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Unlike other industries, the business nature of the construction industry is sensitively influenced
by significant count of factors. The unstable environment of the construction industry obligates
practitioners to adjust their organizations accordingly to keep on the competitiveness track.
Organizational change is any modification on the existing system of an organizations which is
primarily addressed as a response to either external or internal drivers. Change Management is the
people side of any organizational change. Whether an organization is fixing problems or taking
advantage of new opportunities, it is always about ensuring that the whole team embraces top
management’s new direction or adopts and learns to use the new systems and processes. After the
initiation of Saudi 2030 Vision, organizations may be required to change their organization to
adapt to the vision. After a comprehensive literature review, it was noticed that there is a lack in
studies conducted about the field of organizational change in the MESA region. To fulfill such a
gap, the author of this research established three objectives; determining driving forces for
initiating organizational changes, determining the processes in managing organizational changes
and determining the factors of effective change management. All the objectives were evaluated
from the perspectives of consulting offices and contracting firms. To accomplish the study

objectives, a structured questionnaire was developed. All from top management, 32 contractors

XV



and 15 consultants participated in the study. Six tools were utilized to examine the collected data.
The analysis showed that, for external drivers, “Increased competition” was first and critical by
contractors while for consultants it is “Advancement of the technology”. On the side of internal
drivers, “Organizational growth” was determined to be top and critical for contractors and for
consultants it is “Goal succession”. In terms of processes in managing organizational changes,
both consultants and contractors have a similar framework of management process that is
instructions come from the top management to change agents who ensure that employees comply
with change implementation procedures. However, the difference becomes major in issues related
to the employees and planning the change. Most of the Consultants are concerned about employees
characteristics, such as their mental and physical enthusiasm toward change. Furthermore,
consultants have a solid documentation system in comparison with the contractors. Analysis of
factors of change management indicated that there is a fair agreement between the two parties.
“Top management support during change implementation” is a critical and top by contractors and
comes second by consultants. The first factor for consultants is “Tracking the change performance
periodically”. Welch’s t-test and Kendell’s concordance coefficient showed that consultants and
contractors overall disagree about the importance of group “employees” and “planning and
scheduling”. Merger cases inside the construction industry are rare. Gradual implementation of

organizational changes are preferred by most of the consultants and contractors.
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CHAPTER ONE
INTRODUCTION

1.1 Background of the Study

Throughout history, the construction industry has been a major indicator of civilization. An
increasing rate of construction reflects a healthy economy. In general, construction projects can
vary significantly in terms of type, complexity, duration, and stakeholders (Ming et al., 2004). This
variation indicates the sensitive environment in which the construction industry is situated.
Operational management must adapt to this rapidly changing atmosphere and be able to predict
long-term circumstances survive in this type of market. According to Turner (2009) and
Abrahamson (2010), change is becoming a necessary tool for and essential determinant of
competitiveness. In the construction industry, change can mean shifts in either the types of project
attempted or overall organizational structure (Abouzaid, 2013). Inthe context of the present study,
change means organizational change. Organizational change is the alteration of a firm’s internal
setting in response to either internal or external factors, or in certain cases, both. As Alhazemi et
al. (2013) stated, “this variation from the existing state may be triggered purposefully by the
organization itself or may be imposed on the organization by the changes in the external
environment.” The process for managing organizational change is systematic in nature, requiring
certain procedures in suitable conditions for such change to be implemented (Jan & Veronica,
2012). According to Crawford (2013), 70% of organizations fail to achieve their full potential
because of poorly executed changes and not failures in the proposed execution strategy itself. The

goal of this research is to highlight issues affecting the implementation of organizational change.



1.2 Problem Statement

The occurrence of change within any firm is inevitable. The business of construction is dynamic
and shifts rapidly. In certain conditions, change can occur on a daily basis (Abouzaid, 2013). The
field of change management in engineering is rich and offers promising potential research topics
that will further the advancement of construction industry management. According to Coutts
(1997), change management has been relatively ignored in academic research, at least as compared
to other engineering fields. Saudi Arabia’s 2030 Vision, announced in 2016, encourages all
industry sectors to be creative, cost-efficient, and environmentally friend (Banawi, 2017). Hence,
the construction industry in Saudi Arabia, or at least key mega-firms, must adapt to this vision.
This will require modifying their organizations in multiple respects. Organizational change
management is a crucial structured process that strategizes for a proposed change to be made with

the least cost and in the shortest amount of time.

Since organizations in the construction industry are project-based and the final product is delivered
by interacting with multiple parties (e.g., owner, consulting offices, contractors), research on
change management in other industries is not applicable. Thus, the present study identifies actors
contributing to effective organizational change management in the construction industry in order
to facilitate the process of change. Also identified are forces responsible for initiating change. Both
must be identified from different parties’ points of view, including consulting offices (A/E) and

contractors. Hence, a set of questions was developed to guide this research:

e What are the reasons behind organizational changes initiated by consulting offices (A/E)

and contractors?

e How do consulting offices (A/E) and contractors manage their organizational changes?



e In general, what factors contribute to the successful achievement of set goals for

consulting office (A/E) and contractor organizations in Saudi Arabia.

1.3 Research Objectives

Primarily, this study demonstrates the factors influencing organizational change in the construction

industry in Saudi Arabia. The particular objectives of this research are as follows:

e Determining the critical forces driving organizational change for consulting offices
and contractors in Saudi Arabia.

e ldentifying the factors essential to effective organizational change management for
consulting offices and contractors in Saudi Arabia.

e Establishing a process for managing organizational changes for consulting offices and

contractors in Saudi Arabia.
1.4 Significance of the Study

The body of literature on factors influencing the implementation of organizational change
management is rich in the West, but in the developing regions of North Africa and the Middle
East, academic studies on the topic are rare (Rees et al., 2007). The present work will fill this gap
for the local Saudi construction market by analyzing area firms that have progressed through the
change process. The Kingdom of Saudi Arabia is experiencing significant change in terms of the
different income sources upon which the government now depends. Initiation of Vision 2030
began in 2016. Since then, the local market for different industries in Saudi Arabia has faced
numerous challenges, especially in terms of adapting to the goals of that vision (Banawi, 2017).
This study contributes to the current knowledge by providing an effective change management

process that will help contractors and consultants manage organizational change. Therefore, this
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work will help executive managers and management councils of construction firms and consulting

offices in Saudi Arabia in the following ways:

e ldentifying the critical factors affecting effective organizational change management.

e Determining the common forces driving the initiation of change plans in the local
market.

e Minimizing the negative impact of implementing organizational change.

e Optimizing the process of change implementation.
1.5 Scope and Limitations

The scope of this study includes identifying and ranking issues affecting organizational change
implementation in Saudi Arabia from the perspectives of contractors and consultants. Specifically,
these issues include the driving forces behind suggesting organizational change, factors
contributing to effective change management, and lastly, the processes by which change is
managed in Saudi Arabia. All three issues are analyzed from two perspectives, those of contractors
and consultants. Only consulting offices classified as excellent were considered in this study. In
terms of contractors, only those of Grades 1 and 2 were analyzed. Furthermore, to obtain reliable
results, both the contractors and consultants examined specialized in building construction. This
study was conducted in the central region of Saudi Arabia. However, since governmental
regulations are the same throughout the country, the findings can be generalized on the overall

local market in Saudi Arabia.



CHAPTER TWO
LITERATURE REVIEW

2.1 Organizational Change Definition

A significant number of authors and researchers have defined the term of Organizational Change.
Shoura & Singh (1999) have defined the organizational change as a dynamic process of repeated
adaption which is considered as a response to the changing external environment or as response to
internal necessary conditions within the organization. Moran & Brightman (2001), defined the
change on the organizational level as continues renewing process in structure, direction and
capabilities of a company to satisfy the external and internal needs initiated by the customers. As
Wambua (2017) stated in his study, explained the change is resulted from certain problems or
opportunities that are either caused by external or internal incentives. Organizational Change by
Ebongkeng (2018) is a process in which the performance standards of the firm is optimized by

managerial staff who are always re-active or pro-active to the surrounding conditions

2.2 Types of Organizational Changes

Organizational change term in any industry is widely-complex in such a way the is no certain types
could fit the classification of the organizational change. However, the change can be sorted with a
reference to multiple parameters, such as but not limited to; timing, severity, origin, necessity and
depth (Manvi, n.d.). Furthermore, the cataloging types of changes is perspective from a person’s

or entity’s view of point over the situation. As Ebongkeng (2018) stated in his study, “4 manager



in technology may see it in terms of systems, tools, software, hardware, etc., the CEO will
invariably perceive change in terms of structure and strategy, an operations manager will mainly
see it in terms of processes, etc.”. The examination of the literature revealed various classifications
of the organizational changes. The sorting types in the literature can be generalized into three
categories; The Intensiveness of implementing the change, the change target and the element of

the change.

2.2.1 In Terms of The Intensiveness of Implementing the Change

The term Intensiveness in the context of the change implementations refers to time period that
development of a change takes until the final completion of the process. The change might be
suggested as response to not-predicted emergent situation which could be but not limited to
political, social and economic. Hence, the change has to be rapidly applied. On the other hand,
when a certain firm sets a plan to achieve a new vision or to deliver multiple predefined goals, the
change process can be implemented gradually or incrementally over a relatively long period of
time. The progress of change is monitored in order to detect any deviation from the plan. Rodat
(2018) named the rapid change, which is initiated as a reaction to an emergent situation, Unplanned
Change, while she named the change that is implemented with a reference to a defined schedule,
or as a research analysis result, under a term of Planned Change. However, according to Erdogan
et al. 2005 (as cited in Burnes, 1996) when the change occurs as a result of continues improvement,
or in other words, a process that is driven from bottom-up and in most cases is open-ended, the

change named as Emergent Change.



2.2.2 In Terms of the Change Implementation Process

The business environment of the construction industry is dynamic and rapidly changes at a
significant rate in comparison with the other industries (Abouzaid, 2013). In case of the change
type is clearly declared, then the firm manager is able to select the most suitable method to interpret
the proposed change. According to Al-Haddad (2014), change type could be defined as the basic
specifications that highlight the kind and change form as well as the qualities which create what is
the change. There are common change types in which the entire company’s working framework is
re-structured to adapt to the goals or insisting incentives. Changes can be also sorted according to
the methods they are implemented. In the paper of Erdogan et al. 2005 (as cited in Jick and Peiperl,
2003) and Kumar (n.d.), three perspectives of change exist in reforming process; development;
transition and transformation. Development change is described as a continues progression of
change. The transition is turning the old state of a certain firm into a new state involving the time
period between the two states. In certain scenarios, the transition state involves the development
change. The third type of the series, transformation, occurs as a sequence to bad situations in which
the firm has faced ups and downs and reached to the point when a compete shifting change is
necessary to rescue the firm from the chaos. Figure 1 illustrates the last three mentioned types.
Another type mentioned in study conducted by Ebongkeng (2018), Mission and Strategy Change.
The business strategy of a certain company reflects the orientation and may involve the whole

company or part of it.
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Figure 1.Three change perspectives as suggested by Jick and
Peiperl (2003

2.2.3 In Terms of Component of the Change

Leavitt s diamond model was developed in 1965. The model proposes that the organization’s main
system is consisting of four major sub-systems that are interdependent and interconnected with
each other. This enables the main system to be viewed as a framework branching further into four
interactive components. The four components are tasks, people, structure and technology. In his
model, the Leavitt implied that the any change in the mechanism of one of the four components,
will affects the other three components either directly or indirectly. As a brief definition; the
component tasks refers to all the services and products need to be delivered, the component People
refers to all the personals working in the firm (such as managers and employees), the component
structure refers to the levels of the organization’s hierarchy besides all the communications

methods and tools utilized, the component technology refers to all the machines and equipment



used (Tetteh, 2012; Wigend, 2007). Hence, when an executive manager wants to re-orient the
strategy of his firm, he can modify one or more components of Leavitt’s diamond model. This
leads to developing four types of changes; Task Changes, People Changes, Structure Changes and

Technology Changes. Figure 2 illustrates the visual shape of Leavitt’s diamond model.
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Figure 2. An illustration of Leavitt's diamond model

2.3 Drivers for Proposing an Organizational Change

As mentioned earlier in Section 2.1, the organizational changes are initiated by either external
forces or internal forces. In Force Field Analysis Model of Lewin (1951), he states that in any
situation or task, there are two opposing forces; driving forces and re-straining forces. When the
situation is examined, both driving forces and re-straining forces are identified and weighted. The

equilibrium is accomplished when the sum of driving forces equals the sum of re-straining forces.



This section is going to list briefly the common driving forces in terms of reasons that may lead to

proposing a change from two points of view, internal affairs or the external surrounding

environment. However, some reasons could be classified under either internal or external

categories. The external and internal organizational change drivers, as reported in the literature,

are summarized in Table 1 and Table 2.

Table 1. Common external drivers from literature

External Reasons

Brief Description

Reference

Technology Changes

The advancement of the
available technologies used
in machines and system
which will facilitate
achieving the ultimate
purpose of the firm.

e (Zafar, 2014)

e EbongKeng, 2018 (As
cited in Murthy, 2007)

e (Senior, 2002)

e (Kumar,n.d.)

Domestic Market Maturation

The volume of a product or
service in a local market
has been maximized. No
further improvements can
be done to rise the growth.

e (Zafar, 2014)

Changing Customer Needs

The behavior and
preferences of the
customers base is shifting
to other direction.

e EbongKeng, 2018 (As
cited in Murthy, 2007)

e (Morrison, 1998)

e (Kumar, n.d.)

Increased Global Competition

The continues competition
enforces the competitors
involved to look forward to
re-analyzing the market to
survive the challenges.

e (Zafar, 2014)

e EbongKeng, 2018 (As
cited in Murthy, 2007)

e (Dawson, 2003)

e (Morrison, 1998)

e (Kumar, n.d.)
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Rules and Regulations

The setting of a new
legislation which may
include rules and
regulations that limit or
contradict the current firm
working system.

e EbongKeng, 2018 (As
cited in Murthy, 2007)
e (Kumar, n.d.)

Political Forces

Wars, borders close,
exporting and importing
issues and limitations.

e (Senior, 2002)
e (Kumar,n.d.)

Social and Cultural Forces

The structure of the society
and the relations among the
members. Demography of
the society may be altered.
Assumptions and beliefs
may be altered as well.

e (Senior, 2002)

Business Expansion

The supply does not satisfy
the demand of a local
market.

e (Dawson, 2003)
e (Morrison, 1998)

Labors Market

The fluctuation of the
labors market enforces the
managers to initiate a
change of shortage
qualified labors may affect
firms’ strategy.

e (Lunenburg, 2010)

Table 2. Common internal drivers from literature

Internal Reasons

Brief Description

Reference

Growth

When the number of either
employees or members

increases, or budget

e (Esparcia & Argente,
2010)
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growths, more complex
hierarchical  organization

may be needed

Goal Succession

With the ultimate purpose is
achieved, firms  may
disappear. Thus, a change is

essential to survive.

(Esparcia & Argente,
2010)

New Administrative Behavior

All the issues related to the
decision-making  process,
claims and disputes
resolving procedures may
result in a move toward a

change.

(Esparcia & Argente,
2010) (Lunenburg,
2010)

(Kumar, n.d.)
(Dallavalle, 1991)

Merging and Acquisitions

The firm may adapt to the
vision and purpose of the
other firm after being

merged.

(Esparcia & Argente,
2010)

Crisis

Unexpected loss, instant
decline in profits, efficiency
decrease, all may lead to re-
structuring the

organization.

(Esparcia & Argente,
2010)

Economical Restriction

The current economic
status may develop new
constraints in which that

firm might re-structure

(Esparcia & Argente,
2010)
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itself to adapt to the new

limitations.

Group Resistance

Issues in adherence among
the different groups. Group
Strikes against the
management. All of these
may insist the firm to take a
step to adapt different
methodology.

(Lunenburg, 2010)

2.4 Organizational Change in the Construction Industry

The architecture, engineering, and construction industries are project-based in nature. Project-
based organizations can take a variety of forms, with temporary structures and systems for
performing certain project-related tasks (DeFillippi et al., 2004). Project-based organizations can
be found in various industries, including professional consulting services such as accounting,
advertising, structural and architectural design, and management, as well as cultural industries like
fashion, filmmaking, and video games. In high technology, computer and phone software and
computer hardware fall into this category. What differentiates project-based organizations from
more typical types is that they are often short-lived. They are also specifically tailored to meet
customers’ end needs, preferences, and customized demands. In project-based organizations, an

owner can implement organizational change for that project alone, testing the change before full
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implementation throughout the company (DeFillippi et al., 2004). Organizational changes in the
construction industry, whether in the public or private sectors, can affect materials, design
methods, construction techniques, project delivery systems, and stakeholders.

Lines et al. (2015) examined how the level of change readiness is affected by the experiences of
personnel. The researchers based their analysis and results on 16 construction firms, each of which
had executed a strategic change in their project delivery processes. The participating firms had
three objectives for their organizational change: (1) the introduction of entirely new evaluation
criteria in the procurement process for selecting construction firms within the owner’s
organization; (2) changes to specific matters found in project contract documents such as risk
mitigation, project milestone schedule, and coordination of resources provided by the owner; and
(3) introduction of a new project management system to track risk management performance. Teo
et al. (2019) studied the technology of building information modeling (BIM). According to their
study, BIM implementation was mandated in the construction industry in Singapore. Thus,
contractors had to go through a process of organizational change to adapt. The authors analyzed
the critical factors driving BIM implementation. Yang et al. (2010) identified aspects influencing
stakeholder management of potential organizational change in the construction industry. In
Gharaei et al. (2017), the use of prefabricated construction materials and elements as an

organizational change was explored. The authors assessed barriers to accepting prefabrication.

2.5 Factors of Effective Organizational Change Management in Construction
Industry

The term factor, in general, means a fact, circumstance, influence that contributes to a specific

result either negatively or positively. In order to implement change successfully, it has to be
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managed properly. Hence, the change management process is crucial to interpret the proposed
change into reality and to achieve the required objectives completely. Factors contributing to
effective change management must be identified and defined to ensure having the required
knowledge of efficacious change implementation. Crawford (2013) identified five major areas
within the change management and called them Change Facilitators. The five areas are mutually-
exclusive collectively-exhaustive in which all the areas together lead to a successful change
implementation. The Change Facilitators are; ability, people, change framework, change desire

and inhibitors. He divided further each facilitator into sub-categories as following:

e Ability: Capabilities

e Ability: Competencies

e People: Manager

e People: Leader

e People: Culture

e Change Framework: Architectures

e Change Framework: Change Principles
e Change Framework: Change Methodology
e Change Desire: Clear Scope

e Change Desire: Achievable Outcome

e Change Desire: Achievable Benefits

e Inhibitors: Understood Risks

15



Change
Facilitators

Leaders

Figure 3. Facilitators Sub-categories (Crawford, 2013)

This section contains factors contributing to the effectiveness of organizational change
management from the literature. To ensure the reliability, only common or usual factors are
considered. Factors that can be applied in any organization regardless of its specialization,
technical advancement or employees’ hierarchy. The factors found can be linked to the upper

management, employees and the project itself. The collected influencing critical factors (ICF) are

listed as follows:
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ICF 1: Individual’s readiness to change.

ICF 2: Individual’s personal experience.

ICF 3: Employees commitment to change.

ICF 4: The extent to which employees are involved in the change process.

ICF 5: Communication among the employees.

ICF 6: Training and teaching the employees before starting the change implementation.
ICF 7: Leadership techniques.

ICF 8: Communication between management and employees.

ICF 9: The extent to which a change agent/ supervisor is participating in the change process.
ICF 10: The capability and availability of a change agent/ supervisor.

ICF 11: Defining change vision clearly before starting the change implementation.

ICF 12: Developing a realistic change implementation schedule.

ICF 13: Tracking the change process performance periodically.

ICF 14: Proper selection of a project in which the organizational change process is going to
be initiated.

ICF 15: Forecasting challenges that may occur during the change implementation process.

ICF 16: Top management support during the change implementation process.
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2.5.1 Individual Readiness to Change

The readiness of individuals inside a company to change significantly affects implementation
outcomes. As Crawford (2013) stated, “organizations don’t change; people change and then they
change the organization.” Studies have examined what defines change readiness in an individual.
According to Lines et al. (2015), direct observations of emotional responses, whether negative or
positive, indicate both the level of change readiness and amount of enthusiasm. A person’s level
of enthusiasm with respect to the change will result either in behavior that is supportive of the
change or that which directly rejects it (e.g., resistance, avoidance); both eventually impact the

outcomes of the change implementation process.
2.5.2 Individual Personal Experience

Both personal and career experience contribute to the ultimate achievement of the proposed
change. Past experience with projects, technical experience with information technology, and work
practice and learning capabilities all affect one’s attitude and personal behavior when experiencing
change. Lines et al. (2015) argued that oppositional behavior usually arises in employees of lower
hierarchical levels inside the organization. Furthermore, it was found that a direct relationship
exists between a person’s position and change readiness. The study confirmed that administrators
and supervisors are generally more enthusiastic about change than are employees in lower-level

positions.

2.5.3 Employees’ Commitment to Change
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In this study, employee commitment refers to the extent to which all employees and members
adhere to the change through positive behavior and by exerting effort to develop the change
process. People are a major component in the process of transformation. Any personal deviation
from what is supposed to be accomplished in a certain time will eventually impact the final results

and change outcomes.
2.5.4 Employee Involvement in the Change Process

Empowering employees and providing an environment of collaboration between top management
and lower-level workers will contribute to the success of change delivery and accomplishment of
related goals. Those who are involved in the planning stages of the change process are usually
more enthusiastic; they tend to visualize the change as a promising opportunity rather than a
challenge. Change is not just about the manner in which people act, but also how they think. This
perspective formulates a basis for the link between change management in organizations and
internal communication with the individuals in charge of ensuring these changes occur (Erdogan

et al., 2005, as cited in Kitchen & Daly, 2002).

2.5.5 Communication Among Employees

The construction industry differs from other industries in multiple aspects, including the number
of stakeholders involved, various parties working on a single product (i.e., project), large area
required to produce the final result, and significant number of onsite and offsite employees
working in parallel. Providing effective communication channels among the different members
facilitates connections throughout the change process. In so doing, the change implementation

process becomes more efficient and fruitful.

20



2.5.6 Training Employees Before Change Implementation

As mentioned above, people are a major component in the change management process.
Individuals vary with respect to personal experience, technical knowledge, social culture, and
psychological behavior. Thus, thoroughly training employees is paramount to minimizing negative
impacts and reducing resistance to the change being implemented. Offering proper direction
ensures that work procedures will be followed and undesirable deviations from the process
avoided. According to Abou-Zeid (2010), training sessions should include change drivers, an
awareness of the requirements of the proposed system, and detailed procedures for applying the
change. The training plan should target every level of the company, including managers, engineers,
technicians, and project staff. Proper message delivery regarding the change significantly reduces
employees’ uncertainty and fear associated with initiation of the change process. Communication

regarding the change before that change is initiated positively affects personal acceptance.
2.5.7 Leadership Techniques

Along with employees, top management is a major component in transitioning to change. Top
management is responsible for analyzing the need for a change, planning that change, monitoring
and tracking change progress, and defining the necessary human resources. The leader (such as
the executive manager) must seek optimum approaches to communicating, directing, and
interacting with all lower-level employees. Top management’s commitment to the change will
encourage all personnel to achieve their best, ultimately delivering the proposed goals. The general
style of upper management’s behavior shapes the company’s attitude, which influences all working

staff.
2.5.8 Communication Between Management and Employees
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Establishing communication channels between management and employees while organizational
changes are being developed is an important factor in their implementation. Inefficient
communication between management and staff will delay progress. Face-to-face communication
methods such as conferences, periodical meetings, seminars, and interactive sessions, along with
traditional methods like telephone, fax, and email should be managed effectively to enhance the

connection between top management and employees.
2.5.9 Change Agent/Supervisor Participation in the Change Process

The group or individual in charge of initiating and administrating the change development process
is called the change agent. Change agents oversee and monitor a change as it is being implemented.
Change agents can be either internal or external. Internal agents such as managers and employees
can be trained to act as change agents inside their organization. Conversely, consultants are
brought in from outside the organization. Mega-firms that seek to implement major organizational
changes often hire consultants because they are not bound by the firm’s culture and traditions.
Change agents generally have three roles: consulting, training, and research. As consultants, their
purpose is to interpret data (from either outside or inside the company) and help employees find
solutions to obstacles affecting implementation. Besides acting as consultants, they may function
as trainers, providing firms with new sets of skills, as well as retrieving and translating data for
future purposes. As researchers, change agents may analyze the effectiveness of action plans

associated with change implementation (Lunenburg, 2010).
2.5.10 Capability and Availability of Change Agents/Supervisors

When a consultant is hired, they usually work closely with a manager or representative of

management, who then communicates directly with the employees. Hence, the closer the linkage
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between consultant and manager, the higher the probability of a successful change implementation
process. Capability refers to the knowledge and skills that change agents possess that help them
with the analysis process. Generally, the more skilled the change agent is, the more successful the

change implementation process.
2.5.11 Clear Definition of the Vision for Initiating Change

To facilitate a better change implementation process, the need for the organizational change should
be demonstrated clearly, as well as the ultimate benefits. Hence, the proposed change must be
defined unambiguously without vague terms and vocabulary, in a way that can easily be
understood by any level of personnel. When employees understand the need for change and the
possible benefits, their resistance is reduced, contributing positively to a successful change

execution process.

2.5.12 Development of a Realistic Change Implementation Schedule

The planning stage of any proposed project is the foundation upon which the project depends.
Current resources should be defined, along with a valid work schedule. Sufficient time to
implement the change is crucial. Lack of time could significantly affect all employees involved in
the change process. When the time allocated to implementing the change is relatively short,
rejection behaviors among personnel become more likely. Veronika and Jan (2017) argued that
when a change is planned carefully and the time variable taken into account, it is more likely to be

successful.

2.5.13 Periodic Tracking of the Change Process
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Periodic evaluation of the progress of the change implementation process is essential to ensuring
that goals are being accomplished without undesirable deviations that could negatively impact the
final outcome. In Veronika and Jan (2017), monitoring and tracking were found to be crucial to
delivering a successful new system. These authors considered monitoring the progress of the

process to be as important as the planning stage.
2.5.14 Proper Selection of the Project in which to Initiate the Organizational Change

Leaders such as managers and change agents are responsible for selecting the project most suitable
for implementing the new system. Significant challenges can obstruct implementing a change to a
current project delivery process. Factors related to the project such as scope, duration, and size
should be examined extensively before selecting among the alternatives. Indirect factors should be
analyzed as well. The construction industry is project-based by nature (DeFillippi et al., 2004).
Projects are managed by headquarters or department heads, but design and engineering are handled
by the planning department. Hence, direct project factors are not the only criteria necessary to the
evaluation process. The strategic value of a project over the long term is often a concern for capital
department. Also, the learning ability of the personnel working on the project’s alternatives should

be examined and evaluated.
2.5.15 Forecasting Challenges to the Change Implementation Process

Predicting challenges in the planning stage that may appear during implementation will
significantly reduce the probability of failure. Management should consider undesirable situations
and decide on actions to minimize deviation from the proposed change’s progress track.
Furthermore, identifying current and upcoming constraints will optimize the change

implementation process and facilitate decision-making.

24



2.5.16 Support from Top Management During Change Implementation

Certain organizational changes alter the orientation of a company or a significant portion of the
personnel. Changes often replace existing beliefs, culture, and work systems with which
individuals are familiar and comfortable. Hence, when changes are applied, employees may feel
anxious and resistant, increasing the level of opposition. Thus, top management should verbally
and physically support all the employees involved in the change, such as through kind messages
or by providing monetary compensation or work breaks. This will reduce resistance and decrease

the likelihood of rejection behavior.
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CHAPTER THREE
RESEARCH METHODOLOGY

3.1 Introduction

This chapter provides the essential steps needed to fulfill the objectives presented previously in
chapter one this study. It explains the approaches utilized to collect the data required for the
analysis purposes. Moreover, the methods of obtaining information from the data is going to be
explained in detail. In a summary, this chapter acts as a roadmap guiding the researcher to

accomplish the proposed study efficiently.

3.2 Required Data

The objective of this study is to determine three main issues involving the change management
process; driving forces to change, factors of effective change management and identifying the
methodologies in managing organizational changes. The data to be collected are related to those

issues which are listed as follows:
1- Critical factors for effective change management

The factors that contribute to the outcomes of the change implementation process. If the top
management is concerned about those factors, the process of change management could be more
effective leading to a successful change implementation. The factors are grouped into four group

as following:
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Employees

e Individual’s readiness to change:
Readiness can be measured by the individual’s response to the change decision. In other
words, his/ her emotional status toward the notion of initiating the change in the
organization. Also, the level of enthusiasm can identify the person’s readiness to change.

The readiness of the staff is essential for a successful change implementation.

e Individual’s personal experience:
The experience of the individuals affects positively, in general, the change implementation
process. The greater experience in parameters like career, personal matters, adventures and

education, the greater extent to which the individual could adapt the change effectively.

e Employees commitment to change:

The commitment is defined as the state being dedicated to an activity. Hence, the
dedication of the employees to apply the change plan or to follow the instructions will
positively contribute to a successful change process. Any undesired deviation by the

employees is going to hinder the progress of change process.

e The extent to which employees are involved in the change process:

Providing a collaborative environment between top management and the lower employees
will make the change process more effective. Furthermore, the early involvement of the

employees in the change process, such as involving them in the planning stage of the
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process, will increase the level of individual’s readiness which will eventually impact

positively to the final outcome of the change process.

Communication

e Effective communication among the employees:

the existence of effective communications channels among the employees is going to
facilitate the acceleration of the change implementation process since the count of conflicts

will be significantly reduced. Furthermore, the tasks will be delivered in a less time.

e Leadership techniques:

This could be defined as the approaches and methods of the top management in treatment

with the lower employees. For example, day-to-day routines and oral and verbal actions.

e Communication between management and employees:

This factor could include establishing effective communication channels and tools between
the top management and employees. Also, face-to-face meeting and sessions are included

as well.

e Top management support during the change implementation process:

the employees may feel stressed and confused during change process. Thus, management

supports them emotionally and financially to increase their level of enthusiasm.
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Change Agent
e The extent to which a change agent/ supervisor is participating in the change

process.

The involvement of an individual who is responsible for tracking and monitoring the
change implementation process and to detect any deviation from the change schedule.
Furthermore, the rights, power and responsibilities of the super-visor/ change agent define

the extent to which he/ she is involved in the process.

e The capability of a change agent/ supervisor:

The knowledge, personal experience and the number of a similar past projects of the hired

consultant or the change agent defines the capability.

e The availability of a change agent/ supervisor:

The availability means the easiness level to communicate with the consultant/ super-visor.

Planning and Scheduling

e Defining change vision clearly before starting the change implementation:

Defining and stating the intended purposes of the change plan clearly and making sure that

ambiguity level among the employees as lowest as possible.

e Training and teaching the employees before starting the change

implementation.
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Providing training sessions, conferences and teaching lessons before the initiation of the

process or in the early phases of the process will affect the outcome of the change.
e Developing a realistic change implementation schedule:

The schedule of the change implementation schedule shall be realistic. All the resources
shall be defined and when to use them. Human resources also shall be analyzed properly

to develop a valid schedule.

e Tracking the change process performance periodically:

Checking the performance of the change implement from time to time to detect any

deviation and to select the proper action to fix up the situation.

e Proper selection of a project in which the organizational change process is going
to be initiated:

The best selection of a project, among alternatives, in which the change is going to be
implemented on. The parameters of comparison could include but not limited to; size, type,

number of involved stakeholders, off-site employees and in-site employees.

e Forecasting challenges that may occur during the change implementation
process:

Predicting issues and difficulties that may appear during the planning phase of the process

in addition to defining the constraints for the whole implementation process life.
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2- Driving forces toward change plan initiation

The notion of the change is not initiated arbitrary. There must be a situation in which the change
was recognized as a necessity to overcome the current problem faced by the firm. This section

contains driving forces-to-change collected from the literature.
External Forces
e Advancement of the technology:

The advancement of the available technologies used in machines and system which will

facilitate achieving the ultimate purpose of the firm.

e New laws and regulations:

The setting of a new legislation which may include rules and regulations that limit or

contradict the current firm working system or part of it.

e Domestic market maturation:

The volume of a product or service in a local market has been maximized. No further

improvements can be done to rise the growth
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Increased competition:

The continues competition enforces the competitors involved to look forward to re-

analyzing the market to survive the challenges.
Labor market issues:

The fluctuation of the labors market and unavailability of specialized labors enforce the

managers to initiate a change of shortage qualified labors may affect firms’ strategy.

Changed customers’ needs:

The behavior and preferences of the customers base is shifting to other direction.

Social issues:

The structure of the society and the relations among the members. Demography of the
society may be altered. Assumptions and beliefs may be altered as well. Also,

unemployment is a significant example of social issues.

Cultural issues:

The standards of the society, their traditions and local practices are changing or starting to

accept another culture.
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e Business expansion:

The supply does not satisfy the demand of a local market. So, the firm may establish a new

product line or specialty.

Internal Forces

e Unexpected crisis:

Unexpected loss, instant decline in profits, efficiency decrease, all may lead to re-

structuring the organization.

e Employees resistance.

Issues in adherence among the different groups. Group Strikes against the management.

All of these may insist the firm to take a step to adapt different methodology.

e Merging and acquisition issues:

The firm may adapt to the vision and purpose of the other firm after being merged.

e Changed administrative behavior:

All the issues related to the decision-making process, claims and disputes resolving

procedures may result in a move toward a change in the current methodology.

e Organization growth:

When the number of either employees or members increases, or budget growths, more

complex hierarchical organization may be needed
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e Goal Succession:

The final goal or the company vision is achieved.

3- change management methodologies followed in Saudi Arabia

This section aims to identify the processes of managing the change in Saudi Arabia. The

process commonly may involve the following key-steps, grouped into 5 categories:

Change-Plan Preparation

To see whether change plan prepared by either internal committee formed by top or by

External hired team such as consulting offices addressing.

Change-Plan Creation

Defining goals and vision of the proposed change clearly:

The proposed change scope is defined well with no ambiguity in the words which could

lead to misinterpret the vision completely or partially.
¢ |dentifying the resources prior to planning the change:

Identifying and defining the resources that is going to be consumed or utilized through the

change process.

e Doing change-readiness assessment on employees’ level:

Preparing a test that measures the extent to which the employees are mentally ready for

initiating the change process.

¢ Doing change-readiness assessment on organization level:
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Preparing a test that measures the organization readiness to change in terms of financial
abilities, administrative abilities and the responsibilities of the firm with the external

business.

e Doing risk assessment:

Preparing a test that measures the risk associated with implementing the change process.

¢ Identifying the people and groups that the change will impact on:

Identifying the entities that are going to be affected directly by the change implementation

process.
¢ Including communication channels for questions and feedback:

The process of the change management could include session where the employees can

interact with the top management regarding the change process in the progress periodically.
e Defining the roles and responsibility of the individuals:

The role of every individual in distinctly defined. The certain responsibilities are assigned

to the certain individuals.

Change-Plan Content

e Listing process activities
Identifying all the activities of change plan that are needed to deliver the change.

¢ |dentifying the duration of each activity
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Determining the duration of each single activity involved in the change process.
¢ |dentifying the start and end dates of the activities
Setting dates for start and end and tabulating them in including it in the plan documents.
¢ Identifying the responsibility of each activity
Identifying the individual or entity that is responsible for certain activity
¢ Including baseline for cost tracking
Developing baseline that includes all the cumulative cost up to time.
e Setting major milestones

The plan includes events of achieving a major accomplishment which aids in tracking and

monitoring process.

Change-Plan Implementation

e Involving senior leaders in the process:

Involving individuals from top management in the process of change management such as;

general manager, department manager or operation manager.
e Using new leadership style/ method:

Adopting new techniques of leadership replacing the original leadership method or style.
e Empowering teamwork:

Providing collaborative environment within the employees and dividing the employees into

distinct teams to work for the ultimate good purpose of the change.
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¢ Reinforcing change implementation through procedures, systems and policies:

Setting a legislation that includes distinct terms regarding the process of change

implementation
e Engaging stakeholders early in change process planning:

Inviting the employees to the phase of planning the change before initiation process.
e Conveying motivation for the change:

Encouraging the employees to the notion of change by explaining the potential benefits or

involving leaders in the process.
e Providing support by addressing concerns and fears among the employees:

Top management is aware of the negative impact of the change process on the employees
which could hinder their enthusiasm resulting in hindering the overall progress of the

process.
e Providing training and teaching to stakeholders regarding change:

Training the employees involved in the change process prior to the initiation or during the

early phases of the process after starting the implementation.
e Monitoring and tracking the change progress:

The plan includes periodical inspection of the change process during the implementation.
3.3 Data Collection
3.3.1 Conducting the Survey Process through a Questionnaire

Since the study is about change management. Thus, the data need to be collected from the top

management level in the firm to ensure reliability of the results. The tool utilized for the data
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collection is structured questionnaire. The questionnaire was distributed physically and filled up

with the presence of the author. Both soft copy and Arabic versions were provided upon request.

The structure of the questionnaire included six main sections; respondent’s profile section,

organization’s profile section, driving forces to change, change characteristics section, section of

methodologies followed in managing the changes and factors of effective change management.

The respondent’s profile: this section included questions regard the respondent; his job
title, his number of experience years and finally his educational level.

The organization’s profile: This section contained questions regard the firm; its age, its
type, whether it went through organizational change or not.

Assessment of driving forces toward an initiation of organizational change: this is the
first major section in the questionnaire. The strength of each driving force toward a change
initiation is qualitatively assessed a scale. The scale will be graded from 1 upto 5; 1 =
“very low”, 2 =“low”, 3 = “Moderate”, 4 = “high” and 5 = “very high”.

The characteristics of the change: in this section, a set of questions are going to figure
out the characteristics associated with the change; whether the change plan was prepared
by an internal team or external hired consultant, which component of the organization
structure the change plan focused on and how the change process was implemented.
Identification of process followed in the change management: this is the second major
section in the questionnaire. A set of steps in change management process, grouped in
categories, are listed

Assessment of factors for effective organizational change: this is the third major section
in the questionnaire. The positive impact of each factor on the implementation process of

the change of each factor, that is collected from the literature, is qualitatively assessed
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using a scale. The scale will be graded from 1 up to 5; 1 = “very low”, 2 = “low”, 3 =

“Moderate”, 4 = “high” and 5 = “very high”

3.3.2 Population Size

This study examines the issues involving change management of construction industry of Saudi
Arabia. the study aims to analyze the market of contractors and consultants (A/Es). In terms of
contractor size, the population size is going to include all the contractors, who are graded 1, 2,
specialized in building and located in the eastern province of Saudi Arabia only, in addition to all
consultancy agencies and firms who are also classified excellent and are located in the central
region of Saudi Arabia. To increase the reliability, only establishments who are recorded the
governmental departments, such as chamber of commerce, were counted as the population size.
Hence, based on information obtained by ministry of municipality and rural affairs, the number of
contractors, that are specialized in building and graded 1 and 2, were found to be 182 as a

population and 35 as count of consultants.

3.3.3 Sample Size

As a sequential step after the determination of the population count, the required sample size is
going to be obtained using formulas of (Kish, 1995). The formulas are shown in the following

equations 1 and 2.

L €y
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5 )

Knowing that;

n,: The initial estimate of the sample size

p: The planning value of the sample propotion, set 0.5
q: The complement of p, 1-0.5 =0/5

E: Desired margin of error, %10

n: The final estimate of the sample size

Therefore, applying the Kish formula, 22 sample size for contractor and 15 for consultants (A/E’s)

3.4 Data Analysis Procedure

3.4.1 Ranking Using Relative Importance Index

After the data is collected from the survey process, they need to be examined and analyzed to
accomplish the proposed objectives of this study. The first two sections of the questionnaire were
qualitatively analyzed using frequency and distribution analysis methods, such as pie charts.
Regard the last section, the data collected was assessed from scale 1 to 5. The data collected were
then assessed and tabulated. The relative importance index was used to rank the factors based on

the gathered data by the survey process. This method was used because it is:

e Easy to understand by all the levels of the personalities.
e Easy to come up with the results.

e Easy to compare the results.

The following formula of the RII that will be used in the comparison:
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RII = )
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Where:

SR = scale of each factor collected from the survey.
W = the highest value of the weight which equals 5.
N = the number of the participants.

RII varies from the value of 0 to 1. The higher value means the higher importance.
3.4.2 Welch’s t-test

Welch’s test is typically used when the data samples have unequal variances. Welch’s t-test is also
called Welch’s adjusted T or unequal variances t-test). is a modification of a Student’s t-test to see
if mean of two samples are significantly different. The modification is to the degrees of freedom
utilized in the test, which tends to increase the test power for samples with unequal variances.
Welch’s t-test can be performed directly without checking upon the variance among different
groups of interest which implies that Welch’s t-test can be used in case of samples having equal
variance (Welch, 1947). In this study, the purpose of using Welch’s t-test is to measure the level
of agreement between contractors and consultants (A/E) over the required data. The following

hypotheses were developed to be verified by Welch’s t-test in the analysis.

e H,:thereis no convincing evidence of agreement

e H,:thereis a convincing evidence of agreement

The procedure of applying Welch’s t-test involves following multiple steps; computing the
statistic t, computing the degree of freedom, computing the critical value for the test (in this

study, two-tailed test is used) and finally comparing the statistics t with the critical value to
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determine the degree of means difference between the two samples. In this study, Welch’s t-

test was conducted through Microsoft Excel.

%1_%p

t= (4)
si,.s53
N1 N
Where;
t = Statistic value
X = Sample mean
s2 = Sample standard deviation
N,, = Sample Size
(leZy?
~ _Ni N>
V~—32 4 )
1 + 2
N1V1 N2V2

Where;

v = degrees of freedom

v, = Degrees of freedom of samplen=N,, — 1
s2 = Sample standard deviation

N,, = Sample Size

3.4.3 Spearman’s Rank Correlation

Spearman’s correlation tool measures the level of agreement degree between two distinct groups

of interest. Since it does not require the data to be normally distributed, it has a privilege in

utilization over the other tools. When degree of freedom is calculated, the developed hypotheses

could be tested using the graph of Spearman’s Rank Correlation (Figure 4).
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n3-n

p=1-(5—) (6)

Where;

p = Spearman’s Rank Correlation index
d?= Square of the difference between ranks of each of the two groups

n = Number of variables
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Figure 4. Spearman’s Rank Correlation significance graph (Sen and Mamtani, 2006)

H, : the means of data provided by contractors and consultants are equal

H; : the means of data provided by contractors and consultants are not equal
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3.4.4 Coefficient of Variation

The coefficient of variation (CV) measures of the dispersion of data points in a data set around its
mean. When the coefficient of variation is computed, it represents the ratio of the standard
deviation to the mean. It is a useful statistic tool for comparing the degree of variation among data
sets, regardless the nature of the sets (Abdi, 2010). In this study, it was used to identify the

reliability degree of the data collected from the survey.

cv== (7)

Where;
S = The standard deviation of a data set.
S = The mean of a data set.

3.4.5 Kendall’s Coefficient of Concordance

Kendall’s coefficient of concordance (W) is utilized to measure the agreement degree among the
numerous groups of respondents regarding rankings of variables included in a data set. Its value
ranges from 0 to 1 where zero indicates no agreement and 1 designates a perfect concordance
(Kendall, 1939). Furthermore, Kendall’s coefficient of concordance can be used to test a validity

of a hypothesis. In this study, the following hypotheses were tested using Kendall’s coefficient of

concordance.

e H,:thereis no convincing evidence of agreement

e H,:thereis a convincing evidence of agreement
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e Chi-square distribution was involved in testing the null hypothesis with a confidence level

of 95%. The following formula illustrates the formula of Kendall’s coefficient of

concordance. Equation 9 represents the formula of t statistics that were compared against

the critical Chi square value to verify the validity of the null hypothesis.

_ 12S
m3(n3-n)
Where;
W = Kendall’s coefficient of concordance.
S = The standard deviation.
m = Count of respondents.
n = count of variables.
_ 128
m2(n2-1)

Where;

t = t statistic

S = The standard deviation.
m = Count of respondents.
n = count of variables.

3.4.6 Terrell’s Transformation Teqnique

(8)

©)

Terrell’s transformation technique could be utilized to convert ordinal data into indices. In this

study, Terrell’s transformation index was employed to identify the critical variables based on

levels of influence. The score above 65% determines criticality of a certain variable (Toh et al.,

2012). The equation of Terrell’s transformation is presented followingly;
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PRSR

Where;

TS = The transformed score

ARC = The actual raw score

LPRS = The lowest possible raw score

PRSR = Possible raw score range
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CHAPTER FOUR
RESULTS DISCUSSION

4.1 Introduction

A hard copy of the questionnaire developed for this study was delivered in the last quarter of 2019
to 50 randomly selected construction contractors and 25 consulting offices in Riyadh, Saudi
Arabia. A total of 32 construction contractors and 15 consulting offices agreed to participate. An
electronic Arabic version of the questionnaire was also developed to obtain reliable data and was
offered to all those who requested it. To ensure effective data collection, questionnaire completion
was accomplished in an interview style. Participants completed the questionnaire in the presence
of the researcher. Table 4 includes the number of complete and valid responses received. All of
the respondents were from Grade 1 organizations, reflecting the reliability of the results. This
chapter represents an analysis of the data collected from the survey process. The first and second
sections of this chapter present an analysis of the data obtained from the contractors and
consultants, respectively. The third section presents a comparison analysis of the responses of the

two groups.

Table 4. Participation Rate

Contractors | Consultants (A/E)

Approached 50 25
Participated 32 15
Response Rate 64% 60%
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4.2 Organizational Change in Contracting firms

4.2.1 Characteristics of the Respondents

As shown in Figure 5, the respondents were well educated, with bachelor’s degrees in civil
engineering, finance, architectural engineering, and business management. Moreover, 31% and
9% of them held master’s and doctoral degrees, respectively. The majority of the participants
(81%) had more than ten years of experience in the construction industry. Figure 7 presents the
distribution of the respondents’ years of experience in the construction industry. The participants
occupied different top management positions in their respective organizations. Approximately
44% were operations mangers, 6% executive managers, 6% general managers, and 6% finance
managers. Figure 8 illustrates the distribution of the respondents according to their job titles. The
majority of the participants (66%) had been with their current employers for more than consecutive
10 years. Figure 9 shows the distribution of respondents according to the number of years they had
worked with their current employer. The majority of the participants (81%) had experienced more
than two organizational changes during their employment (see Figure 10). The majority (90%) had
also participated in more than two organizational changes in their careers. Figure 11 indicates the
number of times respondents participated in organizational changes throughout their careers.
Obtaining the required data from such highly educated and experienced experts in the construction

industry indicates its excellent credibility and reliability.
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AREA OF EDUCATION

M Civil Engineering M Finance
M Business Management m Systems and Industrial Engineering
M other

Figure 5. The educational distribution of participants from contracting
firms

EDUCATIONAL LEVEL

M Bachelor M Master M PhD

Figure 6. The educational distribution of participants from contracting
firms
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JOB TITLE

W Operation Manager M General Manager M Executive Manager
B Finance Manager W other ]

Figure 7. The relative distribution of contracting firms’ respondents according to their job title

NUMBER OF EXPERIENCE YEAR IN
THE CONSTRUCTION INDUSTRY

M 25 years or more B from16 years and less than 25 years

M from 11 years and less than 16 M from 6 years and less than 11

Figure 8. The experience distribution of the participants from contracting
firms
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NUMBER OF YEAR WITH THE
CURRENT EMPLOYER

M 25 years or more M from16 years and less than 25 years
M from 11 years and less than 16 M from 6 years and less than 11
M less than 6

Figure 9. The relative distribution of contracting firms’ respondents
according to number of years with current employer

EXPERIENCED/ LED
ORGANIZATIONAL CHANGE

M Less than 2 times M from 2 to less than 4 M from 4 to less than 6 M6 or more

Figure 10. The relative distribution of contracting firms’ respondents
according to number of times experiencing a change
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PARTICIPATED IN ORGANIZATIONAL
CHANGE

M lessthan 2times Mfrom 2tolessthan4  mfrom 4 to less than 6 6 or more

Figure 11. The relative distribution of contracting firms’ respondents according to number of times participating in a
change

4.2.2 Characteristics of the Organizations

The analysis showed that nearly half the individuals responding to the questionnaire worked for
firms with annual revenues of SR 180M or more (15 in total, or 47%). Figure 12 shows the relative
distribution of contracting firms according to their average annual revenue. In terms of the
organizations’ sizes (i.e., manpower counts), most fell into one of two categories, more than 4,000
employees or 1,000 to 2,000 employees (12 and 11, respectively). Figure 13 shows the relative
distribution of contracting firms according to their manpower count. The types of projects were
grouped into the following three categories: building construction, infrastructure construction, or
industrial construction. The numbers of buildings and infrastructure construction projects were
roughly equal, 24 and 22, respectively, while there were significantly fewer industrial projects (14
in total). Figure 14 shows the relative distribution of the different project types in the targeted

sample. For the organizations’ ages (in years), a significant portion were 30 years old or older, 21
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out of 32 or two-thirds of the sample. Figure 15 shows the relative distribution of contracting firms
according to their ages. All organizations’ main offices were in Riyadh, except for two that were

located in Dammam.

ANNUAL REVENUE (IN MILLIONS OF
SAUDI RIYAL)

Hlessthan 60 mW60-120 ™ 120-180 ™ 180 or more

Figure 12. The relative distribution of contracting firms according to their revenue

ORGANIZATION'S SIZE (IN TERMS OF
MAN POWER)

M less than 1000 ®1000-2000 = 2000-3000 = 3000-4000 ®m more than 4000

Figure 13. The relative distribution of contracting firms according to the manpower size
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PROJECTS TYPES

M Buildings M Infrastructure M Industrial

Figure 14. The relative distribution of the different project types held by the targeted sample of contractors

ORGANIZATION AGE

W 30 years or more H from 21 years to less than 30 years

m from 10 to less than 21 years M less than 10 years

Figure 15. The relative distribution of contracting firms according to their age
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4.2.3 Characteristics of Changes

Data analysis showed that 52% of contracting firms implement their organizational changes
gradually. A respondent, acting as executive director, implied that if the situation demanding
organizational change is not urgent or critical, gradual implementation is the optimum method in
obtaining an effective change in long term. 35% of the individuals selected the transitional method,
from the old state to the new state, as most preferable method of implementing the proposed
change. This might be rationalized by either that the change is urgent or to eliminate any potential
resistance from employees. Only 13% of the respondents have chosen transformational change as
an application method. Those who selected transformational change went through severe
economic crises in which, as a reaction, they have laid off a large number of employees, changed
their tendering procedures and shifted from their traditional projects types. System’s components;
technology, people, structure and tasks, were analyzed using frequency. The results showed that
“technology” has less probability to be involved in an organizational change as it has obtained
19%. Figure 16 shows the components distribution in organizational changes. As potential
justifying reason, contractors are concerned to issues directly related to projects such as tendering
process, recourses productivity in addition to communication between in-site staff and office
employees. Since the technology is not a major part of those issue, this could explain the reason

underlying the low selection rate of “technology”.
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CHANGE COMPONENT

M People M Tasks M Structure Technology

Figure 16. components distribution in organizational changes
(contractors)

4.2.4 Driving Forces for Organizational Changes

The level of impact of each factor driving contractors to perform organizational changes was
measured using the Relative Importance Index (RII) and Terrel’s transformation index. Driving
forces were ranked within each group as either external or internal. Toh el al. (2012) indicated that

variables in Terrell’s index of above 65% should be considered critical.
4.2.4.1 External Forces

The results indicate that all external driving factors caused organizational changes, but with
differing levels of impact. There were three critical external forces driving contractors to make
organizational changes: increased competition, new laws and regulations, and advancements in
technology. The Terrell’s indices for each were 79.69%, 78.91%, and 71.09%, respectively. The
RII confirmed the Terrel’s index results, finding the same external driving forces for organizational
change. Tables 5 and 6 present the computation procedure for obtaining the Terrell’s
transformation and RII values, respectively. Increased competition was critical and ranked as the

top driving force for contractors making organizational changes. This can be attributed to the
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sharp decrease in the number of construction projects initiated in Saudi Arabia in the last five
years. According to one respondent, the types of construction projects have become less varied.
Heavy industrial engineering projects are increasing in response to Vision 2030, while building
construction is becoming less attractive. The coefficient of variation was 20%, reflecting that the

respondents significantly agreed with the ranking of the increased competition variable.

New laws and regulations represented the second critical force driving contractors to make
organizational changes. Its related coefficient of variation (18%) reflected a high degree of
agreement among the individuals surveyed. One respondent explained that once the government
establishes new laws or modifies the existing code, it is mandatory for an organization to apply
the newly developed regulation in order to avoid any potential penalties. Another respondent
working for a Grade 1 company mentioned that for mega-projects, contracting companies usually
request loans from banks to finance the work during its lifecycle. In the last few years, the sharp
decrease in the number of projects initiated has reduced the overall financial liquidity of
contractors; the banks have temporarily paused granting loans. However, for specific types of
projects (usually heavy engineering construction projects), the banks may lend to the contracting
firm after conducting their own feasibility study of the proposed project. The interviewee
concluded that this shift by banks from granting loans easily to limiting lending has significantly
altered the project types and modified the composition of company departments, mostly in the

technical and tendering areas.

Advancements in technology was the third-ranked critical force driving contractors to make
changes to their organizations. This could be related to how technology is changing, driving
contractors to evolve to accommodate these shifts. For example, in the last decade, BIM has been

increasingly integrated into the construction industry in Saudi Arabia. A considerable number of
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recent mega- and high-budget public projects have been designed using BIM-based computer
applications. Moreover, BIM technology provides effective coordination plans for stakeholders in
the project, replacing the traditional method. Also, smartphones now facilitate the communication
process on project sites, reducing overhead. However, the associated coefficient of variation was
high (31%), indicating that advancements in technology were less important for a considerable

number of respondents.

Labor market issues were not considered critical and were ranked fourth. One respondent
commented that the obligatory Saudization of organizations’ employees negatively impacted his
company’s financial and technical performance. He explained that his company was looking
forward to empowering Saudi skill attainment and eager to integrate workers into their current
business system, but a significant portion of his Saudi employees demanded high monthly wages
(usually triple that of non-Saudi workers) and their performance and technical knowledge were
poor. Moreover, if given a better work opportunity outside the company, Saudi workers tended to
leave without notice. The situation dramatically hindered the internal functioning of his company

and consumed substantial financial resources and time.

Both social and cultural issues were not considered critical and ranked relatively low, with high
coefficients of variation (37% for both). According to one respondent, cultural and social issues
were only of minimal consideration to the department of business development. He stated that as
an example, the integration of females had not changed at all. Table 7 shows the external driving
forces for change as ranked by contracting firms. One respondent emphasized the impact of global

and local political conditions on contracting companies, commenting that the:

Political state of a certain country directly affects the construction industry. Saudi Arabia
has a stable political state. However, since ... nearby countries are having wars or revolutions
resulting in [an] unsafe work environment, a minor portion of the contracting firms working
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in the construction industry of Saudi Arabia have been negatively impacted. Undertaking
projects in nearby countries includes high risk, which eventually [increases] the total cost ...
resulting in a fewer number of projects.

He also explained that 90% of the top management of contracting firms did not have sufficient
knowledge of and procedures for managing organizational changes, resulting in less efficient

change implementation that if done better could save substantial resources.

Geographical conditions were mentioned by one respondent as an important external force. He
explained that since organizational changes were continuously taking place, his company began to
consider issues related to geography more carefully. Issues such as the expected increase in
residents in certain areas, potential commercial growth, and local construction laws have become
important points of focus in their business development department. Such issues could result in

tremendous shifts in the projects undertaken in the future.

Table 5. Terrell's indices computation of external forces for contractors

Advancement of the technology 123 32 128 71.09 Critical
New Laws and regulations 133 32 128 78.91 Critical
Domestic market maturation 103 32 128 55.47 | Not Critical
Increased competition 134 32 128 79.69 Critical
Labor market issues 114 32 128 | 64.06 | Not Critical
Changed customers’ needs 111 32 128 61.72 | Not Critical
Social issues 91 32 128 | 50.00 | Not Critical
Cultural issues 105 32 128 | 46.09 | Not Critical
Business Expansion 96 32 128 | 57.03 | Not Critical
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Table 6. External driving forces for organizational changes (contractors)

5 3 |21
Advancement of the technology 9 |14 5 3|1 3.84 1.05 0.78
New Laws and regulations 11 16| 4 | 1|0 4.16 0.77 0.79
Domestic market maturation 5 10| 7 |73 3.22 1.24 0.60
Increased competition 12 16| 2 | 2|0 4.19 0.82 0.81
Labor market issues 9 9 9 |1]4 3.56 1.29 0.69
Changed customers’ needs 5 |11 |11 |41 3.47 1.02 0.68
Social issues 1 12| 9 |6 |4 3.00 1.11 0.57
Cultural issues 0 9 |14 14 |5 3.32 1.02 0.64
Business Expansion 2 |15 | 7 | 6|2 3.28 1.05 0.67

Table 7. Ranks of External driving forces (contractors)

Advancement of the technology 3 0.27
Cultural issues 7 0.36
New Laws and regulations 2 0.18
Changed customers’ needs 5 0.29
Business Expansion 6 0.32
Increased competition 1 0.20
Domestic market maturation 8 0.38
Labor market issues 4 0.36
Social issues 9 0.37

4.2.4.2 Internal Driving Forces

With regards to internal forces, only two were considered critical: organizational growth and
unexpected economic crises. These had Terrell’s indices of 74.22% and 65.53%, respectively.
Table 8 presents the computation procedure used to obtain the Terrell transformation values.
Organizational growth was ranked first and most critical. When a firm’s budget or employee count
increases, the process of coordinating resources becomes more complicated. Hence, new

departments are essential and must be developed quickly to facilitate the communication process




throughout the firm and optimize the use of existing resources. The coefficient of variation was
18%; thus, respondents agreed that organizational growth was of high importance. Goal succession
was also evaluated as critical and ranked second on the list of internal forces. New goals are
essential since they motivate employees. However, setting new goals, targets, and objectives often

requires changing the current work system of a firm to facilitate goal achievement.

The three lowest-ranked factors were changes in administrative behavior, employee resistance,
and mergers and acquisitions. All had very high coefficients of variation, around 65%, implying
significant disagreement among the respondents. One respondent stated that contracting firms
inside Saudi Arabia are protected by the authorities against groups strikes; hence, he evaluated the
effect of group resistance to be very low. Moreover, when his organization initiates a change, it is
mandatory for everyone to obey regardless of whether or not they are satisfied. Anyone who
obstructs the change implementation process is replaced. The respondent commented: “We have
in Saudi Arabia [a] large number of unemployed engineers who are willing to start work
immediately.” Table 9 lists the details of the evaluations provided by respondents, and Table 11
shows the force rankings in groups. Regarding changes in administrative behavior, one respondent
who had 25 years of experience in HR management stated that a considerable number of private
contracting companies are family businesses. Some are classified as Grade 1 or 2 organizations.
In firms owned by a single family, it can be difficult to manage the business internally. He
explained that conflicts appear suddenly and periodically, such as when selling company assets,
there are deaths in the family, and money is borrowed from banks. Furthermore, top management
(i.e., the family) may have no professional career experience, which significantly affects the

overall decision-making process.
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Table 8. Terrell's indices computation of internal forces for contractors

Unexpected crisis (unexpected loss, Not
instant decline in profits) 112 32 128 62.50 Critical
Employees resistance (for example: Not
group strikes) 72 32 128 31.25 Critical
. . Not
Merging and acquisition issues 72 32 128 31.25 Critical
Changed administrative behavior 82 32 128 39.06 I\_Ic_)t
Critical
Goal Succession 116 32 128 65.63 | Critical
Organizational Growth 127 32 128 74.22 | Critical

Table 9. Internal driving forces for organizational changes (contractors)
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Unexpected Economic crisis 61164 4|2 363 1.13 0.69
Employegs resistance (for example: 11516l9l11] 225 119 0.45
group strikes)

Merging and acquisition issues 2164198 2.25 1.44 0.44
Changed administrative behavior 3(10/1|9|6| 256 1.56 0.51
Goal Succession 3|16|8 |4 | 1| 350 0.95 0.73
Organizational Growth 71186 |10 | 397 0.74 0.79

Table 10. Ranks of internal driving forces (contractors)

Organization Growth 1 0.19
Unexpected economic crisis 3 0.31
Goal Succession 2 0.27
Changed administrative behavior 4 0.61
Employees resistance (for example: group strikes) 5 0.53
Merging and acquisition issues 6 0.64
Table 11. Forces groups rank (contractors)
Contractors Average RII Rank
External Forces 0.701388889 1
Internal Forces 0.605208333 2




4.2.5 Process of Organizational Change

The results indicate that in the event of an organizational change, contractors apply a structured
system that consists of change plan preparation, creation, content development, and

implementation

Table 12. Frequency of steps applied in managing changes inside contracting firms

Change Plan Preparation
Change plan prepared by internal committee formed by top management 30 93.75
Change plan prepared by External hired team such as consulting offices 8 25.00
Change Plan Creation
Defining goals and vision of the proposed change 28 87.50
Involving senior leaders in the process 27 84.375
Identifying the resources prior to planning the change 26 81.25
Defining the roles and responsibility of the individuals 26 81.25
Doing risk assessment 19 59.375
Identifying areas of resistance to the change within the firm 13 40.625
Doing change-readiness assessment on employees’ level 14 43.75
Doing change-readiness assessment on organization level 13 40.625
Change Plan Content
Identifying the responsibility of each activity 19 59.375
Setting major milestones 18 56.25
Including baseline for cost tracking 18 56.25
Identifying the start and end dates of the activities 17 53.125
Identifying the duration of each activity 15 46.875
Listing process activities 14 43.75
Change Plan Implementation
Empowering teamwork 24 75.00
Engaging stakeholders early in change planning 17 53.125
Monitoring and tracking the change progress 17 53.125
Identifying the people and groups that the change will impact on 16 50.00
Conveying motivation for the change 14 43.75
Providing training and teaching to stakeholders 13 40.625
Reinforcing change implementation through procedures, systems and policies 11 34.375
Including communication channels for questions and feedback 10 31.25
Change plan prepared by both internal team & external consultant 6 18.75
Using new leadership style/ method 6 18.75
Providing support by addressing concerns and fears among the employee 5 15.625
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4.2.4.1 Change plan preparation

The top management of the majority of contractors (93.75%) formed internal committees to
prepare their organizational change plans. These contractors had high confidence in their
employees’ ability to prepare desirable plans of this type. Also, a considerable number of
respondents expressed that hiring external teams to analyze and prepare change plans can be costly.
Very few (about 19%) procured the services of external consultants to support their internal
committees in their preparation of change plans. Those who did believed that augmenting their
internal committees with external consultants added value and eliminated bias. Only two

contractors depended on external consultants to prepare their change plans.

4.2.4.2 Change Plan Creation

The majority of the contractors (87.5%) indicated that organizational change teams defined the
goals and vision of proposed changes, after consultation with senior leaders. Since defining the
goals and vision of a change sets the baseline for that change, it was not surprising that all
contractors reported taking this step. The vast majority, 84.375%, engaged senior leaders in the
implementation process. Respondents reported that organizational changes were justified and
imitated by top management, usually represented by either the executive director or general
director. This may be why most respondents engaged senior leaders. Of the total, 81.25% reported
that financial and human resources were identified prior to planning the change. However, most
respondents told the researcher that resources were only roughly estimated, with no exact details
or alternative scenarios for risky situations. This reflects the minimal effort often expended by
contracting firms when planning changes. Also, 81.25% of respondents defined the responsibilities
of the workers and staff in relation to the change. According to one respondent with more than 25

years of experience, assigning responsibilities to the individuals involved in any process is critical.

64



Otherwise, the rate of conflicts significantly increases, hindering progress and eventually resulting

in increased expenses.

Nineteen individuals (59.375%) stated that they did risk assessments. However, the majority of
who did implied that they were only basic assessments. No detailed feasibility studies, sensitivity
analyses, or exploration of multiple scenarios were conducted. In most cases, risks were identified
through verbal conversations or negotiations among top management and change supervisors (who
were usually department managers). An average of 42% stated that they did assess the change
readiness of the organization and employees and identified areas of resistance within the firm. This
poor rate of assessment reflects the extent to which organizational change management is weak.
One respondent attributed this to the fact that contracting firms were more concerned about
problems or matters related to construction projects, so they spent most of their managerial and

technical effort on the project side of the business.

4.2.4.3 Change Plan Content

After setting milestones, the details of the change plan must be identified. In terms of plan content,
amajor portion of respondents (more than 90%) stated that they usually did not develop documents
or on-paper change plans. However, activities related to cost and payments were documented in
order to allow for tracking and monitoring. Regarding the content of change plans, around 60% of
contracting companies linked activities to the individuals responsible. Assigning duties to specific
individuals is essential, and this low percentage reflects the minimal effort invested in the planning
phase. Of the total, 43.75% developed lists or agenda items for process activities, 46.87% roughly
estimated activity duration in absolute values, and only 53.13% said they identified activity start
and end dates. They did tend to discuss issues verbally in informal discussions and at physical

meetings, but only at the change initiation stage. Approximately 56.25% of the total number of
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participants reported setting major milestones or establishing documents reflecting a detailed
baseline computed based on calculations and forecasts for tracking purposes. This was expected,
since contracting firms tend to focus more on issues related to construction projects, such as change

orders, claims, and disputes.

Thus, the contractors interviewed did not have specific procedures for planning changes. One
respondent from a firm classified among the top 20 contracting firms in Saudi Arabia reported that
since the construction industry is project-based, issues related to the organization garner minimal
attention and are significantly less frequently addressed than are those related to actual
construction projects. In part, his statement explains the poor performance of these contractors in

planning for organizational change.

4.2.4.4 Change Plan Implementation

Of the total interviewed, 85% of contractors involved senior leaders when implementing
organizational changes and 100% of the private organization indicated that senior leaders managed
and tracked process progress. The majority of the firms indicated that each department manager
was considered a change agent/supervisor and lower-level workers were their responsibility. The
duty of the change agent is to ensure that the change plan is fulfilled and applied according to the
instructions of top management (in most cases, executive directors). Then, change agents report
directly to top management in frequent meetings. Approximately 60% of the contractors provided
neither training, instructional sessions, or communication channels for top management and
employees. This was expected because the contractors did not seem concerned about the
organizational side of their operations and focused on the project side. Yet 75% of the respondents

stated that they empowered teamwork among their employees. Five individuals commented that
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teamwork is emphasized but in contracting firms it was more theoretically applied. In actual

situations, every worker sought their own personal benefit, except for a very few.

In most firms, communication across departments was neglected. Only two respondents out of the
32 interviewed insisted on the importance of interdepartmental communication and emphasized
how it facilitated the process of information exchange, highly optimizing the progress of change.
Of the total, 53.125% engaged all stakeholders in the planning phase of the change process. Also,
53.125% monitored and tracked the change process through a specified formal follow-up
procedure. Only 50% stated that people or groups impacted by the change were identified in the
early stages. A low 43.75% of firms conveyed the motivation behind organizational changes to
employees, reflecting a lack of awareness of the importance of employees by top management.
Furthermore, 18.75% stated that they employed new leadership techniques or altered their existing

methods of management.

To conclude, as changes are being executed, top management tracks the cost and time performance
not based on formal or pre-defined procedures, but rather by checking on milestones according to
a general baseline. Commonly, implementation processes employed by contracting firms take the
form of frequent physical reporting by change supervisors (mostly department managers) to top

management regarding the flow of the process and including any recent updates.

4.2.6 Factors of Effective Change Management

Terrell’s transformation technique was used to determine the most critical factors. Out of 17, only
five were not considered critical, less than 65% on the Terrell’s index. These included: (1)
individuals’ readiness for change, (2) the extent to which employees were involved in the change,

(3) communication among employees, (4) the availability of the change agent/supervisor, and (5)
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teaching and training employees prior to change implementation. The Terrell’s index values for
those factors were 61.72%, 59.38%, 64.06%, 63.28%, and 64.06%, respectively. Out of the five
non-critical factors, four were related to employees. According to a considerable number of the
respondents, changes were implemented whether or not employees were satisfied. This may
explain the relatively low level of importance given to employee-related factors. Moreover, firms

are protected by the authorities from any labor movements or strikes by employees.

Table 13 presents the critical factors obtained from the Terrell’s transformation index. Factor
rankings were based on the RII values. The top three factors in descending order were top
management’s support during the change implementation process, development of a realistic
change implementation schedule, and proper selection of the project in which the organizational
change process will be initiated. Top management’s support during the change implementation
process was ranked first and considered most critical. Employees are the core of any organization.
In one interview, the respondent indicated that addressing employees’ fears and concerns had been
top management’s focus for the last five years because the overall organization’s production had
been significantly enhanced once they began to focus on employees. Communication between top
management and employees was ranked fourth, supporting this statement. Moreover, the
associated coefficient of variation of the first factor was 17%, indicting a high level of agreement

among the respondents and reflecting the significance of the factor.

Developing a realistic change implementation schedule was second on the list, implying that a
planning phase prior to implementation is essential. As a rule, establishing unrealistic
implementation schedules can result in either underuse or overuse of available resources, which
eventually hinders change implementation in multiple ways. By nature, the construction industry

is project-based. For instance, modification of the contract type usually followed by a contracting

68



firm should be based on the project itself. Moreover, each project’s staff has their own capabilities
and procedures. It is essential to examine each project in detail before implementing a change to
it. Thus, the proper selection of the project in which the organizational change process will be

initiated was ranked third.

The characteristics directly related to employees such as their readiness to change, communication
among employees, and the extent of their involvement in changes were all ranked low, indicating
that contractors neglected personnel issues. Table 16 shows the ranking of change management
factors as evaluated by respondents from contracting firms. The first three factors had coefficients
of variation of 17%, 22%, and 23%, indicating that respondents substantially agreed about these
factors. The factors were grouped into four categories: employees, communication, change agents,
and planning and scheduling. The communication group was ranked first. This is likely because
while implementing changes, instructions came from top management or team leaders (as was
shown in the previous section). Communicating across departments is a key determinant of
successful change implementation. One respondent commented on how communication is a
critical factor ensuring an effective change implementation process. When an organization goes
through a major change, it is important to connect company departments to one another to ensure
that they are aligned; this is accomplished by providing effective communication channels. Doing
so facilitates updates being delivered in a timely fashion across all departments, as well as expertise
exchange and information synchronization. Most companies focused on connecting management
with lower-level employees, unintentionally neglecting to connect different departments in the

organization.

One interviewee mentioned financing issues such as loans from banks and financial guarantee

statements as matters greatly affecting their company’s system, mostly in the project management
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department. Since the construction industry is project-based, it is clear why the planning and

scheduling group ranked second. Change agents were considered fairly important and were ranked

third. One respondent commented that providing an unbiased committee or team for developing,

running, and tracking the change process was essential. A balanced change implementation

process is more likely to be effective because it facilitates a friendly work environment in which

employees are mentally and physically motivated to initiate change. Moreover, unbiased teams

will inspire trust among employees, which is one of the top factors ensuring effective workforce

production. Hiring an external team of consultants is the best solution to ensuring neutrality in the

change implementation process. Table 16 illustrates the groups of critical factors and their

rankings, along with their mean RI1 scores.

Table 13. Terrell's indices computation of change management factors for contractors

Individual’s readiness to change. 111 32 128 61.72 I\.I(?t
Critical
Individual’s personal experience. 116 32 128 | 65.63 | Critical
Employees commitment to change. 121 32 128 | 69.53 | Critical
The extent to which employees are involved in the 108 32 128 |50.38 I\_Iqt
change process. Critical
Leadership techniques. 118 32 128 | 67.19| Critical
. Not
Communication among the employees. 114 32 128 | 64.06 Critical
communication between management and employees. 129 32 128 | 75.78 | Critical
Top management support during the change 138 32 128 | 8281 Critical
implementation process
The_egten_t to_whlch a change agent/ supervisor is 120 30 198 16875 critical
participating in the change process.
The capability of a change agent/ supervisor. 130 32 128 | 76.56 | Critical
The availability of a change agent/ supervisor. 113 32 128 | 63.28 Cll\ilt?(t:al
Tracking the change process performance periodically. 125 32 128 | 72.66 | Critical
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Training and teaching the employees before starting the 114 39 128 | 64.06 Not

change implementation. Critical
!:)efmmg cha_nge vision clearly before starting the change 130 39 128 | 7656 | Critical
implementation.

Developing a realistic change implementation schedule. 133 32 128 | 78.91 | Critical
Proper selectlon_ of a project in v_vhlch the organizational 133 32 128 | 7891 | Critical
change process is going to be initiated.

Forecasting challenges that may occur during the change 116 39 128 | 6563 Critical

implementation process.

Table 14. Change management factors for contractors

(6]
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3121
Individual’s readiness to change. 6 |15 2| 6| 3| 3.47 1.27 0.69
Individual’s personal experience. 3118|714 ]0]| 3.63 0.83 0.73
Employees commitment to change. 7116/4|5|0]| 3.78 0.97 0.76
The extent to which employees are involved in the al13l 717111 338 107 0.68
change process. ' ' '
Leadership techniques. 5118 5|2 | 2| 3.69 1.03 0.74
Communication among the employees. 31194 5|1 | 356 0.98 0.71
communication between management and 6 122031110/ 403 0.65 0.81
employees. ' ' '
Top management support during the change 1511215 0l0! a31 0.74 0.86
implementation process '
The extent to which a change agent/ supervisor is 30l al2l1] 375 0.84 0.75
participating in the change process. ' ' '
The capability of a change agent/ supervisor. 9 |18/ 4|0 | 1| 4.06 0.84 0.81
The availability of a change agent/ supervisor. 51138 |6 | 0| 353 0.98 0.71
Tra_ckl_ng the change process performance 10l13lel 211! 301 103 0.78
periodically.
Training and teaching the employees before starting
the change implementation. 5|161416)1 356 1.08 0.71
HaV|_ng a clear deflr_utlon of the <_:hange before 2112161210 206 0.91 0.81
starting the change implementation.
Developing a realistic change implementation 1al12131 30! a16 0.95 0.83
schedule.
Proper selection of a project in which the
organizational change process is going to be 11|16 4 | 1| 0| 416 0.77 0.83
initiated.
Forecasting challenges that may occur during the sl10l9lal1] 363 110 073
change implementation process. '




Table 15. Ranks of change management (contractors)

Individual’s readiness to change. 12 0.37
Individual’s personal experience. 9 0.23
Employees Employees commitment to change. 6 0.26
The extent to which employees are involved in the 5
change process. 13 0.3
Leadership techniques. 8 0.15
Top management support during the change 1 017
Communication | implementation process '
Communication among the employees. 10 0.28
communication between management and employees. 4 0.16
The capability of a change agent/ supervisor. 3 0.21
The extent to which a change agent/ supervisor is
Change Agent participating in the change %roc%ss. i ! 0.22
The availability of a change agent/ supervisor. 11 0.28
Proper selection of a project in which the organizational 9 016
change process is going to be initiated. '
Training and teaching the employees before starting the 10 0.30
change implementation. '
Planning and Having a clear definition of change vision before starting 3 0.22
Scheduling the change implementation. '
Developing a realistic change implementation schedule. 2 0.23
Forecasting challenges that may occur during the change 9 0.30
implementation process. '
Tracking the change process performance periodically. 5 0.26
Table 16. Critical factors groups ranks by contractors
I contractors Rank
Communication 3.910 1
Planning and Scheduling 3.898 2
Change Agent 3.781 3
Employees 3.563 4
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4.3 Organizational Change in Consulting offices (A/E)

4.3.1 Characteristics of the Respondents

The sample of consulting firm respondents was well educated, with 66% (10 in total) having
degrees in architectural engineering. The others mostly specialized in construction engineering and
management or civil engineering (see Figure 20). Approximately 47% of the respondents held
master’s degrees, and 7% had doctoral degrees. The majority of the respondents held the title
Operations Manager, contributing nearly half the total responses, while four respondents held the
title of Executive Manager. Figure 17 illustrates the distribution of consulting respondents
according to their job titles. In terms of years of experience in the construction industry, a
significant portion had more than 11, approximately 80% of the respondents. Figure 18 represents
the distribution of respondents according to their number of years of experience in the construction
industry. In terms of years with their current employer, a significant number had worked at their
present firm from six to 11 years (seven individuals, or 47%). The others were uniformly
distributed among the categories. Figure 19 shows the distribution of the respondents according to

their number of years working with their current employer.

Seven respondents stated that they have experienced and led more than six organizational changes
in their career, while others indicated either two or less than four times. Figure 22 represents the
distribution of the respondents according to the number of times they experienced organizational
change. Only five indicated that they had participated in more than six organizational changes in
their careers. Figure 23 represents the frequency of respondents participating in organizational
change. Again, the data were collected from very experienced and well-educated individuals,

indicating the reliability of the results obtained.
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JOB TITLE

W Operation Manager M General Manager M Executive Manager Mother ®

Figure 17. Job title distribution of respondents from consulting firms’

NUMER OF EXPERIENCE YEAR IN THE
CONSTRUCTION INDUSTRY

W 25 years or more B from16 years and less than 25 years

B from 11 years and less than 16 M from 6 years and less than 11

Figure 18. The relative distribution of consulting firms’ respondents according to number of years of experience in
the construction industry
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NUMER OF YEAR WITH THE CURRENT

W 25 years or more B from16 years and less than 25 years
M from 11 years and less than 16 W from 6 years and less than 11

M |ess than 6 years

Figure 19. The relative distribution of consulting firms’ respondents according to number of years with current

employer

EDUCATIONAL LEVEL

B Bachelor B Master ®PhD

Figure 20. Educational level distribution of respondents from consulting firms’
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AREA OF EDUCATION

M Arcitectural Engineering M Constrcution Engineering and Management

M Civil Engineering M Business Management

Figure 21. Education area distribution of respondents from consulting firms’

TIME OF EXPERIENCING AN
ORGANIZATIONAL CHANGE

B from 2tolessthan4 W6 or more

Figure 22. The relative distribution of consulting firms’ respondents according to number
of times experiencing a change
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TIMES OF PARTICIPATING IN AN
ORGANIZATIONAL CHANGE

B from 2tolessthan4 M6 or more

Figure 23. The relative distribution of consulting firms’ respondents according to number of times participating in a
change

4.3.2 Characteristics of the Organizations

This research analyzed data from six firms with annual revenues of SR 50M or more and six firms
with revenues between SR 10M and 20M. Figure 24 shows the relative distribution of consulting
offices according to their average annual revenue. In terms of the organizations’ sizes (i.e.,
manpower counts), offices with between 100 and 200 employees constituted the major portion (six
in total), while only three offices had more than 400 people. Figure 25 shows the relative
distribution of contracting firms according to their manpower counts. The types of projects taken
on by these consulting offices were categorized into the following groups: building construction,
infrastructure construction, and industrial construction. Building and infrastructure construction
projects were roughly equal in number, 13 and 14, respectively; industrial projects were far fewer.
Figure 26 shows the relative distribution of the project types taken on by the target sample. For the

consulting firms’ ages (in years), a significant portion had operated for 30 or more years, eight out
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of the 15 or approximately 50%. Figure 27 shows the relative distribution of contracting firms

according to age. All 15 consulting organizations had their main offices in Riyadh.

ANNUAL REVENUE (MILLIONS OF SR)

M More than SR 50M M from SR 20M to less than SR 30M
® from SR 10M to less than SR 20M

Figure 24. The relative distribution of consulting firms (A/E) firms according to the annual revenue.

ORGANIZATION'S SIZE (IN TERMS OF
MAN POWER)

H more than 400 m300-400 ™ 100-200 ™ Lessthan 100

Figure 25. The relative distribution of consulting firms (A/E) according to the
manpower size
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PROJECTS TYPES

M Buildings W Infrastructure M Industrial

Figure 26. The relative distribution of the different project types held by the targeted sample of consultants

ORGANIZATION AGE (IN YEARS)

MW 30 years or more B from 21 years to less than 30 years

M from 10 to less than 21 years M |ess than 10 years

Figure 27. The relative distribution of consulting firms according to their age

4.3.3 Characteristics of organizational changes

A total of 73% of the consulting offices implemented organizational changes at a gradual pace,
while the others implemented changes transitionally. This could be because either the change was

not urgent, leading to the selection of developmental change, or any potential resistance from
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employees would immediately be eliminated, thus prompting transitional change. The System’s
components (i.e., technology, people, structure, and tasks) were also analyzed for frequency of
use, indicating that all were of equal focus for consultants engaging in the organizational change
process. Figure 23 shows the component distribution for organizational change. This could be
explained by the nature of the consultants’ work. They used technology comprehensively to
conduct design analyses, deliver on tasks, and communicate to integrate various project

disciplines, and they all had a similar structure or work model/flow.

CHANGE COMPONENT

B People MTasks M Structure Technology

Figure 28. The components distribution in organizational changes (consultants)

4.3.4 Driving Forces Analysis Results

The level of impact of each factor on those performing organizational changes was measured using
the RII and Terrel’s transformation index. Driving forces were ranked within each of two groups:
external and internal. Toh el al. (2012) indicated that variables in the Terrell’s index above 65%

should be considered critical.
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4.3.4.1 External Forces

The results show that all external forces had an impact, but at different levels. These included
advancements in technology, new laws and regulations, and changes in customers’ needs. The
associated Terrell’s transformation values for those forces were 76.67%, 70%, and 70%,
respectively, indicating that all three of those forces were critical. The RII confirmed the Terrel’s
index. The results indicated the same external driving forces for organizational change. Tables 17
and 18 present the computation procedure used to obtain the Terrell’s transformation values and
the RII, respectively. Advancements in technology was ranked first and considered the most
critical. Consultants were mainly concerned about the design phase of construction projects, which
involves using computer-aided programs to prepare design documents. In the last decade, the
integration of BIM-based applications has increased significantly. Moreover, a considerable
number of the consulting offices surveyed provided supervision services. Interviewees discussed
the benefits of using scheduling software such as Primavera and Microsoft Projects in coordinating
the various site activities. This may be why this factor was ranked first. However, the related

coefficient of variation was 25%, reflecting that this force was not that important to a few offices.

New laws and regulations and changed customer needs were ranked second, with coefficients of
variation of 30% and 18%, respectively. Changed customer needs was found to have a greater
impact than new laws and regulations. One respondent explained that as a consulting office, their
number of employees was few and quite constant compared to contracting offices. Thus, the need
to implement any new law or rule could be made mandatory but still have a minimal impact if it
was applied to the existing system. This might explain the high coefficient of variation related to
the new laws and regulations. Changes in customer needs was associated with a coefficient of

variance of 18%, indicating considerable agreement among the consultants. This can be attributed
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to the fact that most consulting offices work with owners/clients. Thus, consultants must always

analyze trends in owner needs in order to survive in the market.

Social and cultural issues were ranked last on the list. Since most consulting work is confined to
design and management activities, it can be assumed that society and the surrounding environment
would have only a minor impact. A couple of the respondents focused on the economic situation
in the country as an external driving force. One argued that the country’s economic state, in
addition to the purchasing power of the end user, were among the most significant driving forces
obligating firms to continuously develop and study change plans as a part of their business
development. Table 19 illustrates the ranking of external forces by the consulting offices queried.

One interviewee explained:

the unstable economic state of ... nearby countries has affected us dramatically as a
consulting office. Prior to 2011, we used to have more than 350 employees working actively
inside our office. Currently, we have only 115 employees, [and] generally are less productive
than 10 years ago. Also, we used to provide design services but in the present we only offer
project management services.

He continued by stating that governmental support to the construction industry was vital to keeping
projects running. Any country’s economic cycle consists primarily of four components: the
government, banks, enterprisers, and end users. All four are interconnected. Any modifications to
one would affect the other three. To ensure a healthy and well-developed construction industry,
good financial support from the government is key. This result is end users having strong

purchasing power, which eventually increases the number of projects initiated.
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Table 17. Terrell's indices computation of external forces for consultants

Advancement of the technology 61 15 60 76.67 | Critical
New Laws and regulations 57 15 60 70.00 | Critical
Domestic market maturation 48 15 60 55.00 C:\iltcii[:al
Increased competition 52 15 60 61.67 C:\iltci)zal
Labor market issues 48 15 60 55.00 Cllr\ilt?ct:al
Changed customers’ needs 57 15 60 70.00 | Critical
Social issues 46 15 60 51.67 Cllr\ilt?ct:al
Cultural issues 43 15 60 46.67 Cllr\ilt?ct:al
Business Expansion 53 15 60 63.33 Cllr\ilt?ct:al

Table 18. External forces for consultants

1

4 13|21
Advancement of the technology 66| 1|20 4.07 1.03 0.81
New Laws and regulations 515|230 3.80 1.15 0.76
Domestic market maturation 0| 5[8]2]0 3.20 0.68 0.64
Increased competition 1183 ]3]0 3.47 0.92 0.69
Labor market issues 08| 2|5]0 3.20 0.94 0.64
Changed customers’ needs 11112 |1 |0 3.80 0.68 0.76
Social issues 114|550 3.07 0.96 0.61
Cultural issues 2 12| 4]6 |1 2.87 1.19 0.57
Business Expansion 2181410 3.53 1.06 0.71

Table 19. Ranks of external driving forces (consultants)

Advancement of the technology 1 0.25
New laws and regulations 2 0.30
Changed customers’ needs 2 0.18
Business Expansion 3 0.30
Increased competition 4 0.26
Domestic market maturation 5 0.21
Labor market issues 5 0.29
Social issues 6 0.31
Cultural issues 7 0.41




4.3.4.2 Internal Forces

The results of the analysis showed that only two internal forces were considered critical: goal
succession and organizational growth. The corresponding Terrell’s indices were 75% and 73.33%,
respectively. Goal succession was ranked first and considered the most critical. New goals are vital
because they motivate employees to achieve their best. However, establishing a new vision usually
requires altering the current working system. The coefficient of variation related to this factor was

16%, implying a strong agreement among consultants.

Organizational growth was ranked second on the list. Several respondents stated that as a firm’s
budget and employee count increased, opening new departments was vital to facilitating
communication throughout the firm and optimizing the use of existing resources. The coefficient
of variation was 18%. Thus, it can be concluded that respondents significantly agreed about the
force of organizational growth being of high importance. The lowest ranked factor was issues
related to mergers and acquisitions. The very high coefficient of variation, 71%, implies a
significant amount of disagreement among the respondents. More than five interviewees reported
that in the consulting field, it was rare to have mergers among two companies or offices. Table 21
represents the ranking of internal forces by consulting offices; Table 23 shows the ranking of force

groups.

Table 20. Terrell's indices computation of internal forces for consultants

Not
Unexpected economic crisis 45 15 60 50.00 Critical
Employees resistance (for example: 34 15 60 3167 Not
group strikes) ' Critical

Not
Merging and acquisition issues 32 15 60 2833 Critical
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Not
Changed administrative behavior 38 15 60 38.33 Critical
Goal Succession 60 15 60 75.00 | Critical
Organization Growth 59 15 60 73.33 | Critical

Table 21 Internal driving forces rank by consulting offices

Organization Growth 2 0.18
Unexpected crisis (unexpected loss, instant decline in

. 3 0.38
profits)
Goal Succession 1 0.16
Changed administrative behavior 4 0.36
Employees resistance (for example: group strikes) 5 0.51
Merging and acquisition issues 6 0.71

Table 22. The assessment details of internal forces by consulting firms respondents

1

4 1321
Unexpected economic crisis 2133|710 3.00 1.13 0.60
Employees resistance 03 |3|4]5 2.27 1.16 0.45
Merging and acquisition issues 112336 2.13 1.51 0.43
Changed administrative behavior 0]1|8|5]1 2.53 0.92 051
Goal Succession 3/9(3|0]0 4.00 0.65 0.80
Organizational Growth 2 (1111110 3.93 0.70 0.79

Table 23. Forces groups rank by consulting offices (A/E)

Average

Consultants RII Rank
External Forces 0.688888889 1
Internal Forces 0.595555556 2




4.3.5 Process of Organizational Change
The results indicate that consulting offices follow a systematic approach of the following sequence;

change plan preparation, change plan, content, change plan creation, and change plan

implementation

Table 24. Frequency of steps applied in managing changes inside consulting firms.

| ChangeManagementProcess  |Frequency| (%) |

Change Plan Preparation
Change plan prepared by internal committee formed by top management 14 93.33
Change plan prepared by External hired team such as consulting offices 2 13.33
Change Plan Creation

Defining goals and vision of the proposed change 14 93.33
Involving senior leaders in the process 10 66.67
Identifying the resources prior to planning the change 10 66.67
Defining the roles and responsibility of the individuals 10 66.67
Doing risk assessment 9 60

Identifying areas of resistance to the change within the firm 5 33.33
Doing change-readiness assessment on employees’ level 7 46.67
Doing change-readiness assessment on organization level 7 46.67

Change Plan Content
Identifying the responsibility of each activity 12 80.00
Setting major milestones 12 80.00
Including baseline for cost tracking 11 73.33
Identifying the start and end dates of the activities 10 66.67
Identifying the duration of each activity 9 60.00
Listing process activities 9 60.00
Change Plan Implementation

Empowering teamwork 11 73.33
Engaging stakeholders early in change planning 8 53.33
Monitoring and tracking the change progress 9 60.00
Identifying the people and groups that the change will impact on 12 80.00
Conveying motivation for the change 10 66.67
Providing training and teaching to stakeholders 10 66.67
Reinforcing change implementation through procedures, systems and policies 9 60.00
Including communication channels for questions and feedback 9 60.00
Change plan prepared by both internal team & external consultant 1 6.67
Using new leadership style/ method 10 66.67
Providing support by addressing concerns and fears among the employee 4 26.67
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4.3.5.1 Change Plan Preparation

The vast majority of top management in consulting offices (93.33%) formed internal teams or
committees to prepare organizational change plans. It seems that these consulting offices were
confident about their internal capabilities. However, one consulting office procured the services of
an external consultant to support their internal committee in preparing a desired change plan.
Supplementing internally-formed plans with external consultants adds value and eliminates bias.

Only two consultants (13.33%) depended on external consultants to prepare their change plans.

4.3.5.2 Change Plan Creation

The majority of the consultants (93.33%) indicated that organizational change teams defined the
goals and visions of proposed changes. Such teams were headed up by top management, usually
the executive director. As was expected, all reported taking the step of defining the goals of and
vision for changes to set guidelines to which all must adhere. Of the total, 66.66% of the
consultants engaged senior leadership in the implementation process. It was clear from the
interviews that organizational changes were often justified and initiated by top management, but
the rest of the process was led by supervisors appointed by top management. This might explain
why only two-thirds of respondents engaged senior leadership. Also, 66.67% of respondents

reported that financial and human resources were identified prior to planning a change.

They considered employees’ mental perceptions significant but obtained them only through verbal
indication in meetings and when carrying out day-to-day tasks. The same proportion, 66.67%,
defined the general responsibilities of the workers and staff. This low qualitative rate can be
attributed to the fact that all individuals working in consulting offices have distinct tasks and
responsibilities. Hence, it is not necessary to redefine their roles during a change. Only the roles
of change agents/supervisors need to be defined. Nine individuals (60%) did risk assessments, but
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in contrast to the contractors, detailed feasibility studies and sensitivity analyses were also
conducted and presented by the change team to top management. Approximately 46.67% indicated
that they assessed the change readiness of the organization and employees. This variation among

consultants may be because consulting offices often experience organizational change.

4.3.5.3 Change Plan Content

When preparing a change plan, after milestones are set, the details must be identified. In terms of
plan content, a significant portion of interviewees (more than 71%) stated that they usually
developed systematic documents or papers for the whole change process. These included making
lists of process activities, linking activities to individuals, identifying start times and durations of
activities, setting major milestones, and establishing a baseline. Around 80% of the contracting
companies linked activities to the responsible individuals. Assigning activities to distinct
individuals is essential and reflects good management. Of the total, 60% developed lists or agendas
for process activities, 60% estimated activities duration as absolute values, and 66.67% said they
identified activity start and end dates. Approximately 80% reported setting major milestones or
establishing and documenting detailed baselines based on complicated calculations and forecasts
(for tracking purposes). The high frequency of those two steps indicates the good degree of
tracking and monitoring in the process, implying good management practices. This may be because

most consultants’ regular work is delivered in the form of documents.

4.3.5.4 Change Plan Implementation

Approximately 67% of the leaders and change supervisors interviewed followed new leadership
techniques that energized workers and created a better environment for change. Change
supervisors must ensure that their employees adhere to new changes. They then report to top

management who track and monitor progress. Of the total, 34% of the consultants did not engage
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senior leadership when implementing organizational changes. The majority of firms considered
each department manager to be change agents/supervisors and any lower-level workers their
responsibility. The duty of a change agent is to ensure that the change plan is fulfilled and applied
according to the instructions of top management. Then, the change supervisors report directly to
top management in previously-scheduled meetings. Most consultants (67%) provided training and
education sessions to employees prior to initiating a change. This high percentage can be attributed
to the fact that employees are a core part of a consulting office. Hence, it is necessary to focus on

them when making organizational changes.

A substantial portion of respondents (73.33%) indicated that they encouraged teamwork among
their employees. From the interviews, it can be inferred that teamwork among consultants is
essential to keeping the work cycle running fluidly. Furthermore, 60% of consultants provided
specialized communication channels between top management and employees, and 53.33%
engaged stakeholders in the planning phase of the change process. Since changes in consulting
firms are usually about technology use, engaging stakeholders may not be necessary for every
change. A total of 60% monitored and tracked the change process according to a specified and
formal follow-up procedure, and 80% stated that those impacted by the change were identified
prior to the change being made. As stated above, individual workers are an essential part of any
consulting office, so it is reasonable to consider them carefully. However, only 66.67% reported
that they conveyed the motivation for any organizational changes, reflecting a lack of awareness

of the importance of employees among top management.
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4.3.6 Factors of Effective Change Management

After conducting a Terrell’s analysis, only two factors failed to be classified as critical: the extent
to which employees were involved in the change process and forecasting challenges that might
appear while implementing the change. The details of the RII ranking and Terrell’s transformation
index are shown in Tables 27 and 25, respectively. Periodic tracking of the progress of the change
process was the top factor and considered the most critical; the consultants were focused on the
path of the process for delivering the change goals. This may be because budgets in consulting
offices are often limited. Also, since most of the work of consultants occurs in an office setting,
workers tend to be more organized. The coefficient of variation was 11%, indicating strong

agreement among the respondents and underscoring the great importance of the factor.

Top management’s support during change implementation, the abilities of the change
agent/supervisor, and development of a realistic change implementation schedule were tied for
second in the ranking. Their coefficients of variation were 10%, 13%, and 21%, respectively.
However, since top management support during change implementation had the lowest coefficient
of variation (10%), it had the advantage over the other factors. As a rule, employees are key
components of a consulting office, so their mental and physical wellbeing are vital to ensuring an

effective production cycle. One respondent stated:

Within the last year, we ... implemented one simple step that enhanced the outcome of any
process significantly, empowering group discussions on any issue involving
decisionmaking. Group discussions make employees feel they have their own touch, which
will strengthen their loyalty to the company. Hence, the employees will feel emotionally
attached to [the] work and will consider the organization ... their second home and their co-
workers ... their second family. Eventually, the ultimate production of the company will
increase and the commitment to any work activity or task [and the company] will be more
stable.
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The abilities of the change agent/supervisor also had a low coefficient of variation (13%),
indicating the importance of this factor to consulting offices and reflecting that activities in such
offices are organized and supervised by a team of individuals. Generally, all of the factors ranked
high and all scores had minor differences among them, implying the significance of each. This
overall agreement on rankings points to consultants’ work being organized and effective. Table 26

illustrates the ranking of critical factors by consultants.

Table 25. Terrell's indices computation of change management factors for consultants

Individual’s readiness to change. 54 15 60 65.00 | Critcal
Individual’s personal experience. 54 15 60 65.00 | Critcal
Employees commitment to change. 57 15 60 70.00 | Critcal
The extent to which employees are involved in the 51 15 60 60.00 I\_Iqt
change process. Critical
Top management support during the change 63 15 60 80.00 | critical
implementation process

Leadership techniques. 62 15 60 78.33 | Critical
Communication among the employees. 57 15 60 70.00 | Critical
Communication between management and employees. 59 15 60 73.33 | Critical
The_e?(ten_t to_whlch a change agent/ supervisor is 59 15 60 73.33 | Critical
participating in the change process.

The capability of a change agent/ supervisor. 63 15 60 80.00 | Critical
The availability of a change agent/ supervisor. 57 15 60 70.00 | Critical
Tracking the change process performance periodically. 64 15 60 81.67 | Critical
Tralnmg and teachm_g the employees before starting the 60 15 60 7500 | critical
change implementation.

Deflnlng change vision clearly before starting the 62 15 60 28.33 | Critical
change implementation.

Developing a realistic change implementation 63 15 60 80.00 | critical
schedule.

Prope_r se_lectlon of a project |n_wh|9h the - 60 15 60 7500 | critical
organizational change process is going to be initiated.

Forecasfung challeng_es that may occur during the 53 15 60 63.33 l\_lqt
change implementation process. Critical
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Table 25. The rank of change management critical factors evaluated by the consulting firms respondents

Individual’s readiness to change. 7 0.27
Individual’s personal experience. 7 0.18
Employees Employees commitment to change. 6 0.18
The extent to which employees are involved in the 9 0.24

change process. '
Leadership techniques. 3 0.28
Top management support during the change 5 0.10

Communication | implementation process '
Communication among the employees. 6 0.28
communication between management and employees. 5 0.24
The capability of a change agent/ supervisor. 2 0.13

The extent to which a change agent/ supervisor is

Change Agent participating in the change %roc%ss. i S 0.18
The availability of a change agent/ supervisor. 6 0.15
Proper selection of a project in which the 4 018

organizational change process is going to be initiated. '
Training and teaching the employees before starting the 4 0.19

change implementation. '

. Defining change vision clearly before starting the

Planning change ?mplerr?entation. / ’ 3 0.18
Developing a realistic change implementation schedule. 2 0.21
Forecasting challenges that may occur during the 8 0.18

change implementation process. '
Tracking the change process performance periodically. 1 0.11

Table 26. The assessment details of change management factors by consulting firms respondents

l

3121

Individual’s readiness to change. 218230 3.60 0.986 0.72
Individual’s personal experience. 010410 360 0.632 0.72
Employees commitment to change. 1 (1172 (10| 3.80 0.676 0.76
The extent to which employees are involved in the ologl3lslol 340 0.828 0.68
change process.

Top management support during the change 3l12l0lolol 420 0.414 0.84
implementation process

Leadership techniques. 4191200 413 0.640 0.83
Communication among the employees. 417]11,3|0] 380 1.082 0.76
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5/4(3|2]|1
Communication between management and alsl1l210l 3903 0.961 0.79
employees.
The extent to which a change agent/ supervisor is sl11110110! 393 0.704 0.79
participating in the change process. ' ' '
The capability of a change agent/ supervisor. 4110]1/0]0| 420 0.561 0.84
The availability of a change agent/ supervisor. 1/1014]0|0| 3.80 0.561 0.76
Tra_ckl_ng the change process performance al111o0lolo!| 427 0.458 085
periodically.
Training and teaching the employees before starting
the change implementation. 31041110 400 0.756 0.8
Having a clear change definition before starting the
change implementation, 4110{011(0]| 413 0.743 0.83
Developing a realistic change implementation
schedule. 6|7 (11|00 420 0.862 0.84
Proper selection of a project in which the
organizational change process is going to be 3193|000/ 4.00 0.655 0.80
initiated.
Forecasting challenges that may occur during the olols|1l0! 353 0.640 071
change implementation process. ' ' '

4.4 Comparison Between the Perspectives of Contracting firms and
Consulting Offices

This section compares the results of the analyses of consultants’ and contractors’ responses. To
test the hypotheses, three analysis tools were used: a Welch’s t-test, Spearman’s rank correlation,
and Kendell’s coefficient of concordance. Side-by-side pie charts were developed to compare the

methodologies followed when managing organizational changes.
4.4.1 Organizational Changes Characteristics Comparison

Organizational changes in most consulting offices (73%) and approximately half of contractor
firms (53%) were implemented gradually at a developmental pace. Transitional changes occurred
in 27% of consulting offices and 35% of contracting firms. No transformational changes were

found in the consulting offices, and only 13% of contractors had faced such a challenge. Changes
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in consulting offices involved the four components of the system: people, technology, tasks, and
structure; a uniformly equal frequency was found for all. However, for contractors, the technology
component was less a focus than were the other three. It obtained a frequency of 19%, while the

other components were uniformly distributed.

4.4.2 Driving Forces Comparison

Fifteen driving forces of organizational change were grouped into two categories, external and
internal. The most critical forces were identified via Terrell’s transformation technique. The RII
(see Equation 3) was utilized to rank the forces. Kendall’s coefficient of concordance, Spearman’s
rank correlation, and the coefficient of variation were used to measure the significance of
difference between the two groups’ points of view. This section compares the results associated
with these driving forces, as evaluated by 32 contractors and 15 consultants. Each group’s ranked
scores were tabulated. For external forces, advancements in technology was ranked first by
consultants, with a coefficient of variation of 27%; increased competition was ranked first by
contractors, with a coefficient of variation of 20%. Both coefficients were acceptable, implying
strong agreement within each group. New laws and legislation was ranked second by both
consultants and contractors. However, the coefficient of variation for contractors was 18%, which
is significantly more advantageous over the consultants’ 30%. This could be attributed to the
competitive nature of the contractor market. In addition, there are substantially fewer employees

in consulting offices, sharply reducing the risk associated with this element.

Changes in customers’ needs was ranked second by consultants and sixth by contractors. Given
that the coefficient of variation associated with the consultants was low, it can be concluded that
it is important for consulting office but less so for contractors. This could be related to the fact that

consultants’ work is more tailored to clients’ needs and employees are directly exposed to their
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instructions. Moreover, according to the Terrell’s transformed value, changes in customers’ needs
was found to be critical and have significantly more influence than other forces. Generally, social
and cultural forces ranked low and were among the five lowest factors for both contractors and

consultants.

To assess the degree of agreement between contractors and consultants regardless of the grouping,
a Spearman’s rank correlation was applied (see Equation 6); the computed value was 0.74,
indicating fair agreement between contractors and consultants (+1 = full agreement and -1 = full
disagreement). To test the null hypothesis that there is no significant difference between
contractors and consultants, a significance graph of the Spearman’s correlation was used at a
confidence level of 95% (see Figure 29). With 13 degrees of freedom (i.e., the number of variables
minus two) and a value 0.74, the two datasets intersected above the 99% line, confirming the
validity of the null hypothesis. Table 28 shows the Spearman’s rank correlation index computation.
Refer to Table 28 for a detailed comparison of the driving forces as ranked by the contracting firms
and consulting offices; external forces were ranked first and internal forces second by both.
Kendall’s coefficient of concordance test was applied to examine the level of agreement among
the evaluators. The results showed that there was agreement regarding the impact of internal forces
and disagreement over external forces. Table 31 illustrates the parameters used in applying the

Kendall’s coefficient test.
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Figure 29. Area below 95% line indicates invalid null hypothesis while above indicate validity.

Table 27. Spearman's Rank Correlation Computation of driving forces

Advancement of the technology 1 4 3 9
Goal Succession 2 7 5 25
Organization Growth 3 3 0 0
New Laws and regulations 4 2 -2 4
Changed customers’ needs 4 8 4 16
Business Expansion 5 9 4 16
Increased competition 6 1 -5 25
Domestic market maturation 7 10 3 9
Labor market issues 7 6 -1 1
Social issues 8 11 3 9
Unexpected crisis (unexpected loss, instant
decline in profits) d 5 4 16
Cultural issues 10 12 2 4
Changed administrative behavior 11 13 2 4
Et;?li)elzg)yees resistance (for example: group 12 14 5 4
Merging and acquisition issues 13 15 2 4
Yd? 146
p 0.739285714




Table 29. Overall driving forces comparison between contractors and consultants

Advancement of the technology 1 0.25 3 0.27
Cultural issues 7 0.41 7 0.27
New Laws and regulations 2 0.30 2 0.18
External Change-d customers"needs 2 0.18 5 0.29
forces Business Expansion 3 0.30 6 0.32
Increased competition 4 0.26 1 0.20
Domestic market maturation 5 0.21 8 0.38
Labor market issues 5 0.29 4 0.36
Social issues 6 0.31 9 0.37
Organization Growth 2 0.18 1 0.19
Unex_pected crisis (upexpec.ted 3 0.38 3 0.31
loss, instant decline in profits)
Internal Goal Succession 1 0.16 2 0.36
forces Changed administrative behavior 4 0.36 4 0.61
Employee_s resistance (for 5 051 5 053
example: group strikes)
Merging and acquisition issues 6 0.71 6 0.64
Table 30. Forces categories rank by both contractors and consultants
Contractors Av;ﬁlge Rank Consultants Av;ﬁlge Rank
External Forces 0.701388889 1 External Forces 0.688888889 1
Internal Forces 0.605208333 2 Internal Forces 0.595555556 2
Table 31. Parameters used in Kendall’s Coefficient test for driving forces
W t statistic 2 degree of -value
X freedom b
External forces 0.020 10.110 15.510 8 0.340
Internal forces 0.160 46.830 11.071 5 0.000




4.4.3 Comparison of Followed Methodologies

Twenty-seven management steps were categorized into four groups and modified to be appropriate
in Saudi Arabia. In the questionnaire, respondents were asked to select all of the steps they
followed to implement organizational change. After application of a frequency analysis, a fair
number of differences were found between contractors and consultants. Contractors implemented
change by focusing on outcomes more than the process, while the reverse was true for consultants.
The contractors’ management style tended to be top-down, with the process of initiating change
starting with top management and not taking employees’ feedback into consideration. Conversely,
consultants gave greater attention to lower-level employees. Employees’ readiness to change and
acceptance or resistance to the particular change were considered important, while for contractors
this was irrelevant. However, teamwork was vital in both points of view but applied more

practically in consulting firms.

Change plans were prepared by internal committees formed by top management in both the
contractor and consulting firms. In rare cases, an external consultant or team was hired for a certain
purpose, such as providing a neutral evaluation of a change plan or convincing stakeholders. In
terms of change implementation documents, the consultants were more organized, identifying start
and end dates for the change process and who was responsible for particular activities. Most of the
consultants were aware of leadership techniques for implementing change, while the contractors
were not. Most consultants forecasted groups or individuals the change would impact, while for
contractors this was not a point of concern. Providing effective communication channels for
feedback while implementing change was a frequent focus in consulting offices. This can be

attributed to the fact that most consultants work in an office setting.
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In certain ways, the process of organizational change in the contracting firms was similar. In both,
change was initiated and justified by top management. Change plans in most of the contracting
and consulting organizations were prepared by internal committees formed by top management.
Teamwork’s positive impacts on change management and communication were emphasized by
both the consulting offices and contracting firms. Moreover, the model for implementing
organizational change was common across both groups; top management instructed change
supervisors who in most case were department managers, who in turn instructed their employees.
Then, frequent meetings were held between top management and change supervisors to track and

monitor progress and detect any deviation from the cost baseline.

Conversely, various differences were also revealed from this analysis. First, consultants developed
documents reflecting the entire organizational change process, while most contractors did not.
Second, more than 70% of consultants provided training and education sessions prior to change
implementation and established effective communication channels. Finally, consultants applied
new leadership techniques to facilitate change implementation. The extent to which employees
were mentally and physically ready for the change was considered by the top management of the
consulting offices. In terms of contractors, employees were significantly less the point of focus.

Figures 30 to 56 qualitatively illustrate the steps applied by contractors and consultants.
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CHANGE PLAN PREPARED BY CHANGE PLAN PREPARED BY

INTERNAL COMMITTEE FORMED BY INTERNAL COMMITTEE FORMED
TOP MANAGEMENT BY TOP MANAGEMENT

Do not Do not

Apply Apply

Figure 31. Frequency of preparing change plan by an internal team (consultants VS contractors)

CHANGE PLAN PREPARED BY CHANGE PLAN PREPARED BY
EXTERNAL HIRED TEAM SUCH AS EXTERNAL HIRED TEAM SUCH AS
CONSULTING OFFICES CONSULTING OFFICES

Apply Apply
Do not Do not
Apply Apply

87%

Figure 32. Frequency of preparing the change plan by external hired team (consultants V'S contractors)

CHANGE PLAN PREPARED BY BOTH
INTERNAL TEAM & EXTERNAL
CONSULTANT

CHANGE PLAN PREPARED BY
BOTH INTERNAL TEAM & EXTERNAL

CONSULTANT
7%
Apply Apply
Do not Do not
Apply Apply

Figure 33. Frequency of preparing the change plan by both internal team external hired team (consultants VS
contractors)
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DEFINING GOALS AND VISION OF DEFINING GOALS AND VISION OF
THE PROPOSED CHANGE THE PROPOSED CHANGE

13%

Apply Apply
Do not Do not
Apply Apply
Figure 34. Frequency of defining goals and vision of the proposed change (consultants VS contractors)
IDENTIFYING THE RESOURCES IDENTIFYING THE RESOURCES
PRIOR TO PLANNING THE CHANGE PRIOR TO PLANNING THE CHANGE
Apply Apply
Do not Do not
Apply Apply
Figure 35. Frequency of identifying the resources prior to planning the change (consultants VS contractors)
IDENTIFYING AREAS OF RESISTANCE IDENTIFYING AREAS OF RESISTANCE
TO THE CHANGE WITHIN THE FIRM TO THE CHANGE WITHIN THE FIRM
Apply Apply
Do not Do not
Apply Apply

Figure 36. Frequency of identifying areas of resistance to the change within the firm (consultants VS contractors)
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DOING RISK ASSESSMENT DOING RISK ASSESSMENT

Appl

Apply pply
Do not 20 r;ot

Apply e

Figure 36. Frequency of doing risk assessment (consultants VS contractors)
DEFINING THE ROLES AND DEFINING THE ROLES AND

RESPONSIBILITY OF THE INDIVIDUALS RESPONSIBILITY OF THE INDIVIDUALS
Apply Apply
Do not Do not

Apply Apply

Figure 37. Relative frequency of defining the roles and responsibilities of the individuals (consultants VS contractors)

DOING CHANGE-READINESS DOING CHANGE-READINESS
ASSESSMENT ON ORGANIZATION ASSESSMENT ON ORGANIZATION
LEVEL LEVEL
Apply Apply
Do not Do not
Apply Apply

Figure 37. Relative frequency of doing change-readiness assessment on organization’s level (consultants VS contractors)
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LISTING PROCESS ACTIVITIES LISTING PROCESS ACTIVITIES

Apply Apply
Do not Do not
Apply Apply
Figure 39. Relative frequency of listing process activities (consultants VS contractors)
IDENTIFYING THE DURATION OF EACH IDENTIFYING THE DURATION OF EACH
ACTIVITY ACTIVITY
Do not e Do not
Apply 0 Apply
Figure 40. Relative frequency of identifying the duration of each activity (consultants VS contractors)
IDENTIFYING THE START AND END IDENTIFYING THE START AND END
DATES OF THE ACTIVITIES DATES OF THE ACTIVITIES
Apply Apply
Do not 539% Do not
Apply Apply

Figure 41. Relative frequency of identifying the start and end dates of each activity (consultants VS contractors)
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IDENTIFYING THE RESPONSIBILITY OF

IDENTIFYING THE RESPONSIBILITY OF EACH ACTIVITY

EACH ACTIVITY

Apply Apply
Do not Do not
Apply Apply
Figure 42. Relative frequency of identifying the responsibility of each activity (consultants VS contractors)
SETTING MAIJOR
SETTING MAIJOR MILESTONES
MILESTONES
Apply Apply
Do not Do not
Apply Apply
Figure 38. Relative frequency of setting major milestones (consultants VS contractors)
INCLUDING BASELINE FOR COST INCLUDIN?_::CS:II;\I‘I;E FOR COST
TRACKING
Apply Apply
Do not Do not
Apply Apply

Figure 39. Relative frequency of including baseline for cost tracking (consultants V'S contractors)
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INVOLVING SENIOR LEADERS IN THE INVOLVING SENIOR LEADERS IN THE
PROCESS PROCESS

16% Apply
Do not
Apply
84%

Figure 40. Relative frequency of involving senior leaders in the process (consultants VS contractors)

USING NEW LEADERSHIP STYLE/ USING NEW LEADERSHIP STYLE/

METHOD METHOD
Apply Apply
Do not Do not
Apply Apply
Figure 41. Relative frequency of using new leadership style/ method (consultants VS contractors)
EMPOWERING TEAMWORK EMPOWERING TEAMWORK
Apply Apply
Do not Do not
Apply Apply

Figure 42. Relative frequency of empowering teamwork (consultants VS contractors)
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REINFORCING CHANGE REINFORCING CHANGE
IMPLEMENTATION THROUGH o'C'\E/II')’LE'\EIISENST»‘;TIEONSTHRDOU:)SIL-IC o
PROCEDURES, SYSTEMS AND POLICIES PR URES, SYSTEMS AND POLICI

Apply Apply
Do not Do not
Apply Apply

Figure 48. Relative frequency of reinforcing change implementation through new procedures, systems and policies (consultants
VS contractors)

IDENTIFYING THE PEOPLE AND IDENTIFYING THE PEOPLE AND
GROUPS THAT THE CHANGE WILL GROUPS THAT THE CHANGE WILL
IMPACT ON IMPACT ON
Apply Apply
Do not Do not
Apply 50% Apply

Figure 43. Relative frequency of identifying people and groups that the change will impact on (consultants VS contractors)

ENGAGING STAKEHOLDERS EARLY IN ENGAGING STAKEHOLDERS EARLY IN
CHANGE PLANNING CHANGE PLANNING
Apply Apply
Do not Do not
53% Apply Apply

Figure 50. Relative frequency of engaging stakeholders early in change planning (consultants vs contractors)
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PROVIDING TRAINING AND TEACHING

TO STAKEHOLDERS PROVIDING TRAINING AND TEACHING

TO STAKEHOLDERS

Apply Apply
Do not Do not
Apply Apply

Figure 51. Relative Frequency of providing training and teaching to stakeholders (consultants VS contractors)

CONVEYING MOTIVATION OF CHANGE CONVEYING MOTIVATION OF
TO THE EMPLOYEES CHANGE TO THE EMPLOYEES

Apply Apply

Do not g Do not

Apply B Apply
56%

Figure 52. Relative Frequency of conveying motivation of change to the employees (consultants VS contractors)

INCLUDING COMMUNICATION INCLUDING COMMUNICATION
CHANNELS FOR QUESTIONS AND CHANNELS FOR QUESTIONS AND
FEEDBACK FEEDBACK

Do not 31% Do not
69%

Figure 53. Relative Frequency of inclusing communication channels for questions and feedback (consultants VS contractors)
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PROVIDING SUPPORT BY
ADDRESSING CONCERNS AND FEARS
AMONG THE EMPLOYEES

PROVIDING SUPPORT BY
ADDRESSING CONCERNS AND FEARS
AMONG THE EMPLOYEES

Apply Apply
16%

Do not ) Do not

Apply Apply

Figure 45. Relative Frequency of providing support by adressing concerns and fears among the employees (consultants VS
contractors)

MONITORING AND TRACKING THE MONITORING AND TRACKING THE
CHANGE PROGRESS CHANGE PROGRESS

Apply Apply
Do not Do not
Apply Apply

Figure 44. Relative Frequency monitoring and tracking the change progress (consultants VS contractors)

DOING CHANGE-READINESS
ASSESSMENT ON EMPLOYEES’ LEVEL

DOING CHANGE-READINESS
ASSESSMENT ON EMPLOYEES’ LEVEL

Apply Apply
Do not 22 Do not
Apply B Apply

Figure 56. Relative Frequency of doing change-readinessv assessment on employees’s level(consultants VS contractors)
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4.4.4 Change Management Critical Factors Comparison

4.4.4.1 Spearman’s Rank Correlation Analysis

A Spearman’s rank correlation was applied (see Equation 6) to measure the level of agreement
between the contractors and consultants. A Spearman’s value of +1 indicates full agreement
between the two groups being analyzed, while a value of -1 indicates full disagreement. To apply
the Spearman’s rank correlation in the present research, the critical factors were ranked from both
the contractors’ and consultants’ points of view. The value computed was 0.79, reflecting strong
agreement between the contractors and consultants. Table 32 demonstrates the procedure followed
to obtain the Spearman’s rank correlation value. To test the null hypothesis that there were no
significant differences between the contractors and consultants, a significance chart of the
Spearman’s rank correlation was developed (see Figure 57). The results show that the null

hypothesis was true and there was no significant difference between the two groups.

Table 32. Spearman's Rank Correlation computation of critical factors

Tracking the change process performance periodically. 1 5 4 16
Top management support during the change implementation 5 1 1 1
process

The capability of a change agent/ supervisor. 2 3 1 1
Developing a realistic change implementation schedule. 2 2 0 0
Leadership techniques. 3 8 5 25
Defining change vision clearly before starting the change 3 3 0 0
implementation.

Training and teaching the employees before starting the change 4 10 5 36
implementation.
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Proper selection of a project in which the organizational change

o L 4 2 -2 4
process is going to be initiated.
communication between management and employees. 5 4 -1 1
The extent to which a change agent/ supervisor is participating in 5 y
the change process. 2 4
Employees commitment to change. 6 6 0 0
Communication among the employees. 6 10 4 16
The availability of a change agent/ supervisor. 6 11 5 25
Individual’s readiness to change. 7 12 5 25
Individual’s personal experience. 7 9 2 4
Forecasting challenges that may occur during the change 8 9 1 1
implementation process.
The extent to which employees are involved in the change 9 13 4 16
process.

p | 0.78554

1.00

0.9 i

08 ﬁ‘“ux -
{7 '\_\\\
06 L Y

10

P 3 \\“\\ :
| L IND
02 \

)
(%) 1943 3auvagiudiy

30

2 4 A& B 0 20

Degree of freedom (- 2)

40 &l BOO100

Figure 46. Area below 95% line indicates invalid null hypothesis while above indicate validity. Since both lines
intersect above line 99.99%, the null hypothesis is true
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4.4.4.2 Welch’s t-test, Kendall’s Coefficient and Terrell’s transformation index Analyses

Seventeen critical factors were grouped into four categories: planning, employees, communication,
and change agents. Each category was assigned a score representing the average of all factors’
scores included in that category. Table 33 lists the scores for each category, with one score
provided by contractors and the other by consultants. All groups were ranked the same by both the
contractors and consultants. In descending order, these were: communication, planning and
scheduling, change agents, and employees. Communication and planning and scheduling had
nearly identical scores, indicating that those groups were substantially more significant than the

other two.

A Welch’s t-test was conducted on the group level to test the significance of the groups’ means. A
two-tailed test was applied at a confidence level of 95%. The results showed that the null
hypothesis was true (i.e., the means of the tested groups were not equal). There was considerable
difference between the means of the employees and planning and scheduling groups. The null
hypothesis for the communication and change agent groups was false; no significant difference in
the means was found. In sum, according to the Welch’s t-test, contractors and consultants
disagreed about the importance of employees and planning and scheduling. The test could not
determine which group contributed to the difference. However, the methodologies and critical
factors analyses showed that consulting offices focused more on characteristics related to
employees and planning issues. Hence, it can be concluded that the disagreement over employees

and planning and scheduling resulted from the consultants’ evaluations. Table 34 shows the

111



variance in each group. Tables 35 through 38 illustrate the results of the Welch’s t-test of the

critical factors groups.

The Kendall’s coefficient of concordance was applied to verify the results obtained by the Welch’s
t-test. The results were identical to those obtained by the Welch’s t-test; there was significant
disagreement between contractors and consultants regarding the importance of employees and
planning and scheduling. Table 39 illustrates the parameters used to conduct the Kendall’s
coefficient of concordance test. The consultants agreed about the importance of personal
characteristics directly related to employees and planning and documenting the change
implementation process, feeling that a focus on both increased the probability of an effective
change management process; contractors did not pay attention to such matters. However,
consultants and contractors agreed on the importance of communication in managing

organizational change.

The Terrell’s transformation value was employed to identify critical change management factors.
For contracting firms, five of the 17 factors were determined not to be critical: individuals’ change
readiness, the extent to which employees were involved in the change process, communication
among employees, availability of change agents, and training and education for employees prior
to change implementation. In contrast, for consulting offices, only two of those factors were
identified as not critical: the extent to which employees are involved in the change process and
forecasting challenges that may appear during change implementation. Thus, contracting firms
focused less on employees; the entire group of factors associated with employees was not critical,
while for the consultants it was. This implies that the management style in contracting firms is top-

down, and there are no distinct procedures or policies for managing organizational change.
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Table 33. change management factors group scores

Factors Affecting Change Management
contractors Rank consultants Rank

Employees 3.563 4 3.600 4
Communication 3.910 1 4.022 1
Change Agent 3.781 3 3.978 3
Planning and Scheduling 3.898 2 4.017 2

Table 34. Variances and standard deviation computation of critical factors groups

- contractors . stan_dqrd consultants . staqdqrd
variance | deviation variance | deviation
3.4688 3.6000
3.6250 3.6000
Employees 37813 0.0239 0.1547 3.8000 0.0200 0.1414
3.3750 3.4000
3.6875 4.2000
.. 3.5625 4.1333
Communication 40313 0.0393 0.1982 3.8000 0.0253 0.1590
4.3125 3.9333
3.7500 3.9333
Change Agent 4.0625 0.0475 0.2180 4.2000 0.0277 0.1663
3.56313 3.8000
3.9063 4.2667
3.5625 4.0000
. 4.0625 4,1333
Planning 4.1563 0.0578 0.2403 4.2000 0.0573 0.2393
4.1563 4.0000
3.6250 3.56333

Table 28 Welch's t-test results of Employees group between contractors and consultants

Employees
statistic t -0.8111
degree of freedom 29.8707
o-value 0.4239
No Agreement
Interval 0.0933
Confidence Interval Lower Lim -0.1303
Upper Lim 0.0563
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Table 29. Welch's t-test results of planning group between contractors and consultants

Planning and Scheduling
statistic t -1.4804
degree of freedom 27.5800
p-value 0.1503
No Agreement
Interval 0.1538
Confidence Interval Lower Lim -0.2648
Upper Lim 0.0428

Table 30. Welch's t-test results of communication group between contractors and consultants

Communication
statistic t -2.2048
degree of freedom 33.7384
p-value 0.0345
Agreement
Interval 0.1098
Confidence Interval Lower Lim -0.2288
Upper Lim -0.0092

Table 38. Welch's t-test results of change agent group between contractors and consultants

Change Agent

statistic t -3.4144

degree of freedom 35.2955

sl 0.0016
Agreement

Interval 0.1171

Confidence Interval Lower Lim -0.3141

Upper Lim -0.0799

Table 39. Parameters used in Kendall's Coefficient test for critical factors of change management

. degree of
- w t statistic 12 freedom p-value

Employees 0.017 3.302 6.604 3 0.085
Commination 0.044 8.272 7.815 3 0.000
Change Agent 0.06 8.574 5.991 2 0.000

Planning 0.016 4.652 6.038 5 0.298
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CHAPTER FIVE
SUMMARY, CONCLUSION AND RECOMMENDATION

5.1 Introduction

This chapter summarizes the research study in term of the methodology and findings from the
analysis. The chapter also includes the conclusions drawn and lists recommendations for

contracting and consulting firms. Suggestions for future research are also outlined below.

5.2 Summary of the Study

An organizational change is a modification to an existing system within an organization. Any
system primarily consists of four interconnected components: people, technology, tasks, and
structure. Changing a certain component affects the other three. Therefore, having an efficient
change management process is essential to obtaining the desired outcome. The main objective of
the present work was to comprehensively examine three major topics related to change
management and identify critical drivers initiating change, current processes of managing change
in Saudi Arabia, and essential aspects of effective change management. These topics were
evaluated from the perspectives of contracting firms and consulting offices. A structured
questionnaire was developed to facilitate achievement of these objectives. A total of 32 contractors
and 15 consultants participated in the survey, offering their answers in the presence of the

researcher to ensure reliable data.
5.3 Summary of the Findings

This section briefly presents the findings of this research.
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5.3.1 Major Findings

External factors including increased competition, new laws and regulations, and
advancements in technology and the internal factors of organizational growth and goal
succession were the most critical factors driving contractors to make organizational changes.
The external factors of advancements in technology, new laws and regulations, and changing
customer needs and internal factors of goal succession and organizational growth were the
most critical factors driving consultants to make organizational changes.

Both contractors and consultants followed systematic approaches when implementing
organizational change. In contracting firms, the organizational change process was primarily
initiated and justified by top management and the framework for the change process was
prepared by an internal team. Most contractors neither developed full documentation for the
change processes nor applied distinct methodologies when managing changes.
Implementation consisted of the following sequence. Top management instructed change
supervisors who were usually departments managers; they, in turn, instructed the employees
impacted.

In consulting offices, organizational change was also initiated and justified by top
management and the change plan prepared by an internal team. Most consulting offices
developed full documentation for the change process and followed distinct procedures when
managing the change. Prior to implementing the change, most consulting offices provided
training sessions and established effective communication channels between top
management and lower-level employees. The implementation process consisted of the
following flow sequence. Top management instructed change supervisors who were the

leaders of worker units; they, in turn, instruct the employees impacted.
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e Top management’s support during the change implementation process, development of a
realistic change implementation schedule, proper selection of the project to initiate the
change, abilities of the change agent/supervisor, and a clear definition of the change before
implementation were the most critical factors contributing to effective change management
in construction firms.

e Leadership techniques and a clear definition of the change before implementation were the
most critical factors contributing to effective change management in consulting firms.
Periodically tracking the change process, top management’s support during the change
implementation process, abilities of the change agent/supervisor, and development of a
realistic change implementation schedule were ranked second.

e The four components of change (i.e., people, technology, tasks, and structure) were all points
of concern for consulting offices. Technology was less of a focus in contracting firms.

¢ Inboth consulting firms and contracting offices, change implementation plans were most often
prepared by internal teams formed by top management.

e A gradual implementation of organizational changes was preferred by more than 60% of both
contractors and consultants. No consulting offices transitionally implemented changes, while
13% of contractors did.

e The majority of both contractors and consultants preferred to implement organizational
changes gradually.

e Transitional change was not popular among consulting offices or contractors.

5.3.2 Minor Findings

Several outcomes of this research will be of importance to the reader. Following is a list of the

minor findings of this study.
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e The four components of change (i.e., people, technology, tasks, and structure) were all points
of concern for consulting offices. Technology was less of a focus in contracting firms.

e A considerable number of individuals working in top management in contracting firms were
not familiar with the topic of organizational change management.

e Mergers and acquisitions in the construction industry in Saudi Arabia are rare.

e About 30% of respondents believed that to deliver organizational changes successfully, it was
essential to establish an unbiased team to supervise and manage the change implementation
process.

5.4 Conclusion

Contractors and consultants in Saudi Arabia must regularly engage in organizational change in
response to both external and internal drivers. They follow a systematic approach to managing
such change. Change management affects the people touched by organizational change. Whether
an organization is fixing a problem or taking advantage of a new opportunity, a company must
ensure that the whole team embraces top management’s new direction and adopts and properly
learns to use the new system and process. The contractors queried for the present research
considered increased competition to be the most powerful external driver of change, while for the
consultants it was advancements in technology. New laws and regulations was ranked second for
both. In terms of internal drivers, organizational growth was the most critical for contractors,
while for consultants it was goal succession.

Contracting firms and consulting offices generally had similar organizational change processes.
In both, changes were initiated and justified by top management, change plans were formed
internally, and frequent meetings were held between top management and change supervisors to

track progress. However, most consulting offices developed full documentation for the entirety
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of the change process and provided training sessions prior to implementation, while contractors
did not. Regarding the factors necessary for effective change management, top management’s
support during the implementation process was critical and ranked first by contractors and second

by consultants. Periodic tracking of the change process ranked as the top factor for consultants.

5.5 Recommendations

5.5.1 For Contractors

e Consider the characteristics of their employees, such as their mental and emotional issues,
readiness to change, and work experience, as they are the core of any organization.

e Ensure effective communication channels, such as a unified electronic portal or coordination
team to facilitate communication across departments and enhance synchronization among
employees of different disciplines.

e Follow new leadership techniques when implementing organizational changes and treat
employees properly, as they are the core of any organization.

e Invest more time in planning their change management process, since 80% of process costs
are incurred during the planning phase.

e |f there is none, establish a department for business development, as this would be
significantly beneficial in the long term as a means of efficiently responding to market
changes.

e Develop a documentation system for the entire organizational change process, as this would
reduce internal conflicts, ensure better coordination, promote a friendlier work environment,

and optimize time performance.
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e Form an unbiased team to develop and supervise the change management process. This will
promote trust and honesty among employees.
e Integrate trends in communications technology, such as virtual meetings via computers; this

will significantly reduce cost and time as compared to traditional methods.

5.5.2 For Consultants (A/E)

e Hire specialized business analysts to enhance current feasibility analysis systems in the
development unit/department.

e Establish a unit specializing in feasibility studies and tendering issues.

e Ensure that employees are satisfied and comfortable; this will positively contribute to the
outcome of any process.

e Hire technical engineers with different disciplines, since the rate of industrial and heavy
engineering projects is increasing significantly in Saudi Arabia.

e Ensure effective communication channels such as a unified electronic portal or coordination
team to facilitate cross-department exchanges and enhance synchronization of employees of
different disciplines

e |f training and teaching sessions are essential for an organizational change, provide them at
no cost to ensure the maximum rate of participation.

5.6 Recommendations for Future Research

e Further studies could be conducted to reveal relationships among variables in which new
hidden variables groups could be obtained using confirmatory factors analysis.
e Frequency could be integrated with the relative importance analysis used in ranking the forces

driving organizational change.
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Employees’ perspectives on the change management process could be addressed in a separate
study.

Researchers could further examine the impact of the project-based nature of the construction
industry on the organizational change process in contracting firms.

Studies could be conducted on different construction disciplines other than building
construction across the industrial and heavy engineering areas.

Researchers could conduct studies of different regions other than the central region of Saudi
Arabia to extend these findings across the nation.

A study could include contractors and consultants of Grades 2, 3, and 4.
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Introduction

We are doing a research at King Fahd University of Petroleum and Minerals. The
research is going to study the field of “Organizational Change in the Construction
Industry of Saudi Arabia”. Briefly, Organizational change is changing the current
working performance-system of the firm or changing part of it. Any change in; the
technology used, people staff, services to be delivered or firms; restructure, is
considered to be organizational change. Generally, when the current state of a firm
is facing difficulties in achieving the firm’s goals, a change on the organization level
may be required to avoid any undesired consequences. Also, the change might be
raised as a response to external forces, such as local competition. Addressing the
need for a change is crucial to develop an implementation plan. Furthermore,

managing the change process is important to deliver a successful change.
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Section (1): Respondent Profile

This section seeks information related to the respondent. kindly select the appropriate
answer by placing (V) in the box next to your answer.

. Job Title:

[ Executive Manager
[0 Operation Manager
O General Manager

[ Other, kindly specify

Number years of experience in Construction industry:
O Lessthan 5 years
0 From 6 to 10 years
O From 11 to 15 years
O More than 15 years

Number of years with the current employer:
O Lessthan 5 years
0 From 6 to 10 years
O From 11 to 15 years
O More than 15 years

Educational Level:
O Bachelor
O Master
O PhD
O Other, kindly specify

Area of education:

Civil

Architecture
Mechanical
Electrical

Other, kindly specify

OOO0oo
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6. Experienced organizational change over your life career:
O Lessthan 2 times
O 2tolessthan 4 times
O 4tolessthan 6 times
O 6or moretimes

7. Participation in an organization change management over your life career:
O Lessthan 2 times
O 2tolessthan 4 times
O 4tolessthan 6 times
O 6 or moretimes
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Section (2): Organization Profile

This section contains questions seeking information related to your current employer’s
organization. Please select the appropriate answer by placing (V) in the box next to your
answer.

1. Annual revenue (in millions of SR):
Less than 10

From 10 to less than 20
From 20 to less than 30
From 30 to less than 240

40 or more

OO0000

2. Your organization’s size is (in terms of man power):
Less than 100 employees

From 100 employees and less than 200 employees
From 200 employees and less than 300 employees
From 300 employees and less than 400 employees
400 employees or more

OoO0oaano

3. Type of projects [you may select more than one answer]:

O buildings
O Infrastructure, heavy work, dams
O Industrial

O Other, kindly specify

4. Organization Age:
[ Lessthan 10 years
O From 11 to 20 years
O From 21 to 30 years
O More than 30 years
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5. Location of organization main office:
0 Dammam
0 Khobar
O Jubail
[0 Dhahran
0 Other, kindly specify
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Section (3): Driving Forces to Organizational Change

The following is a list of external and internal potential forces that may drive an organizational
change in contacting firms in Saudi Arabia. Kindly, measure the impact of each force on driving

organizational change by placing (V) in the scale below each driving force.

External Forces

1. Advancement of the technology

Very Low Low Moderate High Very High

2. New Laws and regulations

Very Low Low Moderate High Very High

3. Domestic market maturation

Very Low Low Moderate High Very High

4. Increased competition

Very Low Low Moderate High Very High

5. Labor market issues

Very Low Low Moderate High Very High
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6. Changed customers’ needs

Very Low Low Moderate High Very High

7. Social issues:

Very Low Low Moderate High Very High

8. Cultural issues:

Very Low Low Moderate High Very High

9. Business expansion

Very Low Low Moderate High Very High

[Other driving forces, Please specify and evaluate]

>

Very Low Low Moderate High Very High
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Very Low Low Moderate High Very High
Very Low Low Moderate High Very High
Very Low Low Moderate High Very High
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Internal Forces

1. Unexpected crisis (unexpected loss, instant decline in profits)

Very Low Low Moderate High Very High
2. Employees resistance (for example: group strikes)

Very Low Low Moderate High Very High
3. Merging and acquisition issues

Very Low Low Moderate High Very High

4. Changed administrative behavior (for example: issues related to decision-making process,

disputes resolving process)

Very Low Low Moderate High Very High
5. Goal Succession (the ultimate purpose is achieved)
Very Low Low Moderate High Very High

6. Growth (when number of employees or budget increases, more complex hierarchy may be

needed)

Very Low

Low

Moderate

High

Very High
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[Other driving forces, Please specify and evaluate]

>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
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Section (4): Change Characteristics

It is believed that organizational changes are occurring at different degrees over the life of any
organization. Therefore, your organization goes through timely changes. This section focuses on the
characteristics associated with the change. You are kindly requested to provide the required information
by placing a tic (V) in the box next to your answer.

1. The best classification of the change implementation that took place in your organization:
[0 Development change (continuous progression of the change, old state is kept).
[0 Transitional change (the organization turned from the old state into the new state
with a time period between the two states)
O Transformational change (the organization faced chaos, ups and downs. Hence, a
complete change was necessary to rescue the organization).

2. Which of the following change plan considered/ focused on [you may select more than
one answer]:

People (individual’s roles)

Tasks (products and services to be delivered)

Structure (organization hierarchy and communication methods)

Technology (machines and equipment)

All the above (organization re-structuring)

OoOooand

3. The change was performed by:
O Internal team
O Hired consultant
O Other, please specify
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Section (5): Change management process

This section aims to identify the common followed methodologies of change management
process in the construction industry of Saudi Arabia. Briefly, change management is a process
that integrates certain techniques to achieve the proposed change. You are kindly requested to
indicate the techniques that are followed in your organization to manage change processes..

» Change-Plan Preparation

[0 Change plan prepared by internal committee formed by top management

[0 Change plan prepared by External hired team such as consulting offices addressing
[ Other, kindly specify
O

» Change-Plan Creation
Defining goals and vision of the proposed change
Identifying the resources prior to planning the change
Identifying areas of resistance to the change within the firm
Defining the roles and responsibility of the individuals
Determining change plan milestones

Doing change-readiness assessment on employees’ level
Doing change-readiness assessment on organization level
Doing risk assessment

Other, kindly specify

Oo0o0o0O0O0oOooO0On

» Change-Plan Content

Listing process activities

Identifying the duration of each activity
Identifying the start and end dates of the activities
Identifying the responsibility of each activity
Setting major milestones

Including baseline for cost tracking

Other, kindly specify

Ooo0oooood
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» Change-Plan Implementation

Od0o00o0O0Oo0O0Oo0OoOooOooaaa

Involving senior leaders in the process

Using new leadership style/ method

Empowering teamwork

Reinforcing change implementation through procedures, systems and policies
Identifying the people and groups that the change will impact on

Engaging stakeholders early in change planning

Providing training and teaching to stakeholders

Conveying motivation for the change

Including communication channels for questions and feedback

Providing support by addressing concerns and fears among the employee
Monitoring and tracking the change progress

Other, kindly specify
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Section (6): factors of effective change management

The followings are potential factors for effective change management. Kindly evaluate their

impact on the effectiveness of change management by placing [ \/] in the box next to each force.

1. Individual’s readiness to change.

Very Low Low Moderate High Very High

2. Individual’s personal experience.

Very Low Low Moderate High Very High

3. Employees commitment to change.

Very Low Low Moderate High Very High

4. The extent to which employees are involved in the change process.

Very Low Low Moderate High Very High
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5. Communication among the employees.

Very Low

Low

Moderate

High

Very High

6. Training and teaching the employees before starting the change implementation.

Very Low Low Moderate High Very High
7. Leadership techniques.

Very Low Low Moderate High Very High
8. communication between management and employees.

Very Low Low Moderate High Very High
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9. The extent to which a change agent/ supervisor is participating in the change process.

Very Low Low Moderate High Very High
10. The capability of a change agent/ supervisor.

Very Low Low Moderate High Very High
11. The avadilability of a change agent/ supervisor.

Very Low Low Moderate High Very High
12. Defining change vision clearly before starting the change implementation.

Very Low Low Moderate High Very High
13. Developing a realistic change implementation schedule.

Very Low Low Moderate High Very High
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14. Tracking the change process performance periodically.

Very Low

Low

Moderate

High

Very High

15. Proper selection of a project in which the organizational change process is going to be

initiated.

Very Low

Low

Moderate

High

Very High

16. Forecasting challenges that may occur during the change implementation process.

Very Low Low Moderate High Very High
17. Top management support during the change implementation process.
Very Low Low Moderate High Very High
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[Others, Please specify and evaluate]

>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
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Introduction

We are doing a research at King Fahd University of Petroleum and Minerals. The
research is going to study the field of “Organizational Change in the Construction
Industry of Saudi Arabia”. Briefly, Organizational change is changing the current
working performance-system of the firm or changing part of it. Any change in; the
technology used, people staff, services to be delivered or firms; restructure, is
considered to be organizational change. Generally, when the current state of a firm
is facing difficulties in achieving the firm’s goals, a change on the organization level
may be required to avoid any undesired consequences. Also, the change might be
raised as a response to external forces, such as local competition. Addressing the
need for a change is crucial to develop an implementation plan. Furthermore,

managing the change process is important to deliver a successful change.
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Section (1): Respondent Profile

This section seeks information related to the respondent. kindly select the appropriate
answer by placing (V) in the box next to your answer.

. Job Title:

[ Executive Manager
[0 Operation Manager
O General Manager

[ Other, kindly specify

Number years of experience in Construction industry:
O Lessthan 5 years
0 From 6 to 10 years
O From 11 to 15 years
O More than 15 years

Number of years with the current employer:
O Lessthan 5 years
0 From 6 to 10 years
O From 11 to 15 years
O More than 15 years

Educational Level:
O Bachelor
O Master
O PhD
O Other, kindly specify

Area of education:

Civil

Architecture
Mechanical
Electrical

Other, kindly specify

OOO0oo

153




6. Experienced organizational change over your life career:
O Lessthan 2 times
O 2tolessthan 4 times
O 4tolessthan 6 times
O 6or moretimes

7. Participation in an organization change management over your life career:
O Lessthan 2 times
O 2tolessthan 4 times
O 4tolessthan 6 times
O 6 or moretimes
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Section (2): Organization Profile

This section contains questions seeking information related to your current employer’s
organization. Please select the appropriate answer by placing (V) in the box next to your
answer.

6. Annual revenue (in millions of SR):
Less than 30

From 30 to less than 60
From 60 to less than 120
From 120 to less than 180
180 or more

OO0000

7. Your organization’s size is (in terms of manpower):
O Less than 1000 employees
O From 1000 employees and less than 2000 employees
O From 2000 employees and less than 4000 employees
[0 4000 employees or more

8. Type of projects [you may select more than one answer]:

O Buildings
O Infrastructure, heavy work, dams
O Industrial

O Other, kindly specify

9. Organization Age:
[ Lessthan 10 years
O From 11 to 20 years
O From 21 to 30 years
O More than 30 years
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10. Location of organization main office:
0 Dammam
0 Khobar
O Jubail
[0 Dhahran
0 Other, kindly specify
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Section (3): Driving Forces to Organizational Change

The following is a list of external and internal potential forces that may drive an organizational
change in contacting firms in Saudi Arabia. Kindly, measure the impact of each force on driving

organizational change by placing (V) in the scale below each driving force.

External Forces

1. Advancement of the technology

Very Low Low Moderate High Very High

2. New Laws and regulations

Very Low Low Moderate High Very High

3. Domestic market maturation

Very Low Low Moderate High Very High

4. Increased competition

Very Low Low Moderate High Very High

5. Labor market issues

Very Low Low Moderate High Very High
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6. Changed customers’ needs

Very Low Low Moderate High Very High

7. Social issues:

Very Low Low Moderate High Very High

8. Cultural issues:

Very Low Low Moderate High Very High

9. Business expansion

Very Low Low Moderate High Very High

[Other driving forces, Please specify and evaluate]

>

Very Low Low Moderate High Very High
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Very Low Low Moderate High Very High
Very Low Low Moderate High Very High
Very Low Low Moderate High Very High
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Internal Forces

1. Unexpected crisis (unexpected loss, instant decline in profits)

Very Low Low Moderate High Very High
2. Employees resistance (for example: group strikes)

Very Low Low Moderate High Very High
3. Merging and acquisition issues

Very Low Low Moderate High Very High

4. Changed administrative behavior (for example: issues related to decision-making process,

disputes resolving process)

Very Low Low Moderate High Very High
5. Goal Succession (the ultimate purpose is achieved)
Very Low Low Moderate High Very High

6. Growth (when number of employees or budget increases, more complex hierarchy may be

needed)

Very Low

Low

Moderate

High

Very High
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[Other driving forces, Please specify and evaluate]

>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
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Section (4): Change Characteristics

It is believed that organizational changes are occurring at different degrees over the life of any
organization. Therefore, your organization goes through timely changes. This section focuses on the
characteristics associated with the change. You are kindly requested to provide the required information
by placing a tic (V) in the box next to your answer.

1. The best classification of the change implementation that took place in your organization:
[0 Development change (continuous progression of the change, old state is kept).
[0 Transitional change (the organization turned from the old state into the new state
with a time period between the two states)
O Transformational change (the organization faced chaos, ups and downs. Hence, a
complete change was necessary to rescue the organization).

2. Which of the following change plan considered/ focused on [you may select more than
one answer]:

People (individual’s roles)

Tasks (products and services to be delivered)

Structure (organization hierarchy and communication methods)

Technology (machines and equipment)

All the above (organization re-structuring)

OoOooand

3. The change was performed by:
O Internal team
O Hired consultant
O Other, please specify
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Section (5): Change management process

This section aims to identify the common followed methodologies of change management
process in the construction industry of Saudi Arabia. Briefly, change management is a process
that integrates certain techniques to achieve the proposed change. You are kindly requested to
indicate the techniques that are followed in your organization to manage change processes..

» Change-Plan Preparation

[0 Change plan prepared by internal committee formed by top management

[0 Change plan prepared by External hired team such as consulting offices addressing
[ Other, kindly specify
O

» Change-Plan Creation
Defining goals and vision of the proposed change
Identifying the resources prior to planning the change
Identifying areas of resistance to the change within the firm
Defining the roles and responsibility of the individuals
Determining change plan milestones

Doing change-readiness assessment on employees’ level
Doing change-readiness assessment on organization level
Doing risk assessment

Other, kindly specify

Oo0o0o0O0O0oOooO0On

» Change-Plan Content

Listing process activities

Identifying the duration of each activity
Identifying the start and end dates of the activities
Identifying the responsibility of each activity
Setting major milestones

Including baseline for cost tracking

Other, kindly specify

Ooo0oooood
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» Change-Plan Implementation

Od0o00o0O0Oo0O0Oo0OoOooOooaaa

Involving senior leaders in the process

Using new leadership style/ method

Empowering teamwork

Reinforcing change implementation through procedures, systems and policies
Identifying the people and groups that the change will impact on

Engaging stakeholders early in change planning

Providing training and teaching to stakeholders

Conveying motivation for the change

Including communication channels for questions and feedback

Providing support by addressing concerns and fears among the employee
Monitoring and tracking the change progress

Other, kindly specify
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Section (6): factors of effective change management

The followings are potential factors for effective change management. Kindly evaluate their

impact on the effectiveness of change management by placing [ \/] in the box next to each force.

1. Individual’s readiness to change.

Very Low Low Moderate High Very High

2. Individual’s personal experience.

Very Low Low Moderate High Very High

3. Employees commitment to change.

Very Low Low Moderate High Very High

4. The extent to which employees are involved in the change process.

Very Low Low Moderate High Very High
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5. Communication among the employees.

Very Low

Low

Moderate

High

Very High

6. Training and teaching the employees before starting the change implementation.

Very Low Low Moderate High Very High
7. Leadership techniques.

Very Low Low Moderate High Very High
8. communication between management and employees.

Very Low Low Moderate High Very High
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9. The extent to which a change agent/ supervisor is participating in the change process.

Very Low Low Moderate High Very High
10. The capability of a change agent/ supervisor.

Very Low Low Moderate High Very High
11. The avadilability of a change agent/ supervisor.

Very Low Low Moderate High Very High
12. Defining change vision clearly before starting the change implementation.

Very Low Low Moderate High Very High
13. Developing a realistic change implementation schedule.

Very Low Low Moderate High Very High
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14. Tracking the change process performance periodically.

Very Low

Low

Moderate

High

Very High

15. Proper selection of a project in which the organizational change process is going to be

initiated.

Very Low

Low

Moderate

High

Very High

16. Forecasting challenges that may occur during the change implementation process.

Very Low Low Moderate High Very High
17. Top management support during the change implementation process.
Very Low Low Moderate High Very High
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[Others, Please specify and evaluate]

>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
>

Very Low Low Moderate High Very High
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Appendix D

Research Questionnaire for Consulting Firms (Arabic Version)
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Email : mzaazal@gmail.com
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Academic Background ; Bachelor of Science in Civil and Environmental Engineering

Due to his excellent records of bachelor’s degree, Mohannad has been awarded fully funded
scholarship by Saudi government which covers his study of master’s degree at King Fahad
University of Petroleum and Minerals (KFUPM), the top engineering school in Middle East and
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civil and environmental engineering as his major study field. Mohannad has developed a robust
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Beside the manual design techniques, Mohannad works on various count of computer-aided
programs such as Revit, Autodesk Robot Structural Analysis, Etabs, STAAD.pro and CSI Bridge.
In his master’s degree, Mohannad studied construction engineering and management. He worked
on multiple projects including cost estimation, planning and scheduling, quality management,
advanced usage of statistical analysis tools, equipment production estimation and value
engineering. He has a solid knowledge in working on Primavera P6 Professional, C++ language
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aided analytical tools. While his time studying at the college, Mohannad ensured to enhance his
personal skills through participating in various social events and clubs while maintaining a CGPA
of 3.85/4.00. He served as the president of science branch of civil engineering students club at
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club. Among more than 5000 students, Mohannad was selected to participate in a management
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