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ABSTRACT
The business environment in Saudi Arabia has undergone dramatic changes in recent
years due to the contry’s entrance into the World Trade Organization, the entry of women
into the workforce, and the institution of the Vision 2030 initiative to diversify the
economy and reduce its dependence on oil. While a need exists to update business
practices to compete with multinational technology companies, traditionalism and
religious beliefs can impede these changes. This dissertation investigates obstacles to
change management in Saudi organizations through a case study of the Saudi
Telecommunications Company, one of the nation’s largest such organizations. The study
was conducted through semi structured interviews with senior (executives and managers)
and junior employees as well as observation and document analysis. The results showed
some similarities between senior and junior employees’ responses; both groups showed
an accurate understanding of the Vision 2030 goals and believe they will be fulfilled, and
both have generally positive views of the company and its methods of managing change,
while also perceiving that it has some weaknesses, such as its large size leading to lack of
flexibility. Some senior employees noted employees’ resistance to change as a problem
they had faced in instituting change. In general, junior employees were more reticent in
discussing problems with the company, but some stated that changes will need to be
made in the future to incorporate employees who are not Saudi natives. The case study
identified communication issues, gender, culture, and natural resistance to change as key
obstacle, and emphasize that to overcome them, leaders must communicate effectively,
involve staff in changes, listen to their perspective, pace large changes appropriately, and
take culture into account.
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Chapter 1
This chapter provides brief background information about the present research
study and addresses the history of organizational change practices, continuous reforms,
and development obstacles that prevent Saudi organizations from sustaining and meeting
21st-century challenges. Cultural variables such as Islamic teachings and tribalism impede
organizational change in Saudi Arabia. Saudi Arabia’s entrance into the World Trade
Organization (WTO) in 2005 placed enormous pressure on Saudi businesses, which now
had to compete in a global market. Shortly after that, the nation launched a new initiative
in 2016, called Saudi Vision 2030, which aims to shift the nation from an oil-based
economy to a more diverse economy by tripling nonoil revenues by 2030.
In addition to discussing these aspects of the Saudi business environment, the
chapter also presents brief information about Saudi Arabian history in general, followed
by a discussion of change management strategy at the Saudi Telecommunications
Company (STC), one of the essential organizations that Saudi Arabia relies on heavily to
achieve the Vision 2030 goals. The chapter then addresses the research problem and the
purpose of the study: to investigate the obstacles that hinder the change management
process in government organizations in Saudi Arabia. STC is the case study for this
research. Finally, the chapter outlines the research objectives, research contribution, and
thesis structure.
Background
The creation of Saudi Vision 2030 followed the rise to power of a new leader,
Crown Prince Mohammed Bin Salman, who saw urgent need for change and control over
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external environmental forces that destroy organizations’ stability. This vision is a new
phase of development for an ambitious nation. Transformation begins when leadership
sees an urgent need to make essential change (Kotter, 1996). The core work of
organizations is to survive, function effectively, and remain stable. Forces in the external
environment sometimes undermine this continuity; these forces can cause devastation or
inspire greater creativity (Burke, 2017).
Saudi Arabia was founded in 1932, and since that time, the discovery of vast oil
stores has led to much development. Despite its wealth, Saudi Arabia is considered a
developing country, and continuous reforms have taken place across all public and
private-sector organizations. These reforms included changes in social development,
infrastructure, economic policy, education, and essential industries to meet the growing
population’s needs and align with 21st-century challenges. Since 1960, Saudi Arabia has
worked very hard to develop government organizations and identify the difficulties and
obstacles that impede them from meeting 21st-century challenges (Al Bishi, 2001).
Today, organizations face enormous challenges due to the emergence of advanced
technologies that continue to reshape the way business operates. This puts Saudi
organizations under pressure to advance so they can both compete and collaborate with
advanced global counterparts. When Saudi Arabia joined the WTO in 2005, this move
significantly affected Saudi organizations, necessitating updates to antiquated business
practices that allowed them to compete with global companies (Aldossari, 2016). Entry to
the WTO also opened the previously oil-based economy of Saudi Arabia to international
investment and competition (Evans, 2005). Despite the challenges this shift posed, it

2

ultimately facilitated the country’s development, allowing business leaders to identify
opportunities and creating a healthy business environment.
Madsen, Miller, and John (2005) noted that change had taken place in the early
21st-century Saudi Arabian economy due to new leadership approaches, rapid growth,
new business ventures, and expansions. With the rapid growth and development in 21stcentury Saudi Arabia, new leadership is took over, with significant consequences for the
economy. While change is imminent, there is a high potential for resistance to
transformation due to the Saudi workforce’s culture. Studies have shown that the culture
in Saudi Arabia is embedded with tradition and Islamic teachings in every aspect of life
(Lundgren, 1998). Studies also have shown that in the Arab world, implementing
organizational change can be affected by religion, traditions, and other cultural variables
such as tribalism (Rees & Althakhri, 2008).
In the next decade, a transformation will occur in Saudi Arabia: Saudi Vision
2030. The fall of oil prices in 2014 created an urgent need for economic change. Saudi
Arabia aims to create sustainable revenues by diversifying the economy and has strategic
plans to triple nonoil income by 2030 and create more than 450,000 jobs. This vision
relies heavily on Saudi public organizations leading the change (El Katiri, 2016). Saudi
Arabian leaders believe that by allowing global companies to invest in its businesses, the
country will foster productivity and become one of the world’s largest economies.
Decision-makers believe that the public sector will be the core of this
transformation, digitally recreating organizations, processes, and systems. If Saudi
organizations want to reinvent their processes, communication, experience, and overall
efficiency to achieve success, they will need to implement organizational change
3

effectively. STC is one of the most critical leading organizations that the government
relies on to achieve Vision 2030. STC is experiencing ongoing issues due to the dramatic
shift taking place with STC and its affiliates. These issues generally fall into the
categories of ineffective change management, change obstacles, and change resistance
(Franklin & Aguenza, 2016). Managing organizational change in Saudi organizations is
complicated due to many external and internal factors. Some researchers believe that the
absence of strategic organizational change and change management will prevent
organizational change processes from being successful (Rees & Althakhri, 2008).
Background: History of Saudi Arabia
The kingdom of Saudi Arabia was founded by his Majesty King Abdul Aziz
Abdul Rahman Al-Saud (Ibn Saud) in 1932 C.E. It is in southwestern Asia and is
surrounded by Yemen and Oman to the south, Kuwait, Iraq, and Jordan to the north, and
the Arabian Gulf, United Arab Emirates, and Qatar to the east. Saudi Arabia occupies
around 2,000,000 km², about four fifths of the Arabian Peninsula. Saudi Arabia is a large
country with rich geographic features and diverse topography. On the Red Sea coast lies
the Tihama coastal plain, around 1,100 kilometers long and 60 kilometers wide from the
south to the north, where the Red Sea connects to the Aqaba Gulf. To the east lies the
great mountain chain Sarawat, which rises to 9,000 feet in the south and 3,000 feet in the
north. The Empty Quarter of the southeast occupies an estimated area of 640,000 km² and
is composed of sandhills.
Saudi Arabia has 13 administrative regions, including many municipalities and
other governing bodies linked administratively to the emirate (General Authority for
Statistics, 2015). Saudi Arabia’s current population is 34,218,169 (General Authority for
4

Statistics, 2019). Islam is the main religion, and Arabic is the main language, while
English is the second language.
Before the discovery of oil in 1938, the Saudi Arabian economy depended on
farming and commerce, especially trade generated by Muslims visiting Makkah and
Madinah for pilgrimages. After oil was discovered, Saudi Arabia’s economy began to
thrive, which helped the country fund necessary infrastructure such as airports, schools,
hospitals, and other industrial sectors. Later, in 1970, Saudi Arabia created development
plans to expand infrastructure and industry to build a modern and robust economy. These
development initiatives allowed businesses to flourish and thrive, which has transformed
the country’s economy to make Saudi Arabia one of the strongest developing countries
globally (The Embassy of the Kingdom of Saudi Arabia, 2016).
Saudi Arabia is “the heart of the Arab and Islamic worlds, the investment
powerhouse, and the hub connecting three continents” (Leadership Message, 2016).
Today, Saudi Arabia is dedicated to diversifying the economy and privatizing under the
supervision of the Supreme Economic Council (SEC). Since the SEC was created in
2001, it has been officially responsible for formulating economic policy, playing an
essential role in opening Saudi markets, speeding up economic reforms, and ensuring
investor stability. The SEC is also responsible for evaluating economic policies related to
labor, agriculture, industry, and other sectors to ensure that they meet the effectiveness
requirements to positively affect the national economy (Saudi Arabia, Unified National
Platform, 2019).
Today Saudi Arabia’s economy is one of the top 20 in the world. A member of
the WTO since 2005, it is considered the largest exporter of petroleum, possessing about
5

18% of the world’s proven petroleum reserves (OPEC Annual Statistical Bulletin, 2019).
Saudi Arabia holds a 25% share of the total Arab GDP, making it an economic leader in
the Middle East and North Africa (MENA). Its geographic location at the crossroads of
three continents provides easy access to export its products. Table 1 below shows the
outlook for selected Saudi Arabian economic indicators, based on data collected from
2017 to 2020.

Table 1
Source: International Monetary Fund Country Report No. 19/290
6

A History of the Telecommunications Industry in Saudi Arabia
In 1953 the telecommunications industry was placed under the control of the
Ministry of Transport. The country’s continued growth led the government in 1975 to
create the Ministry of Posts, Telegraphs, and Telephones. In 1998 Saudi Arabia
liberalized the telecommunications industry, allowing the STC to operate independently
with a monopoly in the region due to national regulations preventing other competitors
from entering the market. In 2002, 30% of STC shares were sold in an initial public
offering, while 70% of its shares remained owned by the Saudi government. Later, in
2004, Saudi Arabia opened the telecommunications industry to competitors by issuing the
first license to a foreign competitor called Mobily, which opened for business in 2005
selling mobile services. In 2007 Saudi Arabia issued the third operator license for another
competitor called Zain (Branch & Cameron, 2019).
The presence of these three companies created healthy competition that enabled
them to perform and run well, taking advantage of the boom in technology and the
growth of demand for mobile services. However, STC has struggled with cultural legacy
problem, making it inefficient and leading to losses in its market share. This loss was a
direct result of the privatization of STC in 1998. Cultural factors such as a top-down
bureaucratic culture impeded necessary change and made it difficult for the company to
operate in a competitive marketplace. By 2008 Mobily had gained more than 40% of the
market, forcing STC to make changes to compete and win back market share (Branch &
Cameron, 2019).
Saudi Telecom Company (STC)
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STC is a leading Saudi Arabia-based telecommunications company that provides
innovative digital services in Saudi Arabia, with a significant regional presence in the
MENA region. In 1998, the company began a substantial internal reorganization while
also training its employees to operate the company privately. STC eventually articulated
a clear vision for the changes. The vision statement is as follows: “We are a world-class
digital leader providing innovative services and platforms to our customers and enabling
the digital transformation of the MENA region” (STC, 2019).
STC continued its internal reforms, including a cultural transformation that was
launched in 2013. These innovations have enabled the organization to become the leading
provider in the telecommunications industry by offering services such as landline,
mobile, enterprise services, and other business solutions that have improved financial
performance. STC also diversified its investment plans and assets by expanding its
business through acquisitions and operations in many countries, including Bahrain,
Kuwait, South Africa, India, Indonesia, Malaysia, and Turkey. STC’s expansion work led
the company to achieve robust cash flow in 2016; its net revenue was more than $13
billion, a result of implementing a strong strategic approach to reduce operational
expenditures through leveraging its investment in the international market (Branch &
Cameron, 2019).
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Figure 1. Saudi Telecom Company Shareholder Structure 2018
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Figure 2
Saudi Telecom Company Areas of Operation

Table 2
Saudi Telecom Company Financials 2012-2018

Statement of the Problem and Significance
Many organizations in Saudi Arabia, particularly small and medium-sized
enterprises (SMEs), have suffered in recent years from the current government policies,
new labor systems and regulations, and increased prices. These issues have affected

10

major public organizations in Saudi Arabia, causing the government to set up a $1 billion
fund to support SMEs (The National, 2017). Furthermore, some public organizations and
ministries have merged and restructured to align with the Vision 2030 plans. Following
this dramatic change in Saudi Arabia, the Council of Economic and Development Affairs
placed massive pressure on all Saudi organizations to establish the overall governance,
mechanisms, and measures necessary to achieve Vision 2030.
STC undertakes a mini restructure every 4 years at the end of a CEO’s tenure.
Board members seek to hire a new CEO who will promote change initiatives. When it
comes to change, there is resistance from those who are comfortable with the status quo
and, consequently, a lack of management support. Change is inevitable, and the pace of
change is now accelerated across all Saudi organizations, supervised by the government.
STC is thus making more macro-level changes to the corporation and its affiliates,
including hiring women at high managerial levels, and ending gender segregation in the
workplace, causing cultural resistance. Company leadership wants to implement the
change management process efficiently and minimize the obstacles and challenges that
may delay the change process or cause it to fail.
Purpose of the Study
The researcher’s goal is to be involved in and bring about change at one of the
leading organizations in Saudi Arabia by focusing on the main factors that obstruct and
hinder STC’s change management process. Using his expertise, knowledge, and practical
experience in the OD field, he focused specifically on how employees deal with the
change that is taking place at STC and the factors that slow the change process and lead
11

to change resistance among employees. He believes that by working to address these
obstacles, STC can overcome them to make the change management process smoother
and more manageable. Failure to understand the factors impeding change management in
STC will reduce its efficiency in achieving success that aligns with Vision 2030.
Research Objectives
Through this case study, I aim to understand change management challenges and
obstacles inside STC that impede change initiatives. The present study examines the
background and factors that lead to change resistance among STC’s employees, with the
aim of showing what works, what does not, and why alternative interventions are not
provided. The case study includes information obtained from stakeholders at the
executive level and elsewhere (VP, midlevel managers, section managers, change agents,
and normal employees across STC).
Contribution of the Study
While significant ongoing research, scholarship, and professional practice
literature has been dedicated to change management worldwide, work on STC’s change
management process is very limited. Franklin and Aguenza (2016) addressed the
challenges of STC change, finding that employees are concerned due to lack of clarity,
resources, and planning. Understanding how to overcome the obstacles and challenges
impeding change management in Saudi organizations is essential to helping them achieve
their goals and align with the accelerated development of Saudi organizations to achieve
Vision 2030.
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Research Question:
What are the main factors affecting change success at STC, as seen through
multiple participant perspectives?
Research Structure
This research consists of five chapters. Chapter 1 presents the study’s background
and reviews the information history of Saudi Arabia, the history of the
telecommunications industry in general, and the history of STC specifically. It also
discusses Saudi Vision 2030 and the ongoing transition of the Saudi economy toward
dependence on nonoil revenue. The case study for this research is the organizational
change taking place in STC. The chapter then explains the significance and purpose of
the study, the research objectives, and the study’s contribution.
Chapter two reviews literature about the change management process in general,
changes in STC, and the factors that foster or impede growth. This chapter also focuses
on cultural resistance and the work of Kotter (8-Step Model).
Chapter three presents the research methods and methodology, using the
descriptive, interpretive paradigm. A qualitative case study design was used to evaluate
STC. This study’s data come from employees, managers, members of the executive
management team, and internal OD agents within STC. Data were also collected about
procedures, processes, and other essential materials pertaining to change processes in the
past. In this chapter the data were analyzed, all notes, information, and recordings were
reviewed, and potential ethical issues were considered.
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Chapter four presented the study’s outcomes and findings, focusing on the factors
that caused cultural resistance and impede change management at STC.
Chapter five concludes the study, reviews how it contributes to the academic
literature, and presents recommendations for STC and future studies.
Conclusion
Saudi Arabia seeks to break its dependence on oil revenue by 2030 by
diversifying its revenue streams through other investments. This initiative places pressure
on all Saudi governmental and private-sector organizations to reorganize in accordance
with the goals of Saudi Vision 2030. As a result, change management resistance will
occur across all organizations, including STC; the core subject of this research. This
research thus concentrates on factors that impede change management in STC. The
present study applies existing organizational development models to provide
recommendations for efficient change management in STC, an essential organization in
Saudi’s Vision 2030.
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Chapter 2:
Literature Review
While a large body of research exists exploring determinants of and impediments
to organizational change, the bulk of this work has taken place in Western business
contexts (Decker et al., 2012; Del Val & Fuentes, 2003; DeVose, 2014; Piderit, 2000)
and, does not fully capture the cultural factors that play a role in other locales. In the case
of STC, the national and cultural context of the organization cannot be readily parsed
from other factors working to facilitate or impede organizational change. The present
study addresses the research question: “What are the main factors affecting change
success at STC, as seen through multiple participant perspectives?” This review first
defines what is meant by resistance and change, referring to the work of Maurer and the
idea of cultural context. To provide context for the study, it then describes STC’s change
efforts. The literature review concludes with a description of research conducted in Arab
contexts to provide a better understanding of the specific factors to be explored in this
research.
What Is Change?
Kotter’s 8-Step Model
To keep pace in a constantly evolving business world, organizations often need to
implement changes that affect their processes, products, and people. Because change (and
opposition to change) is the focus of the present study, it is first necessary to define what
is meant by change. For the purposes of this study, I define change as a systematic
approach to adapting or modifying an organization’s operations to improve productivity,
15

collaboration, service, and, ultimately, competitiveness and profitability in a changing
market. To better explain what is meant by “systematic,” this study refers to the eightstep model authored by Kotter (1996), whose work revolutionized the world of
organizational development.
Kotter’s 1996 classic Leading Change drew from the author’s business and
research experience; the book outlines eight steps to organizational transformation:
•

Establish a sense of urgency about the need to achieve change. People will not
change if they cannot see the need to do so.

•

Create a guiding coalition with power, energy, and influence in the organization
to lead the change.

•

Develop a vision and strategy. Create a vision of what the change is about; tell
people why the change is needed and how it will be achieved.

•

Communicate the change vision. Tell people, in every possible way and at every
opportunity, about the why, what, and how of the changes.

•

Empower broad-based action. Involve people in the change effort; get people to
think about the changes and how to achieve them rather than thinking about why
they do not like the changes and how to stop them.

•

Generate short-term wins. It is critical that people see the changes achieving
results and feel that their work is recognized.
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•

Consolidate gains and produce more change. Create momentum for change by
building on successes; invigorate people through the changes and develop them as
change agents.

•

Anchor new approaches in the corporate culture. Institutionalizing the changes is
critical to long-term success. Failure to do so may mean that changes achieved
through hard work and effort slip away with people’s tendency to revert to the old
and comfortable ways of doing things.

Building on his 1996 work on organizational change, Kotter penned his new work
Accelerate in 2012 to examine how business can compete in a rapidly transforming
world. In this work Kotter argues that businesses in today’s world need to combine two
operating systems to compete. These two operating systems function symbiotically. The
first component is the hierarchy: a well-structured order with skill-driven managerial
processes can allow a mature organization to continuously produce reliable results.
Hierarchy lets employees do what they know how to do exceptionally well. On the other
hand, managers in typical hierarchal organizations don’t promote or reward risk and
innovation—they rely on routine and turn to the same trusted people to run critical
initiatives. For this reason, Kotter introduces a second operating system, in which
everyone works within the traditional hierarchy, but that hierarchy assigns tasks
involving innovation, agility, and significant change to an agile network of employees
who volunteer for the effort. A change initiative is launched by top management or an
executive committee and involves change agents who are interspersed throughout
different executive levels of the organization. They ensure that change measures are
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applied and administered and promote change that is inclusive rather than managerially
exclusive.
Research Supporting Kotter
This subsection of the literature review briefly summarize research on drivers of
organizational change, often echoing Kotter’s work and the importance of
communication and inclusivity in organizational transformation.
In a study of 197 employees in a large state-owned organization in Thailand,
researchers found that allowing individuals to participate in the change process is
recognized as one of the most popular strategies to combat change resistance
(Vithessonthi, 2007). Using the strategy of employee involvement not only enhances
two-way communication within the organization but sends the implicit message to
employees that they are valued and that the organization trusts them enough to include
them in the decision-making process. Further lending credence to the idea that employee
involvement motivates change is a 2006 study of South African organizations that
examined access to participation, willingness to participate, and resistance to change
(Msweli-Mbanga & Potwana, 2006). Researchers found a positive association between
access to participation and willingness to participate: Change resistance was extremely
low among employees given the chance to participate in a meaningful way by receiving
information, expressing their opinions, and being involved in decision making (MsweliMbanga & Potwana, 2006). Further, in a self-report survey study of 138 managers of a
telecommunication company involved in a major strategic reorientation, Lines (2004)
reported strong relationships between employee perceptions of their participation and
goal achievement, organizational commitment, and reduced resistance. It is clear that, per
18

Kotter’s suggestion, employee involvement and belief that they are valued are crucial to
lowering change resistance.
Defining Resistance
According to Rick Maurer (2004), resistance is any force that slows or stops
movement. In organizational change, resistance can come from any actor in the
organizational sphere who slows or challenges initiatives to transform operations or
power relations therein. Maurer (2004) defined three levels of resistance. The first level
of resistance is based on information, lack thereof, disagreement about its meaning, or
confusion. To minimize information-based resistance in the organization, leaders must
provide precise, well-explained, and widely available data. The second level of resistance
involves physiological and emotional reactions to change. While this may sound difficult
to measure at first, this level is most related to the fear reaction that humans often have to
unknown circumstances. As humans, we respond defensively to situations that threaten or
that we perceive to threaten our survival. In the modern world, such cases include threats
to employment, stature within an organization, or sense of control. While Level 1
information-based resistance can be responded to with white papers, town halls, and other
processes that ensure the adequate dissemination and understanding of information, Level
2 fear-based resistance requires tactful responses at the emotional level, such as one-onone conversations. The final level of resistance identified by Maurer is about “the bigger
stuff” (2004, p. 1). By this, the author refers to the company’s broader relational
dynamics, both past and present.
Extant research also refers to a variety of factors that impede change, often
involving leadership. For example, Schaffer (2010) found that senior managers’ behavior
19

can be the source of the problem when it comes to organizational change. Senior
management’s actions are often difficult to recognize and correct because they protect
egos; for example, managers during change processes often fail to articulate credible
plans, excuse subordinates from the pursuit of change goals by allowing them to be
preoccupied with their units, collude with experts by going along with flawed plans, and
stand by while associates overprepare (Schaffer, 2010).
Management must not only be involved but communicate effectively, as
suggested in Maurer’s (2004) discussion of Level 1 resistance. A qualitative study of 48
employees and managers of an aerospace company found that they perceived messages
delivered by management as inconsistent with the organization’s change initiative. For
example, management communicated a push for efficiency and cost reduction, but the
reward system continued to focus on technical excellence (incompatible). The researchers
felt that these contradictions between what management said and what they did reflected
management’s ambivalence about the change initiative, giving employees perceived
justification to resist (Larson & Tompkins, 2005).
Along with good management and communication, employees’ sense of security
is also important to effective change. Echoing Maurer’s (2004) discussion of Level 2
resistance, David (2006) found that security is a major concern for individuals and an
impediment to organizational change. The perception that a change initiative will harm
one’s interest can include a fear of the loss of authority, status, rewards, opportunity to do
what one does best, relationships with coworkers, control or autonomy, and economic
resources. While these negative outcomes cannot be entirely avoided, they should be

20

highlighted by management so that employees feel as though the change’s potentially
negative impact is recognized by organizational leaders (David, 2006).
History of Change at STC
Significant to consider in the case of overcoming change resistance at STC is the
recent cultural paradigm shift that took place in the Kingdom of Saudi Arabia. In the
years since Crown Prince Mohammed bin Salman has come to power as the de facto ruler
of Saudi Arabia, several headline-grabbing social reforms—curbing of the religious
police’s powers of arrest, the integration of women into the workforce, permission to
attend concerts and movie theaters, etc.—have been introduced into the historically
ultraconservative kingdom. From an economic standpoint, Prince Mohammed bin
Salman’s Vision 2030 launched several programs striving to reduce the kingdom’s
dependence on oil-based trade and economically diversify, while promoting investment
in Saudi human capital: women in the workplace, increased employment, and foreign
investment (Government of Saudi Arabia, 2017).
These nationwide changes had a definite impact on STC’s company culture and
internal infrastructure under then-CEO Khaled Biyari and, in turn, raised questions about
the possibility of cultural change at an organizational level. The remaining sections of the
literature review will thus focus on the following:
•

Recent history of cultural change at STC

•

factors involved in resistance to change in the Saudi and other Middle Eastern
contexts

•

research on change resistance factors from a larger sample of cultural contexts
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The sections below provide the necessary background to understand the STC cultural
and organizational context, factors contributing to change resistance at STC due to its
location in the Arab world, and ways to promote organizational change through evidencebased practices.
Cultural Change at STC
STC and the information technology sector are both fast-growing and easily
characterized by dynamic change. As both access to and use of telecommunications
technologies increase, companies such as STC should pay much greater attention to
change as a significant issue in their quests for survival, growth, and development. Before
considering avenues for improvement and barriers to organizational change management
at STC, it is first necessary to review the cultural transformation that took place under
CEO, Dr. Khaled Biyari starting in 2013.
In a case study of STC, researchers John Branch and Kim Cameron (2019)
summarize STC’s transition from a less-than-efficient government agency to a dynamic
privatized business competing on the open market. Biyari, who holds a doctorate from
the University of Southern California, joined STC as chief technology officer in 2013,
was appointed as CEO in 2015, and held the position until 2018. In addition to Biyari’s
exposure to occidental and more liberal business practices during his studies in the
United States, his tenure also coincided with a significant shift in his homeland of the
Kingdom of Saudi Arabia: the social liberalization and economic diversification driven
by Saudi Arabia’s Crown Prince Mohammed bin Salman, including Vision 2030, enacted
in 2016.
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Biyari’s impetus to culturally transform STC into a more efficient and liberal
workplace was bolstered by bin Salman’s initiative to open the Kingdom, diversify its
economy, and create jobs. By the end of Biyari’s time as CEO of STC in 2018, the
company had transformed from one of worst-performing companies as measured by
McKinsey’s metric of organizational health index (OHI; an entity’s ability to align
around and achieve strategic goals) to a high-performing company, achieving the most
dramatic 5-year improvement in OHI history (Branch & Cameron, 2019). But what did
the STC look like before Biyari? What changes did Biyari implement to attain such
results in such a short period?
Branch and Cameron (2019) noted that in 2013, at the beginning of Biyari’s time
as CEO of STC, the company conducted its first OHI examination. After analysis, it was
found that the company’s most significant barrier to achieving its goals was employee
motivation, due in part to lack of focus, mission clarity, and leadership stability. Using
the initial OHI rating as a baseline measurement, Biyari, along with other high-level
executives and STC employees of all ranks, set about clarifying and articulating the
values most important to STC. After a company-wide survey, five core values were
articulated based on STC’s cultural transformation (adapted from Branch & Cameron,
2019):
•

Customer first: an emphasis on customer service

•

Innovation: modernization and delivery

•

Lead with agility: dynamism in leadership

•

Build trust: honesty, follow-through, and performance
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•

One STC: the organization as a united front

In addition to identifying these core values for organizational change, STC involved
lower-ranking employees in change measures via town halls, creating programs to embed
change agents (health doctors) in every sector of the company, put top-level executives
and managers in contact with customers, and overall, implemented measures that ensured
sustained transformation at the organizational level (Branch & Cameron, 2019). During
this time, in 2016, STC implemented a new policy allowing women to be hired and
integrated fully into the workplace. Biyari also initiated programs to identify high
performers at STC who could occupy roles in the next generation of management and
established STC Academy to grow digital competence among STC leaders (Branch &
Cameron, 2019).
By the end of Biyari’s incumbency as CEO of STC in 2018, not only had the
organization achieved record OHI ratings and radical internal change for the better, but
the foundation had been laid for a second cultural transformation by its succeeding CEO,
Nasser Bin Sulaiman Al Nasser. While Nasser shares Biyari’s passion for modernizing
and improving STC’s culture and performance in a competitive market, simply inheriting
an effective framework does not ensure that STC will change sufficiently to compete in
the open telecommunications market.
While STC has recognized its need for change, it is equally important that such
change be effectively managed. This assertion is because there is a tendency for a wellproposed change to negatively affect an organization’s overall performance if such
change is improperly managed (Thomas, 2014). Significant barriers to organizational
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change exist in both a Middle Eastern and Occidental context; STC currently inhabits the
nexus of these two contexts as a modernized Saudi company.
Barriers to Organizational Change in Arab Contexts
While general obstacles to organizational change endure regardless of cultural
context (discussed below), Saudi businesses, despite radical cultural change under Crown
Prince bin Salman, face a long-running battle between cultural resistance (or tradition)
and modernization measures that promote success in increasingly competitive markets.
Advocates of the convergence approach—that is, that globalization engenders cultural
convergence—argue that effective management is similar worldwide and is associated
with a set of principles and techniques that can be implemented universally (Al-Kazemi
& Ali, 2007; Harris et al., 2003; Pugh and Hickson, 2004; Schneider & Baroux, 2003).
Nevertheless, it has been observed that management and change models vary
considerably from country to country (Hofstede, 1991). The following section reviews
some of the research on Arab cultural features that may impede successful
implementation of organizational change.
Islam in the Workplace
Islam is one of the most critical factors shaping current Arab values, norms, and
beliefs (Bakhtari, 1995; Darwish, 2001). In fact, one study concluded that all aspects of
business, economics, and social structure are influenced by Islamic doctrine (Al-Shaikh,
2003). Islam exerts primarily positive influence on business operations: The faith
encourages people to be honest and just in business and trade and cooperate and consult
in work to overcome obstacles (Darwish, 2001). But while some aspects of Islam
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encourage cooperation, Islam is a diverse religion, and in a Saudi context, Islamic values
reveal themselves in the workplace as more individualistic (Hunt & Al-Twaijri, 1996).
Tribalism in the Arab Workplace
The second aspect of culture in the Arab region that effects change is tribal
systems. Tribalism is part of many present political, economic, and management systems
in the Arab region (Ali, 1990, 1995; Lewis, 2006; Mellahi, 2003). Arab culture is
traditional, family-oriented, male-dominated, and conservative when it comes to risktaking (Bakhtari, 1995). Tribalism’s influence on organizational change often results in a
reinforcement of preexisting authoritarian structures, where regulations and rules are
dependent on those in powerful positions within the hierarchical structure. While a
survey of managers in the United Arab Emirates found that tribalism lends itself to
consultative and participatory decision-making styles, a larger-scale case study of the
region found that these decisions are taken without subordinates and are not delegated
down the hierarchy (Darwish, 2000; Dedoussis, 2004). Further, Tayeb (1997) argued that
subordinates might consider participation in decision-making as a sign of management
weakness.
When tribalism is studied as an organizational developmental variable, a few
significant themes emerge. Firstly, Ali and Azim (1996) found several managerial
problems stemming from tribalism’s influence on the Arab workplace: In a survey of 210
employees in the United Arab Emirates, they found serious change management
problems, such as centralization of authority, inadequate information systems and
planning, taking comments at work as personal criticism, and evidence of weak
inclination toward research. Simiarly, Al-Kazemi and Ali (2007) studied managerial
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problems and tribalism in Kuwait. The authors found that tribalism revealed itself
through reports by employees of favoritism, personal loyalty at work, unwillingness to
take responsibility, primacy of personal relationships over work relationships,
subjectivity in appraisal and promotion, reliance on hereditary relations, and rules that
conflict with each other (Al-Kazemi & Ali, 2007).
Maintaining Power Through Ambiguity
Channels of communication necessary to organizational change are often
obstructed because of rigid power structures stemming both from tribalism and a “lower
tolerance for new ideas, lower degree of initiative for bringing about change, fatalism,
unquestioning acceptance of conventional wisdom and obedience of justified authority”
(Mellah, 2003, p. 98). This has serious consequences. In a survey of 450 employees in
Saudi Arabi, Alamri and Alfawsan (1997) found that change resistance stemmed from
several causes. First, managers are concerned about losing their power, while staff
members fear the loss of their jobs. Secondly, objectives and action plans for change
processes are often unclear to employees. The authors concluded that the most crucial
factor leading employees to resist change is unclear communication channels between
employees and change agents. Similarly, in a study of Tatweer, the Bahraini petroleum
conglomerate, poor communication was found to be one of the major problems
contributing to change resistance. For this reason, the authors recommended that efforts
should be directed towards bridging the gap in communication and information flow
between executives/managers and employees within a single department, with different
departments, and with stakeholders (Al Shibani, 2015).
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Gender in the Arab Workplace: Adjusting to Desegregation
While women’s integration into the workplace in the Arab region is sparse and
recent (as mentioned, STC began hiring and integrating women in the workplace only in
2016), little research has been conducted on how gender plays a role in change resistance.
Bakhtari (1995) reports that many Arab societies are male dominated; this, along with the
rigidity and fear of uncertainty revealed by Rees and Althakhri (2008), means that more
work needs to be done to foster the integration and acceptance of woman in the Arab
workplace.
The patriarchal, collectivist, and masculine nature of the Arab world negatively
influenced the careers of Saudi Arab women (Al-Asfour et al., 2017). According to
Madsen (2010), these challenges are mainly related to workplace culture. They include
employer bias, discrimination, stereotyping, limited training and development
opportunities, discriminatory organizational policies and practices, negative perceptions
of women’s professional capabilities and commitment, difficulties establishing
interpersonal relationships at work, and a lack of mentoring and coaching support and
family programs. While other factors impede women’s participation in the workplace,
such as work-family role conflicts and cultural and religious gender codes, this study is
focused on women in the workplace at STC (Kattara, 2005; Tlaiss, 2014a, b).
While Vision 2030 has lifted restrictions on women’s mobility and participation
in the Saudi workplace, attitudes towards women at work have not changed as drastically
and with such speed. The traditional view of women in Arab society is that they should
be primarily committed to domestic duties, such as housework and child-rearing
(Abdalla, 1996). Over the past 20 years, there has been a rapid increase of professional
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women in the Arab world. Multiple factors affect attitudes toward women at work,
including generational differences (Diwan & Menezes, 1992; Furnham & Karani, 1985;
Mostafa, 2003). In a study conducted in the United States by Etaugh and Spiller (1989), it
was found that American undergraduate students between 18 and 24 years old had more
conservative attitudes toward women than students over 25. This finding was supported
by McKinney (1987), who found that older students had significantly more liberal
attitudes than younger students. On the other hand, Abdalla’s study (1996) involving
Arab participants reported that age did not have any significant effect on attitudes toward
women at work. Nevertheless, we expect people in the older generation to have more
conservative views about women in the workplace than younger people. This is because
it is traditionally believed that a woman’s commitment must primarily be to her children
and husband (Read, 2003).
Because women’s integration is part of both KSA’s and STC’s mission towards
transformation, special attention will be paid to how men and women working at this
organization perceive integration and interactions through the interviews. I hope to glean
a third person, less subjective insight into how men and women interact in shared spaces
at STC through the observational methodology. Women are part of the overall picture
when considering how STC has adapted to transformation and what barriers impede it.
Change Motivators in the Arab Workplace
While nations within the Arab region are diverse and should not be conflated,
transnational research reviewed above demonstrates several critical similarities among
Arab nations that may influence organizational change. Arab societies are dominated by
strong uncertainty avoidance, which requires more detailed plans for change. Successful
29

implementation of change in the Arab World requires strong direction and
communication from managers who hold power positions within organizational
structures. The successful implementation of change in Arab contexts requires strong
support from senior management (Rees & Althakhri, 2008). Al Shibani (2015) found that
the least significant component of change in Saudi Arabian organizations is the human
and procedural aspects, which lead her to recommend conducting further studies to foster
reform on a larger scale Arabia. Finally, counter to tribal traditions, employees at all
levels must participate in change-making measures to ensure that goals are pursued
collectively, and workers feel secure as organizational transformation occurs.
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Chapter 3
Methodology
Research Paradigm
This chapter presents the methodology that was used to investigate this research’s
key questions regarding organizational change at STC, focusing on a descriptive,
interpretive paradigm—an approach that understands the social world through individual
experiences. The result of such a study yields a compelling story about the social sphere
explored, depicting complex social processes and understandings through detailed
analytic description.
In this paradigm, the researcher tries to understand the social setting from the
perspective of individual experience, with interest in subjectivity over predictability.
Prediction is seen as an undesirable goal because with prediction comes social control
(Rossman & Rallis, 2016). Instead, the goal of a descriptive interpretive study is to
generate “thick description” (Geertz, 1973) of the actor’s worldviews. Research methods
in this paradigm and in the current STC study are humanistic (face-to-face interactions)
in the combined form of in-depth interviews and extended observations.
Research Design
To identify the main factors affecting change success at STC, this study used a
case study approach. The basic idea of a case study is that one case is studied in detail,
using whatever methods seem appropriate. While there may be various specific purposes
and research questions, the general objective is to develop as full an understanding of that
case as possible (Punch, 1998). In the current research, the study subjects are identified as
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STC employees at the managerial level, executive management, and other internal OD
agents; I also gathered data from procedures and materials that have been used in change
procedures in the past.
The study used data collection methods including in-depth interviews, observation,
and document analysis. Interviews will be the primary data collection method, as they
provide the basis for discussing issues richly and spontaneously through open questions
and probing (Arksey & Knight, 1999). Such interviews allow the interviewer the
opportunity to clarify respondents’ answers to ensure full understanding. These
interviews allowed us to answer “how” and “what” questions (Yin, 2003). Furthermore,
response rates also tend to be higher for interviews than other methods, such as surveys
(Nachmias & Nachmias, 2002).
In addition to in-depth interviewing, this study used a document analysis of
materials related to an STC organizational change. Bryman and Bell (2007) define
organizational documents as “heterogenous” insofar as they can be part of the public
domain or internal reports, rules, and regulations. Despite the difficulty of accessing these
internal documents, they formed an essential part of understanding the formal systems
and procedures within the organizational change occurring (Bryman & Bell, 2007). The
diverse range of analysis units ensured a higher validity of results (Yin, 2003). While
using various methods can generate contradictory findings, there was the benefit of
higher validity should consistent findings be found.
The third methodology used to gather data for this study was observation.
Observations are a crucial tool used in qualitative investigations in a variety of ways.
Observation allowed for the registry of nonverbal exchanges between participants, how
32

they interacted, and how much time was spent on specific activities (Schmuck, 1997).
Further, this method allowed me to define the terms and activities that participants will
talk about in the semi structured interviews, to observe events that informants cannot or
might not be able to share in interviews, and to measure the accuracy of informants’
responses (Marshall & Rossman, 1995).
Rationale
The logic of case study design is not modelled on how quantitative researchers
select samples. Rather, sampling in case study research is based on social relations, not
individuals. In most social science research, such as the present study, the concern is
located mainly in situations. Per the recommendations of Giampietro Gobo (2007), case
study research should focus its investigation on interactive units (such as social
relationships, encounters, and organizations), not only because social processes are more
easily detectable and observable, but also because these units allow more direct and indepth analysis of the characteristics observed. This study thus used both interviews and
observations and content analysis of archival documents and questionnaires.
The second rationale for implementing a case study design was the ability to
examine deviant or extreme cases. In the STC analysis, some STC sectors implemented
change highly successfully, and in others resistance to change was so intensely that it
impeded organizational transformation. Using the critical case allowed me to test a wellformulated theory, like the generalizations made available via statistical inference but
without employing probability criteria (Yin, 2009).
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Interview Process
All interviews were audio-recorded to ensure data collection was as unintrusive as
possible, with a particular focus on open and flexible interview questions that could fully
capture the subjective experiences of STC employees. I also took field notes to consider
the behaviors and observations that could not be fully captured by the audio recording
alone. Additionally, for those interviewees who did not consent to the recording, field
notes were the only appropriate option to capture their experiences.
Interview questions were generated to align with the research’s aims and
objectives: factors influencing organizational change at STC. This study’s focus was not
on past success and failure, but it was vital to generate a greater understanding of how
employees have experienced past change initiatives. These questions were written in an
open-ended manner to foster more significant interaction with interviewees. These
interviews were semi-structured, with a clear set of questions to be asked in a set order,
but with flexibility retained for probing (see below: Belk, Fischer, & Kozinets, 2013).
The first interviews conducted used a pilot version of the interview schedule so that
irrelevant or repetitive components could be adjusted for future participants (see
Appendices A and B). Interviews were varied based on employee rank: Those with junior
status were asked primarily about their experience of implementing and receiving change,
while senior-ranking managerial staff were asked about the creation and communication
of change initiatives. Interview questions were made available for IRB review in English
and transcribed for data analysis.
The content of the interviews included questions that probed respondents about
the following (see Appendices A and B):
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•

Background information about the respondent regarding their role and
relationship to STC

•

Respondent understanding of and feelings about the change initiatives at STC

•

Respondent’s understanding of how communications affected change initiatives

•

Respondent’s thoughts on change resistance and methods used to circumvent it

•

Other management factors that affected the ability to realize the organization’s
goals.

To help respondents elaborate and provide richer detail for interview questions, the
interviewer used probing. Probing is used selectively in such research to unobtrusively
solicit specific examples and details that can be used to build a strong case study analysis
(Belk, Fischer, & Kozinets, 2013). Interview questions were subject to IRB approval and
were augmented by discussing events observed in observation sessions (see below for
detail).
Observation Process
For the study’s observational aspect, I analyzed the descriptive data from the
notes taken during observation sessions. I read the situation as a text, applying as many
critical techniques as possible while analyzing its context. I communicated to participants
that their responses were anonymous.
This research used an objectivist approach to observation, meaning that the
observer did not influence or interfere with people or activities under observation. I
conducted various observation sessions, the first of which was unstructured. I sat in a
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community space at the STC offices (a café) and conducted 1 hour of uninterrupted
observation. During this pilot observation, I took notes to record events, ambiance,
atmosphere, physical characteristics of the setting, and behaviors of interest to be
analyzed in later sessions. To interpret such data better, interviewees were asked about
events and interactions between employees in shared spaces. For example, if tribalism
was touched upon in the interview, interviewees were asked about how group-centric
culture manifests in nonwork and recreational time in company spaces. These responses
were compared to observations for congruency, and to obtain a better overall
understanding of employee interactions and organizational culture.
As the central questions in this study revolved around the obstacles and
challenges to organizational change at STC, and a central theme to be explored is how
men and women interact after the end of segregation at the company, special attention
was paid to how employees of different genders interact in such spaces. As for questions
about tribalism in the workplace, whether employees travel in groups and communicate
accordingly in community spaces is a question rich for analysis.
After pilot sessions, I performed observations in a more structured form and
combined them with qualitative and quantitative methodology. For example, the elevator
was a site of observation, a space of frequent use, and requiring social interaction. The
field notes tallied how many times the elevator was used. Out of those times, the notes
quantified answers to the following questions: How many employees interacted directly
with the opposite gender? How many employees traveled in groups? How much distance
was between men and women? These quantifications of interactions, paired with
qualitative descriptions, aided in providing rich mixed-methods data
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Participants and Sampling
Theoretical sampling was used in the current study. That is, groups and categories
of participants were selected based on their relevance to present research question, the
theoretical position, and the explanation or account being developed of STC. Theoretical
sampling is concerned with constructing a meaningful sample theoretically because it
identifies characteristics or criteria that help develop and test theories of change
resistance at STC (Mason, 1996).
Sampling demands that the researcher think critically about parameters of the
group being studied and choose participants on that basis. In the case of STC, employees
and managers were selected based on their involvement and contact with organizational
change initiatives, with a specific focus on the groups, settings, and individuals most
likely to be affected by the change processes being studied. Participants included
Organizational Development (OD) agents. These OD agents included a sampling of
employees involved in the transmission of change. As one of the main areas to be
explored regarding change at STC was how women experienced workplace culture,
women in management roles were of particular interest, but I interviewed women in
general employee roles as well.
Because human participants were an integral part of this study, IRB approval was
confirmed before data collection in the field. This study’s recruitment goals included
interviewing the following breakdown of participants to obtain a diverse sample of voices
and experiences of change at STC (see Table 1; Appendix C).
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Data Analysis
As noted, all notes, information, and recordings were reviewed using the
descriptive data analysis for the observations, reviews, and STC documentation that was
used for presenting the background of the organization system and its processes in the
past. Subsequently, the case study was reviewed by STC management to ensure the data
collection’s accuracy.
Thematic coding and qualitative analysis were performed via the coding software
NVivo10. These analysis tools facilitate developing a consistent coding scheme,
exploration of deviant cases, linking data, note-taking, content analysis, and developing
matrices (Miles & Huberman, 1994). These same programs were used for document
analysis, and emergent themes were compared across resources: between interviews and
documents.
Coding can be described as “reducing data into meaningful segments and
assigning names for the segments” (Creswell, 2007, p.148). For this study, the codes
were mostly descriptive and topical. Firstly, descriptive codes classified interview
characteristics and experiences. Second, topical coding identified the interview’s main
themes: for example, relationships within STC or experiences with change initiatives.
Codes were applied to relevant text segments, and child nodes (subcategories) were
created and applied where relevant. While some themes were anticipated based on extant
research—such as tribalism and Islam in the workplace—the bulk of themes were
developed based on field notes taken when observing on-site.
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Interview transcripts were analyzed iteratively to identify and refine essential
concepts related to the research question. Stake (1995) provides an example of this
process: “Often, analytic insights are tested against new observations, the initial
statement of problems and concepts is refined, the researcher then collects more data,
interacts with the data again, and the process continues (p. 75)”. Observational data, on
the other hand, was cross-examined for its correspondence with interview data. This
comparative analysis assisted in verifying the credibility and context of respondents’
accounts of experiences of change and was quantified using a tally system and
represented in tables. This approach offered a mixed-methods design to answer the
present study’s questions regarding organizational change and its obstacles at STC.
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Chapter 4
Presentation of Findings
This chapter presents the outcomes of data analysis. As mentioned in the
methodology section, I followed a thematic analysis technique to uncover the main
themes and subthemes that underlined the participants’ responses. Firstly, the chapter
will present the process I followed to analyze data, and I will follow with the
presentation/description of the themes and subthemes emerging from the data.
I focused on how employees deal with the change that is taking place at STC, the
factors that slow the change process, and the elements of change resistance observed
among the employees.
Processing Data for a Thematic Analysis Construction
Codification Stage
In performing thematic analysis, I started by reading one interview to familiarize
myself with the interviewee’s words. After the first reading, I restarted the process,
reading line by line to begin coding.
A code must be understood as a label assigned to an incident narrated in the
interview. My goal was to uncover what the interviewee tried to narrate to me within the
context of the research question. Each incident was codified in two steps: first, describing
what it was, i.e., the code’s definition, and second, adding a textual quote to support said
code. Quoting words used by a participant ensures that descriptions are accurate and
grounded in the study data.
As I read line by line, I assigned codes, that is, a word or phrase (label); I then
conducted a second interview and completed the same process, that is, a first read, and a
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second read during which I assigned codes. I used the same codes from the first interview
for the second interview or created others if necessary. The most important goal for this
stage was not to miss any critical incident mentioned by the interviewees. I followed this
course of action with the rest of the interviews.
As a second step, I reviewed the codes, asking myself some questions that helped
me reflect on what was happening in the data. For instance,
a. What is it all about?
b. What is here?
c. What am I talking about here?
These questions allowed me to group some codes before passing them to the
creation of categories. Thus, at the end of the first stage, the original interviews turned
into a series of small pieces composed of a description and a text quote with a code
associated with it.
Categorization Stage
My next step was to build and name a subtheme. To do so, I would first define the
subtheme by considering the participant’s explanations; this helped me determine which
codes could be grouped to make up a subtheme. Comparing the different codes made it
possible to specify the points of resemblance and discrepancy that described the
subtheme. The subthemes created in this way allowed me to understand all the
dimensions of the phenomenon together. After this, I reviewed the data again, addressing
more complex questions such as the following:
a. What is happening here?
b. What is this about?
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s. What phenomenon am I observing?
Through the new questions, I sought to identify the phenomenon I was studying,
or a part of it. I grouped all subthemes relating to each other into theme. A theme is a
higher-level category grouping several subthemes with similar characteristics. Note that a
theme must explain a specific aspect or dimension of the total phenomenon I am
investigating. In my case, I wanted to explore the process of change to the STC. My
research question was:
RQ: What are the main factors affecting change success at STC, as seen through
multiple participant perspectives?
Presentation of Findings
As mentioned in the methodology section, I recruited two groups of participants,
senior employees, and employees. The first group will be referred to as “senior
employees,” and the second group will be referred to as “junior employees.”
In the sections below, I will present the analysis and description of each group. I
will then compare the two groups to establish similarities and differences concerning the
main factors affecting the STC changes.
The Senior Employees
Four themes emerged from the analysis of data from the senior-level group:
Theme 1. General Perception of Seniors of Vision 2030 and the Role of STC in This Plan
Theme 2. The Seniors’ Competence to Manage Changes in STC
Theme 3. Seniors’ Process of Implementing Change
4) Theme 4. Effect of Culture and Religion on Organizational Changes. The section
below will describe the listed themes with their corresponding subthemes. Below each
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theme, a table describes the theme’s content; quotations from senior participants were
identified as SP1, SP2, SP3, or SP4 and will support the data interpretation.
Theme 1. General Perception of Senior Employees of Vision 2030 and the Role of
STC in This Plan
This theme pertains to this group’s general perceptions of Saudi Vision 2030, a
plan perceived as being STC’s current change efforts.
Table 3
General Perception of Seniors of Vision 2030 and the Role of STC in This Plan
Theme
Theme 1.

Subthemes

Codes

Subtheme 1.

perception of Vision 2030

Vision 2030 and Role Played

the role played by STC in achieving

by STC

Vision 2030

Subtheme 2.

strong points of STC

General Perception of
Seniors of Vision
Strength and Weakness of STC weak points of STC
2030 and the Role of
STC in This Plan

Subtheme 3.
reaching Vision 2030’s expectations
Achieving Vision 2030

Subtheme 1: Vision 2030 and Role Played by STC
Vision 2030 looks to transform Saudi Arabia in multiple ways, especially in terms
of its economy, industry, and digital technology. This transformation takes time, and
many changes need to be incorporated in all the aspects of the country’s social, political,
and economic life. Senior participants have a well-defined perspective on the plan and a
clear image of the role played by the STC. Indeed, senior employees know that they, as
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part of the STC, have a responsibility to achieve Vision 2030’s goals and transform the
country’s image. Quotations from some participants illustrate this interpretation.
Vision 2030 is built around three primary themes: a vibrant society, a thriving
economy, and an ambitious nation. To achieve a thriving economy, the Kingdom
will diversify its economy and create dynamic job opportunities for its citizens.
Multiple strategic programs have been introduced under one of each of these three
primary themes. (SP5)
Vision 2030 is very comprehensive, covering all aspects of people’s life
(economic, social, technology, education, environment, and suitability). (SP4)
Senior employees described how they perceive STC’s part in the plan. They see
digital technology to transform the country:
There are a lot of intersections between STC and Vision 2030. The central pillar
of the vision is how to digitize society, and that put us at the heart of the vision
execution. (SP2)
STC is the leading ICT and digital solutions company in the region. Being a
digital leader and in the ICT and digital solutions, and due to the nature of the
field, requires the company to be increasingly innovative and agile, since the ICT
and digital field is rapidly changing at a significantly accelerated rate, and STC, in
my opinion, has not been reactive, but very strategic and innovative and
constantly enhancing and redefining itself and position in the region. (SP5)
Moreover, the participants clearly described the specific role played by STC,
indicating that the company is called upon to develop more and better digital resources
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for the nation. Participants SP4 and SP5 were quite specific in terms of the role
developed so far by STC:
Due to STC being the ICT and telecom leader in the region, STC’s role is in
supporting the digital transformation that Saudi Vision 2030 wants to achieve by
transforming from a traditional economy to a digital economy. STC will enable
this transformation by supporting the government to be among the top five in the
e-government index in 2030. (SP5)
STC is generally impacted/impacted from 3 main aspects: Digital Transformation:
as key enabler from ICT infrastructure covering multiple aspects (such as
telecom, Cyber Security, Data Centers & Cloud Computing, Fintech) Quality of
Life: with the obligation of enhancing the telecom infrastructure to address the
need for high speeds and more network reliability for different usages (such as eEducation, Gamification, other applications) Economic: as one of the major
contributor to the Public Investment Fund (PIF is the main shareholder), as well
as contributing to the local content and labor market. (SP4)
Subtheme 2: Strength and Weakness of STC
If a participant commented on the role played by STC in the Vision 2030 plan, I
explored on what basis they determined what role STC plays in Vision 2030. I asked
about the strongest/weakest points of the company; participants were largely in
agreement that highly developed strategies are one of these most vital points of STC:
“One of the many strengths of STC is its strategic and futuristic outlook. STC is the
leading ICT solutions and telecom company in the region” (SP5). Some mentioned a
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powerful strategy called DARE that symbolizes the whole transformation that STC
envisages:
STC further capitalized on its success by introducing a very bold strategy that has
given the acronym “DARE,” where each letter stands for a pillar in the strategy. D
stands for “Digitize STC”; the objective is to transform into an agile technology
company and embrace new ways of working. A stands for “Accelerate
performance,” maximizing shareholders’ returns by transforming costs and
monetizing assets. R stands for “Reinvent customer experience,” exciting
customers with a seamless, personalized, and secure experience. E stands for
“Expand in scale and scope,” growing by expanding into selected growth pillars
within digital services and core. (SP5)
Technological infrastructure and changes in the organizational culture were also
mentioned as vital:
“The technology infrastructure, the culture of taking risk and stability of the
company” (SP1).
“Managing the checks and balances to make sure the design of any organization
should be checked by another organization as auditor. Also, value change of
organization design” (SP2).
In another perspective, the young age of the senior managers, as well as the
variety of the company’s business interests, support the robustness of this company:
It belongs to the government; yes, we are a private company, but the government
owns 70%, so carrying the country’s name is essential. Also, STC had a long
experience as the first operator. That’s also important; the average age of
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[employees at] managerial level is low, which is healthy for the organization.
Finally, the diversity of our business is important. We are not in
telecommunications only; we work in different sectors as a group in the region.
(SP6)
Concerning the weak aspects of STC, senior employees define weakness through
several features, such as change management and mindset, issues with IT systems, and
poor communication between managerial and ordinary employees,
I would call it a challenge, and I think the biggest one is the change management
(culture, systems, processes, capabilities, alignment with external stakeholders),
due to the size of the organization (people, locations) as well as the criticality and
size of daily operations. (SP4)
As for weaknesses, as for any organization in the digital field, especially in the
region, it would be the scarcity of digital capabilities, and I do not mean normal
development or telecom capabilities. What I mean here are cloud computing
professionals, fintech, cybersecurity, data analytics, and so on. (SP5)
The weakness of a large company makes managers delay actions and response to
work needs, which prevents agility in the technology market. There is no synergy
of understanding to strategy between middle-level management and up. Because
we need more of a change ownership mindset. (SP1)
Being a big organization is a challenge. Decision-making is complex and takes a
long time. The hierarchy also prevents quick and agile change. The change
rotation between people is rare, making people like the comfort zone and resistant
to change. (SP7)
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The existence of these weak points leads to questions about whether STC, as a
critical company, can achieve Vision 2030’s goals. The next subtheme will describe this
concern.
Subtheme 3: Achieving Vision 2030
All the participants agree that STC is indeed achieving the goals formulated in the
Vision 2030 plan. Multiple areas were mentioned as important to achieving the goals,
such as implementing new operating programs and managerial models, change
management, diversity, and inclusion.
New operating models are implemented to be aligned with Vision 2030, such as
change management, diversity, inclusion, and other changes of the projects. And
the developmental programs. Such as Hippo, SDP, and Tip program for the fresh
graduates. (SP3)
One of the company’s achievements was becoming one of the 10 first suppliers of
higher Internet speed:
Yes, 5G is one of the goals that we achieved as one of the Vision 2030 goals, and
COVID-19 crisis proved that, and we are the in top 10 countries in the world in
that field. (SP8)
We achieved number five in the world on internet speed, and we are the first one
in Saudi Arabia, so we are the main contributor to consumer’s behavior change.
(SP1)
At the individual level, there was a change in approach to dealing with the public:
One of the prominent examples is the customer-centric approach implemented a
few years ago to differentiate the value proposition and unique services for the
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individual consumers and the enterprise sectors. This was a result of significant
org structure changes and internal capability-building. (SP4)
Senior employees mentioned innovation in digital transformation and connectivity:
Yes, also STC is a pioneer in introducing specific ideas and accelerating
objectives. It’s also serving different entities. Their role in transforming all
needed change significantly in the COVID-19 crisis is an actual draft for the
digital transformation that STC is leading. (SP7)
STC has and still is playing a significant role as a digital enabler of Saudi Vision
2030 by providing seamless connectivity and ICT solutions B2C and B2B and
introducing innovative state-of-the-art solutions to multiple industries and
government entities…. However, change does not just occur in STC for the sake
of change only. Changes are carefully studied [and] surveyed, and workgroups are
created before changes take place. (SP5)
My analysis of Theme 1 led me to conclude that senior employees have an
accurate perception of the Vision 2030 plan and what is expected from them as
employees working in a critical business. Their awareness of the corporation’s stronger
and weaker points allowed them to carefully evaluate achieving the Vision 2030 goals.
Finally, interviewees agreed that the company is performing adequately in terms
of pace and production to fulfill Saudi Arabia’s national goals.
Theme 2: Senior Employees’ Competence to Manage Changes at STC
Theme 2 pertains to the competencies developed by senior employees to promote
and achieve the necessary change in the organization’s culture: specifically, their self-

49

perception concerning their skills to manage these change processes. Table 4 below
shows the elements making up Theme 2.
Table 4
Senior Employees’ Competence to Manage Changes at STC
Theme

Subthemes

Theme 2.

Codes
previous experiences with

Senior Employees’

Subtheme 1.

transformational change

Competence to

Capacity to Manage the

Manage Changes at

Required Changes

Competencies to manage the
change process at STC
STC

Subtheme 1: Capacity to Manage the Required Changes at STC
This subtheme provides insight into the competencies of the senior managers at
STC. All the interviewees manifested their previous experiences promoting and narrowly
working in a broad diversity of projects that have been implemented within the company.
The customer-centered approach, the introduction of new technology, and the project
called “work from anywhere” were some of the many participants mentioned.
I think I was engaged in all the change journeys at STC since it was public-sector,
and I oversaw some change and some of them I was part of the change. Also, I led
change programs [toward] customer centric and STC channels, and that was a big
win for me. (SP6)
I have been in many change initiatives like moving from government to private,
being competitive with other operators, and introducing new technology. (SP7)
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I have participated in numerous change initiatives considering my work’s nature.
The most recent was the new “work from anywhere” initiative, the new version of
a previously introduced concept back in 2017 for telecommuting. Due to the
pandemic, STC was one of the leading organizations worldwide that could
mobilize “work from anywhere” extremely quickly and seamlessly due to its
strategic vision by creating the tools 3 years before the pandemic. (SP5)
I also perceived those challenging changes had been implemented, such as those
regarding female hiring and cultural change; these were projects promoted and achieved
by STC to reach the goals set in Vision 2030:
I have been in many initiatives, but I was part of the culture change initiative.
First, we had closed-door culture, and now we have open-door culture. (SP9)
One participant mentioned “Taking responsibility for hiring female employees” as
a key responsibility. (SP3)
I found that managing change processes at STC is one of these senior employees’
responsibilities. In this arena, participants were confident in their abilities and
acknowledged that problems will always occur.
If it’s a new thing, there will be challenges, but then will be a chance to sort
things out to manage it properly. (SP1)
One size does not fit, as the changes and transformations differ in objectives and
means. The processes and procedures are adaptively changing. Of course, change
is not easy, but always exists. (SP4)
A leadership team is present at the company, ensuring the proper implementation
of changes. Awareness and preparation are part of change management.
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As previously mentioned, change management is given special attention by the
STC leadership team. If any change is required or implemented, it needs to be
rigorously studied and rolled out properly by the change management team using
best-practice processes and techniques. (SP5)
Yes, every project management we do becomes a must for a project manager to
know how to manage change with support from our experts. (SP2).
As leaders, we must introduce a convincing way to urge the team to understand
the whole initiative. Then we will be part of that initiative to ensure it is
implemented well. (SP8)
As senior leaders at the company, when addressing the employees, they look
introduce changes properly, explaining the reasons leading to their
implementation.
Yes, I must share the process with everyone before we do it. We have a maturity
level to assess the change with the team. Also, we have a department to go over
this again. (SP8)
Yes, we have awareness programs to assess the process before working on it.
(SP6)
We have a process that goes over [changes with] stakeholders to inform them
before we start the change. So, it’s a systemic and practical process for change.
(SP9)
Theme 2 provides insight into an essential part of the process followed by STC
when incorporating changes into the company. Senior staff seems to be duly prepared to
confront the problems that arise from changes. Moreover, the presence of a leadership
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team led me to believe that company leaders look to implement change smoothly,
preparing for and addressing possible rejection from other employees.
Theme 3: Seniors Employees’ Process of Implementing Change at STC
This theme relates to the strategies used by senior employees when they must
implement changes at STC. One of the primary objectives of this study was o examine
how senior staff incorporate changes and how they work with their employees. As some
of the proposed changes may be rejected by employees, going in-depth with this theme
allowed me to engage in a more detailed conversation, getting first-hand insights about
the strategies used by the senior staff.
Table 5
Senior Employees’ Process of Implementing Change at STC
Theme

Subthemes

Codes
previous experiences implementing

Theme 3.

Subtheme 1.

change at STC

Proceeding with

clarity about the initiatives (procedures

changes

and goals)

Seniors Employees’
documenting changes at STC
Process of
Implementing
Change at STC

Subtheme 2.

employees’ resistance to changes

Strategies to

factors affecting employees during the

incorporate

change

employees into

ensuring employees’ participation in the

changes

changes
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Subtheme 1: Proceeding With Changes
Changes at STC have been underway for several years as part of Vision 2030. As
this group of participants belonged to the senior staff, many of them stressed the
considerable experience they have implementing changes and working with the staff
under their command, with staff finally accepting changes. One participant pointed out
the following:
Yes, [organizational changes have been implemented]. We also have a program
led by the steering committee to ensure we fulfill the requirements…. Some
organizational change happened, like establishing a new company for sales
channels, and now this company became the right arm for STC. This shows that
we are aligned with Vision 2030. (SP6)
One participant shared with me an example of an organizational change that had
tremendous success. The project was named “work from anywhere”:
Not only did the “work from anywhere” create work/life balance, but it also gave
employees the freedom to choose when to work from home and when to work
from the office. Many organizations back in June/July 2020 had returned to work
physically from the office with 100% capacity. STC has done the exact opposite,
where “work from anywhere” has become the new way of work in STC! (SP5)
However, some participants admitted that incorporating changes is not always
easy, and sometimes the mentioned implementations have been unsuccessful:
I have been in STC for 10 years, and I feel every change is challenging…which
makes me motivated.... I have made two main changes in the last 6 years in
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infrastructure functions, and it didn’t go well. Then we did a marketing channel
change, and we succeeded. (SP1)
Some [change implementation] was effective because we had the right approach
to reach the stakeholders. But, unfortunately, some of them were not effective
because the buy-in was not enough, or they were not realistic to the current state.
For example, we had a program to change our business model from productcentric to be consumer-centric. We made it and gained a lot of revenues and
satisfaction from customers because we unified our services to be a one-stop
shop. (SP2)
One participant tactfully addressed the rejection that some changes provoked:
“We focus on the needs of the initiatives and how we avoid to resistance according to the
team culture.” (SP8)
Concerning the specification of change implementation, most of the participants
agreed that goals and procedure were clear: “Goals are always clear for any change, what
the scope is, what are the triggers, what do we want to achieve, and the how [it] is to be
assessed by those handling the initiative” (SP5). Another participant stressed:
At the corporate level, there is a comprehensive strategy linked to yearly KPIs to
achieve the vision of STC becoming the digital and telecom leader, enabling the
society and economy to thrive in KSA and beyond. (SP4)
However, some participants highlighted that in their opinion, goals and
procedures were not always clear enough, and they must turn to others to decide what
procedure to follow: “Some yes [initiatives are clear] and others no” (SP3). The other two
interviewees commented about the lack of clarity of some initiatives. One declared: “The
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important thing is to bring the whole committee for approving some changes” (SP7),
while another stated “In the beginning it’s not clear, then we have a charter to decide our
discovery phase to have a clear procedure to move on” (SP2).
In all these cases, the implementation of these initiatives was duly documented, as
stated by many of the participants. For example, one pointed out: “We have a knowledge
document department across all STC subsidiaries” (SP9), while another stated: “We have
documentation as part of the change itself. We don’t have a department of change
anymore; it became the DNA of STC” (SP2).
Proud of the efforts deployed when implementing changes, some participants
commented:
Yes, [the initiative was documented], and one example was a published study
done by the University of Michigan (September 2019) showing the major
transformation in STC. The company representatives are always active to learn
and share success stories on different panels and conferences, such as DAVOS.
(SP4)
Yes, we have proper documentation. Historically, we have a great documentation
of all changes that have taken place. Recently we had an article in HBR
describing our cultural change journey in STC. But for the women changing the
journey, I think we have not had proper documentation on that. But it’s something
new to us, and we will learn from it. (SP7)
Others mentioned that documenting the implementation of these changes
ultimately results in a final product that repays the efforts made by the company to adhere
to the Vision 2030 Plan: “We have a lesson-learned initiative to share a success story and
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failure story with departments or individuals. This is one of our documentations that we
care about a lot” (SP8).
Only one person, SP3, mentioned that he was unsure about documenting the
initiatives: “Not sure” (SP3).
Subtheme 2: Strategies to Incorporate Employees Into Change
This subtheme pertains to senior staffs’ practices when they implement new
initiative. These initiatives pursued at STC have been perceived differently by the
employees; resistance has been observed among many of them.
Ensuring that the change initiative is implemented correctly was an important task
for senior staff. A participant comments about this: “Change management is given special
attention by the STC leadership team, and for that, STC has created a team of change
management experts with a whole department ensuring that change is properly managed”
(SP5). However, resistance has been present during change implementations. Several
participants mentioned that they have been confronting resistance:
I think [there is] resistance to hiring women, especially [because of] the culture,
and we have no clear communication and strategy or proper facilities for them, so
the change was sudden, and we took time to absorb it. (SP9)
There was an enormous resistance when I led the change, especially from the old
generation. Also, injection of new blood… led people to resistance. However,
most of them will be part of the change if they realize that it is inevitable. Also,
prioritizing change is the key. (SP2)
Some projects received especial resistance, such as incorporating women into the
company: “There was a high level of resistance towards the female hiring project” (SP3).

57

Only one participant mentioned that he does not have problems with employee
resistance. When he was asked about this concern, he responded: “I have not [had this
problem]” (SP5).
It is interesting to note that some participants believe that resistance is part of the
process of change implementations:
We always have a significant number of resistant people, and it’s part of the
change process. (SP7)
Resistance is always there in any change, and [it is] sometimes healthy to qualify
the change direction and plan. (SP4)
Lastly, some seniors shared with me how they work to reduce resistance:
It will be handled. We faced it at the beginning of the change, but when we start
communicating and addressing the whole situation, people become part of that
change. (SP6)
We encourage and motivate them to understand the whole situation. (SP8)
Likewise, I initiated a more detailed conversation with senior employees, and they
commented on why the people under their command exhibited negative attitudes when
changes were implemented. Firstly, communication must be part of the initial steps of the
implementation process: “Clear communication” (SP9). Others also share the same
opinion:
Maybe the language that we need to talk with employees, we need to figure out
proper environment and smooth language to interact with teams. (SP1)
It’s the timing; perfect and proper communication is the key for reaching out to
our employees. (SP2)
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Secondly, far from being oblivious to the change process, employees should be
part of the change: “Engagement of employees in all changing processes is the most
important factor to ensure successful change implementation” (SP3).
Thirdly, the role played by the so-called change management team is to be critical
to ensure the best chance of incorporation:
It is mandated in STC to refer to and consult the change management team to
ensure the proper rollout, activities before change implementation, materials, and
rollout… Proper change management is the main factor to make change easy and
adequately communicated, and improper change management causes the opposite.
(SP5)
Fourthly, culture appears to be an essential factor that must be considered to
counteract resistance that may arise when senior staff tries to lead the implementation of
the necessary changes at STC:
I think the work culture is the main thing. If the culture is promoted well, that will
help you reach out to your employees. On the other hand, if we think that
reaching the employees is unnecessary and their role is not primary, you will lose
everything to achieve your vision. (SP6)
The actual culture is the leading role. For example, in the old days, we had a big
hierarchy, and there were low interactions between employees and management
which led to rumors and low transparency. (SP7)
To manage change successfully, senior staff look to involve employees under
their command in the change initiatives. Employee motivation and engagement seem to
be the best choice of strategies. When asked how they reach out to their employees to
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motivate and engage them, some participants were very sparing, adding few comments.
For instance:
“The ownership and commitment, buy-in are crucial” (SP1).
“To include all related stakeholders in leading change (IT, policy, and change
enablers)” (SP3).
But just including the people involved is not enough; it is necessary to make them
feel committed to the change. To achieve this commitment, it is necessary to ensure that
specific steps were foreseen: “1). Ensuring common understanding. 2). Creating
meaningful gains and maximizing the buy-in. 3) Clear roadmap and work steps, with
quality check points. 4) Leading by example” (SP4).
Effective communication among all the employees before and during the change
implementation was mentioned as one necessary measure to ensure the change’s success:
I must make sure that the communication is working well between all the people.
From my previous experience, I learned to communicate with all people affected
by the change because it reduces the ambiguity and the change resistance. (SP6)
We have change champions for each phase. We know who the champions are at
every level, and we ask them for support. We do some surveys before we do
change, and we [analyze the results]. If the change is against the survey and we
still need to do change, we move to the next level with a push from the top
management and empowerment to foster change awareness. Change is not
brought by force, and we try to deliver it with the full integration of all
employees. (SP2)
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Involving all concerned employees implies showing them what the pros and cons
are when change is implemented:
I think first is the leadership and management if they want to achieve that change,
they must understand it very well and believe it and its goals. Also, it’s a must to
talk with your team and [tell them] how it will benefit the organization. Also, to
set a mechanism to make sure that the change is going well. (SP7)
Sharing the progress of the implementation and the decision-making by listening
to all those involved is another strategy that motivates and engages employees:
We have a discussion to share the decision with all, and we never introduce it by
the stick or enforce the team to do it. So, we started to discuss it, then addressed it
with the whole team to accept it; then they will be part of it. (SP8)
First, we make sure that we ask for applicable change; second, we let everyone be
involved with the change. Finally, its communication makes our change journey
easier. (SP9)
Theme 3 provides insight into how senior staff introduces changes at STC. I also
learned what strategies they employed to reach the other employees, involve, and
motivate them, and keep them engaged in the change’s implementation. Such strategies
can be recapped as:
1. Clear communication with all those involved about the change’s implementation.
2. Motivating and engaging those involved.
3.Making employees aware of progress on the changes initiated within in the company.
4. Hearing and considering employees’ opinions about the change.
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5. Sharing positive/negative points concerning the change with the involved people at the
organization.
Theme 4: The Effect of Culture and Religion on Organizational Change
Participants were asked about the cultural environment at STC. According to the
participants, the STC represents many cultures from different regions that live and work
in Saudi Arabia. Table 4 below presents this theme.
Table 6
Senior Employees’ Views of Effect of Culture and Religion on Organizational Change
Theme

Sub-themes

Codes

Theme 4.

Subtheme 1.

cultural and religious tradition at

The Effect of Culture

The Sociocultural

STC

and Religion on

Environment

social life in STC

Organizational

Subtheme 2.

incorporation of women into

Change

Place of women at STC

STC

Subtheme 1: The Sociocultural Environment
STC’s environment is tinted by the colors of different cultures. Some participants
commented on this: “Nothing is about religion, but culture…[plays] a major role in the
digital transformation journey” (SP6). Other participants agreed that STC is a
multicultural organization made up of numerous and different nationals: “STC is the face
of Saudi Arabia [in terms of] diversity of culture. People are representing all Saudi
regions” (SP1). Another participant stated: “STC in KSA is somehow themed with the
deep Saudi culture/subcultures. However, it is a very open and engaging environment for
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other cultures, with diversification of employees’ nationalities (~50 nationalities)
capturing all great mutual values” (SP4).
As Saudi laws are supported by Islam, these religious mandates must be practiced
throughout the country. One example is Ramadan, as explained by SP5:
When it comes to traditions such as religion, these traditions are mandated by
Saudi laws, such as during Ramadan, drinking and eating are prohibited during
the day hours. But these traditions are not specific to STC and are practiced
throughout the region due to our Islamic laws. (SP5).
Another example indirectly related to religion and customs is the resistance to
female incorporation at STC: “Yes, there was a high level of resistance towards female
hiring project (SP3). Regarding the inclusion of women in the organization, another
senior participant mentioned that women incorporation at STC was a hard journey: “Yes,
I think the resistance that happen from hiring women, especially the culture, and we have
no clear communication and strategy or proper facilities for them, so the change was
sudden, and we took time to absorb it” (SP9).
Although the initial resistance to female hiring project, the inclusion became a
marked characteristic of the organization, creating equality among employees: “STC is
very keen on empowering all to be a diverse and inclusive organization, and STC has
employees from 40 different nationalities: (SP5).
One participant shared with me his point of view about cultural progress at the
organization:
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I think the culture was [an issue] we faced. We used to be a governmental entity,
and now we moved to [have] corporate culture. So now we have a diversity in the
company, with the mindset of accepting each other” (SP9).
Because of the presence of varied cultural customs, the social environment at the
organization is unique and affected by multiple distinct cultures. One participant
commented on social life that It’s very supportive, respectful, and caring, and it is a big
gain for us due to the latest cultural change” (SP1). Another senior employee commented:
In my opinion, STC has a beautiful social life. There is always a strong sense of
camaraderie across the organization. Social and company outings are practiced
constantly in all departments (pre-COVID at least). (SP5)
In the view of SP6, STC’s social life has changed and can now be considered an
accessible environment:
I think it’s changing a lot toward a transparent, open environment, wellconnected, creative, and the bonds between employees and management are
strong. People love each other. And we have a cultural change program going on
OHI [Organizational Health Index], and that was stated in Harvard Business
Review. (SP6)
Participants noted that at STC, multiple activities promote and reinforce the bonds
between high- and low-level employees:
It’s changed as the change is going in Saudi Arabia, especially young people. So
we see that in STC, we still have a long journey to go through, but we are on the
right track. (SP7)
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It’s fantastic now, and we did a great job. And we enhanced team support through
management and employees getting in touch with each other. For example, we
launched a breakfast with the VP to allow all low-level employees to have
breakfast once per month to have a healthy discussion about work and outside
life. (SP8)
[Social life] is excellent, and we allocate a budget for each department at least two
times per year for camping or traveling long weekends as a social target, and we
implemented it as a lifestyle. (SP2)
One of the significant changes that have been implemented at the STC was the
incorporation of women into the organization. From my personal experience working at
STC and informal conversations with colleagues (field notes), I perceived that
incorporating women as part of STC’s staff took place in 2017-2018. However, this
change faced various issues that hampered its implementation. The organization was not
ready to accept a change that directly collided with the cultural customs traditionally
followed in Saudi Arabia. For instance, due to these cultural customs, the women’s job
interviews were conducted in a particular place (the hotel halls), not in the spaces usually
used for job interviews. Also, a quota was put in place, which forced STC leaders to hire
a specific number of women to work in each STC entity. As these quotas were met, the
working climate changed; embarrassment and shyness became part of the work
environment.
Nonetheless, the senior participants emphasized that the current situation of
women at STC has highly improved: “Women are getting a senior roles like GMs and
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Directors. Also, they are treated nicely, with new regulations that fits their needs” (SP6).
Nevertheless, difficulties remain today:
It’s been a journey, and it was not easy for them, so we ended segregation to
merge more than 500 women into the workplace. They are so talented, and now
we have some women in higher positions. (SP1)
Women’s empowerment is one of the corporate-sponsored topics [advocated] by
the highest authorities, and STC is one of the leading firms to create a “women
council” actively advocating woman’s right. Women are strongly represented at
all organizational levels (including the executive level), and the company is
investing in their capabilities across all professional fields. (SP4)
In addition, several special allowances have been designed to give proper
attention to women working at STC. Special services have been implemented, such as
nurseries and children’s education:
We don’t have any discrimination against women. On the contrary, we give
women extra allowance due to their nature, such as a nursery or education
allowance for their kids. In addition, we formed a new women’s council that cares
about the challenges that face women. (SP2)
Multiple forms of discrimination are banned at the organization, and women are
being empowered. “[Hiring] women were a very major change in our journey. In the past
they were segregated. Now we have woman in higher positions. Women’s empowerment
is active, with no differences or discrimination” (SP8).
STC has given very close attention to women’s empowerment and has been one
of the leading Saudi organizations hiring women across all layers, including
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executive management. STC practices equality and thrives on its diverse and
inclusive culture and does not in any way, shape, or form discriminate, and takes
discrimination issues very seriously. (SP5)
Theme 4 sheds light on the profound changes that the organization has
introduced. With all their differences, especially cultural, they have managed to balance
and maintain equality between all the nationalities represented by employees.
The social environment that prevails at STC today is characterized by
transparency and equality. Equality between different cultures, and gender equality since
the change brought by the incorporation of women into the workplace, required countless
modifications that were gradually assimilated to enrich the organization.
The Junior Employees
Four themes emerged from the analysis of data from the non–senior-level group:
1. General perception of employees of Vision 2030 and the role of STC in this plan
2. Employees’ competence to assume the changes implemented in STC
3. The effect of culture and religion on organizational changes
4. Perceptions of the higher-ranking employees
The section below will describe these themes with their corresponding subthemes.
Below the description of each theme, a table presents the theme’s content followed, by a
more detailed account; quotations from employees are identified as LP1, LP2, LP3, etc.,
and will support the data interpretation.
Theme 5: Employees’ General Perceptions of Vision 2030 and STC’s Role in It
This theme pertains to these employees’ perceptions of Saudi Vision 2030, a plan
that is behind STC’s current efforts.
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Table 7
General Perception of Employees of Vision 2030 and the Role of STC in this Plan
Theme

Subthemes
Subtheme 1.

Theme 5.

Codes
perceptions of Vision 2030

Vision 2030 and Role Played
STC’s role in achieving Vision 2030
by STC

Employees’ General
strong points of STC

Subtheme 2.
Perceptions of Vision

Strength and Weakness of STC weak points of STC
2030 and STC’s Role
in It

Subtheme 3.
meeting Vision 2030’s expectations
Achieving Vision 2030

Subtheme 1: Vision 2030 and Role Played by STC
This subtheme refers to the employees’ perception of Vision 2030, a plan for
public and private organizations. Government and citizens are tasked to commit to
transforming KSA into a highly digitized country, standing out in technology, and
achieving economic advances in areas other than oil. In this regard, the group of
employees seems well-informed. Most demonstrated that they have a clear idea of what
Vision 2030 is and, more importantly, the role of STC in it. Two participants agreed:
“Saudi Vision 2030 is a national program [requiring] all government and private sectors
to participate in the nation’s future in all domains (financial, technology, workforces,
etc.)” (LP1). The next participant stated: “In summary, it is a vision of new Saudi Arabia,
transforming the country in several aspects such as economic focus, social, media,
systems, investments... etc. in response to the world changing” (LP3). The third
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participant commented about the role played by STC. He perceives that the company:
“keeps going with the changes according to 2030 Vision” (LP2).
Although the employees’ comments seem to be shorter, more guarded, and
lacking in detail compared to those made by the senior staff, both groups share a similar
perception of Vision 2030 and its objectives. Both groups need to be clear concerning the
master plan that is guiding all the changes that introduced over the past several years at
STC. However, the role played by STC was not emphasized as much as I would have
expected.
Subtheme 2: Strength and Weakness of STC
STC’s strong and weak points were mentioned by the participants. A noted vital
factor is the human capital of the organization. The company was described as
prestigious and having experienced employees: Its “strongest point is the amount of
highly experienced employees in multiple domains and the diversity of technical
expertise individually” (LP1). Similarly, another participant stressed the transformation
of the organization: “The company [is transforming] from telecommunication focus to a
tech company” (LP3)
Regarding weaknesses, bureaucracy was mentioned as a factor impeding
company evolution: “Weakest: Bureaucracy” (LP2). In another perspective, the
company’s size results in a certain slowness to assume the changes: “[The weakest] point
is because STC is a big company, it is not as agile and fast to adopt new technologies, but
we are working on it” (LP1). More specifically, LP3 described the weak factors affecting
the company:
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There are [weaknesses in] budget distribution and consumption effectiveness.
Being tech buyers rather than tech providers. Employees are not loyal to the
company, for example, the STC’s structure and its expansion… It’s hurting the
heart of strategy execution and reducing the employees who believe in this
strategy and vision. (LP3)
Subtheme 3: Achieving Vision 2030
In general, all the interviewed employees agreed that the company is trustworthy
and committed to achieving the goals of Vision 2030: “Yes, its strategy and vision
reflected that” (LP3). Another participant stated that “by enabling cutting-edge services
[and] supporting government initiatives” the company is following the Vision 2030 plan
(LP2).
The views of employees regarding the strengths and weaknesses of the company
were very modest, with few details and partial information that does not provide a clear
idea of how they see the strengths and weaknesses of the organization. However, both
groups agree that the bureaucracy and the company’s size contribute to its slowness to
effect changes.
Theme 6: Employees’ Competence to Assume the Changes Implemented at STC
This theme pertains to employees’ views about the changes incorporated at STC.
Their previous experiences and how they performed following the organizational changes
will also be addressed in the discussion of this theme. Table 8 below presents this
theme’s subthemes and codes.
Table 8
Employees’ Competence to Assume the Changes Implemented at STC
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Theme

Subthemes

Codes
previous experience

Theme 6.

Subtheme 1.

Employees’ Competence

Capacity to Engage

to Assume the Changes

in the Required

Implemented at STC

Changes

clarity about the initiative (procedures and
goals)
effectiveness of the change initiatives
example of an organizational change
documenting the changes

Subtheme 1. Capacity to Engage in the Required Changes
Employees are part of the initiative to implement change at STC. Among their
previous experiences, they commented on their participation in different teams
performing wide-ranging tasks: “I was part of team who fill the positions with the right
candidates and introduce the new structure” (LP3). The initiatives that STC has
implemented up to now had clear goals and procedures, which facilitated change
implementation:
Initiatives in STC are well developed and implemented, and it has become a
department KPI to produce new initiatives quarterly... yes, [initiatives are clear]
and all current KPIs are aligned with the company’s digital transformation road
map. (LP1)
In consequence, employees perceive that change implementation has been
positive and effective to reach the desired goals: “[The change initiatives] are effective
and appreciated by our management” (LP1). Another participant stated that the change
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“was effective and needed, because STC is moving to change its core business toward a
new ocean” (LP3).
Several projects were mentioned as having been successfully implemented at
STC. One that was frequently mentioned was the digitalization process: To “try as [hard
as] possible to digitize everything” (LP2). Another participant, LP1, mentioned that “STC
is adopting a digital transformation company-wide and [it is] aligned with the Saudi
Vision 2030 to be more sustainable and future-proof. And these activities have cascaded
to all lower departments and systems within STC” (LP1). LP3 mentioned the company’s
leadership in technological areas: “Introducing talent programs that are covering shortage
in Saudi leaders and experts in the tech fields” (LP3). All the changes implemented at the
company seem to have been well-documented:
One participant stated that “we use multiple change management systems to track and
record all change in STC” (LP1), and another that “As far as I know, yes, it is very
structured and now we are moving to digitize our documents” (LP3).
Concerning the projects on which both senior and employees have worked, senior
management offered more details about projects and their outcomes. However, according
to the employees’ responses, they seem to have participated eagerly and recognized the
success obtained and the goals achieved after change implementation.
Theme 7: The Effect of Culture and Religion on Organizational Change
As Saudi Arabia is a country composed of multiple cultures and its staff included
multiple nationalities, this theme describes the influence of sociocultural features on
general organization performance. Table 9 below presents the theme’s subthemes and
codes.
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Table 9
Junior Employees’ Views of Effect of Culture and Religion on Organizational Change
Theme

Subthemes

Codes
cultural and religious traditions at

Theme 7.
Subtheme 1.

STC

The Effect of Culture and
The sociocultural
Religion on Organizational

social life at STC
environment

Change

women’s incorporation into STC

Subtheme 1: The Sociocultural Environment
Culture is always present in the organizational climate of a company. In the case
of STC, the company is using a new way to communicate called Agile: “the company is
adopting the Agile way of working, and that includes both people and technical aspects”
(LP1). The participants’ comments suggested that some cultural traits effect this new way
of communicating. How and in what way cultural traits affect the internal communication
of the company was not discussed in detail: “As of any other company, it is affected by
the local culture [customs] such as the communication [manner] used, the relationships
among employees themselves and [with] leaders too” (LP3).
Despite the fact that religious traits are rare according to SP2,
STC is very keen on empowering all, to be a diverse and inclusive organization,
and stc has employees from 40 different nationalities. When it comes to traditions
such as religious, these traditions are mandated by Saudi laws, such as during
Ramadan, drinking and eating is prohibited during the day hours. But these
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traditions are not specific to stc and are practiced throughout the region due to our
Islamic laws. (SP5)
Nonetheless, the cultural life at the company seems to be positive and founded on
strong convictions. Two statements illustrate this idea:
“[Social life] is built on mutual understanding and open-minded discussions
(LP1).
“[Social life is] great as can be” (LP2).
However, a third participant pointed out a possible issue in the sociocultural life
of the organization: “I don’t know what you mean by social life, but as of my
understanding, it seems well except [for] the non-Saudi situations. I think it needs an
improvement and cultural change” (LP3). Unfortunately, more details were not furnished.
Lastly, these participants agreed that women have been incorporated into the staff:
“Woman nowadays are more involved in all domains and are given big roles in multiple
government and private sectors across the kingdom, and STC is no exception” (LP1).
Women have reached high positions inside the company: “They reach to VP level now”
(LP3).
Comparing the responses of both groups of participants, I observed that they
agree on two points: a) the sociocultural influences that are present, and b) the active
incorporation of women into the staff and their outstanding performance. However,
senior employees provided more details about the theme, while employees seem to be
more cautious when sharing their impressions.
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Theme 8: Junior Employees’ Perceptions of Higher-Ranking Employees
The last theme pertains to employees’ perception of their relationships with senior
managers. Table 10 below presents this theme’s subthemes and codes.
Table 10
Employees’ Perceptions of Higher-Ranking Employees
Theme

Subthemes

Codes
communication

Theme 8.
factors affecting communication
Subtheme 1.
between senior and junior employees
Employees’ Perceptions of

Relationships with

Higher-Ranking

Senior Employees

perception of seniors’ competence to
manage changes at STC
Employees
resistance to change

Subtheme 1: Relationships with Senior Employees
The employees see communication with senior employees as positive, as
mentioned by LP1: “positive” (LP1). Only one participant mentioned that he does not
communicate with his superior: “[I] Never need to communicate with authority” (LP2).
Another statement suggested that, although communication was accessible, a
ladder exists to connect and inform about any problem. Such hierarchy must be
respected: “[It is easy] to reach the higher authorized employees except CEO, but
[according to] company governance and rules you must stick with hierarchy without
jumping, except in the [case of] an urgent issue” (LP3).
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Among the possible factors affecting communications between senior staff and
employees, I found that policies are inconvenient: “The organization’s policies [are a
weak point]” (LP2). Another participant, LP1, furnishes more details: “We have an opendoor policy with all management levels with proper approach for each level; also an
internal communication tool has been implemented recently that improved this activity”
(LP1). Another statement clarifies the situation: “The main factor is [that] communication
is digitized now; all the communication pipes are digital, even the meetings” (LP3).
I found that employees have a generally positive image of senior staff: “STC
workforce are doing an amazing job participating in the company’s transformation and
having a shared responsibility mentality” (LP1). Another participant agrees with the
previous statement by saying: “Yes, if we talk about our top management, [the perception
is positive]” (LP3)
Finally, some employees admitted that STC suffered from the usual resistance to
change observed among the employees of a company implementing changes. One person,
LP2, said that: “Yes. [resistance happened]” (LP2) while LP1 said: “no [resistance did
not happen]” (LP1). Only LP3 gave a detailed answer:
Not always. It depends on the kind of changes, how big they are, and the
communication plan you have done. Sometimes go easier, such as when we
implement development programs, but sometimes we face resistance, such as
when we change the employee’s scale. (LP3)
This last quotation clarifies other participants’ comments about resistance to
change. Clear communication seems to be the key ingredient to ensure that the whole
company will achieve success.
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Chapter 5
Discussion of the Findings
In this chapter I will present a discussion of findings. I will compare the outcomes
from the senior employees with those from the junior employees, analyzing the
similarities and to understand better the factors affecting the success of organizational
changes. The two groups of employees have different points of view about the changes
that STC has been implementing, and the comparison was revealed
Following this comparison, I will discuss the findings in the context of the
literature review and the research question. I will discuss the theoretical and practical
implications, as well as the limitations of the study. Finally, I will provide suggestions for
future research and conclude the chapter.
It is important to remember the objectives and research questions that guided this
study. I aimed to explore and understand the perspectives of senior and junior employees
concerning the changes that have been implemented at STC. I posed the following
research question: What are the main factors affecting change success at STC, as seen
through multiple participant perspectives?
It is noteworthy that the senior employees were quite specific in their answers
compared to the junior employees’ group, who were more discreet. For senior staff,
STC’s role in developing and achieving the Vision 2030 goals was paramount. It is not
clear if this is true for junior staff because of their short and reduced/limited statements.
Their responses were terse and limited, and even when they indicated some strong and
weak aspects of the company.
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Discussion of Findings
Knowing that Vision 2030 is central to achieving economic oil independence,
both groups of participants agreed that STC is a key ally of Vision 2030. Senior staff
agreed to state that the company’s primary strong points were its infrastructure, the
strategies employed to lead organizational changes, and the broad presence of the
company in the MENA region. They also mentioned the transparency in the company’s
operation, its financial stability, and the clear communication between senior and junior
staff. However, most of the senior staff pointed out the company’s size as a significant
obstacle that impeded the success of the organizational change. It seems that absorbing
and incorporating change is difficult due to the size of the company, and resistance is
palpable because decision-makers take a long time to proceed.
Contrary to what most senior staff mentioned as a strong point, clear
communication between seniors and employees, some senior staff stated that there were
some communication issues at the middle management level when communicating with
upper management. In summary, as a big organization, STC does not have adequate
agility to respond to the changes required.
STC has a massive scope of influence covering many MENA territories; it is
precisely this enormous size that represents a weakness because of the challenges
involved in managing such a big corporation. Findings concerning the obstacles
presented by the company’s enormous size are consistent with the results reported by
Franklin and Aguenza (2016) concerning ineffective management. The size of the
company presents issues in carrying out Vision 2030’s goals.
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It is also possible that the lack of agility and slowness to make decisions were two
factors indicating resistance. As discussed by Schaffer (2010), and Maurer (2004),
resistance can be any force that slows down or stops the company from going in the
direction that leaders want to pursue. In the case of STC, resistance comes in different
modes. Failure to make and follow through on decisions quickly are indicative of what
Maurer (2004) described as the second and third level of resistance; Maurer makes clear
that resistance does not only take the form of individual resistance to change (first level
of resistance, as described by Maurer, 2004).
In contrast to the senior staff, the junior staff were modest and reticent in
expressing their views, with few details and partial information that did not provide a
good idea of how they see the strengths and weaknesses of the organization. However,
one view expressed by many was that human capital was one of STC’s most vital points.
Junior employee participants believe STC has experienced staff that excels in multiple
domains, also showing broad technical expertise. They also mentioned the prestige of the
organization and the effective strategies followed to implement changes.
Consistent with the senior staff’s opinions, the junior employees agree that the
size of the company and its bureaucracy contribute to the company’s slow procedure to
install changes.
Finally, regarding how close the company is to achieving the goals of the Vision
2030 plan, both groups agreed that the company was on track to succeed. Both groups
trusted the strategy followed by STC and believed it would make it possible to achieve
Vision 2030’s goals.
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Competency to Manage Change at STC
Regarding the staff’s competency, both groups seemed to be skilled enough to
ensure a genuine change in the organization. Indeed, senior staff took the initiative to
pursue changes smoothly, while employees responded with engagement and active
participation. Incorporating the changes seemed to have no significant setbacks, although
the changes have not been installed without resistance. Overall, the leadership of STC
took care to avoid any possible rejection, and employees were able to recognize the
success of some of the changes implemented at STC.
Comparing these findings with those of Branch and Cameron (2019) regarding
the company’s performance before 2013, it should be noted that STC as a company has
overcome many of the barriers it confronted before 2013. At that time, the company
confronted issues related to the employees’ motivation, lack of focus and clarity about the
proposed changes, and leadership instability. Nowadays, the findings of this study affirm
that many of those barriers have been broken. New leaderships and the employees’
enhanced motivation have made it possible that new changes will find fertile ground.
The attitudes and behaviors assumed by both groups —senior and junior
employees—are in line with the cultural transformation that STC began in 2013 with Dr.
Khaled Biyari and continued to emphasize beginning in 2016 with the change promoted
by Mohammed bin Salman.
Discussion of the Effect of Culture and Religion on Organizational Changes
As noted above, the group of senior employees delivered more detailed answers
compared with the same responses from the group of employees, who were cautious
when sharing their impressions.
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Nevertheless, both groups agreed that the social life at STC was positive, with
mutual understanding and open, respectful discussion. As the staff at STC is composed of
people of very different nationalities, which implies that differences in cultures and
customs are present, ensuring that employees get along is a key goal. Indeed, according
to the senior staff, the organization has made efforts to maintain equality between all the
nationalities represented by the company’s employees. In the view of senior staff, the
social environment that prevails at STC is characterized by transparency and equality.
However, a different perception was obtained from the group of junior
employees. As employees, they perceive that social and cultural modifications must be
made at STC. Especially in non-Saudi contexts, it seems that changes are necessary,
probably due to variations in the customs and traditions of those who are not original
Saudi citizens. These findings are consistent with those of Rees & Althakhri (2008) and
Hunt & Al-Twaijri (1996). These authors argued that differences in customs, religion,
traditions, and other cultural factors could negatively affect the incorporation of changes
in an organization.
Discussion of Incorporation of Women at STC
The incorporation of women in STC has marked a turning point in the company.
Although the period between 2017 and 2018 was affected by the novelty of female
employees, since 2018, women have had unrestricted access to this organization. Both
senior and junior staff agreed that women have performed excellently, including at highlevel management.
Participants’ comments about the interaction between women and men working in
a shared working space at STC indicated that at one point, the offices of the employed
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women were separated from those of men, mainly due to traditional customs. Such
separation impeded communication between employees and managers. When both
groups needed to be together, a significant level of inhibition and reserve was observed
because segregation between men and women is a cultural and religious heritage that
most of the society observed for years in all life aspects, including the workplace.
Currently, there is a tendency to provide women with new opportunities for
development programs and promotions, giving them the same number of chances as for
men. Incorporating women into STC still involves complications. Women in leadership
positions without proper qualifications exist, which is an occasion of prejudice for the
company. There is also a tendency to give more arduous jobs to male employees in favor
of female employees. These findings are in line with what has been demonstrated by
other scholars, such as Mostafa (2003), Diwan and Menezes (1992), and Furnham and
Karani (1985)
To summarize, cultural and gender factors have been revealed as crucial issues to
be confronted if STC is to achieve its objectives. To this end, the company has
established new rules to govern the female incorporation in STC. Following the Saudi
labor system, measures have been taken to avoid harassment or unfairness in dismissing
an employee. Female staff with children attending school receive credit for remote work
during the year. Currently, STC is open to hiring female components for supervisory and
leadership positions. Overall, it appears that women’s integration into STC has enhanced
the company’s performance.
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Discussion of the Senior and Junior Employees’ Perceptions of the Changes at STC
Senior staff were very detailed when sharing how they implement changes at
STC. They were aware that resistance will be present with any changes that the
organization implements. They therefore manage resistance as an expected factor and
manage the situation according to the level of resistance they face. A main goal of the
strategies followed by seniors is to avoid employee resistance.
The first phase of managing change consists of communicating in a transparent
manner, why and how the changes will be incorporated. Seniors know that full
communication will ensure the employees’ understanding of the reasons that led the
organization to implement such modifications. As a second phase, senior staff look to
motivate employees to get them engaged in the change strategy and impede possible
resistance behaviors. These findings are aligned with the outcomes of Al Shibani (2015)
and Alamri and Alfawsan (1997)’s study concerning the clarity that must prevail between
managers and employees regarding change plans and strategies.
In the third phase, senior staff focus on junior employees as an active branch of
the organization. Listening to them and ensuring the employees’ awareness of the
changes will reinforce the positive progress of the change implementation. Senior
employees were also willing to share positive and negatives outcomes of the strategy
with those involved in it. Considering the employees’ opinions is an excellent way to
spread a sense of belonging and value of the role played by employees. These ideas are in
line with the conclusions obtained by researchers such as Lines (2004), Msweli-Mbanga
and Potwana (2006), and Vithessonthi (2007). The junior employees have a positive
perception regarding the senior employees’ competency to deal with the changes. They
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are concerned with maintaining accessible communication with the managerial level
levels.
In the case of the STC, junior employees are as important as senior employees, in
the sense that change cannot be effective without one of the parts. The senior employees’
actions promote junior employees’ willingness and engagement. Clear communication is
the principal factor ensuring that the company will achieve success.
The ultimate goal is to encourage a meaningful change, that is, one reached
through the coordinated efforts of all the staff, regardless of their position in the
company.
As the findings have been discussed, it is vital to briefly comment about the
message derive from them. It can be summarized as follow:
Handling Changes with Care
The handling of the changes to be introduced at STC must be done with care.
Those managing the change must consider the many factors (communication, change
skills, culture, customs, gender, resistance to change) that emerged from the data
analysis.
Relationships Between Senior and Junior Employees
Senior employees and managers are seen as the heads, i.e., the leaders of change.
I focus on the relationship between the senior and junior employees as key to change,
because the quality of this bond will determine whether change implementation will fail
or succeed. The senior employees must therefore have the skills required to address the
employees who are going to participate in the change.
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Two Sides of the Same Coin
It is necessary that both groups, senior and junior employees, see the company as
a single unit that will implement the change only if everyone performs their assigned role
according to the strategy. Seeing themselves as parts of a whole implies that both parties
assume their role in the change and believe that the work of each person is necessary to
achieve the success of the implementation.
Addressing Junior Employees
Another message that I can extract from this study is that senior staff and
managers must develop an appropriate way of addressing their employees so that they
feel their work is valued. By respecting and valuing employees’ work, managers and
seniors can enhance their motivations, willingness, and engagement.
STC must revisit its protocol for introducing change to examine the steps
followed in previous processes of change implementation, and the factors that cause
success or fail. In the same vein, I propose to build a communications protocol
determining the factors that senior staff must consider when introducing changes at STC.
The Findings Considering Kotter’s Principles of Organizational Transformation
Kotter’s principles dictate that leaders instill a sense of urgency in introducing
changes in an organization. In the case of STC, said urgency comes from the need to
transform Saudi Arabia into an economically successful and competitive country,
reducing its dependence on oil. Indeed, since the expressed mandate was released in
2017, Saudi Arabia defined its goals and promoted economic and social reforms to
become economically diversified and socially open by 2030. The Vision 2030 plan
expressed the urgency of change for public and private organizations in the kingdom, all
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of which were pressed to introduce significant changes and fight the coming resistances.
The aim is to transform Saudi Arabia into a country at the same level as Western
countries in terms of its economic and social development.
In Kotter’s terms, the Vision 2030 plan was created by groups of power that
determined what was needed to transform the country. Every Saudi organization given a
significant role in Vision 2030, including STC, had senior staff and manager as power
groups charged to introduce the required changes.
Every change was followed by developing a strategy that was communicated to
the lower-level employees at STC. The reasons for conducting the changes were
explained to gain lower-level worker participation and willingness. Clear communication
is another principle of Kotter to become a transformational organization. The senior
group in this study expressly mentioned that this was their first action: to explain the
reasons for the change and how much change will be introduced at STC.
All staff involvement was necessary, as discussed by Kotter (1996). Low-level
employees mentioned that objectives and strategies were communicated to them when
changes were introduced. Showing recognition for employees’ work was also an action
performed by senior employees that enhanced the trust and confidence of its low-level
employees. Staff motivation and engagement were present when such changes were
implemented.
New approaches have been pursued at STC, including the introduction of working
women since 2016. Although resistance is an inevitable part of change, communication
and explanation enhanced the role played by women at STC.

86

In summary, Kotter’s (1996) principles for organizational transformation have
been used during the different changes implemented at STC.
Answering the Research Question
The study’s findings allow me to answer the research question I posed in Chapter
1: What are the main factors affecting change success at STC, as seen through multiple
participant perspectives?
The changes introduced at STC to achieve the objectives of the Vision 2030 plan
have been numerous. From the themes emerging from the data analysis, it is obvious that,
as several changes have been already incorporated, the senior-level and managers have
adjusted their strategies over time. Specific factors emerged as affecting the success of
change introduction.
First, the communication of the change that will be implemented, besides
being clear, must be presented in a timely way that ensures the complete understanding of
the people involved in the change. The objectives, the strategy, and the role played by the
senior and junior employees’ groups must also be specified. Made in this way, the
communication of the change will ensure the willingness of the people involved, their
motivation, and their engagement.
Second, culture and customs cannot be overlooked. As culture and customs are
two indissoluble parts of group identity, the strategies to introduce changes must consider
such realities. Specific celebrations, such as Ramadan, as well as the modifications to the
traditional role played by women according to Islamic laws, are two examples that
indicate that culture and religion must be taken into account when incorporating
corporate changes.
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Third, gender is a factor. Because of the traditions and culture in Saudi Arabia,
the introduction of women into STC brought numerous and adverse behaviors that
indicated the resistance to women in the workplace. However, as time passed, women
became accepted as part of STC’s staff. Currently, women enjoy new policies to govern
behavior inside the organization.
Fourth, natural resistance to change is a factor that plays a role in the failure of
change. To combat resistance to change, senior staff and managers must develop in their
subordinates the sense of belonging and the value of their work. This can ensure the
success of the change introduced.
To summarize, the research question has been answered. Poor communication,
differences in culture and customs, issues with accepting women as part of STC’s staff,
and the natural resistance to change are the main factors affecting the change
implementation at STC.
Practical Implications
This study will assist in revising the usual protocols followed by STC while
implementing change. The revision would involve analyzing the role of the senior
employees and the quality of the relationship between them and the low-level employees.
Limitations of the Study
As this is a qualitative study, it relates to a single case: the experience of change
implementation at STC. In this sense, the study results are not generalizable, but can be
extended by considering other Saudi organizations.
In future research, the number of participants could be increased to collect a
varied range of perspectives in both the senior and junior employee groups.
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Future Research
Future studies may focus on incorporating other Saudi organizations, and
eventually organizations from other countries of the MENA region.
Conclusions
The main conclusions can be summarized as follows:
1. STC must communicate the change it requires. Senior staff’s communication with
employees must be crystal-clear to ensure their understanding of the steps and strategy
involved in the change implementation.
2. Senior staffs must discuss and listen to low-level employees concerning the latter’s
questions regarding the change. Listening to their perspective ensures their engagement
and significantly enhances their motivation to work actively on the required change.
3. Employees’ involvement is significant because it is important that they feel like
integral parts of the company and develop a sense of belonging.
4. Culture and customs must be considered when changes are being implemented.
Otherwise, the changes are susceptible to failure.
5. Some changes need more time than others, and require adequately paced strategies to
be implemented, as in the case of the women’s incorporation into the organization’s staff.
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Appendix A
Preliminary Interview Schedule: Junior-Level Employees
1.

As an employee at STC, what are the strongest and weakest points in the

organization in your experience? Please give an example.
a.

Probe: For the weak points of the organization, why do you think these are

issues at STC?
2.

What contact have you had previously with change initiatives?

3.

Did you feel like these initiatives were effective? Why or why not?

4.

What is Vision 2030 and how does it affect STC?

5.

Do you feel like STC is keeping up with the expectations of Vision 2030?

a.

Probe: Can you give me an example of how organizational change has

been implemented in your department?
b.

Probe: Are initiatives clear in their procedure and expected goals?

6.

What traditions (cultural or religious) are present in the organizational

operations of STC?
a.

Probe: How is the social life at STC?

7.

How are women treated at STC? Are they integrated? `

8.

How is change documented at STC? Are developments recorded,

conferred over, or documented?
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`

9.

Do the people responsible for making improvements know enough to

manage the process properly?
10.

What is your experience of communicating issues at work to authorities?

a.

Probe: what factors make is easy or difficult to speak with higher-ranking

employees?
11.

Have you faced any kind of resistance to change initiatives during work

hours or outside of work?
12.

Would you like to add any additional observations about STC, Vision

2030, and/or organizational change?
Preliminary Interview Schedule: Senior-Level Employees
1.

As a manager at STC, what are the strongest and weakest points in the

organization in your experience? Please give an example.
a.

Probe: For the weak points of the organization, why do you think these are

issues at STC?
2.

What contact have you had previously with change initiatives?

3.

Did you feel like these initiatives were effective? Why or why not?

4.

What is Vision 2030 and how does it affect STC?

5.

Do you feel like STC is keeping up with the expectations of Vision 2030?

a.

Probe: Can you give me an example of how organizational change has

been implemented in your department?
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b.

Probe: Are initiatives clear in their procedure and expected goals?

6.

What traditions (cultural or religious) are present in the organizational

operations of STC?
a.

Probe: How is the social life at STC?

7.

How are women treated at STC? `

8.

How is change documented at STC? Are developments recorded,

conferred over, or documented?
9.

Do you feel like you know enough to manage the process properly?

a.

Probe: If not, what is your process when you need assistance in leading

change initiatives?
10.

If you are a leader of change initiatives (or involved in the creation of

related materials and activities), how do you ensure that employees are receptive
to and active in implementing change?
a.

Probe: What factors make is easy or difficult to reach employees?

11.

Have you faced any kind of resistance to change initiatives during work

hours or outside of work?
12.

Would you like to add any additional observations about STC, Vision

2030, and/or organizational change?

92

Appendix B
Participant Recruitment Goals for Qualitative Interviews

Category

Role at STC

Enrollment Goal

Vice president

2

CEO

1

Director

2

General manager

2

Any employee involved in change

2

C-Suite

Senior Level

OD Agent

transmission

Associate

Associates employees

3

TOTAL = 12

93

References
Abdalla, I. A. (1996). Attitudes towards women in the Arabian Gulf region. Women in
Management Review, 11, 29–39.
Alamri, A., & Alfawsan, N. 1997. Staff resistance to change in the public sector in Saudi
Arabia: Causes and remedy. Public Administration Journal, 37(3).
Al Bishi, M. (2001). Central administrative bodies in the Kingdom of Saudi Arabia with
the beginning of the new century and ways of developing them. Public
Administration, 41(3), 476–415.
Alharbi, A. (2002). Resistance to change: An empirical study in public institutions in
Jeddah, Saudi Arabia. (Unpublished master’s dissertation, University of King
Abd-Alaziz.)
Ali, A. (1990). Management theory in a transitional society: The Arab’s experience.
International Studies of Management and Organization, 20(3), 7–35.
Ali, A., & Azim, A. (1996). A cross-national perspective on managerial problems in a
non-western country. The Journal of Social Psychology, 146(2), 165–172.
Ali, A., & Al-Kazemi, A. (2007). Islamic work ethic in Kuwait. Cross Cultural
Management: An International Journal, 14(5), 93–104.
Alomari, Z. (2000). Challenges to change strategy for managing change: an empirical
study in a Saudi Arabian telecommunication company. (Unpublished master’s
dissertation, King Saweed University.)
Al-Asfour, A., Tlaiss, H. A., Khan, S. A., & Rajasekar, J. (2017). Saudi women’s work
challenges and barriers to career advancement. Career Development
International, 22(2), 184-199.
94

Al-Shaikh, F. (2003). The practical reality theory and business ethics in non-western
contexts. Human Management Development, 22(8), 679–693.
Al Shibani, M. (2015). Factors Impeding Organisational Change in Education: A Case
Study of Tatweer. (Doctoral dissertation, Newcastle University Business School.)
Arksey, H., & Knight, P. (1999). Interviews and research in the social
sciences. Interviewing for Social Scientists, 2–21.
Bakhtari, H. (1995). Cultural effects on management style: a comparative study of
American and Middle Eastern management styles. International Studies of
Management and Organization, 25(3), 97–118.
Belk, R., Fischer, E., & Kozinets, R. V. (2013). Qualitative consumer and marketing
research. Sage.
Burke, W. W. (2014). Organization change: Theory and practice (4th ed.). Sage.
Branch, J., & Cameron, K. (2019). Transforming culture in the Kingdom: How Saudi
telecom focused on people to compete in the digital age. WDI Publishing.
Bryman, A., & Bell, E. (2007). Business research methods. Oxford University Press.
Creswell, J.W. (2007). Qualitative inquiry and research design: Choosing among five
traditions (2nd Ed.). Sage.
Darwish, Y. (2000). Organizational commitment as a mediator of the relationship
between Islamic work ethic and attitudes toward organizational change. Human
Relations, 35(4), 513–537.
David, F.R. (2006). Strategic management: Concepts and cases (11th ed.). Prentice-Hall.

95

Decker, P., Durand, R., Mayfield, C. O., McCormack, C., Skinner, D., & Perdue, G.
(2012). Predicting implementation failure in organization change. Journal of
Organizational Culture, Communications and Conflict, 16(2), 29.
Dedoussis, E. (2004). A cross-cultural comparison of organizational culture: Evidence
from Universities in the Arab world and Japan. Cross-Culture Management,
11(1), 15–34.
Del Val, M. P., & Fuentes, C. M. (2003). Resistance to change: A literature review and
empirical study. Management Decision, 41, 148-155.
De Vose, C. (2014). Successfully leading needed organization change: Strategies for
leading change and managing resistance. (Doctoral dissertation, University of
Maryland University College.)
Diwan, N., & Menezes, L. (1992). Attitudes toward women as a function of the gender
and gender role identity of Indian college students. Journal of Social Psychology,
132, 791–793.
El Katiri, L. (2016). Saudi Arabia’s labor market challenge. Harvard Business Review.
https://hbr.org/2016/07/saudi-arabias-labor-market-challenge
Etaugh, C., & Spiller, P. (1989). Attitudes toward women: Comparison of traditionalaged and older college students. Journal of College Students Development, 30,
41–45.
Evans, D. (2005, October 26). Saudi Arabia to join WTO. USA Today. http://
www.usatoday.com/money/world/2005-10-26-saudi_x.htm
Franklin, U. & Aguenza, B. (2016). Obstacles, resistance and impact of change in
organizations: An examination of the Saudi Telecommunication Company (STC).

96

International Journal of Academic Research in Business and Social Sciences,
6(4), 23-37.
Furnham, A. F., & Karani, R. (1985). A cross-cultural study of attitudes toward women,
just world, and locus of control beliefs. Psychologica–An International Journal of
Psychology in the Orient, 28, 11–20
Garber, P. R. (2013). Managing change at work. American Society for Training and
Development, 67(1), 48-51. https://www.td.org/Publications/Magazines/TD/TDArchive/2013/01/Managing-Change-at- Work
Geertz, C. (1973) The interpretation of cultures. Fontana.
Gelfand, M., Erez, M., & Aycan, Z. (2007). Cross-cultural organizational behavior.
Annual Review of Psychology, 58, 479–514.
General Authority for Statistics. (2015). https://www.stats.gov.sa/en/814
General Authority for Statistics. (2015). https://www.stats.gov.sa/en/814
Gobo, G., Gubrium, J. F., & Silverman, D. (Eds.). (2004). Qualitative research practice.
Sage.
Harris, H.; Brewster, C.; Sparrow, P. (2003). International human resource management.
CIPD.
Hofstede, G. H. (1991). Cultures and organizations: Software of the mind. McGraw-Hill.
Hofstede, G. (2001). Culture’s consequences: Comparing values, behaviors, institutions
and organization across nations. Utah State University.
Hunt, D., & Al-Twaijri, M. (1996). Values and the Saudi manager: An empirical
investigation. Journal of Management Development, 15(50), 48–55.

97

Kattara, H. (2005) Career challenges for female managers in Egyptian hotels.
International Journal of Contemporary Hospitality Management, 17(3), 238–251.
Kotter, J. (1996). Leading change. Harvard Business Review Press.
Kotter, J. (2008). A sense of urgency. Harvard Business Press.
Kotter, J. (2019). Accelerate. Elex Media Komputindo.
Kotter, J., & Cohen, D. (2002). The heart of change: Real-life stories of how people
change their organizations. Harvard Business School Press.
Larson, G., & Tompkins, P. (2005). Ambivalence and resistance: A study of management
in a concertive control system. Communication Monographs, 72(1), 1–21.
Leadership message. (2030). Vision 2030.
https://www.vision2030.gov.sa/v2030/leadership-message/
Lewis, R. (2006). When cultures collide: Leading across cultures (3rd Ed.). Nicholas
Brealey International.
Lines, R. (2004). Influence of participation in strategic change: Resistance, organizational
commitment, and change goal achievement. Journal of Change Management,
4(3), 193–215.
Lundgren, L. (1998). The technical communicator's role in bridging the gap between
Arab and American business environments. Journal of Technical Writing and
Communication, 28(4), 335-343.
Madsen, S. R. (2010). Leadership development in the United Arab Emirates: The
transformational learning experiences of women. Journal of Leadership &
Organizational Studies, 17(1), 100–110.
Mason, J. (1996) Qualitative research. Sage.

98

Maurer, R. (2004). Making a compelling case for change. The Journal for Quality and
Participation, 27(3), 33.
McKinney, K. (1987). Age and gender differences in college students’ attitudes toward
women: A replication and extension. Sex Roles, 17, 353–358.
Mellahi, K. (2003). National culture and management practices: The case of Gulf
Cooperation Council Counties. In M. Tayeb (ed.), International Management:
Theories and Practices (pp. 88–105). Prentice Hall.
Mostafa, M. M. (2003). Attitudes towards women who work in Egypt. Women in
Management Review, 18, 252–261.
Msweli-Mbanga, P., & Potwana, N. (2006). Modelling participation, resistance to
change, and organisational citizenship behaviour: A South African case. South
African Journal of Business Management, 37(1), 21–9.
Murphy, P., Kirwan, C., & Ashkenas, R. (2007). The change handbook. Berrett-Koehler
Publishing, Inc.
Merriam, S. B. (1998). Qualitative research and case study applications in education
(Rev. ed.). Jossey-Bass.
Miles, B., & Huberman, A. (1994). Qualitative data analysis: An expanded sourcebook
(2nd ed.). Sage Publications.
Nachmias, C., & Nachmias, D. (2002). Research methods in the social sciences. Edward
Arnold.
OPEC Annual Statistical Bulletin. (2019).

99

Piderit, S. K. (2000). Rethinking resistance and recognizing ambivalence: A
multidimensional view of attitudes toward an organizational change. Academy of
Management Review, 25(4), 783–794.
Punch, K. (1998). Introduction to social research: Quantitative and qualitative
approaches. Sage.
Pugh, D., & Hickson, D. (2004). On organizational convergence. In M. Warnar and P.
Joynt (eds.), Managing across cultures: Issues and perspectives (pp. 7–12).
Thomson.
Rees, C. J., & Althakhri, R. (2008). Organizational change strategies in the Arab region:
A review of critical factors. Journal of Business Economics and
Management, 9(2), 123–132.
Rossman, G. B., & Rallis, S. F. (2016). An introduction to qualitative research: Learning
in the field. Sage Publications.
Saudi Arabia sets up $1 billion fund to support SMEs. (2017). The National Business
Journal. https://www.thenational.ae/business/economy/saudi-arabia-sets-up-1billion-fund-to-support-smes-1.665794
Saudi Arabia United National Platform. (2019).
https://www.my.gov.sa/wps/portal/snp/aboutPortal/!ut/p/z0/04_Sj9CPykssy0xPL
MnMz0vMAfIjo8zivQIsTAwdDQz9_d29TAwCnQ1DjUy9wgwMLEz1g1Pz9Au
yHRUBI89e_A!!/
Schaffer, R. (2010). Four mistakes leaders keep making. Harvard Business Review,
88(9), 86–127.
Schneider, S., & Barsoux, J. (2003). Managing across cultures (2nd ed.). Prentice Hall

100

Stake, R. E. (1995). The art of case study research. Sage.
Tayeb, M. (1997). Islamic revival in Asia and human resource management. Employee
Relations, 19(4), 352–364.
Terrell, S. R. (2016). Writing a proposal for your dissertation: Guidelines and examples.
The Guilford Press.
The Embassy of the Kingdom of Saudi Arabia. (2016). About Saudi Arabia.
https://www.saudiembassy.net/economy-global-trade
Thomas, O. O. (2014). Change management and its effects on organizational
performance of Nigerian Telecoms Industries: Empirical insight from Airtel
Nigeria. International Journal of Humanities Social Sciences and Education,
1(11), 170–179.
Tlaiss, H. (2009) Managerial progression: The case of Lebanon. (Unpublished Ph.D.
thesis, Manchester Business School.)
Tlaiss, H. A. (2014). Women’s entrepreneurship, barriers and culture: Insights from the
United Arab Emirates. The Journal of Entrepreneurship, 23(2), 289-320.
Vithessonthi, C. (2007). Perceptions affecting employee reactions to change: Evidence
from privatization in Thailand. The Journal of American Academy of
Business, 12(1), 248–255.
Vision 2030. (2017). Vision 2030: Kingdom of Saudi Arabia. http://vision2030.gov.sa/en
Schmuck, R. (1997). Practical action research for change. IRI/Skylight Training and
Publishing.
Marshall, C., & Rossman, G. B. (1995). Designing qualitative research. Sage.
Yin, R. K. (1994). Case study research: Design and methods (2nd ed.). Sage.

101

(Government of Saudi Arabia, 2017).
(The National, 2017)

102

