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GLOSSARY

Definitions

Adaa

Adaa, an Arabic term that means "performance", is an
independent government body in the Kingdom of Saudi
Arabia that serves as the National Center for Performance
Management. Adaa has a national dashboard and
publishes quarterly reports on the delivery progress of
strategic goals, initiatives and KPIs of public entities to track
their development in realizing Saudi Vision 2030, in addition
to measuring beneficiary satisfaction with public services.

DEAGO

Researcher’s personal theoretical framework for vision-
operationalization at both strategic and tactical levels,
encompassing five key functions: Direct, Empower,
Accumulate, Generate and Orchestrate.

Hedgehog Concept

The Hedgehog Concept is a key concept introduced by Jim
Collins in his book "Good to Great: Why Some Companies
Make the Leap... and Others Don't." The Hedgehog
Concept is a framework for organizations to identify their
strategic focus by finding the intersection of three key
factors: what they are deeply passionate about, what they
can be the best in the world at, and what drives their
economic engine.

Ikigai

Ikigai is a Japanese concept that combines two words: "iki,"
which means "life," and "gai," which means "value" or
"worth." It represents the idea of finding a sense of purpose,
fulfillment, and meaning in life. Ikigai suggests that when a
person discovers and engages in activities that align with
his passions, talents, values, and the things the world
needs, they can experience a deep sense of satisfaction
and contentment.

Level 5 Leader

A concept introduced by Jim Collins in his book "Good to
Great: Why Some Companies Make the Leap... and Others
Don't." It is a descriptive term used to categorize a specific
type of leader based on the distinctive characteristics and
behaviours identified through this research.

Vision 2030 (V2030)

A national transformation blueprint launched by the Crown
Prince of the Kingdom of Saudi Arabia, His Royal Highness
Prince Mohammad bin Salman bin Abdulaziz al Saud, on
the 25" of April 2016. The strategic framework aims to




reduce the Kingdom of Saudi Arabia’s dependence on oil,
diversify its hydrocarbon-based economy and enhance
public service sectors such as health, education, housing,
infrastructure, recreation, and tourism.

Vision Realization Programs are ‘portfolios’ within the
Vision 2030 blueprint that are designed to translate the
Vision Realization | Vision 2030 into action by aligning transformation activities
Programs (VRP) of public sector entities through approved delivery plans
guided by pre-defined objectives and Key Performance
Indicators, tied to 5-year benefit realization milestones.




Abbreviations

ADKAR Awareness, Desire, Knowledge, Ability, and Reinforcement

AG Ariel Group

ALQ Authentic Leadership Questionnaire

AQ Adversity Quotient

ASN Administered Stakeholder Network

BAU Business As Usual

BO Branched Objectives

BSC Balanced Scorecard

C4l Command, Control, Communications, Computers, and Information

CAS Complex Adaptive System

CCL Center for Creative Leadership

CEDA Council of Economic Development Affairs

CoE Center of Excellence

COM Current Operating Model

COVID-19 | Corona Virus Disease 2019

CSRM Case Study Research Method

cQ Cognitive Quotient

CVF Competing Values Framework

DBL Doctor of Business Leadership

DFS-2 Dispositional Flow Scale-2

DGA Digital Government Authority

1SC Dominant, Inspiring, Supportive and Cautious, alternatively
Dominance, Influence, Steadiness and Conscientiousness

EA Employee Appraisal

EBDM Evidence Based Decision Making

EPIQ Empathy, Position, Intention, Quality

EQ Emotional Quotient

ESCI Emotional and Social Competency Inventory




EPIQ Empathy, Position, Intention, Quality

EVA Economic Value Analysis

FoW Future of Work

GCC Gulf Cooperative Council

GORPS Governance, Organizational Design, Resources, Policies &
Procedures and Systems

HBDI Hermann Brain Dominance Instrument

HBS Harvard Business School

HE His Excellency

HH His Highness

HM His Majesty

HoW House of Wishes

HRH His Royal Highness

IC Individualized Consideration

! |dealized Influence

IM Inspirational Motivation

IS Intellectual Simulation

IT Information Technology

KPI Key Performance Indicator

KPT Key Performance Target

KSA Kingdom of Saudi Arabia

LBS London Business School

LPC Least Preferred Co-worker

LVB Leadership Vision Board

MBE Management By Exception

MBO Management By Objectives

MBTI Myers-Brigg Type Indicator

MDMP Military Decision-Making Process

MISK Mohammad bin Salman Foundation

MoD Ministry of Defence

MoHo Ministry of Housing

Mol Ministry of Interior




MoMRA Ministry of Municipality and Rural Affairs
MLQ Multi-factor Leadership Questionnaire

MVP Minimum Viable Product

NCPM National Center for Performance Management
NPS Net Promoter Score

NTP National Transformation Plan

NRRC Nuclear and Radiological Regulatory Commission
OCI Organizational Culture Inventory

OHI Organizational Health Index

PCLP Personal Contingent Leadership Paradigm

PD Performance Dashboard

PESTEL Political, Economic, Social, Technological, Environmental, Legal
PVA Personal Values Audit

ROS Religious Orientation Scale

SAN Strategic Arena Network

SBI Situation, Behaviour, Impact

SDAIA Saudi Data and Artificial Intelligence Authority
Si Strategic Initiatives

SO Strategic Objectives

SPMR Strategic Performance Review

SPSF Saudi Paralympic Swimming Federation

SoS System of Systems

SLII Situational Leadership Model 2

sSQ Social Quotient

SROI Social Return on Investment

STAR Situation, Task, Action, Result

SWOT Strengths, Weaknesses, Opportunities, Threats
TMO Transformation Management Office

TOM Target Operating Model

UNSW University of New South Wales

V2030 Vision 2030 Blueprint

VCA Value Chain Analysis




VRP Vision Realisation Program

VRO Vision Realization Office

VUCA Vulnerability, Uncertainty, Complexity and Ambiguity
WoW Way of Working
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Critique Overview

Executive Summary

Critique Overview

Introduction

In today’s rapidly evolving world, where volatilities, uncertainties, complexities, and
ambiguities are becoming a constant in the new operating environment, effective
leadership is the only transformational force that can help guide individuals,
organizations, and nations towards achieving successful outcomes, realizing benefits,

and creating overall value for society.

This critique represents an explorative deep dive into the researcher’s public sector
leadership paradigm in the contemporary context of Vision 2030 (V2030) in the
Kingdom of Saudi Arabia (KSA), where leadership has taken a pivotal role, becoming

the ambitious driving force behind building a prosperous nation and sustainable future.

This chapter provides a concise overview of the grounded research and empirical
analysis undertaken by the researcher as he explores his research questions and

seeks to validate his hypothesis.

Structure of the Critique

Chapter 1 delves into the researcher’s macro context, giving a high-level summary of
the evolving national context in the KSA, the gaps in public leadership and the
challenges that exist due to implications of V2030. The chapter concludes by

discussing what the drivers for change in leadership style are.

24



Critique Overview

Chapter 2 introduces the researcher and his meso- and micro-level context, providing
a perspective into his background and the roles that he has held in the last couple of
years with a focus on how his leadership has evolved within those roles and
responsibilities. The chapter also provides a summary of the historic feedback that he
has received and his strategic arena, along with the strategic leadership issues that
he has identified in his paradigm.

Chapter 3 takes a deep dive into the literature review that was conducted to
understand the existing research around leadership, contextualize the researcher’s
context and to identify key concepts, frameworks, and methodologies to approach the
research problem. This detailed review explored evolution of leadership, leadership
contexts, contingent leadership, normative ethical philosophies, complexity, complex

adaptive systems, and grounded theory.

Chapter 4 provides an overview of the research methodology and the research focus.
The research design followed a case study research method as a method of inquiry
alongside a combination of qualitative interviews and quantitative surveys. The
chapter also discusses the aspects of the research’s validation and reliability and how
additional steps were taken to improve the quality of the research.

Chapter 5 outlines the descriptive case studies in three public sector entities where
the researcher has worked in view of the embedded analysis units. It also highlights
the results of the various leadership and personality assessments the researcher has
taken to better understand himself. This chapter concludes with a discussion of the
research findings and a synopsis of the collected and analysed data from the field

research.

Chapter 6 provides a review of the componential design of the Personal Contingent
Leadership Paradigm (PCLP) framework. The modelling of the approach, in addition
to the personality and identity shaping inputs, are highlighted. It also provides a
discussion around the evolution of the PCLP as it was being developed in the subjects
undertaken by the researcher as part of his degree program. This is followed by the
prioritization of the five personal core values of the researcher and the development
of the relational and commercial behavioural guidance sub-processes. The preference
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for a contingent leadership approach and the selection of a utilitarian perspective are
justified. The outputs and outcomes from the leadership framework’s application are
discussed followed by the feedback loops and the future implications.

Chapter 7 briefly discusses a proposed conceptualized framework based on a
contingent leadership approach by the researcher to help guide the emerging leaders
in the paradigm of V2030 for their work of leadership.

The last chapter, Key Findings and Future Directions, concludes the critique and
points out the contribution to the leadership practice by the researcher, his research
limitations, validation of his conclusion and finally, suggests further research.

Proposed PCLP

The researcher’s developed PCLP is illustrated hereunder:

Discussed further in Chapter 6, this PCLP is a personal leadership framework

composed of the following elements:
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Inputs and the prioritized core values.
Selection of leadership approach and a normative ethical philosophy.
Design of relational and commercial behavioural guidance sub-processes.

Leadership outputs and outcomes.

o K~ 0=

Intra-, Inter-, and overall process feedback loops.

Key Leadership Insights

The researcher has derived a number of leadership insights from his research. These

are summarized below:

1. Leadership is a historically evolving phenomenon that yet remains to be
defined. Its evolution has been shaped by historical, cultural, religious,
economic, and contextual factors.

2. The choice of the normative ethical approach driven by the prioritized core
values has implications on the perception of outputs and outcomes
achievement from the perspectives of the leaders themselves, their followers,
and the stakeholders.

3. KSA’s V2030 is a unique context where emerging leadership is evolving in its
microcosm. Although transformative leadership is becoming prevalent as
transactional leadership is phased out, its practice leaves quite a few gaps for
the public sector leaders.

4. Leadership crises, negative pressures, and organizational dissonances, as
challenging and disruptive as they may be, are catalysts of change and
represent a breeding ground for leadership evolution and growth.

5. Increasing self-awareness, adopting a growth mindset, building resilience, and
being adaptive to the context is key to strengthening the leadership resolve.

Key Leadership Issues

The researcher has identified six strategic leadership issues that he expects to
challenge his PCLP’s application.
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1. Overcoming Impostor Syndrome.

N

Remaining congruent with the organization and preventing any dissonance that
may arise due to differences in leadership approaches and ethical guidance.
Establishing and activating feedback loops effectively to avoid derailment.
Managing the culture struggle in KSA.

Achieving the best adaptive fit with moving targets.

o o bk~ w

Building discipline in his leadership approach, development, and growth.

Contributions to Leadership Practice

The critique and its underlying research represent an inimitable contribution to the
leadership practice, going beyond the theory, with regard to the emerging public
leadership context in KSA, which is undergoing a massive transformation under
VV2030. It not only outlines a personal leadership framework but takes a step further to
provide a conceptual leadership framework to other leaders.

The Leadership Supporting Portfolio represents a cross-section of the researcher’'s
work that has enabled public sector organizations to achieve their outcomes and
V2030 objectives by provisioning of leadership guidance and direction.

Summary

The researcher’s journey has seen him navigate through a complex and intricate
paradigm of leadership and its multifaceted impact on the public sector organizations
and the citizens he has served. He has undertaken a comprehensive literature review,
using a rigorous research design, applying critical analysis and insight generation
techniques to explore the diverse dimensions of leadership in his given context and to
provide scholarly discourse to the study of leadership.

As this voyage concludes, the researcher hopes that through the composition of this
critique, he will be able to pass on to its readers the knowledge, enlightenment, and
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enjoyment that he was privileged to have experienced in its research and articulation.
He also hopes that he will be able to inspire the emerging leaders of tomorrow to
harness the transformative power of leadership and use it for the betterment of their

organizations, and their societies and to progress their nations.
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Chapter 1

1. Overview of the Researcher’s Macro Context

1.1. Introduction

This chapter aims to provide a broad overview of the external macro-level environment
and context that is coming into play, morphing the leadership paradigm of the

researcher who is based in the KSA and is a public sector employee.

KSA, aleading member of the Gulf Cooperative Council (GCC), is a driver of the global
energy markets and a regional economic powerhouse, with its current GDP
exceedingly more than half of all the GDPs of the GCC countries combined (Kane,
2021).

Figure 1: KSA and its Position within the GCC

(Kane, 2021)
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Delving into KSA’s macro-context, this chapter is divided into three sections. In the
first section, the researcher's leadership paradigm is explored from a national
perspective, where macro-level changes are happening in the KSA under the
ambitious V2030 blueprint.

This is followed by reviewing the various gaps in the transforming public sector
leadership landscape that the researcher has observed. Finally, the possible drivers
for change in the leadership paradigm in KSA are also investigated in relation to the
available literature on the evolution of leadership, which is also explored in-depth as

part of the Literature Review in Chapter 3.
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1.2. Evolving National Context

“We try to work, only with the dreamers. This place is not for

conventional people or companies.”

— HRH Prince Mohammad bin Salman

KSA, unified in 1932 by its founder, His Majesty (HM) King Abdulaziz Ibn Saud, is the
second largest state by land mass in the Arab world and the fifth largest state in Asia
(Wikipedia, 2023). Smith (2006) classified KSA as an absolute monarchy where the
King has unlimited power, and Teitelbaum et al. (2021) stated that the King’s position
amalgamates legislative, judicial, and executive roles. Robbers (2007) stated that the
prevalent law is a non-codified ‘Shariah’ (Islamic law) with the ‘Quran’ (Islamic Holy
book) with the ‘Sunnah’ (Prophetic teachings and traditions) forming the basis of the
country’s constitution, and Malbouisson (2007) added that Sunni-Islamic teachings
form the basis of Saudi tradition and culture.

Driven by energy exports (63% of budget revenue and 67% of export earnings), the
economy of KSA is considered to be the biggest in the Middle East and ranked
eighteenth by nominal GDP (Wikipedia, 2023). Wikipedia (2023) also states that KSA
has the world’s second-biggest oil reserves and the fourth-largest gas reserves,
making it the largest hydrocarbon exporter in the world.

Saudi Arabia also has one of the world’s youngest populations, where roughly the
youth make up 50% of the ~34.2 million people, with the median age being 30.8 years
(Invest Saudi, 2020). 52% of the Saudi population is female, placing it in the seventh
position in the world in terms of the sex ratio, trailed by five other neighbouring GCC
countries (Statistics Times, 2021).
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HM King Salman bin Abdulaziz ascended the throne in the KSA after the demise of
his elder half-brother, HM King Abdullah bin Abdulaziz, in January 2015 (Arab News,
2015). He proceeded to appoint his son, His Royal Highness (HRH) Prince
Mohammad bin Salman, as his Deputy Crown Prince with the additional portfolio of
the Minister of Defence and as the President of the Council of Economic Development
Affairs (CEDA). At the time of his appointment, HRH Prince Mohammad bin Salman
was the youngest cabinet minister at 35 (Khan, 2015). This also signalled and ushered
in a new era of youth empowerment and next-generation public sector leadership
(Wasser & Martini, 2015).

Figure 2: HRH Prince Mohammad Bin Salman

(bin Saud, 2022)

McKinsey, Boston Consulting Group and Booz Allen Hamilton released an advisory
report to the government in December of 2015 analysing the state of affairs with the
deepening oil slump, making dire economic and socio-political predictions, should the
country continue to rely on oil revenues and continue on its current doctrine and

strategic trajectory (Grand & Wolff, 2020).

It was during this time that the young Deputy Crown Prince saw the fragile state of the

economy, took the challenge head-on, and launched Vision 2030 in April of 2016,
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steering an uncharted new course for the KSA. V2030 provided a national-level
blueprint that promised to bring about transformative reforms at social, political,
economic, digital governance, and religious levels (Naffee, 2016). The researcher
notes that with the backing of his father, HM King Salman, he meteorically rose in the
ranks of the Saudi Royal Family and amassed power via allegiances to drive the
transformation, quickly becoming the public face of the monarchy and KSA, both
locally and internationally.

HRH Prince Mohammad bin Salman was eventually promoted to the position of Crown
Prince after the dismissal of HRH Prince Mohammad bin Nayef in November 2017
(Arab News, 2017). By 2020, he was being termed as the de-facto ruler of KSA and
the power behind the throne by many analysts and media outlets alike (BBC News,
2020). In September of 2022, HM the King gave up his Prime Minister role to HRH
Prince Mohammad bin Salman, boosting his authority even further and signalling a
possible near future abdication to the throne as well (Henderson, 2022).

Signalling a fundamental paradigm shift in the way KSA was ruled, V2030 was built
on three pillars: (1) an ‘Ambitious Nation’ that is effectively governed and responsibly
enabled, (2) a ‘Thriving Economy’ with rewarding opportunities, investments for the
long term, open for business and one that is leveraging its position, and a (3) ‘Vibrant
Society’ that has strong roots, fulfilling lives and strong foundations (CEDA, 2022).
Based on these pillars, the blueprint was further divided into 33 themes.

To achieve the vision, six overreaching objectives were set: (1) Enhancing government
effectiveness, (Il) Growing and diversifying the economy, (lll) Increasing employment,
(IV) Offering a fulfilling and healthy life, (V) Enabling social responsibility and (VI)
Strengthening Islamic and national identity (CEDA, 2016). These objectives were
bifurcated into 27 level-two Branched Objectives (BO), further divided into 96 level-
three Strategic Objectives (SO). The V2030 Blueprint is illustrated in the figure on the
next page.
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Figure 3: Vision 2030 Blueprint

(CEDA, 2016)

Vision Realization Programs (VRP), in collaboration and feedback from 24
participating government entities, were defined for public sectors to align their
activities via well-defined delivery programs with set Key Performance Indicators (KPI)
and Key Performance Targets (KPT) tied to five-year milestones (CEDA, 2023). These
programs would typically include Strategic Initiatives (SI) structured around building
enablers, designing, and integrating stakeholder ecosystems, enhancing the operating
model of the entity, improving infrastructure, broadening service architecture, local
capacity, and capability building, enhancing spending efficiency, culture change,
digital transformation, enriching beneficiary (citizen) experience and establishing
international partnerships.
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The rollout of V2030 through these VRPs was planned in distinct phases, mandating
the participation of all 23 Ministries along with 151 other Authorities, Commissions,
Bureaus, Centres and National Companies. Each of these phases (unique to each
entity) was linked with the overall stage of national transformation, having distinct
characteristics, contexts and, therefore, the actions needed to be done. From an
approximated timeline perspective, these phases can be defined as follows:

e Phase 1 — Envision and Enable (2016 - 2020)
e Phase 2 — Transform (2021 — 2025)

e Phase 3 — Optimize (2026 - 2029)

e Phase 4 — Sustain and Evolve (2030+)

Phase 1 could be considered as the most difficult phase where awareness was being
created for the critical need to change (‘do or die’) and concurrently the desire for the
change was being ignited. Based on Kubler-Ross’s change management framework,
this is where the government was faced with denial, anger, and resistance to change
at institutional and individual levels. For this phase, a National Transformation Plan
(NTP) was launched with 37 SOs, 316 KPIs and 433 Sls to primarily build the enabling
ecosystems, institutional capacities, and across-government capabilities (Vision2030,
2016).

To govern the V2030'’s rollout, CEDA was established in 2016 by a Royal Decree with
a mandate to oversee “economic and developmental issues, in addition to
coordinating them in a way that helps the state to unify its orientations in all matters
relating to economy and development” (GOV.SA, 2023a). To oversee the V2030’s
performance, the National Center for Performance Management (NCPM) was also
established with a mission to “implement processes that measure public entity
performance and offer the support to achieve the Kingdom'’s Vision 2030, associated
development plans, and improve communication with beneficiaries” (Adaa, 2023). The
governance structure is illustrated on the next page:
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Figure 4: Vision 2030 Governance Model

Source: (SPA, 2016)
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HM King Salman decreed each Ministerial body to adopt the NTP, develop their VRPs,
and initiate the transformation process needed to achieve organizational readiness
status by 2020 to launch into the next phase of the V2030. Vision Realization Offices
(VRO) served as CEDA’s own project management arms within the ministries to
provide support to the leadership, taking on the role of Center of Excellences (CoE).
Each Ministry also formed its own execution body in the form of a Transformation
Management Office (TMO) to execute the NTP and, eventually, the VRP. Under the
TMOs, particularized Target Operating (TOM) Models were defined that would enable
the readiness to launch V2030 and various S| were executed to transition away from
the Current Operating Model (COM) to the future TOM. For reference purposes, TOM
were the new ‘playbook’ for defining Ministerial level Governance, Organizational

Design, Resources, Policies & Procedures, and Systems known as (GORPS).

Three criteria mattered the most when selecting the new public sector leaders
(Ministers, Governors, Chiefs, Heads, Advisors, and their Deputies) of V2030; their
loyalty to HRH Mohammad bin Salman, their willingness to change and their merit.
Whitehead (2023), quoting Davidson, a widely published expert on Saudi and GCC
region statecraft, on loyalty and meritocracy, stated, “In regimes which are one-man
shows, like Saudi Arabia, it's a trend to take people from relative obscurity and build
them up very quickly. It ensures their loyalty will not swerve. There’s no rival power
they’re connected to. They owe their meteoric rise entirely to you.” Whitehead (2023)
also quoted Davidson stating, “(bin Salman) wanted to promote people who were not

connected to the bloated regimes of the past,”

The researcher recapitulates that this was the first time in the public sector of KSA that
management by strategic objectives (similar to Management by Objectives of MBO)
was taking place in a tightly integrated performance management framework using
Balanced Scorecards (BSC) and Performance Dashboards in a rigidly enforced

meticulous governance model.

38



Chapter 1 — Overview of the Researcher’'s Macro Context

1.3. Gaps in Leadership

“My dream as a young man in Saudi Arabia, and the dreams of men
in Saudi Arabia are so many, and | try to compete with them and
their dreams, and they compete with mine, to create a better Saudi

Arabia.”

— HRH Prince Mohammad bin Salman

With the changes that were happening at a very rapid pace, the public sector leaders
were now faced with a novel challenge to address macro-level ‘Wicked Problems’ in
a new ‘Vulnerable, Uncertain, Complex and Ambiguous’ (VUCA) world as
characterized by Bennett, N., & Lemoine, G. J. (2014). These organizational leaders,
from the very Ministerial level to the Director General level did not have the experience,
knowledge, or skills to navigate this complexity. Neither was there a global benchmark
of this scale to fall back upon, and now, the majority of these leaders, facing a steep

learning curve with compressed time frames, were playing catch up.

However, HRH Prince Mohammad bin Salman, continuing the ramping up the pace of
change, stated, “I fear that the day | die, | am going to die without accomplishing what
| have in my mind” and that “Life is too short, and a lot of things can happen, and | am
really keen to see it with my own eyes — and that is why | am in a hurry,” showing no
intention for slowing down (Friedman, 2017).

There was also a circumscription for change in the leadership ethics, styles,
behaviours, and characteristics in order to work with HRH Prince Mohammad bin
Salman, which was to permutate from a stringent autocratic transactional style of
leadership and adopt a flexible affiliated transformational style that is completely
citizen centric. Leaders who resisted change ignored the shift, were unable to adapt
or, worst, intentionally derailed the process were shunned — which is evidenced by the

numerous cabinet, ministerial and directorate level shuffles in recent years.
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The Center for Creative Leadership (CCL) is one of the prominent institutes that are
working very closely with the public administration of KSA to help develop the public
sector leaders of tomorrow, alongside other institutes offering certification/diploma

programs and universities offering their executive leadership development programs.

CCL conducted a survey of 192 senior leaders in KSA, out of which roughly 20% were
in the public sector. In addition, CCL also gathered and compiled data from over 166
surveys conducted in the KSA over time.

Based on the analysis of this survey data, Altman et al. (2020) defined four specific
leadership challenges that the leaders in the KSA have reported facing; these are
depicted in the pie chart hereunder.

Figure 5: Specific Leadership Challenges for KSA Public Sector Leaders

External
Environment
4%

Leading Self
19%

Leading the
Organization
32%

Leading
Others
46%

Data Sourced from (Altman et al., 2020)

The majority of leaders stated that their biggest challenge in the V2030 context is
leading others. CCL takes this to include leading a team or group, establishing
influence, leading across multiple stakeholder groups, and leading own subordinates
(Altman et al., 2020). The next major challenge reported was that of leading an

organization undergoing a rapid and massive transformation in terms of its mandate,
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strategy, operating model, and performance targets. CCL takes this to include talent
management, strategic issues, and complexity in business operations (Altman et al.,
2020). This was followed by the difficulty in self-leadership. CCL takes this to include
situational awareness, selection of appropriate styles and behaviours, prioritization,
and time management (Altman et al., 2020).

Finally, a few leaders also reported challenges with the external environment, which,
according to CCL, may include regulatory, economic, and technological challenges
(Altman et al., 2020). However, given the magnitude of change and the impact that
the KSA is witnessing, these will also include social, political, and, in some cases,

religious aspects.

In this report, based on the leadership survey feedback, Altman et al. (2020) stated

five factors that can lead to career derailment for public sector leaders in KSA:

1. Failing to meet set business objectives that are related to the overall strategic
objectives of the V2030 transformation program.

2. Being overly specialized or too technical, lacking the depth and breadth needed
to lead in a complex, multifaceted environment.

3. Failing to quickly build, effectively manage and intrinsically/extrinsically
motivate a versatile, high-performance team(s) in the newly created position.

4. Having hardships in developing, nurturing, and maturing interpersonal
relationships with immediate superiors, Ministerial executives, public sector
stakeholders, citizens, peers, and direct reports.

5. Resisting change, development, growth, and transformation within the domain

of their control and operation within an existing position.

CCL and their research team then compiled a table to illustrate the gaps by illustrating
the perceived importance and the actual effectiveness of the top fifteen competencies
that were deemed necessary for the leaders (which they lacked or were weak in). This

is presented in the illustration on the next page:
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Figure 6: Leadership Competency Gaps in KSA Public Sector Leaders

Source: (Altman et al., 2020)

To close these gaps, CCL recommended understanding leadership as a collaborative
exercise, creating high-performing teams, taking risks, showing resiliency, and

managing work-life integration effectively.

In response, Mohammad bin Salman Foundation (MISK), a non-profit organization
established by HRH the Crown Prince, has, in collaboration with leading institutes and
consultants, launched its own V2030 public leaders’ leadership development program.
Senior public sector leaders are highly encouraged to enrol in the state-funded
program to help them close their leadership gaps. MISK (Misk, 2023) details the
outline of the program in seven stages as follows:

1. Awareness — Learning to discover trends and leading oneself.
2. Discovery — Learning to understand the needs and leading others.
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Building — Learning creativity and value deployment.
Growth — Learning to lead organizations and scaling up.
Evolving — Learning to ideate for the future and managing change.

Capstone Project — Solving a V2030 challenge.

N o o bk e

Continued and Inter-session Executive Coaching.

The researcher takes the position that since the program is tailored to the
environmental context of KSA and specific to public sector administration with the aim
to enhance the knowledge, skill, and abilities (for both amplifying strengths and
overcoming weaknesses) of the appointed leaders, the gaps are therefore correlated

to the outline of the program.

Kolb’s learning cycle documents the classical approach of experiential learning,
starting with ‘Concrete Experience’ (having the actual experience), followed by
‘Reflective Observation’ (reflecting on the experience), ‘Abstract Conceptualization’
(learning from the experience) and ending with ‘Active Experimentation where one
executes what they have learned (Mughal & Zafar, 2011). The University of Newcastle,
in their Leadership Framework Development Guide, states that only 10% of learning
takes place with education and 20% through exposure to others, whilst 70% of learning
comes from experience in their 70:20:10 rule (University of Newcastle, 2022).

However, this proves to be difficult, as with the emerging future with V2030 being rolled
out in the KSA, the public sector leaders are facing a unique context, to which they do
not individually or collectively have an experience, do not have access to others who
have done so in the past in the given capacity and limited knowledge on transformation

and leadership.

Scharmer (2000) stated that traditional learning and adapting models rely primarily on
the learnings from past experiences of self and others followed by enacting
appropriate behaviours in the new context; however, this may not be relevant for
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effectiveness and success in a given scenario of the new ‘New Economy’ due to lack

of experience and/or knowledge.

Scharmer (2000) proposed that organization and individual learning and adapting can
take place by developing a new cognitive ability that allows one to adapt to the context
of today by learning from the future as it emerges. Calling it “Presencing,” Scharmer’s
alternatively proposed cycle recommends the building of capacity for seeing, sensing,
embodying and finally enacting (Scharmer, 2000).

The researcher, in his context, sees a dire need where leadership experience can

either be substituted, accelerated, or catalysed to fill in the gap.
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1.4.  Drivers for Change in Leadership Style

“Success is not final; failure is not fatal: it is the courage to continue

that counts.”

— Sir Winston Churchill

It can be stated that the leaders operating within the realms of the national context of
KSA facing gaps in their leadership approaches are ‘operating at the edge of chaos’
in a turbulent environment within a diverse ecosystem. What has worked historically
will not work today and not in the future. There is an inherent need to continue to adapt
to a leadership style that will be able to sustainably create value and realize benefits

for the individual, their organization, the citizens, and the country.

Hughes et al. (2002, p.6-8) stated that leadership theory can be thought of a
framework for understanding the dynamics of different elements that directs research
towards a more holistic and structure methodology of contemplating the phenomena.
Two key elements emerge from decomposing this statement: the phenomena and the
variables. The ‘phenomenal’ aspects are discussed in Chapter 3 under “Evolution of
Leadership” by undertaking a literature review, with this section focusing on the
‘variables’, that possibly serve as the drivers, illustrated hereunder, underpinning the

need to change in style.

Figure 7: Drivers for Change in Leadership Style for KSA’s public sector under V2030

KSA'’s evolving
business
climate
Shift to digitally
driven
knowledge-based
economy 5
4
‘- 3
2
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Industrial Globalization and Inconclusiveness
development with regional geo- of leadership
non-oil revenue politics theory and
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e Driver 1 - Industrial development with a focus on non-oil revenue.

KSA is in the process of boosting its industrial sector. One of the VRPs is the
National Industrial Development and Logistics Program, whose objective is to
“transform Saudi Arabia into a leading industrial powerhouse and a global
logistics hub by maximizing the value of its mining and energy sectors while
unlocking the full potential of local content and the 4th Industrial Revolution
(4IR).” (CEDA, 2023).

The VRP, henceforth, focuses on the energy, mining, logistics and industrial
manufacturing sectors driven by the private sector to wean the KSA economy’s
dependence on oil exports and government spending, signalling a shift in the
national strategy. Economic Intelligence reported that KSA is re-doubling its
efforts to establish the industrial sector with the aim of unlocking potential in
renewable energy, advanced light manufacturing, building materials
biotechnology, pharmaceuticals, automotive and military industries (EIU,
2021).

Podolny et al. (2004) documented the fascination of early theorists with the
emerging tension between traditional institutions (e.g., community) and
evolving institutions (e.g., business organizations) along with the meaning-
making function of leadership and noted the shift in focus for newer theorists
on additional variables affecting the leadership paradigms.

e Driver 2 — Intent to shift to a digitally driven and knowledge-based

economy.

Under V2030, KSA established a Digital Government Authority (DGA) in March
2021 that aims to facilitate, accelerate, and catalyse the uptake of digital
transformation and emerging technologies by the public sector (DGA, 2023).
Also, under V2030, KSA established the Saudi Data and Atrtificial Intelligence
Authority (SDAIA) in August 2019 to create enablers, promote, enforce and
regulate the adoption of Artificial Intelligence, Machine Learning, Data Analytics
and Big Data in the public sector with the aim to establish KSA as a leader in
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the elite league of data-driven economies (SDAIA, 2023). Ernst and Young
reported that KSA is establishing a modern state with digital technology at the
heart of its transformation, focusing on digital public services and a thriving
private technology sector, and this very step is changing the fabric of the nation
(EY, 2023).

Merritt (2016) stated that innovation, disruption, and digital transformation
brought about by the Knowledge Era have transformed the focus from industrial
work to intellectual work, similar to the Industrial eras, which had witnessed the
shifting of focus from manual work to mechanized work. Uhl-Bien et al. (2007)
furthered this notion by stating that given the characteristics of the knowledge-
based economy, the previous leadership theories and models no longer remain

suited to achieve leadership outcomes.

Driver 3 — Globalization of markets and geo-political situation of the

region.

KSA, already part of the G20 nations, aims to become one of the top 15 largest
economies of the world under V2030 (CEDA, 2016). V2030 also aims to put
KSA in the top 10 countries in the Global Competitiveness Index and increase
Foreign Direct Investment to 5.7% of GDP, which currently sits at 1% (CEDA,
2016). Mercer, in this regard, reported that V2030 and the transforming KSA
have had a profound impact on the globalized economy, with its local investors,
industry and its sovereign fund experiencing internationalization and the foreign
investors' access to one of the most promising global economies (Mercer,
2019).

Jones & Miller (2010) noted that with the rapidly changing world, there is a need
for diverse kinds of global leadership, and this need is now a ‘matter of survival’.
Perez (2017) stated that leadership literature is limited regarding how
globalization has impacted the leadership process, how national leaders would
conduct themselves across borders, and the impact of political, economic,

social, technical, environmental, and legal issues that need consideration.
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e Driver 4 - Evolving business climate in the KSA.

The government of KSA used to be the main driver of economic flourishment
by public spending, and this is changing with the launch of the Fiscal National
Transformation, Public Investment Fund, and the Privatization VRPs. V2030
aims at increasing the contribution of the private sector towards the country’s
GDP by facilitating regulations, policies, and procedures, improving access to
finances and financial products, provisioning of world-class infrastructure and
resources and modernizing the labour force and its governing systems amongst
other initiatives (CEDA, 2016).

Sarros et al. (1999) stated that the research around leadership theories and
their constant evolution can be correlated with the paradigm shifts in the context
and environments where leadership is executed. Tapscott (1996) discussed the
same drivers in relation to the business process re-engineering and total quality
movements in the 80s and 90s, which have a positive correlation with the
evolution of leadership.

e Driver 5 — Inconclusiveness of leadership theory and research.

King (1990) postulated that each new leadership era with pursuant periods
came into being after realization that the existing theories, frameworks, and
models were simply inadequate to explain the phenomenon of leadership.

McKinsey Global Institute presented an analysis of the position of the KSA in
2014, what would happen if the leadership continued doing Business as Usual
(BAU) with reactive policy changes, and what would happen if they moved
ahead with the transformation and realize their full potential by 2030. This very
report, forming the trigger to and the base of V2030, recommended (in broader
terms) the public sector to focus on modernization, the private sector to have
innovative business models and for citizens to have more choices with added
responsibility in order to achieve the desired outcome by 2030 (McKinsey
Global Institute, 2015). This is depicted in the illustration on the next page.
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Figure 8: Two Pathways and their Key Outcomes for KSA by 2030

Source: (McKinsey Global Institute, 2015)

With these changes and drivers in motion, the style and approach to leadership along
with the associated characteristics, behaviours, values, and ethics, have come into
the spotlight for leaders in the public sector of KSA. Although many elements of
transformational leadership and some remnants of transactional leadership are
present and applicable, with the change becoming a constant phenomenon in the
paradigm, effective leadership techniques will need to be revisited.
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1.5. Summary

Given the national context of KSA and the hard-line precipitous rollout of V2030 that
has been observed in the first phase of the national transformation, the current phase
has been promised to be even more aggressive, with a wider impact. Public sector
leaders who had been inducted in and bred with an autocratic, transactional style need
to adapt quickly to the changes in ‘biblical proportions’ that are happening in their
external and internal contexts. Transformational leadership, with its idealized
influence, inspirational motivation, individualized consideration, and intellectual
stimulation, maybe the immediate go-to style but may not hold the key to sustained
effectiveness.

While heredity factors of Saudis (ethnicity and gender, etc.) and environmental factors
in KSA (education and culture, etc.) play a significant role, it is beyond doubt that the
national context now has an impact, on how leadership needs to be conducted. Quite
a few traits come to the researcher’'s mind as to what a V2030 leader should display

and conform to

1. From both a modernization and technological perspective: ideation, innovation,
disruption, creativity, and design thinking.

2. From a business and operation perspective: citizen centricity, proactiveness,
resilience, agility, perseverance, risk-taking, and adaptability.

3. From a governance and control perspective: ethics, transparency,
collaboration, influence, and accountability.

4. From a personality perspective: competence, trustworthiness, being
inspirational, empathy, and authenticity.

The chapter on Literature Review will seek to shed light on to various domains of
leadership knowledge to help the researcher in assessing the various external
components of his PCLP and the style of leadership that should be adopted by the
researcher given the context in which he operates.
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Chapter 2

2. Researcher’s Leadership Journey and Micro Context

2.1. Introduction

Following on from the macro-context, this chapter provides an overview of the
leadership journey of the researcher and the micro context (organizational and

personal) in which he currently operates.

The first section presents an overview of his background, whereas the second and
third sections exhibit his professional journey from playing a team contributor role in
2003 to an enterprise management role by 2007 and finally transitioning into a
leadership role by 2015. Each change brought with it the need for improving
knowledge, skill, and abilities, re-direction of focus from output to outcome to benefit

and then to value, and finally, ‘seismic’ shifts in behavioural requirements.

The concluding section of this chapter presents the researcher’'s Strategic Arena
Network (SAN) mapping, followed by the review of his own organizational context
within the transforming organization, along with the identified strategic issues that

pose a threat to or are a weakness for his leadership.
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2.2. About the Researcher

“Knowing yourself is the beginning of all wisdom...”

— Avristotle

The researcher is an expat living in the KSA for the past four decades. Born to
Pakistani parents, who were already residing in KSA, he completed his entire
schooling at Manarat al-Riyadh International Schools, one of the leading English
language private schools in KSA at the time.

Islamic teachings at school and the strict societal values in KSA since early childhood
and throughout his teenage years had a profound influence on the development of the
researcher. Although the researcher inherited the Indo-subcontinent ethnic
background from his parents, but growing up in KSA, the Arabian traditions, along with

the Saudi culture and norms, were predominant in his behavioural interactions.

Access to the Internet was announced for the first time in KSA in 1997 while the
researcher was in high school, sparking his interest in technology. In the summer of
1998, he took on his first placement in one of the leading computer hardware and
networking companies in Riyadh, Digi-Net, learning to assemble desktops, install
business software, deploy small scale local area networks, and troubleshooting
solutions. He decided to return a year later, in 1999, after graduating from high school,
to spend his summers at Digi-Net before going to university. By then, KSA had
launched the Internet publicly. These internships laid the foundation that then
continued to shape the choices that he made later for his academic journey.

Enrolling in the University of Huddersfield, United Kingdom, he completed his
bachelor’s degree in software development (Honours) in 2003 and returned to KSA to
start his professional career.

In the last two decades, his work spanned Information Technology,
Telecommunications, Energy, Security, Public Housing, and the Defence domains in
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both the private and public sectors of KSA, details of which are discussed in the next
section, relevant to the leadership journey. Having a go at innovation and disruption,
he also co-founded a technology start-up in KSA in 2021.

To keep abreast with the knowledge, update his skills and improve his abilities as he
progressed in more senior roles, he attempted and cleared a number of professional
certifications in  Portfolio/Program/Project Management, Quality Assurance,
Performance Management, Strategy, Digital Transformation, Business Analysis, Data

Analytics, Change Management and Governance, Risk & Compliance.

In 2018, he also completed the Certificate of Management Excellence from Harvard
Business School, United States, which heightened his interest in citizen-centric benefit
realization and national-level value creation through leadership development.

With an ever-increasing portfolio of responsibilities and the nature of job requirements,
the researcher decided to advance himself academically and completed his master’'s
degree in business administration with a major in Technology from the University of
New South Wales, Australia, in 2021.

However, this still did not seem enough. V2030 and the mega transformation that it
was heralding at the macro and micro levels, in addition to the potential impact that
the researcher could potentially create given his position, fuelled his quest to take on
the apex challenge of his academic and professional development journey, the

Doctorate in Business Leadership (DBL) in 2022 from Torrens University, Australia.
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2.3. Evolution of Leadership - Roles and Industries

“We keep moving forward, opening new doors, and doing new
things because we’re curious and curiosity keeps leading us down

new paths.”

— Walt Disney

While Bush (2008) critically explores the transition from management to leadership as
an impact creating role shaping outcomes, Watkins (2012), a career transition expert
and researcher, discusses the transition of an employee from a manager to a leader
by navigating what he calls the seven seismic shifts: Specialist to Generalist, Analyst
to Integrator, Tactician to Strategist, Bricklayer to Architect, Problem Solver to Agenda
Setter, Warrior to Diplomat, Supporting Cast Member to Lead Role. These shifts will
be used to provide a perspective into the researcher’s leadership evolution through
his progression in each of his roles.

Two of the major externalities impacting the researcher’s leadership are the V2030
transformation drives (macro) and the presence of VUCA in the organization’s
operating environment (micro), presenting unique challenges in his leadership
paradigm. These will also be identified in each of his roles.

Aug 2003 — May 2007 Head, Information Technology
Domain: Information Technology Organization:Raem Group, KSA

This was the researcher’s first job after graduation. His core role was to supervise the
IT team responsible for designing and delivering technology solutions (hardware and
software) and providing associated support services to third parties. In some
instances, with large clients or public sector entities, the researcher also played
commercial support roles. The researcher’s team spanned up to 10 direct employees,
mostly consisting of technical skilled staff (~80%) and some semi-skilled staff (~20%).
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The table below depicts the seismic shifts, the existence of VUCA and the impact of
V2030.

Table 1- Leadership Dynamics Overview in Raem

May 2007 — Dec 2011 Technical Manager
Domain: Telecommunications Organization:Pan Gulf Holding, KSA

This opportunity presented a new challenge in a different domain and required a
different area of expertise as well. The researcher was responsible for deploying end-
to-end telecommunication wireless and wired backbone, distribution, and last mile
infrastructure. This included the need to manage civil, electrical, and mechanical
works in addition to the technology side. The researcher was also responsible for
playing commercial and administrative support roles as part of his job requirements.
The researcher’s team spanned up to 100 direct employees made up of technically
skilled staff (~20%), semi-skilled staff (~50%) and unskilled labour (~30%). The table
below depicts the seismic shifts, the existence of VUCA and the impact of V2030.

Table 2 - Leadership Dynamics Overview in Pan Gulf
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Jan 2012 - Jan 2013 FTTH Projects Manager

Domain: Telecommunications Organization:Mozoon Group, KSA

This role was similar to the one with Pan Gulf, with the only change being that the
researcher was to build, operationalize and manage a new business unit within the
group for a new business line that was being explored by the Group. The researcher
was required to manage a core internal technical team and a large group of
subcontractors to whom the civil, electrical, mechanical and telecom works were
outsourced. The researcher’s internal team spanned up to 250 direct employees made
up of technically skilled staff (~70%) and semi-skilled staff (~30%). The table below
depicts the seismic shifts, the existence of VUCA and the impact of V2030.

Table 3 - Leadership Dynamics Overview in Mozoon

Jan 2013 — May 2015 Program Head / Regional Manager
Domain: Telecommunications Organization: Trans Telecoms, KSA

In terms of domain and responsibilities, this role was similar to the last two roles with
the exception that this was a much larger organization and spread out nationally. The
researcher was responsible for managing the Eastern and Western regions of KSA
while being based out of the Central region to lead a new critical communication
infrastructure government contract that was being established as a program in the

headquarters.

The researcher was first exposed to leadership responsibilities in this role. The
researcher’s team spanned up to 1500 direct employees made up of technically skilled
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staff (~40%) and semi-skilled staff (~60%). The table hereunder depicts the seismic
shifts, the existence of VUCA and the impact of V2030.

Table 4 - Leadership Dynamics Overview in Trans Telecoms

May 2015 — May 2017 Senior Projects Manager
Domain: Security Organization: Ministry of Interior, KSA

The position in the Ministry of Interior (Mol) was the first position in the researcher’s
career that provided him a real opportunity of practicing leadership and that too in the
public sector in an entirely different domain. The role of the researcher was to lead a
number of national-level security and technology mega projects for the various
agencies of the Ministry under a classified modernization program.

The impact of the program was geared towards enhancement of national security and

the improvement of digital citizen services.

The directorate, whose leadership team the researcher was a crucial part of, was
awarded the prestigious excellence award for the Best Government Modernization
Initiative in the National Absher Forum in 2017.

The researcher had a mixed team of civilians and military personnel that spanned up

to 20 direct employees made up of managerial staff (~30%) and highly skilled staff

o7



Chapter 2 — Researcher’s Leadership Journey and Micro Context

(~70%). The table hereunder depicts the seismic shifts, the existence of VUCA and
the impact of V2030.

Table 5 - Leadership Dynamics Overview in Mol

June 2017 — Aug 2019  Director Performance Management
Domain: Public Housing Organization: National Housing Company,
KSA

The organization was an execution arm owned by the Ministry of Housing (MoHo),
serving as the second leadership opportunity for the researcher that was considerably
the greatest in terms of delivering benefits and driving citizen impact. This was also in
a domain which had little linkage to the researcher’s knowledge and experience. The
researcher participated in the planning, designing, execution and management of the
Housing VRP under V2030. He also oversaw the establishment and performance of
six core programs (Homeowner Association, Title Sub-division, Sustainability, Saudi
Real Estate Institute, Housing Public Private Partnership, Public Housing) and
provided support for four critical programs (Building Technology, Centralized
Procurement, Conflict Resolution Center, and MoHo Support Program). The
researcher’s role included leading enterprise performance management, budgeting,
project management office, citizen experience, and quality assurance departments.
During this period, he also served as the acting Business Services Director, leading
procurement, administration, logistics and technology departments.

The culmination of all the efforts put in by the team, the researcher’s peers and his
leadership led to the organization winning the Best Government Initiative Award for
the GCC Region in 2018.
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The researcher’s team spanned up to 50 direct employees consisting of managerial
staff (~20%) and skilled staff (~80%). The table hereunder depicts the seismic shifts,
the existence of VUCA and the impact of V2030.

Table 6- Leadership Dynamics Overview in MoHo

Mar 2019 - Present Advisor to Chief of Staff
Domain: Defence Organization:Ministry of Defence, KSA

The position with the Ministry of Defence (MoD) represented the senior-most
leadership role and a functional position that the researcher had obtained in his career
to date. This role was also another major shift in the domain and represented a very
steep learning curve that needed to be mastered both meticulously and expeditiously.

The Ministry, at that time, was headed by HRH Prince Mohammad bin Salman, with
himself as the Minister of Defence, and was to undergo a revolutionary modernization
under the Transformation Program inspired by the V2030. This would initiate a pivotal
re-organization that would see a new civilian side of the organization being created,
with nineteen General Directorates transitioning from the military side to operate
unified strategic, administrative and support functions for the armed forces. Advising
the civilian side of the organization, the researcher’s scope spans the transformation
of the organization through a new target operating model rollout, digital transformation,
overseeing strategic portfolio and programs, human capability development, veteran
and family support program, military housing, health services, facilities management,
and spending efficiency.
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The researcher’s role further includes providing executive support to the Assistant
Minister, Vice Minister, Chief of Staff and three Deputyships in specific areas. The
global COVID-19 pandemic also hit during this tenure, causing a major impact on

people, processes, systems, and governance.

The researcher’s direct team spans up to 20 employees consisting of managerial staff
(~20%), skilled staff (~80%), and up to 130 indirect staff members within the Chief’s
office. The table below depicts the seismic shifts, the existence of VUCA and the
impact of V2030.

Table 7 - Leadership Dynamics Overview in MoD

Dec 2019 - Jan 2021 Thought Leader
Domain: Energy Organization:  Nuclear & Radiological
Regulatory Commission (NRRC), KSA

This opportunity came about during the COVID-19 pandemic, where the researcher
was referred to from his principal organization leadership to support the establishment
and operationalization of one of the country’s most critical entities. The role involved
assisting His Excellency (HE), The Governor, to set up his executive office, providing
him with executive support and acting as a thought leader for articulating the
organization’s strategy, defining governance structure, and developing a self-

sustaining financial model and departmental operating plans.

The researcher’s team spanned up to 4 direct employees made up of highly skilled
consultancy and advisory staff. The table on the next page depicts the seismic shifts
(overlapping with the MoD), the existence of VUCA and the impact of V2030.

60



Chapter 2 — Researcher’s Leadership Journey and Micro Context

Table 8 - Leadership Dynamics Overview in NRRC

Jan 2021 - Present Co-Founder
Domain: E-Commerce Organization:House of Wishes (HoW), KSA

The researcher co-launched this bootstrapped start-up to serve a niche in the market
where a desired product was not available locally in the retail shops or online with local
delivery but could be purchased overseas and either brought in by travellers to KSA
wishing to monetize their luggage allowance or shipped from the point of origin by

residents of the country of origin looking for an extra income source.

This was a novel challenge, where the leadership and management skills from both
private and public sectors were evaluated in an entirely different business environment
and context. These presented themselves as overcoming the fear of failure, subduing
impostor syndrome, building an inspired shared vision and belief and assembling a

high-performing team.

The researcher akin this role to ‘surfing at the edge of chaos’ (Pascale, 1999). At this
point, the researcher’s team spans 5 direct employees, consisting of entirely skilled
staff.

The table on the next page depicts the seismic shifts, the existence of VUCA and the
impact of V2030.
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Table 9 - Leadership Dynamics Overview in House of Wishes

Jul 2023 - Present Personal Advisor & Consultant to Acting-CEO
Domain: Sports Organization:Saudi Paralympic Swimming
Federation (SPSF), KSA

The researcher was requested by a member of the Saudi Olympic and Paralympic
Committee to help develop a comprehensive three-year strategy to promote the sport
at grass-root levels in the KSA and to allow the especially abled swimming athletes to
represent KSA at the global stage and achieve ranked and record outcomes. In the
spirit of giving back to the country, the researcher took on this role on a non-monetary
volunteer basis. This was an extraordinary opportunity where the researcher could
draw upon his V2030 implementation experience, leadership knowledge, and skills
bridging with the spirit of social equity, diversity, and inclusivity. It was also intricately
linked to the outcome of the PCLP, demonstrating his dedication to creating a societal
impact by deploying his values, ethics, and leadership approach. The table below
depicts the seismic shifts, the existence of VUCA and the impact of V2030.

Table 10 - Leadership Dynamics Overview in Saudi Paralympic Swimming Federation
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As part of the Leadership Supporting Portfolio, a catalogued showcase of published
and unpublished materials (CONFIDENTIAL) that are relevant to the various roles of
organizational leadership that the researcher has played over an extended period,

described in the sections above, is provided.

Please refer to:

e Section 1 for works related to Mol.

e Section 2 for works related to MoHo.
e Section 3 for works related to MoD.
e Section 4 for works related to NRRC.
e Section 5 for works related to SPSF.

e Section 6 for works related to HoW.
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2.4. Historic Leadership Feedback

“An expert is a man who has made all the mistakes which can be

made in a very narrow field.”

— Niels Bohr

In 2018, the researcher was subjected to a leadership assessment conducted by
HayGroup as part of his executive leadership development program with the Harvard
Business School, as devised by the MoHo. This served as a baseline for competency
development under the V2030-inspired learning and development program for the
senior leadership of the Ministry. A detailed questionnaire was distributed to his direct
manager, six direct reports, three peers, two clients/customers, and two others
including one vendor and one consultant. The same questionnaire was also required
to be answered by himself to serve as a comparison between his own perception and
the perception of others. All raters in the survey were required to be highly familiar with
the researcher and were in constant current interaction with him. Rater agreement
levels were also considered for the responses, with higher agreement levels meaning
higher consistency in the ratings. This is depicted hereunder in the cross-section taken

from the report.

Figure 9: Leadership Survey Rater Assessment

Source: (HayGroup, 2018)
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The competencies assessed in the survey were in five clusters defined hereunder.

1. Self-Awareness: Emotional Self-Awareness.

2. Self-Management: Achievement Orientation, Adaptability, Emotional Self-
Control, and Positive Outlook.

3. Social Awareness: Empathy and Organizational Awareness.

4. Relationship Management: Conflict Management, Coaching and Mentoring,
Influence, Inspirational Leadership and Teamwork.

5. Cognition: System Thinking and Pattern Recognition.

The weaknesses were identified in three clusters: Self-Awareness, Relationship
Management and Cognition. The researcher’s limitation in the ability to describe
reasons for his own feelings, difficulty in showing awareness of his own feelings and
acknowledgement of his own strengths and weaknesses led to a lower score for
Emotional Self-Awareness (4.1 out of 5). Whereas not trying to resolve conflicts by
candidly talking about the disagreement with the individuals involved, not bringing the
conflict out into the open, being unable to de-escalate the emotions in a conflicting
situation, and not having the ability to find common ground and a solution that
addresses everyone’s interest led to a lower score for Conflict Management (4.2 out
of 5). Finally, the researcher’s inadequacy to perceive similarities among diverse types
of situations, lower ability to identify patterns or trends in seemingly random
information, weakness in the ability to perceive themes or patterns in events, and
struggle in using metaphors and analogies led to a lower score for Pattern Recognition
(4.1 out of 5).

Another recognizable issue from the survey was that the researcher consistently rated
himself somewhat higher in thirteen of the fourteen competency areas than the raters.
This demonstrated that although the researcher may have good internal self-
awareness, he is struggling with external self-awareness or how others perceive his

actions, leading to an imbalance.

The remaining eleven competencies were determined to be the researcher’s

strengths. Areas of potential improvement (4.3 to 4.5 out of 5) were Emotional Self
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Control, Positive Outlook, Empathy, Influence with Adaptability and Systems Thinking
being on the borderline. These results are depicted in the figure hereunder.

Figure 10: Leadership Assessment Results

Source: (HayGroup, 2018)

A follow-up survey to gauge improvements was scheduled for 2020 but could not be
completed as the researcher had moved to another government organization that did

not follow a similar learning and development plan.
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2.5. Setting the Strategic Arena

“Strategy is not the consequence of planning, but the opposite: its

starting point.”

— Henry Mintzberg

The SAN mapping methodology allows the researcher to map his internal and external
business relationships; the information flow with his stakeholders, the governance and
control mechanisms in place and how both his personal ecosystem and leadership

paradigm are integrated as an organization.

In his current role, the researcher’s highest priority is the rollout of the Target Operating
Model, driving Digital Transformation, overseeing the Strategic Portfolio & Programs,
and providing executive support to the Chief of Staff and the Assistant Minister of
Defence. Medium-priority engagements include Human Capability Development and
Veteran & Families Support Programs. The lower priority is the support for Military
Housing, and the lowest include Facilities Management, Health Services and
Spending Efficiency.

Within the organization, the researcher interacts with the Executive Affairs, which the
Assistant Minister of Defence heads; the Armed Forces, which is headed by the Vice
Minister of Defence and the Ministry of Defence’s core organization structures and
functions, which is headed by the Minister of Defence.

Due to the nature of the organization and the sensitivity of the position, the researcher
is unable to share the supply and demand system of the organization and that which
is related to his own function for confidentiality reasons. However, the figure on the
next page illustrates the researcher’s current personal SAN.
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Figure 11: Strategic Arena Network (Personal)
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The SAN represents an arena for the researcher where he is serving multiple
‘demand” systems whilst being able to utilize his narrow “supply” capabilities. The
situation necessitates the adoption of a “Capability Strategy” to guide his strategic

leadership development. This selection of strategy is based on the matrix hereunder:

Table 11 - SAN Business Strategies

Source: (AGSL, 2022a)

This entails that the researcher will need to synthesise his leadership’s “competitive
advantage” by identifying, building, aligning, reinforcing, and sustaining uniquely
differentiated, specialist leadership capabilities in the public transformation space.
This also means that by gaining continuous experience in rolling out transformative
VRPs, the researcher can leverage this learning and the resulting experiences to pivot
to other senior leadership roles or to entirely different domains within the public sector.

Teece (2018) presented an interesting dynamic capability framework which states the
need to “Sense” or identify the opportunities, “Seize” to design and optimize the model
and commit resources and finally “Transform” to realign structure and culture for a
selected strategy. The researcher, therefore, looks towards developing his PCLP
using the dynamic capability-building framework under the capability strategy.

The contextual elements of the MoD that are affecting the leadership paradigm have
significantly changed since the beginning of its multi-year transformation program.

Based on the researcher’s observation, the table on the next page depicts how the

69



Chapter 2 — Researcher’s Leadership Journey and Micro Context

context has evolved in the SAN.

Table 12 — Evolution of Context within MoD

As the environment changed from complex to chaotic, the style of leadership
metamorphosed. Pre-V2030, the leaders focused on highly structured and governed
processes, rewards and retributions based on performance (transactional), whereas,
to help their department transition smoothly, leaders adopted a more supportive role
and pushed for flexibility in policies and procedures to accelerate the transformation
(situational). Decision-making was centralized with stricter control as in any military
organization (autocratic), which evolved to a democratic style that encouraged team
participation, collaboration of stakeholders and somewhat shared decision-making
(democratic). Also similar to military organization, the MoD had a transparent chain of
command and rigid organizational structure (hierarchical); with the transformation
program, it shifted to a distributed leadership structure that demonstrated ownership,
responsibilities and accountabilities spread across several leadership and managerial
positions. With this change, the decision-making usually made at the top of the chain
of command by the highest-ranking official was distributed downwards through various
levels of the MoD with updated governance policies and structures.

The core driver of this evolution was primarily based on the strategic initiatives and
the reforms under V2030 undertaken by the MoD. The focus on capacity building and
capability enhancement, policy changes, regulatory amendments, and adaption of
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innovative technology in decision-making, underpinned by an organizational culture
shift to a more inclusive and participatory style, were central to this transformation.

Henceforth, from the researcher’s viewpoint, the capabilities needed to lead pre-
V2030 are no longer applicable in the V2030 transformation journey as the modus
operandi has completely evolved. This further establishes his choice for the “Capability
Strategy,” given the new paradigm and the way the organization has chosen where to
play and how to win under V2030, which is further represented below in a matrix view.

Figure 12: Innovation-Ambition Matrix Depicting the Need for a New Capability Strategy

Target New & O . ‘

Future Needs

. Environment

@ Leadership Serve Near Term
Needs
O Culture

. Sensing
O Deciding

O Leaming Serve Existing
Needs
O Feedback

ness)

Where to Play

(Disruptivel

iraditional Incremental

Systematic Innovative

Existing Interventions Interventions Interventions

How to Win
(Maturity)

This ambitious innovation-driven evolution has also given rise to a number of strategic
issues that the researcher now faces in his paradigm. As a result, a Political,
Economic, Social, Technological, Environmental, and Legal (PESTEL) analysis was
conducted in DBL704 for the SAN of the organization and a Strength, Weakness,
Opportunity, Threats (SWOT) analysis was conducted in DBL702 for personal
leadership. Both these analyses were conducted while the researcher was in the same
organization (MoD). This consistency in organizational context ensures that the
findings are coherent and directly relevant to the organizational environment and
leadership challenges faced by the candidate. The close timing of these analyses
further reduces the potential for error variance, as the organizational dynamics and

external factors were relatively stable during this period.
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SWOT (Q3 2022) — This exercise focused on identifying the researcher’s
strengths, weaknesses, opportunities and threats in the context of his
leadership capabilities and potential for growth and increasing effectiveness.

PESTEL (Q4 2022) — This exercise aimed at providing a comprehensive scan
of the external environment and identifying key macro-environmental factors
that could impact the researcher’s organization and challenge his leadership

performance.

The table below represents the identification and grouping of the identified strategic
issues (macro and micro) in prioritization sets calibrated for the researcher’s

organizational context and leadership paradigm from a personal perspective.

Table 13 - Issue Identification (based on SWOT & PESTEL)

The researcher considers the position of HRH the Crown Prince as the core macro-
level issue, as his position is deterministic for the continuousness of V2030. The
researcher also considers the adaptive fatigue at both personal and organizational
levels from the constant evolution under V2030 as the core micro-level issue.
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2.6. Summary

This chapter completes the overview of the research context.

The researcher, given his current career trajectory, conjectures that his future
leadership roles will continue to be in the public sector of KSA. The mapping of the
strategic arena and its context has helped the researcher to understand his micro-
level context and the strategy he needs to adopt for both his leadership development

and engagement.

Therefore, the current macro and micro-level context discussed in this chapter and the
previous one will possibly continue to remain applicable, with V2030 being the basal
factor evolving and influencing the researcher’s leadership paradigm.

A number of his strengths and weaknesses from the baseline leadership survey have
been emphasized, which will feed into the research design. One underlying theme is
emerging from the various roles of the researcher in the diverse industries of both
public and private sectors and his leadership journey before and during the V2030
rollout - Adaptability. What remains to be seen is how this attribute can play a part in
the formalized leadership approach of the PCLP.

The next chapter of the Literature Review will further explore applicable areas of
leadership knowledge to help the researcher develop various elements of his PCLP

and help to craft the style of leadership for his context.
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Chapter 3

3. Literature Review

3.1. Introduction

This chapter is divided into six sections. In the first section, the evolution of Leadership
and its associated theories throughout the modern age is reviewed. This is followed
by the exploration of leadership in the public sector space and the differences or
implications that it has, if any, in contrast with the private sector. In the third section,
the theories around Contingent Leadership approaches are investigated. As a segway
to this specific approach of interest in leadership, an ethical approach to leadership is
further investigated with a particular focus on the utilitarian philosophy. In the fifth
section, the Complex Adaptive Systems (CAS) literature is reviewed. Finally, to further
the research and development, the literature around Grounded Theory is also

examined.

The literature reviewed in this chapter establishes the basis of the research design
and execution and informs the development of both the PCLP along with the first
outline of the conceptualized Leadership Vision Board (LVB). The researcher seeks
to explore relevant topics to answer six sequential questions in this regard:

1. What is leadership, and how did it evolve?

2. How is public sector leadership different from private sector leadership?

3. Taking the environment and context into consideration, which theory affords
the leader the greatest adaptability in their leadership style?

4. Which ethical philosophy best serves the interest of the citizens and the
subordinates in the given national context of KSA?

5. How will complexity be addressed in the leadership paradigm?

6. What if none of the leadership theories are applicable in the given context?
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To provide facilitate a deeper understanding of the interconnected concepts explored
in this thesis to answer these inquiries, mind mapping as a tool has been used. This
visual guide serves as a structured pathway, illustrating the relationships between
various leadership components, issues, theories and their practical implications within
the context of V2030 in the candidate’s paradigm. The figure hereunder depicts the
process of creating the visualisation.

Figure 13: Mind Map Creation Process
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The structure of the inquiry into various knowledge domains is depicted as a mind map

hereunder.

Figure 14: Mind Map of Inquiry and Related Knowledge Domains
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3.2. Evolution of Leadership

“It is not the most intellectual of the species that survives; it is not
the strongest that survives; but the species that [...] is able best to

adapt and adjust to the changing environment in which it finds itself.”

— Charles Darwin

DeMeuse (1986) and Mitchell (1979) both have stated that Leadership has been a
subject of inquiry, with Bass (1997) stating that leadership behaviours and factors that
have an implication on effective leadership have remained a focus of continued
empirical research. Drucker (1992) postulated that throughout history, every few
centuries, a major transformation occurs in the social, economic, or political contexts,
and societies completely re-arrange their values, views, norms, and structures. It is
with this transformation that gaps in previous thinking, theories and ideologies are
created, and new research is conducted to address the needs of the age. With time,
Podolny et al. (2004) observed that in the last few decades, a focal transference in

leadership studies has occurred from ‘meaning making’ to ‘economic performance.’

During DBL Module 701, it was an astonishing revelation to the researcher that
scholars and researchers have yet to agree on the definition of leadership. Bass
(1997) stated that the definition of leadership has varied each time with the person
who has attempted to define it, creating confusion. What was even more intriguing to
discover was that there is also a lack of an agreed-upon classification system of
leadership that groups the diverse types (also not very well defined). Reser & Sarros
(2000) note an absence of a ‘classification system’ of leadership theory, making the

process of defining the ‘types’ of leadership fractious.

Bass (1997) stated that despite the ambiguity and confusion around leadership, there
is sufficient similarity between the definitions to create a rough classification scheme.
To provide structure to leadership studies and to understand its evolution, King (1990)
and Van Seters & Field (1990) together proposed a grouping approach and an
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evolutionary tree portraying the progress of theories and their linkages in ten ‘distinct’
eras. This is reproduced in the figure below.

Figure 15: Leadership Evolution Tree

Integrative Era ?
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Transformational Era

Culture Era Influence + Situation
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Operant Period

T

Late Behaviour Period
Behaviour Era
Early Behaviour Period

Persuasion Period
Influence Era

Power Relations Period

Trait Period
Personality Era

Great Man Period

Adopted from (King, 1990)

The evolution of leadership over time, as depicted in the figure above, is explicated
hereunder, segregated into the definitive eras, and then further divided into well-
defined periods. This investigation was conducted based on the literature review of
artefacts from Van Seters & Field, King, and Sarros et al.
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The Personality Era can be considered as the first formal era of leadership theory
development and was linked to two well-defined periods: Great Man and the Trait
Periods (King, 1990).

King (1990) stated that the Great Man Theory was discussed as early as 1841 by
Carlyle, developed further in 1869 by Galton and then finally refined by Bowden in
1927 with pivotal research that connected the personality of the leader with the act of
leadership. This theory’s focal point was the historical performance and achievements
of great leaders and proposed that individuals who would copy their personalities and

behaviours would become powerful leaders (King, 1990).

King (1990) stated that the Trait Theory was only a minor advancement to the Great
Man Theory as it first appeared in 1927, as discussed by Bingham. This theory
disconnected the leadership’s association with the leader and moved towards
identifying an ensemble of generalized traits that, if adopted, would make any
individual an effective leader (King, 1990).

The researcher observes that in the last three decades (up to 2015), the selection of
leaders in key positions of public sector entities (e.g., Governorates, Ministries,
Authorities, Agencies, Presidencies, Councils) by the monarchy in the KSA was based

on the lineage or linkage with the Royal Family and on the traits that they displayed.

The Influence Era, building on the Personality Era by establishing that leadership was
based on the relations between individuals, also had two well-defined periods: Power
Relations, and the Persuasion Period (King, 1990).

King (1990) stated that the Power Relations Period was developed based on Five
Bases of Power Approaches by French in 1956 and furthered by French & Raven in
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1959. The focus was on the root of power, which the leader drew from and how the
leader then utilized this power in the act of effective leadership and in the dominating
control of the people (King, 1990).

King (1990) stated that the Persuasion Period was characterized by the development
of the Leader Dominance Approach by Schenk in 1928 where coercion was
discounted, however, the leader continued to be the dominant member of the leader-
follower group based on the power dynamics and balances within.

The Behaviour Era had three well-defined periods: Early Behaviour, Late Behaviour,
and Operant Periods (King, 1990). This period overall, as Sarros et al. (1999) stated,
measured observable and documentable leadership behaviours that contributed to
effective and ineffective leadership actions and outcomes.

King (1990) stated that the Early Behaviour Period augmented the Trait Period by
focusing on leadership via behavioural traits instead of the personality traits of the
leader. Reinforced Change Theory emerged in this period by Bass in 1960 and two
studies were conducted; one in 1955 by Ohio State led by Fleishman et al. and the
second, six years later in 1961 by Michigan State led by Likert (King, 1990).

King (1990) stated that the Late Behaviour Period built on the Early Behaviour Period
by modifying and adjusting them for use in various managerial contexts. In this period,
four important theories emerged: the Managerial Grid Model by Blake & Mouton in
1964, the Four Factor Theory by Bowers & Seashore in 1966, Action Theory of
Leadership by Argyris in 1976 and the Theory X and Y by McGregor in 1960 (King,
1990).

King (1990) stated that the Operant Period was defined by the work of Sims in 1977
and furthered by Ashour and Johns in 1983, which concentrated the research on the
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manager as the leader of an organization, with reinforcement of both relevant leader

and relevant subordinate behaviours.

The Situation Era significantly advanced leadership theories and had three well-
defined periods: Environment, Social Status, and the Socio-technical Periods (King,
1990). King (1990) stated that the Environment Period was led by the Environment
Approach by Hook in 1943 and the Open Systems Model by Katz & Kahn in 1978.
This period put forward the concept that leadership happens when an individual is at
the right place at the right time in the right circumstances, doing the right thing,
regardless of the individual’s position (King, 1990).

King (1990) also stated that the Social Status Period saw the emergence of the Role
Attainment Theory by Stogdill in 1959 and the Leader Role Theory by Homans in 1959.
This period’s focus was that individuals in a group execute certain tasks in congruence
with their historic actions and behaviours, and this forms the basis of the leader’'s
expectation of the subordinate (King, 1990).

King (1990) finally stated that the Socio-technical Period had one main approach by
Trist & Bamforth in 1951 defined as socio-technical systems. This period integrated
the approach of the Environment Period and the Social Period with the recognition of
group influence toward leadership action (King, 1990).

Similar to the Situational Era, the Contingency Era also advanced the evolution of
leadership but did not have any distinctive periods as such; however, it had five
different leadership theories that emerged: Contingency, Path-Goal, Situational,
Multiple Linkage and Normative Theories (King, 1990).
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King (1990) stated that this era was unique in way that it proposed that leadership
cannot be found in its “purest” forms as it was theorized in all the previous eras, but it
was comprised of aspects from them all based on either personality, behaviour,
influence, or situation. King (1990) further noted that the five contingency theories,
although very dissimilar to each other, have generated both strong empirical support
and controversies in contemporary leadership studies.

The main theories are reviewed in further detail in Section 2.3 of this report as the
researcher has a deeper interest towards the application of contingent leadership as
part of his PCLP, affording him greater adaptability in his paradigm.

The Transactional Era had two well-defined periods: Exchange and Role Development
Periods (King, 1990). King (1990) stated that the Exchange Period was highlighted by
the Member Exchange Theory by Dansereau et al. in 1975, the Reciprocal Influence
Approach by Greene in 1975 and the Emergent Leadership in 1958 by Hollander.
Holding a strong place, even today, all these theories point out that leadership is
centred on the transactional links and the subsequent relationship between the leader
and the followers (King, 1990).

King (1990) stated that the Role Development Period was denoted by the Social
Exchange Theory developed by Jacobs in 1970 and further by Hollander in 1979, in
addition to the Role Making Model put forward by Graen & Cashman in 1975. These
three theories furthered the developments of the previous period with an infliction on
the relationship between the leader and the follower, linking it to their respective roles
(King, 1990).

Based on these premises and the work of the researcher in the public sector, the
researcher induces that the government of KSA expected leaders and managers
within its entities to reflect transactional behaviour and associated attributes,
characteristics, and traits prior to the launch of V2030.
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The Anti-Leadership Era also had two well-defined but relatively short-lived periods:
Ambiguity and Substitute Periods, with both being based on a disturbing sentiment
that there is no concept of leadership, as all the different attempts at explaining
leadership actually did not explain leadership at all (King, 1990).

King (1990) stated that the works defining the Ambiguity Period were documented by
Pfeffer in 1977 under the Attribution Approach, where he defined leadership as merely
a symbol and the performance of the leader had no direct effect on the actual

performance of the subordinate or the organization.

King (1990) stated that the works defining the Substitute Period were put forward by
Kerr & Jermier 1978 as the Leadership Substitute Theory. This theory suggests that
the tasks given to the subordinate are affected by the characteristics of the
organization and the subordinate and, therefore, may prevent leadership from driving

the performance (King, 1990).

The Culture Era quickly superseded the Anti-Leadership Era and, similar to the
Contingency Era, did not have any distinctive periods as such; however, it had five
leadership frameworks that transpired: McKinsey 7s, Theory Z, Search of Excellence,
Schein, and Self-Leadership Frameworks (King, 1990).

King (1990) stated that this era was linked with the findings that leadership was not a
phenomenon of the individual, followers, or groups but, in fact, “omnipresent” in the
organizational culture itself. King (1990) further stated that the importance was
towards defining and establishing the culture of the organization with which leadership

would eventually emerge and be prevalent when it is needed.
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The researcher discerns that as part of the ongoing transformation under V2030,
culture change is becoming a central focal point in public entities. The initiatives rolled
out in four public sector entities, witnessed by the researcher, focused on employee
experience, customer experience, effective communication, value-based actions and
behaviours, motivation & engagement, diversity & inclusiveness, stakeholder

involvement, and inter & intra relationship building.

The Transformational Era had two well-defined periods: Charisma and Self-Fulfilling
Prophecy Leader Period (King, 1990). Sarros et al. (1999) comment that incorporating
aspects of the trait, behaviour, power-influence, situational and contingent
approaches, this Era is considered to be the most recent and most promising
advancement of the leadership theory that focuses on intrinsic motivation rather than

the extrinsic motivation — the focal point of previous theories.

King (1990) stated that the Charisma Period, building on the Culture Era, was based
on the concept that leaders are visionary and are committed to building a shared vision
that will not only transform their followers but also provide them with a stronger
purpose and meaning in life. This period saw the style of leadership change from a
passive to a more active one, where the leader was not only ideating and envisioning
a future state but also working towards enablement and empowerment of the
followship (King, 1990).

King (1990) stated that the Self-Fulfilling Period, theorized mainly by Field in 1989,
involves the transformation of the individuals’ self-concepts, whether he is a leader or
is in the following group of a leader, indicating that transformation can be initiated from
the top down or bottom up, regardless to the position of the individual. Bass'’s research
in 1985 also provided a base for this period with the Performance Beyond

Expectations Approach (King, 1990).
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Based on these premises and his observations, the researcher concludes that the
government of KSA expects its existing and emerging leadership within its entities to
reflect transformational behaviour and associated attributes, characteristics, and traits

subsequent to the launch of V2030.

From the researcher’s literature review, King (1990) suggested that the Integrative Era
is a possible tenth era of evolution for the leadership theory, where based on the
current context, a need has arisen to articulate a conceptual, integrative framework
that is inclusive of all the previous theories, frameworks and models postulated to
stabilize the evolution of leadership. Sarros et al., (1999) further this by implying that
the Integrative Era is an emerging period where various leadership theories and
models are being integrated to address the contextual requirement.

So, the question that emerges is, what type of Leadership Style should be
adopted by the researcher as part of his PCLP, given his context and
organization, under V2030, so that he is able best to adapt and adjust to the
changing environment whilst delivering on organizational and national

objectives effectively?
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3.3. Leadership Contexts

“You are not here merely to make a living. You are here in order to
enable the world to live more amply, with greater vision, with a finer
spirit of hope and achievement. You are here to enrich the world,

and you impoverish yourself if you forget the errand.”

— Woodrow Wilson

Holmes (2009) stated that traditions, political influence, and legal governance
frameworks form the pillars of public administration and that scholarship researching
its importance and relevance from a leadership perspective is extremely limited.
Holmes (2009) and Burns (1978) further stated that this is because charisma, political
power, and transformational forces have been the typical focus of how leadership has
been articulated. According to Holmes (2009), public sector leadership suffers from an
identity crisis in bridging the disciplines of management, political theory, organizational
development, psychology, sociology, and even public administration, leading to a lack
of understanding of the concept of leadership in public administration.

Mau (2007) reports that a competency-based leadership approach has been adopted
for civil servants and public sector employees across a range of countries, including
the United States, Canada, and Australia. Conger & Ready (2004) postulate that this
has allowed public sector organizations to both select and assess the core values,

mindsets, behaviours, and capabilities needed for a particular leadership role.

Tomas (2009), in a study conducted by Hudson, comprising 1,185 senior leaders (700
private sector and 485 public sector) and 955 public sector middle managers in the
European Union, revealed the following general findings around the leadership context

of the public sector:
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1. Public sector leaders focus on long term strategy whereas private sector
leaders focus on winning in the short term and generating quick results/wins.

2. Public sector leaders leverage and focus on control and governance, whereas
private sector leaders tend to believe and trust.

3. Public sector leaders are either realistic or pessimistic about the outcomes,
benefits, and value of their actions, whereas private sector leaders are mostly
optimistic about their leadership actions but usually with a less thoughtful
approach.

4. Young Public sector leaders get fewer opportunities and less room for self-
development when compared with private sector leaders.

Tomas (2009) also interestingly notes that in the public sector, only 10% of the senior

managers are less than 40 years old versus almost 30% in the private sector.

Garg & Jain (2013), in a review of the above study by Hudson, also reported, based
on their study, that public sector leaders tend to demonstrate characteristics and
behaviours congruent with the category of Country Club leadership quadrant, whereas
the private sector leaders exhibit behaviours and characteristics aligned with the
Produce or Perish — Authoritarian leadership. This is illustrated in the figure below.

Figure 16: Public vs Private Leadership Styles in the Blake Mouton Managerial Grid

Public Sector Leaders

Private Sector Leaders

Image Source: (SlideBazaar, n.d.) Adopted from (Garg & Jain, 2013)
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Denhardt (1991) also stated differences exist in the organizational culture of public

and private sector organizations due to the uniqueness of the external environment.

However, contrary to this belief, Rainey et al., (2021) stated that after a review of
literature and research, both management and leadership in the public sector are more
or less the same when compared to the private sector, as the distinctions are
inconsequential and that the challenges faced by leaders and the functions that they

see their roles conduct are very similar.

Abdul Rahman et al., (2014) stated that in the KSA historically, public sector entities
have been linked with poor management, delivery, and performance despite having
undergone many reforms under the leadership of various monarchs since 1953, when
the rule of the KSA first transferred to the lineage of the sons of the HM King Abdulaziz
ibn Saud (late), the founder of modern KSA (Third Saudi State).

Mauro (1995) stated that poorly performing government institutions are an obstacle to
overall investment, entrepreneurship, innovation, and overall growth. In this reference,
Abdul Rahman et al., (2014) stated that in 2011, the KSA was ranked 56" from 187
countries in the Human Development Index and 63™ from 176 countries in 2012 on
the Corruption Perception Index. Azmi (2009) also earlier reported that despite the
reforms by HM King Khaled (late), HM King Fahd (late), and HM King Abdullah (late),
the achievements and performance of the public sector were still far under
expectations and, therefore, there was a high demand to transform the public sector

in KSA by knowledgeable, skilled and trained public sector leaders.

Revealed in 2016, V2030 was the roadmap that would oversee the transformation of
one of the 15" largest world economies of the world by bringing in administrative,
economic, social, religious, legislative, and political reforms (Oxford Business Group,
2019). Prior to the V2030, the KSA had 5-year economic development plans, the first
of which became effective by the late HM King Faisal in 1970 (Al-Farsy, 1980). This
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was significant as Al-Sadhan (1980) noted that this ushered in the first reform, leading
to the modernization of bureaucracy and public administration, in a period where public
sector organization were ‘institutionalized’ beyond the realms of law and order. Niblock
(2008) also stated that this led to the initiation of the visionary development process
for the KSA.

Sinno (2019) stated, examining three years of V2030 transformation and the disrupted
‘Future of Work’ (FoW), that leaders in KSA face the challenge of establishing new
sectors and transforming existing ones, and therefore, they need to be self-disruptive,
where they Anticipate, Drive, Accelerate, Partner, and build Trust. This position is
echoed by 68% of the surveyed stakeholders, who believed that traditional and legacy
leadership would not be fit for the future (Sinno, 2019).

The researcher has witnessed, during his dealings with the public sector since 2009
in multiple business roles and his direct employment with a number of Ministries since
2015, the transition from a transactional approach of leadership to a transformational
approach. Pre-V2030, the researcher also notes the autocratic leadership style and
rigid hierarchical organizational culture focusing on internal stability, governed by
archaic policies and procedures, in a dichotomy of a high responsibility setting with
lower accountability. These public entities, under the various VRPs, now mimic the
culture of modern private sector organizations, driven by innovation and digital
transformation, albeit with stricter governance and pre-defined KPI, with newly

appointed younger leaders displaying affiliated leadership styles.

Bass & Avolio (1994) argued that an appropriate leadership style for organizations
leads to improved employee performance, which in turn leads to higher organizational
performance and effectiveness. Bertrand & Schoar (2003) suggested that individuals
(leaders) themselves can shape outcomes, and Brady & Spence (2010) stated after
their study of 13 high-growth countries that their leaders have consistently made the
right choices over the set of components showing capability, credibility, and
commitment. For the researcher, this establishes two anchoring points: (1) Linkage of
the reported deficient performance of the KSA’s public sector to poor public
administrative leadership, and (2) Transformation and evolution of public sector
leadership with the economic development of the KSA.
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Kempster & Stewart (2010) and Willis et al., (2017) argued that leadership is highly
contextualized based on their study, which indicated that the role of the leaders, the
culture and environment they operate in, and the challenges they faced, was
influenced by the organization, its adopted hierarchy, the sector, and national cultural

influences.

Smith-Eivemark (2002), commenting on the present military command structures,
stated that it “is based upon a traditional, top-down hierarchical paradigm. This
hierarchical paradigm, thousands of years old, is a culturally formed model which,
while still partially functional today, bases itself on a worldview which is inadequate to
our complex and chaotic times.” This characterizes a conventional autocratic and

transactional leadership style.

Mallick (2020) argued that based on the changing global and regional complexities,
the nature of threats and challenges, coupled with technological advancement in
generational warfare, the 215t century military leaders must be capable of transforming
themselves and their organizations to adapt to the new context in terms of thinking,
cognition, awareness, and decision making. Laurence (2011) stated that today's
leaders in the defence sector are increasingly facing volatile, uncertain, complex, and
ambiguous challenges and irregular threats and warfare. Laurence (2011) also noted
that today’s battlefield environment requires a combination of participative, situational,
flexible, and adaptive leadership styles in a multi-level leadership approach.

The researcher, therefore, recognizes the need in his current role, the importance of
maintaining performance and ambidextrously leading the organization during this
change/transformation, at least for the civilian side of the MoD, under V2030. Select
few of these changes impacting the leadership paradigm in the MoD are:

1. Gender Equality and Women Empowerment — Women in the Saudi workforce
and their participation in both civilian and military roles within the MoD with

equal opportunities.
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2. Youth Empowerment — Younger people in higher leadership roles and their
accession to positions previously reserved for ranked military officers (retired
and active duty) or civilians with years of experience.

3. Digital Transformation — Embracing digital capability and emerging
technologies and moving away from traditional archaic manual/digitized
processes and systems.

4. Organization and Culture Change — Transforming from a purely military
organization to one with a civilian side, with active participation in mandate

fulfilment and one which controls and leads specific services & functions.

The question to ponder over is, how different in reality is the paradigm of the
researcher’s leadership in a public sector role, and what effect will it have on
framing relevant leadership theory, ethics approach, and intentional selection

of values, characteristics, and behaviour?
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3.4. Contingent Leadership

“Effective leaders need to be flexible and must adapt themselves

according to the situation.”

— Paul Hersey & Kenneth Blanchard

Van Seters & Field (1990) stated that the three most influential theories of this era are
the Contingency Theory by Fiedler in 1964, the Path Goal Theory put forward by
Evans in 1970, furthered by House & Mitchell, and the Normative Theory put forward
by Vroom & Yetton in 1973, and furthered by Vroom & Jago.

The common theme amongst these and other contingency theories can be
summarized as —there is not a single pre-determined best way to lead instead, the
best way to lead will be defined by the behaviour, personality, and influence and
guided by the situation and context (King, 1990).

This section explores the five theories in further detail based on a systematic literature

review.

The Contingency Theory was put forward by Fiedler (1964), builds on the premise that
the overall performance of the leader-subordinate dyad is entirely dependent upon the
leadership styles adopted by the leader and the interaction of the leader with the
contextual/situational elements, in a way that is favourable to the leader (Mitchell et
al., 1970).

The image on the next page illustrates the model:
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Figure 17: Contingency Theory
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Source: (Vantage Circle, 2022)

Developing Least Preferred Co-worker (LPC) as a measure, where higher LPC score
indicated the leadership style to be more favourable towards building interpersonal
relationships and a lower LPC score indicated the leadership style to be towards task
performance, Fiedler, related these two leadership styles to various
contexts/situations (I-VIIl in the illustration above) and contingencies that would make

a selected style effective (da Cruz et al., 2011).

Fiedler also stated that the personality of the leader is fixed, and therefore, his style
should be in congruence with the given situation (Armandi et al., 2003). The
researcher takes the position that this would mean that leaders should only be placed
in situations with contingencies that suit their style, otherwise, they will not be able to
adapt and deliver on the objective efficiently. Leister et al., (1977) stated that in these
unfavourable situations, the work should be ‘constructed’ to adjust to the leader, or

their authority should be modified or alter the dyad’s interrelationship.
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Evans (1970) initially proposed the Path-Goal Theory, and House (1971) furthered it
by anchoring it on the selection of a particular leadership style by the leader, based
on the people that they are leading (subordinate characteristics) and the situation in
which they are in (environmental factors). The leadership style could be classified as
either Directive, Supportive, Participative or Achievement-Oriented. Rainey et al.,
(2021, p.360) in this regard stated that “path-goal theory holds that effective leaders
increase motivation and satisfaction among subordinates when they help them pursue
important goals — that is, when they help them see the goals, the paths to them, and

how to follow those paths effectively.”

House & Mitchell (1975) gave two propositions to this theory: (1) The subordinates are
satisfied with the behaviour of the leader and accept it, seeing it as a source of
satisfaction, and (2) the behaviour of the leader will always be motivational regardless

of the chosen style.

House (1996) reformulated this theory to include eight leadership behaviour classes,
subordinate differences, and contingency variables with their interrelationships in 26

propositions.

The researcher, from his literature review and the assessment of his context, has a
primary affinity to this contingency theory and further wishes to explore its application
in his PCLP.

Vroom & Yetton (1973) posited the initial normative theory, which was then validated
and furthered by Vroom & Jago (1978). The model is anchored upon the extent to
which the subordinates will be involved in the leader’s decision-making process, with
the effectiveness of the decision being dependent upon the quality of the decision,
structure/complexity of the issue, acceptance of the decision by the subordinates and
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the relevant time constraints (Rainey et al., 2021). The model has five distinct decision-
making styles that leaders may adopt: Autocratic Type 1 (Al), Autocratic Type 2 (All),
Consultative Type 1 (Cl), Consultative Type 2 (Cll), and Group Based Type 2 (Gll) —
which can also be called collaborative or joint decision making (Vroom & Jago, 1988).

The illustration hereunder depicts how the Normative Theory by Vroom, Yetton, and
Jago, as revised in 1988, plays out in a decision tree based on 7 distinctive questions.

Figure 18: Normative Theory

Vroom-Yetton-Jago Model Situation
Decision Tree

Q-I Is the quality of the decision
important?

Yes No
2 Is team commitment important
Q for the decision? Yes No Yes No
Al
Q3 Do you have enough
information to make the
decision on your own? Yes No Yes No

Al

Q4 Is the problem well-structure?

Yes No Yes No

Cc2

Q5 Would the team support your
decision if you made it alone? Yes No Yes No /Yes No Yes No

A2 ) Al G2

Q6 Does the team share the
organizational goals?

Yes No Yes No Yes

G2 Cc2 [\ A2
e
the decision? Yes No Yes No
Cl A2 G2 Cc2

Source: (Vantage Circle, 2022)

Hersey & Blanchard (1969) presented slightly varying versions of the Situational
Theory of leadership and furthered it together in 1977. The theory can be dissected
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into two parts: the style of leadership and the level of development or maturity of the
subordinates.

In Blanchard’s SLII Model, the style of leadership is defined to have four categories:
(S1) Directing, (S2) Coaching, (S3) Supporting and (S4) Delegating. At the same time,
Hersey uses slightly different wording with an identical meaning.

The level of development in Blanchard’s model is also defined to have four categories:
(D1) Low Competence, High Commitment, (D2) Low to Some Competence, Low
Commitment, (D3) Moderate to High Competence, Variable Commitment and (D4)
High Competence, High Commitment. Whereas Hersey uses four different Maturity
Levels: (M1) Low Maturity, (M2) Medium Maturity, Limited Skills, (M3) Medium
Maturity, Higher Skills and (M4) High Maturity.

The Situational Leadership Il (SLII) model is illustrated in the figure hereunder:

Figure 19: Situational Leadership Il Model

Source: (Northouse, 2007)
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Within the model, there is a corresponding relationship between the style and
development or maturity stages, so for example, if the subordinate is assessed to be
at (D4) or (M4) then the leadership style to be adopted is (S4). As the context and the
task at hand change or evolve, in the development scale, notes Shonhiwa (2016), the
subordinates move between their developmental stages; therefore, it becomes
imperative that the leader also changes their style to remain adaptive.

Yukl (1971) proposed the Multiple Linkage Theory, stating that “a leader's
effectiveness in the short run depends on their skill in acting to correct any deficiencies
in subordinate motivation, role clarity, task skills, resources needed to do a task,
organization and coordination of subordinate activities, group cohesiveness and
teamwork” (Yukl, 1982, p.27). The illustration below depicts Yukl's Model and the
causal relationships for leadership effectiveness.

Figure 20: Multiple Linkages Theory

Adapted From: (Yukl, 1981)
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Yukl (1982) noted that this theory is a meta-theory and can be said to be consistent
with the Path-Goal Theory.

The researcher has a secondary affinity to this contingency theory and further wishes
to explore its application in his PCLP and the advantages it may provide over the Path-
Goal Theory, if any.

The question that surfaces here is, as the Contingent Theory advantages the
researcher with the flexibility, agility, and adaptability that he needs for his
context, which one (or more) of these theories should be adopted by the
researcher as his go-to leadership style as part of his PCLP?
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3.5. Normative Ethical Philosophies

“It is our choice of good or evil that determines our character, not our

opinion about good or evil.”

— Avristotle

As emerging young leaders are given key positions of power with both accountability
and responsibility in public sector entities in KSA, it becomes quintessential for the
researcher to view the implications of ethical leadership behavioural responses based
on the perception of Arabian traditions, Islamic values, Tribal heritage, Saudi culture,
and the public sector organizational culture from the given normative ethical

philosophies.

Brown et al., (2005) stated that literature on behavioural science, rather than
philosophy, has provided little systematic scholarly attention to the ethical dimension
of leadership. They continue by defining ethical leadership as “the demonstration of
normatively appropriate conduct through personal actions and interpersonal
relationships, and the promotion of such conduct to followers through two-way
communication, reinforcement, and decision-making” (Brown et al., 2005, p.120-121).

At the organizational level, Ethical Blindness, Ethical Muteness, Ethical Incoherence,
Ethical Paralysis, Ethical Hypocrisy, Ethical Schizophrenia and Ethical Complacency
are seven symptoms of failure for ethics in leadership, making the leader’s practice
immoral, unethical, unvirtuous, and dark (Bright & Cortes, 2019). The table below
provides a brief description of these symptoms of failure considering the public sector
transformation in KSA under V2030.

Table 14 — Examples of Symptoms of Failure
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Then comes the case of unethical leadership. Brown & Mitchell (2010, p.588) first
offered the definitional explanation of unethical leadership as “behaviours conducted,
and decisions made by organisational leaders that are illegal and/or violate moral
standards and those that impose processes and structures that promote unethical
conduct by followers.”

This section of the literature review aims to explore the five normative ethical
perspectives in further detail from the Stanford Encyclopedia of Philosophy and the
Internet Encyclopedia of Philosophy.

Baghramian & Carter (2022) stated that “Relativism, roughly put is the view that

truth and falsity, right and wrong, standards of reasoning, and procedures of
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justification are products of differing conventions and frameworks of assessment
and that their authority is confined to the context giving rise to them.” Baghramian
& Carter (2022) also stated that being associated with a wide range of ideas and
positions, Relativism can be cultural, conceptual, alethic, epistemic, or moral, with

each type’s view expressed below.

e Cultural Relativism still has an unclear notion and presents the view that both
values and norms, deep-rooted in societal conventions, are dependent on the
group that the individual belongs to and the society that one lives in
(Baghramian & Carter, 2022).

e Conceptual Relativism presents the view that ontology rather than
ethical/epistemic norms is relativised to frameworks, paradigms, and
conceptual schemes (Baghramian & Carter, 2022).

e Alethic Relativism claims that vantage points to judge a certain matter are
context dependent (concept, culture, or linguistic frameworks) and what may
hold true for one individual or group may or may not be true for another
(Baghramian & Carter, 2022).

e Epistemic Relativism is a thesis that, depending on the local culture and
conceptual/cultural frameworks, cognitive norms, having no universality, will
determine what belief is considered to be rational, justifiable, and correct
(Baghramian & Carter, 2022).

e Moral Relativism, the most reviled of the relativistic positions, presents a view
that moral adjudication and beliefs about what is right/good and what is
wrong/bad varies greatly across both context and time and that the correctness
is dependent upon the individual and their cultural frameworks (Baghramian &
Carter, 2022).

The researcher notes that this approach can become quite complex to implement
in his paradigm, as deploying this philosophical approach will mean that it will be
nearly impossible to reach and agree upon a set of ethical norms associated with
V2030. Hence, the objectives of his leadership actions and their projected

outcomes between the various societal groups and stakeholders may never be
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agreed upon without the lack of a universal “truth,” possibly leading to an ethical

dilemma and paralysis in his leadership.

Shaver (2021) stated that Egoism, taking either a descriptive or normative position,
can be segregated into three types: Psychological Egoism, Ethical Egoism, and

Rational Egoism, with each type’s view expressed below.

e Psychological Egoism presents the view that every person has their own
welfare as the penultimate aim and is therefore driven by self-interested
behaviour (Shaver, 2021).

e Ethical Egoism presents the view that the person will morally perform an action
only when that action maximizes their self-interest (Shaver, 2021).

e Rational Egoism the person should perform an action only when that action
maximizes their self-interest, with the only difference from Ethical Egoism being

the moral driver for the action (Shaver, 2021).

Moseley (n.d.) stated that Egoists overall emphasize the denunciation of self-serving
and self-motivating actions in the renouncement of personal freedom and the
acceptance of control by others. Moseley (n.d.) also stated that Egoists reject the view
of self or personal intrinsic motivation that experts/theorists stated that they have and
often modify to achieve perceived “better ends” for themselves.

The researcher observed that pre-V2030, where the public sector leaders of KSA were
focused on transactional leadership, Egoism was largely prevalent in the
administrative and operational functions of the government entities. Leaders pursued
pathways which would benefit them extrinsically (status, promotion, financial gains)
and directed, autocratically, their subordinate staff to do the same. Subordinates,
following their leaders, were often also observed taking the position that whatever was
best for their department in the longer term was also good for them in the longer term,

as it would lead to extrinsic rewards after annual performance reviews.
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However, with the V2030 and the shift to transformative leadership style and affiliated
leadership coming into play, the leaders shifted their actions towards the benefit
realization and value creation for the citizens rather than self-interest. Therefore, the
researcher feels that the approach of Egoism will no longer be pertinent to guide his
leadership behaviours and decision-making under his PCLP.

Alexander et al., (2021) stated that Deontological theories can be divided into four
distinct types: Agent Centred, Patient-Centred, Contractualist and Kantianism, with

each type’s view expressed below.

e Agent-Centred Deontology focuses on the perception that each individual has
permission and obligation that provide a reason relative to the agent or an
objective reason to act, with the idea that the morality of the agent is intensely
personal (Alexander et al., 2021).

e Patient-Centred Deontology, in contrast to Agent-Centred theory, is focused
on the basis of rights rather than duties, with versions being neutral towards the
agents involved, with the premise being the rights of people (Alexander et al.,
2021).

e Contractualist Deontology presents the view that morally incorrect acts are
those actions that stand to be prohibited by principles which people in a social
contract would refuse to accept or reasonably reject (Alexander et al., 2021).

e Kantianism is considered to be the core of the Deontological theories formed
by Immanuel Kant, which presents the view that the moral quality of actions is
in the maxims on which the agent acts and not on the effect of the act on others
(Alexander et al., 2021).

The researcher also observed that with V2030, by early 2017, public sector leaders of
KSA that had adopted a transformative approach were shifting towards the belief that,
regardless of the outcome that is being achieved as a result of their actions, they will
be held responsible and accountable to complying with the VRP’s strategic guidelines
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and KSA public sector governance mechanisms by the national leadership (i.e. having

performed their duty and obligation).

Henceforth, having an accountability-only focused intention and motive may lead to
the creation of a separation between the researcher’s actions’ intended outcome and
the resultant consequence. The researcher focusing on delivering on the V2030
blueprint, therefore, does not wish to further explore this ethical perspective as part of
his PCLP.

Moral Universalism can be claimed as the idea that “some system of ethics applies to
all people regardless of race, colour, nationality, religion, or culture, must have a
plurality over which to range—a plurality of diverse persons, nations, jurisdictions, or
localities over which morality asserts a universal authority” (Williams, 2008).

Williams (2008) claimed that depending on the type of universality asserted, the
acuteness of the challenges and diversity of objections will arise from human diversity
itself, such as the case when dealing with transformation at a national level with both
local and global stakeholders. Bok (1995) stated that despite the plurality, there are a
number of overreaching common values (e.g., Trust) that have emerged over time that

every global community has as part of its guidelines.

From an economic relevance and measurement perspective, Enke et al., (2022),
conducted a controlled experiment to judge policy and decision-making context in an
applied economic setting between in-group members and strangers to assess the
trade-offs of universalism. Enke et al., (2022) stated that the cases of Universalism
could be domestic universalism, foreign universalism, and global universalism,
principally showing favouritism by individuals, especially in the case of domestic-
foreign trade-offs.
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The researcher expresses interest in Universalism for his context, and if adopted
(practically difficult at this stage), it will mean building an absolute approach that will
be acceptable to all the stakeholders as it will consider all their commonalities in his
complex ecosystem. This ethical approach can be truly relevant to the post-V2030’s
implementation in the researcher's domain and could form a subject of inquiry for
future research, as KSA’s leadership possibly moves in the direction of “post-

materialistic” values.

Sinnott-Armstrong (2022) stated that “Consequentialism is the view that normative
properties depend on consequences, with the most prominent being the act’s moral
rightness, which holds that whether an act is morally right depends on the
consequences of that act or related to that act.”

The various approaches to consequentialism are outlined below:

e Consequentialism views the act as morally right based on the consequences
of the actions rather than the circumstances or the nature and the prelude
(Sinnott-Armstrong, 2022).

e Actual Consequentialism views the act as morally right based on the actual
consequences rather than the likely, intended, or foreseen ones (Sinnott-
Armstrong, 2022).

e Direct Consequentialism views the act as morally right based on the
consequences of the act itself rather than the consequences of the person’s
motive (Sinnott-Armstrong, 2022).

e Evaluative Consequentialism views the act as morally right based on the
value of the consequences (Sinnott-Armstrong, 2022).

e Hedonism views the pleasures and pains generated by the consequences as
determining the value of the action (Sinnott-Armstrong, 2022).
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e Maximizing Consequentialism views the act as morally right if they have the
best consequences compared to the other actions that could have been taken
(Sinnott-Armstrong, 2022).

e Aggregative Consequentialism views the best consequences as a function
of the value generated from the consequence in its entirety or its parts (Sinnott-
Armstrong, 2022).

e Total Consequentialism views the act as morally right if the total net good of
the consequences is higher than that of comparative actions (Sinnott-
Armstrong, 2022).

e Universal Consequentialism views the act as morally right if it produces good
consequences for all the people in society or those that are impacted by the
action (Sinnott-Armstrong, 2022).

e Equal Consequentialism views the act as morally right if it benefits all persons
equally or similarly, maintaining the distribution of the good (Sinnott-Armstrong,
2022).

e Agent Neutrality views that the perspective of the agent is not important when
evaluating the consequences; rather it is the view of the observer or beneficiary
that matters (Sinnott-Armstrong, 2022).

Sinnott-Armstrong (2022) stated Utilitarianism is the case for Consequentialism,
whose classical theorist Jeremy Bentham initially proposed the view in 1789, and
theorist John Stuart Mill supplemented it in 1861 with Henry Sidgwick further
articulated the theory in 1907. Nathanson (n.d.) stated that Utilitarian beliefs around
morality is based on increasing the good outcomes (e.g., pleasure and happiness) and
decreasing the bad outcomes (e.g., pain and unhappiness) for the maximum possible
number of people in a group/society, by rejecting moral codes based on customs,
traditions, leadership directives or commandments by supernatural beings. Driver
(2022) stated that Utilitarianism is considered to be amongst the most persuasive and

powerful approaches to normative ethics in philosophical history.

The researcher intends to deploy this ethical lens for his PCLP, given that using this
approach his leadership behaviours will be morally correct and collectively be targeted
towards the realization of maximum good by the society given his contextual
guidelines (e.g., national leadership) and organizational constraints (e.g., funds, time).
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Ethical Influence

Brown & Trevifio (2006) have offered 12 propositions in situational influence, individual
characteristics, and moderating influences that drive ethical leadership towards
expected outcomes (4 propositions) to help advance further research. This is depicted

in the figure below.

Figure 21: Situational Influence on Ethical Leadership

Source: (Brown & Trevifio, 2006)
Ethical Approach Selection

Brennan (2007) stated that a single ethical theory may not adequately address the
entire spectrum of moral problems. Guinebert (2020) endorses this statement by
combining distinct aspects of theories into a new single theory or by establishing an
overarching theory with aspects of each existing theory into its own distinctive sphere.
This approach strengthens the overall “Contingency Theory” of leadership that the

researcher is exploring to deploy as part of his PCLP.
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Ferrell et al., (2019) stated that moral (ethical) philosophy denotes the principles or
values people utilize during a decision-making process to adjudicate what is morally
right and what is morally wrong. This particular statement delineates the moral (ethical)
steered behaviours of leaders from business ethics (organizational) guided
behaviours. The researcher here postulates the need for him to identify and prioritize
personal leadership core values that will drive his leadership behaviour, both relational
and commercial, in light of a given ethical perspective.

Ferrell et al., (2019) also stated that depending on whether a leader is making a
personal decision or a business/national decision, they may decide to use different
moral (ethical) philosophies depending on what stage of moral development and
maturity they are at. In this regard, Ferrell et al., (2019), referring to six distinct stages
in Kohlberg’s model for Cognitive Moral Development (below), stated that time,
education, experience, corporate culture, and social circle help progress the leader
through them:

Punishment and obedience.

Instrumental purpose and exchange.

Mutual interpersonal expectations, relationships, and conformity.
Social system, accord and conscience maintenance.

Individual rights, social contract, and/or utility.

o 0k~ w N =

Universal ethical principles.

The researcher aims to reach level 5 over time as he practices his evolving PCLP and
as a result of being ‘principled’ in his approach to leadership ethics by going beyond
the current cultural, social, religious, and organizational norms & ethos towards the
idealized V2030 ones.

So, the query that transpires here is which Ethical Perspective(s) should be
adopted by the researcher as part of his evolving PCLP, given his context under
V2030, so that he can deliver the best for his organization, stakeholders, and

citizens?
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3.6. Complexity & Complex Adaptive Systems

“Everyone in a complex system has a slightly different interpretation.
The more interpretations we gather, the easier it becomes to gain a

sense of the whole.”

— Margaret J. Wheatley

Complex theory is a contemporary theory developed at Santa Fe Institute, associated
with CAS, where complexity has become an attribute due to inter-relationships, inter-
actions, and the inter-connectivity of various components within a system and between

the environment and the system itself (Chan, 2001).
Chan (2001) defined CAS as follows in his research:

... dynamic systems can adapt in and evolve with a changing environment. It is
important to realize that there is no separation between a system and its
environment in the idea that a system always adapts to a changing
environment. (p. 2)

So, how does complexity look like as a model?

Emery & Trist (1965) identified four types of environmental causal textures that
organizations encounter with reference to their external environment with different
implications for the leadership. Similarly, Marion & UhI-Bien (2001) stated that
emergent structures in an organization or in an ecosystem are the result of the
interaction, correlation and randomness of macro-level and micro-level dynamic
forces. Marion & UhI-Bien (2001) further stated that Microdynamics represent the
bottom-up behaviours between the components with linkages evolving into systems
emerging as aggregates and meta-aggregates, and Macrodynamics represent the

emergence of a larger system(s) in the shape of a meta-meta-aggregate.

This is illustrated in the figure on the next page.
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Figure 22: Complexity Model

Source: (Marion & Uhl-Bien, 2001)

Marion & Uhl-Bien (2001) deduce that both aggregation and meta-aggregation driven
by correlation and complex natural teleology provide grounds for innovation,
collaboration, ideation and even extinction! The researcher postulates that this very
interaction and the resultant state of CAS is leading to a possible emergence of
leadership theory and behaviours attributed to this theory in the context of KSA’s

national transformation.

Chan (2001) identified attributes of a CAS as distributed control, connectivity, co-
evolution, sensitive dependence on initial conditions, emergent order, distance from

equilibrium and having a state of paradox. Turner & Baker (2020) furthered the work
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of Chan and synthesized eight characteristics that distinguish a CAS from other

systems; these are described hereunder.

1. Path Dependency: The system is sensitive to initial conditions, where the
same conditions in progressive states will have different implications on the
system.

2. Systems have a history: The future state or behaviour of the system can be
traced back to its initial state and its preceding history.

3. Non-Linearity: Systems behave disproportionately to the imposed contextual
and environmental factors.

4. Emergence: Internal dynamics allow it to behave and change in a manner that
is unique to this system.

5. Irreducibility: Post transformation and progression to the next state it is not
possible to revert back to the previous state or to break it down to previous
catalysing components.

6. Adaptability: Systems concurrently are ordered and re-ordered based on
external and internal influences, making them more resilient and adaptable.

7. Operate between order & chaos: Between stated adaptive tensions arise due
to the delta between the system and the environment.

8. Self-Organizing: The composition of the system components is based on inter-

dependencies and inter-actions, resulting in a diversity of the system.

Uhl-Bien et al., (2007) extended the application of CAS and connected it with the
evolving leadership as the world moved from the industrial age (the focus of most
leadership theories) to the knowledge era and put forward an argument for the
Complexity Leadership Theory having the dynamics of a CAS.

Uhl-Bien et al., (2007) define this theory as:

...framework for leadership that enables the learning, creative, and adaptive
capacity of complex adaptive systems (CAS) in knowledge-producing
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organizations or organizational units. This framework seeks to foster CAS
dynamics while at the same time enabling control structures appropriate for
coordinating formal organizations and producing outcomes appropriate to the
vision and mission of the system. It seeks to integrate complexity dynamics and
bureaucracy, enabling and coordinating, exploration and exploitation, CAS and
hierarchy, and informal emergence and top-down control. (p. 9)

As part of this theory, Uhl-Bien et al., (2007) stated that this theory can be further
understood by seeing leadership within move from administrative to adaptive and
finally towards enabling roles. Uhl-Bien et al., (2007) define the three ‘entangled’

leadership roles as follows:

1. Administrative Leadership: Behaviours in formal managerial/leadership role
during planning, coordinating, supervising, and leading action for achieving
“organizationally prescribed” outcomes.

2. Adaptive Leadership: Creative, learning, and adaptive actions and behaviours
that result in the interaction of CAS elements to balance the emerging adaptive
tensions.

3. Enabling Leadership: Actions to sustain and catalyse the conditions where
adaptive leadership can succeed in overcoming the adaptive challenges and
tensions, specifically between the bureaucratic and emergent leaders of the

organization.

Turner & Baker (2019) stated that problems can be classified as either simple,
complex, or wicked, where simple problems can easily be defined and a solution
proposed, complex problems have a general agreement on the problem definition but
a variety of opinions/proposals for possible solutions; however, wicked problems have
non-definitiveness in the problem statement, disagreement on solutions or possible

non-solubility, irreversible consequentiality and individual uniqueness.

Turner & Baker (2019) express their opinion that using traditional linear methods to

address wicked problems will lead to partially elucidated analysis and deception that
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the chosen solution has resolved the problem. Turner & Baker (2019) in conclusion,
assert that in various disciplines, wickedness has become the new norm, with
leadership and a social science better positioned to address these problems using
complexity theory and complexity thinking.

The researcher interprets the organizational context and the ecosystem that V2030 is
aiming to transform with its VRP as the wicked problem. In the researcher’s view,
traditional change management and transformation approaches have provided limited
guidance to emerging leaders in their VUCA ‘world.’

Furthermore, executive education programs aimed at leadership development have
assisted only in specific areas of the adaptive leadership challenges these leaders
faced. The proposed solution also remains largely elusive, which this research aims
to assist in.

Turner & Baker (2019), in their research of Complex Leadership Theory, refer to the
work of Kurtz and Snowden, where they developed the Cynefin Framework and linked
their system thinking views to each of the five types of contexts for sense-making of
the problem and decision-making for the solution: Simple, Complicated, Complex,
Chaotic and Disorder (intermediary stage).

Aimed to make sense-making for organizations in a complex environment, the
modified framework presented by Turner & Baker (2019) is illustrated in the figure on
the next page.
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Figure 23: Complex Environments

Source: (Turner & Baker, 2019)

This is an area of interest for the researcher, as decision-making or assisting the
national/political leadership in decision-making, given a complex or chaotic

transformation environment, is a function within his leadership role.

With his previous work experience in a paramilitary organization, Mol and his current
role with the MoD, he has seen the application of the theoretical Cynefin Framework
in his CAS environment as part of the Evidence-Based Decision-Making (EBDM) for
Simple, Complicated, Chaotic and Complex Environment scenarios.

In this regard, Mattila (2016) viewed leadership requiring complex decision-making
from a military perspective with the intent to support the strategic planning and
knowledge creation for leaders working within the Command, Control,
Communications, Computers, and Information (C4l) System of Systems (SoS)

superstructures.

Simple Environments in the Military Decision-Making Process (MDMP) are known as
Knowns, with the process beginning with Sensing, Categorizing, and ending with
Responding (Mattila, 2016). Complicated Environments are termed Knowable, with
the process starting with Sensing, Analysing, Deciding, and concluding with Acting
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(Mattila, 2016). Chaotic Environments are termed the same and start by Acting, then

Sensing, Analysing, and culminating with Deciding (Mattila, 2016).

It gets interesting with Complex, which is also termed the same in the MDMP, with the
process starting with Probing the contextual environment followed by Sensing the
elements forming the wicked problem, Analysing the adaptive challenge and workable
solutions, deciding, and then Acting accordingly by leading self and teams to achieve
the desired outcomes (Mattila, 2016).

These steps of the applied Cynefin Framework in a military environment are illustrated

hereunder.

Figure 24: Military Decision-Making Process

Military
Sense Making, Decision
Making, Knowledge Creation and
Feedback Process

Sense Sense

Act Analyse

Known Knowable

Decide

Disorder

Complex Chaotic

Adopted from: (Mattila, 2016)
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The Chaos Theory was first formulated by Edward Lorenz when he first observed this
mathematical phenomenon in 1961, where a small variation at the start of a calculation
would yield an impact in the order of magnitude of the initial variance (Oestreicher,
2007). Goldberger et al., (1990) applied this theory to CAS with non-linear dynamics
that responded disproportionately to stimuli by behaving chaotically in a deterministic
fashion — calling them Chaotic Systems.

Sungaila (1990) noted that chaos theory relates to all structures of cultural, social, and
physical realities, with Brown et al., (2005) stating that the chaos theory has been
applied to various fields of social sciences, including politics and economics. Brown et
al., (2005) further stated that in such systems, processes are initiated at the same
point; however, they can diverge exponentially towards different bearings, with even
slight changes causing large and unexpected implications on the expected outcomes.

Sungaila (1990) also noted that the application of chaos theory to leadership could be
known as the ‘butterfly effect’ with minute fluctuations (individual leadership) in a non-
equilibrium disordered CAS having a considerable impact on the order and equilibrium
state of the outcome (group followship).

So, the emerging thought process is whether the transformative V2030 context
of the researcher can be considered as a CAS in a chaotic environment, and if
so, will the elements of the Complexity Leadership Theory play a role in the
leadership behaviours and decision-making process guided by the researcher’s
PCLP?

116




Chapter 3 — Literature Review

3.7.  Grounded Theory

“That’s really part of being a grounded theory researcher — putting

names to concepts and experiences that people have.”

— Brené Brown

Lassig (2022) stated that Grounded Theory is a qualitative research methodology
using an exploratory method that is grounded in data that is both gathered and
analysed systematically and is poised to have six methodological attributes:

Developing the theory
Generating concepts from data and not from the theory
. Using constant comparative method

1.

2.

3

4. Collecting and analysing data concurrently

5. Conducting theoretical sampling and saturation
6

. Composing memos

Introduced by Barney Glaser and Anselm Strauss in 1967, this approach allows for
the development of new insights grounded in observational data, rather than testing
existing theories, and therefore provides for researchers a robust framework for
analysing complex social phenomenon systematically (Glaser & Strauss, 1967).
Sbaraini et al., (2011) stated that this theory is founded on the seminal book “The
Discovery of the Grounded Theory”; however, it is now diverse and categorized into
four different classes (Classic Grounded Theory, Qualitative Research, Constructivist
Grounded Theory and Post-Modern Situational Analysis) with a fifth one emerging

(Dimensional Analysis).

The advantages of this approach to the researcher include the possibility to proceed
without building a hypothesis tree, providing him with flexibility around the topic and
its direction, improving conclusion as coding is done over a series of stages and with
data first, conclusions could be sound or cogent depending on deductive or inductive

analysis (Glaser & Strauss, 1967). The disadvantage of this approach includes the
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fact that a large topic such as V2030 leadership issues can take time, theoretical
sensitivity may be dulled, bias may arise in collecting, analysing and interpreting
qualitative data may be subjective, difficulty in the analysis of the qualitative data itself,
and it may not be repeatable as it could lead to a fact-based hypothesis (Glaser &
Strauss, 1967). The figure below depicts hypothetically how a grounded theory study
can be structured and possibly conducted for the researcher, in his context, to justify
his methods and produce findings of higher quality, with the perchance of ascertaining
a novel leadership theory.

Figure 25: Grounded Theory Procedure into Researchers’ Context

1. Opening and Research Question 2. Ethics Approval
3. Initial Purposive Sampling

| Interview KSA Government Entity A:
1 Senior Leader, 1 Emerging Leader

Senior Executives

| Survey KSA Government Entity A: |

Memo Writing after each Interview

4. Data Analysis: Coding and Memo Writing

Possible Ethics modification submission and subsequent approval:
(alteration in both leaders & executive research questions and routes/approaches)

5. Theoretical Sampling

Possible Ethics modification submission and
Repeat step 4: Data Analysis & subsequent approval:
step 5: Theoretical Sampling (alteration in both leaders & executive
research questions and routes/approaches)

Repeat step 4: Data Analysis & step 5: Theoretical Sampling

| Survey KSA Government Entity B:

| Interview KSA Government Entity B:
1 senior leader, 1 emerging leader

Returning Interviews
KSA Government Entity A

Memo Writing after each Interview

Senior Executives

Repeat step 4: Data Analysis & step 5: Theoretical Sampling

Interview KSA Government Entity C:
1 senior leader, 1 emerging leader

Memo Writing after each Interview

Repeat step 4: Data Analysis & step 5: Theoretical Sampling

Seek Interview & Survey inputs from:
Government Educational Entity

Government Human Resources Entity Repeat Steps 4: Data Analysis

Government Governance Body
e Public Sector Advisors / Consultants

6. Mapping Concepts, Theoretical Memo Writing & Further Refining of Concepts
7. Production of a Substantiative Leadership Theory for National Transformation

Memo Writing after each Interview

Adopted from (Sbaraini et al., 2011)
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V2030 presents a possible gap in leadership theory based and ethics on the
context and nature of the CAS, that the researcher is exploring in this academic
endeavour. The question that arises here: should the researcher radically
diverge from the traditional methodology and adopt this approach for designing
his study and possibly proposing a new leadership theory?
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3.8. Summary

The synthesis of the literature review around the leadership theories/styles and
normative ethical philosophies has offered the researcher a deeper understanding of
the elements of leadership that will form the building blocks for his PCLP and the LVB.
The literature review of CAS has helped the researcher understand the elements and
characteristics of his public sector’'s dynamic complex context, in which both the PCLP
and the LVB are poised to be deployed.

Based on the literature review, the researcher notices a gap in the leadership studies
as they have been based either on the developed countries in the West and Australia
or on selected developing countries like Singapore, China, and Japan. Middle Eastern
countries, and specifically GCC countries where KSA lies, have unique Arabian
traditions, Islamic values, Tribal heritage, Saudi culture, etc., that may present a
different leadership paradigm based on the given constructs.

Also, based on the literature review, the researcher perceives a gap in the normative
ethical philosophies, which do not consider the Islamic perspective (whereas Taoism
and Stoicism, for example, are extensively researched), which plays a key role in
Saudi governance mechanisms, legal frameworks, and social way of life. Another gap,
specifically in the Transformative leadership approach, which considers organizational
and industry level microeconomic context, has limited guidance at macroeconomic
level where the changes are being played out by V2030 at not only the national level
but also at a global and regional scale.

Grounded Theory, therefore, may present a viable research opportunity for the
researcher as opposed to the initially proposed Case Study Research Method (CSRM)
in the event that the gaps identified in the existing leadership theory and ethics are
needed to be actioned by conceptualizing an emergent explanatory theory of the
phenomenon happening in the KSA public sector leadership space.
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To conclude, in the national transformative context of V2030, the researcher’s current
organization and his probable future leadership role(s), the researcher has transpiring
questions from the literature review that he will potentially seek answers to in the

research phase of his critique and exploratory part of evolving his PCLP.
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Chapter 4

4. Research Design and Methodology

41. Introduction

This chapter explains and justifies the overall research methodology and design for

this critique and is divided into four main sections.

The first section describes the research methods adopted by the researcher and the
perspectives that he has. The researcher has intentionally opted to use the CSRM as
the method of inquiry. Three cases have been selected by the researcher, with each
case being based on one of the key organizations in the public sector of KSA under a
single theme but in three different individual contexts. The researcher has also
selected the ‘Constructivist’ paradigm to undertake these case studies.

The second section defines the three types of research undertaken by the researcher
and the methodology that was used to administer the research. It is to be noted that
three types of research have been conducted: (I) Literature Review, (II) Quantitative
Research via a survey, and (lll) Qualitative Research via interviews.

The third section discussed the coding and analysis required for the qualitative
research. The concluding section discusses both the validation and reliability of the
research that has been conducted to support/negate the primary and secondary
hypotheses that were formed at the proposal stage of the critique.
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4.2. Research Paradigm and Method

“There’s no discovery without a search and there’s no rediscovery

without research.”

- Benjamin Suulola

Current global economic and political turbulence presages a possible start of a new
era for leadership in the KSA that is structurally quite different, underpinned by
widespread reforms in a “VUCA World,” carrying with it its unique challenges and a
fresh narrative of transformative evolution, under its ambitious national V2030

blueprint.
With this, the researcher had set three distinct objectives for this critique:

1. Providing a review of leadership styles and their evolution relative to the context
applicable to the public sector.

2. Understanding gaps in theoretical leadership approaches and how leadership
is currently being played out in KSA, selecting/proposing a style relatively better
suited for future leadership roles under Vision 2030.

3. Finding an inner purpose and design, test & prove a direction-setting framework
for self-leadership to realize life outcomes and furthermore, outlining a
Leadership “Guidance” framework for the emerging leaders in the KSA'’s public

sector.

The researcher’s primary hypothesis, therefore, was that next-generation leaders,
including himself, are striving to realize V2030 in the KSA and face inimitable
challenges that require a neoteric approach to leadership in the public sector.
Anchoring on this, the researcher based two secondary branched hypotheses.

123



Chapter 4 — Research Design and Methodology

Hypothesis A: The first branched hypothesis is that in this uniquely dynamic context
with increasing complexity and high uncertainty, the researcher needed a specific
leadership behaviour guidance model to drive his leadership practice in the current
and expected future engagements within the public sector. Further disaggregation of
this hypothesis needed the review of the national context, core value definition and
prioritization, ethical perspectives, leadership styles, behavioural guidelines, feedback
mechanisms and the desired outputs or the outcomes of the researcher himself. The
expected validation of this hypothesis would be a hypothetical model termed as the

Personal Contingent Leadership Paradigm.

Hypothesis B: The second branched hypothesis was that the young, qualified but
inexperienced leaders not only need executive education to improve their knowledge,
coaching/mentoring to sharpen their skills, and consultancy services to augment their
abilities, but they also need a leadership framework to help them navigate their
complex contexts. Further disaggregation of this hypothesis needed the review of the
national context, social/cultural/religious factors, organization culture, public sector
governance, knowledge/skills/abilities, and the transformation experience of the
researcher’s peer leaders. The expected validation of this hypothesis would be an
outline of a proposed theoretical framework termed as the Leadership Vision Board.

The researcher had determined that the ‘Constructivist’ view would be the distinctive
research paradigm that he would utilize for conducting this research. Although this
approach will not incontrovertibly be in the absolute right, similar to any of the other
three approaches of positivism, post-positivism, and critical theory, it does ultimately
prove the utility for building his PCLP in light of his unique personal context (Guba &
Lincoln, 1994). It also allowed for a detailed development of the PCLP specification
that is highly specialized rather than generalized, with the researcher being an integral
part of the research and construction of new knowledge (Charmaz, 2014).
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From an ontological perspective, this approach allowed for the contextual definition,
research questions, analysis, and case reviews to remain relativistic based on the
researcher’s predispositions and subsequent perceptual construction of his reality in
the public leadership space of KSA under V2030. From an epistemological
perspective, the researcher’s understanding was, therefore, to be derived based on
not only the past events but also the current events with his interactive connection to
both the context and subject on a subjective basis. From an axiological perspective,
this constructed reality was eventually viewed through the lens of the researcher’s pre-

defined personal core values.

Henceforth, the proposed research design was deliberated to discover the
researcher’'s own comprehension of the contemporary context and its leadership
requirements using both quantitative and qualitative methods, as discussed and
detailed in the next section. Similarly, the literature research conducted previously and
presented in Chapter 3 was also based on the researcher’s view of the research area,

his hypothesis, and his understanding of his context.

CSRM was utilized as the primary method of inquiry or case study research. There
were three primary reasons for choosing this methodology based on Yin's (2018)
recommendations: (I) Main research questions in both quantitative and qualitative
surveys sought to explain the circumstances and the context, (lI) There was limited
control over the behavioural events and (lll) the crux of this research was a
contemporary issue rather than a purely historical one. Alternative research methods

considered to be adopted were Experiment, Survey, History, and Archival Analysis.

A ‘Gaps and Holes’ approach, as described by Ridder (2017), was used to design the
elements of the CSRM with the case highlighting the posed research question, existing
theoretical review, the proposition and finally, the framework(s). Pattern matching was
the primary choice for analysis, followed by analytical generalization. This also brought
the phenomenon of V2030 and KSA’s transformation within the bound of existing
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theories (transformation); however, the positioning of the phenomenon was on the

theory’s continuum or an extended theory.

Henceforth, the CSRM for this critique was established on the literature reviews that
have been done previously as part of DBL 701, 702, 703, and 704 modules and of this
critique. It also based itself on the researcher's PCLP, which has been continuously
evolving over time and the researcher’s narrative of the impact of V2030 in two main
public sector entities where the researcher has worked (Mol and MoHo) in addition to

the current public sector entity where he works (MoD).

The overall research blueprint is illustrated in the image below.

Figure 26: Leadership Research Blueprint
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The design of the CSRM and the resulting questions are discussed in the next section
of this chapter.
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4.3. Research Design and Administration

“The power of statistics and the clean lines of quantitative research
appealed to me, but I fell in love with the richness and depth of

qualitative research.”

— Brené Brown

The researcher lists the leadership literature review as his first tool & technique to
review and understand the theories and any existential research related to his context
and helped towards laying the groundwork for proving/disproving his hypothesis.
Ultimately, the outputs from this step, outlined in Chapter 3, have also served as his
inputs to the composition of his longitudinal case study in addition to the design of the
questions for his quantitative and qualitative research.

The objectives of the researcher were as follows:

e Review historical and current research to build understanding.

e Synthesize themes, the thought process, and their contradictions.
e |dentify any gaps in the literature.

e Keep own research anchored and coherent.

e Justify and support the PCLP evolution and the conceptualization of the LVB.

As a CSRM approach was to be adopted for this research, a narrative review approach
was selected to conduct the literature review to build the researcher’s narrative using
thematic analysis, content analysis and conceptual framework reviews (Paré et al.,
2015).

There were six key points of inquiry that drove the literature review, centred around
the evolution of leadership, differentiation of public sector leadership from private
sector leadership, leadership style best suited to the organizational context, ethical
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position best suited to the national context, working around complexity, and theory
building or augmenting. Each of these points had a core question that was then
researched. Figure 13 in Chapter 3 provides a mind map to depict how the literature

review was navigated.

Based on the guidelines presented by Cronin et al., (Cronin et al., 2008) and Levy &
Ellis (2006) for narrative literature reviews, the process that was followed is illustrated

in the figure below:

Figure 27: Literature Review Process

Adapted From (Templier & Paré, 2015)
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The case study design was selected to be a Type 4, with multiple case designs and
embedded multiple units of analysis to provide the researcher with either literal
replication or theoretical replication (Yin, 2018). In line with the recommended

procedure by Yin (2018), the process that was followed is illustrated hereunder:

Figure 28: Longitudinal Case Study Process

Conduct Case Study W"te Case Draw cross-case
1 (Mol) Individual Report conclusions
(Mol)
Select cases for
CSRM
A 4
Modify leadership
theory
Develop .theory on Conduct Case Study Wnte Case
leadership context 2 (MoHo) Individual Report
of V2030 (MoHo) v
Develop
implications on
leadership style
Design data
collection protocol
Conduct Case Study W rite Case Write cross-case
— 3 (MoD) » Individual Report analysis report
(MoD) ySISrep

Define and Design Prepare, Collect & Analyze Analyze & Conclude

Adapted From: (Yin et al., 1983)

It is to be noted that as the theory is relatively unambiguous, the researcher at his
discretion has opted to limit the research to three case studies, in line with Yin’s (2018)
guidelines, as the issue does not demand an excessive degree of assurance, yet it
provides a degree of triangulation. It is also not expected that rival explanations, if any,
will have much strength and, therefore, will be of lesser importance.

Furthermore, a mixed-methods research design is adopted where the researcher
combines quantitative and qualitative analysis with the CSRM into a single study
providing the researcher with a richer and stronger array of evidence (Johnson &
Onwuegbuzie, 2004). The components of the other methods of research are

discussed in the following two sections of this chapter.
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The illustration below represents the design of the CSRM.

Figure 29: CSRM Design

Theme:
Emerging Leadership Challenges for Young Leaders Driving National Transformation

Context:
Crisis Management & Operational Sustainability

Context:
Transformation & Culture Change

Context:
Conflict Management & Technology Adoption

Case 1:
Ministry of Interior in 2017

Case 2:

Case 3:

Ministry of Housing in 2019 Ministry of Defense in 2022

Embedded Analysis Unit:
Leadership Challenge
Embedded Analysis Unit:

Core Value Deployment & Implication
Embedded Analysis Unit:

Ethical Approach
Embedded Analysis Unit:
Leadership Styles & Behaviours
Embedded Analysis Unit:
Organization Culture & National Context

Adopted from: (Yin, 2018)

The overall period of the case study starts from May 2015 when the researcher was
first employed in the public sector before the launch of V2030 and extended to the
present time as depicted in Figure 34: Case Study Timelines, and further discussed in
the Section 4.5.3 from an internal validity perspective.

The overreaching theme of the CSRM is emerging leadership challenges for young
leaders driving the national transformation. Within this theme, three unique contexts
of leadership are reviewed: (I) conflict management and technology adoption, (ll) crisis
management and operational stability and (IIl) transformation and culture change.

Each of the selected contexts is set in a time frame bound case that represents a
transformative phenomenon, driven by V2030, that questioned the effectiveness of
the prevalent leadership styles and the mandates of the organization in which the
researcher was working. Within these cases, the following five embedded analysis
units were prescribed by the researcher:

1. Leadership Challenge
2. Core Value Deployment and Implication
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3. Ethical Approach
4. Leadership Styles and Behaviours
5. Organization Culture and the National Context.

The purpose of quantitative research was to allow the researcher to validate his
hypothesis with the objective of being able to generalize the results, evaluate
conclusions, and make further predictions using deductive analysis.

The quantitative analysis’s targeted respondents included five distinct groups from
whom the researcher had planned to seek feedback on the survey questions. These

are detailed hereunder in the table.

Table 15 — Quantitative Survey Respondent Groups

These personnel from their respective organizations had been chosen carefully based

on the following criteria:

e Holding or supporting a senior public office with direct involvement in the
national transformation program since the launch of V2030.

e The age group between 25-40 years at the time of first appointment in a
leadership role, being of any gender, for both Saudi and Non-Saudis (i.e., new
generation leader).

e |t was preferred that participants know how to speak, understand, read, and
write English, as it was selected to be the survey language.

e Appointed at senior executive level positions similar or equivalent to
Assistant/Deputy/Vice Minister of Governor, Board Member, C-Suite, Director,

Advisor or Consulting Principal/Partner.
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e Have had direct interactions with the researcher diametrically as his superior,
his subordinates or his peers or significant indirect interactions given their

positions as external advisors, consultants, or specialized services providers.

The categories of the respondents were selected similarly to a 360-degree feedback
mechanism with the participation of immediate superiors, peers, direct reports,
external stakeholders, and internal stakeholders.

The empirical survey was divided into five sections outlined in the table hereunder:

Table 16 — Survey Sections

An overview of the survey questions linked to their embedded analysis units across
two-time frames is presented in the table, on the next page, in a comparative format

over two time periods.
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Table 17 — Quantitative Survey Questions
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Microsoft Forms was used as on online survey design, administration, and data
collection tool for this survey. The user interface was designed in a way that the
respondents could opt to use either their cellular phone or a computer to respond.

The survey was planned to be opened for online participation on Sunday, 8" of
October 2023, after the ethics approval from the DBL Program Director, for a duration

of three weeks.

It is to be noted that prior to the distribution of the survey link to the target respondents,
the researcher personally held conversations with them to inform them about the need,

objective, context and to obtain their kind consent for participation in the research.

The template of the published survey form is provided in Appendix 3 — Quantitative

Survey Form for reference purposes.
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The purpose of qualitative research was to allow the researcher to verify his
hypothesis with the objective of being able to uncover rationale, discover patterns and
to gain insights using inductive analysis. From a process perspective, the Rose-
Wengraf Model of the research process was used, which represents a classical model
of pre-conceptualization, pre-theorization, and stages of evaluating the theory
(Wengraf, 2001). This process that was followed is depicted hereunder in the

illustration:

Figure 30: Rose-Wengraf Model of Qualitative Research

CF: conceptual framework: a set of concepts
in terms of which questions can be asked and 3 e ——
answers can be given, theories hypothesized and

l theoretical propositions tested.

CRQ: a central research question <
couched in terms of the conceptual framework

to which a ‘Theory’ is a hypothetical or strongly

supported/refuted answer

(A) Theory: a descriptive or an explanatory statement
i about social phenomena D
(B) Theoretical propositions: specific propositions «—

l to be investigated in the study

(C) Operationalization/instrumentation; decisions made as to <
how to carry out empirical work — design of indicators for concepts,
l choice of units, sampling, technique of data collection (interviewing)

(D) Fieldwork: collecting interview and other data,
i practical problems of implementing Stage (C) decisions

<

(E) Results: data-processing and

analysis through strategies and procedures of interpretation
lead to findings; their interpretation leads back to (C), (B), (A)
as well as, sometimes, to modifications of CRQ and CF

Adopted from: (Rose, 1982)

The quantitative analysis’s targeted respondent candidates included four distinct
groups from whom the researcher had planned to seek feedback on the interview

questions. These are detailed hereunder in the table.

Table 18 — Qualitative Survey Respondent Groups
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These personnel from their respective organizations had been chosen carefully based
on the same criteria as used for the quantitative research, with the addition of two

requirements:

e Must have participated in the quantitative survey.

e Hold a relatively senior position within the group of respondents.

The interview was divided into three main sections outlined hereunder:

Section 1- This section covered establishing the consent of each of the
respondents and the type of permissions they grant for the use of information
provided to the researcher by them through the completion of the form.

Section 2- This section provided the researcher an opportunity to seek
feedback on the first draft of the case study write-up and the survey
questionnaire they had already responded to.

Section 3- This section provided the researcher to explore the individual
perspectives of the leaders around the continuously transforming context and
evolving leadership challenges. This section also allowed the researcher to
seek their opinions based on expectations and experiences for the style of
leadership that can be deemed as effective in the paradigm.

An overview of the guiding questions for the interview linked to their embedded
analysis units, for section 3 defined above, is presented in the table hereunder:

Table 19 — Qualitative Survey Questions
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Based on the seniority of the personnel involved and the sensitivity of their positions,

a structured interviewing approach was utilized, where the interview candidates were
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provided with a list of pre-determined questions beforehand. A brief conversation was
also held to inform them about the need, objective, context and to obtain their kind
intention to participate in the research.

The candidates were also given the opportunity to select either (a) Have a face-to-
face interview in person at a premise of their choosing with the option to record the
interview for transcription or alternatively allow for only note taking, or (b) Have the
interview over a video-conferencing tool to enable the researcher to record and later
on or in real-time transcribe the meeting, or (c) Have the interview questions sent via
email with written response to be emailed back, in addition to a telephone call should
any further clarification be required. Opdenakker (2006) reviewed that the above three
qualitative interview techniques share common principles and, despite each having its
own advantages and disadvantages, may be equally used for conducting research

interviews.

The interview windows were scheduled to be opened on Sunday, 8™ of October 2023,
after the ethics approval from the DBL Program Director, for six weeks.

The template of the compiled interview form is provided in Appendix 4 — Qualitative

Interview Form for reference purposes.

For qualitative and quantitative research involving human respondents, the researcher
sought ethical approval from the principal supervisor, who in turn requested the same
from the DBL Program Director.

The researcher acknowledges the terms and conditions set out in the candidate ethics
statement and confirms that they have ensured compliance with them. A signed copy
of the form is available in Appendix 1 — Candidate Ethics Statement.
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For the qualitative interview, the research respondent consent form was distributed
before the commencing of the interview with their consent and the intent to participate
in the research documented. The draft template of the form is available in Appendix 2
— Research Respondent Consent Form for review. Under the Human Research Ethics

Procedure, this can be termed as “negligible or low risk” research (Torrens, 2020).

For the quantitative online survey, the research respondent consent form was
recreated digitally and distributed as part of the survey online to the respondents, with
their consent and the intent to participate in the research recorded. The draft template
of the form can be seen in section 2 of the survey form template in Appendix 3 —
Quantitative Survey Form. Under the Human Research Ethics Procedure, this can be

termed as “more than low risk” research (Torrens, 2020).
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4.4. Coding and Analysis

“The excellence of the research rests in large part on the excellence

of the coding.”

- Anslem Strauss

Provided that all required participants had responded to the survey questions and that
all scheduled interviews were also completed with the selected participants from the
pool, deliberated efforts were placed to, as stated by Linneberg & Korsgaard (2019,
p.259) to “identify the most important elements and write them up into a coherent and
convincing story that answers the research question and provides insights loyal to the
data”. The approach followed by the researcher for the coding and analysis is

illustrated in the figure below.

Figure 31: Coding Approach

Source: (Saldana, 2013)
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The process overall involved the review of raw qualitative data and placing a
meaningful label or phrase that epitomizes the essence of the content in relation to
the theory and position of the researcher. This preliminary step can also be considered

as the earliest analysis done by the researcher (Miles & Huberman, 1994).

Trede & Higgs (2009) indicated that the researcher’s ethics and perspective-based
worldviews, personal core values and the nature of their inquiry are embedded in the
key questions and are influential in terms of the knowledge being created. Therefore,
the selection of the coding method was based by the primary and secondary
hypotheses followed by the nature of the key questions that were formed at the onset
of the research.

Miles & Huberman (1994) recommended establishing pre-determined codes (also
called a priori) before beginning the qualitative and quantitative research. Creswell
(2013) further recommended that the process of provisional coding should be lean,
which is to be expanded to cover no more than 25-30 categories combined into 5-6

major themes.

Therefore, the pre-determined provisional list of codes is provided hereunder in
relation to the conceptual framework, theory, related concepts, and paradigm.

e Theory: Transactional, Transformational, Situational, Contingent

e Concepts: Context, Challenge, Complexity, Core Value, Motivation, Ethics,
Leadership Approach, Organizational Culture, Gap, Capability

e Paradigm: Saudi Public Sector, Vision 2030 Impact

The diagram on the next page provides a visualization of the inter-relationships
between the above codes.
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Figure 32: A Priori Code Inter-Relationships
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Since the inquiry is ‘hunch-driven,” Hypothesis coding is used as an exploratory
method in the first coding cycle. This selection is further valid as the researcher’s goal
is to possibly develop a theory on the leadership approach in the given contemporary
phenomenon with emergent data, should it be determined that existing applicable
theories have meaningful gaps. Alternatively, the findings could also lead to an
extension of an existing theoretical model if the identified gaps are diminutive.

In the second cycle of coding, Theoretical (also called Selective) coding is utilized.
The intent of this cycle was to allow the researcher to develop conceptual and thematic
organization from the preliminary and hypothesis coding (first cycle) and to progress
towards the main central theme. Strauss & Corbin (1998, p.146) stated that this
approach “consists of all the products of analysis condensed into a few words that
seem to explain what ‘this research is all about.” Henceforth, this provided an umbrella
that allowed for all emerging codes that were relevant to be linked to the evolution of
PCLP and its development.

NVivo by Lumivero was used as a qualitative data analysis software to help the
researcher in quantifying the acquired data. This digitally assisted process of data
analysis involved pattern finding, examining various cause-and-effect linkages
between elements, exploring connections among the elements, and determining the

frequency of occurrences (AGSL, 2022b).

The first step involved importing the research data into the software. NVivo helped in
the sorting, organizing, and storing data in its various formats. The second step
involved coding and classifying the data by topic/category, starting with a ‘broad-brush’
approach, and then refining it for emergent categories or themes. Using ‘cases,’ NVivo
allowed the storage of all related information of the researcher’s unit of analysis as
container boxes. The in-built tools that are provided therein were used to categorize,
classify, and analyze the imported data using the query functions.
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Finally, visualizations were used to generate various charts and diagrams to aid in the
iterative characteristics of the qualitative research and to build conclusive insights

based on thematic analysis.

The figure below depicts the full capability and capacity of the NVivo 14 software.

Figure 33: NVivo Features

Source: (Lumivero, 2023)
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4.5. Research Validation and Reliability

“All possible knowledge, then, depends on the validity of reasoning.

Unless human reasoning is valid, no science can be true.”

— C.S. Lewis

Sarniak (2015) states that in research when human elements are involved, it is
inevitable that bias, driven by the respondent, moderator, or the researcher

themselves, will find its way in.

Eliminating these biases in their entirety may not be a realistic objective; however,
mitigating uncontrolled biases will help improve the quality of the research being
conducted. In areas where the bias cannot be avoided, it is recommended that it be
clearly expressed as part of the research validation.

Sarniak (2015) identified a number of biases that can impact qualitative and
quantitative research. Hereunder are ten biases that have been ascertained by the
researcher and the methodology in which he has tried to either eliminate or mitigate
them to the furthest extent possible.

1. Acquiescence Bias: The survey and interview questions had been designed
to prevent the respondents from becoming positive or agreeing with the
researcher’s position. None of the questions implied that there is a correct
answer or a position that needs to be matched. Also, care was taken to ensure
that none of the questions implied that a chosen response would result in any
behavioural and/or emotional implications or reciprocations from the researcher
and/or their peers.

2. Social Desirability Bias: The methodology for designing the questions for the
survey and the interview was indirect. This suppressed the emotional need for
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the respondents to it in’ socially. Also, the participants in the research were
not made aware of who the other participants were to avoid response
contaminations from this bias.

. Habituation: Questions in both the survey and the interview were designed
and worded in dissimilar ways so that the respondents would not provide
‘autopilot’ answers to the questions posed. As the research was longitudinal,
questions on similar factors being assessed over time were split into three
different sections to avoid a habitual response.

. Confirmation Bias: The selected respondents for the survey group and the
interview were involved either passively or actively in the selected organizations
that are the focus of the cases. There is a likelihood that they hold similar views
and support similar positions that tend to agree with the hypothesis formed or
the belief held by the researcher. Therefore, to minimize this bias creep, the
researcher has selected participants with varying roles and relationships and
consciously, with impartiality, included all responses, whether they agree or not
with his position or hypothesis.

. Cultural Bias: The researcher was mindful of the cultural bias that may be
present as he viewed the Saudi work culture through his own lens of the South
Asian culture and the pseudo-western culture of Australia. Having lived in KSA
for the last four decades mitigated cultural relativism and provided an increased
cognizance of the Arabian cultural assumptions that are evolving under
VV2030’s societal and religious reforms. Within the selected survey groups, the
researcher ensured that people of diverse socio-economic and cultural
backgrounds (different Saudi regions and tribes) were included to avoid cultural
relativism further.

. Question Order Bias: Diligence was done to ensure that in the survey and the
interview, the questions follow no particular order so that the previous
responses do not influence the responses. The researcher sequenced the
questions based on the five embedded analysis units of the case studies rather
than a logical order.

. Leading Question Bias: For the survey, no open-ended questions were used
in the quantitative research; therefore, this bias was eliminated. For the
interview, open-ended questions were used as part of the qualitative research
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focusing on the thoughts and reactions of the respondent in the given context,
therefore mitigating this bias.

8. Halo Effect: The researcher avoided both semantic and syntactic ambiguity
when composing survey questions and during the process of conducting the
interviews.

9. Sponsor Bias: This bias could not be eliminated as the selected survey groups
included acquaintances with direct work/professional relationships with the
researcher. However, in his briefing to the respondents the researcher verbally
conveyed the need to be honest and transparent before attempting the survey
or participating in the interview. He also conveyed that any perceived
unfavourable/negative response would be critical in furthering his
understanding of the leadership gaps and would be constructive in helping him
identify his own personal leadership development needs.

10.Sampling Bias: Based on the type of research required to develop the PCLP
with the researcher being the subject, the selected sample of leaders surveyed
in the ‘network’ of the researcher may not represent the larger population. This
may result in marginalization of responses and subsequent incomprehensive
conclusions. This is also addressed in the concluding chapter in the section
related to the limitations of the research.

Yin (2018, p.78) defines construct validity as “identifying correct operational measures
for the concepts being studied.” Therefore, to further qualify the construct validity, the
table hereunder defines the topic, concepts under review and their relative operational

measures.

Table 20 — Construct Validity
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Yin (2018) recommended evaluating construct validity by using multiple sources of
evidence and then establishing the chain on how the evidence was collected as a

requirement at the data collection level (Yin, 2018).

To build his case study with a convergent line of inquiry, the researcher relied on
combining inputs from five of the six major, diverse sources of evidence to compose

the case. These are outlined in the table below.

Table 21 — Evidence Sources
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Yin (2018) further suggested that for additional validation, having key participants
review the draft report detailing the case study and a recapitulation after the
composition of the case report as well.

Therefore, the researcher first shared the drafted initial case studies of the three public
sector entities with the selected qualitative interview respondents and briefed them on
the grounds of his research. Then, upon completion of the cross-case analysis, where
the collected case research data was analysed, and the insights produced as a
chapter, it was again shared with each of the individual respondents of the qualitative

interview for their further feedback, if any.

Yin (2018, p.78) explains internal validity as “seeking to establish a causal relationship,
whereby certain conditions are believed to lead to other conditions, as distinguished
from spurious relationships.” In this regard, he further states that pattern matching,
explanation building, and a time series analysis are required to be done at the data
analysis stage as tests for internal validity (Yin, 2018).

The case studies had the following timeline, illustrated on the next page, spanning
over two phases of the V2030 rollout: envision & enable (completed by 2020) and

transform (scheduled for completion by 2025).
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Figure 34: Case Study Timelines

Case study composition used an explanation-building approach in light of the pre-
defined specific concepts of the study; furthermore, pattern matching was done with
the recorded operational measures as outlined in the section on Construct Validity.
Both of these are evident in the next chapter, which focuses on case research analysis
and reflections.

Yin (2018, p.78) characterizes external validity as “showing whether and how a case
study’s findings can be generalized.” He further advises that to evaluate the external
validity, the use of replication logic in multiple case studies is recommended (Yin,
2018). Daymon & Holloway (2002) also state that if the conclusion drawn from the
research case study can be applied to other similar settings and populations, then it
can be said that generalizability exists in the study.

For analytic generalization, with the theoretical proposition forming its basis, the case
study was integrated with the ‘how’ and ‘why’ questions based on documentation,
archival records, direct observations, and participant observations, along with the
additional data collected during interviews and the survey. This was then used to
augment the storyline of each of the cases. Replication logic is used in the case study
design to assess the embedded unit of analysis across the cases in three unique
contexts under a singular theme. The cases then converged on the conclusion around
the volition of an imperative leadership style in the given context for the challenges
being faced. The researcher then used the derived conclusion to build his inference
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around evolving his PCLP components and designing the conceptual LVB, both of
which are to serve as leadership north stars in his V2030-driven paradigm of
leadership. Henceforth, generalization can be said to exist, derived from the
revelations in the conclusion of the case reviews and can be categorized as a Level
Two Inference (Yin, 2018).

Yin (2018, p.78) interprets reliability as “demonstrating that the operations of a study—
such as its data collection procedures—can be repeated, with the same results.”
Daymon & Holloway (2002) state the extent to which the execution of a quantitative
research instrument repeatedly will re-produce the same results; however, this would
not be true of the qualitative research instruments as the researcher himself is the
instrument. Supported by replication logic, a model was developed to ensure

synonymous repeatability. This is illustrated in the diagram below.

Figure 35: Model for Synonymous Repeatability
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So, in essence, the leadership approach which is to be selected is a determinant of
the macro-level contextual factors, micro-level contextual factors and the
organizational positioning factors. The leadership approach is derived from and driven
by core values, relational guidance, commercial guidance, feedback loops and
influence. In the evolving paradigm, the chosen leadership approach, through
derivation of insights, should remain valid and applicable to current and future contexts
under V2030 and demonstrate ‘hindsight’ learning outcomes when applied to past

contexts.

Yin (2018) further states that research reliability can be evaluated at the data collection
stage by ensuring that the case study protocol is established and followed rigorously
and that a case study database is developed at the time of data collection.

In this regard, a case study protocol has been established and detailed in Section 4.3
of this chapter, outlining the research design and administration. Mendeley Reference
Manager was used as a tool for building an annotated bibliography of the documents
that were flagged for use in the case writeup and critique composition, serving as the

primary case database.

Additional steps were taken by the researcher to improve the quality of the research.

These include:

1. Longitudinal Research Design: Minichiello et al., (1990) indicated that in
cases where the passage of time has a significant impact on the development
and understanding of the phenomena, it is important that researcher involves
themselves and continuously analyses the factors being researched. As
indicated in the section on Internal Validity and the methodology used for the
CSRM design, a longitudinal approach spanning a period of almost ten years

was adopted.
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. Member Checking: Lincoln & Guba (1985) inferred that by verifying the
researcher’s derived understanding with that of the respondents through
summarizing, repeating, and paraphrasing their words ensures that their views
are interpreted correctly. The collected qualitative data was checked with each
of the members who were respondents in the study, and upon no further
comments/feedback, it was charted for use in the next phase of research.

. Peer De-Briefing: Daymon & Holloway (2002) indicated that sharing raw data
with peers intending to seek their own analysis and then discussing any
differences improves the quality of the research data. The qualitative and
quantitative raw data collected from the research was checked with the senior-
most members of each organization that participated in the survey. It was also
anonymously cross-checked with a respondent who has served as an external
strategy consultant in two of three organizations.

. Searching for Negative Cases: Daymon & Holloway (2002) stated that the
identification and inclusivity of any discrepant data in the case analysis to
challenge the current position and offer an unfamiliar perspective, significantly
improves the credibility of the research. Although no negative cases were
detected in the survey and interview, this was an aspect that was taken into
consideration.

. Searching for Alternative Explanations: Miles & Huberman (1994)
recommended searching for all plausible accounts of the event and then
selecting the best possible one without forsaking any others. The implication of
an alternative leadership approach selection (a departure from transformative
or transactional) is used to assess the plausibility of achieving the desired
outcomes mandated by V2030.

. Triangulation: Denzin (1978) suggested the combinatorial use of multiple
methods, researchers, and investigators in the same study to overcome any
deficiencies derived from any one sole source. Although investigator
triangulation and methodological triangulation could not be achieved due to
certain limitations, data and theoretical triangulation are achieved and

demonstrated as part of this critique.
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4.6. Summary

This chapter has defined the research methodology that the researcher wishes to
pursue for the validation of his hypothesis and to reach the desired objective of this

critique.

The three cases have been carefully selected to represent the contemporary
contextual leadership paradigm in which the researcher operates. The planned field
research can be divided into quantitative parts and qualitative parts, the answers of
which will help refine the PCLP and lay the foundations of the LVB.

Painstaking care has been taken to develop and execute a case study protocol that
not only improves the quality of the research but also maintains a chain of reliability.
Also, thought has been put into how known biases will be either minimized or entirely
eliminated in the research. Finally, the research is designed in a manner where
internal, external and construct validation can take place, thereby further enhancing

the quality of the research.

Executing the research plan will lead into the next chapter of this critique, which
focuses on case research, analysis, insight generation and reflection. With
acknowledgement of the limitations of this research (as noted in the concluding
chapter), it is to recognize that the research blueprint provided can be further

employed to repeat both quantitative and qualitative research should the need arise.
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Chapter 5

5. Case Research, Analysis and Reflection

51. Introduction

This chapter explicates the three cases that the researcher wishes to explore as part
of his CSRM, covering the public sector organization, MoD, where he currently works
and two other public sector organizations where he has recently worked, MoHo and
Mol. The CSRM utilizes a closed design with multiple cases and multiple embedded
units of analysis. Each of the cases composed by the researcher presents a distinctive
microcosm of leadership practice within his paradigm, affording him insights into the
intricate interplay between leadership theories and practice in the rich soil of context

and cultural dimensionality.

This chapter also presents the research findings from the field research conducted by
the researcher under his hypothesis, guided by the key research questions posed and
bound by the research problem. The quantitative data was collected as part of the
online survey, whereas the qualitative data was collected through interviews and
observation, both together adding a depth of vividness and contextual insight to the
above cases. The synthesis of this collective data is juxtaposed as both numerical

findings and interwoven rich narrative.

As part of this endeavour, specific leadership tests have also been undertaken, and
their results considered to serve as a lens through which the research can validate
components of his PCLP as he develops them.

This chapter finally concludes with the gaps identified in the current approaches of the
adopted leadership behavioural guidance, actions, practices, and outcomes for

emerging leaders under KSA's V2030.
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5.2. Case 1: Mol

This case’s time period is set between May 2015 and May 2017, whereas the role of
the researcher has been discussed in Section 2.3.2. The impact of V2030 and
presence of VUCA for this case was determined to be moderate in the leadership and
operational contexts.

The context of this case is based on accelerating digital adoption for public services
and internal transformation of the Ministry to deliver higher public value to citizens
through improved infrastructure, assets, and better-trained personnel. It is also based
upon conflict escalations between the executive leadership of the Ministry and the
State and how it trickled down within the organization, causing leadership discordance
and descending the leadership’s CAS into a chaotic environment.

Headed then by the ex-Crown Prince HRH Prince Mohammad bin Nayef, who was
considered a political rival to the HRH Prince Mohammad bin Salman before being
ousted in 2017, the Mol’s role is defined hereunder by KSA’s national portal as:

The Ministry of Interior achieves kingdom security and stability, provides peace
and safety for its citizens, and fights all forms of crime, vice, and corruption. It also
maintains Saudi society's safety, ensures its advance, and protects pilgrims’ safety
from threats (GOV.SA, 2023c).
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Formed in 1926 as a military organization, it consisted of twenty-six ‘child agencies’
fulfilling its mandate of national security strategy development, law enforcement,
immigration and passport control, civil defence, border security, coast guard, public
safety, prevention of vice, local counterterrorism, crisis and disaster management,
national and residency affairs, hajj and umrah security, and training/development of
personnel through the security colleges and university.

Core Leadership Challenge

The researcher poses his core leadership challenge as leading through conflict in an
entirely unfamiliar leadership paradigm and transposing a digitally laggard
organization that resisted the adoption of emerging and maturing technologies due to
incessant fears of privacy and security with high-risk averseness into a trailblazing
innovator for the public sector.

Being an emerging leader himself, the researcher expounds that the lack of leadership
experience, public sector governance knowledge, and formal leadership training
aggravated the challenge along with the non-awareness of public sector leadership
characteristics.

Core Value Deployment & Implication

From his five core values, authenticity, empowerment, and passion, drove the
researcher’s relational guidance sub-processes and were significantly aligned with his
leadership practice. Meanwhile, passion and courage are his core values that drove
the self-leadership aspect of his practice when dealing with conflict management and
digital transformation.

However, the researcher feels that Integrity as a key core value in this role was
compromised, and in favour of keeping his role in the Mol, he did not forcefully see
through the alignment of the national objectives under V2030 over the organizational
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objectives and his work (initiatives, projects, and programs). He also kept doing things
right in terms of responsibility and accountability rather than doing the right thing and

becoming an outlier in the organization.

Ethical Approach

The researcher has a utilitarian ethical approach, which guides his decision-making
towards the greater good for the maximum possible extent based on equality for the
stakeholders. However, the perspective that leaders and peers held within Mol
(conflicting with V2030) was more aligned with the Egoist approach, with each
pursuing a pathway individually and collectively together as a group that would benefit
them in person or as a department extrinsically (status, promotion, financial gains,
leadership favours, awards, etc.). This was despite the fact that leadership was to be
driven by citizen-centricity and national purpose, where other ethical approaches
would have been more congruent. The researcher also somewhat compromised his
ethical approach and followed the Mol’s cultural norms when defining his morals and
ethics to avoid further internal conflict in a highly charged and aggressive environment.

Leadership Style and Behaviours

Being a military organization and not willing to adopt the V2030, the traditional rigid
governance mechanisms, inflexible chain of command structure, archaic policies,
procedures, and processes marred the purely autocratic transactional leadership,
which was the only style acceptable within Mol’s culture. Power and authority
completely dictated the influence of the followship.

For the researcher, this was the first time that the motivational factors were being
heavily driven intrinsically with a public service outlook and his leadership was
expected to be directed by a national purpose rather than profit or market. Political,
social, and economic factors also came into decision-making interplay at significant
scales. The span of control and the impact of initiatives, projects, and programs that
he led/participated in were far-reaching, with a complex web of stakeholders that
needed to be aligned. However, his transformational approach was largely

unwelcomed.
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Organizational Culture and National Context

The Mol was a core organization that was in part driving the national Saudization
program, reducing the reliance of KSA on expats, especially in government roles
holding senior positions. Furthermore, as mentioned above, being a military
organization, the culture similarly reflected that of a typical military organization that
has hierarchical structures, defined social behaviours, formalization of interactions,
organizational silos, strict rules, and discipline. Using the Competing Values
Framework (CVF), Mol’s culture can be characterized as a ‘Hierarchy,” where a very
stable, formal, internally oriented culture is omnipresent (Cameron & Quinn, 2011).

This culture initially was a shock to the researcher, despite having worked on
government contracts and dealing with the public sector; this was the first time he was
sitting on the other side of the table within a homogeneous Saudi-dominated
environment as an expat. Aspects that were distressing to the researcher emotionally
and psychologically were related to the workplace environment, performance
expectations, administration processes, social interactions with seniors, peers and

subordinates, compliance needs, public scrutiny, and legal accountability.

From a national context perspective, the Minister at the time had chosen to
procrastinate deliberately on the transposition of the V2030 into the refreshed strategy
of the Mol, therefore resulting in an organization serving its mandate but one that is
misaligned with the national objectives and outcomes. Till the appointment of the new
Minister, the Mol, despite being one of the biggest citizens-facing entities, did not have
its own VRP or was a participant in any other VRP that required its input and support.
This led to tensions within the leadership paradigm of the researcher, leading to many

conflicts within the organization and those external to the organization.

The researcher, as an employee, was commended for his exceptional performance,

dedication, and achievement of organizational outcomes on many occasions. His
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department went on to win the best initiative award in the prestigious Absher
competition in 2017 for network modernization and digital enablement. However, there
was little movement towards the personal leadership outcome as his participation in a
‘once in a generation’ national transformation blueprint to deliver real citizen benefit
and value was hampered. This increased his personal stress level and diminished his
morale, and with rising political strife, the organizational culture started to erode. With
the passing of time CEDA’s distrust in Mol’s transformation also grew. Seeing no
improvements on the horizon, the researcher valuing reputation, credibility and well-
being over other factors resigned from his post while he was being scouted for a
greater leadership role.

The illustration below represents the researcher's own ‘flying forward looking
backward’ retrospective view on his own leadership effectiveness in the Mol based on
various PCLP elements.

Figure 36: Researcher’s View of his Leadership Effectiveness in Mol

1 2 3 4 5
1|Was the leadership challenge overcome? Barely Partially |Somewhat| Mostly | Entireley 2
2|Did prioritized personal core values guide leadership behaviours? Barely Partially |Somewhat| Mostly Entireley 3
3|Did the chosen ethical approach guide the decision making? Barely Partially |Somewhat| Mostly Entireley 3
4|Was congruence with the orgnaizational culture established? Barely Partially |Somewhat| Mostly | Entireley 4
5[Was the national context of V2030 embedded in the approach? Barely Partially |Somewhat| Mostly | Entireley 2
6|Was the selected leadership approach appropriate? Barely Partially |Somewhat| Mostly Entireley 4
7|Was the defined leadership output achieved? Barely Partially |Somewhat| Mostly | Entireley 4
8[Did the role move the leader closer to his leadership outcome? Barely Partially |Somewhat| Mostly | Entireley 3
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5.3. Case 2: MoHo

This case’s time period is set between June 2017 and August 2019, whereas the role
of the researcher has been discussed in Section 2.3.2. The impact of V2030 and

VUCA was determined to be high in the leadership and operational contexts.

The context of this case is based on managing a bulging public housing crisis that was
undermining the new monarchy’s popularity and approach to quality of life for its
citizens. It is also based on making a turnaround in one of the most notably under-
performing public sector organizations, with a substantial state budget allocation to an

operationally sound, citizen-centric, and sustainable one.

Headed by HE Majid Al-Hogail, who is considered a close acquaintance of HRH Prince
Mohammad bin Salman, the MoHo’s role, which was merged with the Ministry of
Municipality and Rural Affairs (MOMRA) in 2021, is defined hereunder by KSA’s
national portal as:

The Ministry is responsible for the urban planning of the Kingdom's cities, the
implications of providing roads and essential equipment. It also enhances cities,
develops municipal and rural areas, and manages the required services to

maintain environmental cleanliness and health in the Kingdom. The Ministry also
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regulates all functions related to housing, with many initiatives, programs, and
projects for individuals and business-related matters (GOV.SA, 2023b).

Formed in 2011 as a civilian organization, it consisted of six child/affiliated agencies
with its mandate encompassing national housing strategy, urban planning, real estate
regulation, land allocation and regulation, public housing development, housing
financing (both developers and citizens), conflict resolution and arbitration,
standardization of quality and sustainability, infrastructure enablement/development,

and training/development of personnel through the real estate institute.

Core Leadership Challenge

The researcher phrases his leadership challenge as leading in a time of crisis in yet
again a relatively new leadership paradigm and working towards (within a much
broader leadership team) turning around an underperforming public sector
organization which has not only drawn the ire of the citizens due to unsatisfactory
services but also of the leadership with the ineffective use of state funds without

achieving of the desired objectives.

Although from the previous role, the researcher had gained considerable leadership
experience and knowledge of public sector governance, and he still lacked formal
leadership training when he stepped into the role (which was later addressed in the
same role as part of his formal learning and development plan). This role also required
technical knowledge in the housing domain, which he lacked and was faced with a

steep learning curve.

Core Value Deployment & Implication

All five of the researcher’s core values were in alignment and drove his leadership
behaviour and actions in a manner that led to the successful implementation of the
programs that he was working on in junction with other organizational leaders and the
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realization of V2030 objectives in the Housing VRP, but also helped him achieve his

leadership outputs and outcomes.

His empowerment and passion allowed him to build, engage and continuously develop
high-performing teams from the ground up to initialize a number of housing programs
and to see them through their operationalization. This also served as an element of
inspiration to other peers and motivation for his followers to build unwavering
commitment and resolve for a shared vision of success. His authenticity and passion
anchored on citizen-centricity for the services that were being developed and on the
improvement of both the citizen journey and experience for the services that were
deployed. His courage and integrity allowed him to take unpopular actions and pursue
ostracized choices in the national interests, which delivered real value to the citizens
and, eventually, to the organization. This included standing up to senior leaders and
taking accountability for the shortcomings of the team while passing on the success
credits to them. Finally, his integrity drove the design and implementation of a
governance, risk management, compliance, and performance management program

within the organization that all other entities benefitted from.

Ethical Approach

The researcher’s utilitarian approach focused on providing the maximum possible
good by the effective use of given resources to the maximum possible extent and
coverage for the citizens aligned extremely well within the organization. As this
organization had aggressively taken up the transformation drive under V2030 since its
launch, the people, processes, and culture were advancing and adapting to the new

normal under the national blueprint.

However, being a large organization, reminiscence of Egoist behaviours was present
in people who were resisting the change. Also, some leaders who were transitioning
also pushed towards a more Universalist view that may not have suited the given
situation in KSA for housing. Both of these elements, causing some friction in relational
and network aspects, did not present significant leadership challenges or derailment

risks for the researcher’s own views.
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Leadership Style and Behaviours

The political alignment between HE, the Minister of Housing and HRH, the Crown
Prince resulted in a positive and supportive leadership environment driven by citizen
outcomes and focused relentlessly on the achievement of national objectives under
V2030. MoHo, adopting the transformation drive under V2030 as part of its ‘soul’,
launched an organizational transformation program that was headed by the
researcher and supported by both McKinsey and Ernst and Young. The traditional
rigid governance mechanisms, inflexible hierarchical structures, archaic policies,
procedures, and processes that defined KSA'’s public sector’s autocratic transactional
leadership were being shunned, and a transformational leadership approach was
being recommended, if not ‘mandated’ to be adopted for all leaders. This settled well

with the researcher’s approach to leadership in most scenarios.

However, with VUCA being high and quite a few known unknowns and unknown
knowns and some unknown unknowns that served as leadership blind spots giving
rise to multi-dimensional leadership issues in the researcher's paradigm. The
researcher notes that in these scenarios, the rather novel transformational approach
(driven by inspiration, charisma, and motivation) and the traditional transactional
approach did not achieve the required work of leadership. This included adaptability,
flexibility, situational responsiveness, operational sustainability and driving grass-root
level change management. The issue of resilience also became an underpinning as
some setbacks and adverse situations made it difficult to continue to use a
transformational approach to achieve organizational and national objectives.

With formal education around leadership offered to the researcher and working with
partnering top-tier consulting firms, his understanding of leadership deepened, and
after much reflection and experimentation, he realized that one approach that would
fit all scenarios was not feasible for him and his context. For him to maintain his
momentum of success addressing V2030 complexities sustainably across a longer
time frame and a broader perspective, an approach was needed that provided him
with an ‘inventory’ of leadership approaches and skillsets suited to the context and the
situation that he was facing.
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Organizational Culture and National Context

The transforming organization was moving from the traditional ‘Hierarchy’ model as
defined by Cameron & Quinn (2011) in their proposed CVF towards a more flexible,

internally oriented ‘Clan’ culture.

Shared values and objectives, leadership and management team cohesiveness and
participation and a sense of “we-ness” were commendable as characterized by this
value framework (Cameron & Quinn, 2011). Complimenting the hierarchical structures
and policies, procedures, and processes were MoHo’s commitment to employees,
family-like environment, employees’ self-driven involvement in programs and their own
self-guided collaboration to achieve organizational and national outcomes, making this
‘Clan’ stand out (Cameron & Quinn, 2011). The researcher observed that this
organization transitioned its typical public sector culture to a “Google-like” people-first

corporate culture.

As an employee of the Ministry, the researcher was still operating as an expat in a
Saudi-dominated environment, albeit one that was extremely welcoming and
accommodating towards foreign leadership as long as healthy outcomes were being
achieved. Improvements in the culture for expats served as a motivator and an
elevated engagement factor, which could also be linked back to V2030, and it resolved
to increase the expat population from the current 37% to 50% and allowance of greater
participation in the workforce (Morgan Stanley, 2022).

From a national context perspective, the provisioning of affordable housing products
(finance, land and or residential units) was a social contract that the absolute
monarchy was expected to fulfil for its citizens. Upon ascending the throne in 2015,
HM King Salman pledged a response to the housing crises, which was stated to have
the number two priority on his list (Albawaba, 2015). Housing was considered a key
issue to be addressed as part of V2030 and one that was a litmus test for his reform
drives (Rashad, 2018). HE, the Minister of Housing, aggressively remodelled the
entire organizational strategy and structure to align with and encompass the Housing
VRP under a number of zealous initiatives (CEDA, 2017). This increased the harmony
in the leadership paradigm of the researcher.

166



Chapter 5 — Case Research, Analysis and Reflection

Similar to the last role, the researcher was recognized for his exceptional performance,
dedication, and achievement of organizational outcomes on several initiatives. The
organization won the Best Government Initiative Award for the GCC Region in 2018
based on the value created and the benefits delivered to the citizen diaspora.

This episode epitomized a successful and effective leadership experience that
achieved personal, organizational, stakeholder and national outcomes. This was a role
where leadership foundations were developed, and a continuous cycle of development
was triggered. With this role having a profound impact on the researcher in person,
many lessons learned were carried forward to the development of the PCLP. The
illustration below represents the researcher’s own ‘flying forward looking backward’
retrospective view on his own leadership effectiveness in the MoHo based on various
PCLP elements.

Figure 37: Researcher’s View of His Leadership Effectiveness in MoHo

1 2 3 4 5
1|Was the leadership challenge overcome? Barely Partially |Somewhat| Mostly | Entireley 4
2|Did prioritized personal core values guide leadership behaviours? Barely Partially [Somewhat| Mostly Entireley 5
3| Did the chosen ethical approach guide the decision making? Barely Partially |Somewhat| Mostly | Entireley 4
4|Was congruence with the orgnaizational culture established? Barely Partially |Somewhat| Mostly Entireley 5
5|Was the national context of V2030 embedded in the approach? Barely Partially |Somewhat| Mostly | Entireley 5
6|Was the selected leadership approach appropriate? Barely Partially |Somewhat| Mostly | Entireley 4
7|Was the defined leadership output achieved? Barely Partially [Somewhat| Mostly Entireley 5
8|Did the role move the leader closer to his leadership outcome? Barely Partially |Somewhat| Mostly | Entireley 5
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54. Case 3: MoD

This case’s time period is set between March 2019 and September 2023, whereas the
role of the researcher has been discussed in Section 2.3.2. The impact of V2030 and
VUCA was determined to be high in the leadership and operational contexts.

The context of this case is based on a holistic organizational transformation and a
deep-rooted culture change, which transitions the MoD from a purely military
organization to an integrative one that has civilians working in tandem with active and
retired military personnel on back-office/support/administrative functions away from
the battlefield.

Headed then by the current Crown Prince, HRH Prince Mohammad bin Salman, till he
transferred power over to his younger brother, HRH Prince Khalid bin Salman in 2022,
the MoD’s role is defined hereunder by KSA'’s national portal as:

The Ministry of Defense is a modern institution with professional and joint
military forces that protects the national security and its interests from the
external threat. It also leads and participates in alliances with competence and
power (GOV.SA, 2023b).
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Formed in 1943 also as a military organization, it consisted of four ‘child agencies’ with
its mandate revolving around military doctrine, national defence, national security,
international counterterrorism, emergency and disaster response, defense diplomacy
and cooperation, the establishment of local defence industries, and
training/development of staff through military colleges and university.

Core Leadership Challenge

The researcher categorizes this leadership challenge primarily as organizational
transformation and culture change management in yet another moderately novel
leadership paradigm. In this context, MoD’s existing COM which was commissioned
for a homogeneous military organization was to be migrated to the new TOM that was
to be appropriated for a heterogeneous organization with the existing military side and
a newly created civilian side, along with the development and implementation of the
GORPS elements.

One significant factor that came into play in this role was the COVID-19 pandemic,
which challenged the way transformation was being conducted and business as usual
was being operated in an organization that intentionally chose to eschew digital in its

operations, citing security concerns.

The technical expertise, leadership experience, knowledge of public sector
governance and formal leadership training were all to be applied in conjunction with
this new role. His position needed esoteric knowledge in the defence and military
domain, which he lacked and was again faced with a steep learning curve.

Core Value Deployment & Implication

Similar to the last role, in this role, all five of the researcher’s core values were

deployed effectively and led to significant positive implications in his work of
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leadership, achieving his personal, organizational, and national level outcomes. From

them, two core values really stood out for the researcher: courage and authenticity.

Facing adversity and executing transformation in a highly charged culture requires
making unpopular decisions and moves that would upset or uproot the incumbent
leaders and/or traditional centres of power. Standing up to and smoothing resistance
when being in a lower position of authority and power required taking high risks and
showing both determination and resilience towards achieving a greater good than any
one of the individuals and their collective departments. This is where courage guided
the researcher’s leadership, relational behaviours, and commercial actions.

Authenticity held paramount importance in this context, emphasizing the need to first
be genuine and true to oneself. Subsequently, one should strive to embody qualities
such as trustworthiness, selflessness, and principled compliance. This was an
essential element for the necessitated communication (verbal and non-verbal)
between the researcher in both physical and virtual worlds, allowing him to openly
communicate his vision, value to be created or captured, benefits to be realized, issues
to be resolved and the organizational implications. This fostered transparency,
trustworthiness, and integrity amongst both the civilian and military personnel.

Empowerment continued to guide the unlocking of potential through capability and
capacity building of the organization and enablement of functions. Passion gave the
researcher perseverance to avoid reactive behaviours that would lead to the
derailment of transformation and to remain committed to the mission and cause behind
the transformation. Meanwhile, integrity allowed him to set high moral standards and
have himself and his team comply with them to build credibility and trust.

Ethical Approach

Utilitarianism was maintained by the researcher as his normative ethical approach to
guide his behaviours and decision-making process, with the focus of achieving the
greatest possible good for the five armed forces of KSA, the serving military personnel
and their families, with the given resources, and ultimately passing on the value of
paramount national security and safety to the Saudi citizens.
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An interesting mix of ethical approaches was prevalent in the MoD. Being a military
organization, behaviours were modelled around morals. The majority of the military
personnel held a Relativist view, which guided them based on the collective morals
instilled in them individually. Deontology approaches were also prevalent, which were
noticeable amongst the retired officers engaged in non-active-duty leadership roles.
Few, if any at all, Egoists were present, as this approach’s mindset is usually
suppressed early on in the military psychological conditioning. However, it was to be
noted that the Utilitarian approach was prevalent in the newly inducted civilian
leadership.

Leadership Style and Behaviours

Since HRH, the Crown Prince was also the Minister of Defence as part of his portfolio,
an extremely corroborative leadership environment, leaning heavily towards a
transformative approach, heavily influenced by V2030, and driven by the achievement

of national outcomes was witnessed.

Although this style was known to have attuned well with the researcher in the past,
based on his newly acquired education and knowledge, he decided to experiment with
a contingent approach to leadership, addressing gaps that he saw present with the
transformative approach in his previous role. The wider impact of V2030 on the
organization, the presence of VUCA due to various contextual factors, the geo-political
scenario, and the COVID-19 ramifications holding the characteristics of a ‘black swan’

event as described by Taleb (2014) made the case for this style even stronger.

Organizational Culture and National Context

Traditionally, MoD was a ‘Hierarchy’ organization, as defined by Cameron & Quinn
(2011) in their proposed CVF, and wished to remain as such; however, under
directives from HRH the Crown Prince, they were to move towards a more flexible,

internally oriented ‘Clan’ culture.

With the ongoing transformation, the organization was in a paradox with a clash of

cultures and mindsets between civilian leadership and military leadership (active and

171



Chapter 5 — Case Research, Analysis and Reflection

retired). The roots of divergence can be traced back to the training, experience, values
and beliefs, organizational structure, governance, and leadership styles prevalent for
both of these groups. Organizational tensions emerged with the pressure of
transformation and symbiotic operational objectives linked to the changes in the
operating model and its elements related to governance, organizational structure,
resource allocations, policies, and digital technology. Culture change and corporate
communication initiatives were subsequently launched to enable and oversee the
emergence of a harmonious hybrid work culture where different archetypes can co-

exist with a common ground.

From a national context perspective, reforming the Saudi defence sector and
transforming the MoD was to be a role model that was to be showcased and baselined
for V2030’s transformation for other government entities, as it was led by HRH, the
Crown prince himself. Setting the tone at the very top provided the needed political
will within the organization, expedited support from other external stakeholders,
prioritized resource allocations and mitigated resistance to change.

The researcher’'s leadership continued to blaze for him a trail of successful
organizational outcomes and milestones in several diverse operational and
administrative areas and many transformation initiatives. This role gave the leader
immense exposure to the national level leadership and environment; in addition, it
provided him with ample learning, development, and growth opportunities, both from
a career and a professional perspective.

As this case concludes, the researcher reflects on the future of his leadership
approach within MoD and beyond. How will his leadership approach change with
regard to a new role in the public sector of KSA? Will the new role see him transition
back to the private sector as an employee or establish his own business based on his
intrapreneurial approach? How will the paradigm change post-V2030, and how will it
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impact his approach? What future events may disrupt and undermine his leadership
approach?

These futuristic considerations, at this point, do not require additional cases to be
included in the CSRM; however, they are all considerations in the design of the current
PCLP to provide flexibility, adaptability, and resilience. The illustration hereunder
represents the researcher’s own ‘flying forward looking backward’ retrospective view
of his leadership effectiveness in the MoD based on various PCLP elements.

Figure 38: Researcher’s View of his Leadership Effectiveness in MoD

4

3

2

1

1 2 3 4 5

1|Was the leadership challenge overcome? Barely Partially |Somewhat| Mostly | Entireley 4
2|Did prioritized personal core values guide leadership behaviours? Barely Partially |Somewhat| Mostly Entireley 5
3|Did the chosen ethical approach guide the decision making? Barely Partially |Somewhat| Mostly Entireley 5
4|Was congruence with the orgnaizational culture established? Barely Partially [Somewhat| Mostly | Entireley 5
5[Was the national context of V2030 embedded in the approach? Barely Partially |Somewhat| Mostly | Entireley 5
6|Was the selected leadership approach appropriate? Barely Partially |Somewhat| Mostly Entireley 5
7|Was the defined leadership output achieved? Barely Partially |Somewhat| Mostly | Entireley 5
8[Did the role move the leader closer to his leadership outcome? Barely Partially |Somewhat| Mostly | Entireley 5
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5.5. Leadership Self Assessments

As part of understanding the researcher’s self and his interplay with various contextual
elements prior to building the PCLP, the researcher undertook a number of leadership

and personality assessments.

A summary of results is provided hereunder, whereas the detailed results are provided
as part of the Leadership Support Portfolio in Section 7.

Marston (2015) in his study of will, sense and power and how it impacts the
personality, and his behaviour first proposed the Dominant, Inspiring Supportive,
Cautious (DISC) theory in 1928. This theory, which later was developed into tests and
profiles, is deemed to be one of the tools to help the leader understand his personality
style. The researcher was administered the DISC Test online at

https://discpersonalitytesting.com.

The test revealed that in the researcher’s leadership blend, his natural internal style is
represented by Dominant intensity with a value of 1, whereas the adapted external
style is represented by Supportive frequency with a value of 5. The dominant aspect
helps in tackling challenges, achieving positive outcomes, and keeping a focus on the
bottom line, whereas the supportive aspect helps in the nurturing of meaningful
relationships, creating and maintaining harmony in the organizational ecosystem and

the leadership paradigm.

Overall, the result has highlighted that the researcher has dominant traits that are task-
oriented and outgoing, most likely to achieve both outputs and outcomes as a result
of leadership.
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The researcher was administered a Leadership Psychometric Test online by
www.psychometrictest.org.uk for leadership personality and character traits appraisal

covering organization, responsibility, transformational leadership, assertiveness, and

resourcefulness.

The test results indicated that within the organization, the researcher scored 50 for
overall performance, 44 for responsibility, 42 for transformational leadership, 45 for

assertiveness, and 44 for resourcefulness.

In summary, this means that the researcher is adept at setting the vision, outlining the
objectives, and providing guidance to achieve the outcomes with an expectation of
high quality and standards. It also represents the importance that he places on details
and accuracy, along with the need to monitor and remedy performance issues. In his
decisions, the researcher considers equity, diversity, and inclusiveness to be driven
almost entirely by the needs of others. Inclined towards transformation, the researcher
does not enjoy transactional approaches and places a preference on the motivation
and morale of team members. He is also confident in communicating a shared vision
and building collaborations to help achieve his goals. The researcher also displays

resourcefulness when tackling complex issues and formidable challenges.

Overall, the result has highlighted that the researcher is suited to lead in a paradigm
whose underpinning is transformation and given his strengths and approach, it is quite
probable that he will be able to achieve his leadership outcomes.

The researcher was administered an Enneagram Personality Test online by

www.thepersonalitylab.org for personality typing the researcher, shedding light on how

he understands and interprets the world around him and how he manages his
emotions and behaviours to adjust to the conditions.
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From over 300 data points the researcher was evaluated to be a Type 1, termed as
‘The Reformer’ or “The Perfectionist’. Supporters and collaborators, termed as ‘wings,’
of the researcher would be best suited if they are of either Type 9 (Idealist) or Type 2
(Activist). The central theme of his personality is to create better versions of himself,
others, and the world that they share. His personality type places him in the ‘Gut’ triad,
which means his drivers are usually instinctive and assertive in his decisions. This also
means anger and frustration are emotions that he needs to keep a check on. In the
growth stage, the researcher is tentative about becoming an Enthusiast (Type 7),
whereas, in a stress stage, the researcher would most likely lean towards becoming
an Individualist (Type 4). From a behavioural perspective, the researcher tends to be
an introvert who does not break character or bend morals; he also remains
meticulously focused even on trivial details. One of the things he needs to be aware
of is that he should not focus on everything being either black or white; greys will also
be there and ignoring them can lead to him missing the overall bigger picture.

Overall, the result has highlighted that the researcher is stringent when it comes to
compromising on moral and ethical code however, he is very pragmatic and insightful
and wants to make the world a better place. He does find it difficult to let loose and let
go of things and may end up critiquing others harshly.

The researcher underwent a Personal Values Assessment online through

hitps://personalvalu.es to validate, understand, and prioritize his personal values that

will guide his future leadership behaviour.

The top five values identified were: Ethics, Authenticity, Trust, Passion, and Courage.
Other values include Discipline, Commitment, Teamwork, Accountability and
Helpfulness. From a hierarchical needs’ perspective, linked to the researcher’s values,
it was determined that his motivation is based on 56% self-actualization, 15% security,
13% growth, 11% esteem, and 5% social needs.
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Overall, the result has highlighted that the researcher is rightly oriented toward social

value creation and benefit realization.

The researcher was administered a Leadership Skills Test online by

www.psychologytoday.com to evaluate whether the researcher harbours the

necessary traits and skills that enable him to be an effective leader.

The researcher overall scored 89% overall, stating that he does have the necessary
skills to deliver on a range of leadership responsibilities and pressures. This score was
derived from the sub-scores of Motivating, where he scored 95%, Emotional Control
70%, Communicating Vision 91%, Long-term Planning 95%, and Micromanagement
6%.

A key area to focus on development is emotional control, where the researcher needs

to monitor and regulate his emotional responses and reactive behaviours.

The researcher was administered a Myers-Briggs Type Indicator (MBTI) Test online
by htips://personalvalu.es to assess his personality type.

The results identified his type as an ‘estp,” a type that is associated with extraversion,
sensing, thinking, and perceiving. He is poised to approach challenges creatively, take
measured risks, be present in the moment and be actively involved to achieve the
results. The major blind spots he needs to watch out for are rushing into decision-
making, losing direction and purpose in life, over-indulgence in the good and

prioritization.
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5.6. Research Findings & Synthesis

A total of 29 participants consented and completed the quantitative research via a
survey. From these, 5 participants were further selected and provided their consent

for the qualitative research via an interview.

Invited participants were leaders of varying degrees within KSA and belonged to one
of the public sector entities that was part of the Cases (1-3) or to another public sector
entity or a support entity to the public sector. 90% of the participants were male,
whereas 10% were females. Saudi nationals comprised 93% of the survey
participants, and only 7% were non-Saudis working for the government sector. 79%
of the participants were between 25 and 40 years old; only 3 were above 40 years old,
and similarly, only 3 were below 25 years of age.

The quantitative research findings are presented in Appendix 5 — Quantitative
Research Results, and the qualitative research findings in the form of the code book
are presented in Appendix 6 — Qualitative Research Results.

HRH Prince Mohammad bin Salman (2021), in his first interview with Al-Arabiya after
the launch of V2030, stated that:

So, 2015 was quite a difficult year. 80 per cent of the ministries were not
efficient. | wouldn’t even appoint them in the smallest of companies. In the
Public Investment Fund, the second line was somewhat non-existent of
deputies or under-secretaries, and the leadership at the ministries was quite
absent; most of those worked on routine work just to finish certain transactions
but nothing strategic, with no planning to achieve the objectives or future goals
so there was not a team, no good governance, no Royal Court, nothing that
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would be able to support decision making. So, before you achieve anything,
you need to establish the team. You need to establish the machinery that will
assist you to achieve and accomplish all these opportunities and aspirations
that we are all looking forward to. (10:35 - 11:32)

National Context

The launch of V2030 had high to extreme impacts on the internal and external

environment of the public sector organizations. One of the respondents (R5) stated:

The old bureaucratic ways are getting a makeover with a focus on delivering better

services to the people.

VUCA elements played a significant role as the emerging leaders were navigating the
transformation drives in their organizations. However, as transformation entered into
its second phase, vulnerability, uncertainty, and ambiguity significantly reduced while
complexity continued to remain a constant factor influencing the internal and external
environments of the organization. With this progression, the majority of the
respondents reported a drop in the impact of V2030 on their organizations from
extreme levels to high.

Leadership Challenge

In the initial years of transformation, 80% of the participants reported their primary
challenge being related to incumbent legislation, governance, and government
policies. 18% reported that managing the diverse stakeholders and building an
integrated ecosystem was their primary challenge. Only 2% reported that the culture
of the public sector organization posed a primary challenge. In this regard, a
respondent (R1) stated:
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One of the primary unique challenges is the need for public sector leaders to
balance traditional practices with innovative, forward-thinking strategies. Saudi
Arabia has a rich cultural heritage, and leaders must respect these traditions while
driving the nation toward a more diverse, modern, and open economy. This
balancing act requires a deep understanding of the local context and the ability to
navigate a rapidly changing landscape.

As a secondary leadership challenge, in the initial years of transformation, 62% of the
participants identified managing the diverse stakeholders and building an integrated
ecosystem, 35% identified the culture of the public sector organization, and only 3%

identified incumbent legislation, governance, and policies.

With transformation moving on to its next phase, 56% of the participants reported that
their primary challenge had shifted to managing the organizational culture. 21%
reported that managing the diverse stakeholders and building an integrated
ecosystem was their primary challenge. 11% reported that incumbent legislation,
governance, and government policies also continued to be a primary challenge. 12%
reported that either people or processes were now their primary leadership challenge.
Also, with transformation advancing, there was a shift in the secondary challenges that
the leaders were now facing. 56% of the participants reported their primary challenge
had shifted to managing the processes. 21% reported that managing the people was
quickly becoming their next challenge. 18% reported that culture continued to be a
secondary leadership challenge for them. Meanwhile, 5% reported that either digital
or managing the diverse stakeholders and building an integrated ecosystem was their
secondary challenge from 2020 onwards.

The researcher notes that the pace of transformation and the sheer dimensions
involved are at a magnitude that might not have a benchmark globally to compare to,
and hence giving rise to a number of challenges. One of the respondents (R1)
supports this position by stating:

The ambitious scale and speed of the transformation also present distinct
challenges. The pace at which Saudi Arabia is pursuing reforms necessitates a rapid
adaptation of public sector organizations and their leaders. Leaders are expected to
be agile, responsive to change, and capable of making swift decisions to meet the
tight deadlines set by Vision 2030.
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Core Value Deployment

In the initial years, Quality, followed by Success, Accountability, Community, were the
top 4 themes representing the core values of the incumbent public sector leaders. This
was followed by Prosperity, Productivity and Growth. With the prevalence of V2030,
only 28% of the respondents thought that these domains provided congruence with
the national and organizational approach. 45% thought some parity was present,
whereas 21% thought this formed a discord between the leaders and the V2030, with

6% not being certain.

Part of ensuring effective core value deployment is ensuring these values are
communicated clearly and consistently demonstrated. A respondent (R3) stated:

Open and effective communication is paramount, with leaders clearly defining the
values, their meaning, and their relevance to the organization's mission and vision.

By incorporating these values into daily work routines, decision-making, and
employee interactions, leaders can create a culture where living by these values is
the norm, rather than an exception.

However, the respondent (R3) also stated that there are major challenges that come

with being consistent with one’s core values, specifically in the public sector of KSA:

Deploying individualized core values in the public sector can be challenging for
Vision 2030 leaders in Saudi Arabia due to several unique factors. One key
challenge is aligning personal values with the often complex, multifaceted, and
bureaucratic nature of the public sector. Public organizations in Saudi Arabia, like
most other countries, typically have established rules, regulations, and decision-
making processes that leaders must navigate while adhering to their own values.
This can lead to potential conflicts between individual values and institutional
procedures, making it challenging for leaders to remain true to their principles
while upholding the public's interest.

Ethical Approach

59% of the respondents stated that the customary normative moral, ethical approach
was Egoism, where the leader was more focused on how the action will impact the
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leader themselves. 28% reported that the leaders reflected Deontology, where they
were focused on whether the action fulfills their leadership duties. Only 13% reported
that the leaders had adopted a Relativist approach, where the leaders most probably
relied on their moral compass for deciding about the action. One of the respondents
(R5) stated:

In my opinion, Saudi public sector used to approach ethics with a focus on self-
interest and individual well-being. In this context, leaders emphasized ethical
conduct and integrity because it led to personal benefits, including career
advancement, positive reputation, and personal satisfaction. By aligning their
actions with ethical principles, leaders prioritized the enhancement of their own
well-being and ensure their own success within the organization and society.

However, 49% of the respondents thought that the chosen ethical approach did not
support the leaders in aligning themselves with the new organizational and V2030-
related national approach outcomes. 31% of the respondents were not certain,
whereas only 21% thought that the selected ethical approach aided the leaders in their
functions. One of the respondents (R5) recognizing this shift stated:

Now, a noticeable shift is occurring in the perspective of leadership ethics within the
Saudi public sector, moving from a strict egoistic standpoint to a more utilitarian
one. Leaders are now making decisions that prioritize the greater good, where the
utility of ethical actions extends beyond personal interests to benefit the entire
Saudi community. This shift reflects a growing commitment to the ambitious goals
of Vision 2030, where the happiness and well-being of the people are at the
forefront of ethical leadership.

Organization Culture

With regards to the Saudi public sector’s culture traditionally, all respondents
unanimously responded that it reflected the characteristics of a controlling structure
driven by hierarchy. Post V2030’s launch, the culture was transforming, with 69%
reporting its shift to a clan culture where collaboration was paramount, and 31%
reporting its shift to adhocracy where creativity was of vital importance. This move
away from a hierarchical structure can be linked to the shift from a transactional

environment to a transformational one.
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It was interesting to know that not much resistance was seen; in fact, people were
enthusiastic about the changes being witnessed overall; this is strengthened by the
statement from a respondent (R4):

Cultural shifts have been met with enthusiasm by employees

A respondent (R2) indicated the shift to a performance-based culture that is more agile
and targets innovation as part of the business practice:

The changes are often seen as a departure from more traditional and bureaucratic
practices towards a more dynamic, innovative, and results-oriented culture.

The majority of the public sector organization’s maturity prior to the reforms that came
as part of V2030 was Level 2 manageable and repeatable, based on the opinion of
66% of the respondents. Other respondents also reported them to be at Level 1
defined and implemented, whereas only 28% reported that the organizations had
achieved Level 3 integrated.

With the reforms, the governance improved significantly, with 66% reporting that the
public sector organizations were at Level 3 integrated, 28% reporting progress to Level
4 benefit optimization, and 2% stating the achievement of Level 5 value creation. Only
2% reported that the organization was still at Level 2, manageable and repeatable.

The basis of this has been the rapid reforms enforced by HRH Prince Mohammad
through the CEDA. A respondent (R3) stated:

Vision 2030 places a strong emphasis on governance reforms within public sector
organizations. There is a drive towards greater transparency, accountability, and
efficiency. New governance models are emerging, moving away from the traditiona
hierarchical ones, that emphasize performance measurement, public-private
partnerships, collaboration between ecosystem players and more agile decision-
making. The governance structures are being modernized to adapt to the evolving
needs and complexities of the transformation drive.
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Influencing Factors

Saudi culture and Islamic religion both were reported to be extremely influential on the
emerging leaders’ personal core values, personality, leadership style, characteristics,
traits, and behaviour. The Arabian traditions and the Tribal heritage were reported to
have a moderate to lower impact on the emerging leaders. A respondent (R2) stated:

Adherence to traditional values and respect for customs is paramount, creating a
complex dynamic where leaders must navigate a delicate balance.

Also, to note that prior to the launch of V2030, the leadership in the Saudi public sector
was majorly driven by the organizational mandate or statute, based on the response
from 80% of the respondents. 18% reported it to be driven by the roles of the leaders
and the outcomes that are expected of them. Only 2% reported that leadership was
driven by the organizational vision and mission; it is of importance to mention here that
a national-level vision did not exist at that time, only five-year economic development
plans. This has changed, with 73% reporting that leadership in the Saudi public sector
today is largely driven by the national or organizational vision and mission. At the same
time, 27% reported that purpose and impact are now the main driving factors of
leadership today. A respondent (R3) stated:

Under Vision 2030, the philosophies of doing the right things, working for the
greater good, and promoting equality are being realized in Saudi Arabia through a
series of concrete actions governed by royal decrees and directives.

Leadership Behaviours

Looking back into the emerging leaders’ first role under Vision 2030, position (rights)
was the main factor influencing their followship based on 90% of the respondents. This
meant that the followship was purely based on the power/authority that the leaders
held, and the subordinates had to follow them as they were the boss. 7% reported
followership being influenced by production (results), whereas only 3% reported
permission (relationship) as the driving factor.
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This, however changed significantly with V2030. 62% of the respondents reported that
production (results) was the main factor influencing the leader’s followship in the new
paradigm. This meant that the driving factor behind the followship had become what
the leader had done or was doing for the organization. 21% reported people
development (reproduction), and 18% of respondents also believed that pinnacle
(respect) was now the influencing factor for the followship.

The shift in followship basis is rooted in the inclusiveness and diversity being adopted
by the new V2030 leaders. A respondent (R1) stated:

They actively champion inclusiveness and ensure that dive
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A respondent (R2) sees the shift in followship is driven by the empowerment of
employees, stating:

Moreover, the empowerment of employees has led to more participatory
T
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contributions.
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Leadership Style

83% of the respondents reported that transactional leadership was the leadership
approach that most closely described the leadership style of emerging leaders prior to
the launch of Vision 2030 in Saudi public sector organisations. 14% identified the
leadership approach as Situational, whilst only 3% reported a contingent approach to
leadership pre-V2030.

With V2030 changing the leadership styles of public sector leaders, 73% of the leaders
had now opted for a transformational approach to leadership, whereas 25% had
chosen adaptive leadership, with 2% reporting that situational leadership more closely
described the leadership style of emerging leaders. A respondent (R4) stated the
change in style from transactional to transformational by an increase in participatory,

inclusive decision-making:
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Leadership Development

There was little to no applicability of the emerging leaders’ existing knowledge, skill,
abilities, and experience for the new paradigm shaped by the launch of V2030, based
on the 90% of the respondents being detractors and 10% being passives, generating
a Net Promoter Score (NPS) of -90. At the time, 94% of the respondents reported that
leadership development and change management formal education, executive
education, on-the-job training, certifications, coaching and/or mentoring opportunities
were not provided to the emerging leaders by the organisation.

In terms of the organisational learning and personnel development models prevalent
pre-2016, 42% stated HBDI, 35% stated no formal model was adopted, 7% stated
other models were adopted, and 16% were unsure of a specific model. Similarly, in
terms of the feedback model that was used to give feedback in the Saudi public sector
at that time, 45% reported SBI, 28% reported 360 degrees, 11% reported Situation,
Task, Action, Result (STAR), 11% reported other models and only 5% were unsure of
a specific feedback model.

With the progress of V2030 and its VRPs, the organizations shifted their focus to
developing the current and future leaders. 66% of the respondents stated that the
newly acquired knowledge, skills, abilities, and experience were applicable to the
leader's current role and the next phase of Vision 2030, generating an NPS of +66.
The remaining respondents were passive, with none being a detractor. 56% of the
respondents also stated that the leadership concepts, theories, tools & techniques,
frameworks, domains, and models learnt under corporate learning and development
programs in addressing V2030 leadership challenges for these leaders were both
effective and practical, generating an NPS of +55. The remaining respondents were
passive, with none being a detractor.
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With this shift, the adopted organizational learning and feedback models had also
transitioned. In terms of the organisational learning and personnel development
models prevalent post-2020, 76% reported experiential learning, 11% were unsure of
a specific model, 7% stated other models were adopted, 4% stated HBDI was adopted,
whereas only 2% stated no formal model was adopted. Similarly, in terms of the
feedback model that was used to give feedback in the Saudi public sector at that time,
73% reported EPIQ, 11% were unsure of a specific feedback model, 7% reported
STAR, 7% reported other feedback models, and only 2% reported 360 Degrees.

It is important for leaders to remain adaptive, resilient, and continuously develop
themselves to enable them to evolve and respond to dynamic challenges they might
face in the future. In this regard, a respondent (R5) stated that:

Lastly, leadership in the "next normal" should not adhere to a single, rigid style but
should be marked by flexibility and adaptability. The ability to pivot and tailor
leadership approaches to specific situations is crucial for resilience. Leaders should
be chameleonic, able to embrace various leadership styles, whether it's a
transformational, servant, or situational approach. The key is to remain responsive
to the evolving needs of the organization, the workforce, and the broader societal
context. In a rapidly changing Kingdom, Saudi leaders who can adjust their
strategies, communication, and decision-making to suit the moment are more likely
to navigate challenges effectively and foster the resilience required in the "next
normal."

Leadership Lessons

A number of leadership lessons were documented in the interviews to ascertain how
effective public sector leadership in KSA can be cultivated for the next normal. These

recommendations revolved around 9 key lessons:

1. Building an integrated and collaborative ecosystem.

N

Ensuring effective communication with stakeholders, subordinates, and
national/organizational leadership.

Empowering people, especially the women and the youth.

Ensuring ethical leadership is surrounded by accountability.

Developing an innovative mindset.

o g b~ w

Being both adaptable and resilient to face current and future challenges.
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7. Keeping a long-term view of the strategic horizon whilst working for quick wins.
8. Being bold rather than being risk averse and taking calculated risk(s) to achieve
the rewards from presented opportunities.
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5.7. Gaps Identified

The researcher forms the basis that the emerging leadership functions within his
paradigm predominantly consist of (1) Envisioning, (2) Sensing, (3) Analysing, (4)
Deciding, (5) Acting, (6) Sustaining, (7) Learning, and (8) Communicating.

Based on the analysis of the research conducted, the illustration hereunder depicts
the gaps that exist in the current emerging leadership approaches.

Figure 39: Leadership Gaps

Envisioning
5
Communicating 4 Sensing
3
2
1
Learning 0 Analyzing
Sustaining Deciding
Acting

Sustaining the transformation for leaders under their crafted strategy and approach
has the largest gap among the functions of leadership. This is followed by sensing,
analysing, deciding, acting, and learning with a reported moderate gap. Envisioning

and communicating were deemed to have the smallest gap.

This analysis determines that the current ubiquitous transformative leadership
approach and principles adopted by the emerging leaders are falling short of
generating the full potential outcomes under V2030. These gaps are poised to widen
further based on future VUCA scenarios if the designed leadership development and
guidance frameworks (PCLP and LVB) fail to assist the researcher and the emerging
leaders in orchestrating their leadership functions in their paradigm.
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5.8. Insight Generation

Following the synthesis and gap identification, the researcher proceeded to generate
insights from the Embedded Analysis Units from the quantitative research and the
Codes from the qualitative research to further the formulation of his PCLP. The figure
below depicts the mapping between the research components and the PCLP

components.

Figure 40: Insight Generation for PCLP
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To deal with the voluminous data, it was extremely helpful to have a “think display” to
detangle the thread of analysis (Saldana, 2013). To generate insights with the
research data connecting it to both the hypothesis and the PCLP, an operational model
diagram was drafted by the researcher to illustrate the phenomenon of the V2030
shock in his leadership paradigm. Two main pathways were there for him and his peer
emerging leaders: either to adjust with acculturation leading to ‘firefighting’ and mere
survival or to adjust with adaptation leading to the greater state of thriving in the given
context of V2030.

This diagram is presented on the next page.
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Figure 41: Operational Model Diagram
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The illustration below shows the word cloud generated by NVIVO:

Figure 42: Word Cloud
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It is evident that respondents are talking about V2030, which showed up 293 times.
They also talked about leaders and leadership in the Saudi public sector taking up the

next 6 spots.

Interestingly, there was much discussion about values and culture and how both are
changing with the transformation. Also, a lot of insight was provided around the
challenges they faced whilst in leadership positions before the launch of V2030, in the
year of the launch and how they have evolved over time in the second phase of the

transformation drive.
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5.9.  Summary

The purpose of this study was to find: “How can young leaders overcome their
leadership challenges whilst they drive the national transformation in the Kingdom of

Saudi Arabia under the ambitious Vision 2030 blueprint? “

The cases of Mol, MoHo, and the MoD, through exploratory research, provided the
researcher with an in-depth understanding and the contextual analysis of his
leadership paradigm in the leadership spectrums of conflict management, technology
adoption, crisis management, operational sustainability, transformation, and culture

change.

Using a mixed studies research method, the researcher has collected rich data,
analysed patterns/themes, and built practical insights on the leadership challenge,
core value deployment, ethical approach, leadership styles & behaviours, and the
organizational culture in the given national context of KSA.

Leadership self-assessments conducted by the researcher advanced the academic
discourse and helped him in introspectively scrutinizing his personality, strength,

weaknesses, behaviours, and styles.

By integrating these research artefacts together, one of the most valuable outputs was
produced, a sketch of his paradox in an operational model diagram, which will
contribute towards assessing the effectiveness of leadership in the researcher’s core
domain. In the next chapter, building on the findings and incorporating insights from
the research, the researcher proceeds to refine his PCLP.
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Chapter 6

6. PCLP Framework

6.1. Introduction

This chapter primarily showcases the developed PCLP of the researcher, which sits
in its current stage of evolution based on the culmination of inputs from DBL courses,
literature review and the research undertaken. The components of the PCLP, including
the selection of prioritised core values, definition of relational and commercial
guidance, choice of leadership style, designing of feedback loops and the setting of
both outputs and outcomes, are also detailed.

This chapter also discusses the framework the researcher has adopted to approach
the iterative modelling of the proposed PCLP framework. It also provides an overview
of the creative ideation process and the rationale that he has adopted to conceptualize
the PCLP framework.

In this chapter, the evolution of the PCLP over time is exhibited through three distinct
periods in the last 10 years: Early Years, Emerging Years and Maturing Years, with
the final period being linked to the researcher’s position within the MoD and his
undertaking of the DBL program.

The chapter concludes by presenting what are the future implications of implementing
the PCLP given the evolving circumstances of the researcher and the overall context
of KSA under V2030.
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6.2. Modelling the Approach

“Design is not just what it looks like and feels like. Design is how it

works.”

— Steve Jobs

The researcher utilized a design thinking framework to approach the development and
evolution of his PCLP. This framework, with its key steps and phases, is depicted in
the illustration below:

Figure 43: Design Thinking Process

Source: (Lewrick, 2023)
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The steps described briefly hereunder explicate the activities and the outputs in the
process of developing the current iteration of the PCLP by the researcher using this

framework.

Step 1: Define the Success - This step defined for the researcher what efficacious
leadership would look like in his paradigm. The output discussed in Section 6.8
epitomises what success would look like for the researcher.

Step 2: Problem Statement and “How Might We” Questioning - The first part of
this step (2A) consisted of defining the leadership challenge that the researcher had
identified in his leadership paradigm, given his personal context. The second part of
this step (2B) involved him reframing the challenge and what could be the viable
alternative scenarios. Chapter 4 discusses the needs, hypothesis, and key questions

as part of this process.

Step 3: Empathy Mapping - This step defined what could possibly be the deeper or
sequestered needs for the researcher in terms of leadership development needs and
gaps. This also included listing all the assumptions from an abductive point of view
and reviewing existing literature. Chapter 3, with the extensive literature review,

provided key inputs into this process.

Step 4: Jobs-To-Be-Done - This step delineated the actual prioritized leadership
function(s) that were being conducted by the researcher in his position currently and
those that he expected he will have to do in the future given the progression of V2030
phases and his position in the public sector space. Chapter 4 discusses the needs and
objectives that were considered in this step.

Step 5: Description of the Persona - This step was used to define the persona of
the researcher. This step considered his pain points and the gains, possible pain
relievers and gain creators, in addition to his personal traits, characteristics,
personality and identity. Chapters 1 and 2 discuss the researcher’s context and his
background, which served as the main constituents for building his persona, which is

elaborated in Section 6.4.
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Step 6: Critical ltems - This step highlighted all the essential elements that were of
utmost importance to the researcher as a public sector leader. The elements of the
PCLP discussed in Sections 6.5, 6.6 and 6.7 related to the personal core values,
relational and commercial sub-processes, and the leadership style were this step’s

parameters.

Step 7: Ideation - This step involved reflecting, critical thinking, and hypothesizing on
how the researcher could solve the leadership challenge and how other public sector
leaders in his paradigm (such as his peers, counterparts, and seniors) have solved

theirs or are solving it.

Step 8: Prototyping and Testing - This step initially resulted in the development of a
preliminary PCLP framework and piloting it in controlled conditions within the existing
paradigm. This initial developed framework is presented as part of the PCLP evolution
in Section 6.3 of this chapter.

Step 9: Exploration Mapping - This process involved analysing the result of the
piloting of the PCLP framework and understanding what aspects worked and what
parts needed improvement or re-design. Inputs from the case research, supported by
the qualitative and quantitative research as defined in Chapter 4 of this critique, along
with self-reflection, were imperative tools/techniques of this process.

Step 10: Vision - This step helped to identify the “North Star” of the researcher's PCLP
that would eventually help the researcher set his priorities and guide his decision-
making process around the development of a congruent PCLP. The outcome listed in
Section 6.8 depicts where the vision of the researcher leads to.

Step 11: Final Prototype — Based on iterations of steps 7 through 10, this step saw
the researcher develop the last version of his prototype that is presented as part of
Section 6.2.3. This can be considered as his Minimum Viable Product (MVP) #1.
Intermediate iterations are also presented in Section 6.3.

Step 12: Lean Canvas — The researcher envisions this step will occur post-doctorate,

where he will continue to develop quicker, leaner iterations based on experimental
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implementation of the components of the PCLP in real-world application/scenarios at
a larger scale. This will allow him to continue to accumulate his leadership’s
“Ecosystem Capital” and develop the next “Lens” of leadership framework/theory for
his evolving paradigm. The base of this canvas is expected to be the LVB presented

and discussed in Chapter 7.

The Cheetah holds a significant position deeply rooted in Arabian poetry, folklore,
culture, tradition, and heritage, as it was an animal that the royals used to hunt with
(ibn Zahir, 2022). Considered as a symbol of power, grace, and prestige, the Cheetah
represents a metaphor for nobility, magnificence, elegance, beauty, swiftness,

adaptability, speed, and fierceness.

Figure 44: Arabian Cheetah

Source: (Giorgi, n.d.)

Orwell (2021) explored the theme of leadership and power dynamics using animals
allegorically in his works titled “Animal Farm” in 1945. He portrays the emergence of
leadership, shifts in power, manipulation and corruption, betrayals and the use of force
and fear to maintain authority. Sinclair (2018), in his works initially published in 1906
titted “The Jungle,” used animal metaphors to portray social hierarchy, organizational
leadership, ethical/unethical approaches, grassroot leaderships, advocacy, and

exploitation of workers.
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The researcher, therefore, draws his PCLP’s storytelling technique from these two
literatures and the conceptual canvassing of the PCLP from the Cheetah, using Free
Idea Association. The researcher correlates the behaviour and characteristics of the
Cheetah to leadership as follows:

1. Leadership Vision, Focus and Strategic Planning - They plan their approach
carefully before they initiate the hunt, taking the context into account. They also
maintain a staunch focus on their prey and stalk them unwaveringly over
extended periods (Hilborn et al., 2012). They also change their prey-handling
approach based on threat level from apex predators (Hilborn et al., 2018).

2. Adaptability in Different Environments — They flourish and thrive in various
terrains and extreme environments, adapting their predation behaviours and
tactics to survive (Mills et al., 2004).

3. Velocity and Agility — They are the fastest land animals in terms of speed and
also have the fastest acceleration yet are able to manoeuvre themselves
towards a new direction or come to a complete stop almost instantly (Wilson et
al., 2013).

4. Pacing in Execution- While hunting, they balance acceleration, deceleration,
speed and quiescence with their energy and physical conditions (Hubel et al.,
2016).

5. Leadership Style and Resilience — Cheetahs are habitat generalists and
display higher resilience compared to other counterparts by constant evolution,
high mobility, biosphere, and prey flexibility (Jeo et al., 2018).

6. Collaboration for Success— They often live and hunt in small, stable
coalitions. They also establish relationships with as many females as possible
(Hunter, 2015).

7. Empowerment — The female cheetah lives with her young cubs, taking care of
them, nurturing them, and teaching them essential hunting and survival skills
(Caro, 1994).

The figure on the next page depicts the latest version of the researcher’'s PCLP.
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Figure 45: Researcher’s PCLP V3.1
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Sections 6.4 through 6.10 of this chapter discuss each one of the main components
of the PCLP individually:

e Personality and ldentity shaping inputs.

e Personal core values

e Relational and commercial sub-processes
e |eadership style

e Output and outcomes

e Feedback loops
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6.3. Evolution of the PCLP

“It is not the strongest of the species that survives, nor the most

intelligent, but the one most responsive to change.”

— Charles Darwin

The first exposure to a leadership framework and understanding of how leadership
differs from management was during the researcher's engagement as a Program
Head / Regional Manager in Trans Telecoms in 2013. He was taught that leadership
was about articulating strategy, implementing objectives, and providing oversight to
management, whereas management was about executing the business and operating
plans on a day-to-day level. The illustration below is an extract from Trans Telecoms'
strategy document outlining the leadership framework that its senior leadership team
was expected to adopt.

Figure 46: Trans Telecoms Leadership Model
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Source: (Transtel, 2010)
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This framework was an adaptation of the IBM Business Leadership Model. The
researcher used this model, along with the other provided guidelines, effectively as his
leadership framework in the private sector from 2013 till mid 2015, prior to the launch
of V2030.

When the researcher joined the Mol in his first public sector role later in 2015, there
was no formal leadership framework that was provided for guidance. The researcher
was taken aback as he was oriented to a process-driven leadership approach with
outlined value-driven behaviours and job description-driven responsibilities. Also, the
WoW in the public sector was relatively different from what he had experienced and
become acquainted with in the last twelve years or so of his professional career.
Continuing to strive to adapt, the researcher fielded a dynamic leadership approach

that is represented in the figure below.

Figure 47: Dynamic Leadership Process

This capability-driven approach can be considered to be in line with the Multiple
Linkages Theory proposed by Yukl (1971) under a Contingent Leadership approach
discussed in Section 3.4.5.
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The researcher’s leadership context and paradigm were then thrusted into a VUCA
state with the launch of V2030 in early 2016. With the passing of time and sensing the
criticality, the researcher decided to develop a more formal approach to his leadership.
Scraping from the previous framework, conducting research on public sector
leadership frameworks developed in the United States and the United Kingdom, by
late 2016, he had designed a conceptual framework of leadership execution, which he
also presented to his superior and peers at the time to gain support and synchronize

the overall approach.

This custom-developed framework is presented hereunder.

Figure 48: Researcher’s First Conceptual Framework for Leadership
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Source: (Mustafa, 2016)

The first modification was that the Vision and Mission were no longer driving the overall
leadership function; rather it was the legal statute and the formal mandate. Secondly,
the ultimate authority no longer remained the owners and partners of the company;
rather, it was a Minister who was a member of the Saudi Royal Family and the Crown
Prince at that time. Thirdly, the leader was to focus on the strategy execution for
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activating the enablers and related initiatives required for the strategic success. Values
were also no longer explicitly defined, but the leaders were expected to act and behave
in a way that fits within the unstated norms and culture of the Saudi public sector.
Finally, the ultimate goal was no longer financial success or market share; all activities
of the leader were to be based upon achieving the committed national outcome by
HRH the Minister.

The crux of the leadership framework was the leader investing effort in understanding
himself (thoughts, emotions, values, knowledge, skills, strengths, and weaknesses)
as a leader in a VUCA environment and then actively directing himself towards the
actions necessary for the attainment of performance outcomes for his position.
Establishing stakeholder alignment was a critical element of leadership as the
complexity of the ecosystem and vested interests or disinterest meant any dissonance
would create immediate derailment towards delivering strategic objectives.
Championing change or transformation that is linked with value creation and benefit
realization was an important nascent leadership function as the organization was

under ‘stress’ to assimilate and align with V2030.

Having rigid governance structures, inflexible policies, processes, procedures,
hierarchical organizational design, and transactional leadership approach meant that
governance and oversight of operations were to be done in strict accordance with the
provided dogmas. Leading others (direct reports, partners, contractors, peers)
remained a function of the leader’s leadership function and managing up was equally
important.

This proved to be a fruitful exercise for developing role clarity and function, determining
leadership behaviours, and streamlining efforts, despite the misalignment of the
organization with V2030. Later, in 2017, when the researcher moved to MoHo, the
same framework remained applicable and personally effective for him; therefore, no
major changes were made. The only two tweaks were the adaptation of the
competency framework for leadership development that was part of the internal
operating model of the National Housing Company and the adjustment in the first
quadrant from “change” to “transformation under V2030”. The tweaked framework is
depicted on the next page.
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Figure 49: Tweaked Conceptual Leadership Framework
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Source: (Mustafa, 2017)

The framework’s success could be gauged with the positive leadership evaluation of
the researcher conducted by an independent third party in 2018, as detailed in Section
2.4.

6.3.3.Maturing Years

When the researcher moved to the MoD in early 2019, citing previous successes and
favourable assessments, he continued his leadership role using the same leadership
framework. However, he could sense a growing gap in his own leadership approach
and that of leaders in similar positions who were driving the transformation. The
Corona Virus Disease (COVID-19) global pandemic hit during this time, creating even
more fissures in the way leadership needed to be conducted. The researcher,
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anchoring on the framework, again went back to his tried and tested approach
depicted in figure 48, with hopes to be able to evolve this framework further in the
future. It was clear at this point that what had got the researcher so far would not get
him much further. Therefore, in 2022, the researcher enrolled in the DBL program,
taking the development of the framework to the next level.

The researcher decided, in principle, to start from a clean slate in terms of the critical
components and design of the framework and to incorporate his learning, experience,
and knowledge into the prototypes. The PCLP took its first shape in DBL 701, and with
each course, it continued to evolve in light of the new learning and the guidance
provided by the esteemed professors. It is to be noted here that Fayed’s (2022)
proposed core PCLP framework provided the foundational concepts on which the
researcher designed his PCLP. The figure below depicts the first version (V1.0) of the
researcher’'s PCLP that was developed as part of DBL701. (All iterative versions are
provided in full A4 size for better readability in Appendix 7 — PCLP Evolution.)

Figure 50: PCLP V1.0
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The figure on the next page depicts the modified version (V1.1) of the PCLP as part
of DBL701.
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Figure 51: PCLP V1.1
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The figure below depicts another version (V1.2) of the PCLP that was further modified
as part of DBL701.

Figure 52: PCLP V1.2
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The figure below depicts the creative conceptualization of the canvas for the PCLP as
part of DBL701, which was later used to re-design the PCLP in DBL 703 & 704.

Figure 563: PCLP Canvas
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The figure below depicts an enhanced yet highly simplified fresh attempt at re-
designing the PCLP as a version (V2.0) that was attempted as part of DBL702.

Figure 54: PCLP V2.0
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The figure below depicts another re-designed version (V3.0) of the PCLP that was
developed as part of DBL703 and DBL704.

Figure 55: PCLP V3.0

Source: (Mustafa, 2022d)

The table below provides a brief summary of the evolution of the PCLP, whose
iterations are illustrated above, during each of the double subjects.

Table 22 — Summary of PCLP Adjustments
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¢ Expansion in definition of inputs.

¢ Relational guidance redefined completely and set beyond
current role.

¢ Output definition expanded with focus on disciplined leader.

1.2 DBL 701 oAggitLonal inter-process feedback loop tools/techniques
added.

¢ Additional intra-process feedback loop tools/techniques
added.

¢ Additional dimensions added to the overall loop and
tools/techniques identified.

Canvas DBL 701 | °® New canvas conceptualized to serve as an experimental
Draft base for a future PCLP iteration.

¢ Radical change in the structure of the PCLP whilst keeping
components same, citing the rationale of simplicity.

e Inputs expanded from inner self to macro-level in layered
visualization.

¢ Core values graphics added.

e Commercial and Relational guidance sub-processes
combined in a new visualization and added behavioral and
religious guidance elements.

e Inter-process, intra-process and overall feedback loops
reduced to tools/techniques and coupled with the
visualization of sub-processes.

o Criteria removed for transition and traversal of leadership

style.

¢ Qutputs and outcomes combined.

2.0 DBL 702

¢ Radical change in the structure of the PCLP based on the
development of the conceptual canvas whilst keeping
components same.

e Inputs visualization created based on key inputs identified
from V1.2, detailing removed.

DBL 703 | e Relational guidance sub-process completely re-structured

3.0 and and re-designed citing elements of the inputs from V2.0.

DBL704 | « Commercial guidance sub-process re-designed based on
elements from V1.2.

e Inter-process, intra-process and overall feedback tools and
techniques prioritized and listed based on V1.2.

e Output and outcome segregated, and new visualization
created.

e Input group created with addition of two elements.
e L eadership approach identified and transition shown.
e Ethical approach identified and transition shown.
3.1 DBL710 . o
e Commercial guideline elements renamed to allow for
greater encompassment.
e Changes to tools for Inter-, Intra-, and Overall Loops
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6.4. Leadership Personality and ldentity Shaping Inputs

“Personality has the power to uplift, power to depress, power to curse
and the power to bless.”

— Paul Harris

The illustration below depicts the researcher’s inputs that he terms as significant in
shaping his leadership persona.

Figure 56: PCLP Inputs
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Ligon et al., (2008) indicated that both the narratives around the life experiences and
events in the lives of the leaders have a direct impact on their approach to leadership,
prescriptive mental models, and their differential development. These events may be
segregated into originating, turning point, anchoring or redemption events (Ligon et
al., 2008). The researcher has conceptualized the inputs with the mouth of the
Cheetah, as a famous quote states, “Tell me what you’re eating, and | will tell you what
you are” (Brillat-Savarin, 1839, p.9).

The researcher has further identified seven elements that have shaped his life’s

narrative. These are discussed individually in the next sub-sections.
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The macro-level context shaped by the societal norms in KSA has had a profound
influence on the personality and played a deeper role in shaping the identity of the
“outer self’ of the researcher. These influences are derived from Arabian traditions,
Islamic values, Tribal heritage, and Saudi culture. This included fundamentally gaining
native fluency in the Arabic language, which is the official language of KSA, by the

researcher.

Similarly, the micro-level context influenced by the family environment in which the
researcher was brought up in, shaped by his parental ethnicity and the organizational
work cultures and norms that the researcher was exposed to from the prevalent
normative ethical philosophies, shaped the “inner self.” These factors, together,
determined his values, beliefs, ethics, and morals. Chapters 1 and 2 have already
delved deeply into these factors.

One aspect of this factor is also how expatriates, such as the researcher himself, in
the absence of citizenship grants, have adjusted to leading public organizations in
KSA. This is especially an important aspect as Jack & Stage (2005), based on their
research, stated that up to 40% of expatriate engagements end up as derailments,
whereas Black & Gregersen (1999) and Black et al., (1999) earlier had claimed this

percentage to be as high as 70% in some of the cases, from their research.

Two particular work experiences stand out. One is the work that the researcher did in
the formative years of his career, where he was shadowing one of the Chief Software
Architects of Microsoft for a mega government project from 2003 to 2008. Focusing
on digital acceleration and business transformation for the Ministry of Foreign Affairs
(MoFA), the project was valued at over $600 Million and aimed to change the way
visas were processed by the KSA embassies globally.
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The researcher’s involvement in this project can be considered as an originating event.
The researcher learnt from him the power of collaboration, developing an agile
approach, managing complex ecosystems, personal humility, professional discipline,
and resilience in the face of despair, in addition to designing approaches to unlock
corporate performance. This person remained a mentor for the researcher, his source
of admiration and inspiration throughout his early career.

The second experience is related to his work with the MoHo to facilitate the delivery
of public housing to Saudi citizens. Dealing with a complex web of stakeholders,
tearing through bureaucracy, and prioritizing underprivileged citizens to enable the
delivery of 1.45 million housing units, clearing over a decade-long backlog within the
first phase of V2030, was an enormous challenge. This VRP was a multi-year giga
program valued at over $90 Billion with many strategic initiatives dealing with
policymaking, public-private partnerships, service design and activation, digital
enablement, localization of content, industry and market uplift, job creation and fiscal
sustainability.

This can be considered as an anchoring event in the researcher’s career, where he
was part of the core leadership team that was internationally recognized with the Best
Government Initiative Award in the region. The researcher's engagement in this
organization shaped the way that he understood impact-driven public investments,
creation of social equity, driving benefit realization management, focusing on value

creation, and designing citizen-centric services.

From the many certification and executive education courses that the researcher has
undertaken, the courses that he undertook with Harvard Business School (HBS) for
leadership development, the course with London Business School (LBS) for leading
change, the courses with University of New South Wales (UNSW) for leadership
advancement and the workshop with Ariel Group (AG) on leadership presence have
had the greatest influence on his leadership advancement.
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These all can be considered as turning point events. The table below defines the
courses and the impact that they have had on the researcher.

Table 23 —Impact of Leadership Courses
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The incorporation of selected leadership literature into the researcher’s reading
repertoire has allowed him to gain valuable insights, learn various lessons and develop
perspectives that have shaped his leadership journey and choices so far. From these
literature works, the books and the autobiographies written by His Highness (HH)
Sheikh Mohammed bin Rashid Al Maktoum, the current ruler of Dubai, were the ones

that left a lasting impact.

HH Sheikh Mohammed can be positioned as one of the prominent true visionary
leaders of our times who has transformed Dubai from a desert oasis into one of the
world’s most modernized metropolitan cities and recognized destinations. This was
only possible because of his long-term strategic planning, building, and empowering
a committed high-performance team, catalysing global partnerships, embracing
change and being adaptable.

In his work, “Spirit of the Union,” based on his speech on UAE’s 40" National Day and
his selected poetry, Al Maktoum (2012) talks about how the Nation’s dream the
Emiratis see today was realized and what is being done to achieve the future vision of
the country. The compilation presents a discourse on strengthening the national
identity, developing a passion for the progress and development of the nation, global
diplomacy, engagement, and finally developing national-level inspiration and
aspirations.

In his book, “My Vision: Challenges on the Race of Excellence”, Al Maktoum (2012)
discusses at length his vision for Dubai as an international hub, the strategic planning
behind the transformation and innovation, the resilience, determination and drive of
his leadership team, good governance, empowerment of high performing people and
his servant leadership style despite being a ruler belonging to a royal family. He also
talks about the intricate balance between keeping traditions alive and embracing

modernity from the perspectives of adaptability and brilliance.

In his works, “Flashes of Thought,” Al Maktoum (2013) presents a window into his
mind’s visionary thinking, his ethical values anchored in traditions and heritage, his
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leadership philosophy, social accountability and how continuous learning and
innovation have allowed Dubai to march forward, becoming a one-of-a-kind success

story.

In his work, “Reflections on Happiness, and Positivity,” Al Maktoum (2017) ponders
upon the correlation between happiness and positivity and how together they impact
performance, excellence, efficiency, and creativity. He discusses ways in which
positive leadership fosters happiness, maintains a progressive outlook and leads to

inspiration, engagement, ambition, resilience, contentment, and excellence.

In his autobiography, “My Story,” Al Maktoum (2019) gives his personal account of his
life journey and leadership experience when he marked his 50 years of public service.
He talks about the vision that allowed Dubai to rise meteorically, the intentional
diversity and inclusivity, developing global perspectives enabled by international
partnerships, his drive and determination, cultural preservation, crisis management

and ethical leadership principles.

Overall, these books have provided several leadership lessons and perspectives
whose extrapolation has sculpted the way the researcher has propositioned the

execution of V2030 transformation and value creation in citizen-centric public services.

COVID-19 that originated in December of 2019 escalated into a global pandemic by
2020, and its repercussions continued till May of 2023 when the World Health
Organization (WHO) declared it to no longer be an international public health
emergency (lISD, 2023). The event had lasting unprecedented implications on the
political, social, economic, technological, and environmental contexts, redefining the
paradigms of leadership.

Transformational leadership, prevalent in KSA ascribable to the V2030, has four core

components, as prescribed by Bass & Riggio (2006): Idealized Influence (ll),
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Inspirational Motivation (IM), Intellectual Simulation (IS), Individualized Consideration
(1C).

With limited physical interactions and personnel restricted to their homes, a key tool
of IS was taken away from the leadership inventory. The compelling vision for the
organization, the nation and the world overall became murky with the uncertainty that
COVID-19 brought, affecting IM. Achieving IS became quite difficult as well since
COVID-19 had severely impacted the psychological, safety and belongings of both
leaderships and followships in Maslow’s Hierarchy. Finally, for IC, feedback loops and
mechanisms disintegrated, organizational priorities changed, which impacted the
confidence and commitment-building mechanisms, giving rise to vulnerability. With
leadership fault lines rupturing and leadership being thrust in its entirety into a virtual
realm, the impact on the ‘Way of Working’ (WoW) can be considered as a redemption

event.

However, what emerged were charismatic, compassionate and servant leadership
styles where AQ and EQ became prime factors in coping with stress and overcoming
the crises whilst striving to maintain the transformation’s momentum and the BAU.
Communication, collaboration, and cooperation became even more important with

remote leadership and the way ‘problem-solving’ was done.

Therefore, numerous leadership lessons learned, insights gained, and experiences
acquired from this event are considered essential by the researcher in shaping his
future leadership approach.

V2030, discussed at length in Chapter 1 and in Section 3.3.2, transpired a complete
generational evolution in the leadership, governance, culture, and business centricity
across the public sector spectrum in the KSA. This phenomenon is the strategic
infliction point of leadership approach for the researcher that has and will continue to
disrupt the FoW in KSA and, henceforth, is an important input.
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Personal identity factors are driven by the researcher’s social (the “we” and “us”) and
personal identity (the “I” and “me”), as discussed by Haslam (2004). These are
covered largely in Chapters 1 and 2 and Sections 6.4.1 to 6.4.3. Three antecedents

must be considered here are the individual traits, behaviours, and skills.

The behaviours can be classified as the researcher’s self-perception-oriented
behaviours, task-oriented behaviours, non-verbal behaviours, and other behaviours
such as social behaviours (Tabassum et al., 2023). Traits can be classified into the
five big personality traits which include openness to experience, cognitive ability,
conscientiousness, extraversion, agreeableness, and emotional intelligence
(Tabassum et al., 2023). At the same time, skills can be classified into communication
skills and task-oriented skills (Tabassum et al., 2023). Finally, the individual states can
be classified as group perception, leader member exchange, leader role identity and

the overall attitude towards leadership (Tabassum et al., 2023).

The researcher recognizes that these elements together shape his personal identity,
which is a driver of his leadership approach and behaviours; henceforth, critical to the
development of the PCLP.
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6.5. Prioritised Personal Core Values

“It is not hard to make decisions, once you know what your values

”

are.

— Roy E. Disney

The illustration below depicts the researcher’s prioritised leadership personal core

values.
Figure 57: Core Values
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Edgeman & Scherer (1999) indicated that the core values are an ethical and moral
compass for leaders, allowing them to nurture their systemic leadership development
and achieve performance excellence by deploying them consistently and effectively.
Ramzi (2022) suggested that the personal core values of the leader help in the
development of ethical and meaningful purpose that is underpinned by the behavioural
norms prevalent in the researcher’s context and the researcher’s organizational

culture.

The researcher has conceptualized the personal core values with the tail of the
cheetah, which the animal uses to stabilize itself during its sprints, counterbalance in
turns and function as a rudder (Cheetah.org, 2023). The definition of these core

220



Chapter 6 — Personal Contingent Leadership Paradigm (PCLP) Framework

values, their deployment and impact from an ethical perspective is discussed in the

next sub-sections.

Definition: “The quality of being real or true” (Cambridge Dictionary, 2022).

Mustafa (2022a) defines the deployment of this core value as:

The researcher perceives that Authenticity is the very basis of all of his other
four core values. Authenticity for him is about discovering/knowing his inner true
self, building real relationships, openly communicating, and aligning his
leadership actions to reflect his beliefs, ethics, morals, and core values without

a fagade or compromise, thereby engaging and leading in his truest form (p. 2).

Mustafa (2022c) stated, in reference to the implication of this core value to the selected

leadership normative ethical, philosophical view:

From a utilitarian perspective, the researcher views Authenticity as the inner
moral eye or sense to discriminate good from bad consistent based on the
views of Anthony Cooper. (Gill, 2021). The other notion that needs
consideration is one which contradicts Authenticity; the need for comparative
secrecy of the morals and ethics as preached by Henry Sidgwick to ‘render the
action right’ (Barton, 2021) (p. 13).

Definition: “The quality of being honest and having strong moral principles that you

refuse to change (Cambridge Dictionary, 2022).”

Mustafa (2022a) defines the deployment of this core value as:
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Truthfulness, honesty, safekeeping, high morality, good ethics, and
professionalism in the leadership work that the researcher does are of utmost
importance to him regardless of whether he is being observed or he has a
chance of getting caught. Having integrity, practicing it, and demonstrating it
both directly and indirectly, forms the basis of building his reciprocal trust in
positive relationships, a key asset of his working towards being a successful
leader (p. 2).

Mustafa (2022c) stated, in reference to the implication of this core value to the selected
leadership normative ethical philosophical view, that “From a utilitarian perspective,
the researcher views Integrity as the virtue that contributes to the overall good of the
system and people, which is consistent with the views of David Hume (Morris & Brown,
2022).”

Definition: “A very powerful feeling, for example of sexual attraction, love, hate, anger,
or other emotion” (Cambridge Dictionary, 2022).

Mustafa (2022a) defines the deployment of this core value as:

The researcher believes he should be highly motivated intrinsically when
building visions and pursuing ambitious causes linked to a meaningful purpose.
This build-up of passion should not only be limited to himself but be contagious
for his bosses, giving them optimism, his team giving them creativity, inspiration
and courage, his peers/partners/collaborators giving them fervour to push
together as a team collectively beyond their imaginary boundaries and
supposed limits to achieve their dreams (p. 2).

Mustafa (2022c) stated, in reference to the implication of this core value to the selected
leadership normative ethical, philosophical view, that “From the researcher’s utilitarian
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perspective, Passion rests on human happiness in line with what John Gay and
Richard Cumberland have presented” (Driver, 2022).

Definition: “The process of gaining freedom and power to do what you want or to

control what happens to you” (Cambridge Dictionary, 2022).

Mustafa (2022a) defines the deployment of this core value as:

Being a leader, the researcher believes Empowerment should be at the heart
of everything he does. This builds the basis for shared vision, collaboration,
creativity, innovation/disruption, self and organizational growth and a healthy
culture. For him, in his context, this would also mean giving equal rights, powers
and authority to different ages, genders, races, religions, ethnic and disability
groups offsetting current socio-organizational imbalances prevalent in the
Kingdom of Saudi Arabia (p. 3).

Mustafa (2022c) stated, in reference to the implication of this core value to the selected
leadership normative ethical, philosophical view, that “Empowerment from a utilitarian
perspective relates to what Francis Hutchison states as action choice and deliberation
(Driver, 2022)."

Definition: “The ability to control your fear in a dangerous or difficult situation”
(Cambridge Dictionary, 2022).

Mustafa (2022a) defines the deployment of this core value as:
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In the face of VUCA, which is becoming a constant in the researcher's
leadership paradigm, he should have the mettle to challenge the status quo,
have a fight rather than flight response, have the prowess to build a promising
future not only for himself but his organization and society in the face of
gloominess, distress, and turbulence. It also allows him to be increasingly self-
aware and project his true identity despite the hostility of the environment (p.
3).

Mustafa (2022c) stated, in reference to the implication of this core value to the selected

leadership normative ethical philosophical view:

From a utilitarian perspective, Courage, similar to Empowerment, is about
action choice and deliberation; however, it is also very much about bringing
about social change and legal reforms similar to what Jeremy Bentham
(Crimmins, 2021) and John Mill have stated (Brink, 2022) (p. 15).
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6.6. Behavioural Guidance Sub-Process

“To inspire true commitment, leaders must practice what they teach.

They must model the behaviour they expect of others.”

— John Doerr

The behavioural guidance sub-process consists of two sub-processes that interact
with each other: (1) Relational (2) Commercial. The researcher has conceptualized
the behavioural guidance sub-processes with the front and hind limbs of the cheetah.

From the PCLP’s perspective, the relational sub-process reflects how the leader sees
the various possibilities of the leader-stakeholder interplay and relational possibilities
that would detail the potential personal ‘go-forward’ behaviours for interaction (Fayed,
2022). From the PCLP’s perspective, the commercial sub-process concerns how
leaders guide their organizations towards achieving existential favourable commercial
consequences whilst managing the interactions with the relational process guided by
personal core values (Fayed, 2022).

The researcher has visualized the relational behavioural guidance sub-processes with
the elongated hind limbs of the Cheetah, which it uses to store energy, catapult it in
sprints and facilitate its acceleration and deceleration (Cheetah.org, 2023). This
assimilates the researcher’s inventory of social and emotional competencies that he
uses to align his projected behaviours and actions in accordance with the context and
the expectations of the senior leadership and/or stakeholders.

Eacott (2019, p.16) stated that “Relational theorizing provides germinal resources for
an epistemological breakthrough in how we come to understand organizations and
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organizing.” Based on this, Branson & Marra (Branson & Marra, 2019) suggested that
leadership is a trans-relational phenomenon based on social capital, where it steers
followers, the organization, and the leader themselves to a particular direction by

means of a relationship.

In light of this, the researcher, whilst articulating his PCLP, envisions his network
through various roles, stakeholders, and versions of himself influenced by the context.
The illustration below depicts the proposed behavioural guidance related to the

relational sub-process of the PCLP.

Figure 58: Relational Guidance for the PCLP
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The illustration indicates that the leadership paradigm for relational guidance, in terms
of complexity, is overly complex and, in terms of uncertainty, will remain highly
uncertain as the leadership is operating at the edge of chaos under V2030. From the
illustration, each of the elements that interact autocatalytically are explained

hereunder.

a. Microenvironment and the Developing Inner Self: Numbers 1 through 5 in
the figure above represent the various leadership roles the researcher has to
play in his paradigm. These roles align with the contemporary leadership
functions that Reser & Sarros (2000b) have discussed in relation to the practical

utility of leadership.
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b. Macroenvironment and the Projected Outer Self: Letters A through E define
the various stakeholders that the researcher has to interact with in his
paradigm. These stakeholders together form an Administered Stakeholder
Network (ASN), and as Marion & Uhl-Bien (2001) state, they emerge in a meta-
meta-aggregate formation that works in unison to solve challenges and

problems.

It is to be noted that as the PCLP focuses on the researcher as a subject, the focal
point of the relational structure is the inner self that is nurturing the self-leadership
aspect. Henceforth, this relational guidance framework will allow the researcher to
build trust, synthesize harmony in the ecosystem, and use the ecosystem’s collective
intelligence to solve the adaptive challenges he faces in his leadership journey.

The researcher has visualized the commercial behavioural guidance sub-processes
with the front limbs of the Cheetah, which it uses to manipulate, grasp, and handle
objects with supinated claws that give flexibility for movement at great angels
(Cheetah.org, 2023). This assimilates the researcher’s need to navigate his context,
work with V2030 strategy and organizational objectives, and use these behaviours

and actions to achieve personal, organizational, and national outcomes.

Leaders who are presumed to be visionary tend to adopt strategic philosophies and
tactical policies, in addition to personal behaviours and actions to communicate and
realize their vision (Sashkin, 1988). Sashkin (1988), quoting Talcott Parson’s (1937,
1951, 1960) classic sociological theory, also stated that an action system of leadership
must deal with four functions, values, adaptation, goal attainment and integration at

internal and external levels, with both, means and an end.

In light of this, the researcher, whilst articulating his PCLP, interpreting his
organizational vision and transposing the national V2030, has defined his own
theoretical vision-operationalization framework called ‘DEAGO.’
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The illustration below depicts the proposed commercial guidance related to the
relational sub-process of the PCLP and the ‘DEAGO’ framework. It is to be noted that
these commercial leadership behaviours are necessary for the researcher to enact in
his organizational context for the strategic and tactical roles associated with his

functional position.

Figure 59: Commercial Guidance for the PCLP
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The illustration indicates that the leadership paradigm in terms of complexity for
commercial guidance is overly complex and, in terms of uncertainty, will remain highly
uncertain due to various macro and micro contextual factors in play. From the

illustration, each of the elements of the ‘DEAGQO’ framework is explained hereunder.

a. Direct: This element is concerned with setting of the vision, determining the
doctrine, selecting the normative ethical philosophy perspective, and finally
establishing the policy and articulation of the strategy. Some leadership
functions that fall under this element are ideating, communicating, decision-
making, planning, and establishing performance feedback.

b. Empower: This element is associated with the creation of synergies with
partners and stakeholders, empowering employees, and designing inclusive,
collaborative ecosystems that deliver value at the organizational and national
levels. Some leadership functions under this element are delegating authority,
skill development, giving autonomy, recognizing achievements, and trust
building.

c. Accumulate: This element encompasses the building of the right internal
capabilities and capacities of the organization to allow for the execution of
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strategic initiatives and the sustainment of operations when it is converted to
BAU. Some leadership functions that fall under this element are knowledge
management, talent and asset acquisition, resource allocation, networking, and
evidence-based decision-making.

d. Generate: This element involves activating all the organizational enablers and
integrating the internal capabilities and capacities with the external ecosystem
to give operational readiness. Some leadership functions that fall under this
element are design thinking, innovating, problem-solving, entrepreneurship,
adaptability, and organizational excellence.

e. Orchestrate: This element is attributed to successfully executing the policies
and implementing the strategy with optimal efficiency to achieve the desired
personal and organizational objectives in addition to the personal and national
outcomes. Some leadership functions that fall under this element are team
collaboration, conflict resolution, performance management, strategic horizon

management, and strategic alignment.

By applying this framework, the researcher envisions that he can cultivate a holistic
approach to leadership execution that will contribute to the achievement of his
personal outcome, the growth of his organization and the success of the nation.
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6.7. Leadership Style

“A leader is a dealer in hope.”

— Napoleon Bonaparte

As the researcher, builds his PCLP to fly forward, connecting with the soul of V2030,
the choices that he makes in terms of the ethical perspective and the leadership
approach are critical to his leadership’s effectiveness. The illustration below defines
the overall leadership style selected by the researcher for his PCLP, given the various

induced research findings and the deduced insights from the reviewed literature.

Figure 60: Selection of Leadership Style

The researcher conceptualizes the outputs and outcomes of the PCLP with the
Cheetah’s head, whose adaptations allow it to have maximum binocular vision and
hearing that has the highest volume amongst the big cats (Cheetah.org, 2023). The
researcher assimilates this with the envisioning, sensing, analysing and acting
functions of his leadership within the spectrum of his selected normative ethical
approach and his leadership style.

After a study of over 100 organizations spanning a period of 50 years, Fayed (2022,
p. 116) abduced the evolution of generic leadership approaches. The illustration
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hereunder depicts the generic classification of the researcher’'s PCLP from these five

generic approaches:

Figure 61: Hypothesized Evolution of Generic Leadership Approaches
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The leadership approach that emerges as a viable option for the researcher, in his
PCLP is Contingent Leadership, allowing him to adjust his sails as he navigates the

diverse and dynamic challenges that he faces as a leader in public sector

organizations, as they continuously transform or evolve given the context of V2030

and the omnipresence of VUCA.

The context of the public sector today is characterized by (1) economic diversification
towards non-oil revenue, (2) social and religious reforms and development, (3) rapid

digitalization and uptake of emerging digital technologies, (4) move towards citizen
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centricity, quality of life and sustainability, (5) innovative business and service model
under local and international public-private partnerships, (6) overhauling of
governance, policies, procedures and organizational structures, and (7) rapidly shifting
political landscape, locally within KSA, within the GCC region and with KSA at the

global stage.

The traditional transactional style of leadership bound by structured hierarchies and
rigid governance remained no longer valid and leaders favoured a transition to a
transformational approach to managing the dynamic nature of the changes taking
place affecting the macro-, meso-, and micro-levels. The following issues emerged
with the practice in the first five years of the transformation (2016-2021).

1. The challenges presented by V2030 are multi-dimensional and involve driving
a multi-stakeholder system; in this aspect, focusing primarily on motivation as
a tool for leadership, may not allow the progression towards leadership outputs
and outcomes. There is no unitary approach that is poised to work for each
situation given sector-specific challenges; therefore, the transformative
approach lacks flexibility and adaptability, especially when working in VUCA
environments.

2. As transformative leadership relies on inspirational and vision lead drivers,
impulsive decision-making based on emotions, passion and perspectives,
these decisions do not always align with sustainable outcomes for the
organization. Similarly, the approach can create strategic dissonance, creating
a divide between the leader’s personal vision for the organization and the
V2030 national objectives. This sometimes also undermines data and
evidence-driven decision-making approaches as emotionally compelling
approaches are prioritized.

3. Transformative leadership falls into the trap of the personification paradox as it
is based on the leader’s charisma, ethics, morals, and values. It seldom
involves collaboration and equity in decision-making, which in the emerging
organization culture impacts the circle of influence, perception of leadership,
and meaningful engagement.

4. Although transformation is all about change, the inspirational approach lacks a

structured change management approach that allows smoother transitions
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given the nature, depth and breadth of the reforms taking place. This could
potentially lead to imbalances between capability and capacity building and
operational effectiveness and efficiencies.

5. Transformational leaders, more often than not, operate on the razor’s edge,
dedicating most of their leadership effort towards inspiring and motivating. This
high-energy leadership with perpetually demanding challenges has an
extremely high potential for burnout.

6. Leading under V2030 involves managing risks that are mostly unknown-
unknowns, known-unknowns, and unknown-knowns due to fluctuations in
economic and geopolitical dynamics. Even though these may pose as
significant derailment factors, transformational leadership, driven by inspiration,
tends to undervalue their impact and allows for little manoeuvrability in its
approach. These risks may turn into issues which lead to setbacks and
rollbacks, with resilience and inspiration taking a strike when adversity hits.

7. Fixed methodology that has led to the gaps identified by public sector leaders
based on the quantitative and qualitative feedback provided as part of the
research involving the functions of leadership: envisioning, sensing, analysing,

deciding, acting, sustaining, learning, and communicating.

Henceforth, a leadership style is needed that can effectively manage change on a
continuous basis, adapting to the evolving context and landscape, inspiring both
followship motivation and shared vision budling, and promoting efficient public sector
operation and governance. This leadership style should embody the foundational
aspects of transactional and transformational leadership yet allow for

adaptability/flexibility that overcomes the issues highlighted above.

The researcher, therefore, has arrived at a viewpoint that for his paradigm, there is no
one-approach-fits-all concept for the leadership approach, with each leadership
approach presenting its benefits, shortcomings and limitations of applicability given
certain conditions, events, functions, or tasks. However, from the reviewed
approaches, contingent leadership stood out as an effective choice based on its
adaptability, versatility, situational responsiveness, collaborative approach, and focus

on outcomes.
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The normative ethical perspective to be deployed for the researcher’s personal and
business leadership applications, which he has selected as part of his PCLP, is the
Utilitarianism perspective, allowing him to deliver the best value from his leadership to
his organization, stakeholders, and the Saudi citizens.

1. V2030'’s primary objective is to achieve the maximum possible overall collective
well-being of citizens and their quality of life in the KSA driven through economic
diversification and fiscal sustainability of the Saudi economy. Utilitarianism, with
its approach to selecting actions that create the greatest good, paramount
happiness, heightened contentment and minimizing the pains, unhappiness,
and disbenefits, helps the researcher align his decision-making through the
PCLP with this objective.

2. V2030 integrates the KSA public sector into a complex multi-stakeholder
ecosystem with citizens at its heart; the decision-making process, therefore,
needs to be completely holistic for it to be effective and for the outcome to be
realized. Utilitarianism provides the guidelines for the researcher to consider
the impact on the economy, society and the environment from his decision-
making and steer it towards a balance where the greatest good is achieved not
only in the short term (quick wins or gains) but also in the longer term
(sustainable outcomes or value creation).

3. Transparency is an element of the reforms that are being brought by V2030,
along with greater accountability and social responsibility from a governance
perspective. For public sector leaders, gaining the trust of the citizens and their
elevated levels of satisfaction, in addition to the responsible use of public funds
and resources and accountability to the monarchy, are key factors that sustain
their leadership positions. Utilitarianism promotes ethical transparency as the
researcher seeks the greater good in his actions and rallies support for his
inclusive decisions so that not only are they easily understood and accepted on
an equality basis by the citizens but are also justifiable to the senior leadership.

4. For some normal ethical perspectives, it becomes quite difficult to measure the
impact of decisions on ethical grounds and henceforth their justification, for
example, where the decision is guided by “What does my moral philosophy
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suggest | do?” For other normal ethical perspectives, sharing measurements
and justifying actions becomes immoral in the eyes of the citizens and the
monarchy, for example, where the decision is guided by “What is in it for me?”
Utilitarianism allows for a framework with cost-benefit analysis combined with
options analysis that may be conducted and shared with the public. When
starting a task, initiative, or program, clear KPTs can be set, and upon
completion of the outcome, benefit realization and value creation may be
captured as part of the lagging end outcome KPlIs.

5. This underscores the importance of communication in raising awareness,
generating interest in their stake, and securing both public and corporate buy-
in, which is an essential element of the V2030 transformation. By using
Utilitarianism as an ethical perspective, decisions that need to be made or have
been made by the researcher stand to resonate well across the broader public
population. For the country, this also helps in building international
collaborations, seeking support from global organizations, and improving the
global image of KSA.

6. To an extent, the Ultilitarianism approach mitigates the conflict of interest
between stakeholders, the organization, and the leaders themselves. This
allows the researcher to prioritize decisions that will yield the best possible
outcomes for all involved with the available resources in the given context. Also,
it provides a justifiable rationale to be presented to the stakeholders who are
faced with absorbing the negative effects of the trade-offs that they are being
committed to.

7. Also, to an extent, Utilitarianism provides the researcher with ample flexibility
that is required in a rapidly evolving context, which, for example, Deontology
might fail to provide based on its agreed set of rules, lack of prioritization
guidelines for decisions and rigidity in its application. Furthermore, it also
affords a practical implementation approach sensitive to local Saudi cultural,
traditional, and religious variables, which may be treated as generalized or

constants if universalism is adopted.

Like every other approach, the researcher is aware of the shortcomings that
Universalism may present in the deployment of the PCLP, which have been
documented in Chapter 3. However, his choice was based on the fact that both
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Relativism and Egoism focused on individual and cultural contexts, Deontology
focused on ethical principles, and Universalism centred on global moral codes.
This highlighted Utilitarianism, which can be considered not only ethically neutral

but also fixated on the overall societal and national well-being.
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6.8.  Outputs and Outcomes

“Effective leadership is not about making speeches or being liked;

leadership is defined by results not attributes.”

— Peter Drucker

The sections below define the proposed outputs and the potential outcomes that the
researcher wishes to achieve as a result of applying this PCLP.

The researcher conceptualizes the outputs and outcomes of the PCLP with the
Cheetah’s lightweight and aerodynamic body with a flexible spine that not only gives
it adaptability but also the agility it needs to complete its hunts (Cheetah.org, 2023).
This assimilates the researcher’s congruence with his outer self (identity, personality,
and approach) and his inner self (soul, mind, heart, and body) to achieve the targeted

outputs/outcomes as a result of diligently and consistently applying his PCLP.

Figure 62: Proposed Outputs

The illustration above defines the output of the PCLP as becoming a “Level 5" Leader
who has achieved a disciplined balance between his thoughts, people, and actions.
This should be a direct result of consistently deploying the PCLP in varying VUCA
contexts, measuring success, learning from shortcomings, refining the PCLP,

adapting to the new context and continuously growing/maturing as a leader.
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Collins (2001), in his book, Good to Great: Why Some Companies Make the Leap...
and Others Do not, first introduced this term and according to him, achieving Level 5
in leadership places the leader at the apex level of leadership effectiveness in his
prescribed hierarchy of leadership capabilities. The figure hereunder illustrates Collin’s
levels of leadership.

Figure 63: Level of Leadership Effectiveness
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Adapted From (Collins, 2001)

Collins (2001) also stated that by using a combination of inherent traits, intended
behaviours, and developed skills, leaders who achieved Level 5 were the common
factor that allowed good companies to become great. This was deduced by Collins
after conducting qualitative and quantitative analysis of 1,435 Fortune 500 companies
over a period of five years. In terms of leadership characteristics, Collins (2001) saw
Level 5 leaders display personal humility, are quiet and modest, have a resilient will,
take full accountability and responsibility, carry ambition for their organization, focus
on the success of the team and can have a long-term perspective., with discipline
being the glue that holds everything together.
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In this viewpoint, the researcher takes output as an intermediary stage
accomplishment, which is achieved as a result of applying the PCLP, deemed a by-
product of his work. He also takes discipline not as achieving perfection but as a
continuous evolutionary measure to consistently and constantly applying this
approach to thought leadership and people leadership, leadership actions and
ensuring the leadership ‘flywheel’ does not lose momentum. He also does not take
greatness as his own greatness but as to what outcomes will make him feel compelled

to industriously devote himself towards creating greatness.

Figure 64: Achieving Leadership Breakthrough
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Why be a Level 5 leader, one might ask the researcher? Quite simply, as illustrated in
the figure above, to give him the fuel needed to launch his leadership breakthrough to
achieve the leadership outcome. From a ‘People’ perspective, it gives the researcher
increased engagement, enhanced loyalty and greater talent retention and attraction
for his followship. From an ‘Action’ perspective, effective decision making, higher
performance, resilience, positive reputation, and sustained success for his
organization. From a ‘Thought’ perspective, self-awareness, influence beyond his
leadership role, personal fulfilment, and legacy building for himself and the nation. All
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these become quintessential to the intermediate work the researcher has to do to

achieve the outcome outlined in the next section.

Pablo Picasso once stated that “It is the work in life that is the ultimate seduction.” To
develop a ‘seductive’ outcome, the researcher explored his deeper inner purpose, one
that would align with the V2030 objectives and become the crux of his leadership’s
actualization efforts for life. Gulati (2022), in his book, Deep Purpose: The Heart and
Soul of High-Performance Companies, stated that deep purpose leaders think of the

purpose as:

An existential statement that expresses the firm’s very reason for being. Rather
than simply pursuing a purpose, these leaders project it faithfully on the world.
In their hands, purpose serves as an organizing principle that shapes decision-

making and binds stakeholders to one another (p. 1).

Ulrich et al., (1999) also indicated that the outcomes that the leader wishes to achieve
must be balanced between people-centricity and process compliance, between
external and internal perspectives and between satisfying investors, stakeholders,

customers, organization, and employees.

Figure 65: Potential Outcomes

OUTCOME

The illustration above henceforth defines the resultant conclusion of this exercise,
where the outcome of the PCLP is defined by the researcher as “becoming a selfless
human being who participates in nation-building and is dedicated to improving the lives
of the citizens.” This can be considered as the true ‘North Star’ of the PCLP.
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Outcomes generally can be classified as immediate, intermediate, or ultimate.
Decomposing the above statement reveals that an immediate outcome is a ‘selfless
human being,” the intermediate outcome (a benefit) is ‘participate in nation building’

and the ultimate outcome (the value) is ‘improve the lives of citizens.’

This outcome is also at the center of the intersection of three circles of what Collins
(2001) calls the ‘Hedgehog Concept’: (1) What can the researcher be the best in the
world at? or alternatively, What the researcher cannot be the best at?, (2) What drives
the leadership engine of the researcher?, and (3) What is the researcher deeply
passionate about? This affords the researcher focus, clarity and alignment with his
personal purpose, the organizational strategy, and the national V2030.

Focusing on the difference that the researcher makes for the people, the contribution
he makes to his organization and the impact that he creates for the nation ultimately
leads to his fulfilment and contentment as he moves towards accomplishing his ‘Why.’
It is to be noted that although this lies at the center of the PCLP framework, it does not
reflect an ending point; in fact, the researcher sees it as his starting point for the PCLP.
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6.9. Feedback and Feed Forward Loops

“Feedback is the breakfast of champions.”

— Ken Blanchard

The researcher has developed and integrated four intra-process feedback loops as
part of his PCLP. These loops are illustrated as grey boxes in Figure 45: Researcher’s
PCLP V3.1.

These loops can be termed as negative feedback or closed loops whose purpose is
to stabilize each individual element of the PCLP using the output of measurements to
develop and enact measures to counteract any deviations that may be present. Each
of the loop feedback mechanisms is discussed hereunder.

a. Core Values: The researcher intends to use both Reflective Journal and Personal
Values Audit (PVA) assessment as tools for the periodic evaluation of the
alignment of his actions and behaviours to his prioritized personal core values.

b. Relational Guidance Sub-process: The researcher intends to use the Emotional
and Social Competency Inventory (ESCI) assessment as the primary evaluation
tool for his relational behaviours. Longitudinal personal SWOT and PESTEL
analysis will provide inputs to the researcher for the contextual factors of his
paradigm, whereas the Gap Analysis will provide inputs on the gaps in his
leadership development needs.

c. Commercial Guidance Sub-process: The researcher intends to review the
national, organizational, and personal aspects of what value his leadership is
delivering. Benefit/VValue measurement and feedback at macro- and meso-levels
are proposed by the researcher to be conducted via a combination of Economic
Value Added (EVA), Social Return on Investment (SROI) and Value Chain
Analysis (VCA). These assessments will allow the researcher to assess the

242



Chapter 6 — Personal Contingent Leadership Paradigm (PCLP) Framework

economic and social impact the organization is creating for KSA and its citizens.
At the micro-level, Strategic Performance Management Reviews (SPMR) and at
the sub-micro level, Employee Appraisal (EA) are proposed as tools for
measurement and feedback. The SPMR will guide the researcher regarding the
strategic objective achievement (or non-achievement) of the organization, and the
EA will guide the researcher on his own performance in relation to his leadership
function within the organization.

d. Output: The researcher intends to use the Authentic Leadership Questionnaire
(ALQ) assessment tool in combination with the Multi-factor Leadership
Questionnaire (MLQ) assessment tool to periodically get feedback for his
leadership development and growth.

The researcher has also developed and integrated four inter-process feedback loops
as part of his PCLP. These loops are illustrated as green boxes on borderlines of the
PCLP elements in Figure 45: Researcher’'s PCLP V3.1.

These loops can be termed as positive feedback loops, whose purpose is to catalyse
the interaction of the PCLP elements, reinforce the changes that are being brought
about in the approach, and to amplify the output from each of the related PCLP

elements. Each of the loop feedback mechanisms is discussed hereunder.

a. Core Values and Relational Guidance Sub-process: The researcher intends to
use Stakeholder Feedback and Psychometric Analysis (Clifton Strengths) as tools
to acquire feedback between the interactions of the personal core values and the
relational guidance sub-process.

b. Relational Guidance Sub-process and Commercial Guidance Sub-process:
The researcher intends to use Force Field Analysis and Organizational Culture
Inventory (OCI) as tools to acquire feedback between the interactions of the
relational and commercial guidance sub-processes. The researcher expects that
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his organization will deploy the OCI tool by Human Synergistics, from which he will
then collect the relevant feedback data.

. Commercial Guidance Sub-process and Output: The researcher intends to use
Organizational Health Index (OHI) and Political Leadership Feedback as tools to
acquire feedback between the interactions of the commercial guidance sub-
process and the defined output of the researcher. The researcher expects that his
organization will deploy the OHI tool by McKisney, from which he will collect the
relevant data.

. Output and Outcomes: Finally, the researcher intends to use a personal
Balanced Scorecard (BSC) as a tool to acquire feedback between the interactions
of the output and how it is helping to achieve the outcome across the four
perspectives: (1) Personal Capacity, (2) Leadership Development, (3) Financial
Security, (4) Citizen Satisfaction

The figure below illustrates the overall adaptive control loop (allowing adjustment of

the three selected parameters based on the PCLP environment) designed by the

researcher for pulse checking the health of his overall PCLP.

Figure 66: Overall Feedback Loop

Religious Guidelines Assessment Organizational Mandate Assessment Personal “Ikigai” Assessment
OVERALL LOOP Orientation Scaling “ Variance Analysis “ Evaluation and Scoring

This is a feed-forward loop, which is an aggregate of three elements: Religious

Guideline Assessment, Organizational Mandate Assessment, and Personal Ikigai

Assessment. Each one of these elements is discussed with relevance to its dimension,

hereunder in detail.

Religious: Dent et al., (2005) conducted social research, which concluded that a

person’s religiosity and spirituality have interlinkages with the workplace productivity

of the individual and influence leadership behaviours, traits, and characteristics. The
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researcher is a Muslim, and like any other religion, his religion, Islam, also teaches
certain values, ethics, morals, and principles and encourages ‘good’ societal
behaviours. As a practicing Muslim, the researcher plans to incorporate these
guidelines with his leadership approach. From a tool perspective, the researcher
wishes to explore Allport-Ross’s Religious Orientation Scale (ROS), an established
psychological tool, to measure the variance in his intrinsic and extrinsic religious

orientations and teachings/beliefs versus practice/actions.

Organizational: In public sector organizations, the policy mandates and/or statutes of
the organization are legally binding and form the basis on which their performance in
terms of objective achievement, benefit realization and value creation is measured
(Wirick, 2011). The mandate and statute achievement of the public sector is reported
to CEDA. From a tool perspective, the researcher plans to use the Adaa public sector
performance dashboard for variance analysis of committed performance levels of the
KPT vs actual performance levels of the KPI. In addition, as another measure, the
researcher also plans to analyze the variances in beneficiary satisfaction rates and
their respective feedback for the public services rendered by his organization to the
Saudi citizens, as reported by Adaa.

Personal: To gain inspiration, maintain motivation and achieve a greater sense of
fulfilment and contentment, the Japanese “lkigai” concept has a profound impact on
the personal dimension of leadership. Comprised of four areas; (1) what you love or
Passion, (2) what you are good at or Vocation, (3) what the world needs or Mission,
and (4) what can you be paid for or Profession, when overlapped, result in “a reason
for being” and the “meaning of life”, providing a measure for positive leadership
outcomes (Garcia & Miralles, 2017). From a tool perspective, the researcher plans to
use a Dispositional Flow Scale-2 (DFS-2), a widely recognized psychological tool, to
measure the flow and scale of his Ikigai.

In the PCLP, acting as a CAS, the researcher has opted to use this feed-forward loop
as it would anticipate and compensate for, and if not then at least mitigate, any
negative contextual influences and disturbances before they disrupt the PCLP or any
of its elements, affording robustness and adaptability whilst permitting intentional

evolution.
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6.10. Future Implications

“The future depends on what we do in the present.”

— Mahatma Gandhi

Fayed (2022) indicates that, as a leader evaluates the aptness of a proposed
leadership strategy, it is important to forecast how the evolution of the context will take
place and how pragmatic and realizable the strategy would be, in a number of

perceived future scenarios.

As a technique of trend analysis, force field analysis devised by Lewin (1951) may be
used as a venerable tool for analysing the dynamics of public sector organizations in
the KSA and the planning of the PCLP’s deployment in future contexts (Schwering,
2003; Thomas, 1985). The diagram below illustrates the researcher’s force field.

Figure 67: Force Field Analysis
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Based on analysis of seven factors that have both driving and restraining forces, it is
evident that based on current contextual settings and those in the foreseeable medium
term (~ three years), the driving forces outweigh the restraining forces by 36.7%

Application of this framework has helped the researcher in understanding the interplay
of the driving and restraining forces that influence the successful application of his
PCLP in the context of KSA’'s V2030 and his current organizational mandate. The
outputs of this exercise will allow the research to constitute evolutionary directions and
strategies for his PCLP, where he strengthens the driving forces and mitigates the
impact of the restraining forces.

Although conducting a scenario analysis does not provide a guaranteed future,
especially when the researcher’s context under V2030 is characterized as ‘turbulent’,
it does provide an insight into how his future might unfold to drive the ‘adaptive’
element of his PCLP development. The table below depicts four scenarios for the
researcher’s leadership paradigm, where each of these scenarios has an implication
on leadership development, practice and the adaptation or evolution of the PCLP.

Table 24 — PCLP Scenario Analysis

Scenario A ‘Derailer’: This scenario paints a grim, pessimistic future, where not only
his PCLP fails due to contextual factors, behavioural demeanours, or leadership
inactions but also the organization succumbs to challenges hindering its ability to
achieves its strategic goals and V20303 objectives. This would take the researcher’s

leadership landscape into a crisis mode, and this trajectory may lead to his removal
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from his current role or the inability to continue his career in KSA’s public sector
organizations. This scenario highlights the importance of adaptive leadership,
contingent approach, and the need for resilience in the proposed PCLP framework.

Scenario B ‘Evolve’: In this particular scenario, the researcher envisions that his
current organization’s goals and the V2030 objectives are mostly attained; however,
the researcher’s PCLP has failed the researcher in conforming to his ethical and value-
based position or realizing his leadership potential, growth, development, and
personal output/outcome achievement. This would serve as an infliction point from
where recovery of leadership side outcome may be possible by modification of the
PCLP. This scenario highlights the importance of the synchronization of the PCLP and
its underpinned leadership development with organizational/national outcomes and
the need for having a deeper understanding of the evolving context’s influence on the

researcher’s leadership paradigm whilst developing the PCLP.

Scenario C ‘Solace’: For this scenario, the researcher anticipates that although his
PCLP has allowed him to achieve his personal potential, growth and development
objectives and somewhat personal output/outcomes, his organization has faced
challenges and setbacks where it has been unable to achieve its own internal strategic
goals or V2030 objectives. This would also be a pivotal point where recovery of
organization side outcome may be possible by adjusting the PCLP. This scenario
highlights the implication of inspiring collective action towards a shared vision and
designing the right commercial and relational guidance sub-processes that allow

navigating adversity.

Scenario D ‘Champion’: In this future, the researcher foresees that his current
organization’s goals and the V2030 objectives are achieved and that his personal
leadership thrives in success, amplifying his output and outcomes. This would
represent an ideal and targeted scenario where organizational success is paired with
PCLP’s success. This scenario confirms the impact of an effective leadership
approach on the realization of ambitious V2030 objectives and positive organizational

outcomes.
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The following table presents the expanded scenario set for the above four future
scenarios where the researcher’'s PCLP will come into play.

Table 25 — Expanded Scenario Set

The researcher intends to monitor the above critical factors during the implementation
of his PCLP to allow for evolutionary changes to precede the contextual changes,
mitigating negative consequences and assuring both his leadership success and
effectiveness.

The researcher has identified six challenges he expects to face once he begins
implementing his PCLP.
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These challenges are defined in the illustration below.

Figure 68: Challenge Landscape

The table below provides the data from which the above graph was generated.

Table 26 — Data Table for Challenge Graph

Each of these challenges is discussed hereunder.

Challenge 1 (C1) Overcoming Impostor Syndrome: Although the researcher has
demonstrated evidence of continuous learning, achieving departmental objectives,
attaining organizational outcomes, and creating value for society, he reports having a
persistent fear of being incapable or a pretender and, in certain cases, casts self-doubt

on his leadership inadequacy. This can be considered as a ‘fuzzy’ challenge.

250



Chapter 6 — Personal Contingent Leadership Paradigm (PCLP) Framework

Challenge 2 (C2) Remaining congruent with the organization: Preserving
congruence between the researcher's PCLP and his organization’s governance,
policies, processes, and culture despite his PCLP possibly suggesting a different
approach highlights a delicate challenge. De-prioritizing personal core values if they
conflict with his organizations cultural norms or, deviating from his relational and/or
commercial guidance if it goes beyond the boundaries of established policies and
governance structures or compromising on actions to achieve his outcome but clashes
with the organization’s approach are all areas that need to be treaded upon carefully.
This can be considered as a ‘crystalized’ challenge.

Challenge 3 (C3) Establishing and activating feedback loops: This challenge
involves the establishment and effective operationalization of intra-process, inter-
process and overall feedback loops and utilizing a wide selection of tools and
techniques to gather feedback to generate leadership insights for the researcher to
convert to actionable approaches and behaviours. The challenge will be to establish
these diverse channels (quite a few requiring external inputs and third-party tools) for
the pulse checks and then aggregate the data from these channels to build integrated
insights, forming an internal voice of action. This can be considered as a ‘crystalized’
challenge.

Challenge 4 (C4) Managing the culture struggle: Although the researcher is well
versed and embedded within the culture of the country and organization, remaining
valid and relevant is a continuous endeavour. Firstly, the government in KSA prefers
positioning only Saudi leaders in key leadership roles to increase self-reliance, drive
down unemployment, and upskill existing talent. As an expat leader, the researcher
faces not only certain administrative barriers but also scepticism and, in many cases,
resistance from senior leadership, peers, subordinates, and other external public
sector stakeholders. Secondly, the dynamics between civilian and military mindsets,
culture, and leadership approaches are starkly divergent. Consolidating these
approaches can create further relational tensions and organizational dissonance if not
done prudently. This can be considered as a ‘fuzzy’ challenge.

Challenge 5 (C5) Achieving the best fit with moving targets: The PCLP should be
an enabler rather than a restrictor, and with the rapidly evolving context under V2030,
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designing it in a way to be both agile and adaptive to address leadership needs in
navigating uncertain futures is vital. Adapting to ceaseless transformation, transitions,
and strategic changes, or even incessant evolution, leads to adaptive fatigue and may
cause complete derailment of leadership actions and behaviours. Furthermore, the
need to maintain continuous learning with steep learning curves, a growth mindset for
grasping dissonant domains and developing transferrable skills’lknowledge ad
continuum due to transitions to dissimilar roles within the public sector has an impact
on the researcher’'s psychological safety and mental wellbeing. This can be
considered as a ‘positioned’ challenge.

Challenge 6 (C6) Building discipline: This is a two-part challenge; one is related to
establishing an overall work-life balance and prioritizing leadership development and
growth despite competing work priorities, whereas the second part is related to
maintaining discipline and staying true to the prioritized personal core values and the
derivative behavioural guidance despite an ethical dilemma or situational conflict. Both
of these could be the results of directives issued by the senior leadership, internal
organizational exigency, or external stakeholder pressures. This can be considered
as a ‘crystalized’ challenge.

i.  Continuous Learning & Sustainable Growth

The Experiential Learning Theory proposed by Kolb (1984) with a four-stage learning
cycle consisting of concrete experience, followed by reflective observation, abstract
conceptualisation, and finally, active experimentation, is quite influential when it comes
to learning in adults and, as noted by the researcher in Table 12 — Evolution of Context

within MoD, is also representative of the model currently in use under V2030.

Cyclical repetition of Kolb’s model in a spiral, places the researcher directly in the
leadership experience and with each cycle, his leadership capability grows as he
learns from applied theories (in this case, the PCLP), adapts better to his context and

evolves to a better version of self. This is illustrated in the figure on the next page.
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Figure 69: Experiential Learning Spiral

Source: (Prosci, n.d.-b)

Each of these steps is discussed hereunder.

1.

Concrete Experience: Playing out his leadership role in a paradigm driven by
his unique context, the application of the PCLP and the researcher’s functional
involvement allows him to gather immersive firsthand insights on what worked
and what did not.

Reflective Observation: After the leadership episode concludes, reflective
introspection around context, ethics, values, behaviour, and action allows the
researcher to gain a deeper understanding around the implications of his
PCLP’s application.

Abstract Conceptualization: The researcher then proposes to transpose
these reflective observations into broader applications and adaptations of his
PCLP, improving on his best-suited leadership practice and approach. The
approach starts with the decomposition of the problem or issue faced, design-
thinking of the solution and articulation of a scenario-based approach.
Practical Application: This consists of active experimentation, where the
researcher puts the insights, knowledge, updated theories, and frameworks
back into action, adapting his leadership styles to the evolving context.
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By embracing this approach, the researcher aims to build a sustainable leadership
growth cycle that allows him to achieve lasting success and the realization of his

outcomes.

ii. ~ Change Management

Implementing the PCLP and transitioning to the novel approach by the researcher
constitutes an aspect of change management. Prosci (n.d.-a) proposed a five-stage
change management model, Awareness, Desire, Knowledge, Ability and
Reinforcement (ADKAR), focused on outcomes. This model is illustrated hereunder.

Figure 70: PROSCI

Source: (Prosci, n.d.-b)

Each of the steps of the ADKAR model and its applicability to PCLP deployment is

discussed on the next page.
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. Awareness: This stage allows the researcher to elevate his self-awareness
and the awareness of his context through experiential learning and feedback
loops.

. Desire: This stage requires the researcher to understand the gaps in his
leadership needs and what the impact would be should he decide not to
implement the PCLP or a formalized leadership approach. In this stage,
inspiration is taken from HRH Prince Mohammad bin Salman, and based on
the defined outputs and outcomes, intrinsic motivation is created, giving the
researcher the drive to forge ahead despite adversities and challenges.

. Knowledge: In this stage, the researcher reviews the strategic organizational
outcomes, V2030 objectives, personal outputs, and outcomes, analyses the
contextual factors, reviews the technical knowledge, and then selects the
appropriate leadership approach by applying his PCLP.

. Ability: The researcher displays the required relational and commercial
behavioural guidance by applying the appropriate contingent leadership
approach to achieve the desired outcome.

. Reinforcement: The researcher, by continuous learning and evolution, fed by
insights from intra-process, inter-process, and overall feedback loops, sustains
changes in his leadership approach, does positive reinforcement and finally,

celebrates his success.
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6.11. Summary

This chapter provides an explication of the development process and rationale behind
the researcher’s PCLP.

The evolution of PCLP is discussed over the last ten years with regard to the
researcher’s career, organization, and sector. Personality and identity shaping inputs
for the researcher A discussion of the researcher’s choice of authenticity, courage,
empowerment, passion, and integrity as his five prioritized personal core values are

made. These values then remain the mainstays of all the other elements.

The schemas and mechanics of the relational and commercial behavioural guidance
sub-process are then elaborated upon. Leadership style selection is made and
discussed, which constitutes a leadership approach anchored on the contingency
theory and a normative ethical perspective anchored on utilitarianism. The eventual
outputs that the researcher aims to obtain and the outcome that he wishes to achieve
are also defined.

The PCLP framework’s final, binding element of feedback loops is then discussed.
These loops are designed in a tiered structure, starting with the intra-process loop,
then the inter-process loop and finally the compendious overall loop. Finally, the future
implications of deploying the PCLP and continuing to work towards the achievement
of the outcome are discussed.

In light of the research that has been conducted as part of this critique and the learning
from designing a personal leadership framework, the PCLP, the researcher takes the
next step towards conceptualizing a framework to help other emerging leaders
navigate their contextual challenges. This will be the focus of the next chapter.
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Chapter 7

7. LVB Framework

71. Introduction

As emerging leaders in KSA are empowered to lead key V2030 VRPs and initiatives,
the gap in their leadership experience becomes vulnerable, exposing them and their
organizations to the risk of derailment. Faced with a steep learning curve, education,
coaching/mentoring, and exposure alone do not suffice; the question arises: how can
the knowledgebase of leadership derived from longitudinal experience be substituted
and accelerated to support the WoW today?

By initiating the creation of this framework, the researcher hopes that these promising
emerging leaders are able to utilize the LVB to lead with instilled confidence, charting
the course for a prosperous future for KSA.

Consisting of pivotal and integral functions, the LVB framework, outlined in this
chapter, presents not just theoretical concepts mashed up in yet another leadership
model, but it provides actionable steps that provide practical guidance to bridge the
gap between the \vision that these leaders carry, their purpose of
existence/employment and the tangible impact that they are expected to create.

257



Chapter 7 — Leadership Vision Board (LVB) Framework

7.2. Conceptual LVB Framework

“Before you are a leader, success is all about growing yourself.

When you become a leader, success is all about growing others.”

— Jack Welch

The LVB is a proposed leadership framework, in its conceptual stage, for emerging
leaders in the public sector space of KSA operating under the transformative charters
of the V2030 and its VRPs, to gain “Critical Mass” and maximize their “Return on
Leadership.” As these leaders acquire “Ecosystem Capital” through the delivery of a
breakthrough visionary program and acquire work experience, over time, it is expected
that they will tend to develop their own leadership “Engine” for their evolving

paradigms, similar to the researcher’'s PCLP.

The illustration below presents this framework in its initial stages of development. (A
larger size for better readability is provided in Appendix 8 — Conceptual LVB).

Figure 71: Leadership Vision Board
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From a theoretical standpoint, this framework represents an integrated augmentation

of transformational, transactional, and situational leadership theories with a top layer

of multiple linkages theory to provide for an adaptive contingent approach.

The LVB framework has three main pivotal functions, which are defined hereunder:

1.

Dream: The first pivotal function guides leaders to craft an outward inspiring
and inward aspiring, shared vision that paints a vivid future of what the
organization can deliver for the betterment of society and the nation.
. Lead: The second pivotal function triggers leaders to enact the realization of
their vision through effective leadership actions guided by their deep purpose,
their personal/organizational core values, and normative ethical perspectives.
This function encompasses leading others and achieving “Corporeality” through
prototyping the leadership approach, experimenting, and eventually evolving.
This function has four sub-functions:

a. Analyze: Analyzing involves understanding the “Job(s)-to-be-Done,”

conducting a critical assessment of the dynamics in their paradigm,
stimulating the followers' design thinking, developing creative and
innovative approaches by challenging the norms and the assumptions,
and building leadership insights from the information acquired by the
Discovery function.

. Strategize: Strategizing involves the selection of an appropriate

normative ethical perspective, prioritization of core values, determination
of the appropriate leadership approach, denoting the outcomes, building
performance measures, and developing a definitive plan of action
aligned with V2030. This also involves understanding the elements of
Individualized Consideration for each of the followers' needs,
stakeholder expectations and capabilities/capacities.

. Inspire: Inspiring involves empathetically connecting with and

charismatically motivating the followers by communicating the
leadership vision/purpose and its meaningful impact with a conviction so
that it resonates with the followers and the organization. This allows the
leader to unlock potential and build effective, high-performing self-
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leading teams that work towards the given directions to achieve citizen

and national outcomes.

. Enact: This sub-function is the execution element of leadership,

Management by Exception (MBE), and includes five activities: Direct,
Empower, Accumulate, Generate and Orchestrate. These have been
defined and discussed as part of the Behavioural Guidance section of
Chapter 6.

3. Achieve: The final pivotal function, focusing on the attainment of ambitious

goals, drives them to create public value by delivering on set strategic

objectives for envisioned citizen and national outcomes.

The LVB framework has four main integral functions, which are defined hereunder.

1.

Discover: This integral function guides them towards developing self-
awareness/leadership, identifying opportunities, assessing the contextual and
situational variables, ascertaining the needed enablers and possible multipliers,
and recognizing both the barriers and handicaps. This integral function enfolds
the leading of self and has two sub-functions:

a. Sense: Sensing involves scanning the internal and external environment

for various influencing factors, in addition to comprehending the leader’s
contextual setting conditioned by the culture of the organization,
religious values, regional traditions, and national heritage (situational

variables and constraints).

. Believe: Believing involves building the leader’s own faith, commitment

and resolve in the crafted shared vision combined with the deep
purpose, increasing the leader’s confidence, and transforming the belief
to be the driving force behind their leadership behaviours and actions.
This also involves the aspect of increasing self-awareness and
developing aspirational self-leadership capabilities (AQ, CQ, EQ and
SQ), which will eventually be the agent behind the creation of idealized

influence and inspirational motivation.

2. Transform: The second integral function drives leaders to establish

mechanisms for situational monitoring and performance evaluation,

demonstrating resilience in the advent of VUCA elements and acclimatizing
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themselves and their organizations to the evolving context(s) and the dynamic
environment. This integral function embodies the leading of positive change
and has two sub-functions:

a. Endure: This involves regulating distress, maintaining leadership focus
and presence, being versatile by using multiple perspectives, and
maintaining discipline with regards to ethics and core values, together
with the continuous assessment of the situational variable implications
and leadership impacts, on subordinate and/or organizational
performance.

b. Adapt: This involves anticipating the future with VUCA, navigating the
current complexities of the leadership paradigm and the business
environment, evolving citizen-centric approaches that maximize public
benefit on an equity basis, overcoming adaptive challenges, and
continuously learning/growing.

3. Appreciate: The third integral function embodies the celebration of
achievements and milestones and the rewarding of both self and others for
contributing to the overall success, leading towards fulfilment, further motivation
and eventually sustainability.

4. Sustain: Perhaps this can be considered as the most important integral
function, which instigates the leader to work towards long-term value creation
for the citizens and the nation through legacy building, succession planning and
sustaining change so that the benefits can be continued to be realized beyond

the tenure of the leader.
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7.3. Summary

This chapter has outlined the initial concept of the LVB as a framework that is poised
to serve emerging leaders in the KSA who have embarked on the journey of

implementing V2030 and its various VRPs.

This framework has identified the pivotal functions of “Dream,” “Lead,” and “Achieve”

and the integral functions of “Discover,” “Transform,” “Appreciate,” and “Sustain,” all
of which play a crucial role in the work of the leader. The LVB equips emerging leaders
with the relevant knowledge, skills, and a mindset that may prove to compensate for
their lack of experience or confidence in facing adaptive challenges whilst leading giga

and mega transformational initiatives.

With this chapter, the critique moves towards its conclusion, with the next chapter

presenting key findings and future directions.
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Discussions and Conclusion

Key Findings and Future Directions

Contributions to Leadership Practice

The researcher, in proving his hypothesis, has ventured beyond the theoretical
adaptations of the prevalent transformative leadership style in KSA under V2030,
which has limitations when it comes to practical applications due to the needs of
adaptability and resilience in a VUCA environment. It has highlighted the fact that
emerging leaders who have experience gaps and are yet to develop/explore
leadership skillsets face credibility challenges due to non-existent track records, lack
professional networks to navigate political and power dynamics to influence change in
the complex ecosystem and struggle with mitigating dissonance in the organizational
culture. Ultimately, these emerging leaders find it difficult to manage resistance and
build inspiration for their followship, which is an essence of transformative leadership.
Thereby necessitating a need for a more flexible leadership approach.

The PCLP, as a culmination of the research, analysis, insight generation and
interpretation by the researcher, can be determined as the single most significant
contribution to his own leadership practice. Also, the LVB, though at a conceptual
stage, can be considered as the meridian to the leadership practice of other public

sector leaders in KSA.

Selected works of the researcher relevant to national and/or organizational leadership,
where either he was the author, co-author, contributor, or protagonist, are also
presented in the Leadership Supporting Portfolio.

These contributions by the researcher have the potential for application in the area of

leadership practice in other government corporations, centres, councils, agencies,
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commissions, authorities, and ministries within the KSA. They also have prospective
benefits for national-level leaders who are leading ambitious socio-economic
transformation programs in other developed and developing countries by

guiding/informing their leadership practice.

Research Limitations

This research is observant of the public sector leadership in the KSA under V2030,
with the mixed methods CSRM focused on the roles that the researcher has played or
is currently playing in his leadership paradigm, capturing the interplay of leadership
elements, theory, and the given contextual variables in a snapshot of time.

Although the design of the research has mitigated a number of biases, these settings
may have allowed certain uncontrolled biases and subjectivity to creep in.
Furthermore, despite the undertaken validation and reliability measures, the limitation
to a specific sector, industries, and geographic region may have constrained the
generalizability of the findings and results illustrated in this critique.

These limitations warrant the need for future research to enhance the understanding
of the leadership dynamics and its implications in different contexts and over extended
periods of time, which are discussed in the next section.

Suggested Further Research

Given the research limitations, there is further research and validation needed for the
application of the developed PCLP framework, underpinned by the mixed methods
CSRM and the literature review in three scenarios: (1) In the private sector of KSA (2)
Post V2030 transformation in both public and private sectors of KSA, and (3) In the
public sector of other developed and developing countries where monarchy does not

exist.
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Another area suggested for further research is the formal theorization and articulation
of the LVB framework presented as validation of the researcher's secondary
hypothesis in this critique, which, due to research scope, time, and effort limitations,

has matured to a conceptual stage.

Finally, the linkages and implications of an integrated contingent leadership approach
with innovation and disruption (e.g., Artificial Intelligence), women and youth
empowerment, economic diversification, sustainable development, and social

transformation are all topics that lay the foundations for further exploration.

Closing Remarks

As the researcher concludes this chapter and critique, contemplating the implications
of his work, it is even clearer that his learning would never be complete as it is neither
a destination nor an endpoint subject to his conquest; in fact, it is a lifelong journey
that he has embarked upon with the completion of his DBL.

For the researcher, the PCLP has emerged as a beacon that will illuminate his career
and life paths as he deploys his leadership in his paradigm settings. Not only will he
need to be hyper-aware of his context, but it is also imperative that he needs to be
increasingly adaptable, resilient, ethical, empathic, and innovative in his contingent
approaches.

Finally, with the ever-evolving context surrounding leadership practice, this critique
provides a foundational understanding on which future leadership researchers can
build upon, contributing to the advancement of leadership practice in KSA and beyond.
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Appendix 2 — Research Respondent Consent Form

Research Respondent Consent Form

This form is to be signed by each respondent.

The information and anything else you may provide is required in connection with
research being undertaken as a component of a professional doctorate.

You have the right to withdraw your participation in the research at any stage.

Any information or personal details gathered are confidential. Neither your name nor
identifying information will be used or published without your permission. However,
such information may be provided in confidence to appointed examiners.

The information and anything else you may provide will be held in a safe, secure
location whilst being utilised and, after use, will be destroyed or disposed of in a
manner that would not jeopardise its confidentiality.

You will be informed whether interviews are being recorded, and your signature below
implies your consent to this recording.

Please select ONE of the options below by signing your initials in the space provided:

| permit information provided by me in the course of the research to be
published.

| permit information provided by me in the course of the research to be
published, provided no identifying information is included

| do not permit information provided by me in the course of the research
to be published

If you have any concerns about the research, please contact:
DBL Admin, AGSL within Torrens University Australia: dbl@imia.edu.au

Alternatively, please sign below:

Signed:

Name:

Date:

267



Appendix
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Appendix 4 — Qualitative Interview Form
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Appendix 5 — Quantitative Research Results
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Appendix 6 — Qualitative Research Results
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Redesigned Canvas
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Appendix 8 — Conceptual LVB
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Executive Summary

Leadership Support Portfolio Overview

This Leadership Supporting Portfolio is a catalogued collection of original and
significant materials relevant to organisational leadership in the roles the researcher

has served and defined in Chapter 2 of the Leadership Critique.

These materials have been authored / co-authored / contributed to over an extended
period of time by the researcher, all of which are referenced within the Leadership
Critique and are used to support various positions adopted. The leadership
development courses that the researcher has undertaken have also been included as

part of the portfolio of evidence.




1. Ministry of Interior

Written articles in refereed and

non-refereed journals.

Corporate/strategic plans.

Authored books and book

chapters.

Leadership development

programs.

Composed electronic web

documents.

Submissions to government.

Addresses at meetings (e.g., to
Conferences, Board meetings,

shareholders meetings).

Professional development
workshops

Public lectures.

Leadership reports.

Presentations as a guest speaker

in professional societies or

community organisation meetings.

Leadership evaluations.

Articles in newsletters and

magazines.

Annual reports indicating
contributions of the DBL
participant

Performance agreements and

management plans.

Research reports

Corporate policy documents.

Other




The material(s) presented herein are related to the work of the leader in the Ministry
of Interior from May 2015 till May 2017 as an employee and a thought note based
proposal that the researcher submitted to the Senior Vice President of Shared
Services in April of 2023.

The material(s) included are briefed hereunder:

1.1

A strategic plan for the digital transformation of citizens services under the National
Transformation Program of Vision 2030 is provided. This document is internal,
unpublished, and entirely authored by the researcher.

Other documents, detailing other deliverables and the work completed during the
employment cannot be shared, even for academic purposes, due to sensitivity of the

nature of included information and disclosure restrictions.

1.2

A submission was made to the Ministry of Interior after extensive discussions with their
leadership team to establish an Artificial Intelligence Center of Excellence, to further
bolster the internal capability and capacity to improve the citizen service delivery. This
document is internal, unpublished, and co-authored by the researcher by support from

his colleagues.
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[I. Submission to Establish A.l. Center of Excellence
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2. Ministry of Housing

Written articles in refereed and

non-refereed journals.

Corporate/strategic plans.

Authored books and book

chapters.

Leadership development

programs.

Composed electronic web

documents.

Submissions to government.

Addresses at meetings (e.g., to
Conferences, Board meetings,

shareholders meetings).

Professional development

workshops

Public lectures.

Leadership reports.

Presentations as a guest speaker

in professional societies or

community organisation meetings.

Leadership evaluations.

Articles in newsletters and

magazines.

Annual reports indicating
contributions of the DBL
participant

Performance agreements and

management plans.

Research reports

Corporate policy documents.

Other
Corporatization & Establishment
Project Charter
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The material(s) presented herein are related to the work of the leader in the Ministry
of Housing’s National Housing Services Company from June 2015 till August 2019 as

an employee.

The material(s) included are briefed hereunder:

2.1

A management plan with a performance agreement published by the KSA government
as the first draft of the Housing Vision Realization Program under Vision 2030 is
provided. The inputs of the researcher, other senior leaders, his peers, and other
ecosystem stakeholders were used to compose the document against which delivery
at the national level in the subsequent years was made.

2.2

A corporatization and establishment project charter in which the researcher was
appointed as the Program Head to oversee the delivery of the project by Ernst and
Young and later internally with his team and peers operationalize the deliverables at
the business level.
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[I. Corporatization & Establishment Project Charter
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3. Ministry of Defence

Written articles in refereed and

non-refereed journals.

Corporate/strategic plans.

Authored books and book

chapters.

Leadership development

programs.

Composed electronic web

documents.

Submissions to government.

Addresses at meetings (e.g., to
Conferences, Board meetings,

shareholders meetings).

Professional development
workshops

Public lectures.

Leadership reports.

Presentations as a guest speaker

in professional societies or

community organisation meetings.

Leadership evaluations.

Articles in newsletters and

magazines.

Annual reports indicating
contributions of the DBL
participant

Performance agreements and

management plans.

Research reports

Corporate policy documents.

Other
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The material(s) presented herein are a redacted sample of the unclassified work of
the leader in the Ministry of Defence from June 2015 till August 2019 as an employee
in the role of an Advisor to the Chief of Staff.

Other documents, detailing other deliverables and the work completed/ongoing during
the employment cannot be shared, even for academic purposes, due to sensitivity of

the nature of included information and disclosure restrictions.

The material(s) included are briefed hereunder:

3.1

Enterprise Risk Management Policy for the Transformation Program [Redacted] was
developed by the researcher in response to the request by the executive leadership
to help leaders manage the portfolio and program level risks associated with the

transformation.

3.2

Enhancing Employee Experience Workshop [Redacted] was conducted by the
researcher in response to the request by the executive leadership to help Directorates
under Shared Services providing services to the Armed Forces and Executive Affairs
to improve on employee experience, subsequent to which a Voice of the Enterprise
program was launched. The presentation was prepared by the researcher and a
number of internal workshops were delivered to the likes of Human Resources,
Information Technology etc...

3.3

Research Report on Employee Attrition [Redacted] was prepared by the researcher to
help the executive leadership understand the attrition happening in the organization
and ways to convert it to attraction.
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|. Enterprise Risk Management Policy [Redacted]
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[I. Enhancing Employee Experience Workshop [Redacted]
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4. Nuclear & Radiological Regulatory Commission

Written articles in refereed and

non-refereed journals.

Corporate/strategic plans.

Authored books and book

chapters.

Leadership development

programs.

Composed electronic web

documents.

Submissions to government.

Addresses at meetings (e.g., to
Conferences, Board meetings,

shareholders meetings).

Professional development

workshops

Public lectures.

Leadership reports.

Presentations as a guest speaker

in professional societies or

community organisation meetings.

Leadership evaluations.

Articles in newsletters and

magazines.

Annual reports indicating
contributions of the DBL
participant

Performance agreements and

management plans.

Research reports

Corporate policy documents.

Other
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The material(s) presented herein are related to the work of the leader in the Nuclear
and Radiological Regulatory Commission from December 2019 till January 2021 as a
Thought Leader for the Strategy and Organization Development Workstream under a

consultancy/advisory contract.

The material(s) included are briefed hereunder:

4.1

A strategic plan for the establishment and operationalization of Saudi Arabia’s nuclear
regulatory authority overseen by the International Atomic Energy Agency was
articulated as one of the main deliverables for the engagement. This document was
published by the Nuclear and Radiological Regulatory Commission on its website. The

work was a culmination of efforts by the researcher, his partner, and his team.

Other documents, detailing other deliverables made and the work conducted during
the engagement cannot be shared, even for academic purposes, due to sensitivity of

the nature of included information and confidentiality agreements.

104



|. Strategic Plan for Establishment
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5. Saudi Paralympic Swimming Federation

Written articles in refereed and )
) Corporate/strategic plans.
non-refereed journals.

Authored books and book Leadership development

chapters. programs.

Composed electronic web o
Submissions to government.
documents.

Addresses at meetings (e.g., to )
] Professional development
Conferences, Board meetings,

] workshops
shareholders meetings).
Public lectures. Leadership reports.
Presentations as a guest speaker
in professional societies or Leadership evaluations.

community organisation meetings.

Annual reports indicating
contributions of the DBL
participant

Articles in newsletters and

magazines.

Performance agreements and
Research reports
management plans.

Corporate policy documents. Other

115




The material(s) presented herein are related to the work of the leader with the CEO of
the Saudi Paralympic Swimming Federation from July 2023 till present times as a
personal advisor to the CEO on a voluntary, non-monetary basis as part of his giving

back to the country.

The material(s) included are briefed hereunder:

5.1

A detailed strategic plan for the establishment and operationalization of Saudi Arabia’s
paralympic swimming federation was composed based on the requested engagement
of the CEO of the federation to be presented to the Chair of the Saudi Olympic and
Paralympic Committee. The plan was mainly authored by the researcher and
supported in other specialized areas by his team members. The adaptation of the plan

occurred in early November of 2023.
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|. Strategic Plan for 2023-2025
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6. House of Wishes

Written articles in refereed and ]
) Corporate/strategic plans.
non-refereed journals.

Authored books and book Leadership development

chapters. programs.

Composed electronic web o
Submissions to government.
documents.

Addresses at meetings (e.g., to .
] Professional development
Conferences, Board meetings,

] workshops
shareholders meetings).
Public lectures. Leadership reports.
Presentations as a guest speaker
in professional societies or Leadership evaluations.

community organisation meetings.

Annual reports indicating
contributions of the DBL
participant

Articles in newsletters and

magazines.

Performance agreements and
Research reports
management plans.

Other

Corporate policy documents. ]
Pitch to Investors
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The material(s) presented herein are related to the work of the researcher from
January 2021 till present times as a co-founder of a person-to-person e-commerce
mobile application, ‘iWish.’

The material(s) included are briefed hereunder:

6.1

A detailed pitch (based on Y-Combinator format) to investors was developed by the
researcher and is being pitched to various angel investors in Silicon Valley and in
Saudi Arabia. The technology start-up was initially funded by founder’s bootstrapping
from which, the application was designed. developed, assessed, piloted and basic
back-office operations established. Seed investment is now being sought for the
regional launch of the application and the operationalization of its headquarters in
Saudi Arabia.

168



|. Pitch Deck to Investors
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7. Leadership Evaluations for the Doctorate Program

Written articles in refereed and

non-refereed journals.

Corporate/strategic plans.

Authored books and book

chapters.

Leadership development

programs.

Composed electronic web

documents.

Submissions to government.

Addresses at meetings (e.g., to
Conferences, Board meetings,

shareholders meetings).

Professional development

workshops

Public lectures.

Leadership reports.

Presentations as a guest speaker

in professional societies or

community organisation meetings.

Leadership evaluations.

Articles in newsletters and

magazines.

Annual reports indicating
contributions of the DBL
participant

Performance agreements and

management plans.

Research reports

Corporate policy documents.

Other
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As part of the Doctorate program, the researcher assessed his own leadership
strengths, weaknesses, characterized his personality, behaviours, and traits, and
identified his values and ethos.

In this regard, he took six different leadership assessments, which are listed hereunder
and provided in the following pages:

7.1
DISC Personality Test

7.2
Leadership Psychometry Test

7.3

Enneagram of Personality

7.4

Personal Values Assessment

7.5
Leadership Skills Test

7.6
Myers-Briggs Type Indicator
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I. DISC Personality Test
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II. Leadership Psychometry Test
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[ll. Enneagram of Personality
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IV. Personal Values Assessment
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V. Leadership Skills Test
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VI. Myers-Briggs Type Indicator
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8. Leadership Development Programs

Written articles in refereed and )
] Corporate/strategic plans.
non-refereed journals.

Authored books and book Leadership development

chapters. programs.

Composed electronic web o
Submissions to government.
documents.

Addresses at meetings (e.g., to .
] Professional development
Conferences, Board meetings,

] workshops
shareholders meetings).
Public lectures. Leadership reports.
Presentations as a guest speaker
in professional societies or Leadership evaluations.

community organisation meetings.

Annual reports indicating
contributions of the DBL
participant

Articles in newsletters and

magazines.

Performance agreements and
Research reports
management plans.

Corporate policy documents. Other
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The material(s) presented herein are related to the leadership development courses,
as part of executive education, which have been undertaken by the researcher in the
last 6 years. The material(s) included are briefed hereunder:

8.1

The researcher attended on-campus and on-line executive education programs
geared towards leadership development. These include: ‘Strategy: Building and
Sustaining Competitive Advantage,’ ‘Disruptive Innovation,’ ‘High Potential Leadership
Program’ as part of the ‘Certificate of Management Excellence,” which the researcher
earned in October 2018. He further pursued ‘Financial Accounting’ in October of 2019
and ‘Economics for Managers’ in January of 2020 in preparation to complete the
coveted ‘Program for Leadership Development’. The certificates are provided as
evidence to the completion of the program(s).

8.2

The researcher attended “Leading Change” executive education program by the
London Business School in May of 2021 geared towards understanding transformative
change and how to harness it to propel organization growth and maximize impact. The
certificate is provided as evidence to the completion of the program.

8.3

The researcher, as an alumnus of University of New South Wales, has attended three
courses in the annual ‘Learning to Lead with UNSW’ program for Alumni. ‘Leading
from the Heart’ was the focus of September 2021 session, ‘Leadership for a better
World’ was the focus of the September 2022 session, and ‘Leading the Future’ was
the focus of the June 2023 session. Course badges from Credly are provided as

evidence of completion.
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|. Harvard Business School
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[I. London Business School
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[ll. University of New South Wales
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