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SUMMARY

ANALYSIS OF ORGANISATIONAL CLIMATE TO IMPROVE THE ADEQUACY OF
PRIMARY HEALTH CARE IN THE STATE OF KUWAIT

NASSER AL-SANE
ASTON UNIVERSITY
OCTOBER 1985
(Ph.D.)

This study covers two areas of contribution to the knowledge, firstly it tried to
investigate rigourously the relationships of a number of factors believed that they
may affect the climate perception, classified into three types to arrive to prove a
hypothesis of the important role that Qualification and Personal factors play in
shaping the climate perception, this is in contrast with Situational factors.
Secondly, the study tries to recluster the items of a wide-range applied scale for
the measurement of climate named HAY in order to overcome the cross-cultural
differences between the Kuwaiti and the American society, and to achieve a
madified dimensions of climate for a civil service organisation in Kuwait.

Furthermore, the study attempts to carry out a diagnostic test for the climate of
the Ministry of Public Health in Kuwait, aiming to diagnose the perceived
characteristics of the MoPH organisation, and suggests a number of areas to be
given attention if an improvement is to be introduced.

The study used extensively the statistical and the computer facilities to make the
analysis more representing the field data, on the other hand this study is
characterised by the very highly responsive rate of the main survey which would
affect the findings reliability.

Three main field studies are included, the first one was to conduct the main
questionnaire where the second was to measure the "should be" climate by the
experts of MoPH using the DELPHI technique, and the third was to conduct an
extensive meeting with the very top management team in MoPH. Results of the
first stage were subject to CLUSTER analysis for the reconstruction of the HAY
tool, whereas comparative analysis was carried on between the results of the
second and third stages on one side, the first from the other.

KEY WORDS: CLIMATE, HEALTH, ORGANISATION, ANALYSIS, KUWAIT.
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CHAPTER I

INTRODUCTION

BACKGROUND

1.1. LOCATION

The state of Kuwait is situated on the north eastern corner of the Arabian
Peninsula. It is bounded on the east by the Arabian Gulf, on the north and west by
the Republic of Iraq and on the south west by Saudi Arabia Kingdom. Kuwait
occupies a small triangle of land with an area of 17,818 square kilometers, the
density of population per square kilometer has increased from 13 in 1957 to 76 in

1980. The major part of the country is open desert land.

In 1897, Kuwait requested protection from the Great Britain against Othmans
control, and in 1899, became a British protectorate. Kuwait became an

independent sovereign national state in 1961.

The state of Kuwait could be described by the following articles of its

Constitution:-

Article One: Kuwait is an Arabian, independent, fully sovereign state. Neither its
sovereignty nor any part of its territory maybe relinquished. The people of

Kuwait form a part of the Arab nation.

Article Two: The religion of the state is Islam, and Islamic Law shall be a main

source of legislation.



Article Three: Arabic is the official language of the state.

Article Four: Kuwait is an hereditary Emirate, the succession of which is

confined to the descendants of the late Maburak-Al-Sabah.

Article Six: The system of government in Kuwait shall be democratic, under

which sovereignty is voted in the people as the source of all power.

1.2, Pupulétion

The population of Kuwait is 1.35 million in 1980 (0.56 million of Kuwaitis and 0.79
million non-Kuwaitis) its growth rate was approximately S.Q%Tbetween 1975-
1980. The population is characterised by a high proportion of foreign immigrants
(58.5% of the total in 1980) that can be explained by the lack of labour especially
the skilled ones and the provision of free social services such as health and
education, the high quality of life in Kuwait compared to other Gulf countries and
the arrival of Palestinian refugees along with Jordanians after 1950. The Kuwaitis
are among the youngest populations in the world; 50% are below 15 years anci in
the non-Kuwaiti population, 37% are below 15 years of age. This means that the

ratio of the inactive to the active sections of the native Kuwaiti population is

very high.

According to the Census in 1975 the population was distributed in the following

way:

47.5% Kuwait
20.5% Jordan and Palestine
6.1% Egypt

4.5% Iraq



4.1% Iran

4,1% Syria

3.2% India

2.5% Lebanon
2.4% Other Arabs
2.3% Pakistan
1.3% Saudi Arabia
0.8% Other

0.7% Muscat and Oman

From these figures, we can deduce that a high proportion of nationals from other
countries is a striking feature of the population of Kuwait, a fact that is taken
into account in the government's policies which attempt to create appropriate

conditions for the Kuwaiti population.

In 1980 the rate of population growth was very high, but though there have been
signs of decline recently, the government has not made any provision for
regulation of birth control. The only course of action open is to rationalise

migration into the country.

The government is interested in developing Kuwait's labour force to equip it with
the education and training necessary to provide technical, vocational and semi-
skilled labour in the industrial_ and service sectors. Its aim is to reduce
depenqency upon the non-Kuwait population and its interesf is to avoid a growth in
administrative and unskilled posts. ‘.

Through the years the population of Kuwait has shown a higher number of males
than females, until 1980 when statistics showed 982 males for every 1000

females. The non-Kuwaiti population is characterised by a preponderance of

males in the working age groups. Nevertheless the sex ratio declined between



1957 and 1980, indicating that migrants tend to form communities after long
residency. Another fact, is the slow decline in fertility noticed among Kuwaiti

and non-Kuwaiti women, and a rise in the age for marriage (see table 1.1.).

1.3. Socio-Economic Development

Kuwait enjoys the highest per capita income in the world at US $17,200 in 1980.

This is the result of economic development achieved in only two decades.

Industry

In earlier times, industrial actfvity in Kuwait mainly consisted of production of
dhows for fishing, pearl diving and commercial purposes. The discovery of oil
followed by large scale industrial and commercial activities has resulted in the
emergence of Kuwait as an important commercial centre in the region. Resulting
changes in economic and social structure and lifestyle of the people have created

new demands on the public services required and their quality.

Petroleum and natural gas are the main natural resources of the country and the
reason for Kuwait's rapid economic development. About 96% of Kuwait's total
production of crude oil and refinery products is exported and the oil revenue
provides Kuwaiti citizens with a guaranteed annual income, free health care,
subsidized housing, capital for industrial development, such as petro-chemical
production, fresh water production, electric power, building materials such as

lime, fishing, packing and various light industries and other social amenities.

Limited manpower, industrial pool and raw material, are the reasons for
government commitment to exploring the possibility of introducing new industries,

particularly light industries, in an attempt to diversify the existing industrial
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structure and reduce its dependency on petroleum.

Agriculture: The role of agriculture in the Kuwait economy continues to be
limited because of poor soil, a scarcity of water for irrigation and unfavourable
climatic conditions. Even though the contribution of the sector towards the gross
 domestic product is only 0.04%, the government is encouraging expansion
programmes in order to satisfy basic needs. Nearly 8.6% of the inhabited land
area has been put to agricultural use employing about 3,000 workers. Local
production of vegetables and milk exceeds 40% of domestic consumption. Poultry
production of eggs is steadily growing while fish caught locally meet almost 99%
of demand. Large amounts of food materials are imported every year in order to
provide a better quality and balance of diet to all sections of the public, rich and

poor; the government subsidies the price of several items in the food ration.

Education

The literacy rate was 64% for the total population of Kuwait aged 10 years and
above in 1975 (rates for males 71.5%, females 54,2%). Among Kuwaiti nationals,
55.4% literacy is composed of 70% among males and 40.9% among females.
Population of both sexes show an almost equal increase in literacy status since
1957. However, Kuwait females lag behind in literacy compared with their male

counterparts as shown in Table 1.2.




TABLE 1.2.

PERCENT LITERATE IN POPULATION, 10 YEARS AND OVER

KUWAIT, 1957-1975 (%)

Nationality 1957 1965 1975
M F TOTAL M F TOTAL M F TOTAL

Kuwaiti 53.6 25.8 40.3 60.6 30.5 46.0 70.0 40.9 55.4

M-K 50.2 52.5 50.6 60.7 59.9 60.5 72.5 68,7 71.1

Total 51.5 32.7 45.4 60.6 42.3 54.4 71.5 54.2 64.0
Source: Annual Statistical Abstract 1980 Table 39, C.5.0., Ministry of Planning, Kuwait

TABLE 1.3.
STUDENT ENROLMENT IN KUWAIT ((00© )
/
Sex Up to Secondary Adult University % of Total
Gov'ment Private Edu'tion Total population

Male 152.7 32.7 13.9 37 203.0 26.16

Female 132.7 2§.6 5.7 5.0 172.0 29.67

Total 285.4 61.3 19.6 8.7 375.0 27.66
Source: Annual Statisical Abstract, 1980, pp.347-382, Central Statistical Organisation, Ministry

of Planning, Kuwait.



In the year 1979-80 46% of current expenditure on public services was spent on
education and this illustrates the importance that government attaches to the role
of education in Kuwait's development. In response to the needs of a large
expatriate community in Kuwait private education has also registered appreciable
growth. The number of students enrolled during 1979-80 was about 61 thousand.
Great importance is also being attached to higher education. Kuwait University
provides advanced degree courses in the fields of arts, science, engineering
technology, medicine etc. Furthermore the Public Authority for Applied
Education and Training provides programmes in the fields of Technology, Business,
Health and Education in two-year colleges. In addition, deserving students are

sent abroad for higher studies.

The adult education programme provides literacy courses as well as religious
teachings to meet the needs of different communities. There were 19.6 thousand

participants in 1979-80 for different courses in the programme.

Education is free in government institutions and stipends and monthly allowances
are given to those enrclled in vocational training institutes., These measures
adopted by the government have raised the educational status of the population.
The current enrolements given in Table 1.3. indicate the encouraging response of
the male and female population of school age. More than a quarter of the total
male population and about 30% of females are pursuing studies or are
participating in differenct educational programmes. The govenment continues to
carry out a comprehensive educational policy which includes free education for
every citizen from the primary to higher poétgraduate levels and, as part of its
total welfare policy, eradication of illiteracy by promotion of adult literacy
programmes, diversification of specialised and higher education to meet the
demands of future generations and improvement of the quality of education at all

levels.



One of the reasons for the government's interest in improving the educational
level of the Kuwait population is that the quality of bureaucracy and its
administrative capacity affects the performance of government institutions. The
limited education and experience of the Kuwaitis have been major problems facing
the govenment and have obliged it to recruit and appoint non-Kuwaitis for certain
positions. It has always emphasized that such selection is temporary until such
time as the Kuwaiti-population reaches the required level of qualification for
the_se jobs. Other circumstances facing the government have included the
increase in state functions and services, demanding a level of educated personnel
not available in the country. It has, therefore, had to recruit people without the

necessary abilities and background.

Social Change

Kuwait society has changed considerably over the last two decades. A hard,
simple life in unfavourable weather and living conditions where family ties and
kinship relations were strong; where the elderly enjoyed authority in large
extended families and where division of labour was clear a.nd simple, has given
way to a more affluent society where the extended family system is moving
towards the nuclear pattern common in other developed countries. There is less
concern for family ties and community welfare compared to individual
 advancement, and many women are wanting to become active participants in the

suitable aspects of economic and social activity.

In Kuwait the discovery of oil and the development of industrial ac;tivities
attracted foreign workers, who brought with them different cultures, traditions
and values. None of these groups mix with the others at all, making Kuwait a
pluralistic society, that is one of different cultures live together but compounded

into one unit. Economic interest is the common factor that keeps them together,



therefore, and the Kuwaiti community, despite the changes in population and

social system, retains its social values and customs.

The Kuwaits are the most influential group in the society. Because of their status
their nationality gives them advantages over non-Kuwaitis in the administration
but the latter, because of their knowledge and skills, are necessary to society.
Currently, one of the government's policies is to motivate Kuwaitis to prepare
themselves to become more capable in all fields. Another government interest is
the provision of essential commodities at reasonable and subsidi;ed rates, through
co-operative sociel:i-es in the weaker sections, with the objective of promc;ting

social welfare and avoiding health pmbléms in the population.

Health Status

The health status is rapidly changing from that of a developing country to that of
a developed country. More emphasis is placed on preventive medicine and good
nutritional diet. Life expectancy at birth is now 69 years, while the causes of
morbidity and mortality are a combination of diseases associated with developed

countries. =

The table (1.4.) shows the leading causes of mortality and morbidity in Kuwait
ranked according to the estimated total years of life lost to society because of

_each of them.

For children less than one year old, problems in the perinatal pericd constitute
nearly one third of all deaths. Intestinal infection, diseases and pneumonia
account for another one-third. Motor vehicle accidents constitute the primary
cause of death among children in the age groups 1-4 and 5-14 and for young adults

in the 15-44 age group. For persons 45 years and above, Ischaemic heart disease is

10



TABLE 1.4,

ESTIMATED YEARS LOST TO SOCIETY IN KUWAIT DUE TO

MORTALITY BY LEADING DISEASES IN 1979

Cause of Mortality Years Lost

(Groups of basic tabulation list ICD-9)

Perinatal Diseases* 10,695
Motor Vehicle Accident ' 9,596
Pneumonia 7,184
Congenital Anomalies 7,065
Intestinal Infectious Disease 6,600
Ischaemic Heart Disease 6,414
Malignant Neoplasms 6,333
Other Injuries** 4,519
Cerebrovascular Disease 2,516
Hypertensive Disease : 1,929
* Includes birth injury, difficult labour and other anoxic and hypoxic

conditions.

*% Accidental falls, accidents caused by fire, flames and late effects of other
injuries.
Compiled from: Vital and Health Statistics Division, Ministry of Public

Health, Kuwait, Annual Report 1980,

11



the major cause of death (table 1.5. Appendix 1). The government's Kutwait
Health Plan, 1982-2000, mentions that the causes of sickness and death are
correlated with the habits and lifestyles of people, for example smoking, eating

excessively, imbalanced diets and lack of exercise,

12



1.4. Kuwait's Public Administration Structure

The government's role has expanded, and new functions have been introduced,
causing the government structure to increase in complexity and a need for better

administration to arise.

Figure No.(1.1) outlines the State's organisational structure. At the head of the
structure, as the State's Constitution declares, the Amir presides over the
country: "The Amir is the head of the State" (Articlé 54)., "The system of
Government is based on the principle of separation of powérs fuctioning in co-
operation with each other in accordance with the provisions of the Constitution.
None of these powers may relinquish all or part of its competence specified in the

Constitution” (Article 50).

There are three powers in the Kuwaiti system:\ Legislative power, Executive
power, and Judicial power. "Legislative power shall be vested in the Amir and the
National Assembly" (Article 51). and "Executive power shall be vested in the

Amir, the Cabinet and the Ministers (Article 52).

"Judicial power shall be vested in the Courts, which shall exercise it in the name
of the Amir" (Article 8). Details of that will be subject to the limits of the

Constitution.
I will explain the executive power in more detail because | intend to concentrate
my attention on the Ministry of Public Health, an organisation under the executive

power,

The Executive Power:- [t is vested in the Amir and the Cabinet. The Cabinet is

composed of ministers appointed by the Amir (at present, Shaikh Jaber Al-Ahmed

13



Al-Sabah) upon the recommendation of the Prime Minister. Ministers are

appointed from amongst members of the National Assembly and others.

The Cabinet decides upon issues relating to the State's general policy, sanctions
any projects suggested by the Amir through the relevant Ministry in the National
Assembly, and also sanctions treaties concluded by the State. Moreover, the
Cabinet settles any disputes concerning points of view or concerning areas of
specialization between two or more ministries. The Cabinet also gives
exceptional decisions concerning appointments, promotions, extending periods of

service, pensions, remunerations, or non-disciplinary dismissals.

Thus we see that the Cabinet shares with the Amir the duties of formulating the
internal policy of the State, as well as its foreign policy, of concluding treaties,

passing laws, appointing public officials and relieving them from office.

The top administrator in each ministry is the Under Secretary. His position is
permanent and although he is not appointed by the Minister, the Minister may if
the position is unoccupied, nominate a candidate and present him to the Council of
Ministers for approval. He will then be appointed by Royal Decree. The Minister
approves some administrative decisions but most can be made by the Under
Secretary. The latter has assistants appointed by Royal Decree but nominated by
the Minister and approved by the Cabinet. At the same time the‘:Under
Secretaries have several administrations each of them headed by an
administrator. The administrations are divided into several departments and each
department is divided into serveral divisions and then, into personnel.

Any position from Assistant Under Secrtarya:tp, must be filled by a Kuwaiti
citizen. All positions below the assistant Under Secretary can be held by non-

Kuwaiti citizens.

14
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Fig. 1.1 The State of Kuwait Organisational

Structure

Key:

1. Head of The State His Highness
The Amir. :

2. His Highness The Crown Prince
& The Prime Minister.

3. Supreme Defence Council

4. Supreme Petroleum Council

5. Kuwait Fund for Arab Econ. Dev.

6. Minister of State for Cab. Aff.

7. Sec. of Council of Ministers.

8. Nat. Council of Cult.,Lit. & Art

9. Youth Welfare Council

10. Central Tenders Committee

11. Kuwait Municipality

12. Gen. Div. Firefighting

13. Ministry of Oil

14. Min. of Communications

15. Min. of Finance

16. Min. of Elec. & Water

17. Min. of Justice, Leg. & Admin.Aff.

18. Min. of Public Health

19. Min. of Soc. Aff. & Labour

20. Min. of Defence

21. Min. of Interior

22. Min of Foreign Affairs

23. Min of Education

24. Min. of Planning

25. Min of Commerce & Industry

26. Min. of Awgaf & Islamic Affairs

27. Min. of Information

28. Min. of Public Works

29. Min. of Housing

30. Kuwait Petroleum Corporation

31. Sup Council Civil Aviation

32. Public Ports Authority

33. Director General Civil Aviation

34. St. Prop. Serv. Dept.

35. Pub. Inst. Social Security

36. Credit§Savings Bank

37. Kuwait Central Bank

38. Kuwait Airways Co.

39. Customs Div. General

40. Dept. of Legal & Adv.

41. Civil Service Com.

42. Central Training Dept.

43. Gov. of Capital

44. Gov. of Hawalli

45. Gov. of Ahmadi
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46.
48.

49.
50.

51.
52.

Gov. of Jahra

Pub. Auth. for S.Arab & Gulf
Supreme Council for High
Education

Kuwait University

Shuaiba Industrial Area
Authority

Kuwait News Agency

National Housing Authority



Kuwait's Public Administration Organisations:

Government organisations fall into six types, as follows:-

The Ministries:- These are the main government bodies, they are responsible for
carrying out the policies of the cabinet and the implementation of laws made by

the National Assembly,

According to the constitution, the maximum number of ministers should not -
exceed one third of the National Assembly members (16 at the most). However,
there are some ministers who are responsible for more than one ministry. There
are two types of ministries, sovereign ministries, ie. Defence, Finance, Justice
and Foreign Affairs, and services ministries, ie. Health, Social Affairs, Education,
Housing... As for the other government departments, these include t-‘.he' Civil

Service Commission, Directorate General of Civil Aviation.

Public Organisations:- These are government bodies mostly presided over by one

of the ministers. The specialised nature of their functions renders them,
according to their initiating decree, to .some extent independent as far as financial
and administrative affairs are concerned. They are financed from the State
treasury, and a share of their revenue goes to the State; examples of these are the

Kuwait News Agency, Kuwait University, and the Public Authority of Investment.

Public Establishments: These are commercial, industrial and service profit and

non-profit organisations. They enjoy a great measure of independence, both in
their financial and their administrative affairs. Although these establishments are
not presided over by any particular Minister, they are ultimately attached to one

Ministry or another. Examples of these establishments are:- Central Bank of

17



Kuwait, Kuwait Airways Co., Savings and Credit Bank, Kuwait Fund for Arab

Economic Development.

Local Administration:- In spite of the small size of the geographical area of

Kuwait, the Central Administration's great volume of services made it necessary
to develop a form of local administration. Therefore, Kuwait is divided into four
Governorates: Capital's, Hawalli AL-Ahmedi, and Al-jahra Governorate. The
head of each of these is a Governor with the rank of just less than minister.
Through the councils, these governorates co-ordinate government services at a
local level. They also offer advice bn these services. The head of the local

administrative framework is a council with the Prime Minister as its president.

Nationalised Industry:- This comprises companies whose total number of shares is

held by the State. Thus, the State appoints all members of their Boards of
Directors. The National Petroleum Company, Petro-Chemicals Industry, Kuwait

Oil Tankers Co. and The Kuwait Flour Mills Company a_re prime examples.

Supreme Councils:- These are councils presided over by the Prime Minister or one

of the Ministers. Membership includes officials who have the duty of formulating
the policies of some specific sectorsand of taking the necessary decisions for co-
ordinating work with the competent government departments. Examples of

Supreme councils are: Defence, Qil, Higher Education, Youth and Welfare.
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1.5. Characteristics of the Kuwait Administration

The government does not héve a specific recruitment policy but relies on old
policies in existence prior to the discovery of oil. These are, therefore, associated
with many incorrect assumptions, such as jobs for all citizens regardless of their
qualifications, education or training. At present, such policies are producing
difficulties in implementing plans because personnel do not have the necessary
skills and the administration suffers from overlapping between units because there
is a lack of coordination between them which produces a duplication of
activities. One of the factors that contributes to communication difficulties
between them is the lack of an effective Data System. There are problems with
defining job activities and classifying them, a fact that contributes to imbalance
in the number of employees in some units. The absence of standards produces an
unfair distribution of work and poor performance, nobody is really responsible

because their boundaries have not been defined.

Another factor that helps to explain the current state of the Kuwait
administration is the different values of different groups in society. Outside
groups do not criticize the way the administration works, but oppose only thase
procedures which have caused problems to them, personally. This means that
administrative béhavinur is accepted by society, whicH, in a sense, therefore,

supports the inefficiency of government administration.

1.6. Development of The Ministry of Public Health:-

What is called today The Ministry of Public Health was originally (in 1950's) the
Department of Health, Health services were however, provided rather earlier than

that date, from the time when the first dispensary with one physician and one
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pharmacist opened in 1939. In 1949 the first hospitai was opened (The Amiri

Hospital) and in 1962 The Ministry of Public Health was established

Kuwait's Commitment to Health:-

Four articles (9, 10, 11, .15) in the Kuwaiti Constitution reflect the Legislative
commitment and the political support for health. The principles defined there
concern the preservation of Law and the strengthening of family ties and,
consequently, protection of the mother and the child. Youth are also protected,
from exploitation and from moral, physical and spiritual neglect. The State

ensures aid to elderly citizens, those who are ill or unable to work, and is also

responsible for public health.

The Structure of MoPH:-

It is important to focus on the organisational structure of MoPH before talking

about the research conducted there.
MoPH has a pyramid structure as in figure (1.2.).

1. Top Management: this represents the top of the pyramid, formulates plans and
policies, and coardinates affairs amongst the various departments within the
ministerial body. Top management includes H.E. The Minister of Public Health,
the Under Secretary, and five assistant under secretaries.

2. Middle Management: this takes decisions on issues governed by existing laws
and regulations, according to the policies formulated by top management. Middle

management includes the department heads and controllers (Sub-department

heads).
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3. Supervisory Management: this is responsible for routine executive work and for
solving detailed problems. This level is composed of section heads and sub-section

heads.

Regionalisation policies have brought about the establishment of six

geographically defined health regions, each responsible to a director.

The Personnel of MoPH:-

The second largest number of government personnel comprises those who work in
the health services. Table (1.6.) show that the total number of employees was

27,510 in 1981 representing 18% of public servants in Kuwait.

Sector Kuwaiti - Non-Kuwaiti Total Percentage of
Government |
Personnel
Education 17506 31927 49478 32.5%
'Health 6201 21309 27510 18%
Security
& Justice 15658 3734 193592 12.8%

Table (1.6) Public Workers in 1981

Source: Civil Service Commission, The Annual Report 1981, Kuwait, 1981 p.85

(in Arabic)
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In 1982 the personnél structure of the MoPH took the following shape:

1. Profession and Nationality:-

From Table (1.7.) it can be seen that the total number of workers in MoPH was

30481 classified into professional, nationality and sexual categories:

Profession Nationality Sex

Kuwait  Non-Kuwait M F Total
Doctors 462 2025 1886 601 2487
Pharmacists 66 279 2719 247 345
Administrators - 3066 2078 2964 2180 5144
Technicians 1030 3121 2791 1360 4151
Nurses 663 7226 1091 6870 7889
Service 1953 3286 3143 2096 5239
Supportive
Staff 561 4665 5185 41 5226
TOTAL 7801 22680 17235 13246 30481

Table (1.7)

Source: Manpower Statistics, Ministry of Public Health 1983
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2. Sex:

From table 1l.7. it can be seen that 17235 of the wbrkers in MoPh are male

whereas 13246 are female. Details of profession by sex are given.

3. Departments:

The personnel of the headquarters, or central administration, of MoPh where the
sample of this study was chosen, can be viewed by their distribution among
departments ranging from 5 personnel in Treatment Abroad to 391 in the Financial
Affairs department. For details of personnel of other departments see (Table 1.8.

Appendix 1).

4, Level:

Regarding the size of management staff in the whole organisation of MoPH, they
can be listed on levels starting from Department Heads who number 21, to the
lower level of 35 Section Heads. Those who work in the HQ are to be listed in the

methaodology chapter under (sample) title.

5. Salary:

The salary scale for the personnel of MoPH is subject to the Civil Service Law and
Regulations. Three categories emerge from the data gathered. First, those who
receive up to 400 Kuwaiti Dinars, numbering 23677; second, those who receive

401-600 K.D's, numbering 4289 and third, those who receive 601-999 K.D's

numbering 2913 workers.
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6. Service Length:

Service length ranges from less than 1 year of service, 2142 in number to those

with more than 20 years of service, who number 1274. (Table 1.9. Appendix 1).

7. Age:

The age range is from as young as 20 years - 324 personnel, up to more than 60

years, who number 350 personnel. (Table 1.10. Appendix 1)

1y
National Health Policy Principles for Care Services:-

Immediately, after the World Health Organisation announced "Health for all by
the Year 2000", Kuwait was one of the first countries to respond positively. A
planning team for the translation of this announcement and the specification of its
implications for Kuwait and an office for national health planning was established.
In 1979, this was directly linked to the top management of MoPH; resources were

made available and access and support were given to fulfil the objectives stated.

The team produced the following guidelines to enhance the overview of health
planning, not only in the interests of formulating the five year health plan (1981-
1986), but also to continue guiding health policy-making in Kuwait for its people

to the year 2000.

Sixteen policy guidelines were introduced concerning a number of issues, such as
accessibility (physical and financially), the right of every individual to benefit
from the health service to a level that permits him to live a socially and
economically productive life. Priority was given to the areas of greatest need,

where efforts would return the greatest benefits. Emphasis is also to be given to
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the less favoured people in the society, in particular the handicapped, children and
mothers. The Alma-Ata Declaration of the World Health Organisation on primary
care 1979 is fully accepted by the government of Kuwait, whereby priority is
given to the following primary health care activities: Health education, Nutrition,
water supply and basic sanitation, maternal and child care, including family
planning, immunization; prevention and control of locally endemic diseases,
treatment of common diseases and injuries, provision of essential drugs.
Moreover, emergency care, dental and mental health are considered to be among
the .basic essential services. The government holds overall responsibility for
health care and it is MoPH in particular which carries this responsibility, This
does not mean, however, that other competent parts of the government do not
share the responsibility. The guidelines place great emphasis on the importance of
coordination among them. Principles of modern and scientific planning shall quide
the development of health services. Health manpower should, over time, depend
upon Kuwaitis. Training programmes should be established and defined for the

development of health manpower in general.

Community participation is encouraged; communities should be involved in the
financing and directing of services at the local level in order to rationalise
usage. The Private Sector is to remain regulated to ensure its availability for
those willing to use it as an alternative, and to ensure that this sector is not only
concerned with profit-making. Inter-Country cooperation and coordination is

encouraged, especially in the Arabian Gulf area.

The ninth principle for policies was that of health care management, which should
"ensure the best utilisation of the available resources, proper integration of the

services, appropriate decentralisation, and high levels of effectiveness, efficiency

and quality of health care". (p.II-3)
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Constraints in Developing Future Health Plans:

The most important challenges that the Health Service has to face can be
described as:

The rapid growth rate of the population: since the population at the moment is
growing at a rate of 6.4% every year a similar rate of expansion is required to
double the existing services every eleven years or so, in addition to covering any
existing shortfalls. Uncertainties about the size and structure of the population
are factors that have to be considered as well. When the health place will be
made and the population growth will depend on the government's future policies.
The high financial cost for the government implied by the provision of a national
health service free of chagrge and without any type of cost sharing or contribution
by beneficiaries. Scarcity of local resources and manpower that creates major

dependencies on outsiders.

Adequacy of the Primary Health Care:

What Kuwait really is spending on health is not an indication of its concentration
on primary health, which has been given a priority by the fully acceptance of
WHO, ALM/-ATA declaration concerning primary health care, in 1977 only 22% of
the expenditure on health being spent on primary health care which is lower than

most of the countries.

The development of health care services after the modern state (1961) faced a
major gap between 1965-1977 where there was not sufficient increase of beds to
match the enormous increase in the population, the bed ratio declined from 6.1 in
1965 to 4.6 in 1970, and from 4.1 in 1975 to 3.7 in 1977, 3.6 in 1980. Between
1968-1977 there was not any hospital to be established. On the other hand the

financial resources allocated to health were increasing by 320% in 7 years (1973-
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1980) while the population increased by 60% only in the same period. So although
the financial resources were available, the health facilities development was far
behind the optinal usage of those resources.

Primary care facilities should be available in the suburbs and regions adequately.

The Present Situation of Health Service in Kuwait

The current National Health Plan draft stated about the 1968 plan draft
mentioned that most of the targets regarding facilities, manpower and the
management issues were not fulfilled at the end of the five year period and about

the 1975 plan draft that the pre-stated targets have been only partly achieved.

From another perspective, the health committee in the Board of Planning (later
the Ministry of Planniﬁg) stated in 1975 three aspects of lack in the health
services. One of these was the weakness of performance effectiveness in
organising the health services and under the heading "GAPS" the working team
that started to formulate the National Health Plan for Kuwait (1981-1986), stated
in the draft of the plan: "Despite the enormous improvement in health services
during the last 20 years some serious gaps are evident, which require considerably

organisational change if they are to be bridged.

So it is clear that there is an organisational gap between the needed and the

actual level of health services in Kuwait.

In this study, the application of organisational climate theory to MoPH is a way of
improving the managers and the lower levels' perception of the reality of MoPH,

which leads for better outputs of MoPH by a better utilisation of its human

resources.
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Products, services, are assumed to be increased by the increasing of performance

and job satisfaction which is affected by the climate perception.

It is probably indirect approach for the improvement of MoPH services, but it is

definitely a reliable one.

1.7 Organisation of this Thesis

This thesis contains six chapters, the first one is dealing with the background
materials concerning Kuwait and its health situation where the weaknesses in

management and organisation of the services could be seen.

The second chapter will cover the theoretical consideration regarding the concept
of organisational climate and the factors affecting the perception of it. The third
chapter will cover the methodology, the research questions and hypotheses, the
statistical techniques, the sample characteristics and the development of the

research process.

In the fourth chapter the presentation of the results will appear, the analysis of
such results is to be covered in chapter five. Chapter six will be concerned with
-the conclusion and recommendations for further academic research as well as for

the development of MoPH.
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CHAPTER II

Organisational Climate

2.1 Introduction

'Success' is what managers seek everywhere, at all times; to discover what makes
an organization successful is the aim of most of the research in the field of

organization, although this remains inadequately covered.

The best utilization of available resources is the issue appearing most commonly

in the literature as representing the key to "success".

The task for researchers in management, therefore, is to understand this key to

open the doors to "success".

In their widely-read book "In Search of Excellence", the authors emphasize a
concept called "organizational climate", which they consider to be an important
factor in analysing the efficiency of an organization in attaining success. This
concept is covered in a book by Gordon G and Cummins W (1979) which states", in
asking about organizational climate, we are really asking how effectively that
organization is mobilizing its human resources" (p5) and

"climate is the focus of a complex of forces within an

organization upon its people. A knowledge of climate enables

management to harness those forces towards the

accomplishment of organizational goals. When this happens,

a tremendous reservoir of energy and motivation becomes

available"(p5)

By studying climate managers will know how different procedures and
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practices will stimulate (or otherwise) their employees' needs and how their

motivation can be stimulated.

What then,' is the definition of organizational climate? How has it been
developed in the literature? What are its dimensions? What are the
factors affecting it? How can it be measured? The answers to these

questions will be sought in this chapter,

2.2. Definition of the Concept of Organizational Climate and Different

Approaches to it:-

Definitions

There are as many definitions of the concept of organizational climate as
there are writers on the subject. However, it may be worth noting that
research into behavioural science and social psychology has resulted in
theories about work places which are measurable and quantifiable. My
synthesis of these definitions shows a concentration of the interaction
between people and the place in which they work. Organizational climate
therefore can be defined in those terms, and it is the ability to measure

this climate in practical terms which has produced a management tool.

Litwin and Stringer (1968) consider that the organizational climate is "the
set of management practices and organizational characteristics that
influence the sttitudes, beliefs and motives of people in an organization".
(p200-202) Halpin and Croft (1966), hold that organizational climate is to
the organization as personality is to the individual, whereas Hellriegel and
Slocum (1974) define it as "a set of attributes which can be perceived about

a particular organization and/or its subsystems, and that may be induced
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from the way that organization and/or its subsystems deal with their

members and environment" (p 256).

Andrew J Dubrin (1974) descfibed climate as "the feel", "personality" or
"character" of the organization's environment.

As can be seen from definitions of organizational climate the concept has
emerged from a moulding of more than one school of thought. Research in
different aspects of psychology was being developed in parallel. However,
until the study and teaching of management appeared as a subject in its
own right, no attention had been given to the practical application of these

emerging theories.

How did the concept of Organizational Climate develope originally?

The concept of OC was developed first by psychologists (D Hellriegel and J
Slocum 1974, p261) as early as the 1930's; it was Kurt Lewin (1946) who
conceived the notion of "psychological climate". He recognized
psychological atmospheres as empirical realities and scientifically
describable facts. He was followed by Lippitt and White (1958) who
introduced the idea of climate as a powerful force for changing previously

acquired behaviour tendencies.

Muzafer Sherif (1958)came to the same conclusion as Lewin. He realized
the importance of the critical and analytical approach to a situation in

ensuring awareness of the determining effects of its surroundings.

As OC questionnaires were constructed in the light of these definitions,
some researchers have speculated that the choice of appropriate variables

was influenced by the psychological background. Others, (James et al 1974)
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argue that psychologists should abandon that position and develop models

according to the organization reality.

Another consideration that emerges in this issue is the need to
differentiate be.tween 'Organizational Climate' and 'Psychological
Climate'. The former refers to organizational attributes whereas the latter
refers to individual attributes (James et al 1974). With this clarification
we can analyse the organization as a whole taking into consideration the

relevant dimensions that facilitate comprehension and analysis of climate.

Different Approaches to the OC Concept

It must be mentioned, however that within an organization different
climates can exist and a more realistic analysis can be done o recognise

the groups that have different perceptions of the OC (Berman, (1980).

Johnston (1976) also supports that different climates can be found within an
organization. Citing .a number of research papérs, the view he observes
that the common element was that variations of situational factors can
result in more than one climate within an organization. Such variations and
their influences on individual behaviour could, he feels, explain the failure
of many studies to show a strong link between perceived climate and

productivity because they assumed that each organization had only one

perceived climate.

He also said that in the studies he analysed it was generally assumed "each
organization had a single, persuasive climate, however, if there are
multiple perceived climates, the measures used would produce an average

perceived climate that perhaps did not exist in any of the sub units or
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levels of the organization". (p 101) I found that Pyne and Pugh (1976),
discussing the same finding whentheysaid "measures of perceived climate

were differentt across hierarchical levels". (p1167)

This last finding is coroborated by Gordon and Cummins (1979), who claim
that "top management tends to perceive climate more favourably than do
those below" (p 55) and Hellriegel and Slocum (1974) (p 272). All of this
* evidence supports the argument that the concept of climate has not been

clearly understood and applied.

The idea that there are different approaches to viewing Organizational
Climate (OC) was introduced in 1974 by James L and Johnes A who

classified these approaches thus:

A The multiple measurement-organizational attribute approach.
The perceptual measurement-organizational attribute
approach,

C The perceptual measurement-individual attribute approach.

A The mutliple measurement-organizational attribute approach

was defined by Forehand & Gilmer in 1964:

organizational climate refers to the "set of organization
characteristics that describe an organization and that (a)
distinguish the organization from other organizations, (b) are
relatively eduring over time, and (c) influence the behaviour of
people in the organization" (p 362).

o

The perceptual measurement-organizational attribute approach
was defined by Campbell et al in 1970:

organizational climate is a "set of attributes specific to a
particular organization that may be induced from the way the
organization deals with its members and its environment. For
the individual member within an organization, climate takes
the form of a set of attributes and expectancies which describe
the organization in terms of both static characteristics (such
as degree of autonomy) and behaviour-outcome and outcome-
outcome contingencies”, (p 390)

and by Pritchard and Karasick in 1973.

"organizational climate is a relatively enduring quality of an
organization's internal environment distinguishing it from other
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organizations; (a) which results from the behaviour and policies
of members of organizations, especially top management; (b)
which is perceived by members of the organization; (c)
whichserves as a basis for interpreting the situation; and (d)
acts as a source of pressure for directing activity". (p 126)

O

The perceptual measurement-individual atribute was defined
by Schneider and his associates (1973) as follows

"The concept of climate in the present research must be
described as personalistic; climate is an individual perception.
There was no attempt to restrict the climate definition to
perceptions shared by members of a work group or
organization. As stated elsewhere (Schneider and Bartlett,
1970), "what is psychologically important to the individual
must be how he perceived his work environment, not how
others might choose to describe it". (p 510,p 254)

2.3. Dimensions .of Organizational Climate

With regard to the definition of the word DIMENSION, Webster's Third New
International Dictionary defines it as "the particular set of ...
environmental factors ... with reference to which something is

viewed....,.... one of the aspects of a cultural phenomenon".

So dimensions are the boundaries or planes that can be, or are to be
measured. Organizational climate cannot be seen physically but takes a

shape once it has been measured through survey.

None of these dimensions stands alone, they all relate to each other and a
movement in one will cause reaction in one or more of the others. These
dimensions all relate to the overall internal workings of an organization or
subsidiary. There are other specific dimensions such as geography and
governmental influences which may be studied individually and which will
help to interpret the results of these standard dimensions. (Gordon and

Cummins, 1979)
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There are a number of questionnaires which are used to measure
organizational climate (Hellriegel and Slocum, 1974). A few of these have
been subjected to factor analysis techniques to determine their
commonality (Munzenrider, 1976). Five major approaches are to be

mentioned:

A Business Organization Climate Index (BOCI) was developed by
Payne and Pheysey in 1971 from the work of G C Stern. The
index measures the eight dimensions of organizational climate

ass

Administrative Efficiency: Work well planned, monitored and
controlled, good communication, efficient operation.

Job Challenge: Tasks provide novelty, variety and challenge.
Job provides advancement and recognition. Developmental
opportunities.

Management Concern for Employee Involvement: Good upward
and downward communications. Informality in
supervisor/subordinate relations.

Open-mindedness: Personal and extreme views may be
expressed. There is a problem solving approach to mistakes.
Open-mindedness is stressed as a value,

Egalitarianism: Advancement is based on good performance.
Status or "pull" are unimportant. Absence of cliques.

Altruism: People are sympathetic to one another. Beginners
are helped to learn the ropes. People help each other out.

Rules Orientation: Rules and regulations are important and are
enforced. Rules observed. Rules are prominently displayed.

Sociability: Good team spirit. Ample opportunity for social
events with co-workers.

B The Organization Climate Description Questionnaire (OCDQ)

again identified eight dimensions. It was designed by Halpin and Croft in

1963 for use in secondary schools. Margulies wrote a general version for
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his thesis in 1965. The eight dimensions are divided in two. The first half
refers to various facets of the organization members' behaviour in their

work groups and the second half to aspects of leaders' behaviour.

The eight dimensions identified by OCDQ@ techniques were:-

Disengagement: a tendency for organization members to be
"not with it". The dimension describes the degree to which a
work group is just "going through the motions", and to which it
is not involved with the work at hand.

Hindrance: the feeling that people are burdened with routine
duties and "busywork".

: Esprit: a measurement of morale. People feel that their social
needs are being satisfied and, at the same time, feel that they
are accomplishing something in their work.

Intimacy: friendly social relations, not necessarily related to
task accomplishment.

Aloofness: leader behaviour characterised as formal and
impersonal,

Production Emphasis: close supervision. The leader is directaor,
and communications tend to be "one-way",
Thrust: leadership by example rather than by direction.

Consideration: leader behaviour characterised by the leader

acting "humanly", doing extra little things for subordinates in
human terms.

Three second order factors were found by factoring these findings, namely,
Social Needs, Esprit and Social Control. By clustering the schools into
groups belonging to the three second-order factors, the following types of
climate were identified: (a) closed, (b) paternal, (c) familiar, (d) controlled,

(e) autonomous and (f) open.

C The Organization Climate Survey (OCS) This was originally
designed by Litwin and Stringer but revised by Litwin and Meyer (1968).

They found six dimensions of climate which were described as:
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Conformity: the feeling employees have about constraints in
their work situations: how many rules and procedures there
are. )

Responsibility: the feeling of "being your own boss".

Standards: the emphasis that employees feel management puts
on doing a good job.

Rewards: the feeling employees have about being rewarded for
good work rather than merely being punished for mistakes.

Organizational Clarity: the feeling that things are pretty well
organized rather than being chaotic,

Team Spirit: the feeling that good relationships exist among
members of the organization, and that people are proud of
being members".

Analysis of the results from both field trials and laboratory tests showed
that one could determine the types of leadership that one could expect to
find in given situations. The results were generally those of authoritarian,
democratic and lasissez-faire climates as found by Lewin, Lippitt and

White (1939) mentioned earlier.

D The Profile of Organization Characteristics (POC) developed by
Likert adopts a different approach. One can study the organization as a whole

according to the different climates found. This macro approach is found from

the various domains within an organization.
The process domains are:

Leadership

Motivation

Communications
Interaction-Influence B
Decision-making -
Goal-setting

Control systems

s onwv BN

38



These are found whether or not the firm has any of the following climates: (a)
exploitative-authoritative, (b) benevolent-authoritative, (c) consultative or (d)

participative-group.

Munzenrider (1976) concluded that the last three instruments, OCDQ, OCS
and POC, were measuring roughly the same thing when speaking in terms of

organizational climate. (p176)

E The Hay Management Climate Survey:- Hay Associate took four
years to develop the survey into a standard formula which would fit most
companies. By compiling individual questionnaires for each company
surveyed, it became clear that a pattern was emerging from which the annual
Management Climate Survey was compiled. Factor analysis of the results
consistently portrayed eight dimensions through which a company could be

viewed when measuring climate.

These are:

organizational clarity
decision-making
organizational integration
management style
performance orientation
organizational vitality
compensation

human resources development

o~ PN -

and

1 Organizational clarity - the extent to which the employees

perceive and understand the goals, processes and activities
of the company. A high score indicates good
communications, a low score, that the workforce is unsure

of company policy or that there has recently been a major

change in the company.
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Decision-making - the extent to which decisions are made

in a rational manner, effectively implemented, and
systematically evaluated in terms of their effecfs. A high
score indicates confidence in the company. A low score
could indicate that managers are not collecting relevant
information from which to make decisions, or that
decisions are being made at the wrong level. A low score
may also reflect uncertainty in management structure in
that the levels of management may overlap causing
decisions not to be taken. There may be lax
communication channels in the company so that, if and

when decisions are taken, no one is told.

Organizational integration - the extent to which the

various parts of the organization are perceived to
cooperate the communicate effectively to achieve and
overall company objectives. A high score in this area
often follows a participative management style. The
employees know the problems in other areas of the
company which effect their section and can communicate
freely to overcome and help, where necessary, to meet the
target. High scores should be found in the manufacturing
industry but are less appropriate among the professions
where specialists tend to have their own clients and work

independently of their colleagues.

Management style - the extent to which employees

perceive encouragement to use their own initiative at

work, or question directives, and the level of support they
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might receive from management should they need it. The
amount of delegation must be relevant to the goals of the
organization and several different management styles may
be found in a company. For example, in the production
area there must be tighter control on the perceived
freedom to use one's initative than in the research
laboratories of the same company. Low scores on
management style may indicate frustration with the level

of influence one has in the way the results are achieved.

Performance orientation - the extent to which emphasis is

placed on individual accountability for specific results and
high levels of performance. There is a need for
moderation in this area. Too high a score indicates
emphasis on the short term gain at the expense of the long
term objective. There needs to be a challenge in the goals
and standards to be achieved but not at the expense of
health, If there is a low score for a number of years the
chances are that the company will either become bankrupt
or lose the support of those financing a non-profit making
organization because of the low standard of service

offered.

Organizational vitality - the extent to which the pulse of a

company is felt to be dynamic, adventurous, innovative and
responsive to changing conditions. High scores in this
dimension suit aggressive temperaments and achievement-
orientated individuals. It is not always desirable to

encourage the high-flyers where years of experience has
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proved that steady progress and modest risk taking are the
answer. Low scores could be the result of inadequate

delegation or lack of perceived goals within the company.

7 Compensation - the extent to which salary and bonuses are

perceived as fair for the work involved, competitive with
other similar organizations and related to performance.
The last element always needs to be consildered especially
if there is a low score in this dimension. Low scores may
also be caused through lack of communication concerning
either the pay structure and conditions of service in the
company, or the company's policy relative to
competitors. Low scores can also indicate that the whole
pay structure should be examined and restructured if

necessary.

8 Human resource development - the extent to which
individuals perceive opportunities to realise thelf full
potential within the organization. A healthy company will
want to see individual employeeé develop within their jobs,
to take more responsibility and prepare themselves for

advancement.

2.4 The Variables Affecting Organizational Climate

In the period before the 1960's there were three main researchers who
mentioned the relationship between personal characteristics and climate.

Kurt Lewin (1946) prepared the theoretical ground for the organizational

climate concept, which was based on his formula:-
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B = Function (P,E); this means that behaviour (B) and
development depend on the interactions between the

person (P) and his environment (E).

In 1957, Argyris and Greenblatt et al confirmed that individual variations
produced multiple model types. This contradicted the assumption prevalent at
the time, that there was a dominant model pattern of role-performance

corresponding to an organization's structural requirements,

In 1959, Levinson argued that there was a link. between structural and
individual components on the one hand and role performance analysis on the
other. He stated that.-"Just as social structure presents massive forces which
influence the individual from without toward certain forms of adaptation, so
does personality present massive forces within which lead him to select,
create and synthesize certain forms of adaptation rather than others". His
congruency model assumes that performance is a function of the congruence
of role demands (structural) and role conception (individual). Using this model
he arrived at the conclusion that a highly integrated and stable structure will
be created when a congruent modal personality is achieved. According to the

theory, when congruency is not achieved between members and their

organization, then:-

1 the "incongruent" members may change so that their role-
conceptions and personalities adapt to the structural
requirements;

2 the incongruent members may leave the organization by
choice or by expulsion; |

3 the incongruent ones may remain but in a state of

apathetic conformity;
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or - 4 the incongruent members may gain sufficient social power
to change the organizational structure. Levinson
concluded that variations in individual role definitions have

to be encouraged to a certain extent.

The early 1960's was a quiet period .as far as writing and publication in this
particular area of knowledge was concerned, but in 1966, the work of Katz
and Kahn placed great importance on the personality of each member of an
organization. Their theory emphasised the need to consider personality in
establishing a climate model. They understood personality as a mediator in
climate perception. A year later Andrews (1967) conducted a study of two
Mexican firms, using TAT (a personality measurement instrument by
McClleland et al, 1953) and related it to performance. One firm was
described as dynamic and the other as conservative. The result showed that in
the first company the correlation for progress in the organization proved
positive for n Ach and negatiQe for n Pow; while in the second the results

were reversed.

Two main studies were conducted in 1968; the first by Litwin and Stringer

from Harvard University in the USA and the second by Forehand.

The experimental study by Litwin and Stringer was conducted over a period of
eight days during which students played business games. By controlling a
number of variables, the objective was to measure the relation between
different leadership types and the organizational climate. TAT was used to
measure the motives produced by changes in leadership style. They found that
an authoritarian leadership style produced a highly structured climate, poorly

rewarded, highly punishing and low in risk taking. This work confirms the link

between personality and climate.
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Forehand (1968), in his study, concluded that climate should be studied from
the viewpoint of individual differences. These he considered to be important
determinants in the definition of environmental variables and, in the study of

climate, strong consideration should be given to those variables.

In 1972 Schneider and Hall introduced the Work Climate which they
differentiate from OC because their study concerned small groups of priests.
They found a weak correlation between Work Climate and self image but they
said that it will still be valid, and a negative correlation between self-image

and superiar effectiveness.

In 1973 two studies attempted to correlate climate with personality factors.
Johnannesson (1973) comments on the marked similarity between climate
factors and factors identified by researchers studying work attitudes and job
satisfaction. This he attributes to climate researchers "borrowing" items
from established job satisfaction measures, in particular the SRA Employee
Inventory which, he suggests, may make them redundant. Those from the
psychological climate - classified as Person Data by Pyne and Pheysey (1971)
-were almost exclusively self ratings, psychometric data based on, for
example, the 16PF or TAT. The interaci:ionist view holds that personality

variables relate to the evironment and to anxiety or compulsivity.

Mischel (1973), who has recognized the value of the interactionist approach,
understands the situational variables as an immediate influence on the
individual, through a process of cognitive social learning, and by information
provided to the individual which affects encoding, expectations, the subejctive

value for stimiuli, and ability to generate response patterns.
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In 1975 three researchers recognized the relationship between climate
perception and some personal variables. Gavin (1975) conducted a field study
in which he concluded the predictability of climate perception and combined
situational and biographic components. Herman et al (1975) and Newman
(1975) concluded that demographic characteristics do contribute to the
prediction of climate perception but the structural position variables have

more effect.

In the second half of the 1970's researcher in OC developed a new perspective
from which to analyse the key factors that shape the climate. Johnston (1976)
stated "the climate perceived by the individual, and therefore relevant to his
job performance, is a product of the interacting effects of situational
variables and the pesonality-based actions or reactions of the individual. As
such, climate is molar or macro from the point of view of the individual not of
the overall organization." He responds to Guion's question (about whether
climate is an attribute of the organization or of its members) by clearly
arguing that climate is "a joint function of situation and personality
variables.. it is neither exclusively". He also concludes that researchers will ~
continue to be confounded in their search for a relationship between
performance and climate as long as they ignore, or are unable to specify, the
personality dimensions that affect the perceived climate. In passing, he
refers to the Litwin and Stringer research in 1968, which showed a strong
relationship between climate and performance but which controlled for
personélity variables. James et al (1977) realized that the person side, in the
interaction between the person and his environment, is very important in

understanding the psychological climate.

Schneider (1978), in his review of some ability-situation interaction research,

found that there is a strong indication that climate perceptions are formed
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from individual and structural inputs. However, the work of Berman (1980)
confirmed the theoretical position of both Schneider (1975) and James et al
(1977). From this review of the research dev.elopment in the climate
literature we can see that research before the 1960's concentrated on the
initiation of Lewin's formula of interaction between the person and his
environment in forming behaviour. This was followed by Argyris and
Greenblatt et al who confirmed that individual variations caused the single
dominant pattern to be seen as rather multiple model types and Levinson's
model which assumes the congruency of role-demand (structural) and role-
conception (individual) in forming the performance. We would consider this
period brought recognition of the relation both between behaviour and
performance on the one hand and the environment and individual differences

on the other.

However, in the 1960's Katz and Khan emphazied the importance of the
personality before reaching any understanding of the climate. This was
followed by Andrew's work, which found a strong relationship between
personality (as measured by psychological techniges) and performance. The
remarkable work of Litwin and Stringer confirmed the relation between
climate and personality (as measured by TAT), and the study by Forehand
stressed individual differences as important determinants in the definition of
the environmental variables, to which strong consideration must be given in

the study of climate.

These four studies form an important development in the research into
climate because in this perihod (the 1960s) we can see how much reference is
made to the concept (of climate) and how it is determined (as they found) by a
number of variables, personality being important among them. We can also

notice the use of psychological techniques such as personality tests, in
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identifying precisely the types of personality necessary in the understanding

of climate.

In the 1970s assumptions were developed regarding the relations between
personal factors and climate. Three studies conducted in 1973 began with
Johnannesson who emphaized the borrowing by climate researchers of the
tools of psychology to determine personality. This was followed by the
Scheinder and Hall study, which introduced the Work Climate and measured
self image and found a weak correlation between them. Mischel's study then
recognised the value of the interactionist approach and the influence of
situational variables on the individual, through the processes he identified. In
1975, the studies of Gavin, Herman et al and Newman found a combination of
situational and personal factaors to be derminants in the perception of climate,
but the last two researchers found a greater effect from the structural
variables than from demographic characteristics. The developments in the
1970s appear to recognise the interactionists' approach and to understand that
climate is determined by both situational and personal factors. However, they
show little indication as to the extent each set of factors affect climate
perception, with the exception of the findings of Herman et al (1975) and
Newman (1975), which tend to recognise the greater contribution of structural

variables than of demographic characteristics in affecting climate perception.

In the late 1970s, the interactionist approach seems to be dominant. Russell
confirmed that approach clearly, Jonston tended to the same direction, and
James et al found that the person side in the interaction between (P) and (E) is
important in understanding the psychological t;lirnate. Scheinder supported
the interactionists' view in his findings and the study by Berman (1980) also
confirmed it.

From this review of the 1970s period and the year 1980, we can notice that
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the interaction between personal factors and situational ones is seen to have a
great affect on climate perception. This development would lead us to
recognise that researchers since the 1940s were trying to understand the
behaviour and the climate, as it was affected by the interaction between the
personand his environment. However, none mentioned the extent to which
each factor was affecting the climate. While they tended to emphasize the
personality factors, none of the researchers claimed that those factors have

more affect on climate than do the situational ones.

Personal characteristics have been measured in some of the studies, but most
have not tried to relate those characteristics. Those that have, did not claim

importance for such characteristics in forming the perception of the climate.

We may, therefore, be able to ex;‘:mlain the theoretical ground of this research
and introduce our hypothesis regarding the key role that those personal
characteristics play in the formation of the climate perception. Before doing
so, however, we will introduce a number of factors, covered in our study,

which we have divided into three classes:
Situational factors
Qualificational factors

and Personal factors

The next section of this chapter will try to cover the definition of each type

of those factors,
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2.5 A classification of factors that may affect the climate perception

Situational Factors: A Organizational Level;

B Number of Subordinates;
C Salary;

D Department.

(a) Organizational level: Line or executive responsibility is usually indicated

in an organization chart by linking functions with continuous lines, while staff
or advisory relationships are usually indicated by dotted lines, the position
where the employee works whether on the top or the bottom would locate his

organizational level.

Reference has already been made to the different perceptions of

organizations by managers at different levels in the organizational hierarchy.

Another point made by Dubrin is that it was "the middle and upper levels of
management which perceived the management climate as resembling System
4", (p353) Johnston (1976) among others has postulated the probability of
there being multiple climates within a single organization and quotes Payne
and Mansfield (1973) who found "that persons higher in the organization

hierarchy tend to perceive their organization as less authoritarian.." (p525)

Payne and Mansfield, also hypothesised that "people at different levels in the
organization will view the organization climate differently. This implies that
using one score to represent organizational climate may be misleading, and
that relationships between the contextual and structural variables with the

climate variables may differ by level. Schneider and Gorman (1972) and

Ma HO\j(l‘i?Z) have found that different levels of Personhe[ do have different

50



views of the climate. In other research in his analysis of the measurement of
climate, Johnston (1976) discovered that the assumption of a single climate in
the organizations was generalised, ignoring the fact there are multiple
perceived climates "across different hierarchical levels" Pyne and Pugh
(1976). (p1167) This finding was corroborated by Gordon and Cummins (1979)
and Hellriegel and Slocum (1974) and this wrong assumption could conduce to
the definitions of a climate that does not exist in the organization, so in
saying that organizations have to have similar perception within a given
subsystem or level, we are not accurate because, in reality, the parts of the
organizations have other perceptions, according to environmental demands,
geographic locations, level of uncertainty and so on. These facts cannot be
ignored when measurement has to be applied, and the consideration that there
are as many perceptions of climate as there are groups which can be

identified in the organization, cannot be forgotten.

(b) Number of subordinates: It is felt that ten subordinates is the optimum in

- any management structure. This, of course, depends on whether there is a
pyramid management structure or not, and the type of work involved. On the
shop floor or in the typing pool it is possible to supervise more than ten and
still produce good work. All levels of management need to be seen to have a
job of work which occupies them fully. This is especially so in non-profit
making organizations; the boss in this situation must be more than the
administrator of annual reporting systems; a visible presence should be

maintained in the organization.

(c) Salary: Basic pay is not a motivating force by itself. This is because a
proportion will be deducted in the form of tax, insurance, and other statutory

requirements. A complete new industry has emerged which plans salary and

bonus perks. What one is likely to receive depends on one's status.
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Management can be offered incentives such as an annual physical
examination, augmented pension, club membership, entertainment allowance,
extra vacation, housing assistance, car, stock options/share purchase, personal
finance counselling, executive dining room and private health insurance

(Towers, p1983).

Sales and marketing personnel are more likely to receive a basic salary plus
cash incentives as a variable percentage of turnover. Incentives in kind can
include foreign holidays and gift vouchers from a given range of catalogues.
As Peter Wallum (1983) says:

"A difficult, but basic, essential to a successful plan

is the setting of fair targets. These are more likely

to be readily accepted if participants can see that

they have been determined objectively. As a result

companies lay stress on the importance of clearly

- understood accounting practices agreed in advance.

Participants should know what is expected of them

and be able to monitor their own performance.

Targets should be set by one level of management

and monitored by the next most senior level".(p32)
The measurement schemes on the shop floor will cover
performance/productivity levels and are more often undertaken than
clerical work measurement schemes. Bonus payments are often the
incentive schemes at this level. However, no scheme should last more than

3-5 years befaore it is changed. It is an incentive factor and should never

become established as part of the basic pay structure. (Smith I, p27).

(d) The Department where the Manager Works: Climate will have

different measurement concepts depending not only on the type of
establishment, such as manufacture, research or service industry, but also
on the immediate surroundings. If the building has been specially designed
and is using the latest tools to aid the worker to perform his task, such as

computers in one form or another, then the climate will be very different
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from the work place which is having to get by, despite the difficulties. The
latter situation suits certain types of character - those who like to battle
against the odds - but such situations do not usually produce the most

effective work,

2.5.2. Qualificational factors: A Experience,

B Education,

C Profession.

(a) Experience: it can be defined as in The Concise Oxford Dictionary

(1964) as: "Knowledge resulting from this, whence experienced; event that

affects one; fact, process, of being so affected, ie learnt by experience.."

There are several factors which can be measured in relation to experience
from which climate can be determined. These include the length of time in
the service; the levels of skills acquired; whether licensing agreements
have been reached, the management structure and involvement, the age
group and place of birth of workers. These factors have a bearing on other
: considerations_such as class, type of organization, the organization's place

in the market, and other outside influences. Through experience

"workers are able to acquire power in relation to
employers, which induces them to translate their
resources into employee economic  benefits".
(Kallenberg A, 1981, p651)

At the organizational level Labour Turnover would be an indicator as would
the Stability Index. Loyalty or long service with an organization may be

. influenced by age, level of skill, union organization and size of

organization.
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(b) Education: Education can confer status and privileges eg British Public

Schools, but is also a determining factor in professional training and
occupational choice. From a longitudinal viewpoint, however, there does
appear to be a trend for employers and professional institutions to demand
higher educational standards for jobs than hitherto. There are probably
also cultural differences in respect of education which might help to
explain "under achievement" in some (but not all) ethnic minorities.
Learning gives status whether in the community or among colleagues at
work. Employers either accept educational standards as equal or not as in
the USA where studies have shown that northern employers discount
southern education. (Hogan D, 1981). Similarly in Scotland, school children
often have to sit both Scottish and English board examinations so that they
will not be subject to prejudice when applying for college places.
Education holds status which in turn brings a higher status first job. An

extreme example is where

"a number of law schools have recently begun awarding a doctorate

to their graduates in place of the traditional Bachelor of Laws
degree. As a result these graduates automatically start at high
civil-service clasifications if they go to work for the federal
government, even though their preparation has not changes. (Bergl,

1970, p26)

The above example shows a potential situation for friction to occur in the
work place among those just entering as compared with those who have had

similar education but have experience as well.
Profession: A profession is an occupation possessing high social status and
characterised by considerable skill and knowledge, much of which is

theoretical and intellectual in nature.

The members of a profession subscribe to a code of
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ethics governing their professional behaviour and
define the area of their professional competence,
preserving their status by confining the right to

practice within the area as defined.

Some professions undoubtedly enjoy more status than others, For example,
doctors and dentists are often placed high on the list, but estate agents
often come low down or bottom. Certain professions have a public image
which is difficult to alter even though the type of person entering that
profession is changing over the years. For example, librarians are
considered quiet and mousy and accountants dull and meticulous. The pay
and employment prospects for this profession over the last few years have

been excellent when compared with other sectors.

Hence the desire, nurtured during an impressionable age, for good pay and
prospects, channels students towards a profession without a knowledge of

what the job situation will be like in practice.

The organizational climate among professional practices will vary
according to the size of the practice, the industries or organizations which

it serves, and the chances for promotion which are seen to be available.

Level of qualifications or 'length of study does not always correlate with
earning potential however. Architects, in the UK at least, seem not to
enjoy the status and income their lengthy training might indicate they

deserve.

Education and qualifications play a large part nowadays in giving one an

entrance to an organization at a level from which advancement may be
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made. This is especially true in large organizations where company
philosophy dictates that promotions will come from within the company,
and where the adminstration is using new technology to keep track of the

achievements of its managers (McLain L, 1984)

Personal Factors: A Sex,

B Age,

C Nationality.

Referring back though this section, variables such as those that have been
identified by Payne and Pugh, Dubrin, and Berman are referred to only
indirectly by Payne and Pheysey (who identify "Performance Tests" under

the "Objective - Psychological - Person" data).

It could be arqued of course that none of the person-type data is
independent of the organizational context and it would be unrealistic not to
appreciate the person x situation interaction. Nevertheless, a humber of
factors can be identified for discussion. Within the personal variables we

have:

Sex

"Being male or female or hermaphrodite arising from difference or
consciousness of antagonism, instinct, urge". (The Concise Oxford
Dictionary, 1964)

"The superiority in occupational achievement of man aver women,

even in such "female" areas as cooking, is overwhelming. The
question whether these differences are due mainly to the sacial

pattern of our society or whether they have a more innate cause is
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still an open one... Comparison of school achievements of boys and
qgirls indicates superior attainments by age for the girls; this may be
associated with an earlier physical development to puberty.
Arguments from intelligence test scores are usually impossible due
to the systematic balancing of sex differences in the standardisation

procedure". (Toman Kempner, 1971, p367)

Nevertheless, some measures have been taken in order to eliminate
discrimination between sexes, particularly that against women, in all
areas of society including employment; eg UK legislation through

the Sex Discrimination Act 1975. (International Dictionary).

Until recently few women could hope to achieve high positions in
management., Few studies have been successful in interpreting the
reasons for this. There are two schools of thought. One by A

Etzioni gives the stereotype view;

"A traditional interpretation is that women bring
different expectations to their work and respond in
fundamentally different ways from men to issues of
influence and equity”. (Etzioni A, 1964, p89)

l.aurie Larwood and Marion Wood (1978) suggest that to succeed, women

must show a high visibility in the organization, offer fellowship as a sister

to -male colleagues, never take sides in office politics - other than to keep

informed - and, under no circumstances, offer to perform menial tasks.

Women managers have also to face opposition from other female staff who,

for various reasons, have had to accept work far below their capabilities.

(Cooper C, 1982).
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When comparing various research into racial and gender differences it
would seem that in small highly professional bureaucracies, where the
numbers of women and men are evenly matched, the men seem to climb
further and faster than women, regardless of the effort and input. In like
manner, research into the effect of promotion in the army shows that non-

whites fare warse than whites. (Miller J, 1981)

Age

Age has been defined as:

"_ength of life or of existence; duration of life required for a purpose.

(The Concise Oxford Dictionary, 1964)

"After the passage of a further decade, however, pesons engaged upon work
involving speed, stress, unfavourable environmental conditioris, high energy
outputs or severe irregularities in working conditions are likely to find their
work load intolerable...In particular, older workers should not be required
to cope with tasks involving a high degree of novelty tight tolerances,
machine pacing of work, high levels of energy expenditure or severe

environments". (Tomas Kemner, 1971, p36).

This is a factor not often considered, but age will play a large part in one's
attitude to work. In time of recession age will not be an advantage in spite
of one's experience. White women seeking office work have a better
chance when young, but conversely, coloured women for the same type of
work have a better chance when older. (Miller J, 1981) Age is also

correlated with experience and level in the organization.
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Nationality

There is now a multinational workforce in many countries. Despite
programmes on radio and television about different cultures and ways of

life, Paul Roots poses the following questions:

"l Does management have the knowledge to treat
ethnic minority employees as individuals in the
same way they are able to treat white
employees?

2 Are there any misconceptions?

3 Is there any friction due to misunderstandings?"

Nationaiity is another area where leqgislation exists in the UK and the USA
but where, in practice, there is still evidence of discrimination. Whether it
arises from language barriers, religion or differences of dietary
requirements it may make this variable susceptible to education and
training interventions. Undoubtedly there are problems within multi-racial
work forces eg Pakistani in the UK, Turks in Germany, but much will
depend on the proportion of ethnic minorities in the workforce and the
perceptions of others, which may be influenced by other factors, eg the
acceptance of Japanese as "honarary whites" in South Africa, the need to

employ foreign nationals in developing countries.
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2.6. THE HAY APPROACH

This section, will outline the development of the HAY approach and its
definition as a climate anaiysis instrument; its dimensions, and the scale
itself and the way in which it is organized. It will introduce the initiators,
outline the rigour of the technique, the variables measured and the main

findings through application.

Studies about Organization Climate were developed during the mid to late
1960s: at the end of this period, in 1969, Management Consultants, Hay
Associates of Philadelphia (USA), through observation and measurement,
began a programme of research about Climate Analysis (Gordon G et al,
1979 p27). The chief exponent George Gordon, has a background in
psychology. It was at this time that the psychological aspects of
perception and response to the organizational environment, until then
poorly covered, began to acquire importance. Hay Associates developed a
questionnaire setting out the management dimensions that they considered

most useful and which could be utilised in the interpretation of results.

The Hay Model of Understanding Climate

In the HAY approach it is assumed that Organization Climate can be
viewed in two different ways. The narrower of the two is based on the
premise that climate is "the total set of organizational attributes that
influence job-relevant behaviour in current and potential employees".
However, the missing element in this definition is individual motivation.
The second view includes the idea that "motivation is a screen through

which an individual modifies his view of reality, and because a person
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behaves in accordance with that view or perception, motivation often
results in a modification of the characteristic itself". Figure (21) illustrates
this view according to which definition of OC consists of the qualities of
the organization as perceived by its present and potential employees. From
the figure, it can be seen that the organizational characteristics can
themselves be measured, or the perception of those characteristics can be
used. These perceptives parallel the two definitions of climate. However,
the main idea in the HAY approach is the suggestion in the model that "the
climate is that which most directly influences behaviour - is the perception
of reality, not the reality itself" (p26), so if the results of the OC survey
show that the employees do not recognise formal planning as taking place
in their organization, where it is a reality that there are written plans in
that particular organization, the approach is more concerned to measure
the perception of the organization's characteristics, rather than to measure

the characteristics themselves.

The definition of climate recognised by HAY was "managers perception of
the many characteristics of their organizations that have a direct impact
upon their behaviour”. (Gordon G et al, 1979, p 4-5). Their understanding of

the importance of climate lies in their statement:

"In asking about an organization's climate, we are
really asking how effectively that organization is
mobilizing its human resources. Climate is the focus
of a complex of forces, within an organization, upon
its people. A knowledge of climate enables
management to harness those forces towards
accomplishment of organizational goals. When this
happens a tremendous reservoir of energy and
motivation becomes available." (Gordon G, et al
1979, p5)
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Fig. 2.1

A Model of Organisational Functioning

Aston University

lustration rem oved for copyright restrictions

Source: (G. Gordon et.al. M.M. Climate).
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They reviewed a number of climate studies that were conducted using the
perceptual approach, Their review resulted in the finding of four common
dimensions: industrial automony; degree of structure imposed on the
position; reward orientation; and consideration, warmth and support. (John

N P et al, 1970).

They found that regardless of the organization's size, age or industry, top
management was the most important influence upon the way in which the
organization was run. Their early approaches to the measurement of
climate blended a recognition of the published literature with a study of

" the problems and requirements of the particular organization.

The process starts with a meeting with the president or vice president and
top executives of the organization. The focus of this meeting is always on
the climate as a pervasive element of the organization rather than as a

manifestation of small-group, superior - subordinate relationships.

The next step is to develop a questionnaire to elaborate on the initial
information obtained. The questionnaire is then completed anonymously,

most usually by the next four organizational levels below the president.

In 1974, after four years of tailored studies, and after choosing the items
that'proved to be consistently useful in the previous studies, a standard
approach was developed in a format based upon those items.

A number of organizations then became interested in looking at their
climates in terms of the norms provided by surveys of other organizations;
an annual management climate survey was instituted. This step afforded

the opportunity of collecting data on a number of organizations at roughly
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the same time and of recollecting it annually, which allowed those
organizations to conduct before and after evaluations of new programmes

that they may have instituted.

HAY started the survey with twenty nine participants in 1974 and it has
grown every year since then. More than 250 studies have been conducted in
organizations ranging from medium to large in size and including
manufacturing, utilities, mining, banking, insurance, hospitals, professional

services and publishing.

A revision process was undertaken during the period, and forty eight of the
fifty seven items currently used in the standard survey instrument were
used consistently. In order to structure the item pool into a format
designed for efficient presentation of results, a factor analysis was
conducted. The purpose of applying factor analysis is to structure the
complex, large set of data. They found that less than fifty perspectives
were possible windows of management through which to view the
organization. They were trying to find the similarity between each answer

to the forty eight questions and every other answer.

The Measurement of Climate by HAY:-

The management consultants, Hay Associates devised their questionnaires
on an individual basis when directed by organizations to look into particular
problems, The questionnaire which comprises the basic ‘'climate

instrument' is given in Figure (2.2) (See Appendix 2)
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This is an important work on the subject since it sets out clearly what
dimensions of management it wishes to test, and how one can interpret the
results. The measurement scale is on a point of seven ranging from 'or a
very little extent' to 'extremely unclear' through to 'to a very great extent'
or 'extremely clear'. An example showing the eight dimensions of
organizational climate as defined by Hay Associates is given in below.

The questionnaires are completed by the chosen recipients in confidence
and the time taken to answer all the questions usually ranged between one
and two hours. A climate survey undertaken on behalf of manager-nent,
therefore has time allotted in the working day for its completion. To
ensure that an employee may feel free to answer his questionnaire as he
wishes, the reply envelope will be addressed to the researcher.autside the

organization under the survey.

The factor analysis technique enabled them to identify groups of items that
tended to have similar responses, no matter what organization was under
study. The result after applying the factor analysis was the following

dimensions:-

"]l Organizational Clarity - the degree to which the
goals and plans for the organization are clearly
perceived by its members.

2 Decision-Making - the extent to which decisions
are made in a rational manner, effectively
implemented, and systematically evaluated in
terms pf their effects.

3 Organizational Integration - the extent to which
various subunits cooperate and communicate
effectively toward the acheivement of overall
organizational objectives.

4 Management Style - the extent to which people
perceive encouragement to use their own
initiative in performing their jobs, feel free to
question constraints, and sense support when
needed from higher levels of management.

5 Performance Orientation - the extent to which
emphasis is placed upon individual accountability
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for clearly defined results and high levels of
performance.

6 Organizational Vitality - the extent to which
people see the organization as a dynamic one, as
reflected by the venturesomeness of its goals,
the innovativeness of its decisions, and its
responsiveness to changing conditions.

7 Compensation - the extent to which the
compensation system is seen as equitable,
competitive and related to performance.

8 Human Resource Development - the extent to
which individuals perceive opportunities within
the organization to develop to their full
potential".

(Gordon G, 1974, p29)

The research rigur of the HAY approach could be classified according to D
" Hellreigel and J Slocum (1974) as: ANALYTICAL SURVEY WITHOUT

EXPERIMENTAL VARIABLES.

The interpretation approach used in HAY was described as follows:

1 The score of an individual dimension is interpreted for
what it conveys about the aspect of the organization's
climate being measured.

2 Scores across dimensions

3 Evaluation of each item in each dimension.

4 Analysis of the results of organization levels.

5 Analysis of the results by organizational units,

6 Staff-line differences

Results:-

The studies should last for the 3-5 year time period required for climate

change; some variables correlated with performance eg organizational
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clarity, organizational integration and compensation. Surprisingly,
performance orientation does not have a statistically significant

relationship to performance results, nor does management style.

Why the HAY Approach

There are many reasons for the researcher to choose the HAY

MANAGEMENT CLIMATE SURVEY in approaching his work. Although

there are many established approaches to measuring climate that have been
applied by a number of researchers, the uniqueness of the HAY approach is

in its clarity, whan comparative work is conducted

In this section would like to emphazize two reasons for my use of HAY in
this research.

Firstly, most applications of the climate measurement techniques are
academic and have been used to achieve academic objectives, without real
extension of the results to practical objectives. My approach, when this
work was undertaken, was to look for a technique that could, when applied,
attain both academic results to contribute to knowledge a main aim of
doctorate research and practical findings, to enable me to make useful
recommendations, if change is required in the organization studied. A.
technique that has been used in consultancy work over a period of time
should be well defined; a technique that had led to effective actions in
managing climate is a more practical technique. The second reason for
choosing HAY is the wide range of applications open to this technique.
Hellreigel and Slocum, in reviewing 31 studies, gave the sample size of
each, the largest among them was 1647 for the study of Schneider and

Bartlett, while the total of those subject to the HAY survey was 25000.
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This reflects the wide range of applications for this instrument, The total
number of all samples of the different studies reviewed by Hellriegel and
Slocum was 6405. The following table enables a comparison of these

sample sizes.

The Instrument The Sample Size
Burns and Stalker 20
Litwin and Stringer 215
Davis -
Dewhirst 320
Campbell et al 120
Freiedland and Greenberg 478
Halpin and Croft 649
Likert 345
Hall and Lawler 408
Kazka and Kirk -
Payne and Pheysey 120
Campbell and Pritchard 76
Schneider and Hall 3713
Schneider 674
Schneider and Bartlett 1647
Total of Samples 6405

TABLE 2.1. The Sample Size of the Other O.C. Studies

(Source: Abstracted from Table 1, Hellrigel and Slocum, Academy of
Management Journal, Vol, 17, No 2, June 1974.)

It was, therefore, the practical objective in addition to the academic, as
well as the extent of applications recorded in the OC literature, which

determined my choice of the HAY approach.
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CHAPTER III

METHODOLOGY

3.1. Introduction

This chapter is going to cover the basic grounds of this work starting with the
research questions and hypotheses. The statistical techniques that applied are to
be explained too, followed by the DELPHI techniques explanation. In order to be
aware of what might be limitations and delimitations, they have been covered in

this chapter.
The sample characteristics of the main survey (MPC) appear here followed by the
development of the research process which is explained in detail from the

preparation period upto the last test that has been applied.

3.2. The Research Questions and Hypotheses

The Research Questions

The research has been conducted in order to answer the following questions:

5 How should the climate be described in MoPH?

2, What type of factors most affect the climate, situational, quaiificational
or personal factors?

2 To what extent and in which dimensions of the cl;mate does top
management differ from the other organisational levels below?

4, To what extent does the perceived climate differ from the “should be"

climate?
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> What effect would the cross-cultural differences have on the formation of
the climate dimensions in the HAY approach?
6. From the climate measurement results, which are the areas in the

organisation that need more attention if improvement is to be introduced?

The Research Hypotheses

The research hypotheses are concentrated on the area of reconstruction of the
"HAY" tool and the different interactions between perceived climate and other
factors that may affect it.

Hypothesis 1:

When applying the HAY approach to a civil service organisation in Kuwait, item
scores within each dimension will not be close to each other. The basis of this
hypothesis is formed by the cross-cultural differences between the USA and
Kuwait; the former is an industrialised, western society on a continental-scale,
the latter is a developing, eastern, city-sized society. Where the cultures differ
comparable results cannot be obtained with a single tool. Gordon G. et al (1979)
assumed that in applying the HAY questionnaire the results obtained can be
classified Iinto the eight dimensions referred to in the approach. These groups will
be characterised by the close proximity of the items scores: "...the items within

each dimension are closely related to one another” (p. 41).

By drawing these relationships between close items in a new order, another set of
dimensions could be formed which might be more appropriate to a Kuwaiti Civil
Service organisation. The research assumes, therefore, that item scores will not

be close to each other and it aims to reconstruct the tool.
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Hypothesis 2:

Climate perception is more affected by personal and qualificational factors than
by situational factors. In this study we have classified the factors that have been

measured into three categories:-

Situational factors:

a) Department
b)  Organisational level
c)  Number of subordinates

d)  Salary (4 types of salary are covered)

Qualificational factors:

a) Profession
b)  Education
c) Service length

d)  VYears in position

Personal factors:

a) Age
b) Sex

c) Nationality

A number of researchers have tried to discover the relationship between the
climate and two main sets of factors, namely the structural - sometimes called
situational - and personal factors. They all reached the conclusion that the
climate is affected by thelinteraction between situational and personal factors.
None have mentioned the extent to which each type of factorsis responsible in the
making of such a climate. In this study, the researcher assumes that those factors

relating directly to the person (qualificational and personal) are the ones which

71



most shape climate p'erception. Furthermore, it is assumed that qualificational

factors have the greatest effect of all the three sets (see Figure 3.1).

The purpose of this hypothesis is to develop the HAY model with the individual
filters as its starting point (see Figure 3.2); these would become causal factors to
the other situational factors; emphasis is placed on the qualifications of the

individual, not only the motivation.
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3.3. The Statistical Techniques

A number of statistical techniques have been used to test the research
hypothesis. All tests were applied using Statistical Analysis Systems (SAS), which
is a computer system for data analysis in fhe areas of: information storage and
retrieval, data modifications and programming, report writing, statistical analysis
and file handling. The system was developed originally for statistical research
needs by SAS Institutue, North Carolina, USA. Three major techniques have been
used in this research: 1. CLUSTER procedure; 2. DUNCAN Multiple Range Test; 3.

STEPWISE Regression.

CLUSTER procedure:

As defined in SAS Users Guide,

"The CLUSTER procedure, designed to help identify clusters of observations that
have similar attributes, performs a hierarchical cluster analysis" (p. 157)

"Cluster analysis is used primarily where no priori or theoretical classification
information about the data is available. The technique begins by forming one
cluster for each observation in the analysis. The two closest clusters are

combined into one cluster, then the two closest of the new set of clusters are
combined into a single cluster and so on™. (p.157)

"The limitation of CLUSTER is that it should not be applied to a data set of more
than about 250 abservations" (p. 158)

CLUSTER procedure has been used in this research for the regrouping of the

climate dimensions.

DUNCAN Multiple Range Test:

As defined in SAS Users Guide,

"The observations are separated into groups based on the values of classification
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variables, and means are calcuated for all the variables in the VAR statement
(variable names). The group means for each variable are arranged in order from
largest to smallest. The test is then performed for each variable, using the error
mean square, error degrees of freedom, and the F value specified". (p. 191)

This test has been used here to discriminate between the means in order to reduce

the data for a better, more reliable comparison.

STEPWISE Procedure:

As mentioned in SAS Users Guide, the STEPWISE procedure provides five methods
for stepwise regression. STEPWISE is useful when it is necessary to discover
whi.'ch variables in a collection of independent variables, should be included in a

regression model.

STEPWISE is most helpful for exploratory analysis because it can give insight into
the relationships between independent variables and the dependent response

variable.

STEPWISE differs from RSQUARE (another procedure used for exploratory model
analysis) in that RSQUARE finds the RZ value for all possible combinations of the
indepedent variables, but makes no attempt to select the "best" model from
among the combinations. STEPWISE uses selection strategies in choosing the
variables for the models it considers. Also, when STEPWISE evaluates a model it

prints a complete report on the regression, while RSQAURE prints only the R2

value for each model.

This technique has been used in this research in order to find out the relationship
between the climate dimensions and the personal, qualificational and situational

factors.
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3.4 The Delphi Technique

As this technique is used in this work, I will outline its background.

C. R. MclLaughlin, A. Sheldon, R. C. Hansen and B. A. Mclver (1976) introduced it
thus: "The technique of using successive questionnaires, called the Delphi, was
originally developed over a decade ago at The Rand Corporation by Olaf Helmer
as a way of predicting future e.vents. The opinions of panels of experts were
solicited and their predictions were circulated and shared anonymously so that a

consensus could be developed as estimates were reviewed and revised". (p. 52)

The Delphi is therefore a questionnaire which is repeated. It is completed
anonymously, and after each round of questionnaires the answers are pooled and
fed back to the participants to give them the opportunity to revise their
opinions, This technique has many uses: "By now there are probably have been
over 200 uses of the Delphi for prediction" (p. 52). It is also used in problem

solving an in surveying views and attitudes.

The technique was originally devéloped to remove interpersonal effects from the °
process of prediction or problem solving. It also encourages frankness in
answering by avoiding identification of the opinion holders, which might have
reduced creativity. Anonymity is always an advantage in such circumstances.

Some instructions might be useful to the administrator in implementing the
Delphi; participants should be motivated to contribute actively; their roles in the
process should be clarified - group decision-making or prediction. It is also
essential to specify to them the ways in which this technique can enhance future

team building
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3.5. Limitations and Delimitations of the Study

Limitations:

A. The HAY approach is a perceptual way of climate measurement; as Gordon,
G, and Cummins, W. (1979) state "the climate - that which most directly
influences behavior - is the perception of reality, not the reality itself" (p.
26). It is, therefore, important to mention the issue of objectivity in this
work. To the researcher, objectivity in social science is what people see
under certain circumstances. As Lewis (1946) states, "objectivity demands
representing the field correctly as it exists for the individual in question at

that particular time" (p. 240).

B. There is no need to emphasise the importance of external forces in shaping
the climate, but this research is going to concentrate on the internal factors

that are specified in a later chapter.

Delimitations:

The study has been conducted in a civil service organisation of some importance in
the Kuwait public sector. All the respondents could be classified as civil servants,
whether medical doctors or engineers, especially because they hold managerial
posts. The findings of this study will be applicable only to this type of
organisation. Since the situation is constantly changing, the results cannot be
generalised. However, these delimitations do not affect its application either to
the theoretical concerns outlined earlier, or to the recommendations for changes

required in MoPH.
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3.6. Sample: The Characteristics of the Main Sample Survey (MPC)

Profession

When talking about profession as one of the factors which may affect the climate,
we are really talking about two professions in this sample; these are: 18 Medical
Doctors who represent 17.8% of the sample and the 66 Administrators who
represent 65.3% of the sample. The remaining sample consists of 2 Paramedics
(2%), 2 Researchers (2%) and 3 Engineers (3%), which represents a small
percentage of these professions. Also, we have 7 cases, representing 6.9% of the

sample, classified under "others".

Education

When talking about Education as a variable, we note that 66.6% of the sample
have graduated from university. Half of them continued their education and most
gained a Master's Degree (20 represents 20.2% from the whole sample). Three

gained Doctorate Degrees (representing 3% of the whole sample).

The rest of the sample (33 cases) representing 33.3% did hut have a University
degree. The biggest category consisted of those without even a High School
degree and numbered 14 cases (14.1%). The next category consisted of those with
a High School degree, their number being 10, representing 10.1% of the whole

sample, and finally those who had Institute Diplomas, representing 9 cases (9.1%).
The biggest category, therefore, is of those with a university degree, numbering

43 cases and representing 43.4% of the whole sample. The smallest category is of

those who have a Doctarate Degree.
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Departments

This factor has the most categories (14 Departments). It should be mentioned that
departments with 5 or more cases share more in making the results than the rest

of the categories.

In particular, these are:-

Financial Affairs Department (27 cases, 31.4%);
Organisation & Control Department (5 cases, 5.8%);
Services and Technicians (10 cases, 11.6%);

General Jobs (11 cases, 12.8%);

Public Health & Planning Department (7 cases, 8.1%);
External Medical Services Department (7 cases, 8.1%) and

Environmental Protection Department (5 cases, 5.8%).

These Departments altogether represent 72 cases (80.6%) of the whole sample.

The Departments that have less effect on the results are*-

Hospital Department (2 cases, 2.3%);

Medical Stores (1 case, 1.2%);

Legal Affairs (4 cases, 4.7%)

Dentists and Paramedics Department (4 cases, 4.7%)
Social Health Department (1 case, 1.2%);

Treatment Abroad (1 case, 1.2%) and

Transportation (1 case, 1.2%).

There are 15 cases with missing values under the "Department" question in the

questionnaire.
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Level

Top management is represented in the sample by one category consisting of 3
Assistant Under-Secretaries (3%). Middle management is represetned in the
sample by two categories of 12 Departme.ntal Heads (11.9%) and 12 Controllers
(11.9%). These 24 cases represent 24.2% of the whole sample. The Supervisional
management is represented in the sample by 72 Section Heads (70.3%) and 3 Sub-

Section Heads (3%), together totalling 73.3% of the sample.
Age
There is no case in the sample under 20 years old.

There are 68 cases (68%) in the sample less than 40 years old, while the rest of the

sample 42 cases (42%) are 40 years old or more.

Sex

In this classification, it was found that the sample includes only 5 female cases

(5%), while there are 96 male cases represented (96%).

Years in Service in MoPH:

41 cases (40.6%) of the sample form the largest category of those who have served
in the Ministry of Public Health for more than 20 years. The next largest
category is for those who have served between 6 and 10 years in MoPH and
consists of 21 cases (20.8%). The next cateqgory in size for those who have served
between 11 and 15 years in MoPH; it numbers 15 ca;es (14.9%); and then those

who served between 3 and 5 years, 14 cases (13,9%). The smallest category is for
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those who have served between 16 and 20 years.

Thus, more than 65% of the sample have served in MoPH for more than 10 years,

and there is no case of less than 3 years' service.

Years in Position

The largest category is for those who attained their position between 1 and 2
years ago; this consists of 31 cases, representing (30.7%). The next largest
category is those with 3 to 5 years in their position; 20 cases representing
(28.7%). The smallest category is for those who have served less than 1 year in
their position. It consists of 6 cases (5.9%). 14 cases (23.9%) have served more
than 15 years in their position, and more than 63% of the sample served in their

position for more than 3 years.

Number of Subordinates

39.6% of the sample supervise more than 20 subordinates, while 3% of the sample

supervise 1 subordinate, and more than 75% supervise more than 5 subordinates.

Nationality

The sample includes two categories of nationality, 43 Kuwaitis (53.1%) and 38

non-Kuwaitis (46.9%); there are 20 missing values.

Basic Salarx

This is the basic payment only; all allowances being extras. There are 6

categories of basic salary.
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Three managers receive a basic salary of not more than 400 K.D.'s (3.8%) 38
receive 400 - 600 K.D.'s (48%), 33 receive 600 - 800 K.D.'s (42%), 2 receive 800 -
1,000 K.D.'s (2.5%), 1 receives 1,000 - 1,200 K.D.'s (1.2%) and there are 2 who

receive 1,200 - 1,400 K.D.'s (2.5%). (Al salaries are by month)

Basic Salary and Social Allowance

There is a social allowance for married managers which is determined by the
number of children he has, and by whether or not he/she is a Kuwaiti national.
There are 9 managers who receive 400 - 600 K.D.'s (11%), 48 who receive 600 -
800 K.D.'s (61%), 18 who receive 800 - 1,000 K.D.'s (23%), 2 who receive 1,000 -

1,200 K.D.'s (2.5%) and 2 who receive 1,200 - 1,400 K.D.'s (2.5%).

Basic Salary and Social and Technical Allowance

There is a technical allowance for those who are professionals, i.e. doctors,

engineers, technicians, etc.

There are 8 managers who receive 400 - 600 K.D.'s (10.1%), 35 who receive 600 -
800 K.D.'s (44.3%), 28 who receive 800 - 1,000 K.D. 's (35.4%), 5 who receive 1,000
- 1,200 K.D.'s (6.3%), 2 who receive 1,200 - 1,400 K.D.'s (2.5%), and 1 who

receives more than 1,400 K.D.'s ( %).

Total Salary

This includes basic salary, social allowance, technical allowance and other
allowances. "Other" allowances include an on-call allowance, and an allowance

for dedication to the management post rather than to practice in the profession

(especially for doctors).
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There are 8 managers (10%) who receive 400 - 600 K.D.'s as a total salary, 31 who
receive 600 - 800 K.D.'s (39.2%), 17 who receive 800 - 1,000 K.D.'s (21.5%), 13
who receive 1,000 - 1,200 K.D.'s (16.4%), 7 who receive 1,200 - 1,400 K.D.'s

(8.8%); and 3 who receive more than 1,400 K.D.'s (3.8%).

3.7. Development of the Research Process

3.7.1. The Preparation Period

The the first year of the research period, the researcher carried out some
elementary investigations to identify the question and narrow down the topic to a
researchable and useful size to make a contribution to knowledge.

Interviews

Many interviews were done with Senior Health Administrators/Politicians and

Academics (see Appendix 3.1).

Computer Searches

Computer searches were undertaken by the researcher at:-
1. Aston University Library (U.K.)
2. Yale School of Medicine Library (U.S.A.)
3. Libr;ary of Congress, Washington, D.C. (U.S.A.)

4. Library of WHO - PAHO, Washington (U.S.A.).
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3.7.2. The Field Period

The Pilot Study (Method)

In order to test the research questionnaire, the researcher undertook a small
sample in the field. The questionnaire design was as it appears in Appendix 3, and
in order to obtain a better representation of the whole sample, the researcher

gave it to different management levels, top, executive and supervisory.

Managers from each level were respondents to the questionnaire that was given in

the pilot stage.

Interviews were held with each of them in order to explain what might be unclear
and less understandable., Respondents were asked to fill in the questionnaire and
hand it back the next day. They were helpful, co-operative and frank, so the

researcher gained reliable feedback.

Results of the Pilot Study:

1. Language

Since the majority of the respondents the researcher chose are unable to
communicate in English, the questionnaire was translated into Arabic to enable

them to respond effectively.

Ze Aécessibilitz

Although permission has been given by the Minister of Public Health to undertake

the research, some access problems were found and it did not reach other
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organisational levels.

3, Ordering

As appears in Appendix.z.lz.,-_the eight climate dimensions were clearly listed and
the items in each dimension were listed directly after each dimension's name.
This was done intentionally to maintain the neutrality of the respondent. Then ,
when she/he answers the question in each item, she/he is influenced towards
linking the answers within each dimension to finish with certain results. In other
words, the respondent found his answer to each question to be affected by the

answers to the other questions.

4, Filtering

There were two filter questions inserted in the first page before the dimensional
questions, but that was found as beginning questions to be at the expense of being
"filter" because every respondent does not want to show his/her ignorance - if

he/she has - about the subject the filter questions are based on.

5.  Confidentiality

In order to help managers answer the questions and express their views freely,
away from possible environmental pressure, they were given the chance to respond
to the target questions confidentially. Such confidentiality, which they

appreciated, was ensured as follows:-

(a) They were not requested to write their names on the questionnaire forms;

and

(b) - they were not requested to hand their forms in personally.
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The Measurement of the Ministry Perceived Climate (MPC)

Sampling

In the MoPH in Kuwait there are 30,481 employees scattered among the different

Departments in the Ministry organisation.

There are 6 health regions in the country, apart from the central administration
which contains the top management and main central ministry departments.
There are 14 Departments, as appears in Figurel2. Each department has a
department head who supervises the department through controllates headed by
controllers. These supervise the controllates through sections headed by section
heads, The total number of these responsible personnel is 109. More details about

the sample characteristics will appear under (sample) later in this chapter.

The researcher chose the central administration as the field of this study

because:-

1, The central administration is the main body with direct or indirect relations

with all the various ministry personnel.

2. Since it serves the whole organisation's regions, the central administration

comprises different classifications of personnel or structure.

3. It is very important in the measurement of organisational climate to have

top-management represented in the sample and the only part of MoPH that

includes this is the central administration.
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4,  The central administration in MoPH is the most structurally stabilised part
in the ministry. In the other parts, (the five health regions), the organisational
structure is expanding rapidly because of the recent developments in the

regionalisation of the health service in Kuwait.

Benefits of the Pilot Study

In order to benefit from the findings of the Pilot Study a few alternatives are

given as follows:-

) Accessibility

An official letter was signed by the Under-Secretary of MoPH was circulated to
different managerial levels, requesting them to look at the research objectively

and to provide the necessary information required by the researcher.

The questionnaire form has a covering letter where the access problem is bridged

(by the researcher).

2. Ordering

In order to avoid the influence of the previous order of questions in the pilot
study, the questions are randomly ordered and the names of dimensions

deliberately deleted (see Appendix 3.2).
The reference form of the questionnaire includes the real coding of each

question. Under which dimension it appears has been kept by the researcher to

assist in identifying which code applies to which question.
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3.  Confidentiality and Security

The administration of distribution of the questionnaire form has been changed to
meet the confidentiality requirements, therefore the following procedures have

been followed:

a) Names and the exact position of the respondent have been omitted and it is
stated that the researcher does not want these items to be kncm;n. In order to
implement this, each form is covered by an extra blank page with the exact
position of the respondent on it. The respondent has been requested to tear off

that page after she/he receives the questionnaire form.

b) It has been agreed with the office of the Assistant Under-Secretary for legal
and administrative affairs, that this office is to be considered as the centre of the
questionnaire administration, Each form, therefore, should be sent to the
respondent from that centre, and each respondent should hand it back to that
office indirectly. This is to encourage a response free of any kind of pressure that

might produce inaccuracy.

4. - Filter Questions

To achieve the objective of filtering the respondent's answers, filter questions
have been placed in different positions within the questionnaire, and then mixed

with the other questions to avoid their recognition as filter questions.
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The Questionnaire Design

In spite of the benefits of the Pilot Study, another set of characteristics can be

listed to describe the questionnaire design as follows:-

X Language

It has been properly translated. The translation wording is simplified in such a

way as to ensure the respondent is familiar with the questionnaire subject.

Z. Answer Scale

Questions in the questionnaire have been designed to lead the respondent to
choose from 7 options where grade (1) reflects least acceptance of the statement
and grade (7) reflects the fullest acceptance. Each of the grades between (1) and

(7) reflects the degree of acceptance to the statement opposite it.

Js Length

The researcher was aware of the need to minimise the size of the questionnaire so
as not to deter respondents from interacting with the questions. Therefore, and
for convenience's sake, the 46 questionnaire statements (questions) were put in a

short form.
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4.  Typing and Layout

The pyschological effect of typing and layout on the respondent has been given
due consideration and Arabic letters have been used in typing the questionnaire.
Furthermore, the layout, the art design and print of the questionnaire was also

taken into account. (See Appendix 3.3.)

5.  Avoiding Faults in the Technique

In order to avoid technique faults in the questionnaire, attention was paid to a

number of considerations; for example:

1. To avoid misunderstanding of any questions, the researcher added an

introduction and instructions to the form.

2, To avoid inaccurate answers from the respondents to the researcher, the

researcher translated it accurately.

The Measurement of the Ministry Experts' Climate (MEC)

As the "perceived" organisational climate was measured through the main survey
in the first quarter of 1982, and in order to measure the "should be" organisational
climate (MEC) the researcher used the "Delphi Technique" in the last quarter of

the year 1982,

Steps:
(a) The first step was to ask top officials in MoPH far permission to undertake
the technique. Immediately after permission had been issued a meeting with the

Minister of Public Health was held, in order to consult him in the choice of a team
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of experts in MoPH who represent different backgrounds and experiences, i.e.
Medical Doctors, Nurses, Administrators, etc. Twenty experts were named.
’

(b) The second step was to send out the questionnaire form covered by two
letters (see Appendix 3.4.1-2). The first letter was from the researcher explaining
the purpose of the technique and guiding them in its administration and their role
in it, The second letter, which was signed by the Under-Secretary of MoPH,
introduces the research and the researcher and asks for co-operation with the

technique.

The researcher gave instructions for the form to be sent to the office of the
Assistant Under-Secretary for Technical Affairs, which was chosen as a centre for
the technique administration.

(c) The third step was that of photo'copying each form received by the technique
administration centre and then a copy of all the expert's answers, and
justifications of each answer, was sent to the experts individually, to enable each

to see the other experts' answers.

(d) In the fourth step, the experts sent the form for the second time to the
technique administration centre, after they had been given a chance to change

their own answers, after what they had read.

As most of them have changed their answers after having looked at the other
answers, and as they form the team of experts which sets the "should be"
organisational climate (MEC), the research - by this stage - has completed the

third stage of the field stages and yielded the (MEC).
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The Measurement of the Top Management Climate (TMC)

Purposes of this Stage

In the first quarter of the year 1983 the researcher went to the field in order to

measure the Top Management Organisational Climate (TMC).

As the main field survey did not cover all the Assistant Under-Secretaries, the
Under-Secretary and the Minister of MoPH, the researcher felt that there still
was a gap that should be bridged, especially as one of the objectives of this .
research is to measure Top Management perception against that of other lower

levels.

Consequently a meeting was held in the MoPH after completing the permission

procedures with His Excellency The Minister of Public Health.

The Meeting

The meeting was held in the first quarter of 1983, and His Excellency The
Minister, the Under-Secretary and all the Assistant Under-Secretaries were
present. The researcher then introduced his research purposes and the aim of that

meeting. The meeting lasted for three hours.

The same questionnaire form was given to them; everyone was requested to use
two pens with two different colours; the meeting was divided into eight sessions.
In each session, one of the eight organisational climate dimensions was the
subject; each session was divided into three rounds of which first was to hear the
answer of each one of the meeting members. In the second round, those who had

extreme scores were requested to justify such scores. The third round was to
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leave the meeting members to think about the discussion and rewrite their new

answers.

The co-operation was very clear and fruitful and the meeting was open in terms of

frankness and objectivity and other necessary and useful matters related to MoPH.
By the end of that meeting the research reached the end of the fourth field

stage. Results and findings in the fourth field stages will appear in the following

chapters.

The Fifth Field Stage

Certain phenomena were apparent after comparisons had been made between the
Ministry Perceived Climate (MPC) and the Top Management Climate (TMC). In
order to ask for justifications for each phenomenon, the researcher prepared a
written presentation of these results in Arabic(Appendix 3.5.) and gave it to a

number of managers in MoPH.

Statistical Analysis

As indicated earlier in this chapter, a number of statistical techniques have been
applied. The researcher used the facilities of Kuwait Institute for Scientific
Research, Computer Centre, and Statistical Analysis System package was used.
All the comput.er tables and graphs appearing in this work were produced there.

Accessibility to the facilities was good.
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Testing the New Clusters

After the CLUSTER analysis and the attempt to draw the items commonality by
the definition of the NEW DIMENSIONS the researcher conducted a further
analysis by applying Duncan Multiple Range Test on the new dimensions across the

different factors and to find out the significant high and low dimension.
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CHAPTER IV

RESULTS PRESENTATION

4.1. Introduction

The main purpose of this chapter is to present the findings of the study; detailed

analysis and discussion will be left to the following chapters.

Firstly, the results of the main survey, called Ministry Perceived Climate (MPC)
using the eight HAY dimensions across the fourteen factors are presented,
followed by the results of the should be Climate as defined by a team of experts,
this we called Ministry Expert's Climate (MEC) measured using the DELPHI
technique. The results of the top management climate, which we called TMC, will

follow.

Next will be presented the results of the statistical technique- that have been
used in this research, namely CLUSTER ANALYSIS, to regroup the items and the
reconstruction of the instrument. The last section of this chapter will
concentrate on the results of the comparison between MPC and MEC, MPC and

TMC.

4.2. Relationships Between Categories and Patterns of Perceptions

We will examine responses to highlight significant patterns relating the eight

dimensions of organisational climate to the following fourteen factors:-

1. PROFESSIONS
2. EDUCATION
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AGE
DEPARTMENT
JOB TITLE

SEX

N v AW

LENGTH OF SERVICE IN MOPH

8. YEARS IN POSITION

9. NUMBER OF SUBORDINATES

10. NATIONALITY

11. BASIC SALARY

12. BASIC SALARY PLUS SOCIAL ALLOWANCES

13. BASIC SALARY PLUS SOCIAL AND TECHNICAL ALLOWANCES

14. TOTAL SALARY

As shown in appendix Tables 4.1.1-14 the Duncan Multiple Range Test applied to
the data allows elimination of scores which do not matter and differences which
are not significant. We can say that a sample size of less than five is not a

reliable source for comparison.

Organisational Clarity

Professions

Seven groups are differentiated: Doctors (18), Administrators (66), 'Others' (7),
Pharmacists (3), Engineers (3), Paramedics (2), Researchers (2). Medical Doctors'
scores show no extremes in relation to clarity. Their scores are slightly higher
than those of Administrators except on goal clarity, where the score is the same.
'Others' score higher on each item than Doctors or Administrators, except for

long-term plan definition to meet goals, where the score coincides with that of

Administrators, Pharmacists and Researchers score lowest for clarity.

97



Education

Six groups are differentiated: less than High School Diploma (14); High School
Diploma (10); Institute Diploma (9); University Degree (43); Masters Degree (20);

Doctorate (3).

Highest scores are achieved by those with Masters Degrees. Both High School

Diploma and University Degree Groups are lowest on clarity.

Age

Highest perceptions of clarity are reported by age groups 50-54 and 35-39, and
lowest by 20-24,.

Department

Fourteen departments are indicated, but there is overlapping between most of
these. The highest significant scores for organisational clarity are reported by

those in General jobs, Public Health and Planning, and Environment Protection.

Level
Five levels - Assistant Under-Secretary, Department Head, Controller, Section

Head, and Sub-Section Head are differentiated. None of these gives a significant

result,
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Sex

Ninety-six respondents are male and 5 are female. The pattern for clarity is not

significant.

L_ength of Service

Those with more than 29 years service with MOPH (41) score higher on all items
of clarity than any other of the 5 groups. Clearly the lowest scoring are those

with 3 to 5 years (14).

Years in Position

Five groupings are defined. Lowest clarity is reported by those in post less than
one year (6), and highest clarity by those in post for 3 to 5 years (29). A clear
upward trend in clarity with increasing length of time in post is broken by a peak

score for this middle group.

Number of Subordinates

Seven groupings are differentiated. Highest clarity is reported by those with 1 to
2 (8) and 6 to 10 (20) subardinates. Lowest significant score for clarity is reported

by those with 3 to 5 subordinates (14).

Nationality

Two groupings are distinguished - Nationals and Non-Nationals. Non-Nationals

scare higher for clarity.
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Basic Salary
Six basic salary levels are defined. Highest significant clarity is scored by persons
whose basic salary is in the range 400-600. Higher salary groups score lower for

clarity.

Basic Salary Plus Social Allowances

Here the highest clarity belongs to 600-800; however, all 5 levels achieve class A

on this dimension.

Basic Salary Plus Social Allowances and Technical Allowance

Highest clarity is reported from the middle group of 6, namely 600-800, with those

earning more than 1200 (the highest paid group) scoring lowest.

Total Salary
Highest clarity is reported by those earning 800-1000. The pattern is a curve
rising to this peak clarity group, then falling away. Lowest score is clearly at

more than 1200,

2. Decision Making Structure

Professions
Whilst Engineers and 'Others' show the best results, Engineers are too small a

sample. Doctors (18) and Administrators (66) score similarly to each other with a

moderately high score.
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Education

The results are not significant.

Age

Seven age bands are defined. Highest scores appear for 50-54, 45-49, and 35-39.
Lowest is the youngest group: 20-24. There is a general trend upwards except for

the 40-44 band,

Department
Sufficiently large samples occur in 7 groups; all groups score in Class A. (Highest
is Public Health and Planning (7 respondents), next comes Environment Protection

(5), and then general jobs (11). Lowest of the 7 is Organisation Control (5)).

LLevel

The scores are not significant.

Sex

The scores are not significant.

Length of Service

Highest score is achieved by those who have been with MOPH for more than 20

years (41). There is an upward trend, with a marked rise at the 6-10 years band.
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Years in Position

Highest scoring group is of those who have been 3-5 years in post. As with other
categories of climate in relation to years in position, there is a clear upward

trend, with particularly high scores in this 3-5 years band.

Number of Subordinates

These scores are not significant.

Nationality

Again, Non-Nationals score higher.

Basic Salary

Highest scores are recorded by bands 400-600 and 800-1000, and lowest by 600-800
and 1000-1200.

Basic Salary Plus Social Allowances
The scores here are not significant.

Basic Salary Plus Social and Technical Allowances

The highest scoring group is 600-800.

Total Salary

The scores are not significant.
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Organisations Integration

Professions

'Others' score highest. Doctors again score slightly higher than Administrators,
with a wider gap this time. Of the small samples, Pharmacists score particularly

low, and Engineers low.

Education

The highest scores are reported by those who have Masters Degrees and those who
do not have a High School Diploma. The lowest score on integration is by those

who hold a University Degree.

Age

Generally, there is an upward trend, such that the older the person, the higher the

perception of Organisation Integration. Clear highest is 50-54.

Department

Public Health and Planning score most strongly (7 persons), followed by
Environment Protection (5) and .General Jobs (11). Of the 7 significant groups (by
sample size) Organisation and Control (5) score lowest for Organisation

Integration.

LLevel

The results are not significant.
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Sex

The scores are not significant.

Length of Service

Again, longest service (more than 20 years with MOPH) scores most strongly, at

the summit of a rising trend in which the anomaly is a high score for 6-10 years.

Years in Position

As in other categories, so with Integration: the rising trend of scores as length in
job increases is disturbed by high scores in the 3-5 years group, which is highest

here.

Number of Subordinates

The group with 6-10 subordinates scores highest.

Nationality

As in all categories, Non-Natianals score higher.

Basic Salary

All groups score in class A, the highest being 400-600.
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Basic Salary Plus Social Allowances

Results are not significant.

Basic Salary Plus Social and Technical Allowances

Highest is the 600-800 category. Scores above with level of income are lower

than for the low income groups.

Total Salary
The group 800-1000 scores highest. A similar curve is demonstrated, rising to
800-1000, then falling away with the lowest score for more than 1200 (this is in

the class as 200-400 and 400-600).

Management Style

Professions

The highest significant score is achieved by 'Others', and the lowest by

Administrators. Doctors again score slightly higher than Administrators.

Education

This result is not significant.

Age

There is a trend towards higher scoring with increasing age, except for a slight

fall at 40-44, Five groupings, from 30-34 upwards, are in class A.
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DeEartment

Public Health and Planning (7 persons) and Environment Protection again score
highly, whilst Organisation and Control and Service and Technical Staff score
lowest.

Level

Controllers score highest for perceptions of Management Style, and Section Heads .

lowest.,
Sex
This score is not significant.

Length of Service

Highest scores occur with longest service. Lowest are 3-5 and 11-15 years.

Years in Position

Highest is 3-5 years; otherwise the trend is upwards as length increases.

Number of Subordinates

6-10, 1-2 and more than 20 are highest.
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Nationality

Again Non-Nationals score higher.

Basic Salary

The group earning 400-600 scores highest. The lowest paid - not more than 200 -

scores least.

Basic Salary Plus Social Allowances

These scores are not significant.

Basic Salary Plus Social and Technical Allowances

Clear highest is the 600-800 group, with a rising trend to this peak and a falling-

off of the lowest score for those earning more than 1200.

Total Salary

Whilst the highest score is for the 800-1000 group, the 400-600, 600-800, and
1000-1200 groups are also in the same class. In a separate lower class are
thelowest and highest paid, with the highest paid recording the lowest scores for

perceptions of Management Style,

Performance Orientation

Professions

Highest significant score is for 'Others', then Medical Doctors, then
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Administrators. Researchers - too small to be reliably comparable - score
markedly low.

Education

Those holding Masters' Degrees have highest scores for performance orientation,

and those with High School Diplomas score lowest.

Age

Highest performance orientation is recorded by 50-54 and 35-39 age groups.

l_Lowest perception scores here are for 20-24 years.

Department

Highest performance orientation is attained by General Jobs and by Public Health

and Planning. Service and Technical Staffs and Organisation and Control are

again lowest,

Level

Results here are not significant.

Sex

There is no significance.
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Length of Service

Service with MOPH of more than 20 years score highest. Again there is a higher

score for 6-10 years in relation to the rising trend.

Years In Position

3-5 years and more than 15 years share the highest score. Again the 3-5 years

peak breaks the upward trend over time in position.

Number of Subordinates

Highest scores are recorded for 6-10 and more than 20; next highest is 3-5.

Basic Salary

Highest Performance Orientation is from those earning 400-600, and there appears
to be a slightly rising curve up to this level and falling with salaries above it.

Lowest and highest paid score similarly low on this dimension.

Basic Salary Plus Social Allowances

Highest score is for those earning 400-600; scores fall away again after this, with

800-1000 and 1000-1200, each lower scoring than the 200-400 group.

Basic Salary Plus Social and Technical Allowances

600-800 is the highest scoring group; the trend is again up then down, with the 2

highest paid groups scoring less than the least.
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Total Salary

Whilst the trend line seems similar, the results are not significant.

Organisation Vitality

Professions

The highest significant score is achieved by Doctors. Whilst Engineers score
strongly, their sample is too small. Here the class range for Administrators
contrasts them with Doctars - in this case the score for Doctors is the clearer.
Education

The results here are not significant.

Age

Highest score is for persons aged 50-54. With the exception of the relatively high

score for 35-39, there is an upward trend with age.

Department

Of significant samples, General Jobs and Public Health and Planning score highly,
but over 3 classes (a less clear indication than on other dimensions). Once more
Service and Technical Staff and Organisation and Control are lowest.

Level

Results here are not significant.
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Sex

Organisation vitality is the only dimension oen which scores by sex are significant.

Male respondents score higher (class A) than female (class B).

Length of Service

High vitality scores are attained by persons serving more than 20 years. All other

groups are in class B: 6-10 years is again a markedly high scorer.

Years in Position

More than 15 years scores highest; 3-5 years, 6-10 years and 1-2 years follow.

LaWest score for perceptions of vitality is by less than 1 year,

Number of Subordinates

Results here are not significant.

Nationality

Non-Nationals' perceptions of vitality score markedly higher.

Basic Salary

All scores are in class A : 400-600 scores highest.
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Basic Salary Plus Social Allowances

400-600 scores highest.

Basic Salary Plus Social and Technical Allowances

600-800 scores highest. Lowest is more than 1200.

Total Salary

There is no significant differentiation.

Compensation

Professions

Medical Doctors and 'Others' score highly for perceptions of compensation.
Administrators are less satisfied. Of the excessively small samples, Engineers (3)
are much more critical of Compensation than of other dimensions, and Paramedics
(2) score exceptionally low.

Education

People with Masters Degrees record greatest satisfaction in relation to other

professions. Least satisfied are less than High School Diploma, High School

Diploma and University Degree.

Age

There is a trend upwards in scores, highest being 50-54. 25-29, however, is higher
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than the 3 groups which succeed it.

Department

Public Health and Planning score highest, together with External Medical Services

and Environment Protection. Other significant groups are not differentiated.

Level

These scores are not significant.

Sex

Scores are not significant.

Length of Service

The longest serving group - more than 20 years -~ scores highest.

scores higher than 3-5 or 11-15. 3-5 and 11-15 score lowest.

Years in Position

These scores are not significant for compensation.

Number of Subordinates

Results here are not significant.
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Nationality

Compensation is the only dimension for which Nationality scores are not

significant.

Basic Salary

Lowest satisfaction is reported by persons earning less than 200. 4 Groups - 200-

400, 400-600, 600-800, and 1000-1200 share highest scores.

Basic Salary Plus Social Allowances

All groups score in class A, the lowest score within the class being from 200-400.

Basic Salary Plus Social and Technical Allowances

600-800 scores highest, and 200-400 and 400-600 lowest.: Above 800, responses are

mixed.

Total Salary

800-1000 scores highest, followed by 600-800. Above 1000 responses are mixed,

but higher than for 200-400 and 400-600.

Human Resource Development

Professions

Of the significant sample groups, Doctors score highest, together with 'Others'.

Administrators score lower, showing less satisfaction.
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Education

All scores are grouped in class A.

Age

Highest score is attained by 50-54; there is a spread of high to moderate for 45-

49; and the 3 groups spanning 30 to 45 score in the same, lower, class. 25-29 is

lower still, and 20-24 lowest.

Department

Highest scores here are recorded by Public Health and Planning. Overlapping this

class' and extending lower are General Jobs, External Medical Services and

Environment Protection: and overlapping these is Financial Affairs. Service and

Technical Staff and Organisation and Control score lowest.

Jab Title

All scores here are in class A.

Sex

Results are not significant.

Length of Service

6-10, 16-20, and more than 20 years are highest, and 3-5 and 11-15 years lowest.
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Years in Position

Highest satisfaction is recorded by the more than 20 years group. 3-5 years
overlaps this, and is itself overlapped by 6-10 years. Lowest score is for less than

1 year.

Number of Subordinates

Clear highest score is reported by persons having 6-10 subordinates, and clear

lowest by those with 3-5 subordinates.

Nationality

Non-Nationals score higher.

Basic Salary

All scores here are in class A.

Basic Salary Plus Social Allowa_nces

The scores are not significant.

Basic Salary Plus Social and Technical Allowances

Highest satisfaction is reported by those earning 600-800 and 800-1000. Lowest is

200-400. The trend rises and falls slightly as compensation rises.
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Total Salary

Highest scoring group is 800-1000. Lowest is 200-400. Again the trend rises, then

falls off, this time above 100.

4.3. Patterns Found in the 14 Factors Across Dimensions

When we tried to find the patterns of the fourteen factors across the eight

dimensions we found the following patterns:-
Profession

The scores on all Dimensions show significant differences between professions,
though of course the numbers in each category vary tremendously: there are only
2 Researchers and Pharmacists, only 3 Engineers and Paramedics, and 7 Others.

So the main stream is made up of the 18 Doctors and 66 Administrators.

On table 4.1.1. it can be seen that doctors score higher than Administrators on all
Dimensions. Pharmacists, Paramedics and Researchers show consistently low
scores, whilst Engineers and Others are mostly high. Administrators are steadily

in the main stream.

Education

The Duncan Multiple Range Test, when applied to Category Means as in

Fig.4.2.2.1-8 shows that scores obtained are significant in many cases.

From the same table we can see that those with higher education tend te hold
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better climate perceptions, but too many anomalies occur, such as the low scores
of ordinary degree holders, to place much confidence in predictions from this

factor., 66.6 per cent of the sample are university graduates.

Department

Of 14 Departments, 7 represented only 16% of -the sample and so have been

ignored for detailed analysis.

Figures. - 4-';2:‘. 3.1-8 i -show Public Health & Planning (7 people) and General
Jobs (11 ;.Jeople) and Environment Protection (5 people) all in thé upper half across
most dimensions; Service & Technical Staff (10) and Organisation & Control (5)
appear consistently low. The 27 people in Financial Affairs stay close to the

median on all dimensions.

Fig.4.1.3. shows a significant across-the-toard pattern, in which Technical

Departments always score a better climate than the Non-technical.
Level

This factor does not discriminate significantly between Dimensions, though we

should look moare closely at the level of Items within Dimensions.

Age

\

A persistent trend appears for perceptions of climate to be higher on all

dimensions, according to age. The Stepwise procedure recognises this especially

for Management Style.
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Age bands 35-39 and 40-44 each account for 23% of the sample, and the latter is
always above the former. (See Fig.4.1.5.) In fact the 40-44 band always shows
above the 45-49, as well, but this hardly alters the general picture that employees'

perception of the climate improves according to maturity.

Sex

From the sample of only 5 Female to 95 Male, it is difficult to draw any valid
conclusions, especially as the scores are generally too close together to

discriminate.

Service Years

On all Dimensions except Management Style, this factor seems of persistent
significance. This is confirmed by the Stepwise analysis. In general it can be said
that climate perceptions improve with years of service. Certainly, the 14 people
with least service and the 41 people with most service (over 20 years) consistently

show the lowest and highest scores respectively.
Within this, however, it might be important to notice the 21 people with 6-10
years of service, who consistently show better scores than the 15 with 11-15

years. This anomaly appears across all Dimensions.

Years in Post

In general, the 14 people with more than 15 years in post show the best climate,
and those with less than two (37 people) the worst. This is on all Dimensions.
However the trend is again broken by the consistently higher scores of the 29

people with 3-5 years over the 21 people with 6-10 years in post.
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Number of Subordinates

The pattern here seems to be that the 20 with 6-10 subordinates show the best
climate all through, followed closely by the 40 with more than 20, whilst the 14

with 3-5 subordinates are generally the worst in their perceptions.

Nationality

Non-Nationals show a higher mean score for climate perception across all
dimensions than do nationals. The least difference is for compensation (4.1/4.0).

The greatest difference is for human resource development (5.2/4.6).

Basic Salary

The highest means across all dimensions occur in the 400-600 basic salary range.
Across the other bands the pattern is more varied: for example, those earning not
more than 200 have a very high score for organisational clarity (the same score as
for 400-600) but a very low.score for compensation (2.1 compared with 4.6).
There are 33 respondents in the 400-600 band. The score is lower in every
dimension for 600-800 than for 400-600. Perception improves with increasing
salary - with the exceptions of clarity and integration - until 400-600, then
drops. Above 600-800, improvement occurs in the dimensions of clarity, decision-
making structure, and management style. The 1000-1200 sample comprises only
two respondents, The score here falls off from the 800-1000 score on four
dimensions - clarity, decision-making structure, performance orientation, and

human resource development.
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Basic Salary Plus Social Allowances

The results here are not significant, Classes are not differentiated for four
dimensions, and for two others all bands are A. For vitality and performance

orientation, highest scores are recorded in the 400-600 band.

Basic Salary Plus Social and Technical Allowances

Across all dimensions scores rise through the bands 200-400, 400-600, and 600-800,
then fall through the bands 800-1000, 1000-1200 and more than 1200. With the
exception of compensation, scores are lower across all dimensions for 'more than
1200' than for 200-400. The highest-paid score the climate less positively than do

the lowest-paid.

Total Salary

Across all dimensions mean scores rise through the bands, from 200-400,400-600,
600-800, and rise again or remain the same for 800-1000. They then fall (except
for decision making, which, with performance orientation and vitality, is not
significant). In all dimensions, except compensation and human resource
development, scores for the band 'more than 1200 are lower than for the band 200-
400, Highest climate scores occur at B00-1000 total salary, and decline for

salaries above 1000,

4.4. Ttems within Dimensions showing Greatest Divergence Between Categories

Contrasting perceptions can be highlighted as a basis for further enquiry, as shown

in tables 4.9.1.1-14.8 and figures 4.2,1.1-9.8.
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Organisational Vitality

Most prominent here is the contrast between departments. Perception of timely
decision making, and urgency of response show wide spreads. While General jobs
score highly, and Organisation and Control low. The 25-29 age band scores low
across the items, falling markedly behind other bands for pacesetting, and those
with 3-5 subordinates pérceive decision making timing markedly less positively

than other number-of-subordinate groups.

Organisation Clarity

There is a broad spread here, with External Medical Services scoring low except
on long term planning orientation and decision making on the long term view, on
the level, Controllers report a low score for clarity of goals, and Department
Heads a low score for decision making on the long term view, for the age as would
be expected, the 25-29 years band records much the lowest scores for items other
than goal clarity and relatedness to everyday functioning. Females fall far below
males for goal clarity, and there is a broad range on long term planning

orientation for numbers of subordinates, 3-5 scoring particularly low.

Management Style

Items are scored variously by profession - a gap opens between Doctors and
Administrators in relation to encouragement to innovate, where Doctors score
higher,the widest spread by Education is for encouragement of constructive
criticism, with Doctorates high and High-School lower even than Less-than-High
School, and there is varied diverse response by department, with Organisation and
Control recording a very low score for encouragement of constructive criticism.

Sub Section Heads fall well below others for encouragement of innovation score,
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in contrast to high scoring Department Heads. So also do those with 3-5
subordinates,in terms of age 25-29 and 30-34 year bands agree they pefceive much
less encouragement of open discussion than older bands, and females perceive
much less open discussion encouragement than do males. Whilst bands of years of
service score closely on open discussion encouragement, they diverge on

perception of good downward communication from above.

Performance Orientation

ThIs.' dimension shows a broad spread between professions. Doctors are clearer
about performance measures than are Administrators, in terms of education
University graduates return an unexpectedly low score for clarity of performance
measures, departments, Public Health and Pllanning score less positively in
relation to other departments on clarity about end results expressed than on other
items, and in age 35-39 years group is lower than might be expected for clarity of
performance measures. Those with 11-15 years service score noticeably lower
than all other groups for personal accountability for success or failure, by years in
position there is a wider spread on clarity of performance measures by years in
position than on other items. Those with 1-2 years score lower than those with
less than 1 year, and there is a wide spread on clarity of performance measures
between groups of numbers-of-Subordinates, with 6-10 scoring high and 3-5

conspicuously low.

. Decision Making

There is a wide spread by profession, particularly on effect of reporting structure
on goal implementation. However significant sized sample groups are close, in
terms of education, those with Doctorates have a markedly more positive score

reference co-ordination than other groups, and there is a wide and varied spread
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of scores by department, with Public Health and Planning showing a much higher
score than others for effect of structure on strategy implementation.

Controllers are less positive about effect of the reporting structure on goal
implementation than they are about other items. Sub Section Heads are highest
on that item and noticeably lowest on adequacy of information as a basis for
decisions, there is a markedly wide range by age group for adequacy of
information as a basis for decisions, with 30-34 and 25-29 scoring far below others
- an exceptional drop for 30-34, females score markedly lower than males for
information as a basis for decisions, and those with more than 20 years of service
are very much more positive about information adequacy as a basis for decisions
than any other years-in-service group. Those in 11-15 years score particularly low
for effect of reporting structure on goal implementation, in the subordinates size
those with 11-15 subordinates have a very much lower score than other number-

of-subordinate groups for system provision of information for decision making.

Human Resource Development

This dimension has an enormous spread by profession. Administrators are
consistently less satisfied than Medical Doctors. Paramedics (a sample of only 2)
are unable to perceive promotional opportunity, talent matched to job demand or
job challenge. More dramtically, Engineers score highest (a sample of only 3) on
all items except job challenge, which plunges to equal lowest with Paramedics.
Within a fairly wide spread on job challenge related to Education, High School
group scores especially low, and Institute Diploma is highest, slightly above
Doctorate, in department there is a wide spread by department. A broad gap
opens between Financial affairs and General Jobs/Public Health and Planning in
relation to success in developing people for bigger jobs and provision of
opportunity, Financial affairs scoring lower.

As noted elsewhere, Service and Technical staff score consistently low across the
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H.R.D. dimension. In terms of level Sub Section Heads do not perceive success in
developing people for bigger jobs, or challenge in the job: In contrast they score
higher, and above Section Heads, for perception of promotion opportunity. There
is a wide spread by age in relation to job challenge, with 30-34 years olds notably
low scoring. Women see less opportunity for individual development and less
matching of talent to job demand than men, and somewhat less promotional

opportunity.

Job challenge shows a wide spread by years of service, with 3-5 and 11-15 years
scoring much lower than others. 11-15 see less quality of search to fill vacancies:
other groups' scores coincide at a higher level. Wide spread occurs again for years
in position, with an even rising trend of challenge as age increases. Those with 3-

5 subordinates score much lower than others for job challenge.

Organisation Integration

Paramedics (sample only 2) score low, especially for understanding of goals
between units.and in terms of Education within a narrow spread, Institute Diploma
shows anomalies - high on quality of total communication, low on clarity of
interrelationships with other jobs and awareness of happenings in other areas

which may affect them.

There is a wide spread by department, eg. by quality of total communication,
where Organisation and Control score low., This department is a low scorer across
the dimension. except for quality of same level communication and awareness of
happenings in other areas which may affect them. In terms of level Assistant
Under-Secretaries are generally high scorers across the items. Other groups agree
with them on quality of total communication, except for Section Heads where the

latter is lower. There is a wide spread of awareness of happenings, with Sub-
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Section Heads much the lowest, and Controllers higher than Department Heads.
25-29 age band shows much less integration. There is a rising trend with age, and
women perceive a noticeably higﬂer level of same level communication than men,
where those with 6-10 years in position see a contrast between high quality of

same level communication and relatively low quality of total communication.

Those with between 11 and 20 subordinates or none at all have much less

understanding of goals between units than do those with 1 to 10 or more than 20

subordinates.

Compensation

There is wide spread variation by profession. Doctors are best satisfied,
Pharmacists and Paramedics least. Researchers score well for compensation
related to performance; Engineers do not. In terms of Education those with High
School Diplomas feel pay is much less competitive with similar jobs in MOPH than
do other Education groups. Compensation by department has a complex pattern.
There is a marked difference between Service and Technical Staff (low score) and
Public Health and Planning (high score) particularly for compensation satisfaction,
pay competitiveness with similar jobs in other organisations, and competitiveness
within the organisation, whilst scores close up for benefits competitive with other

similar organisations, and relationship between compensation and performance.

Whilst Sub Section Heads see organisation benefits as very competitive,
controllers see them as much less so. There is greatest congruence of scores in
relation to perception of relationship of compensation to performance which
scores-as the lowest item. The widest range by age group is for pay competitive
with similar jobs outside, where 55-59 scare very high, and 25-29 fairly low. 40-44

are not greatly more satisfied with compensation than are 25-29.
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Women see a greater disparity than men for both inside and outside pay
comparisons, particularly for outside comparison with similar jobs, and those with
11-15 years service are noticeably less satisfied that pay is competitive with

similar jobs within the organisation.

Those with 6-10 years in position see least relation between performance and

compensation.

Those with 1-2 subordinates are happier than others that pay is competitive with

similar jobs outside.

4,5. Scores of Items Within Dimension

Answers to this question help to account for and explain why people have recorded
high or low perceptions of climate ﬁn the level of Dimensions. Items are
Dimensions on a lower level. Analysis of Items, and of Items across the categories
within the 14 Factors, will sharpen our discrimination. Although all the Items in a
particular Dimension have something in common, it is possible for there to be

significant differences between them.
Figures 4.3.1-8 confirm this view.

1. Organisation Clarity ranges from 5.5 for Planning Formality to

4.8. for Clarity of goals, and 4.9 for Plan definition to meet goals.
2, Decision Structure ranges from 5.3 for Information Adequacy to
4.2. for Effect on strategy implementation of reporting structure and

4,3, for Effect on goal implementation of reporting structure.
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-

Organisation Integration ranges from 5.6 for Quality of same level

communication to 4.1 for Understanding of other unit problems.

Management Style ranges from 5.5 for Encouragement of open discussion
and for Management support for managers, to 4.5 and 4.6 for

Encouragement for taking risks and for Job innovation.

Performance Qrientation ranges from 6.4 for Challenge of organisational
goals to 5.1 for Personal accountability and even 4.2 for Clarity of

perform ance measures.

Organisation Vitality ranges from 6.2 for Pacesetting relative to
comparable other organisations down to 4.6 for Decision making

innovativeness and 4.9 for Decision timing.

Compensation ranges from 4.9 for External competitiveness of benefits
down to 3.3 for Compensation related to performance and 3.5 for general

satisfaction with compensation.

Human Resource Development ranges from 5+ for three items concerned
with providing opportunity and development down to 4+ for Qualtiy of

search for vacancies and Matching talent with job demands.

4.6. Item Analysis and the Discrimination Between Categories

1,

Profession analysis at the Item level is found at Fig.4.2.1.1-9.8 in curves

and also in tables 4.9.1.-14.8. These show that, although scores do in fact vary a

good deal from one profession to another, the significance of these variations is
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more apparent than real except in a few cases, which have been already noted.

The widest spread appears for Human Resource Development and the

picture can be seen in graphic form in 4.2.1.8.

2, Education analysis at the Item level is found at Fig.4.2.2.1-8 and in tables
4.9.2.1-8. Only compensation and Human Resource Development matter, Holders
of Master Degrees seem to have highest climates. However, although those with
lowest education return very low scores for Compensation Satisfaction and
competitiveness within the organisation, it may be more significant that

University Degree holders do not score high.

5 Departments analysis at Item level is in Fig.4.2.3.1-8 and in tables 4,9.3.1-
8. For 4.5 Encouragement of constructive criticism, Org. & Control and Service &
Technical Staff score lowest, but Paramedics reach a high of 5.7. The picture is
similar for 5.3 High performance expectations from managers. For 6.3 Decision
making timing, Organisation & Control & Service again have the worst
perceptions. They are joined by Paramedics for 7.3 and 7.4 which reflect pay
competitiveness internally and externally, otherwise, Item analysis simply bears

out findings elsewhere.
4, Level analysis by Item reveals the only significant data on job innovation.

The 12 Department Heads have a much better climate than the 12 controllers or

the 3 Assistant Under-Secretaries.

On the whole, however, Level does not appear a significant factor.

2. Age analysis by Item, in Figure 4.2.5.1-8 and tables 4.9.5.1-8B shows many

variations in the five-year bands, involving 25 out of 46 items.
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6. Service Years analysis by Item in Fig.4.2.7.1-8 and tables 4.9.7.1-8 shows
significant variation on about half the items. Climate improves with Service

years even more clearly than with Age, and on a number of different items.

5 Years in post analysis by Item is in Figure 4.2.8.1-8 and tables 4.9.8.1-8.
On those items that matter, there is a trend upwards only to the five-year mark,

the exception to this being a firm trend all the way for 8.5 Job Challenge.

8. Number of Subordinates analysis by Item in Fig.4.2.9.1-8 and tables 4.9.9.1-
8 is mainly useful for showing that this is not a véry good discriminator.
It is noticeable however, that there is a marked climate improvement

among managers with 6-10 subordinates, over those with 3-5.
9. Nationality analysis by Item is shown in Table 4,9,10,1-8, This shows that
differences between Nationals and Non-nationals are mainly significant for
Organisation Vitality. (6.1, 6.2 and 6.3).

Non-nationals always see a better climate than Nationals, and this applies
also to 2.4 Adequacy of Information for Decisions, and 4.5 Encouragement of

Constructive criticism.

10. Basic Salary by Items is shown in Table 4.9,1.1-8. 5.5 Clarity about results

needed shows a slight peak at 400-600.

This slight indication is also found for Compensation 7.2, 7.3 and 7.4,

otherwise Basic Salary says little.

1T, Basic Salary + Social analysis by items is shown in Table 4.9.12,1-8. On
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Performance Orientation, 5.5 Clarity about results needed shows a similar peak at
'600-800, and if the same item were not also found in Basic + Social + Technical, it

would hardly be worth mentioning.

12, Basic Salary + Social + Technical analysis by item is shown in Table

21.9.13.1—8.
13. Total Salary analysis by item is shown in Table 4.9.14.1-8.
Even close scrutiny of both categories reveals no patterns of real interest

beyond what are already known.

4.7. Items Commonality and Associations:-

In the HAY questionnaire, the 46 questions or items are in 8 dimensions as it
appears in table 4.3, Items within each dimension are related to the theme of that

dimension and differentiated from items within the other dimensions (see table

4.2).

Two types of investigations have been applied on those 46 items to achieve two

main objectives named, [tems Commonality and Items Associations as follows:-

4.7.1. Items Commonality:-
By subjecting the item results to cluster analysis, we can discover whether

significant relationships exist between items in different dimensions, and so derive

new groupings which may be labelled as new dimensions.
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Table: 4.3

ITEM ASSCCIATICNS

| NS¢ NSLAB A2 F 80 46 4 5,/20/85 1S:44:41
{-:::::::::::::========:==:=:"_"'_‘:::::‘-‘::'_':‘_":‘_":::‘_'::=========.—.====:=:==!===!
000001 1 1.1 1.1 323ALS RELATED TO EVERY DAY FONC

000002 2 1.2 1.2 30ALS CLEAEANCE

000003 3 1.3 1.3 PLANNING FORMALITY

000004 4 1.4 1.4 PLANNINSG LENGTH

000005 5 1.5 1.5 vIR3 RANGE LINGTH AS BASE FOR DEC. MAKING
000006 6 1.6 .6 2LAY DEFINIT. TO MEET GOALS

000007 T 2.1 2.1 REPORT SY EFFECT ON STRATEGY I4PLEMENT.
000008 2 2.2 2.2 RE20RT SY BFFECT OX GOAL IMPLMENT
000009 3 2.3 2.3 SISTE:} PROVISION OF INFORM F.D. MARKING
000010 4 2.4 2.4 IFP0A ADEQUACY AS A BASE PF. DECISTONS
000011 5 2.5 2.5 2SPIRT SY EFFECT ON COORDINAT.

000012 1 3.1 3.1 0T3z2R UNIT PROSBLEM UNDRSTAND

000013 2 3.2 3.2 QUALITY OF SAME LEVEL COMUNICAT.

000014 3 3.3 3.3 QUALITY OF TCTAL COMMUNICAT.

000015 4 3.4 3.4 MANAGERS CLEARANCE OF INTERR OTHERS JOB

000016 5 3.5 3.5 GO0ALS UNDERSTAND. BETWEEN UNITS

000017 6 3.6 3.6 CCOPERAT. TROUGH UNITS

000018 7 3.7 3.7 AAARE OF HAPPENWINGS IN OBG. EFFECT THERS.
000019 1 4.1 4.1 INDEPEND. TO CARRY RESPONSIBILIT

000020 2 4.2 3.2 RISX INCURMENT FOR EFFECTIVEMESS

000021 3 4.3 4.3 0B33 prscussiox ENCOURAGEYENT

000022 4 4.4 4.4 JOS INNOVAT. ENCOURAGEMENT

000023 5 4.5 4.5 CONSTRICT CRITICISH INCUBAGEHENT

000024 6 4.6 4.6 COMMUNIC. FROM ABOVE

000025 7 4.7 4.7 4ANAGEXY. SUPPCGRT FCR MANAGERS

000026 1 5.1 5.1 PEISONAL ACCOUNTABILIT

000027 2 5.2 5.2 CLZARANCE QF PERFPORHANCE MEASURES
000028 3 5.3 5.3 HIsd PERFORMANCE EXPECTATATION F2CM MANAGERS
000029 4 sS.4 5.4 ORGANIZ. GOAL CHALLENGING

000030 5 5.5 5.5 1AYAG CLEARANCE OF RISULTS NEEDED
000031 1 6.1 6.1 RES204SE TO CHANGES IN BUSINESS ENVIROMENT
000032 2 6.2 6.2 DECISION MARKING INNOVATIVITY

000033 3 6.3 6.3 DECISINY MAKING TIHING

000034 4 6.4 6.4 ORGANIZ. PACESETTING . .

000035 5 €.5 6.5 URGRNCY RABIDITY RESPONSZE VITALTY
000036 1 7.1 7.1 OR3ANIZ. BENEFITS COMPET WITH SIMILAR
000037 2 7.2 7.2 COAPENSAT SATISFACTION

000038 3 7.3 7.3 PAY COUPETITIVE WITH STMILARS IN ORGANIZ.
000039 4 7.4 7.4 PAY COMPETITIVE WITH SIMILARS OUTSIDE ORGAN
000040 S 7.5 7.5 COH4PENSAT PSRFORMANCE RELATATION

000041 1 8.1 8.1 PI0M0T. OPPORTUNITY

000042 2 8.2 3.2 QUALITY  OP SEARCH FOR VACANCIES

000043 3 8.3 3.3 SUCCESS3 IN DEVELQOP. PEOPLE FOR BIGGER JOBS
000044 4 8,4 8.4 OPORTUNIT PROVISON & INDIVIDUAL DEVLOPEMENT
000045 5 8.5 5.5 J0O8 CIALLENGING

0000u6 6 8.6 8.6 MATCH 3:=T #ANAG. TALENT & THEIR JOB DEMAND

r— ——— e = = [ maas an =
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Eight new clusters are created by the oblique principal component method. These
are shown below in table 4.4, 4.5,
"Coherence" shows how plans and performance fit together.

"Clarity" concerns organisational purpose and integration.

This analysis reflects perceptions of rewards as inappropriate and uncompetitive
purpose and integration falling short of desired levels of clarity; openness as
somewhat limited; a reasonable fit between plans and performance; but rather
higher expectations for goals, results and opportunities; and high levels of

perception of suppdrt and alertness in MOPH.

Whilst these 'new dimensions' may be labelled, they are very mixed in content and

hence difficult to name accurately. The more straightforward examples are:

Q18 Awareness of happiness in other
areas which may affect you
Q20 Level of reasonable risks taken to
increase effectiveness 'Openness'
Q21 Encouragement of open discussion R =0.98
of conflicts

Q23 Encouragement of constructive criticism

Q2 Clarity of goals

Q8 Reporting structure effect on goal 'Clarity of
achieve purpose and
Q14 Quality of total communications integration’

Q15 Clarity of interrelationships with R = 0.55
others' jobs

Qlé Goals understood between units
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Ql Goals related to everyday functions

Q6 Decision making on long-term view 'Expectations'
@30 Clarity about end results expected of R =0.39
managers

Q36 Benefits competitive with other similar

organisations

Q41 Opportunities for promotion

Q9 System provision of information for
decision making
Q11 Reporting structure effect on coordination

Q19 Freedom to take independent action to carry

out job
Q26 Personal accountability for success or 'Alertness'
failure R =1.80

Q28 High levels of performance expected
from managers -

Q@31 Responsivenss to changes in business
environment

Q34 Organisatiohal pacesetting

Q@35 Sense of urgency and rapid pace

Q42 Breadth of internal search to fill vacancies

4.7.2. Items Associations:-

By subjecting item results to Duncan Multiple Range Test, we can discover
whether associations exist between items in different dimensions (Table 4.6). The

difference here from CLUSTER is quite clear from the statistical point of view,
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Table: 4.6 "HST##0Q# MPC 25/07/34 15:52: 28"
Item Associations (D.M.R. Test)
VARIATION ACCR0SS QUIESTIONS

3. 186

TCT.DF = 4159.900 TOT.SS = 13217.506 TIOT.%S =

T2T.LOF = 45,000 TRT.SS =  1628.541 TRT.MS = 36,190

E2E.DF =  41U%,000 TR5.55 = 11588.9€5 TRR.M5 = 2.924

F.CalC = 12.816 F.95% = 1.373 P.CALC%: = 1.000
«s s QUESTION NMEAS  AVG STD ..-CLASSES
5.4 CBGANIZ., GOAL CUALLTUGIN .. et eerresrecnacnonannnnns 88  6.36 0.98 Aeveesssscccaasesn
6.9 OZGANIZ. PACESITTING : 91 6.18 1.23 AB
€.1 RESTONSE TC CHANGES IN BUSINESS ENVIROMENT 91 5.82 - 1.35 BC
3.2 QUALITY OF SAY® LEVIL CONUNICAT. 96  5.59 1.74 co
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(see Statistical Techniques - Methodology Chapter).
An examination of the relationship between items in different dimensions, to

discover significant links, will give us more data for our diagnosis.

Strongest items, shared across the organisation sample, are perceptions of
excite:ﬁent, urgency, awareness of the environment and quality of communication
between peers. Highly challenging goals are perceived, and a very fast pace is
experienced. Formal planning, open discussion and top management support score
strongly, and strong communication from above is perceived, with adequate
provision of information for decisions. Goals are seén as related to everyday
functioning, associated with high expectations of performance by managers.
Management are aware of the goals. Featuring less prominently are attention to
the longer-term view, development of people for bigger jobs, provision of

opportunities, and perception of independence to carry out responsibilites.

Showing a broader spread and lower average score are perceptions of promotional
opportunities, competitive benefits, an information system to support decisions,
and planning for goals. Clarity, too, is not strong and is variously perceived, with
room for improvement in clarity of goals and of interrelationships with other
jobs. The effect of the reporting structure on strategy achievement and goal
implementation is perceived as unhelpful. Personal accountability for success and
failure varies, with room for improvement, and very clear measures of individual
performance are seen to be lacking. Whilst the organisation is responsive to
changes in the environment, it is not perceived as innovative in decision making,
nor do all individuals experience challenge in their individual jobs to the same
extent that the organisation is described as having challenging goals. Similarly,
there are lower scores for willingness to take risks, co-operation with other sub-

units, and awareness of what is happening in other areas.
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Total communications across the organisation score poorly, as does the extent of
understanding of the objectives and goals of other units. Talents are not seen as
well matched to job requirements, and there is not seen to be a broad search
within the organisation to fill job vacancies. The reporting structure is not seen
to facilitate goal achievement. Pay is perceived as uncompetitive, satisfaction
with compensation is lacking and there is no comprehension as to how individual
performance is really rewarded - indeed, perceived dissatisfactions with
compensation are as clearly marked and shared across the organisation as are the

appreciation of urgency and challenging organisational goals.

4.8. Comparison of Perceived Climate (MPC) with Appropriate Climate (MEC)

At the level of the original dimensions, no probability exists which exceeds the
95% level : there is therefore no significant difference between the groups. This

can be seen in table 4. 7 However, at the level of the individual items, four

variances are significant(see tables 4.7.1-8). These are:

MPC MEC
Q7 2.1. Effect of reporting structure on 4,2. 51
strategy implementation
Q39 7.4 Pay competitiveness with similar 3.8 51
Q41 8.1 Promotion opportunity 5.0 5.9
Q43 8.3 Success in developing people for 2.1, 6.0

jobs

By examining the various categories of personnel, we can trace which scores are
particularly low within an otherwise widely scattered spread of scores for that

factor - indicating that that factor is likely to be a significant discriminator.
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In this case these patterns are:

Q7 2.1

Q39 7.4.

Q41 8.1.

Q43 8.3.

(Effect of Reporting Structure on Strategy Implementation)
Finance Department, 3.6; University degree, 3.9;
Section Head, 3.9; less than 24 years old, 3.0;

Less than one year's service, 3.1, 3 to 5 subordinates, 3.4.

(Pay Compt. with Similars Outside the Organisation)
Administrators, 3.3; Service Department, 2.8;

Finance Department, 3.3; Pre-High School Diploma, 2.9;
Sub-Section Head, 3.0; age less than 24, 2.7;

Less than 15 years service, 3.0; no subordinates, 3.3;

Up to 5, 2.8; upto 20, 2.8; basic and social salary up to

400, 2.8; and technical, 2.3; total, 2.3.

(Promotion Opportunity)

Administrators, 3.3; aged less than 24, 3.0;

less than 5 years service, 3,8; less than 1 year in
position, 3.3; no subordinates, 4.0; up to 15 subordinates,
4.0; up to 400 basic and social and technical salary, 4.4;

total salary up to 400, 4.4.

(Success in Developing People for Bigger Jobs)
Administrators, 4.8; Service Dep_artment 3.6;

University degree, 4.7; less than 24 years old, 2.9;

less than 5 years service 4.1; less than 1 year

in position 4.3; up to 5 subordinates 3.8;

up to 400 basic and social salary, 4.0; up to 400 basic and

social and technical salary 4.0; up to 400 total salary, 4.0,
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From these patterns we can say that Administrators, and finance and service in

particular, do not enjoy as positive a climate as could be expected. Those aged
less than 24 perceive a less favourable climate than other groups; and those
earning in the up to 400 salary band see similar constraints, Those with less than

one year in position also score low, though this might not be so unusual,

4.9. Comparison of Perceived Climate (MPC) with Top Management Climate

(TMC)

Dimensions Level

The top management sample scores lower (mean) than the origional management

sample (MPC) for

T™MC MPC
Decision Making Structure 4.49/ 4.77
and Organisation Integration 4,41/ 4.53

But the difference in means between these groups is found to be significant at the

dimension level in respect of:

TMC MPC
Organisational Clarity 5.67/ 5.06
Management Style 5.69/ 5.09
Human Resource 5.70/ 4.75

Development

In each of these dimensions the top management perception scores higher. This

can be seen in table 4.8.
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In each of these dimensions the top management perception scores higher.
From table 4.8 we can see that there are three dimensions where TMC scores higher

than MPC, therefore this section is going to investigate each one of those dimensions

as follows:-

1. Organisational Clarity

Profession:-

It has been found that the highest organisational clarity mean as to professions
was engineers. However, because of the small size of the population in this
profession (2 engineers only) it is impossible to make any generalisations about
it. The profession ranking immediately below that of the engineers is held by
medical doctors. This profession has a clarity mean of 5.2 and comprised 17
medical doctors. The third place is held by administrators, which group

displays a clarity mean and comprises 54 members,

EDUCATIONAL LEVEL:-

It is found that the educational level with the higher organisational clarity
mean is associated with those who hold Masters' degrees; it comprises 18
managers. This group has a mean of 5.5. The next two levels are connected
with those who hold Doctorate degrees, (12 managers in total) and who have a
mean of 5.4, and secondly those who hold Institute Diplomas (8 managers) and

who showed a mean of 5.1.

The fourth level refers to the group of people who hold university degrees,

with a mean of 4.8. The fifth and final level is composed of those who hold
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secondary school certificates, and comprised 8 managers. Their organisational

clarity mean is 4.8.

DEPARTMENTS:-

The department with the highest clarity means was found to be that of
"General Jobs". This department has a mean of 5.8 and a sample size of 7.
The departments ranking next are those of "Environment Protection",with a
mean of 5.6 and a sample size of 5, and that of "Public Heaith and Planning"
(with a mean of 5.6 and a size of 7). The lowest clarity mean has been found
for the "services and technicians department", which has 8 managers and a
mean of 4.1, while the "department of organisation and control" (8 managers)
comes out slightly higher with a mean of 4.2. In terms of low clarity means
the "department of external medical services" (sample size 7) proves to be
slightly better, with a mean of 4.6, above which comes the "financial

department", with 23 managerial staff and a mean of 4.7.

ORGANISATIONAL LEVEL:-

It seems that organisational clarity is almost equal for department directors,
controllers and section heads. This becomes clear if the different figures are
compared. The mean for controllers is 5.2 with a sample size of 11, while for
directors it is 5.1 in a group of 12 and for section heads 5.0, in a sample of
51 managers respectively. Clearly, these above figures approach each other

closely.

AGE

From the results it is clearly shown that the higher the age of the manager,
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the higher the organisational clarity mean is expected to be. There is one
- exception, namely for those between 35 and 39 years old, since they have a
mean of 5.8 and a size of . In fact, this mean exceeds the two categories
that come next to it: the first category, of those between 40-44 years, has a
mean of 5.2 and a size of 11, w.hile the other (those between 45-49 years) has
a mean of 5.2 and a size of 11. Therefore, the category of managers between
35 and 39 years seems to approach that of the oldest people, namely those

who are more than 50 years old, with a mean of 5.9 and a size of 7.
SEX

There is a significant difference in size between male and female managers.
The group mean comprises of 80 managers, whereas their female counterpart is
represented by a mere 5 women. Nevertheless, the organisational clarity is the

same for each sex, namely 5.1.

NUMBER OF YEARS IN SERVICE IN THE MINISTRY OF PUBLIC HEALTH:-

There seems to be correlation between the number of service years and the
organisational clarity. Two phenomena need to be noted here. The first is the
similarity between two particular categories, one of which refers to those who
have a service of between 11 and 15 years (11 managers), with a mean of 4.8
while the other includes those who have served between 16 and 20 years (10
managers), with a mean of 4.8. The second phenomenon is the relatively high
mean of those who served between 6-10 years. Their calculated mean turns
out to be 5.0 for a population of 19. Thus, terms of number of years in
service, this last group has an organisational clarity mean which is 0.2 higher

than that of the two categories ranked next to it, mentioned above.
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NUMBER OF YEARS IN POSITION

Again, there is a relationship between organisational clarity and the number of

years in position. Two features are noteworthy in this respect.

First, it is striking to observe a lower mean for those who spent 6 to 10 years
in position, with a mean of 4.9 and a population size of 17, in comparison with

those who spent 3 to 5 years, with a mean of 5.6 and a size of 24.
Secondly and similarly, those who spent more than 15 years, comprising 13
managers, demonstrate a lower mean viz. 5.5, than those with 3 to 5 years in

position (with a sample size of 24), whose mean is 5.6.

NUMBER OF SUBORDINATES:-

It has been found that managers who supervise 1 or 2 subordinates (6 in
number) represent the highest category with respect to the organisational
clarity mean, which is 5.5. This group is followed by two categories, one of
which includes those who supervise between 6 and 10 subordinates, with a mean
of 5.3 and a size of 19, and the other, which is composed by managerial staff

who preside between 15 and 20, with a mean of 5.3 and a size of 7.
The lowest organisational clarity mean is seen in the group of people who
supervise between 3 and 5 subordinates. They have a mean of 4.4 and a size

of 11.

NATIONALITY:-

People who do not hold Kuwaiti citizenship are found to have a higher
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In each of these dimensions the top management perception scores higner.

From table 4.8 we can see that there are three dimensions where TMC scores higher

than MPC, therefore this section is going to investigate each one of those dimensions

as follows:-

Organisational Clarity

Profession:-

It has been found that the highest organisational clarity mean as to professions
was engineers. However, because of the small size of the population in this
profession (2 engineers only) it is impossible to make any generalisations about
it. The profession ranking immediately below that of the engineers is held by
medical doctors. This profession has a clarity mean of 5.2 and comprised 17
medical doctors. The third place is held by administrators, which group

displays a clarity mean and comprises 54 members.

EDUCATIONAL LEVEL:-

It is found that the educational level with the higher organisational clarity

mean -is associated with those who hold Masters' degrees; it comprises 18
managers. This group has a mean of 5.5. The next two levels are connected
with those who hold Doctorate degrees, (12 managers in total) and who have a
mean of 5.4, and secondly those who hold Institute Diplomas (8 managers) and

who showed a mean of 5.1.

The fourth level refers to the group of people who hold university degrees,

with a mean of 4.8. The fifth and final level is composed of those who hold
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secondary school certificates, and comprised 8 managers. Their organisational

clarity mean is 4.8.

DEPARTMENTS:-

The department with the highest clarity means was found to be that of
"General Jobs". This department has a mean of 5.8 and a sample size of 7.
The departments ranking next are those of "Environment Protection",with a
mean of 5.6 and a sample size of 5, and that of "Public Health and Planning"
(with a mean of 5.6 and a size of 7). The lowest clarity mean has been found
for the '"services and technicians department", which has 8 managers and a
mean of 4.1, while the "department of organisation and control" (8 managers)
comes out slightly higher with a mean of 4.2, In terms of low clarity means
the "department of external medical services" (sample size 7) proves to be
slightly better, with a mean of 4.6, above which comes the "financial

department", with 23 managerial staff and a mean of 4.7.

ORGANISATIONAL LEVEL:-

It seems that organisational clarity is almost equal for department directors,
controllers and section heads. This becomes clear if the different figures are
compared. The mean. for controllers is 5.2 with a sample size of 11, while for
directors it is 5.1 in a group of 12 and for section heads 5.0, in a sample of
51 managers respectively., Clearly, these above figures approach each other

closely.

AGE

From the results it is clearly shown that the higher the age of the manager,
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the higher the organisational clarity mean is expected to be. There is one
exception, namely for those between 35 and 39 years old, since they have a
mean of 5.8 and a size of . In fact, this mean exceeds the two categories
that come next to it: the first category, of those between 40-44 years, has a
mean of 5.2 and a size of 11, while the other (those between 45-49 years) has
a mean of 5.2 and a size of 1l. Therefore, the category of managers between
35 and 39 years seems to approach that of the oldest people, namely those

who are more than 50 years old, with a mean of 5.9 and a size of 7.

SEX

There is a significant difference in size between male and female managers.
The group mean comprises of 80 managers, whereas their female counterpart is
represented by a mere 5 women. Nevertheless, the organisational clarity is the

same for each sex, namely 5.1.

NUMBER OF YEARS IN SERVICE IN THE MINISTRY OF PUBLIC HEALTH:-

There seems to be correlation between the number of service years and the
organisational clarity, Two phenomena need to be noted here. The first is the
similarity between two particular categories, one of which refers to those who
have a service of between 11 and 15 years (11 managers), with a mean of 4.8
while the other includes those who have served between 16 and 20 years (10
managers), with a mean of 4.8. The second phenomenon is the relatively high
mean of those who served between 6-10 years. Their calculated mean turns
out to be 5.0 for a population of 19. Thus, terms of number of years in
service, this last group has an organisational clarity mean which is 0.2 higher

than that of the two categories ranked next to it, mentioned above.
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NUMBER OF YEARS IN POSITION

Again, there is a relationship between organisational clarity and the number of

years in position. Two features are noteworthy in this respect.

First, it is striking to observe a lower mean for those who spent 6 to 10 years
in position, with a mean of 4.9 and a population size of 17, in comparison with

those who spent 3 to 5 years, with a mean of 5.6 and a size of 24.

Secondly and similarly, those who spent more than 15 years, comprising 13
managers, demonstrate a lower mean viz. 5.5, than those with 3 to 5 years in

position (with a sample size of 24), whose mean is 5.6.

NUMBER OF SUBORDINATES:-

It has been found that managers who supervise 1 or 2 subordinates (6 in
number) represent the highest category with respect to the organisational
clarity mean, which is 5.5. This group is followed by two categories, one of
which includes those who supervise between 6 and 10 subordinates, with a mean
of 5.3 and a size of 19, and the other, which is composed by managerial staff

who preside between 15 and 20, with a mean of 5.3 and a size of 7.
The lowest organisational clarity mean is seen in the group of people who

supervise between 3 and 5 subordinates. They have a mean of 4.4 and a size

of 11.

NATIONALITY:-

People who do not hold Kuwaiti citizenship are found to have a higher
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organisational clarity mean than Kuwaiti nationals. The mean for Non-Kuwaitis
is 5.5, with a population of 33, whereas Kuwaitis are shown to have a mean of
4.9 in a sample of 34. This means that the difference between the figures
referring to organisational clarity is 0.6. Such difference is of great
significance and raises the question as to why the Non-Kuwaiti population

displayed higher organisational clarity mean than the Kuwaiti nationals.

BASIC SALARY:-

The highest organisational clarity mean is observed in the group of managers
who receive between 600 and 800 K.D. as a basic salary. This group comprises
29 people and has a mean of 5.5. Directly below them come those who
receive between 400 and 600 K.D. (31 people) and who show a mean of . 5.1.
All the other categories have been excluded here, since they comprise

relatively few managers and, consequently, are statistically insignificant.

BASIC SALARY INCORPORATING SOCIAL ALLOWANCE

If organisational clarity means are analysed with a view to basic salaries which

include social allowances, the following can be noted.

- The highest organisational clarity mean ‘is found in the group of managers who
receive 800 to 1000 K.D. (17 people in total). The calculated mean for them
is 5.4. The second category refers to those who receive between 600 and 800
K.D. (40 people) and who have shown an organisational clarity mean of 5.3.
Salaries in the third category, with 8 people, range from 400 to 600 K.D. The

mean for this group is 4.9.

BASIC SALARY INCORPORATING SOCIAL AND TECHNICAL ALLOWANCES:-
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Basic salaries to which social and technical allowances have been added show
the following figures for organisational clarity means. The highest for this is a
mean of 5.7, namely for managers who receive between 800 and 1000 K.D. (26
in total). The second highest mean is 5.2, viz for managers with. salaries from
600 to 800 (a sample of 28). The third place is shared by two categories:
those with salaries from 400 to 600 K.D. (7 people), and those with salaries

between 100 and 1200 K.D. (5 in total). Both categories have a mean of 4.7.

TOTAL SALARY:-

It has been found that the category ranking highest in organisational clarity
mean is associated with salaries between 1000 and 12 K.D., with a mean of 5.6
(a total of 11 managers), whereas in the group with the lowest mean, namely

4.7, the total salary ranges from 400 to 600 K.D. (sample size 7).

Interestingly, the group with a total salary between 1200 and 1400 K.D. (7
people) shows a mean of 5.2, which surprisingly is below ‘the category that
precedes it in terms of salaries, namely the group of those who receive
between lUﬁD and 1200 K.D. This, then, is a difference in salary of 200 K.D.,
with a mean difference of 0.4. In other words, these figures do not meet the
expectations concerning the relationship between salary and organisational

clarity mean.

MANAGEMENT STYLE:-

Profession

It seems clear that medical doctors who have been assigned managerial posts
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show higher grades in relation to management styles than do administrators.
This becomes evident in a comparison of means; medical doctors demonstrate a
greater management style mean in the Ministry of Public Health and reach a
mean of 5.2 in a population of 17. In contrast, administrators show a mean of
4.9 with a sample size of 58. The difference between the two figures

concerned therefore amounts to 0.3,

EDUCATIONAL LEVEL.:-

It is noteworthy that managers with secondary school certificates, as well as
those who have not even achieved this educational level, consider the
management style at the Ministry to be fairly poor and have given it the
lowest grade of all the educational level categories. Their mean is 4.7 while

their group comprises 22 managers..

In this respect, those managers with Masters degrees (18 people in total) have
assigned the highest grades to management style. Their mean is 5.3. The other
two educational level groups, viz managers with university degrees (sample size
35) and managers with doctorate degrees (sample size 5) yielded the same

figures in relation to management style. For both groups the mean is 5.1.

DEPARTMENTS:-

Managers working in the Department of Public Health and Planning (a sample
. of 6) assign a mean of 5.4 to the management style at the Ministry of Public
Health. This is the highest mean amongst the other departments. The
Department of Environment Protection (5 managers in total) comes next, with
a high mean of 5.3, while managers at the Department of Organisation and

Control (sample size of 5), as well as the Department of Service Jobs and
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Technicians gave a management style mean of 4.1.

ORGANISATIONAL LEVEL:-

It is interesting to note that Controllers' (a sample of 12) management style
mean approaches the TM mean, which is 5.6. The following category is that
of Directors (12 in number) with a mean of 5.4. The group of 63 Section
Heads ranks lowest as far as their management .style mean is concerned,

namely with a mean of 4.9. This figure is 0.7 lower than the TM mean.

Younger managers, that is, those who are between 20 and 25 years old (8 in
total), are found to be have the least management style mean, since this group

shows a mean of 3.9 which means a difference of 1.7 below the TM mean.

In brief, it seems that there is a relationship between the degree of
satisfaction and the age of the manager. The only exception is found in the

category of 40 to 44 years (11 managers); they provided a mean of 5.0.

SEX

A clear distinction can be made between the category of male managers (83 in
number) and that of female managers (5 in total). The men expressed a

significantly higher management style mean (a mean of 5.1) than the women

did (a mean of 4.7).

NUMBER OF YEARS IN SERVICE AT THE MINISTRY OF PUBLIC HEALTH
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It seems to be the general trend that the number of years in service is
correlated with management style. Two observations, however, do not

substantiate this.

First, a high mean has been found in the group of those who served between 6

and 10 years, with a sample size of 19. Their mean is 5.1

Secondly, the figures of two categories approach each other quite closely. The
one group consists of those who served between 3-4 years, with a sample size
of 13 and a mean of 4.7, the other comprises those who served between 10-15

years, with a sample size of 11 and a mean of 4.6.

NUMBER OF YEARS IN POSITION

The relationship here is also in general, except for one group. Those managers
who spent between 3 to 5 years and had a sample size of 24, exhibited a mean
of 5.7. This figure exceeded that obtained from the category of managers who
spent from 6 to 10 years in service and whose sample size is 17. They showed
a mean of 4.9. Furthermore, it has been found that people who spent less
than one year in service (sample size 6) have the lowest mean relating to the

relationship attitude, namely 4.2.

NUMBER OF SUBORDINATES

As far as management style is concerned, two categories have been found to
rank highest. The one consists of managers supervising 6 to 10 subordinates
(with a sample size of 19) and the other is represented by those supervising
only 1 or 2 people (V;ufith a sample size of 6). For both groups the management

style mean proved to be 5.4. The category with least management style mean
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includes people with between 3 and 5 subordinates, with a total of 12
managers. Their mean was 4.5. Ranking directly above this group is the
category of managers with 15 to 20 subordinates (sample size of 7), whose

mean show amounted to 4.6.

NATIONALITY:-

The Non-Kuwaitis, with a sample size of 35, have been found to have a
higher management style mean, with a mean of 5.4, than the sample of

Kuwaitis (34 in total), whose mean is only 4.9.

It is perhaps significant that the above ranking has been demonstrated not only

with reference to management style, but also as regards organizational clarity.

BASIC SALARY:-

Most of the managers fall into two categories, namely, the first with a sample
size of 34 and a salary of between 400 and 600 K.D., whose mean is 5.0, and
the other, with 29 managers and a salary from 600 to 800 K.D., whose mean
amounts to 5.5. The latter group are merely 0.1 below the TM mean, which is
5.6. Reasons for these figures approaching each other so closely, as well as

for the means of managers in both categories will be given later.

BASIC SALARY ADDING SOCIAL ALLOWANCE

If social allowances are added to the basic salary and managers are considered
from that pont of view, it seems that three categories present themselves.
The first consist of 9 managers with a salary of 400 to 600 K.D., whose mean

is 4.7.
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In the second group, comprising 41 managers with salaries from 600 to 800

K.D., a mean of 5.2 is found.

The third group, with 17 managers and salaries between 800 and 1000 K.D.,

shows a mean of 5.3.

BASIC SALARY AFTER ADDING SOCIAL AND TECHNICAL ALLOWANCE

In general, there is a relationship between this type of salary and the
management style mean. However, there is one exception, which is formed by
those managers who receive between 1000 and 1200 K.D. (5 in total).
Surprisingly, their mean of 4.8 exceeds rather than falls below the mean of the
category ranking below it in terms of salary (800-1000 K.D.). The latter group

comprises 26 managers and has a mean of 5.5.
Another interesting phenomenon is the fact that two categories, with salaries
of 1000 to 1200 and 400 to 600 K.D. respectively (sample size of 8) display

equally high means, namely 4.8.

TOTAL SALARY:-

Yet again it has been found that there is a correlation between total salary
and management style as expressed by means. The only exception is formed
by the group with salaries from 1200 upto 1400 K.D. (7 managers), who show a
mean of 5.3. This figure is lower than that obtained from the category with

salaries between 1000 and 1200 K.D. (11 managers), whose mean is 5.5.

HUMAN RESOURCE DEVELOPMENT:-
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In the following sectiton it needs to be borne in mind that the TM mean is

5.

Profession

Most managers in this study are either Medical Doctors or Administrators. The
population of 17 Medical Doctors graded Human Resource Development (HRD)

as high as 5.4. This mean lies only 0.3 below the ideal HRD mean. In

contrast, the 58 Administrators investigated gave HRD a mean of 4.4,

EDUCATIONAL LEVEL:-

It has been found that those who have secondary school certificates (sample
size of 9) constitute the category in the Ministry which is least mean-graded
HRD (a mean of 4.3). Managers who have Masters degrees (size of 18) and
those who have Doctorate degrees (size of 5) . The next
category consists of those who hold Institute Diplomas (with a sample size of

8); their mean is 5.0.
The two categories ranking in the middle comprise those who have University
degrees, with a size of 35 and a mean of 4.5, and those who have not passed

the secondary school exams, with a size of 13 and a mean of 4.6.

DEPARTMENT

Managers in the Department of Public Health and Planning have been found to
be most content with HRD in the Ministry concerned. Their sample size was 6

and -their mean was 5.7. Second came the Department of Environment
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Protection, with a mean of 5.3 and a sample size of 5, followed by the
Department of General Jaobs, with a mean of 5.0 and a sample size of 8. The
groups that proved to have the least HRD mean was the Department of
Organisation and Control, with a mean of 3.6 and a size of 5, and the
Department of Service Jobs and Technicians, with a mean of 3.8 and a size of

10.

ORGANISATIONAL LEVEL:

Although the correlation of organisational level with organisational clarity and
that with management style have been found to be similar, the relationship

between organisational level and HRD shows a remarkably different picture.

The mean in HRD for Section Heads is 4.6, with a sample size of 41. This
increases for the group of Controllers (12 managers), whose mean is 5.0. The

highest figure is provided by the group of 12 directors, whase mean is 5.2.
AGE

Figures demonstrate that there. is a correlation between age and HRD. The
only exception to this is formed by the category of those who are between 40
and 44 years old (12 managers in total), who showed a mean of 4.8. This is in
fact lower than the category of younger managers (35-39 years), whose sample

size is 18 and have a mean of 5.l1.

SEX

The sample of male managers, (84 in number) gave a mean of 4.7, while the

mean of female managers (5 in total) only came to 4.2.
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NUMBER OF YEARS IN SERVICE IN MINISTRY OF PUBLIC HEALTH

Although categories differ in number of years in service, two sets of categories
yield identical means. The first set shows a mean and comprises the two
following groups:

A. Those who served between 3 and 5 years (a sample size of 13).

B. Those who served between 11 and 15 years (a sample size of 11).

The second set is found to have a mean of 4.0 and includes the followinr_j

categories:
A. Those who served between 6 and 10 years
B. Those who served between 16 and 20 years.

NUMBER OF YEARS IN POSITION

It has been found that there is a relationship between the number of years in
position and the HRD mean. The only deviation from this general trend is
observed in the group of managers who spent between 6 and 10 years in their

position (17 managers), with a mean of 4.6.

NUMBER OF SUBORDINATES

There is no forwarding relationship between the number of subordinates and the

HRD mean. However, it is two variables are still significant to observe in
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particular features. The group who have most HRD means is formed by those
who supervise 6 to 10 subordinates (with a sample size of 17) and who have a
mean of 5.2. The category with least HRD mmean is represented by managers
who supervise between 3 and 5 people, with a sample size of 12. Their mean

proves to be only 3.9.

NATIONALITY:-

It is probably highly significant that, for the third time, Kuwait nationals were
found to have a lower mean, in this case concerning HRD, than non-Kuwaitis.
The Kuwaiti expressed a mean of 4.6, while for non-Kuwaitis this figure was
5.2, However, it needs to be borne in mind that the- sample size of Kuwaitis
is considerably smaller from a statistical point of view. Nevertheless, the two
means need to be taken into account here for a comparison between the two

categories.

BASIC SALARY:-

Most managers fall into categories. The first is the category for those who
receive between 400 and 600 K.D., with a mean of 4.6 and a sample size of
33. The second is the category for those who receive between 600 and 900

K.D., with a mean of 5.3 and a sample size of 29.

THE BASIC SALARY WITH THE ADDITION OF SOCIAL ALLOWANCE:-

Two results have been found. The first is that most managers are found in

the first three categories. In the second place, the relationship between the

two variables proves to be .
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BASIC SALARY WITH THE ADDITION OF SOCIAL AND TECHNICAL

ALLOWANCE

The HRD mean is observed to be directly proportional to the basic salary with
the addition of social and technical allowances. The only exception is formed
by the low mean from managers receiving between 1000 and 1200 K.D. This

mean lies 0.1 below that of the group managers who receive 800 to 1000 K.D.

TOTAL SALARY:-

It seems that the relafionship between total salary and HRD mean is almost

directly proportional, except for the category of managers who receive between

1200 and 1400 K.D. (with a sample size of 7).
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Items Level:

By examining the statistical results it is found that only two items out of the

fourty six items have a significant difference, (see appendix 4.12), they are:

1. Reporting system effect on goal implementation.

2. System provision for information for decision making.
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4.10. Relationship Between Category and Particular Items within Dimensions

Organisational Vitality

Years of service in MoPH, and nationality, have most effect in terms of
variations. There is a tendency for vitality to rise with age and length of service,

but the 11-15 years band slips back.

The highest mean is for organisational pacesetting (6.2) in contrast with lowest
scores for innovation in decision making timeliness of decisions (4.6 and 4.9

respectively).

The Organisation and Control Department record a low score for decision timing
(3.0) and Service and Technicians Department shows a poor result here too (4.1).
Paramedics (small sample) record rock bottom (1.0) for response to change in

business environment yet they achieve a very high score (7.0) for sense of urgency.

Organisational Clarity

There is wide spread on several items for years of service and for basic salary.
Departments score variously for long-term planning orientation and complete

planning for goals. Goal clarity is affected by years in position.

Management Style

Age and nationality show greatest variation effect here. Perception of
communication from above improves with increasing years of service, as does
encouragement of constructive criticism. Encouragement to innovate shows a

negative trend.
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Performance Orientation

Here service length is the most significant factor. The general age-related trend
is positive, especially at 35-39 years. Highest item mean here is (above 6) for
truly challenging goals. Weakest mean (at just above 4) is for very clear measures

of performance.
In the salary categories, trends are upwards to mid-range, then somewhat
negative. Within an upward trend for years in post, there is a noticeable drop at

the 6-10 years band.

Decision Making

This dimension is affected to some extent by variations in service years and in
nationality. Information adequacy as a base for decision making has the highest
mean (5.3). Reporting structure effect on goal implementation (next to lowest
mean) is especially low for Pharmacists and Paramedics (small samples). In
relation both to age and years of service, information adequacy shows a clear

trend upwards.

Human Resource Development

Variations in department, length of service and nationality affect this dimension.
Low scores are notable for Paramedics, Pharmacsits and Researchers (small
samples), especially for promotional opportunity, opportunities for development,
and development for bigger jobs. Engineers and 'Others' score highly on these

items.
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Education, age, service, years in position and number of subordinates are linked
with job challenge, with some indication of a positive trend, although University
Degree holders do not perceive much job challenge. Whilst those with 3-5
subordinates show regression in job challenge, those with 6-10 years service seem

to report a positive surge.

Organisation Integration

The highest mean here is for good communications at the same level (1aterally).

Integration is most related to years in service. For numbers of subordinates and
years in post there is a link with understanding of other units' problems (a sharp
rise over the first 5 years). VYears of service affect quality of same level
communication, total communication, and clarity of interrelationships with others'

jobs.

Compensation

Wide variations occur: departmént and service years are linked most closely, pay
competitiveness, external and internal, varies most between categories. ‘fﬁe
highest mean (at only 4.9) is for external competitiveness of benefits.
Compensation satisfaction and relatedness to performance achieve low means (at

3.5 and 3.3 respectively).
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CHAPTER V

RESULTS ANALYSIS

5.1. Introduction

This chapter will be dealing with the analysis of the findings that appeared in
Chapter IV. This will include the analysis in the dimension.leveis of climate, as
well as climate items. The relationships with the foreseen factors will be covered
trying to find patterns leading to the answers to the research questions. As to
which items contribute most and least to the dimension scores, or which item is
exceptional and what does item analysis add to the discrimination between
categories, the chapter tries to answer such questions. An inquiry into which
factors are responsible for low scores will be covered too. In this chapter we
attem_pt to restructLlre the HAY Tool by regrouping its items, as well as
analysising the items associations, so seeking to understand the mood of the
personnel of MOPH. The new dimensions are to be seen in relation with the

factors.
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Organisational Clarity

Professional grouping is significantly related: 'Others' score most positively.
Those with Masters Degrees perceive relatively high clarity in constrast to those
with High School Diploma or University Degree. As for vitality, positive scores
show with increasing age and in the 35-39 band. General jobs, Public Health and
Planning, and Environment Protection score highest, as do those with more than
20 years of service, but the highest clarity by time in post is reported by those
with 3-5 years. Those with 3-5 subordinates report lowest clarity. Non-Nationals
again are high. Basic salary groups above 600 score lower; and for salary with
both allowances and total salary, highest paid produce lowest clarity scores. Job

title and sex are not significant.

Management Style

'Others' as a professional group again score highly; Doctors score above
Administrators. Age is not a clear indicator, Public Health and Planning and
Environment Protection score highly - Organisation and Control and Service and
Technical score lowest. Controller score high, Section Heads low, longest service
equates with highest scores. Again, 3-5 years in post is a high scorer, but
otherwise the longer the higher. 6-10, 1-2 and more than 20 subordinates groups
score high. Non-Nationals are high. Lowest basic salary again scores low; again

there is a rising then a falling salary and allowances trend.

Education, sex and basic salary plus social allowance are not significant.

Performance Orientation

'Others' once more score high, then Doctors followed by Administrators. Masters
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5.2. Relationships Between Dimensions and Factors

Earlier in this study we ranked the 8 dimensions by mean scores, fromhigh to low:

ORGANISATIONAL VITALITY 5.4
ORGANISATIONAL CLARITY 5.1
MANAGEMENT STYLE 5.1
PERFORMANCE ORIENTATION 2.1
DECISION MAKING 4.8
HUMAN RESOURCE DEVELOPMENT 4.7
ORGANISATION INTEGRATION 4.6
COMPENSATION 3.9

We are now able to identify significant relationships between these dimensions
ofclimate and the 83 categories in 14 groups (Factors) which have been analysed

(see Tables 4.1.1.-14 and Figures 4.1.1-8)

Organisational Vitality

Medical Doctors as a group have particularly positive perceptions of
organisational vitality. Departmental patterns indicate that Service and
Technical Staff and Qrganisation and Control Staff have a relatively low
perception score on this dimension. Males see MOPH as more lively and
organisation than do females. Older persons, and those in the 35-39 years band,
score positively. Longest serving staff score markedly higher than do Nationals.
Those whaose salary an allowances total 600-800 score positively. The lowest score
in this group is from the highest paid. Education, job title, number of subordinates

and total salary do not relate significantly on this dimension.
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Organisational Clarity

Professional grouping is significantly related: 'Others' score most positively.
Those with Masters Degrees perceive relatively high clarity in constrast to those
with High School Diploma or University Degree. As for vitality, positive scores
show with increasing age and in the 35-39 band. General jobs, Public Health and
Planning, and Environment Protection score highest, as do those with more than
20 years of service, but the highest clarity by time in post is repofted by those
with 3-5 years. Those with 3-5 subordinates report lowest clarity. Non-Nationals
again are high. Basic salary groups above 600 score lower; and for salary with
both allowances and total salary, highest paid produce lowest clarity scores. Jab

title and sex are not significant.

Management Style

'Others' as a professional group again score highly; Doctors score abaove
Administrators. Age is not a clear indicator, Public Health and Planning and
Environment Protection score highly - Organisation and Control and Service and
Technical score lowest. Controller score high, Section Heads low, longest service
equates with highest scores. Again, 3-5 years in post is a high scorer, but
othe;wise the longer the higher. 6-10, 1-2 and more than 20 subordinates groups

score high. Non-Nationals are high. Lowest basic salary again scores low; again

there is a rising then a falling salary and allowances trend.

Education, sex and basic salary plus social allowance are not significant.

Performance Orientation

'Others' once more score high, then Doctors followed by Administrators. Masters
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Degree holders score high, and youngest staff score lowest. Once again 35-39
years score strongly, general jobs and Public Health and Planning score strongly,
and Service and Technical and Organisation and Control lowest. Long service and
length in post score strongly. 6-10 years service and 3-5 years in post show high
peaks. 6-10 subordinates and more than 20 score highest. Non-Nationals as
always are high. Salary/score trend is again up then down if allowances are

considered.

Job title, sex, and total salary are not significant,

Decision Making

'Others' score highest for this structure. There is a trend upwards as age
increases, except for the relatively slightly lower 40-44 band. Organisation and
Control scores lowest and Public Health and Planning highest. With a marked rise
for 6-10 years service, there is a rising trend over time, but highest time-in-post
score is for 3-5 years. Non-Nationals are high. Highest basic salary scores are for

bands 400-600 and 800-1000 and, with allowances included, 600-800.

Education, job title, sex, number of subordinates, basic salary plus social

allowances, and total salary are not significant.

Human Resource Development

'Others' and Doctors are the prlofessions which score high in this dimension -
Administrators are noticeably less satisfied this time. Education scores are not
well differentiated; again high score fits with greatest age, and lowest with
least. Public Health and Planning is again positive; Service and Technical Staff

and Organisation and Control score lowest. Job title is not well differentiated,
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11-15 years scores lowest with 3-5 years length of service, whilst highest
satisfaction in relation to length in post is again more than 20 years, with lowest
less than 1 year. Clear highest are those with 6-10 subordinates, and clear lowest
3-5; Non-Nationals are high. Basic salary does not differentiate. With
allowances, high scorers are 600-800 and 800-1000, and for total salary, 800-1000;

both groupings have as lowest scorer, 200-400.

Sex, and basic salary plus social allowances, are not significant.

Organisation Integration

'Others' once more are high, and Doctors higher than Administrators. Those with
Masters Degrees and those without a High School Diploma are highest.
Interestingly, the lowest score on integration is from those with a University
Degree. There is generally a rising trend with age. Again Public Health and
Planning scores strongly and Organisation and Control lowest. Again, also, there
is a high peak for 6-10 years in a rising trend over length of service, and 3-5 years
scores highest for years in job. Those with 6-10 subordinates again score highest,
as do Non-Nationals, Basic salary is not clearly differentiated. When both
- allowances are included are included, highest scores are from those paid 600-800;
for total salary the high point is from 800-1000. Highest paid are again least

positive.

Job title, sex, and basic salary plus social allowances are not significant.

Compensation

Again, 'Others' and Medical Doctors feature with high scores; Administrators are

less satisfied. Masters Degree holders are best pleased, and less than High Schaool
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Diploma, High School Diploma and University Degree are least pleased. Whilst
there is a positive trend with rising age, 25-29 is a peak. Once more Public Health
and Planning records a high score, together here with External Medical Services
and Environment Protection. 3-5 and 11-15 years service score lowest, and more
than 20 years highest. Lowest basic salary score is by lowest earners. When

allowances are included 600-800 scores highest, and, for total salary, 800-1000,

Job title, sex, years in position, number of subordinates and nationality are not

significant.

Patterns

Profession, Department, age, service, basic salary and basic salary plus social and
technical allowances show a relationship with all 8 dimensions. Time in position

and nationality are each related to 7 dimensions.

Education, number of subordinates and total salary are each related to 5

dimensions. Basic salary and social allowance relate to 4 dimensions.
Job title (level) relates to 2 dimensions. Sex relates to one dimension.
Decision making climate scores are unaffected by 6 out of 14 groupings;
Compensation by 5; Organisational vitality by 4; Management Style, Performance

Orienation and Organisation Integration each by 3; and Organisational Clarity and

Human Resource Development eacﬁ by 2 groupings.
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5.3. The QOverall Climate of MoPH and How it Could be Described

Organisational Vitality

This organisation is percived as a pacesetter, and as highly responsive to changes
in the surrounding environment. Whilst there is a fairly strong trend urgency and
rapid pace, decision making is not always seen as sufficiently timely, nor is it

innovative. Are we observing a vigorous but essentially reactive enterprise?

Organisational Clarity

Formal goal achievement planning is prominent, and goals are set for everyday
functioning. Clarity of goals, however, falls short of the attention given to having
goals; goal planning is not actually aIwa)Irs complete; and whilst there is slightly
less evidence of decision making being made with a long term perspective. The
attention to goals is devoted to formal planning, but is it implemented clearly,

precisely, helpfully and with an eye to the future?

Management Style

In this organisation there is open discussion of conflicts, managers are supported
by their bosses, and communications downward from above are comparatively
good. Constructive criticism is not so actively encouraged, however; nor is there
encouragement to take reasonable risks to increase effectiveness, or to innovate.
Is there an authoritarian, top down ethos here, in which loyalty is rewarded, but

rocking the boat is not?
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Performance Orientation

The organisation is seen to set truly challenging goals - this characteristic scores
highest overall in the survey, followed by pacesetting., High levels of performance
are expected, and there is clarity about end results expected of managers

(although this is lower than the sense of challenge).

Personal accountability for success and failure, however, is perceived as lower,
and there is a distinct lack of clear measures of performance, in marked contrast
to challenging goals. Are we observing an organisation whose pervasive sens of
goals is undermined by failure to measure contribution or identify who contributes

in particular.

Decision Making

Decision making is perceived less strong than orientation to performance, style,
clarity or vitality. Whilst information is generally regarded as adequate as a base
for making decisions, the supporting information systems are seen as weaker. The
reporting structure is seen to hinder somewhat the coordination of decisions,to
inhibit goal achievement and, even more, to hinder in;plernentation of strategy.
What characteristics of the structure - uncertainty, decision-taking at
inappropriate levels - are causing the problem? The structure is not experienced

as enabling good decision making.

Human Resource Development

Whilst the development for better jobs within the organisation is seen as
reasonably good, both opportunities for individual growth and development and for

promotion score slightly lower (others make it - why nat me?). Respondents feel
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less strongly that their job presents a significant challenge, in marked contrast to
the goals of the organisation - as seen as very challenging. They do not feel there
is an appropriate match between talents and job requirements, and perceive even
more strongly a failure to conduct a broad search within the organisation to fill
vacancies. Do people enjoy recognition for their abilities, or see the relevance of

abilities to job appointments?

Organisation Integration

Communications at the same level are good, but there is much less clarity about
the relationship between jobs. Total communications in the organisation are not
perceived as good, nor is there sufficient understanding of the objective goals or
problems of other units. Is this a reflection of the esprit de corps which goes with
a vital, pacesetting organisation, contrasting with little real clarity,

accountability and delegation?

Compensation

Compensation is rated as significantly lowest of the dimensions. Benefits are
perceived as reasonable, but by no means markedly, competitive with other
similar organisations. Other compensation items fare much worse. Respondents
do not see themselves to be particularly well paid in comparison with others
having similar responsibilities in other organisations. They see a disparity, though
it is not great, between their pay and that of others with similar jobs within their
own organisation. Satisfaction with present compensation is low, and the
perceived relationship between compensation and individual performance is the
lowest score in the survey. Indeed, compensation dissatisfactions rank the lowest
three scores overall. Is this an organisation where compensation is unrelated to

actual contribution to success?
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5.4. An Interpretation of Management Climate in MOPH

What can we learn from the perceptions of people in MOPH that will suggest
constructive action to achieve improvements in strategy, structure, processes and
management of people?

What are the significant differences in perception between particular levels and

groups, and what do these differences suggest?

First, what are those differences?

5.4.1. MPC Management Sample: Perceptions

This is seen as a dynamic organisation, setting clear goals, making plans, enjoying
encouragement and support from above, employing rational information for
decision-making, and experiencing performance goals as challenging. However,
less emphasis is givén to development of people or to co-operation and

communciation between subunits, and compensation is somewhat neglected.

-The organisation is perceived as vigorous but decisions are not always timely.
High responsiveness to changes in the environment suggests an alert but reactive
rather than proactive style of working. Goals are treated as important to have,
but are not planned completely, and decisions tend to be short-term. Objectives
as a means to achieving goals are not defined in sufficiently clear, practical
terms. Whilst discussion tends to be open, and managers are supported from
above, with relatively good downward communication, there is by contrast less
encouragement of criticism or risk-taking and innovation. Dynamic conservatism
characterises the organisation. Performance criteria are spelled out, yet there is
little clear measurement of actual performance, as distinct from expectations.

There is insufficient personal accountability for success or failure.
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Information systems to support decision making are seen as weak, and the
reporting structure is described as hindering the co-ordination of decisions,
implementation of strategy, and achievement of goals. Individual opportunities
for growth and development could be better, and individuals' own jobs are seen in
some cases as decidedly less challenging than organisational goals. There is
criticism of the match between person and job, and of the failure to search
thoroughly and visibly internally to fill vacancies. Whilst communications
laterally are good, there is not enough clarity about the relationships between

jobs.

Total communications are not seen as good, nor are the goals, objectives and
problems of other units well-understood. Compensation receives mostly low
scores. Whilst, generally, benefits are seen as reasonably competitive, pay in
comparison with others is less well thought of. A very low opinion is held of the

relationship between compensation and the individual's own performance.

Patterns between professional categories reveal that Medical Doctors generally
have more positive perceptions than do Administrators; and persons with High
School Diploma or first degree levels of education tend to score less positively

than those with either higher or lower qualifications.

Non-Nationals tend to show greater satisfaction, except in compensation (no
difference). Persons who have been between 3 and 5 years in the organisation in
their existing job tend to have particularly positive perceptions. Men perceive

more vitality in MOPH than do women.
Greatest satisfaction with human resource development is expressed by longest

serving employees. Unsurprisingly,those in organisation and control jobs rate the

organisation low for vitality. Doctors are clearer about performance measures.
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Sub-section Heads are critical of the adequacy of information as a basis for
decisions. People who have been more than twenty years in MOPH are positive
about the adequacy of information for decision-making; professional groups have
widely differing perceptions of human resource development. Financial affairs
does not hold particularly positive views in this respect, neither do service and

technical staff. Compensation perceptions vary markedly by department.

5.4.2. MOPH Expert's Sample (MEC) - Summary

This sample reveals a significant difference from the above with respect to the
effect of the reporting structure on strategy implementation, pay competitiveness
with suitable external comparitors, opportunity for promotion, and success in
development for bigger jobs. In each item the 'appropriate' profile is higher,
suggesting these areas require remedial attention. Again administrators feature

as a relatively dissatisfied category of employees.

5.4.3. Top Management Climate (TMC) - Summary

This group has a more favourable perception of clarity, style and development
than does the main sample. However there is no evidence of significant
difference for the other dimensions with the exception of integration and decision

making structure, in each of which a lower score is recorded.

At the item level, two items are scored significantly lower, both of them were

concerned with decision making structure named

a) Reporting structure affect on goal implementation

b) System provision of information for decision making.
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5.5. Analysis of Stepwise Results

Stepwise Analysis shows that certain factors have most effect on particular

dimensions (see Appendix 5.3).

Organisation Clarity is most affected by years of service and level of basic

salary. As to be expected clarity is low, at 3.9., for 3 to 5 years service (a short
period in the organisation and often in low level jobs), but it rises to 5.0 for 6 to
10 years service, remains consistent at 4.8 from 11 to 20 years service, and
reaches its peak, again not surprisingly, at 5.7 for more than 20 years service.
Basic Salary level will of course be related to years of service. Curiously, high
clarity - 5.5 - is reported for not more than 200 basic salary (also for 400 to 600)
and lowest for 1000 to 1200. Perhaps more experienced people in the 1000 to 1200

range appreciate the complexity of MoPH.

Decision Making again shows a rise for the score of those with 6 to 10 years
service. Highest, however, is again the score for more than 20 years service
(5.0). The other significant aspect here is Nationality, where Non-Nationals score
5.0 and Nationals (Kuwait) 4.6. What are characteristics of Non-National staff

which contribute to this result?

Organisational Integration is affected by years of service more than anything

else. Low integration scores are not at all surprising for 3 to 5 years service
(3.8). The rising trend to more than 20 years (5.0) is interrupted only by the early

peak at 6 to 10 years service.

Management Style is affected by age and nationality, more than by anything

else. Non-Nationals record 5.4, Nationals 4.9. The youngest age group, 20-24

naturally scores Iow-3.9; this builds up to 5.6 for those aged 50-54, with an
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anomaly at 40-44 (a drop of 0.3 from the 5.3 scored by 35-39 years old).

For both performance orientation and organisational vitality, years of service

have the most effect. Here, too, the rise at 6 to 10 years is marked. For vitality
the score falls back even to slightly less than the 4.8 with which it began (for

people of 3 to 5 years service).

Nationality is again significant in affecting vitality, with Non-Nationals scoring

5.8 to Nationals 5.1.

Compensation, the lowest scoring dimension, is affected by Department and by

years of service - a similar pattern here to that of other dimensions, lowest at 3

to 5, rising at 6 to 10, then rebuilding to a high for those with more than 20 years
in service. Department features here - low for service and technical, and for
small groups (results based on very small populations); high for external medical

services, public health and planning, and environment protection.

Three factors have most effect on Human Resource Development. These are

Department - with general jobs, public health and planning, and environmental
protection high, and service and technical and organis_ation and control low; Years
of Service with the familar rising trend and high spot at 6 to 10 years and

Nationality, again with Non-Nationals higher.

This stepwise analysis indicates that Years of Service are indicated 7 times,

Nationality 4 times, Department 2 times, Age once, and Basic Salary once. This

pattern contrasts with the alternative perspective which showed three
qualificational factors, three situational factors, and no personal factors. Instead,
Stepwise clearly indicates 7 qualificational factors (Service), 3 situational factors

(Department, Salary), and 5 personal factors (Nationality, Age).
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Personal and qualificational factors dominate this diagnosis, and suggest that
characteristics of the individual, and not of the situation, should determine the

targets and priorities for remedial action.

5.6. An Inquiry on the Factors which are Responsible for the Low Scores

By asking why there are low scores in dimensions, items and categories, we may
discover which factors appear to have the most effect on management in MoPH.

We can distinguish three types of factors, namely:

(a) Qualificational Factors: (Length of service, profession, education)

(b) Situational Factors: (Department, level in organisation, years in position,

number of sub-ordinates, salary)

(c) Personal Factors: (Age, sex, nationality)

To what extent can such types of factors be controlled and changed deliberately?
Personal factors are not normally capable of change other than by replacing those
people with new people. Situational factors can be changed by intervening to
restructure organisation, reorganise departments or change salary conditions.
Qualificational factors take longer to change, unless, again, people are replaced.

Training and retraining are fairly show processes.

If we review the groups of factors, our findings are as follows:
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Qualificational Factors

Length of Service

Loyalty to and regard for MoPH can be expected to increase over time. People
serving from 6 to 10 years show a rather higher score than this might suggest.
This higher score may be explained by strategic changes and appointment of new
top management around the time of their appointment; by the growing familiarity
with structure, systems and procedures which they have acquired and by
attendance on training programmes which were introduced in that period. 16 of

the 21 were aged 20-34, thus having some enthusiasm associated with youth.
Profession

We have drawn attention particularly in this study to the contrast between
Medical Doctors and Administrators. In MoPH we observe a struggle between
members of the professions, especially Medical Doctors, and Administrators.
Medical Doctors seek to control the organisation and to manage administrators,
The communication and information systems require improvement, and the
organisation structure is changing and lacks stability. Controllers have the most
clearly defined posts and job responsibilities. Training courses for technical and
professional staff are clear-cut; this is not so for Administrators. Administrators
cannot easily retrain to become doctors, but doctors may fairly quickly master the
rudiments - but not the necessary depth - of administration. Hence there will be
some fear of and resentment towards doctors amongst Administrators. Of twenty
persons holding Masters degrees, eleven are Medical doctors. Doctors tend to
enjoy better communication laterally than do Administrators. Doctors are better .
' paid than other groups. Doctors are able to bring professional power to bear on

other groups. Doctors tend to be able to describe the results of their work more
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specifically than can Administrators, and to enjoy more flexibility in going about
their tasks. MoPH policy is biased in favour of doctors. Sign-off autharity in the
small health units is held by doctors, not by administrators. Doctors are favoured

in more conferences and training programmes than are other groups.

The Head of MoPH is a doctor, and all those doctors who hold management jobs
are prepared to be trained and developed for management posts. Whilst
development opportunities have been available, administrators have tended not to
take up these changes. The huge expansion in the Health Service has required that

¥

specialised facilities and departments be run by doctors.

Education

As we have noted, of the 20 persons holding Masters degrees, 11 are medical
doctors. These Masters degree holders occupy 3 Departmental Heads posts, 3
Controller Posts and 14 Section Head posts. They may well be motivated to
continue their studies in order to achieve doctorate level. Those who have

achieved their PhD may not retain the same enthusiasm for further study.

In some departments there is a policy which requires that all section heads must
have attained university graduate status. The civil service law requires a
particular degree classification in the general jobs scale of payment.

PhD qualified people may be too academic and distant from knowing what goes on
in MoPH, because they are so specialised. Small additional allowances are paid to

holders of higher degrees - these incentives are marginal.
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Situational Factors

Department

'Organisation and Control' and 'Technical and Service' are newly formed
departments, with recently appointed directors. Newly introduced contractors
arrangements have taken away from the responsibilities of technical and service
staff, so there is no room for improvement and development. Promotions and
contrasting backgrounds between staff and director in this area may account for
some dissatisfactions. In general jobs, high scores relate to exceptionally long
service in this department and to continuity of management. Low scores in
organisation and control probably reflect the lack of expertise as full time
consultants could not be employed in this department from 1980-85. High scores
in environmental protection probably reflect the specialised nature of the task and
the authority which this carries. Moreover they enjoy a direct reporting
relationship to the head of MoPH and attachment to the National Environment
Protection Council. In general, technical departments enjoy a better change than
do non-technical. In 'service and technical' low scores may be attributed to the

age/education level of the head; and lack of consultation on contrasting policies.

Level in Organisation

Of 31 persons who have been 1 or 2 years in position, 23 of these are Section
Heads. Of 29 persons with 3 to 5 years in position, 19 are Section Heads. Section

Heads formed 70.3% of the total sample by level.

Years in Position

There is a 'peak' of high scoring perceptions of climate in MoPH for those who
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have served 3-5 years in a particular position. There are 29 persons in this group,
of whom 19 are Administrators and 6 are Medical Doctors. 19 of these, as
indicated above, are Section Heads. They are widely distributed across
departments, the largest sub-group being 9, in financial affairs. 12 of the group

have been in MoPH for more than twenty years.

Number of Subordinates

The pattern here is not clear. However, those with 3-5 subordinates score
consistently lower than those with 6-10 subordinates, as do also those with no
subordinates at all. Those with 1-2 subordinates score similarly to those with
more than 20 subordinates. There are 14 persons in the 3-5 sample, of whom 13
are Section Heads, and 1 a Sub-Section Head - so the largest low-scoring segment
here is composed of Section Heads. Again we are seeing closely inter-related

situational factors.

Salary

For basic salary, there is a slight peak of mean scores at 400-600. Low scores are
recorded at 1000-1200, indicating that relatively well-paid people do not have the
most positive perceptions of climate in MoPH (but note that there are only two

respondents at the 1000-1200 level).

The general trend in the public sector contrasted with the private sector, is that
salaries are uncompetitive, e.g. doctors would earn much more by working in their
own private clinics if they were free to do so.

MoPH offers an allowance to those Medical Doctors wh_o work full-time within it

at the highest levels : others see this arrangement as unfair, particularly the
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Administrators. When compared to other countries in the region, Kuwait's MoPH

salaries are not particularly competitive.

Appropriately in relation to other qualifications, technical people without a

university degree are treated as unqualified, throughout the civil service system.

Personal Factors

Age

Low scores relate to inexperience in MoPH: mean scores rise with increasing age;
there are 9 respondents aged 20-24, of whom 6 are educated to university degree
level., These low-scorers contrast with higher scoring respondents within the age

bands 20-34 years old.
Sex

Females are generally less satisfied with the climate in MoPH, but they are a tiny

minority of the total sample, so no definite conclusions are indicated.

Nationality
Non-Kuwaitis always score higher for perception of climate in MoPH. This

tendency to more positive perceptions than those held by Kuwaitis is particularly

marked in relation to aspects of organisational vitality.

The underlying situation of Non-Kuwaitis deserves closer analysis and has been the

subject of other research.
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Non-Kuwaitis do not hold more than 7% of Public Sector Management positions in
Kuwait. Some, however, have held their jobs for more than twenty years. They
do not have access to the National Social Security System. Those who do not hold
professional appointments feel insecure because Kuwaitis \_Nill be substituted for
them. The system of one year contracts for Non-Kuwaitis contributes to feelings
of insecurity: even if their work is satisfactory, their employment can be
terminated, and with little or no payment of gratuity or retirement benefits. Nor
may a Non-Kuwaiti invest his money in stocks or property, since he is excluded by
law from such investment unless he has a partner who is a Kuwaiti. The Non-
Kuwaiti has no right of free education - if they receive free education this is a
gift, not an entitlement. Places in state schools are subject to long-waiting lists,
with priority given to children of professionals, so most children of Non-Kuwaitis
attend private schools. If Non-Kuwaitis join the public sector, they are barred
from taking additional employment. They do not enjoy trade union rights

(although -70% of public sector jobs are held by Non-Kuwaitis).

The reasons cited by Non-Kuwaitis when surveyed about their work included a
70% response that 'l work because I want necessities'. Whether or not their job
was actually secure, 5% of Kuwaitis said that they felt insecure whereas 15.5% of
Non-Kuwaitis ._said this, Despite being a three-times larger percentage, the
Kuwaiti's group is a small proportion of the National population - revealing that
Non-Kuwaitis, despite insecurities described earlier, are not greatly concerned.
Indeed, 'many Non-Kuwaitis believe that if there were an expansion in
employment, their jobs would still be secure, because the system has been built
around them. Non-Kuwaitis consider convenience and security to be most
important - they conserve, rather than maximise, power and income, unlike their
national counterparts. Assumptions underlying the research have been
demonstrated to be right as follows. Non-Kuwaiti Administrators know that some

day Kuwaitis will take their place because of the policy of indigenisation of jobs;
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Non-Kuwaitis are prepared to give up some considerations rather than cause
problems which could result in loss of job; the Kuwaiti subordinate knows that he
is being prepared to take over the position; the Kuwaiti subordinate takes over
some of the authority of the superior because of personal relationship with the top
Kuwaiti boss, and some more authority because top administration supports him;
the civil service law guarantees that the tenure and promotion of Kuwaitis is
secure even if they are performing poorly; the law does not guarantee or secure
the occupations of non-Kuwaitis. Top Kuwaiti administrators do not trust the
non-Kuwaiti administrators and non-Kuwaiti administrators do not exercise full

authority inherent in their positions, because of the circumstances described.
This scenario helps to explain the climate scores produced by our questionnaire.

Comparison of Perceptions of Different Groups Within MoPH

Comparisons of [_ow Scores

We find that the dimensions which are scored low are, for MPC/MEC
. Decision Making
. Compensation

. Human Resource Development

and, for MPC/TMC
. Clarity
. Style

. Human Resource Development

The 'Stepwise' analysis shows that the factors which had most effect on these

dimensions were:
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. Decision making : years of service, nationality

. Compensation : department, years of service

. Human resource development : department, nationality, years of service
. Organisational clarity : years of service, basic salary

. Management style : age, nationality

Categories  Which had the most effect include low length of service and
nationals. Whilst Administrators tend to score .Iow, it is the years of service and
nationality which are determinants, not profession.  Again, low scoring
Administrators are usually those in the finance function (department) in respect of
compensation and human resource development.

Whilst the general pattern is for Administrators to score low compared with
Medical Doctors, in management style terms their perceptions are a function of
age (score higher as age increases) and nationality, rather than of profession for
perceptions of organisational clarity, years of service and basic salary are the

important features.

In comparing the perceived climate of the original sample (MPC) with the 'expert!
sample (MEC) of what perceptions should be, we found four items in which

variances are significant. These are:

2.1. Reporting system's effect on strategy implementation
7.4, Pay competitive with similar jobs outside MoPH

8.1. Promotion oppor i't'm'dg

8.3. Success in developing people for bigger jobs

For all four of these items, we find significant variance occurs for each of the

following categories:
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- Administrators

- Finance Department

- Section Heads

- Age 30-34

- Service length 3-5 years

- Less than one subordinate

- Basic salary plus social and technical 200-400

- Total salary 200-400

In the age range 30-34 we find the following distribution:

10 out of 66 Administrators; 10 out of 42 with University level education; 6 out of
20 with Masters degrees; 4 out 5 from environmental protection; 3 out of 12
controllers; only 1 out of 20 with more than 20 years service; 10 out of 31 with 1
or 2 years in position; 5 out of 14 with 3-5 subordinates; and 10 out of 33 with

basic salary 400-600. There are amongst those with service length 3-5 years, 11

out of 66 Administrators; 10 out of42 with University degree; 13 out of 96 males;

7 out of 31 in position for 1 to 2 years; and 5 out of 14 with 3-5 subordinates.

Less than one subordinate - those without subordinates totalled only 3, all of

whom were administrators, none of whom was more than 39 years old or had been

more than 10 years employed at MoPH.

Salary - has been discussed earlier. Here the low perceptions are for lowest salary

bands.
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5.7. Items Association

As mentioned in Chapter 1V, the statistical analysis (Duncan Multiple Range Test)
has been applied on the item scale; associations of the items could describe the

internal climate of MoPH as perceived by its personnel.

The subjective labels in quotation marks are an attempt, from the data, to

describe the mood of the organisation.

In different dimensions, to discover significant links will give us more data for our

diagnosis.

Excitment, urgency, awareness of the environment and quality of
communication between peers are associated, in the context of an
organisation setting highly challenging goals and a very fast pace.

"We must compete’.

. Formal planning, open discussion and top management support are

clustered. "Plan to achieve".

. Strong communication from above provides adequate information for
decisions, associated with high performance expectations from managers
and goals related to everyday functioning.

"Tell them what's wanted".

. Management are aware of goals.

"We have to do it".
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Longer-term view, development of people for bigger jobs, provision of
opportunities, and independence to carry out responsibilites are
associated.

"Give them room to do it".

Promotional opportunities, competitive benefits, an information system
to support decisions, and planning for goals are linked.

"Provide the tools".

Encouragement of criticism is related to timely decision making, effect
of reporting structure on co-ordination, and clarity of goals.

"Produce the results".

Personal accountability shows up here.

"What exactly am I responsible for?

Linked with accountability are scope and achievement of innovation,
challenge in the job, willingness to take risks, co-operation with other
subunits, and awareness of what is happening in related areas.

"How confident am I of what's required"?

Quality of total communications is linked with search to fill vacancies,
match between talents and job requirements, and the effect of the
reporting structure on implementation of goals.

"We are as good as our understanding".

Understanding between subunits, sense of competitiveness of pay, and
effect of structure on implementation of strategy are related.

"We're not clear, or rewarded".
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. Other areas' problems are poorly understood, and pay is perceived as
uncompetitive.

"Why care, they don't".

. Satisfaction with compensation is lacking, partly because there is no
comprehension of how individual performance is really rewarded.

"This place is unfair".

5.8. An Attempt to Restructure the HAY Tool:-

Original Dimensions

The original dimensions were derived from using hundreds of questions in over 100
companies, and selecting a core of 48 which were employed in a questionnaire
administered to managements in 65 organisations in 1974 and 1975. Multiple
samples from each year were analysed and a clear set of eight dimensions or

viewpoints emerged, from which managers see their organisations.

Whilst the climate dimensions obtained in this way were naturally limited by the
questions asked, the eight facts which result bear a strong resemblance to climate

findings reported by other researchers.

The eight dimensions are:

. Organisational clarity
. Decision-making structure
. Organisational integration

. Management style
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. Performance orientation
Compensation

. Human resource development

New Clusters

By subjecting the scores to cluster analysis, we sought to discover a statistically
sound redistribution which could give significant relationship and discrimination

into groups. The resulting pattern is described on page | L.\

The eight new clusters are quite different from the originals. The new clusters

ares:

"Alertness" - The extent to which the organisation:- has a system of information
to support decision making;

- Is structured to achieve co-ordination;

- Allows freedom of action to carry out the job;

- Holds individuals accountable for success or failure;

- Expects high performance from managers;

- Responds to changes in business environment;

- Is pacesetting; has a sense of urgency;

- Searches broadly to fill vacancies within.

"Coherence”

Plans formally to achieve goals;

Has complete plans for goals;

Has a long-term orientation;

Has adequate information for decision making;
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- Enjoys good lateral communications; .

- Achieves true co-operation between units;

- Encourages innovation;

- Has very clear measures of performance;

- Achieves timely decision making;

- Is successful in developing people within for better jobs;

- Provides jobs which present a significant challenge.

Exgectations

Relates goals to everyday functions;

- Makes decisions on long-term view;

Is clear about end results expected of managers;

Provides benefits competitive with other, similar, organisations

- Provides opportunities for promotion.

"Clarity of Purpose and Integration"

Has clear goals

Structures to effect goal achievement;

Achieves high quality of total communications;

Achieves clarity of job interrelationships;

Achieves understanding of goals between units.

"Support"

- Units understand each others problems;
- Has good communications downward from above;

- Provides support from senior managers;
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- Sets truly challenging goals;

- Is innovative in decision making;

"Appropriateness of Rewards"

Is satisfied with present compensation;

Enjoys strong relationship between compensation and individual performance;

Provides opportunites for individual growth and development;

Matches appropriately talents and job requirements,

"Competitive Pay/Structure™

- Reporting structure effects strategy implementation
- Offers high pay compared with other jobs with similar responsibilites within;

- Offers high pay compared with other jobs with similar responsibilities outside;

“OEenness"

Is aware within of happenings in other areas;

Takes reasonable risks to increase effectiveness;

Encourages open discussion of conflicts;

Encourages constructive criticism.
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Summarising these Clusters:

Alertness

The extent to which people see the organisation as dynamic, reflected in
performance requirements, sense of pace and urgency, responsiveness to change,

system of information to support decisions, and freedom to act.

Coherence

The extent to which people co-operate and communicate, plan to achieve goals,
measure performance, achieve timely decision making, develop people, and see

their jobs as challenging.

Eerctations

The extent to which people perceive benefits to be competitive compared with
other organisations, opportunities for promotion, goals relevant to everyday
fuctioning, clear expectations of end results required of managers, and long-term

decision-making perspective.

Clarity of Purpose and Integration

The extent to which people see the organisation's goals and plans, structure, job

interrelationships, understanding and communications as clear and integrated.
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Support

The extent to which people understand the problems of other units, enjoy good
communications downward from above, perceive support from senior managers,
and see the organisation as innovative in decision making and setting challenging

" goals.

Appropriateness of Rewards

The extent to which people are satisfied with present compensation, see a strong
relationship between compensation and individual performance, and perceive that
talents are matched with job requirements and opportunities are provided for

individual growth and development.

Competitive Pay/Structure

The extent to which people see organisation structure aiding strategy
implementation, high pay compared with other comparable jobs in the

organisation, and high pay compared with similar jobs outside the organisation.

OEBHI’IESS

The extent to which people are aware of happenings in other areas which may be
relevant, reasonable risks being taken to increase effectiveness, encouragement of

open discussion of conflicts and encouragement of constructive criticism.

Although the computer programme (CLUSTER PROCEDURE) produced a new
grouping acccording to aur finding in this study, we still believe that there will

still Pe some items which do nat fit in their group as recommended by CLUSTER,
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it is a limitation for the regrouping. However 'the cultural differences between
the Kuwaiti society and the American one proves the need for regrouping of the

tool.

The NEW DIMENSIONS have been subject to Duncan Mulfiple Range Test to find
out the significance variation among them and trace the main relationships

between them and the categories.

Table (5.1) shows that the highest dimension is OPENNESS, COHERENCE comes
next whereas the lowest is both CLARITY and COMPETITIVE PAY/STRUCTURE.

When we tried to look at the relationships with categories we found that:

Doctors are higher than Administrators.in at least two dimensions, COHERENCE.
and CLARITY. A significant high score for those who have Master degrees, low
scores for departments of Organisation and Control, Service Jobs in the
ALERTNESS dimension. A high score for controllers in COHERENCE, and a
positive trend with maturity, non-significant difference in sex except for
OPENNESS where male have higher scores. In the Service Length and the Length
in Position there is a positive trend too except for the CLARITY in the latter
where it does not differ among categories. CLARITY again is the dimensibn that
does not have significant differences in terms of Number of subordinates whereas

the rest of dimensions do not have significant trends.
In the salary classifications there is always a high score for 400-600 Basic Salary

and no significant trends among the other types of salaries (see appendices 5.2.1-

14).
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CHAPTER VI

6. CONCLUSIONS & RECOMMENDATIONS

6.1. Introduction

We will summarise our findings as follows:
1. The purpose, methodology and structure of the research.
2. The overall description of the climate in MoPH as revealed by the survey.

3. How the overall situation may be understood, and contributing factors

highlighted.

4,  What is required to bring about significant improvements : recommendations

for action.

6.2. Purpose, Methodology and Structure of the Research

'Climate' is the name given to organisational characteristics as perceived by
people within the organisation. Whether or not what they perceive is in fact true,
it is significant because it is believed to be so. Perceptions influence behaviour or
are reflected in behaviour, and in turn are reflected in the services which faorm

the output of the organisation.
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6.2.2.
By measuring the climate of the organisation we can obtain a view of the 'Health'
of that organisation, and so identify areas of concern which may respond to

further enquiry or to remedial or developmental action.

6.2.3.

Individual characteristics filtered by the basic characteristics of the organisation
which may be changed directly by management are strategy, structure, processes

and people. These provide the perceptions of climate we can examine.
6.2.4.

By employing a climate questionnaire devised by Gordon and Cummins, (1979)
constructed around eight dimensions of climate, and subjecting the results to
statistical analysis, we can describe perceptions of MoPH prevailing in different
groups at the time of the survey, In response to the evidence produced in this
way, we may interpret patterns and suggest necessary changes, highlighting those
aspects of strategy, structure, processes and people which should be changed to

benefit MoPH, and the specific behaviours involved.
6.2.5.

The research model differentiates eight dimensions of climate. The patterns of
scores for the items which make up those dimensions are traced. Relative
strengths of dimensions and items are indicated. Significant relationships between
items within separat-e dimensions are described. Patterns of scores across

dimensions are examined. A reclustering of items in new dimensions is attempted.
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6.2.6'

Causality remains problematic. We are unable to show that 'A' was the cause of
'B' or vice versa, or the consequence of some unknown, 'X'. Nevertheless,
associations within and between the dimensions and across the overall picture will

suggest patterns of strengths and weaknesses which demand our attention.

6.2.7.

In addition to the management population surveyed, top management and expert
populations were also surveyed, and the results from these groups were compared

and contrasted.

6.3. The Overall Climate in MoPH as Revealed by the Survey

The broad picture is of an organisation perceived as dynamic, with clear goals and

plans, encouragement and support from above to do the job, challenging
performance targets, rational information for decision making, somewhat less
attention given to people, no strong emphasis on co-operation and communication

between sub-units, and relative neglect of compensation.

6.3.2.

When the relationship between items in different dimensions is examined, grouping

mean scores by application of Duncan's multiple range test, we find that many
items have broadly ranging scores, but particularly high and low scoring items are

distinctly separated. Highest distinct perception is that the organisation's goals
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are challenging. Clustered closely and clearly below are perceptions of
organisational pacesetting; responsiveness to business environments; quality of
communication across same levels; and sense of urgency. Distinct and high
scoring items which follow are formal planning; open discussion; and top
management support. Then, all covering the same band, communication from
above; provision of adequate information for decisions; high expectations of
performance from managers; and goals related to everyday functioning. Also in
this cluster, but reaching into the next, is degree of clarity expected of managers

about end results.

Scoring less strongly are attention to the longer-term view; success in developing
peopie for bigger jobs; provision of opportunity for individual devélopment; and
perception of independence to carry out responsibilities, Promotional
opportunities; competitiveness of benefits with those for similar organisations;
information system support for decisions; and planning for goals occupy exactly
the same range as one another. Items recording the widest range of responses are
perceptions of decision-making in the long term view - which comes next in the
scoring hierarchy; and clarity of goals and personal accountability for success and
failure, which score lower. Sandwiched between these are encouragement of
constructive criticism; timely decision-making, linked with effect of reporting
structure on co-ordination; and perceptions of clarity of the manager's inter-
relationships of jobs with those of others. Showing a broad spread, clearly
clustered at a level of scoring suggesting considerable room for improvements, are
extent of innovative decision_—making; encouragement to innovate; significant job
challenge; awareness of happenings in other relevant areas; encouragement to
take risks; and extent of co-operation between units. Total communications
across the organisation and quality of search to fill vacancies are seen as poor.
Nor are managers' talents seen to be well-matched to their job requirements;

neither is there seen to be a broad search within the organisation to fill
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vacancies. The reporting structure is not seen as facilitating goal achievement.
The extent of understanding of objectives and goals of other units is limited. The
problems of other units are not understood and, standing alone in their class,
equivalent to universal recognition of challenging goals as a top score, are, as a
bottom score, universal dissatisfaction with compensation and inability to

perceive any relationship between benefits and actual performance.

6.3.3.

When the relationships between dimensions and categories of respondent are

examined, we find that different professions, age groups, nationalities,
departments, and duration of ;aervice and time in post, for example, show different
perceptions of climate. This is illustrated by generally more positive perceptions
recorded by Medical Doctors in contrast to Administrators; by Non-Nationals in
contrast to Nationals; by those with longest service in MoPH; by older employees
and by those with a basic salary of 400-600 rather than by the highest paid. There

is a 'peak’ for employees who have been in a particular post for 3-5 years.
6-3‘4’

When we look at the 'Expert' Population (MEC) results, we find a significant

variance from the general population (MPC) in respect of four items. These are
the effect of the reporting structure on strategy implementation; pay
competitiveness with similar jobs outside; promotion opportunity; and success in
developing people for bigger jobs. The 'Expert' group evidently feel that realistic
opportunities in MoPH are different in these particular areas. Perhaps the
different scores indicate a need for irﬁproved communication on these items in

particular.
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6.3.5.

When we look at the Top Managment Population (TMC) we find this group scores

higher than the general management population (MPC), in three dimensions,
Organisational clarity, Management Style and Human Resource Development.
When we tried to find out what are the categories that are lowest in their
perceptions we found that doctors always score higher perceptions than
administrators, although both professions are lower scoring than TMC, Masters
degree halders perceive climate the highest and even higher than those who hold
doctorates, whereas university degree holders are just average. Three
departments score higher significantly, namely Public Health, Environment
Protection and General Jobs, whereas another three score the lowest, namely
Service Jabs, Organisation and Control and External Medical Service. Section
Heads are the lowest amongst other levels, controllers are the highest and there is

a positive relationship between level and Human Resource Development.

Those who are 35-40 years old have the highest score overall. Males score higher
in Management Style and Human Resource Development. Service Years has a
positive relation with climate with a specially high score for those who served 6-

10 years; the same trend was found in respect of Years in Position.

The span of control has the highest score on those who have 1-2 subordinates;
Non-Kuwaitis score lower at all the climate dimensions. In respect of salary (four
types of salary) there is a positive trend with a significantly high score for those
who receive 600-800 (basic), 800-1000 (social), 800-1000 (technical), 1000-1200

(total) respectively.
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6.4, _How_the Overall Situation may be Understood, and Contributing Factors

Highlighted

6.4.1.

Statistical analysis enables us to sort the wood from the trees, by identifying,
which differences are significant and not likely to have occured by chance.
Causal relationships remain problematic. Many researchers have tackled the
relationships between behaviour, personality and environment. Kurt Lewin (1946)
was one of the first; Argyris et al (1957), Levinson (1959), Katz and Kahn (1966),
Andrews (1967), Litwin and Stringer (1968), Forehand (1968) and Schneider and
Hall (1972) have contributed to the theofy. After interactionists argued that
personality variables relate to the environment and to anxiety and compulsive
behaviour, Mischez (1973) emphasi;:ed cognitive social learning, and Gavin (1975),
Herman et al (1975) and Newman (1975) looked at situational, biographic and
demographic characteristics, the last two writers concluding that structural

position variables have greater effect. In 1976 Johnston proposed climate as a

joint function of situation and personality.  Subsequent work (James, 1977;

Schneider, 1978; Berman, 1980) has not resolved properly the question of the

extent to which climate is influenced by personal or situational factors.

Despite the uncertainty of causation, it is instructive to structure the MoPH data

and so to gain insights into what may be occurring.

We have classified the categories as follows:

a)  Situation factors (Level, Number of subordinates, Salary, Department, Years

in Position)
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b)  Qualificational factors (Length of service, Education, Profession)

c) Personal factors (Sex, Age, Nationality)

The STEPWISE analysis indicates that years of service are indicated as most
significant in seven instances, nationality in four instances, department twice, age

once and basic salary once.

Under the model headings above, the distribution is, therefore,

Qualificational factors 7
Sitational factors 3
Personal factors 5

Qualificational and personal factors dominate the analysis, and suggest that
characteristics of the individual, and not of the situation, should be addressed first

in determing targets and priorities for remedial action.

6.4.2,

Regrouping of survey items into alternative dimensions by oblique principal
component cluster analysis does not produce readily distinguishable groups of
items. But in half of the 46 items a formation of new dimensions could be reliable
where strong coherence exists among those items. The rest of the items have
been regrouped and another set of dimensions have been added, therefore the
study has iptroduced an attempt to develop and restructure the HAY technique to

be more suitable for a Kuwaiti civil service organisation.
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6.5. What is Required to Bring About Significant Improvements :

Recommendatibns for Action

6. 5. 1.

The pre-eminent significant qualification factor is years of service in MoPH.
What lies behind this finding? Is it reasonable to expect climate perception to
improve with length of service in MoPH? What are the implications for personnel
practice? It is the perceptions of subordinates of the behaviour of their managers
which influence their own performance. Leadership does not create motivation so

much as tap the motivation possessed by individuals.

6.5.2.

MoPH management must address the findings of the survey, and examine the
nature of the people, practices and policies which produced this pattern of
results. Significant changes could take two to three years to implement.
Feedback of results, and involvement in determining the next steps is itself a

powerful method of change and development.

6.5.3.

These results are a 'snapshot' at the time of the survey: further studies are

recommended to enable changes to be aobserved and considered.

6.2.4.

Features of MoPH revealed in the survey include:
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High pacesetting is essentially reactive;

Clear goals do not have clear supporting objectives;

Structure does not facilitate lateral collaboration and understanding;

Whilst support from management is forthcoming, greater delegation is

desirable;

Jobs and talents are not perceived to be adequately matched, and creativity is

insufficiently rewarded;

The personal contribution of the individual is not measured, recognised and
rewarded in relation to performance and accountability:

Selection is not seen as related to real ability to do the job;

Compensation is the area of most dissatisfaction, and requires review;

Long-service senior management seem rather too comfortable in many
respects;

The role and status of administrators requires attention; support services do

not feel that are vital to the success of the organisation or that they are
appropriately rewarded compared with other technical and professional

groups.
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6.6. Recommendations

6.6.1. For Further Academic Research:-

It is recommended that further studies should follow this work and in particular as

follows:-

It is a crucial role that climate analysis plays in the diagnostic process for the
measurement of how personnel and management perceive their organisation's

characteristics. Therefore, further research is recommended to measure the

extent to which each type of factors plays a part in shaping climate, by doing

so, the keys to better climate might be obtained.

Management practices in the developing countries needs more studies to
establish a common area for the building-up of standards. It is neceésary to
conduct this type of research (climate analysis) on an international-regional
scale. By doing so more standards will be created for each type of
organisation, for instance there will be a standard climate for insurance,
banking, civil service in the Arab Gulf area. The latter has already started as

this study was initiated in Kuwait.

This study has revealed an issue that needs more consideration and attention,
namely the effect of qualificational factors in the climate p.erception. It
might be recommended to conduct a more rigorous reseach which would
concentrate on.these types of factors, aiming to verify the different types of
qualifications in a given system, where it could reach the finding of variations
of each qualificational factor's affect on the climate perception. This kind of

study has not been mentioned in the literature that covered in this study.
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4, It is highly recommended to study the different perceptions between the top
management and other organisational levels. Such a study would enable

researchers to realise the existance of a gap; such a gap has to be tackled.

6.6.2. For the Development of MoPH:-

1. It is highly recommended to consider the finding of this study as a main input
for an improvement proposal to the strategy, structure, process and personnel

in MoPH.

2. In particular, this study would emphasize the very crucial role that individuals
play in the formation of climate, and more precisely their qualifications. This

has to be the main filter for employment in MoPH and therefare, selection

methods and criteria have to be improved.

3, Kuwaitis in MoPH may be the same as Kuwaitis in other civil service
organisations in Kuwait, but that cannot be a strong barrier to permit the less
productivitypatterns and the careless trend among them, in contrast to their

non-Kuwaits colleagues.

4. Administrators are seen as a supporting staff all over MoPH and that is true,
but this feeling has made them less caring, less involved in MoPH; they have
less opportunity for development, training and senior posts. On the other
hand, they are a major force and MoPH is built around them; tremendous
efforts are required to get them to be more involved, more enthusiastic for

the development of MoPH.

5. Compensation, as the lowest dimension in score needs to be improved by the

introduction of the policies of:
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A. The reward of performance
B. The introduction of non-cash benefits system

C. The maintainance of up-to-date information on compensation competitors

6. The formation of management information system to enhance and rationalise

decision making.
7. The reconstruction of the organisation structure to facilitate lateral
collaboration and understanding, and a policy-making body needs to be formed

within the new structure,

8. Authority delegation is required for the allowance of creativity, and the

introduction of searches to fill vacancies is required too.
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APPENDIX 1

Table 1.5. Proportional Mortality and Leading Causes for Death
Table 1.8. Personnel of MoPH by Department
Table 1.9. The Service Length of MoPH Personnel

Table 1.10. Age Composition of MoPH Personnel
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Table 1.8

Personnel of MoPH HQ by Departments

Department o No. of Personnel
Hospitals 14
Public Health 516
Social Health 134
D. & Tech. Dental 39
General Jobs 172
Legal Affairs 53
Financial Affairs 381
Medical Stores 287
Org. & Control 128
Environment Protec. 126
Service Jobs & Tech. 70
Transportation 126
Treatment Abroad _ 5
External Medical Serv. 4432%

Source: Manpower Statistics MoPH 1983

*  The figure of Exteranl Medical Service Dept., is including the workers in the

health units locally
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Table 1.9.

The Service Length of MoPH Personnel

Years of Service No. of Personnel
Less than 1 2142

1-2 8235

35 6901

6-10 1689

11-15 1732

16-20 1609

More than 20

Source: The Information Centre (MoPH) 1985
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Table 1.10

Age Composition of MoPH Personnel

Age No. of Personnel

Less than 20 324
20-24 2427
25-29 5242
30-34 7091
35-39 5061
40-44 3447
45-49 2974
50-54 1945
55-59 1219

More than 60 350

Source: The Information Centre (MoPH) 1985
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APPENDIX 2

Figure 2.2. The HAY Eight Dimensions
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Fig. 2.2

The HAY Questionnaire Appendix B
Items Included in Each
of the Climate
Dimensions

Aston University

Hustration removed for copyright restrictions

Source: (G. Gorden & W. Cummins, Managing Management and Climate
Lixington Books, Mass. 19792 P. 1774)
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APPENDIX 3

3.1. List of the Interviewees in Preparation Period

3.2 A copy of the Questionnaire (in English)

3.3. A Copy of the Questionnaire (in Arabic)

3.4.1. A Copy of the Covering Letter by the Under-Secretary of
MoPH for the DELPHI

3.4.2. A Copy of the Covering Letter by the Researcher for the
DELPHI

3.5. The Summarised Results of MPC/TMC (in Arabic)
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Interviewees in the Preparation Period
0f the Study

Politicians & Administrators

1.

Dr. Abdul raham Al-Awady - Minister of Public Health in the State
of Kuwait (access to the information of Ministry of Public Health).

. Mr. Sulaiman Al-Duaij - State Minister of Legal and Administrative

Affairs ( access to the information of the Administrative situation
in Kuwait)

. Mr: Jasem Al-Kharafi - Member of Kuwait Natiocnal Assembly and the

Head of Economics and Financial Committee. (Later, The Minister of
Economy and Finance).

. Mr. Meshari Al-Anjari (Member of Kuwait National Assembly and the

Head of Legal Committee and former Assistant Director of Kuwait
Civil Service Commission. (Later The Head of Financial Committee,
National Assembly).

. Mr. Mohammed Al-Rashid, Head of Cost Analysis Department in

Ministry of Public Health, Kuwait.

. Dr. Samir Banoub, Director of Office of National Health Planning -

Ministry of Public Health, Kuwait. (Later, lecturer of Public Health,
Florida, U.S.A.).

. Mr. Ali Al-Moosa, Director of Kuwait National Plan - Ministry of

Planning. (Later, Director of Al-Jawhara Investment Co. Kuwait).

. Dr. Krishnan - Ass. Director of Office of National Health Planning -

Ministry of Public Health, Kuwait.

9. Dr. Pickitt - The Administration of Yale Hospital - Neg Haven, U.S.A.

Academics

1. Dr. D. Pheysy, Management Centre, Aston University, Birmingham, U.K.

2. Dr. Adel Al-Tabta Bae - Kuwait University - School of Law.

3. Dr. Abdulkareem Al-Khayatt - Kuwait University School of Education.

4. Mr. Abdulwahhab Al-Houti - Head of Business Administration Depart-
ment- in Kuwait Business Institute. (Later Director of AWQAF in
Ministry of Awgaf and Islamic Affairs)

5. Dr. Travilion - Harvard School of Public Health, (U.S.A.).

6. Dr. George Silver - Yale School of Public Health (U.S.A.).

7. Dr. John Kimberly - Yale School of Organisation and Management,

(U.S.A.).
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And Telephone Contacts with:-

Dr. Duncan Neuhauzer - OH{O (U.S.A.).
Beckhard Associates - N. Y. (U.S.A.).

And also meetings with officials in:-

WHO (PAHO) Washington D.C. (U.S.A.).

World Bank, wasﬁington D.C. (U.S.A.).
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Appendix 3.2

THE QUEST IONNA IRE FORM
(Translated)

Dear Brother/

Between your hands an academic questionnaire, as one of the
research tools leading to a Ph.D. Degree in the Management Centre
at the University of Aston in the United Kingdom.

Please fill it in carefully, and accept the compliments of
the researcher.

Your brother,

Nasser Jasem Al-Sane

Note: The permission has been taken from the responsible
authorities in the Ministry for this.
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Do you know zbout the
Organisations (Ministry's)
objectives?

Dlapning for the achievement of
goals in this organisation tends
to be orientated toward the long
term.

The current reporting structure
zffects (facilitate or hinder)

inplementation of the organiz-

ztion's strategies.

Dacisions in this orgenization
tased on adequate information.

Tne HMeasures or yardsticks used to
judge menagerial performance in
this organization tend to be very
clear.

v

The various units in this orgeniz-
2tion truly co-operate with one
another.

Open discussion of conflicts is
zncouraged.

The relationship in this organiz-
ation between compensation and
individual performance tends to be

very strong.

 Tour job presents a significant

' challenge to you.

Corgidering the work you do, your
pregsent compensation is satisfied.

This organization is successful in
developing people from within for

' tigger jobs.

| The systems in this organization

' drovide a manager with the inform-

2tion he needs for decision meking.

Zve*ything considered, communications

'in this organization tend to be
2xiremely good.

Orerall, there are opportunities
Zor promotion within the organiz-

2tion.

237

YES




* Do you know about the organiz-
ation's (Ministry's) Strategies?

Gozls provide a useful context
for the everyday functioning
of this organization?

Managers concerning the inter-
relationships of their own JObS
with those of others.

The talents of managers appro-
priately matched to the demands
of their job.

This organization has clear
goals.

This organization is responsive
+o changes in the business
environment.

This organization provides
orportunities for individual
growth and development.

Managers are encouraged to
innovate in their jobs.

This organization has defined
plans to meet its goals.

You feel that you are sufficient-
1y aware of things that are hap-
pening in other areas of the
organization which might have an
effect on how you do your job.

Your pay is high compared to
others in this organization
with similar responsibilities.

The various units in this organi-
zation understand each other's
objectives.

Planning for the achievement of
goals in this organization tends
to be complete (Through the par-
ticipation of all the concerned
people.

Constructive criticism is en-
courzged within this organiz-
ation.

YES

NO
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ne various units in the organig-
ion uvunderstand each other's
ovlems and difficulties?

‘g oo
¢k

Dzcision making in this organiz-
ation tends to be innovative.

lanagers within this organiz-
ation are expected to meet demands
Tor high level performance.

The current reporting structure
affects (facilitate or hinder)
the achievement of the organiz-
ation goals.

“anagers receive the support they
need from higher levels of manage-
zent to successfully carry through
their job responsibilities.

Managers encouraged to take
reasonable risks in their efforts
to increase the effectiveness of
this organization.

Planning for the achievement of
goals in this organization tend
t0 be formal (through formal
vlanning body and formal channels)

anagers in this organization
offered benefits which are compet-
itive with similar organizations.

Decision making in this organiz-
2tion tends to be based on a long-
range view.

Yanagers held personally accountable
for the end results they produce or
fail to produce.

This organization is a pacesetter
arongst Kuwait Civil Service.

Communications downward to you from
above tend to be extremely good.

Decision making in this organiz-
ation tends to be fast.

hen a management vacancy exists,
the search within the organization
to fill that vacancy tends to be
very broad.

=
W o

Tn
T

goals in this organization
truly challenging.

o
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Vitality of this organization
is high a2s reflected by such
things &s a sense of urgency
and a rapid paces of activities.

The current reporting svructure
to thz uppsr level affects
(facilitate or hinder) co-~
ordination of efforts.

People in this organization are free
to take independent actions that
are necsessary to carry out their

job responsibilities.

Managers ars clear about the end
results that are expected of them
in their job.

Your pay is high compared to
people in other organizations in
Kuwait with similar responsibili-
ties.
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Appendix 3.3

THE QUESTIONWAIRE FORM (IN ARABIC)
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 Nelson Building, Gosta Green, Birmingham B4 7DU

MANAGEMENT CENTRE

Telephone: 021-359 3011 Ex. Telex: 336997
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A copy of the Second covering letter signed by the
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APPENDIX 4

Tables 4.1.1-14 Duncan Multiple Range Test Results on
Dimension Level

Figures 4.2.1.1-9.8 Items/Categories Relationships
Figures 4.1.1-8 Dimensions Acraoss Factors

Tables 4.7.1-8 MPC/MEC Item Level

Tables 4.9.1.1-14 Items/Categories Relationships
Table 4.10.1-14 TMC/MPC Item/Category Comparison

Table 4.12. TMC/MPC Item Comparison
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