformations leading to greater dependence on
organisations. Part of -‘the transformation toward
becoming organisational societies, was going through

the necessary adjustments in Western Europe and the
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U.S., in individual value systems, family structures,
social norms, etc. If can then be said that, in such
societies, the management culture gradually >came to
dominate the general culture and shape its complex

fabric.

The developing societies enjoy neither the harmony of
Japan nor the 1long established accommodation of the
West. These are still cultures in transition with
visible tension between the traditional modes of
behaviour, and the recently acquired corporate ethos.
They provide striking examples of dualism: cultural,

economic, and organisational. Bahrain is a case in

point,

In Bahrain, a national management culture is yet to
crystalize, although it has been in the making for.the,
past three or four decades. At the micro level, one
notices a variety of corporate cultures within the
various foreign and local institutions operating in the
country. The general picture is one of dynamic
transition, fluidity and rapid change. Not having
developed enough yet to force a certain degree of
accommodation on the conventional culture, the Bahraini
management culture continues to be, by and 1large,

constrained by the general culture, and confined to

whatever limits of tolerance it sets. This
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relationship can be seen in a variety of ways,
including: attitude toward work, motivation, time
management, decision making, . conflict/resolution,
employee discipline, etc. In all such cases and many
ofhers, the trend so far seems to be one of unilateral
accommodation on the part of the newly emerging
'management - corporate culture(s) to adjust to the

dictates of the conventional culture.

Within this constraint the question of managerial
knowledge and skill transfer assumes a new dimension
altogether.  As the 1ssue involves transpluntation ol
managerial know-how cross-culturally, the receptivity
of the host culture to the corporate frame of mind
embedded in the new technology suddenly becomes a
critical factor in deciding success or failure. It is
for this reason that the remaining part of this Chapter
provides a cursory examination of the interface between
the Bahraini conventional <culture and the newly
emerging managerial frame of mind. In all cases the
focus will be on identifying specific spheres of
influence where the general culture constrains
management practice and in ways not identical to what

is normally expected in the West.

This approach seems justified in view of the fact that

the study in general focuses on identifying approaches
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to the preparation and training of managers in Bahrain,
consistent with the culture and capable of operating
within it. The other side of the question is examining
soﬁrces of managerial know-how: theories, concepts,
techniques, etc. in their original Western context, and
assessing their transferability potential to the

Bahraini setting.

SOCIAL STRUCTURE

Bahrain society 1is composed of groups historically
dominated by Bahraini Arabs, other Arab groups, and
Asians. The total population was 358,857 in 1981 -
242,596 Bahrainis, 116,261 non-Bahrainis, and expected
to reach a total of 299,000 Bahrainis and 181,000
non-Bahrainis by 1990. The population 1is growing
rapidly at present and is becoming 1increasingly
urbanized. The newly completed Isa and Hamad towns are
examples of model housing projects with implications

affecting demographic distribution.

The age distribution of the population is imbalanced in
favour of the young because of the increased birth
rates associated with oil prosperity, rising incomes
and improved infant health care. The non-Bahraini
population is also imbalanced with almost three times
as many males as females and a dominance of imported

Asian labour in the twenty-to-forty age group. This
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structure places increasing demands on education,
provision of welfare services and, in the future, on
employment, Despite a high literacy rate there is‘ a
shortage of skilled Bahraini labour and a resistance to
filling certain menial tasks, but there is a very big

labour force moving towards employment age.

According to statistics based on the 1981 census, the
number of working Bahraini women has risen from 3.8% of
the total workforce in 1971 to 13.3% in 1981. More
significantly, however, there were more women employed
in professional and technical occupations in 1981 than

there were in all occupations in 1971.

Though the government has ensured equal .educatiohal
opportunities for employment, promotions and pay for
Bahraini women, the level of employment remains 1low
among them. One problem is that Bahrain's new
affluence has robbed many women of the incentive for
financial independence - for example, early marriage as
well as the concern for séatus which accompanies
affluence makes a young family feel it has failed if it
does not have at least one servant., Thus not only is
the country loosing one able-bodied worker in the form
of a woman who marries and bears children young - her
potential place in the labour' market is taken by an

expatriate - it is also seeing the problem of imported
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foreign labour compounded to the tune of some 30,000

servants.

However, the Bahraini executive or manager 1lives and
works in a society whose social structure, with all its
diversity, has some distinctive features which have
considerable impact on him. As already noted, Bahrain
is part of the Arab Middle East and shares many of its
characteristics. It is a culture permeated by Islamic
beliefs, traditions, and norms of behaviour. It is a
culture in which authoritarianism (up to a certain
extent), fradifions,_‘and the extended family are
powerful enough to reflect themselves both in its
institutions and the interpersonal relationships of its
members. Taboos play a major role as many actions are
dichotomized into the permitted and forbidden, into the
"shameful" and the acceptable. Perhaps more strikingly
it is a male dominated culture where the inferiority of
women is taken for granted. Thus the social structure
that will be referred to in this study covers patterns
of relationships between members of society as these
relationships manifest themselves in institutions,
groups, norms, mores and roles. It goes without saying
that Bahraini managers, for example, live in a society
where family and friendship are dominant factoré even
in the functioning of formal institutions and groups,

hence reliance upon family and friendship ties for

-83-



getting things done within society and organisations.
Thus traditionally, status still depends more wupon
'family than acquired wealth, upon position rather than
education, and upon age more than skill or profession.
A typical social structure in the Gulf is one in which
family and friendship still dominates many spheres of
life, and in which primary groups are still far more

important than secondary groups.

The society in Bahrain, as elsewhere in the Gulf is
formed on the basis of primordial ties, such as family,
neighbourhood, friendship, regioﬁal and religious
affiliation, which are more pefvasive and important
~than affiliation with a political party, for example,
or a profession. This implies that an average Bahraini
manager relies heavily on highly personalized and
informal methods and styles in. the management of his
organisation. - However, members of the young generation
realize the fact that some of the experience, attitudes
and beliefs which their elders hold are not always
reliable or adequate for them in their effort to shape
the future. They feel that the alternatives from which
they have to choose are more varied and complex than
those which their elders faced, and realize that they
have to learn new ways and develop new guidelines for
dealing with them. Consequently, it can be argued that

a Bahraini executive or a manager is viewed as a person
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who is at the helm of his organisation which, in turn,
is perceived as an open social system embedded in the
larger systems of community and society. Viewed from
this perspective, one may regard the manager as being
both a taqget and an agent of social influence and
change, ;t is thus implicit that social pressures
impinge on the attitudes and behaviour of a typical
manager as well as business pressures such as
restriction on women, value of time, work attitude,
dislike of manual work, individualistic approach to
work, and marketing constraints, centralized top-man
syndrome, religion, non-business commitments and

expectations.

The term social pressure refers here to the
expectations, constraints or demands which society
places on the individuals. Thesé pressures can be seen
as the price of membership which individuals must
commit to belong to a social system. Such demands,
expectations, and constraints originate from, and are
shaped by socio-cultural values, norms and mores which
have their roots in a 1long history of traditions,
religion, and popular belief systems. Other pressures

from the business and social community include:

(a) Difficulties in separating business affairs from

social or personal life, that is£ inability to
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compartmentalize business 1life, social 1life and

personal life.

(b) Reputation in the community and in particular
family reputation which is at stake if one does not

conform to the community's norms and expectations.

(c) The inability to escape the insistence by clients,
citizens, suppliers, and government to deal only
with the head of the organisation. That is the
feeling that only the top man of an organisation
can get things done. And the inability to escape
from many ceremohial duties such as invitations to

social events, meetings, conventions, etc.

(d) Social visits during working hours at the office,
and in many cases without - an appointment, This
phenomenon is closely related to variables
mentioned earlier such as value of time, and the

fusion of personal, social and business life.
(e) High expectations for success. That is pressure
from colleagues, supervisors, governmental

officials, who expect to succeed in every venture

managers undertake.

What is often ignored in the training of managers in
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~ the Gulf is the cultural aspects inherent in Western
management know-how. It can be observed that the
failure to make appropriate édjustments can result in
less than effective 10utput by those who have been
exposed to Western management training. The
examinatiop of social pressures 1leads wus to the
important question of what specific behaviour or rTole
is expected of these managers while focusing on the
manager as a Largel of sociul influence and control,
i.e. his role in the community and an organisational

leader as the agent of influence and control.

(a) Role Expectation of the Organisation

Other images notwithstanding, a manager 1is primarily
considered a decision-maker; a leader; a person who is
responsible for the profitability and growth of the
organisation and various other functions and duties
rélating to the efficient management of the
organisation. In most private businesses managers or
chief executives perceive their role as heads of an
extended family. In addition to the usual demands for
increased wages, better working conditions or
promotion, a Bahraini manager often feels obliged to

help employees with their family and personal problems.

As for employees, they expect to be treated well by

their manager and their organisation. They see a good
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manager as someone who is interested and willing to
provide care and guidance to their problems, on and off
the job. This is closely related to the expectations
as seen by the executive, to play a father role,
a classical self-fulfilling prophecy where the
¢mployee's expectations and behaviour towards the
manager veinforce his perception of his role as a

father figure.

(b) Role Expectation in the Community

The community here refers to the manager's friendé,
extended family, governmental officials, and business
associates. This role expectation in the community
refers to expected activities which he feels obligated
to carry out. And with each role there is usually a
pattern of reciprocal obligations and claims. The kind
of reciprocity indicated here implies the give-and-take
characteristics in which people are often mutually

dependent on one another.

The extended family still plays an important role in
spite of the economic development and modernization
that has taken place in the Gulf area. This phenomenon

is typical of the Arab world. On this issue Prothro

apd Diab conclude that:

"even though the extended family is not 1living
in one household, it is never-thﬁless a strong
social psychological reality", (13
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The patriarchal family system is still the basis of an
Arab society. This can be observed when one Bahraini
meets another for the first time: they usually attempt
to establish each other's family identity. By contrast
in Japan, for example, introductions are made with
reference to one's organisation or company. While in
the West, on the other hand, it appears that the
initial conversation revolves around a person's

profession or occupation.

A major social expectation of managers 1is extending
financial assistance to friends and associates who are
in difficulty, as well as supporting financially social
activities and <charitable groups. Managers and
executives are expected to use family friendship and
position ties to expedite, influence or advance actions

in favour of other relatives.

(¢) TInterpersonal Networking

One of the features of the typical Gulf or Bahraini
manager or executive is the obvious preference for a
person-oriented approach to managerial actions. There
seems to be a strong aversion to impersonal
relationships even when conducting business. In the
Gulf area the use of personal ties and connections is
evident in a wide range of activities. This has become

an important and necessary means of doing business. It
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is assumed that time and effort will be minimized if
the manager used his personal ties and connections
instead of the formal channels. This is partly due to
inefficiency of institutional procedures and the
importance of family and friendship ties which are
usually more powerful than institutional rules and
procedures; and partly to the manager who is wunder
social pressure and is expected to play the
intermediary role. By virtue of the position of the
manager in the community and in the organisation, he is
expected to wield his power to influence the course of
events in favour of relatives and friends. This
practice can be detrimental to managers who do not have
powerful connections as well as to those who do.
Though. some may argue that having and using personal
ties and connections is necessary for conducting
business, the question that immediately arises is how
do foreign organisations and businessmen fit in this
situation? This reinforces the use of the employment
of a local agent or middleman where organisations do
not have the necessary connections. This situation
raises a number of questions centring around the
relationships between personal ties, connections and

middlemen.

The other aspects of interpersonal relationships is the

use of social talk and amenities in conducting

-90-



business. It is generally regarded as impolite to
start immediately with the business discussion.
Reasons given for this phenomenon are getting to know
the client/supplier on a person-to-person basis, to
evaluate the person, to establish trust, to cement
relations, and to break the tension and put the parties
involved at ease. The majority of Arab managers be it
in the Gulf area or -elsewhere, tend to dislike
impersonal and transient relationships when conducting
business. On the other hand, most businessmen in the
West, for instance, regard acquaintance and discussion
periods as opportunities in which they try to make
their points quickly and efficiently. In the Far East
and certain European countries there are reservations
against such quick business meetings or what some
writers call the hit-and-run school df‘ business

.behaviour.(14)

Western management thinking has been predicated since
its inception on certain assumptions that might be very
difficult to apply in Bahrain. The first among these
assumptions relates to the organisation as an
impersonal network of roles, rules and standardized
procedures with little room for any personal
recognition. Although other Western managemeht
theories of the behavioural bent tried to argue the

need for a human face in the organisation, their
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attempt never quite managed to replace the 1lingering
image of the organisation as a machine geared to the

attainment of maximum feasible efficiency.

The theme of impersonality and assignment of priority
to the job not the incumbent continues to dominate
formal organisational thinking today. This has brought
about varied reactions ranging from acceptance and
resignation, to ambivalence, rejection and alienation.
Theoretical attempts have been under way as early as
1957 (Argyris) to suggest reconciliatory modes of
management thinking and practice perhaps culminating in
the modern day behavioural approach with its emphasis
on organisational development, sensitivity training and

T groups.

It is not insignificant to note that such a frame of
reference 1is strange to the highly personalized
management culture of Bahrain. As other sections of
this Chapter reveal, the Bahraini management culture
cannot deviate very far from the general culture whose
fabric is woven around primary loyalties of family,

kinship, tribe, neighbourhood and personal contacts.
The relevance of this issue to management education and

training is obvious. The challenge 1is to design

programmes that prepare future managers for a level of
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performance that measures up to international standards

but within the cultural constraints of Bahrain.

Another deeply rooted approach that exists in today's
Arabian Gulf organisation including Bahrain 1is the
open-door policy. This 1is part of the tradition
stemming from the ruler's or Sheikh's majlis (assembly
or visiting hall) where the visitor can request a
favour, submit a grievance or pay his respect. Many
managers in Bahrain accept the open-door policy as part
of their role where they are expected to attend to
work-related problems as well as personal problems of
their employees. Some managers are trying to
discourage this approach with the justification ' that
this wiil have detrimental effects on the morale and
effectiveness of their middle managers who are being
bypassed and will set bad examples and precedents for
employees; others still view it as a tradition and an
integral part of the informal organisational
structure. There are also managers who are aware of
the inevitable dilemma which faces them when deciding
whether or not to break the chain of command and allow
employees to bypass their immediate supervisors. Their
concern is the loss of valuable time when matters under
consideration ave urgent as well as the ways In which
communication can become disforted when moving up and

down the hierarchical 1levels.
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A natural result of the predominance of informal
felations with formal provisions in Bahraini
organisations is that interpersonal networking often
takes precedence over formal organisational structure,
which undoubtedly appear to be incompatible with the
rationalg of  the Western formal organisational
thinking. An outsider or an expatriate manager not
familiar with the local tradition will have difficulty
adjusting to a situation where rules, regulations and
procedures often have 1little bearing on the actual
behaviour of middle and top level managers. Most young
Bahraini managers realize the benefits of formal rules
and procedures particularly as their organisation grows
in size and complexity. One can argue that a well
organised business has a better chance to reach higher
levels of effectiveness and productivity. But at the
same time they are conétantly faced with the
overwhelming pressures to apply personal and informal
ways and means of getting the job done, both in and out
of the organisation. Those who apply pressure and
favour keeping to a minimum the formality of
interpersonal relations, state that with informality a
‘personal' and a ‘'humane' management approach is more
possible. Within such an approach which they seem to
value highly, and which is consistent with the image of
the organisation as a family unit, loyalty may often

receive priority over expertise.
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However, from the point of view of most Bahraini
managers, both loyalty and efficiency are expected fo
go hand in hand. Perhaps this is a Bahraini version of
the classical dichotomy between employee orientation
and the fask orientation. Obviously the interpretation
is that loyalty emphasises the person more than task;
while the term efficiency with its connotation of
capability and competence puts more emphasis on the
task and the ability to get the job done. Most
managers in Bahrain seem to value 1loyalty over
efficiency. Their rationale is that if an employee is
loyal, he can always be trained to improve on
efficiency. Thus the attitude of 1loyalty first and
efficiency second within the organisation seems to be
in 1line with the 1larger societal values of group

loyalty and paternalism.

(d) Approach to Decision Making

The central significance of decision making - to
management was first identified by Herbert Simon who
insisted that tﬁe two can only be considered
synonymous. As a dynamic process of choicev among

alternatives, decision making has continued since to
occupy management theorists and practitioners alike.
Perhaps a fair measure of the importance attached to
decision making in the literature is the fact that it

cuts across all the major schools and approaches from
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classical to modern and from behavioural to

quantitative.

Nor does the literature rTestrict itself‘.to the
substance of decision making. Style is also treated at
length with dye regard to trade-offs and implications
affecting both the individual and the organisation.
Differences of style range from authoritarian to
Laisser Faire and touch on almost every other
behavioural variable including communication,

leadership, motivation, conflict and control.

Conditions of the Bahraini environment affect both the
substance and style of decision making at the corporate
level. Dominance of the one-man syndrome and the trend
to deal with most organisational matters only at the
very top create strong tendencies for centralization.
The fact of the matter is thgt many of the Western
decision-making theories do not match the realities of
Bahrain where formal decision-making models are hardly
if ever used. A more specific account of cultural
constraints on decision making in Bahréin is presented

below.
What is interesting in most cases of decision making is

the emphasis on informality among managers and

executives in the Gulf area. This 1is because they
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prefer to use the consuitative style. This
consultation is usually carried out on a
person-to-person basis whereby group meetings are
avoided wherever possible. It is part of the culture's
expectation that business should be conducted in an
intimate and friendly atmosphere. What is important
here obviouély is the ability and capacity to exert
influence and maintain control over actions of others
which is also one of the more common definitions of the

power concept.

The extent to which a manager or an executive in the
Arabian Gulf shares his power of decision making with
his subordinates under various conditions is an item
which is worth highlighting. It is also significant to
note the effects of socio-cultural, economic and
political factors on the decision-making process. More-
specifically, such factors as the prevalence of
baternalistic, familial social patterns, the recent
economic  boom, the manpower shortage, and the
authoritarian culture have a concrete impact on how

managers make decisions.

Observation of the managers' decision-making profile
draws attention to the fact that in Bahrain, for
instance, managers rarely ever employ one

decision-making style irrespective of the type and
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nature of the decision. It seems that they vary their
style in accordance with the problem at hand. What
seems to be predominantly preferred is consultation
involving subordinates more in personnel-related
decisions than in higher-level organisational
decisions, In other words, managers tend to be 1less
autocratic when dealing with problems related to the
employees or their subordinates, and more authoritarian
when operating at a strategic level. Moreover, the
older the manager is, the more authoritarian he tends
to be sharing less of his decision-making powers with
his subordinates. One possible explanation could be
that older managers, recognizing the Arab respect for
age, are not as concerned about their subordinates'
acceptance of the decision as their  younger
counterparts. Besides, the majority of the older
managers have no wuniversity education and are more
likely to rely on and trust experience. As for
university degree holders, managerial styles could also
vary partly depending on whether the manager has been

trained in the West or in an Arab university,

There are also historical roots foy consultation in the
Arabian peninsula where tribal leaders have practiced
consultation for millenia. It is a norm which is still
practiced by present-day rulers. For instance, senior

members of the ruling family, or the community, are
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consulted on matters of importance, but the final
decision is 1left to the leader who may or may not

adhere to the advice of his senior men.

Consultation for some managers seems to be an effective
human relations technique. It is used to please, to
win over and placate persons who might be potential
obstacles to one's ideas or actions. It is wused to
avoid potential conflict between an executive and
subordinates and to provide the person being consulted

with a face-saving outlet.

There are also strong expectations among senior
managers; partners, and even some friends and relatives
to be consulted. This is also done to avoid hurting or
upsetting certain people. It is as well the practice
of many managers to prefer individual consultation with
each subordinate thereby, de facto, avoiding majority

decisions.

The discussion above raises a very important question
of conflict management and approaches towards
resolution. It seems that consultation, tolerance for
authoritarian behaviour, and avoidance of open
confrontation all help to reduce the frequency of
cpnflict that may arise between the manager and

subordinates.
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A closer examination of these issues would suggest that:

(a)

(b)

(c)

(d)

(e)

values and norms necessitate the use of a third
party (a mediator) to convey a message or resolve
a conflict. Other practices include the use of

other indirect methods such as non-verbal

.communication or even complete avoidance of the

issue to thwart open confrontation;

the frequency and magnitude of opposition and

resistance are generally low;

consultation as indicated earlier 1is practiced

extensively;

the use of position power, i.e. going ahead with a
decision where manager favours and subordinate
opposes, and non-decision making when manager
opposes, and subordinate favours. The leader uses
force to avoid the fear of 1losing power if

conflict is encouraged;

pleasing the boss and thus avoidance of activities

to which he may be sensitive.

Perhaps the above observations on Bahrain are not very

far from issues raised in the 1literature on group
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dynamics; a theme frequently addressed by managers,
management scholars, social psychologists, industrial
psychologists, etc. who joined efforts to highlight the
informal influences affecting employee self-perception,

morale, loyalty and consequently organisational health.

(e) Concept of Time

One of the difficulties facing most managers in the
Gulf area, and Bahrain is no exception, is the lack of
appreciation towards time shown by the people with whom
they «come 1in contact. Though most managers and
executives would claim that they value time highly, it
is observed that such responses are only nominal and
formalistic as they are not necessarily indicative of

actual behaviour.

One of the difficulties with time management is that
there are other competing factors which often take
precedence over the efficient wuse of time. For
example, is it feasible at certain 1levels and in
dealing with certain people to say no? Can the manager
shorten a guest's visit in a country where norms of
hospitality require politeness and maximum attention?
How could an executive build personal ties, contacts
and friendship without devoting sufficient

non-productive hours to such matters?
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Some of the reasons which inhibit appropriate
utilisation of time include: a range of social
pressures and.constraints, social visits at the office,
the top-man syndrome; inadequacy of the organisational
infrastructure, poor communication, human resources
constrainys, public sector bureaucracy, poor
delegation, and the manager's employee-oriented

interpersonal style.

(f) Attitudes Towards Change

Change has been overwhelming in the Gulf states fuelled
by the rapid increase in wealth, and transformations in
the infrastructure but with a slower change in
institutions and values. That is to say,
industrialization and modernization are more or less
superimposed on the same traditional, socio-cultural
system. Such a process is bound to create some tension
between the old and the new. This tension, however, is
contained and kept short of incompatibility. of
course, no suggestion is made that the evolutionary
path to modernization would inevitably 1lead to a

Western type of modernity. It has been argued by some
writers that the modern and traditional can and do
co-exist in what is called the 'prismatic society'; a
society no longer totally traditional but not Western
either. Others have shown that tradition and modernity

‘can be mutually reinforcing rather than conflicting.
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Shaker in a case study of Saudi Arabia concludes that:
"modernisation does not necessarily entail
destruction of traditional structures, but
rather it allows for wide margins of
co-existence between traditional and modern
forms."(15

It is perhaps along such lines that many governments of

the Arabian Gulf states would 1like to see their

countries achieve economic growth and modernization

without  jeopardizing the Arab culture and the

traditions of Islam.

A major question to ponder is the specific mix of the
traditional and the modern at different stages in the
transition process. Wﬁile environmental forces will
mostly determine the nature of such "mix", the role of
" management in this prdcess must not be understated.
One can certainly argue that a manager is still in a
position to inflﬁence the composition and the
ingredients which make up the balance of the modern and
the traditional. The manager is in a position to
introduce change to society partiéuiarly through his
professional ‘outlbok.: The tensions caused by
transition m@y well be internalized as opposing
emotiqg@@ .gtﬁétUdeé _;oWards the same object, or the
simhlténeouék}bpéfdti@n in the same mind of two

senfimenfsfpﬁahihg'ih different directions.

Perhaps some of the characteristics that managers in
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the Gulf region would like to see practised by their
.people are strong work ethic, discipline; productivity;
better time management; accuracy and precision;

technical know-how and competence.

SUMMARY AND CONCLUSION

In the preceding pages an attempt was made to sketch
out a profile of a Bahraini manager against the
changing background and an environment in transition.
Three 1levels of analysis were pursued, namely:

cultural, organisational and inter-personal.

Secondly, it was pointed out how socio-cultural values
operating through the social structure, institutions,
groups roles and social networks influence the attitude

of managers.

Thirdly, we have also tried to underscore the role and
the importance of a manager as a leader and as a change
agent critical to the survival and future develobment
of the country. This role calls for devising and

launching appropriate management development programmes.

For the past few years, business and management
schools, management research centres and academics have
been engaged in a debate over the extent to which the

Western frame of reference, managerial know-how and
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practices are transferable to other «cultures in

transition.

The debate centres mainly around questions and issues
which were identified at the outset of this Chapter,
namely, the fluid nature of management development
caused by the "jungle'" of Western management theories

and the transitional, almost elusive, quality of the

Bahrain management environment. A more specific side

of the same question touches on the means and vehicles
for accelerating the transferability of managerial
know-how from external, mainly Western, sources to

Bahrain.

The need for a concerted effort towards management
development in Bahrain emerges as the central feature
of this Chapter. However, such development is too
complex and problematic to be handled unilaterally. A
clearer and more representative picture is called for.
Invariably, the priorities, problems, means,
constraints and promises of management development in
Bahrain are most closely felt and experienced by the
managers themselves. While, to the outside observer,
the Bahrain management culture at the macro level, and
as it filters down to the organisational level, is a
set of remote abstractions, to the managers themselves

it is a living reality they have to come to terms with
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on a daily basis. It is significant to remember that
what seemed far removed and speculative to the eyes of
an outside observer, suddenly assumes a new urgency
when approached from the vantage point of the managers
themselves. The issues suddenly start to involve
practical or operational considerations like
efficiency, productivity, problem-solving expertise,
etc. In view of this key observation, there seems to
be a clear need for exploring the Bahrain management
culture internally aé it is experienced by managers
themselves. After all, their observations and
feed-back represent the ultimate cutting edge for any
future management development steps that might be
recommended. To that end, we now turn to Chapter Three
and the direct testimonies of managers as sampled
through a variety of research instruments mostly of the

qualitative type.
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SURVEYED WITH SPECIAL REFERENCE TO THE

CONCEPTS OF LEADERSHIP, MOTIVATION AND
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CHAPTER THREE

INTRODUCTION

The purpose of this chapter iS to explore the inner
workings of the Bahrain Management Culture. While the
second chapter provided an observer's account written
from a manager's perspective, this chapter is written
from a researcher's perspective with insights gained
from exploiting the manager's position. It taps the
experiences of managers caught in Bahrain's rapid
transition towards an organisational society. It
should be reinforced at the outset, therefore, that the
third chapter is not a linear extension of the second,
designed to corroborate its major findings. It is
partly an attempt to capture the diversity and tehsions
permeating the management profess}on in Bahrain at this
critical juncture in its evolution. The assumption is
that the potential impact of management education and
training could be increased if it can be based on a
better understanding of the techno-cultural framework
it is meant to serve. The managers' assessment of
their .p_re}sem status and future prospects came in
response fo‘§wo ﬁajor questionnaires in addition to an
interView designedfespecially for the purpose, as well
as a series of seminars conducted at Gulf Polytechnic,

University of Bahrain. One-to-one personal contacts
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with a 1large group of senior Bahraini managers were

also repeatedly made.

This chapter should be read in the light of four major

observations;

(a) It is based on a prolonged and intensive
investigation of management problems in Bahrain
conducted by the author as part of a life-long
interest extending well beyond the limits of this
thesis. In a formal sense, this investigation has
been under way since 1981 when the author started
what was to become the largest single fact-finding
operation Bahrain had ever known in the areas of
managerial manpower planning at all 1levels and in
various areas of specialisation. He conducted well
above a hundred interviews with almost all
managers, national and expatriate, of consequence
in the country. In additidn, about half a dozen
questionnaires, many brainstorming sessions,
interviews, four major seminars and an equal number
of specialised workshops consfitute the necessary
Background without which this Chapter would not

haVe been”possible.

(b) Not every bit of information gained through this

major research "marathon" is directly utilised in
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(c)

this Chapter, Nevertheless, previously acquired
knowledge of the Bahrain management scene proved
invaluable for constructing and administering the
interviews and questionnaires around which this
Chapter centres. This comes in addition to
proQiding the author with an important sense of
orientation that guided his approach and judgment
as an investigator. Every effort 1is made to
reproduce as authentically as possible the problems
and tensions facing Bahraini managers while
guarding against pitfalls of a disjointed narrative
with no organic unity or clarity of direction.
Managers' feedback appears at critical spots in the
Chapter as part of the main discourse revolving
around three strategic constructs namely:
leadership, motivation and managerial
professionalism. The fact that many of the
managers cited often sound tentative, and possibly
contradictory is in itself a measure of the flux

the management profession is undergoing in Bahrain.

The author cannot escape the fact that he relates
to the questions raised and indeed to the entire
investigation in a dual capacity. On the one hand,
he is a researcher involved in highlighting issues
of major relevance to the country with as much

detachment and objectivity as he can muster. On
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the other hand, he has to perform his role as a
vdirecfor of a major polytechnic heavily relied upon in
Bahrain for managerial manpower development and running
a wide range of dégree and non-dégree management
programmes, The role of director has proven invaluable
to fhe task as'researcherﬁ(Karen Legge: 1984) by way of
offering a greater degree of closeness to the problems
investigated and facilitating access to data otherwise

beyond the reach of an "ordinary" investigator.

However, there were times when strict requirements
of research came in conflict with the action
requirements of a director, but the need for
resolving such conflicts has actually triggered

much needed creativity and resourcefulness.

(d) In developing this Chapter and as stated in chapter
one, a conscious choice was made to emphasiSe
qualitative approaches to research and reporting
results and avoid the narrower, and hence 'more
restricti?e quantitative tools which often fail to
account for large portions of the terrain
concerned. Qualitative approaches were found
better suwited to the background of the author, his
intimate .first-hand familiarity with the issues
raised as well as his exe;utive, decision-making

role as director of the leading institution of
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higher professional education in Bahrain,
Qualitative research methods perhaps rooted in
phenomenology and verstehen psychology are heavily

utilised in this thesis.

RESEARCH INSTRUMENTS

A number of different instruments have been utilised
over a period extending from May 1984 to December 1986
(refer to pull-out sheet at the end of the thesis) to
open up, test and extend the observers perception

outlined in Chapter Two.

1. The first instrument was entitled 'Chief Executive

Officer (CEO's) Interview (see Appendix A).

The impetus for both this tool and the subsequent
questionnaire came from informal discussions that
the author has had with é h;mbér of key Bahraini
managers as well as the discussions that took place
during the 'CEO Corporate Culture Seminar'. The
interview which was conducted during Spring 1985
covered 21 quesfibns’ directed towards the
development of a "Profile of the Bahraini Manager"
from an executive vantage point.

The CEO interview raised as many questions as it

answered. Perhaps its major contribution was to
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call attention to the need for a more in depfh
account of the Bahraini manager. It was
particularly important to piece together managerial
self-perception, group dynamics operating in the
management‘ community, interface with the
environment and management style. In response to
this need the Composite Profile Questionnaire

(Appendix B) was introduced.

The objective of the questionnaire was to
supplement the above interview thus putting
together a comprehensive prbfile derived from the
experiences of 25 senior Bahraini managers
amounting, given the size of the country, to a
substantial percentage of the total population of
senior managers. This set of questionnaires was
completed during the period April to June 1985, and
it consisted of two components: Component I dealt
with sell-perception of the Bahraini manager
whereas component II  addressed 'interpersonal
networking', 'manager and  his environment',
'approaches to decision making', and ‘'concept of

time and change'.

The Composite Profile Questionnaire yielded a
wealth of = information that exceeded the

researcher's expectations. Particularly  important
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was the fact that it pointed out very cleariy in
the direction of three concepts namely:
leadership, motivation and managerial
professionalism as strategic variables affecting
management: practice in Bahrain. It became
imperative to seek a clearer picture on how these
three concepts operate within Bahrain management
culture. To this end, the second CEO questionnaire

(Appendix C) was constructed.

The CEO0 Follow-Up Questionnaire (see Appendix C)
centred exclusively around the concepts of
leadership, motivation and managerial
professionalism and was addressed to 25 executives
running the most important organisations in the
country. This came as f@llow-up on the first
structured interview and ‘questionnaires ('Chief
Executive Officefs Interview'! - Appendix A and
'Composite Profile Questionnaire - Appendix B).
This quesfionnaire was also prompted by the seminar
on 'Strategy for Confinuing;Managemenf Education in
Bahfainl (Appendix I) which took place in May
1985.  The CEO follow-up questionnaire ﬁas
conducte&_iﬂ May 1986 - which was found to be a
very useful and important tool for providing the
necessary preparatory work to a subsequent seminar

which took place again in May 1986.

-118-



As indicated earlier this chapter has drawn on
comments, statements, feedback, priorities and
reflections made by senior managers and
participants of the following seminars conducted at
thg Gulf ?olytechnic and outlined in the-
introductory chapter. under -objectives, scope and
methodology of the study. The material and
analysis in this chapter is thus an accumulation of
a series of research activities which have taken
place at different times as indicated by their

~

dates.

The Follow-up Questionnaire‘ which centred around
leadership, motivation and managerial
professionalism alerted the researcher to the fact
- that each organisation moulds the workings of these
variables within its own boundaries. Gulf
Polytechnic had already sponsored a CEO seminar on
the subject in March 1984. A fresh review of the
proceedings in the light of the three concepts of
leadership, motivation and professionalism

sugg$§}edi that Corporate Culture can be a potent
caééi&ét inbbringing about desirable leadership and
motiyatiqnal’ practices conducive to managerial
proféSsiﬁhglism. Although the Corporate Culture
seminar ‘ﬁés held prior to 'the CEO follow-up

questionnaire, it intermeshed neatly with it
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perhaps because many of the participants in both

events were the same.

'CEO Corporate Culture Seminar' (see Appendix H)
conducted in March 1984, This seminar dealt with
the théme of corporate culture by bringing together
leading chief executives of the country. The
Polytechnic through the seminar provided a forum
for discussion, exchange of experiences and a
general direction through an  exposition of

management theories and practices.

The events sponsored up to mid 1985 forced on the
author in his dual capacity as director and
researcher the issue of addressing the need for a
conscious  management  development  strategy in
Bahrain. The Strategy Seminar was thus held. j
CEO Seminar on 'Strategy for Continuing Management
Education in Bahrain' (see Appendix I). The four

papers presented, together with the discussions,

were of great significance to the professional

dialogue on philosophies, goals, methods,

‘strategies of management development and,

particularly, continuing management education 1in

Bahrain.
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The strategy seminar revealed, among other things,
the 1loophole <created by not having a wunified
framework for management practice in Bahrain. The
need for such a framework led the reseracher to an
1nvestigatipn of the professional status of
managers in Bahrain, particularly in so far as they
compare to the more established professions. The
investigation culminated in the CEO Seminar on the

Bahraini Management Profession.

6. CEO Seminar on the 'Bahrain Management Profession
in Transition' (see Appendix J). This seminar was
conducted in May 1986, a third in the Chief
Executive Officer seminar series. The forum
provided critical insights, fruitful discussions
and brainstorming on priorities, values, leadership
styles, mofivafion patterns and world-view of the
management profession in a country undergoing a

very rapid transition.

Although clearly stated at an earlier stage (please
refer to the introduction), it is of paramount
significancé‘ to understand the iterative nature of
these reSeé;Ch instruments., They were at no point in
“time simultaneously conceived as parts of a master
research de§ign or as carefully fitted pieces in a

grand research pdzzle. Rather they seem to have sprung
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up to life incrementally as clearly evidenced in the
attached pull-out sheet. If they seem to fit into a
kind of chain series it is only by virtue of each
scratching the surface perhaps a little deeper then the

one before and suggesting new avenues for investigation.

If such a research scheme can be justifiably described
as untidy, it may be said in its defense that its major
virtue is authenticity to a rapidly changing force
field A and supremacy of substantive issues over
technicalities pertaining to method and tools of
"investigation. In the final analysis this seems to be
the only feasible approach to a research undertaking
that had to be redefined more than once as it unfolded
along lines that were often iﬁpossible to forsee or

predict.

No sooner had the evidence generated in this chapter
through the application of the research instruments

listed above started to take shape, than it became
apparent that the Bahraini ~managerial mind was
ceﬁfrally occupied with three key issues namely:
leadership, motiyation and managerial professionalism.
Time and again, chief executives and other senior
managers made repeated references to one or the other
of these issues‘.as a key bottleneck casting a 1long

shadow on the future of management in Bahrain.
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Aﬁtually, the clear preoccupation of the Bahraini
management community with the three major concepts wa§
the reason behind designing and administering the
second CEO follow-up Questionnaire devoted exclusively
to a more accurate understanding of how leadership,
motivation and managerial professionalism were
understood and, more importantly, practised by the

Bahrain executive group.

Nor were the managers surveyed through the various
research instruments unaware that all three key issues
transcended the strictly organisational domain. Their
insightful responses to questions suggested very clear
awareness that 1leadership, motivation and managerial
professionalism restgd, of necessity, on Dbeliefs,
assumptions, values, norms, expectations, etc that were
deeply imbedded in the general culture and reinfofced
through its subtle but potent network of sanctions, and
profoundly inculcated 1into widely accepted codes of
conduct, -

Managers surveYed showed equal awareness of the fact
that the three constructs of leadership, motivation and
managerial pfofessionalism permeate organisations from
within in so Vfar as they inflﬁence the behaviour of
individual managers. Whatever impact these constructs

have can only be sustained to the extent that it is
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internalised by individuals and reflected in their

actions.

Partly in order to ensure that due allowance was made
to the central importance of these three concepts as
seen by managers themselves, it was found useful to
organise the research evidence ’around them by making
reference to each as a separate entity to the extremely

revealing interrelationships among them.

Leadership is perceived by the executives surveyed as
the 'tacit dimension' that enables a manager to take
risks, venture into new territory and cope with
uncertainty. In a word, leadership is a highly needed
managerial quality exhibited by change agents and
organisational innovations. Perhaps the strong sense
of Bahraini managers of the transition %haf seems to
have swept them partly explains‘theAhigh premium they
place on leadership. It could also be their natural
response to expatriate dominatién ‘and commitment to

redress the imbalance as soon as possible.

If leadership is a relational concept,vthen motivation
represents its other side. For the managerial elite in
Bahrain fo lead effectively it should succeed in
activating and channelling the energies of the

management community at large. Many senior executives
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covered in this survey indicated their belief that
.motivafion in Bahrain cannot be a replica of any other
culture and that a thorough understanding of what
stimulated Bahraini managers is a fundamental
prerequisite for attaining the desired levels of
managerial professionalism - through accelerated

management development,

It was equally striking to see how truly concerned the
managers surveyed were with 1issues of managerial
professionalism. Their concern, however, was hardly
difficult to understand. They represented, after all,
a new kind of expertise that made its advent to Bahrain
in the short span of less than two decades and is still
struggling for acceptance and recognition. Managerial
professionalism- is in many ways still subservient to
strong vestiges of traditionalism not totally receptive
to its requirements and often at odds with them. Under
the circumstaﬁces it seems naturalvfor senior managers
- to assert their professional identity while fully
acknowledging that their new profession'dlffers in many
radical ways from the more established professions of
Medicine, Engjngering and Law. Management development
is seen by them as a vehicle for accelerating the
professionalisation of management practice in Bahrain

and basing it on a specialised body of knowledge at
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once universal and sensitive to the cultural

particularities of Bahrain.

It did not take the researcher long to realise that
there was much to be gained froh centering the inquiry
around the related constructs of leadership, motivation
and managerial profesionalism. It soon became evident
that through such an approach, he could Dbetter
understand the inner workings of the Bahrain management
dynamics and remain at the same time within the
international mainstream of management literature where
these very concepts loom large. It was found possible
in developing this chapter to make special reference to
selected management theories and research findings
bearing on management development., Such a (framework
set the researcher on a promising track that would
later yield 'a rich research agenda 1linking the
transferability of Western management theories to
applied programme design for management development in

Bahrain.

Once the decision was made to. approach the research
evidence ‘{n terms of the three closely interrelated
concepts of 1leadership, motivation and managerial
professionalism with each viewed at the macro,
intermediate and micro levels, it became necessary to

develop more  specific indicators for tracing and

-126-



understanding the workings of each of them in Bahrain

at the three designated levels of analysis.

Again at this stage the managefs themselves were very
instrumental in suggesting the needed indicators. In
the way they approached many of the questions raised in
the battery of research instruments to which they were
subjected, executives often expressed their thoughts by
invoking or referring to specific perceptions. At
times they suggested that a particular approach to
leadership or motivation was more in line with the
general culture in Bahrain (culturally sanctioned), or
enjoyed a higher level of acceptance (legitimacy), or
was perhaps more compatible with deeply held
expectations of people (inherent expectations). They
also identified certain modes of behaviour as
predominant, likely or unlikely to change at a certain
pace in the near future, are of limited or widespread
diffusion in the community and subsequently have .a’

minor or major impact.

Workingfwith these indicators and refining them fhroUgh
subsequent stagés of the research process, it‘ was
possible to defélop a matrix that compares each of the
three concepts of leadership, motivation and managerial

professionalism viewed at the macro, intermediate and
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micro 1levels against the same seven key indicators

outlined above.

THE CONCEPTS

IF should be evident by now -that approaching this
Chapter in terms of the three related concepts of
leadership, motivation and managerial professionalism
was not random. These concepts, central to management
‘literature in their own right, have over the years
emerged as a central focus for management practice in
Bahrain. As such, they have <coloured management
education and development on the island and came to
occupy senior managers as revealed through personal
contacts of the author, as well as interviews and
questionnaires. If now 1is the time for modern
management practice in the country to bolster its

effectiveness it can only achievé that through being at
once tradition bound and change-oriented. The three
concepts identified represent vivid illustrations of
the dynamic interaction between broad environmental
forces and emerging sub-cultures that are struggling to
gain acceptance. It 1is generally agfeed that the
objective of management development is to improve the
level of'professionalism exhibited by managers; a task
which is at once behavioural and technical. Leadership

(1, 2, 3, 4, 5, 6,)

and motivation are  undoubtedly

among the most crucial behavioural variables affecting
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management development while managerial prbfessionalism
is 1linked with technical and advanced 1levels of
managerial performance. Moreover, these concepts are
considered central to the management development
p;ocg;gg7? which is the immediate focus of this

thesis.

THE EMERGENCE OF LEADERSHIP, MOTIVATION AND MANAGERIAL
PROFESSIONALISM

To begin with the World Bank Repbrts of 1979 and
subsequent ones have always emphasised and urged the
governments in the Gulf area to make a greater effort
to develop the managerial skills of the 1local 1labour
force. Also important is the increasing tendency of
many Arab countries to single management development
out as their most pressing problem. Time and again the
Gulf states including Bahrain, have stressed the need
for massive managemenf development with emphasis on
producing competent, creative; resourceful(s) and
productive managers. It is precisely this kind of
issue that heightened interest in customised management

development programmes such as COMEP.
A brief discussion of each of the three key concepts:

leadership, motivation and managerial professionalism

is now in order by way of establishing a framework for
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examining the research evidence generated through the

various instruments,

THE THREE CONCEPTS AS UNDERSTOOD BY EXECUTIVES 1IN
BAHRAIN

The proceedings of the seminars reveal the extent to
which these three concepts were‘emphasized. The first
CEO seminar took place in March 1984 and dealt with
corporate culture in Bahrain (refer to Appendix H). A
representative selection of statements relating to

these concepts were:

Page 7 "The personality of the Chief Executive and
his managers and their inter-relation was very
important, any change had to come from the

top."

Page 7 "The environment here was not conducive to the
growth of ideas, to professionalism and
therefore was a fundamental issue which should
be examined before that of culture."

Page 8 "The chief executive has a role to play in
changing or even creating the climate within
the organisation."

Page 8 "A fundamental priority for us in Bahrain is
the need for professional management."

Page 10 "... to impress on a Bahraini employee the

gravity of the situation and to get a positive
response to appeals for greater productivity
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Page 12

Page 15

Page 17

when the situation everywhere else on the
island appeared to be normal; an employee then
feels a certain resentment that a kind of work
ethic should be imposed which is not 1in
keeping with .what is seen around him
particularly as his own government constantly
seeks to reassure him that all is well. Thus
the Bahraini at BAPCO working in a highly-

“competitive international operation cannot

reconcile his particular role with everything
he sees around him - ..."

"1 tend to favour the 1Incentlve system and
feel convinced that such schemes would greatly
aid the establishment of the work ethic and a
successful corporate culture."

"Much more was tolerated, accepted or condoned
in a growing 9organisation, which in a
no-growth one would be totally wunacceptable.
In a no-growth organisation one of the few
avenues to promotion was the normal course of
attrition, of people retiring when everyone
then moved up one step. The acceptance of
this situation is new to the Bahraini who is
used to rapid promotion through replacement of
expatriates in an expanding organisation."

""Speaking on the subject of incentives, it
should” be said that the introduction of
certagn schemes invariably means a conflict
with ithe general culture and although the
deSLrébility of such schemes was recognised as
being vital for the development of a sound
corporate culture, it‘ would take time to
convert resistance to cooperation.," A
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Page 18 '"... expectations were being set too high, too
soon - students were assuming that the degree
obtained was a passport to employment, to
automatic promotion ..."

Page 21 '"Professions by definitions and the
profeésional spirit cuts across organisational
boundaries." ’

Page 22 "In conclusion, I have two points to make.
The first is that I would 1like to see the
seminar enlarged to identify contemporary
problems and then secondly to work towards
optimisation and professionalism."

The second seminar that took place in May 1985 on
Strategy for Continuing Management Education (see
Appendix I) again voiced greéter concern with the
workings of leadership, motivation and professionalism
in Bahrain. Some typical statements made in the

seminar were:

Page 6 '"As an executive using Western-derived
management terms and xconcepts I find that
Bahrainis, although appearing to understand,
have a different perception of these. May 1I
then ask what motivated a young manager; waé
it company 1loyalty, wages and salaries, the
ability to participate in decision making?
What  motivates him, gives him job
satisfaction, makes him feel good about
himself and therefore creates an environment
in which he could be productive? I confess to
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Page 7

Page 8

Page 10

Page 17

- Page 23

Page 24

my inability to properly identify and quantify
these issues."

"To be effective, an expatriate executive
needs to have an understanding of what
management and leadership meant to a Bahraini,

~and what motivated him."

"The Bahraini manager thus has to reconcile
both hls education and profession with his
natural environment and culture and is faced
with conflicts."

"With regard to motivation, I feel that the
appeal should be made to the sense of
excellence of the manager, his interest in
becoming a professional and his pride in

professionalism."

"In identifying the need to be able to deal
with people as a vital quality of the
successful leader, we can no longer avoid a
key question; are leaders born with leadership
characteristics? (The Trait Theory). Or are
they made as a result of their environment and
training?"

"It has to be accepted that the traditional
authoritarian attitude could not be changed
overnight but he maintained that by
persistence the change could be brought about
though it will be gradual and extend over a
long period."

"..... a special factor exists in Bahrain
which has an impact on management style and
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skill, for example, some subordinates expect
to be consulted but not necessarily to have to
make a final decision. Joint decision making
may not be easy."

Page 28 "In referring to the era of accelerated

| prdmotions for Bahraini managers, it should be
said that the impression is that wunless you
become a manager or general manager by the age
of 40 then you are a failure. As a result,
there is now a bhottle-neck of middle-managers
whose way 1is blocked by those in senior
positions who are still young. Training
programmes producing more young managers
should give some thought to this fact ..."

Page 30 "While decision making by consensus was
practised in some countries, Japan was a prime
example, the traditional attitude in Bahrain
was that only the leader should do so."

As to the third CEO Seminar namely: The Bahraini
Management Profession in Transition (éee Appendix J) -
5 May, 1986. There was even more émphasis on the
concept of leadership, motivation and professionalism.
‘Perhaps the most representative view was that of H E
thé Minister of Labour and chiai Affairs where he

stated that:

"Production factors have to be directed and
managed appropriately in order to yield
maximum return. Such is the role of
management which is now recognised as a moving
force for our collective capacities specially
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with properly equipped state-of-the-art
expertise. .... Besides the seasoning that
comes with experience, managers today have to
have professional preparation and technical
qualifications as well as personal traits on
equal footing with more mature professions.
ceus Nowadays, part of our different
adjustments to the changing economic climate
is to place greater emphasis on management as
a profession committed to finding creative
solutions for the . complex problems of
attaining efficiency and productivity. As
such problems need to prepare future managers
with vision and anticipatory approaches to
problems in a strict spirit of professional
discipline. The next stage of our development:
will undoubtedly be overshadowed by the
increasing awareness of management as a
strategic factor affecting socio-economic
development and manpower planning, and
contributing to the emergence of
scientifically minded supervisors entrusted
with running our public and private
institutions."

The purpose behind 1listing these typical statements
coming from executives in Bahrain was to give a clear
indication of the extent to which they are preoccupied
with issues of leadership, motivation, and managerial
professionalism. What adds to the complexity of the
picture, however, is that these concepts are extremely
controversial judging by the 1literature. It can
perhaps be argued that the range of divergent opinibn
voiced by Bahraini managers scan the various polemics
easily noticeable in management 1literature. such
correspondence, however, is more natural than conscious
as most of the managers surveyed are not necessarily
aware of theoretical currents at the ihternational

level. The confusion which surrounds them in
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management thought filters down to the 1level of
managment practice. This makes it imperative to
examine them in the dynamic context of the Bahrain

management culture.

THE FABRIC OF LEADERSHIP IN BAHRAIN

At the macro-societal 1level, established patterns and
norms  of leadership in Bahrain are primarily
patriarchal and its predominant modes are highly
informal.(g) The man is the head of the family which
is still a very strong and cohesive social unit in both
its nuclear and extended forms. ‘Leaders' legitimacy is
sanctioned by tradition and they extend to followers
protection and welfare. Such norms of 1leadership,
deeply embedded in the country's history and culture,
have withstood the test of time, the onslaught of
modernization and massive transformations in the
infrastructure. Naturally,  they show little
receptivity to change, are widely diffused throughout
the socio-cultural fabric and exert a heavy influence

on management behaviour.

In discussing the factors that have influenced the
leadership fabric in Bahrain, a senior government
official in an interview drew out attention to a number

of interesting points. He said that:

"Leadership style in Bahrain and the Gulf States is;
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1 a product of the personality and attributes of
the leaders, who expect respect and obedience
from their subordinates, and the 1leader who
expects wisdom and brotherly concern..

2 a product of the ways in which 1leaders are
selected, mostly for political, social or
kinship reasons, rather than for reasons of
competence or effectiveness.

3 a product of manager's education and training in
technical and managerial matters. Many leaders
have not been trained for democratic and
participative leadership.

4 often backed by an implicit, if not explicit,
power and force the effects of which may well go
beyond organisational boundaries and into the
personal 1lines and general welfare of the
employees."

This theme was clearly voiced by a senior Bahraini

manager in a recent seminar held at Gulf Polytechnic:

".,.. a rapid transition has taken place in
Arab societies but the authoritarian nature of
Arab society may still ©be reflected in
managers' attitudes and behaviour. Changes in
knowledge, attitude and behaviour of
individuals and groups can take time to evolve
partic?%sfly at the top of the management

tree."
Such influence has also been highlighted by a number of
research studies which drew attention to the extent to
which Gulf managers, including Bahrain, are at once
inspired and constrained by their larger cultural

(11, 12, 13)

milieu. From a different perspective,

for example, management in the Gulf has traditionally

been able to neutralise workers' efforts to

[} ! !

collectively organise in defence of their interests,
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Because of .their culturally 1legitimate power ahd
position in the society, management could depend on the
support of the government to induce employees to
conform to company or organisation discipline. The
culture provides the force which 1legitimises this
managerial role. Without this legitimacy, managers who
continuously supported unpopular policies would 1lose

(14)

their power over time. Direct evidence obtained

from managers surveyed in this study fits within the
same framework. The near wunanimous reaction of
respondents indicated their deference to
culturally-sanctioned leadership norms which often
trickle down to corporate level and condition their own
management styles. Such norms are often expressed as
expectations, both implicit and explicit, that managers
are supposed to satisfy, Foremost among these
expectations as experienced by managers are observance
of specific intefpersonal rituals and mannerisms,(ls)
maintaining an open-door policy where friends,
relatives, employees and clients feel free to walk in
almost any time and make a claim on the manager's

attention. Closely related is the practice of

by-passing the <chain of command and communicating

directly with personnel without involving their
immediate supervisors. A majority of the managers
covered in this research acknowledged the frequent

occurrence of such 'irregularities' or deviations fron
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formal standards. The rest of the respondents. were
quick to point out that 'jumping the lines' can never
be ruled out in Bahrain. Also fitting into the same
category is the practice of circumventing standard
operational procedures and resorting to shortcuts in
ofder to get 'results'. Such a practice, of course,
stands in stark contrast to formal management

theory,(16)

particularly its bureaucratic origins,
and poses a serious challenge to academic management
education which 1is increasingly becoming a major

channel for preparing future managers in Bahrain.

A revealing statement by'a CEO sheds much light on this

issue:

"It is my experience that to a certain extent

the very individualistic and tribal attitude

still prevailed and chief executives tended to

adopt very authoritarian attitude despite all

the education and training."(17
The expectations and pressures generated by the broad
leadership patterns prevalent in society often force
Bahraini managers to assume a patriarchal role
themselves although evidence suggests that it is not
favoured by a majority among them. The following
responses were obtained when our sample of managers
covered in the Questionnaires were asked about those

1

pressures they felt most:
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(a) Providing moral § financial support to relatives
(25%)

(b) Advising on family affairs (13%)

(c) Maintaining a steady success record (13%)

(d) Being' accessible § maintaining a favourable image

(26%)

When asked about employee expectations on the other

hand, the following responses emerged:

(a) Protecting employee interest § being supportive
(20%)
(b) Being an effective problem-solver (10%)

(c) Being fair and equitable (70%)

It is apparent that the Bahraini manager is expected to
play the role of advisor and supporter to his family.
Employees on the other hand expect the Bahraini manager
to be a leader, innovator and a pace sefter,

Perhaps in an attempt to reconcile these two‘sets‘of
expectations, most Bahraini managers resort to human
" relations techniques to 'please, placate and avoid

(18)

potential conflicts,

Nearly all the CEOs surveyed agreed to the statement:
'to be successful, the manager should not fail to be

protective'. They also believe that the manager in
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" Bahrain is expected by the society to emphasise public
relations and employee satisfaction more than

efficiency in the job.

When 26 Chief Executive Officers (CEOs) were approached
on the question of leadership in Bahrain, the majority
(84%) either strongly agreed or agreed that it tends to
be patriarchal and familial. Among the remaining
respondents only very few indicated that they tended to
disagree, a similar percentage disagreed and none
strongly disagreed. (Appendix C, CEO Questionnaire,

April/May 1986).

Here again, it is significant to note that our research
findings concur closely with previous studies which
underscored the impact of the family as a social unit,
the more personalised approach to management, the
open-door policy and the 1low regard  for formal

procedure.(lg)

However, our jfindings differ from
Badawy's insofar as he asserts the prevalence of a
generally authoritarian management style whereas the
research findings on which this study is based suggest
a majority of responding managers with a preference for
some degree of consultation and a serious desire to
involve subordinates without relinquishing their

ultimate control.(zo)
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Our earlier investigation (Appendix B - component 2,
Approach to Decision Making) also reinforces the trend
towards a participative approach based on consultation
in making decisions on personal and interpersonal
matters, as well as in the more technical

production-oriented domain.

Resorting to the participative mode would be easier to
anticipate and explain in personal matters but its
equal prevelance in the technical areas seems to be a

reflection of a broader cultural norm.

It is perhaps a measure of the confusion and
controversy surroundihg many aspects of the Arabian
- Gulf Management Culture that Badawy's observatiohs
which contradict the findings of our study seem to have
also been supported by other studies conducted in

1984, (21)

It seems that the argument is based on certain evidence
from the culture which suggests that a consultative
managerial style is not necessarily the most
appropriate, particularly where business tends to be
highly personalised. This is generally true of the
Arab culture. For instance, many Easterners assume
that to be successful, a company needs strong leaders

who impose their wills on the organisation. As a
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consequence, there is 1little delegation; decisions on
even insignificant matters are made at the top.(zz)
However, two other major studies - one published only a
year earlier and the second one in 1985 reinforce our
own ywork and suggest that Gulf managers are more
informal and participatory - than is normally
acknowledged. The first study by Al-Jafary et al refer
to Likert's System 3 in describing Gulf managers while
simultaneously reporting that a follow-up study they
conducted revealed that such managers can, on certain
issues, lean towards * the autocratic management

styles.(zs)

(24) indicates

The second study by Ali and Swierc:z
that the consultative management style is not
necessarily alien to the Middle East. Their findings
also differ with Badawy, but supports our findinés that
the preference of Arabian managers toward consultative
styles reflects influence of Islamic and tribalistic
values and beliefs. Both Islamic and tribal 1law
reinfdrce consultation in conducting all aspeéts of
life. Ali and Swiercz also point out that 28% of their
sample managers were oriented towards: the pseudo-

consultative style. The orientation towards this style

might be explained by the following:

(a) It is the practice of the tribal society that the
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members of the family and kinship be consulted on

matters important to their welfare.

(b) Over the years, the authoritarian style has become
embedded in Middle East cultures due to various
factors which have shaped the norms and beliefs of
the society. Such factors include the primacy of
coercive force, fragmented kinship society, quality
of leadership, the colonial presence of a

centralised character, etc.

(c) The attitude of the public sector manager who has
security of tenure where he does not have to strive

for efflciency.(zs)

It has been argued that partiéipafive leadership has
merited attention because of 1its association with
several beneficial effects. It has also been noted
that consultation; tehds to promote acceptance of
resultant decisions and leads to much greater agreement
than does directive 1leadership. . This is what some
Bahraini managers emphasiéed in the 1984 and 1985
semihars.(ZG) The overwhelming preference for the
participative mode was equally strongly indicated in
the attempt made to stimulate managerial problem

solving situations (Appendix B - component 2, Approach
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to Decision Making, Table II). One can hardly fail to
note the apparent contrast between the origins of
participative management in Bahrain as against Western
societies, In the former it seems to be a continually
ingrained norm trickling down to the organisational
level, whereas in the latter, participative management
started at an organisational level. Western management
literature seems to lend credence to this

interpretation.

Perhaps the controversy and the tensions between
culturally-reinforced authoritarianism and the emerging
consultative management styles can be better understood

in the light of the following remarks made by a leading

executive iIn Bahrain:

"With regard to  authoritarian versus
democratic management, may I suggest that this
was an over-simplification of the task of
running a company; ..... a combination of both
was required, with the degree of each varying
according to the situation. Style and
technique of management had to vary according
to who and/or what was being dealt with, I
believe that oversimplification should be
avoided; there was an elusive quality in good
leaders which has existed for as long as man
has. Bahraini employees in ....., when asked
who were the best managers, will always cite
the toughest, the most technically competent,
the most demanding; they had honesty, fairness
and consistency, the three qualities vital in
a good manager. To these should be added
technical competence and you then have the
complete leader-manager. This elusive quality
of 1eadersh%? is the one which needs to be
developed."(Z7)
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The gist of the above quotation is that distinction of
management styles are themselves culture-bound and not

necessarily transferable.

This contrdversy is further fueled by the belief of
some senior Bahraini executives that the authoritarian
values of the broader culture create a greater impact
at the top management 1level but get diluted as they
trickle down to middle management.(zs) The key to a
successful resolution of the probable conflict between
culturally sanctioned leadership norms in Bahrain and
those styles more conducive to corporate efficiency is
through 'a combination of education, training and
experience'. The result should be a gradual reduction
of authoritarian vestiges in Bahraini

organisations.(zg)

This view was also expressed by the very senior
government executive when he responded to a question:
whether democratic style could be taught to managers in
an environment which has traditionally had a different
frame of reference. He agreed that: '"the traditional
authoritarian attitude could not be changed overnight"
but he mainraihed that, '"by persistence the change
could be brought about though it will be gradual and

extend over a long period. Through knowledge and
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example, however, the democratic principle will

éventually suCCeed."(so)

It should be noted, however, that the optimism voiced
by this seniof executive and another Bahraini manager
is not totélly shared by other Bahrainis. A 1leading
public executive warns against such optimism on grounds
that many "senior managers had reached their positions
not because of qualifications and training but because
of personality and experience, and as a result there
was a difference in mentality,(SI) in method and 1in
attitude between them and the younger managers'" who, as
a result, face constraints that affect their motivation

and sense of achievement.(sz)

This conflict of 'old' and 'new' was clearly echoed by
a major Bahraini banker who emphasised the importancé
of management education and training in helping junior
Bahraini managers adjust to the changing

environment.(ss)

Perhaps this duality of management styles and incipient
tensions between cultural norms and efficiency
requirements can be better explained when leadership is
examined at the corporate level. Here, perhaps, the
dominant corporate norm is at once consultative .and

- authoritarian. Research evidence gathered through the
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questionnaire and interviews clearly suggests that a
majority of corporate cultures in Bahrain are informal-
consultative to the extent that they haye to
accommodate their broader societal milieu but
formal-authoritarian in an effort to promote norms of
efficiency and accountability. In many instances it
looks as though the style is participative but the

substance is authoritarian.

Again this duality of corporate norms which are at once
consultative and authoritarian emerged very clearly in
our findings of the CEO questionnaire <completed 1in
April 1986 (Appendix C, Question 2). While a majority
of the CEOs covered agreed that leadership norms
encouraged by most organisations in Bahrain are
patriarchal and authoritarian thereby reflecting the
broader culture in which they operate, a minority of
the CEOs were not sure but tended to disagree with the
statement, and a smaller minority fully disagfeed.
- This breakdown indicates the different styles adopted
‘as well as a transition in progress of the corporate

culture.

The duality of informal-consultative and formal-
authoritarian can also be related to the conception of
organisational structure which may be conceived in

either instrumental or social terms and that this has
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implications for leadership behaviour. An instrumental
conception of structure is one in which the primary
emphasis is on getting the job done. The felationship
among various positions in the structure depends on the
functional interdependency between them. By contrast,
in a social conception of the structure, the various
organisational positions are defined in terms of
status. It follows that the positions would have to be
organised hierarchically which 1implies a directive
leadership style. This style also tends to inhibit
participatory practices because participation may

diminish the managers' power.

Leadership at the corporate 1level in Bahrain is
legitimised through a combination, albeit with varying
proportions of ascription, ie social status acquired at
birth and achievement through personal effort.(34)
There is little doubt, however, as clearly evidenced by
the research data compiled for this study, that the
trend is cleariy moving towards emphasis on
professional achievement as a basis for corporate

leadership. A sizeable proportion of the managers
surveyed indicated a high degree of satisfaction with
corporate efforts aiming at upgrading their
professional standing and heightening their
self-image. This is a new trend caused by survival

pressures. The majority (16 out of 20) of respondents
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td a question touching on this issue indicated high
positive correlation between organisational commitment
to career development and perceived job significance.
Similarly the majority (17 out of 23) of respondents
revealed high positive correlation between perceived
job significance on professional grounds satisfaction
with organisational incentives. Interestingly enough,
however, six respondents registered negative
correlation where they continue to view their jobs as
insignificant while indicating satisfaction with
organisational incentives. However, the implication
that Bahraini managers still have a long way to go on

the road to world-class professionalism is also there.

In probing the correlation between satisfaction with
organisational incentives on the one hand and perceived
job effectiveness on the other, scattered evidence
emerges. Correlation is generally positive as a
majority tends to lean in this direction. Somewhat
mixed evidence also emerges with Trespect to the
relationship ©between organisational commitment to
career development and perceived job effectiveness. 1In
the majority of cases (16 out of 20) positive
correlation is indicated whereas the correlation turns
negative with respect to few (ie, the other 4 casesj.
This suggests the possibility of high job effectiveness

coupled with 1low organisational interest in career
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development. This was found to be true in the case of
executive managers both expatriate and Bahraini. On
the question of correlation between job significance
and perceived job effectiveness not surprisingly all

responses were positive.

As corporate cultures in Bahrain are still undergoing
their formative stages, they seem to place -equal
emphasis in most of the cases covered on loyalty to the
organisation and productivity on the job and try to
attain and reinforce the two through a variéty of means

both formal and informal.

One possible explanation is linked with a form of
leadership bwhich is known as ‘'paternalism' which
implies a parent-child relationship between superior
and subordinate. It shares some features with an
autocratic style, but in addition implies mutual
obligation and personal loyalties. A typical case was
highlighted by one of the CEOs who presented a factual
example that faced his organisation in 1982 where they
had to reorganise themselves to combat paternalism and
complacency through campaign of internal reorganisation

as an attempt to change the corporate culture.(35)

The whole question of emerging corporate culture(s) in

Bahrain, including both inner dynamics as well as
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tension-ridden relationships to the external
environment was highlighted in a seminar on the subject
held 11 March 1984 at Gulf Polytechnic with a select
group of Bahraini and expatriate chief executives.
Heagéq 41scussions centered around major choices that
executives were called upon to make with respect to how
far and in what direction internal organisational
practices can deviate from the national culture. The
clear consensus of the seminar was that a new corporate
culture is indeed emerging in the country and with it a
new awareness of the >significance of the management
profession. Issues of work, leisure, professional
values, leadership, motivation, delegation, management
development, Bahrainisation, etc were repeatedly raised
with the general feeling that a state of flux of
transition is now under way and clear-cut trends have

yet to take shape.

Unlike established leadership norms at the
macro-societal level, corporate leadership styles are
more pragmatic and open to change partly due tobtheir
relative novelty on the island. Such a change,
however, as research evidence overwhelmingly suggests
does not seem to occur at an unusually rapid rate. For
one thing, corporate entities are still trying to gain

acceptance and recognition in the country and this is
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partly pursued through adherence to established

cultural norms.

This concern was shared by another senior manager from
the public sector who pointed out that:

", ... the type of management prevailing in the
area was perhaps a different style of
management and influenced by external and
internal environment, the macro and micro.
Culture, he maintained, was attitude.
Management, whether studied at home or abroad
was basically the same, what was different was
the way the manager behaved; his way of
looking at things and his way of dealing with
people in the 1local situation. The chief
executive has a role to play in changing or
even creatin the climate within the
organisation."(36)

As diffusion and impact of the corporate culture ethos
is 1limited in Bahrain, it still exhibits the
_ characteristics of an enclave trying to break out of

the constraints imposed on it and permeate the broader

socio-cultural habitat.

This difficulty was expressed by a Bahraini chief

executive officer in an interview when he stated that:

"The pattern of leadership varies with the
size and ownership of the organisation and the
personality of the chief executive. There was
generally greater concern for human needs of
employees in the public sector. There was
also greater appreciation of the need for

worker participation, in some form or another,
in the possession of information and in

decision making. ..... there was greater power
and force, albeit implicit rather than
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explicit in many cases, born of the personal
status and influence of the leader and of the
official support granted his organisation.
There was greater communication, sometimes
unwarrented and misplaced, among some of the
public sector leaders, with i?tesnal
bureaucracy, possibly enhanced by size."{37
From what has been observed and analysed at the
corporate (intermediate) 1level, established patterns
and norms of leadership in Bahrain are
consultative/authoritarian and its predominant modes
are formal/informal. Leadership at the corporate level
is 1legitimised through a combination with varying
degrees of asc¢riptiom and achievement through personal
effort. Leadership styles at this level are more open
to change than leadership at the macro 1level. Some
changes are beginning to occur but at medium rate
gaining momentum slowly as the trend moves towards
emphasis on professional achievement as a basis for
corporate leadership. As the diffusion and impact of

‘leadership at this level is limited, it suggests clear

priorities for management development programmes.

Moving down in our analysis of leadership to the micro
level, we encounter obvious reluctance on the part of
the managers surveyed to identify with any one style.
However, among the 26 CEOs included in the April 1986
survey, only a minority agreed with the statement that
the 'management style preferred by a majority of

managers in Bahrain is participative informal'. The
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remaining 60% either tended to disagree with it or
explicitly | voiced their disagreement, One might
conclude that a majority of managers in Bahrain still
continue to identify more  with a Theory X
approach.gss) This conclusion, however, has to be
cautious and tentative because of the rapid transition
Bahraini manageﬁent is undergoing. On the other hand,
when questioned about the incidence of  outside
consultation in decision making (see Appendix B,
component 2 - Manager and his Environment) a clear
majority of respondents answered in the affirmative.
The main reason for resorting to outside consultation
was to obtain a broader data base. It is thus evident
that the kind of consultation 1largely practiced in
Bahrain 1is part of the fact finding preceding the
actual making of the decision. Decision making itself

continues to be a strictly managerial prerogative.

The majority of managers covered seem to perceive
themselves as practitioners of contingency shifting
fheir styles to cope with situational demands in ways
not markedly different from Fiedler's

(39) Their self-perception' placed high

constructs,
premiums on professional competence with productivity
as the over-riding objective. Research findings at
this 1level clearly resonate such Western management

theories as Owens' typology of trait, behavioural anq
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(40) With their realistic

contingency orientation.
acceptance of the 'power distance' element in Bahrain,
managers identify more with formal cognitive leadership
models without failing to show token adherence to
participative styles perhaps in recognition of broader

(41)

cultural demands.

The propensity of Bahraini managers to change surfaced
in their response to a question on the subject., All 23
who responded to this question favoured rapid
incorporation of management lnnovation partly to stay
tuned to the international scene also as a career

booster.

Perhaps in a manner similar to that encountered at the
intermediate corporate level, managers at the micfo
level seem to realise the need to operate within norms
set by the broader environmental as they too still
represent at this point in time a relatively minor
enclave in society with all but limited impact outside
their immediate domain. The picture becomes a 1little
clearer when we contrast the managers' seif-perception
of their priorities. Our study(42) shows that the
Bahraini manager's self-perceived role within the
organisation includes planning aﬁd implementation (45%)
and 1leadership (30%). Other roles mentioned are:

contributing to the development of Bahrainis, problen
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solver, professional manager, (25%). Outside the
organisation, the Bahraini manager perceives himself as
the spokesman for the organisation in the community
(35%)? ambassador of goodwill (25%), community work

(25%) and functional management duties (15%).

Under the circumstances the important issue is the
extent to which Bahraini managers are actually able to
choose among leadership styles in different
sifuations.(43) This 1is important because it can
affect a wide range of management selection, placement,
and promotion activities. It could be argued that if
Bahraini managers can adopt a flexible 1leadership
style, or if they can be trained to vary their style,
then presumably they will be effective in a variety of_
leadership situations. If, on the other hand, managers
are relatively inflexible in their 1leadership style,
then they will operate effectively only in those

situations that most closely match their style.

Diagram I is an attempt to piece together a framework
that shed light on the workings of leadership dynamics
in Bahrain by showing key elements that have a bearing

on the process at different 1levels of analysis.
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MOTIVATION AND ITS DISCONTENTS

Motivation, is the drive which causes, channels and
sustains people's behaviour. The choice of behaviour
and the impetus with which people engage in it is
termed motivation. It is therefore a Tresult of
variables stemming from a combination of individual
needs, value systems, and environmental conditions.
Managers, by definition, work with and through people,
but people are complex and sometimes irrational in
their behaviour. their motivation are not always to

(44) Such a predisposition to act in a

discern,
specific, goal directed manner, affects the kind of
adjustment employees make to an organisation. The
particular motives employees have for working at a
particular place on a particular job affect

(45) and thereby the desire and

productivity,
willingness of a person to expand. effort to reach a
particular goal or outcome, is a consequence of many
forces operating simultaneously in the person and in
the person's environment. (46)  Thus the question of
motivation is not only very much related to the
national social, cultural, edutational, economic and
political environment in general and the organisational
environment in particular, but also related to the
attitudes and expectations of both managers and

employee. The study of motivation is especially

crucial in this regard. First, it assumes that human
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beings are need-fulfilling and goal-achieving
organisms. Furthermore, it assumes that people
strategise behaviour that will satisfy their needs and
achieve their goals. Alfhough inter-societal
indiyvidual differences clearly exist, the question
remains whether or not we can observe differences
between societies (cultures, nétions, etc) that explain
the differences in terms of identifiable variables.
Studies of motivation concept relevant to the Bahraini
management in the following pages should help to offer

an effective understanding of these differences.

"Very often promotions were made which were
not justified on merit but had to be made for
political reasons and this w€f7)obviously a

problem which had to be faced."
Bahraini society is very demanding when it comes to
setting motivational goals for managers. They are
subjected to a wide array of pressures, both implicit
and explicit, which they are expected to

satisfy.(48)

Foremost among such expectations are
material affluence and upward -social mobility. Once
acquired, both indicators of corporate success are to
be exhibited in certain ways which signal the right
kind of message, at least according to a majority of
the CEOs covered in the April/May 1986

questionnaire.(49)

This situation, as assessed by a majority of Chief
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Executive Officers interviewed in this study, leads to
'high and unrealistic expectations among a majority of

(50) while their commitment;

Bahraini managers',
~according to the same assessment 1is seldom above
average. However, such expectations have to be
understood in the light of the fact that the majority
(70%) of the executives interviewed also pointed out
that general support levels for managers, government
and corporate, are ‘'satisfactory', while again the
majority (68%) of the CEOs covered in the second
questionnaire of April/May 1986 suggested greater
emphasis on monetary incentives although a large group

among them were not convinced that Bahraini

organisations have a motivational strategy of any kind.

The strong support 1levels, pressures for achievement
and rapid economic growth duriné the 1970s and early
80s created conditions under which most managers as
established in the research evidence are also often
justified in terms of the need to speed up the

Bahrainisation process and replace expatriates.

The bottom line of the motivational frame at the macro
level 1is the attainment and exhibition of social
visibility and material affluence. The pursuit of such
goals is in some ways universal But(in Bahrain it also

takes a special dimension that can only be understood
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in terms of 'the Arab culture's great emphasis on

honour, pride and rivalry'.(SI)

The entire motivational mechanism has ©been until
recently fueled by the abundance of 1lucrative job
opportunities for Bahrainis with a highly tolerant
economic environment. This trend, however, is already
showing signs of slow but clear change as the economic
boom has given way to a period of consolidation and
considerably slower. growth rates. The fact is,
however, that some hard adjustment is ~called for
particularly on the part of second and third genération
Bahraini managers who have to scale down their
expectations and learn to compete harder for fewer
resourses. Such an adjustment is hardly facilitated by
the fact that motivation patterns described earlier are
still widespread and 'their impact 1is heavy and very
hard to counter. One CEO is particularly adamant in

complaining about this phenomenon.

"an employee then feels a certain resentment
that a kind of work ethic should be imposed
which is not in keeping with what is seen
around him particularly as his own government
consta?tly seeks to reassure him that all is
well, "(52

At the corporate level, material and social motivators
continue to play a key role but a new factor has

already made its way, namely professional achievement.
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While one chief executive officer was in favour of
incentive schemes and was convinced that such schemes
would greatly aid the establishment of the work ethic

and a successful corporate culture,(ss) another CEO

showed some reservation and said that:

"the introduction of such schemes had, in his
own experience, invariably meant a conflict
with the general culture and although the
desirability of such schemes was recognised as
being vital for the development of a sound
corporate culture, it would take _time to
convert resistance to cooperation."

A third prominent CEO referred to the same issue but

outside the seminar by stating that:

"Many of the top managers are often more
interested in prestige, status and image than
they are in real achievements. They therefore
emphasise those functions and contact which
can enhance their standing with their
superiors, and their general reputation for
the sake of maintaining or improving of their
positions. They frequently take shelter
behind genuine or insignificant problems for
inaction. Many are quick to complain about
all the difficulties and faults they perceive
within the organisation and, without, but few
are willing to look at the bright spots and
the more positive points and actually take

action."
Corporate incentives are formally justified (ie, 1its
basis for 1legitimacy) on grounds of performance and
proven potential although there is clear evidence that
personal and extra-professional factors are rarely
totally disregarded. Inherent expectations built into

organisational incentives include both efficiency on
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the job and 1loyalty to the institution. The vehicle
for attaining both motivational objectives is a
'motivation mix' that often includes career planning

and development programmes in Bahrain and overseas.

Such programmes claimed a total budget in excess of BD
20m by 1984 not all of which, as evidence shows, can

stand the test of cost effectiveness.

Corporate motivational practices have so far exhibited
a fair ability to <change and accommodate shifting
economic circumstances. But, as was indicated at the
macro level, such change can only come slowly and
painstakingly due to the wide diffusion of corporate
practices that were affordable during the 1970s and
their penetration deep into the fabric of expectations
of Bahraini managers. There 1is generally no clear
understanding within most Bahraini organisations as to

what would make an 'optimal' motivational mix.

This concern was voiced by the chief executive officer

who felt that in his use of Western derived management
terms and concepts, he finds Bahrainis, although
appearing to understand, have a different perception of
these. He asked '"What motivated a young manager? Is
it company 1loyalty or salaries or ability to

participate in decision making that makes him feél
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good about himself, so could create an environment in
which he <can be productive?" He confessed to an
inability to properly identify and quantify these. He
went on to say that "This fact has had a negative
impact on the much needed development of a training

strategy."(ss)

When asked to describe the motivational practices of
their organisations, managers surveyed invariably used
terms such as 'material’', 'unfair', 'limited',
inadequate emphasis on 'education and training' and not
enough 'promotion opportunities'. It is interesting to
note in contrast that a majority among CEOs believe
that Bahraini managers have unrealistically high job
expectations, are 'unwilling to go through the
hierarchy', 'too keen on social prestige, material

rewards and fast promotion'.

At the micro level, the Bahraini manager seems to have
a motivational duality involving self-interest and
status on the one hand and professional upgrading on
the other. It is interesting to note that, according

to 40% of the second group of CEOs covered in a

(56) Bahraini

specially designed questionnaire,
managers are 'intrinsically' motivated, whereas the
remaining group, at varying degrees of explicitness,

attribute to the Bahraini manager greater attachment to
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material rewards. This finding should be viewed in the
light of the fact that a clear majority of the
responding CEOs in the same group did not think
Bahraini managers were 'generaliy conscious of their
own motivational needs’'. Some expatriate managers,
however, feel that the Bahraini manager 1is a bit
over-protected which reflects negatively on his/her

level of motivation:

"Cash continues to be a more powerful
incentive than the prospect of promotion
because of Bahraini managers' traditional
belief that promotion was automatic without

the need to prove merit."

- While generally demonstrating adequate understanding of
the central role of on-the-job performance to warrant
high job expectations, many of the managers included in
the survey acknowledged the important Trtole that
continues to be played by inter-personal alliances.
Job expectations primarily centre around generous
organisational rewards and an accelerated series of
promotions as the  highlight of rapid career
mobility.(ss) Elaborate and extensive emphasis on
management development is a normal managerial
expectation at this 1level although a trend towards
greater ‘realism in this area has started to surface

lately.(sg)
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Among the mangers surveyed, mixed evidence emerges on
examining the Trelationship between organisational
commitment to career development on the one hand and
perceived job satisfaction on the other. In the
majority of «cases (18 out of 22) correlation is
positive while it is negative in the case of the
remaining 4. The implication is that job satisfaction
~could be the result of short-term considerations (job
status, salary, etc) with little or no attention given
to long-term implications. Job satisfaction among
Bahraini managers, as the majority of Tresponses
suggest, follows a trend of positive correlation with
perceived adequacy of organisational incentives.(60)
This is clearly established in 12 out of 18 responses
while the negative correlation with respect to the
other 6 suggests perhaps the existence of intrinsic

rewards built into the work itself irrespective of

extrinsic factors.

This view concurs with a comment made by one of the
Bahraini Directors (in a recent seminar on Strategy for
Continuing Management Education)(él) who stated his
belief in the development of management training with
reference to motivation. He asserted the setting of
challenges to young managers. These he claimed,
"enabled managers to obtain a sense of achievement'.

He felt there were too few of these challenges and that
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too many young managers were over-supervised and not
given the opportunity to act on their own ideas. This,
he believed, was stifling enthusiasm and discouraging

innovation,

Job satisfaction among Bahraini managers was also found
to correlate positively with job significance as
organisationally defined. 1In all 23 responses to this
question both variables moved in the same direction.
With respect to career development and management
training, around one half of the responses affirmed the
value of management education as a job performance
booster. Interestingly enough, 9 responses reflected
doubts about the 'relevance'’ of management
education/training for their specific job contexts
thereby echoing a broader rift in the international

management community.(62)

Both positions of 'believers' and 'sceptics' about the
relevance of management education were carefully stated
by Bahraini managers who have directly experienced the

issues involved.

"... while there was pressure to promote the
Bahraini manager, there was no shortcut to

education, and experience and'promof%on should
not be at the expense of efficiency." 63)

This option voiced by a Bahraini banker was reinforced
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by another banker who considered management education
and training an integral part of career

acceleration.(64)

However, both opinions are challenged by the doubts and

apprehensions of a third Bahraini manager:

", ... graduates should realise the mere fact
of having a degree does not in itself entitle
them to automatic employment and a secure,
clearly defined career path. Once recruited,
graduates must prove thgt they have the
ability in practice ..."(65)"
In the final analysis, the motivational patterns of
Bahraini managers will have to be explored not only in
the 1light of immediate empirical evidence but also
within the context of motivation theories that are
mostly of Western origin. A key question is whether

such theories furnish an adequate understanding of

motivational problems in Bahrain.

In his study of Arab countries (Saudi Arabia, Kuwait,
Abu Dhabi, Bahrain, Oman and the United Arab Emirates)
Badawy (1979)(66) found the greater need was
autonomy, a function of  historical and <cultural
values. Badawy found that cultures have a greater
effect on motivation than Westernisation of job
content, The author found Middle Eastern executives to

have a traditional (ie, stemming from their cultures)
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approach to management, an offshoot in turn of their
kinship-oriented society. Thus a significant cultural
value is the importance of interpersonal relations.
Arabs prefer to deal with people they know, with whonm
they have established relations, rather than with less
well-known people. Another important cultural value
mentioned in Chapter One is religion. Most Arabs place
a high value on religion. For example, some will not
do business with people who do not believe in God. In
conclusion, Badawy suggests that motivational
development programmes should target the ingrained
culture; management should work with employee's
heritage of culture to bring forth useful qualities in

the subordinates abilities.

In other cultures, for example, one might expect a much
higher individualism score which implies a 'calculative
involvement' of managers in organisations. This
- explains the popularity in such cultures of
'expectancy' theories of motivation, which see peoﬁle
as pulled by the expectancy of outcomes, mostly
consciously, rather than as pushed by unconscious

drives.

Expectancy theory is probably the most sophisticated
approach to motivation. It says that people are

motivated by their expectations, by how effective they
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expect their efforts to be. We perceive that our
efforts will result 'in successful performance, leading

to the satisfaction of specific needs.(67)

What s suggested here is that high effort or
motivation will exist when an employee perceives a link

between effort, performance and rewards.(68)

Perhaps unlike his Western counterpart, the motivation
of the Bahraini manager cannot be adequately understood
at the micro or atomistic 1level 9only. To a
considerable degree, the motivation of Bahraini
managers is a socio-cultural process whose success
largely depends on its being approached in those

terms. (69)

Diagram 2 attempts in the case of  motivation

essentially what was provided with Trespect to

leadership.
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THE PROFESSIONAL CHALLENGE

" ... in the Gulf and in the Arab world in
general there was a problem with management or
rather the lack of it ...... the problem was
manpower resources but even before that, was
the problem of environment. The environment
here was not conducive to the growth of ideas,
to professionalism and therefore was a
fundamental %Fsue which should be
examined ..."(70

On the same issue a leading Bahraini executive who was

also among the panelists in a major seminar expressed

his concern when he said that:

"In the last decade Bahrain has witnessed an
unprecedented increase in its managers who
came from a variety of different backgrounds
with an attempt to build a strong management
foundation based on the advanced Western
management style. They came to management
from a variety of paths, sources and
backgrounds particularly those sectors that
preceded others in starting their managerial
infrastructures. The diversity of backgrounds
among managers as well as their different
social and intellectual ©backgrounds worked
against the emsrgence of a unified tradition
in Bahrain."(71

"Bahraini managers are by and largé unaware of major
trends and deVelopments in management knowledge."

"There is a need for improvement in the management
knowledge of Bahraini managers'" statements unanimously
endorsed by all 26 CEOs interviewed. A majority among
the Bahraini managers surveyed agree readily with this
assessment; a disquieting fact further reinforced by
having a clear majority of the second group of CEOs

surveyed in April 1986(72) disagree that professional
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excellence is a 'priority objective for the Bahraini
manager", although 80% of the same group showed
inclination towards considering that a majority of
Bahraini managers try to stay abreast of developments

in management knowledge.

Managerial professionalism is at best a late-comer in
Bahrain. Less understood and often less appreciated
than older professional orders 1like medicine and
engineering, management has had a harder time gaining
acceptance and establishing its credibility.(73) The
influence of the new professional groups was limited at
first due to the sheer novelty of their presence, and
their being overwhelmingly out-numbered by expatriate
colleagues. This problen, of course, - has Dbeen
experienced by other countries besides Bahrain and is
mainly caused by the fact the management is a 'loose'’
profession with no clear-cut entry and performance

(74) Its ranks are open to people from

standards.
various backgrounds and many of its practitioners
identify with other professional identities which
helped them gain their entry to management ranks in the

first place.(75)

The majority of the CEOs surveyed
in April 1986 had no difficulty agreeing with the
statement that the ''management profession in Bahrain is
yet to gain the degree of acceptance enjoyed by older

professions like medicine, engineering and law.'" This
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same theme was further discusséd at 1length in the
special CEO seminar held at Gulf Polytechnic on 5 May,
1986 to address the question of the '""Bahrain Management
Profession in Transition'". An overwhelming majority of
the 40 participants felt that although the management
profession has undoubtedly gained ground recently in
Bahrain, it still has a long way to go before achieving

full recognition.

Not only there was a problem of getting qualified
managers who conformed to the professional profile, the
numbers available were not even sufficient to cope with

the demand. As Dr Najjar pointed out:

"... In view of rapid organisational
proliferation and the emergence of a
relatively large managerial group in Bahrain,
it should be recalled that no amount of
'conversion' of other professionals into
management positions would have been enough to
satisfy the growing demands for supervisory
personnel in the 1970's." 76)
However, the rising star of management was considerably
helped by the changing economic climate which moved
away from infrastructure expansion to greater reliance
on managerial know-how for coping with the problem of
dwindling resources. The 1980's have already been
established as the 'management decade'’ where
organisations have to become inward-oriented to build

their long postponed management systems following an
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earlier period of boom when there was 1little concern

(77) A crucial

with efficiency or effectiveness.
statement which has been repeated and reinforced in all

the seminars held at Gulf Polytechnic.

In recognition to the importance attached to this
issue, two senior Bahraini chief executives reinforced
the need for an expert know-how and sound management in
Bahrain. They said that '"unless we prepare the
necessary management manpower who are qualified and
trained as professionals, we would not be able to
minimise this competitivé and uncertain

environment.“(78)

Another chief executive referred to the same problem
when he stated that an organisation cannot survive and
continue with effectiveness unless the manager or the
CEO is capable of being successful. He/she cannot be
successful unless performance is measured against
culture. But in Bahrain, we do not seem to have such a
criteria. The manager is evaluated on the basis of

loyalty to his chief executive not performance.(79)

The new era that 1is beginning to emerge around
managerial professionalism at the macro-societal 1level
is mostly associated with the increasing recognition of

the role of expert know-how in this vital area. Such
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know-how is now understood to Trequire extensive
education and considerable on-the-job experience (as a
basis for its legitimacy). It can be seen not only in
the rapidly increasing number of students who major in
business studies, but just as significantly, in the
number of managers who find time to wupgrade their

skills.

The implicit or inherent expectation is that the.
transfer of managerial expertise to Bahrain will be
value-free in the sense of not straining the delicate
web of dominant socio-cultural norms and values.(so)
The need for wupgrading managerial performance is
accepted in Bahrain but the means through which it is
to be achieved is argued to be consistent with the

(81) A major vehicle for such change

local culture.
is planned management development pursued through a
variety of means including direct hiring of expatriate
managers, management contracts, short-range and
long-range efforts aiming towards the professional
development of local Bahraini expertise. The
complexity of the picture is perhaps suggested by the
fact that a good percentage of the 26 CEOs who
responded to the April 1986 questionnéire either
disagreed or strongly disagreed with the statement that
"traditional cultural values in Bahrain have generally

facilitated the emergence of the management
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profession', and a sweeping majority of the same groﬁp
did not accept a statement '"a manager in Bahrain is
expected by society to emphasise efficiency much more
than public relations or employee satisfaction.' Along
the same 1lines, many managers also approved of a
statement suggesting that managers should not fail to
protect their own people when efficiency is
compromised. This is partly due to the pressures and
expectations generated by the leadership patterns and
expectations patterns prevalent in society (refer to

Appendix A and B attached).

In the West, a clearer trend in the direction of
"professionalising" management ranks started to take
shape with the distinct promise of evolving a common
language and to some degree an accepted code of
practice. Citing an example would be the MBA which
seems to be emerging as. a common professional
.denominator among management practitioners. The other
advantage of the Western countries is the existence of
a relatively long tradition extending over a century
which has 1led to the emergence of a professional
climate emphasising efficiency, rationality,
impersonality and an overriding work ethic. However, a
number of Bahraini managers are still not on par with

their international counterparts.
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Though the importance of having appropriate academic
qualifications and management training is realised and
called for by many Bahraini organisations as well as
executives, the doubt expressed by some Bahraini chief
executive officers whether they «could follow the
Americén example of insisting on an MBA. Such doubts

were based according to what many expressed on:

1 "that the supervisory-managerial personnel have no
prescribed or standard entry requirements as they
reflect a wider variety of backgrounds,
disciplines, specialisations, values and

expectations.

2 Managers approach their tasks in many different
ways and identifying with a wide Trange of
management philosophies, schools of thought, styles
and problem solving techniques.

3 Management practitioners often express scepticism
about the 'relevance' of any body of knowledge to

what they do and operate with little mor% t%an the
" 82

questionable guidance of trial and error.
The Bahraini environment, it should be noted, has
demonstrated its impressive ability to adjust to and
cope with changes borne out of greater emphasis on
management development. Such an adjustment and
receptivity to change, however, can only proceed at a
slow to medium pace to avoid tensions and ruptures

caused by overloading. The strains of management
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development mostly through the transfer of know-how
from abroad are still partly countered by the limited
diffusion of the new expertise and its 'contained'
impact which, however, has clearly been on the rise in

Tecent years.

Tensions and conflicts associated with management
development in Bahrain were recently highlighted in a
major specialised seminar held at Gulf Polytechnic and
referred to earlier. A leading Bahraini manager noted
the urgent need to be selective in what is incorporated
to ensure that 'whatever is transferred is compatible
with the Bahraini culture and environment."(ss)

Taking issue with his colleagues, another Bahraini
manager called attention to the dilemmas facing
Bahraini management professionals who' 'have to
reconcile their education and professionalism with
their culture'. But, this manager felt, "it is not the
emerging management culture that has to be changed to

suit the local culture but rather the reverse."(84)

While another chief executive in one of the largest
international organisations stated that:

"Flexibility was essential, no single policy
could be applied across the board so within
the same organisation different cultures have
to exist, not only exist but co-exist and this
in itself can create problems. It is hoped
that over a period of two to three years a
fusion can take place in order that common
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objectives and a common outlook may Dbe
achieved."
Though he agreed that this will provide a challenge for
the chief executive, he concluded that:
"the personality of the Chief Executive and
his managers and their inter-relation was very
impor{ant, any change had to come from the
top."(85)
Further pressing this point through a question posed to
the group of 26 CEOs included in the April 1986
questionnaire (a year later) a majority of the

respondents agreed that for management standards to be

effectively developed the culture will have to change

along Western 1lines. The remaining 36% actively
disagreed.
This is an interpretation of the different

philosophies, attitudes and values that Bahraini
managers hold and practice. ft also represents the
dilemma facing some of the Bahraini managers as to the
question of transferability of Western managemenf
practice in Bahrain. Those who fully support the ideg
that for management standards to be effectively
developed the culture will have to change along Western
lines are voicing the ©professionalism aspect of
management. Such concerns were highlighted in the
seminar which took place on May 5th, 1986 where a

number of chief executives referred to modern
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management systems and procedures, creativity, skills
in par‘ with expatriates, research and management
information, academic qualification and training,

organisational environment, etc.

At the organisational level, the effects of management
development through incorporation of international
know-how can be seen more clearly particularly through
the attempts to combine the effective use of
transferred managerial expertise with the emergence of
a binding corporate culture which can help in cementing

the professional identity of mangers.

Managerial professionalism at the corporate 1level in
Bahrain is to a 1large degree promoted by the large
influx of Western managers and the clear emergence of
the country as a regional financial and business centre
thus reflecting the importahce of know-how and
corporate values. This makes it imperative to maintain
close 1links with the international community and to
operate according to international standards. Most
corporations in Bahrain place heavy performance demands
on their members who are encouraged to further develop
their capabilities through a variety of management
development opportunities. Among the CEOs interviewed,
the majority favoured intensive educational and

training programmes while the rest placed more emphasis
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on greater exposure through membership in professional

bodies.

The Bahraini corporate scene has undoubtedly witnessed
major changes towards greater professionalism which is
now widely accepted and diffused throughout the various

sectors of the economy.

Perhaps a clue to how such changes can be found is
suggested through the direct experience of a top

executive in Bahrain:

"... corporate culture had an enormous
influence on the capacity to change .....
corporate culture had to be managed and that
the success depended on how it was managed
..... for 50 years many companies were managed
from overseas under the umbrella of a
successful profit making multi-national
company cees management decisions were
invariably shrouded in secrecy and the company
existed in a virtual state of ignorance on the
broader 1issues. This state of corporate
imperialism existed until the late 70's .....
when a campaign of internal reorganisation was
began to change the culture and consequently
to change our self-perception ...... the
result would be more consultation, less
paternalism and more sharing of information.
By 1983 a change in corporate culture was
already apparent % change initiated by the
chief executive,"(86

At the micro or strictly managerial 1level obvious
enthusiasm for the acquisition of management expertise
and knowledge is clearly noticeable. Bahraini managers

exhibit a strong ‘'achievement motivation'(87) as a
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basis for legitimacy and expect recognition in return.
Many of them have either been or currently are the
beneficiaries of intensive management development
efforts which have, among other things, made them

highly receptive to change.

When asked to rank order Dbarriers slowing their
professional development Bahraini managers came up with

the following list:

(a) 1language

(b) inadequate educational background

(c) conflict with culture

(d) diminishing promotional opportunities

(e) high cost of management development

(f) presence of expatriate managers

(g) attitude of superiors

(h) 1less qualified individuals holding senior positions
(i) 1lack of family connections

Again, further follow-up achieved through the
subsequent April 1986 CEO questionnaire sheds more
revealing 1light on this important question. The
majority disagreed with the statement 'that Bahraini
managers are committed to self-development and spend

adequate time reading professional subjects’'.

The research evidence gathered during this study yields

qualified support for the observation that Western
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management systems are of limited relevance to the Arab

d.(88) Research evidence also indicates as

worl
reflected in a majority of Trespondents to the
questionnaires and through subsequent interview that
managerial professionalism is  highly valued and
supported at both the macro and corporate levels. The
sheer size of resources committed in its direction is
in itself a strong indicator. Evidence also points out
that the Bahraini managers have started to move in the
direction of achieving parity with their expatriate
counterparts. When asked to make a comparison between

the two groups, the chief executive officers

interviewed responded as follows:

Equally competent 3%
Generally less qualified 27%
No generalisation 10%

Among the April 1986 CEO group, the majority (74%),
considered the analytical skills and problem solving
ability of Bahraini managers not on par with expatriate

counterparts.

Thé need to dgvelop analytical skills and problem
solving capabilities is significant to many Arab
countries. For instance, Murrell in his article
'Understanding the Egyptian Manager: A Third World
Management Development Experience', points out many

problem areas of management in Egypt. One of which is
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the analytical skills and the rational thinking process
necessary to identify problems which is largely lacking

in Egyptian managers.(Bg)

It also revealed through the research evidence,
however, that a fairly good proportion of executives
felt that Bahraini managers are still unaware of major
international trends in management. They also cited
the need for greater efforts in the direction of
management education and training programmes. When
asked to assess success achieved so far in the transfer
of management technology to Bahrain, 43% indicated
positive results, 13% limited results, 10% greater need
for improvement, 7% thought the process was very fast
and 7% judged it not planned. Executive views on what
can be done to facilitate the incorporation of
'appropriate' managerial expertise to Bahrain were also
indicative. Two kinds pointed in the direction of
education, training and exposure to international
companies and only a few (13%) reco