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Abstract 

Continuous improvement (CI) is a never-ending effort to improve an organisation’s activities 

that requires management and employee commitment. Although CI is considered a competitive 

strategy for business firms to improve their performance and deliver better services and quality 

products, unfortunately, it is still a choice for many public sector organisations. However, 

successful implementation of CI in the public service sector has received little attention and 

there is a lack of research. Arab businesses and governments have apparently also not received 

attention in relation to CI implementation. Furthermore, successful factors for implementing 

CI are undefined in the context of public services in developing countries. Therefore, this 

research was conducted to explore the perceptions of managers and employees at Saudi 

Arabian public service organisations in order to determine the critical successful factors (CSFs) 

of CI implementation that can help public service organisations to review and measure their 

performance, and deliver better services. This exploration process clearly reflects a high level 

strategic activity and is not exploring practical experience. The research examined the 

differences of CSFs of CI between organisations of one sector (public service), the differences 

of improvement factors across management levels and determined the obstacles that face 

improvement activities.  

This work was designed using a sequence process of research design and analysis. An empirical 

research studying CI in eight organisations within the Saudi Arabian public service sector was 

conducted in order to determine successful practices of CI and facilitate the implementation 

process. A mixed-method design was employed to collect qualitative and quantitative data. The 

research data was collected using several techniques including literature analysis, interviews, 

survey (closed and open questions) and focus groups.  

This research reviewed 103 papers that focus on the CI concept and CSFs. These papers 

included studies in the public, private and manufacturing sectors in developed and developing 

countries. Semi-structured interviews were conducted with 15 managers of Saudi Arabian 

public services organisations who work in particular positions in relation to CI. The survey of 

1,198 employees from the eight organisations achieved a 54.09 % response rate representing 

the total population. Moreover, there are 32 participants involved in four focus groups and 11 

interviews to discuss the findings of the questionnaire. 

The findings of this research indicated that there are differences between organisations of one 

sector (public service) in determining the CSFs of CI. Moreover, there are differences across 

management levels regarding required enablers for CI. However, the analysis showed that 12 
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common factors for successful CI found across participating organisations.  These factors can 

be set as core CSFs of CI in Saudi Arabian public service sector. Moreover, the study 

investigated the key obstacles that restricted CI in Saudi Arabian public services environment.  

 

This work is considered the first empirical research to investigate the differences between 

organisations of one sector (public service) in determining CSFs of CI. Moreover, this work 

investigated the differences between management levels of the public service structure in 

determining CSFs of CI. The study determined CSFs of CI in the Saudi public service 

environment and addressed the lack of studies that focus on CI in the public service sector, 

Saudi context and developing nations. The research developed “Room for Improvement 

Framework” to help management and improvement teams in their efforts to facilitate CI 

implementation. Finally, this work has developed recommendations for Saudi public service 

organisations to implement CI and offers suggestions for further work.     
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1.1 Overview  

This chapter gives the reader an overview of the importance of the research topic. The chapter 

begins with the background of the research topic and highlights the research gaps and problems 

that were found during the course of reviewing other relevant studies. The research objectives 

and questions were designed and the expected contributions justified to show the reader why 

this research is important to the body of knowledge and practice. Also, this chapter provides a 

guide to the thesis contents and structure, to allow the reader to follow the research story.     

1.2 Research Background  
 
Over the last three decades, public sectors in both developed and developing nations have 

implemented many management techniques from the private sector to improve the level of 

management and performance. Public sector (PS) is, by definition, shaped and managed by 

government and can vary between governments and countries. Dewhurst, Martinez-Lorente 

and Dale (1999, p. 266) described public organisations as those that are not profit-orientated 

and categorised them as governmental or non-governmental. However, this definition focuses 

on one aspect of PS by setting public organisations as not profit-orientated. The definition of 

PS involves many aspects that are influenced by government policy. Lane (2000, p.16) 

discussed different possible definitions of public sector and found that PS can be defined in 

relation to the state’s general decision-making and its outcome by focusing on regulation and 

authority. It can be defined in relation to government budget which includes government 

consumption and investment, and transfer. However, this definition is replaced by government 

consumption and investment due the differences in PS size. Another definition of PS focuses 

on government production and this makes the definition of PS more complex because 

government production may refer to many terms including government provision of goods and 

services, ownership of the means of production or employment interpretation. Therefore, the 

definition of PS varies and needs more clarification of which context the term PS is used and 

where.  

 

Considering the public service sector as part of PS, the key focus in the public service sector 

(PSVS) definition is the service that is delivered by government. However, the definition of 

PSVS is no less complex than PS. Services that are provided by PSVS can be managed from 

different aspects. For example, public services can be funded and delivered by government, 

funded from private sources and delivered by government or the service can be funded by 
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government and delivered by the private sector on behalf of government. Pittard and Weeks 

(2007, p. 250) stated that the public service sector can be defined as “those public sector 

organisations directly involved in the production of policy advice and implementation of policy 

for the government of the day”. Therefore, PS varies between governments in terms of their 

policies, strategies, diversities, services design and each PS has a different situation. 

In the context of this research, the key focus is one particular type of PS (service organisations) 

that is responsible for planning, designing and improving public services that are delivered by 

lower public service organisations (see section 1.3.3). These organisations have certain 

characteristics such as funding and designing services by government, work under government 

policy and strategy, influenced by government regulations and authority. Providing services 

that meet the expectations of citizens and that are efficient, effective and equitable is the most 

important function of the public service organisations (Boyne & Walker, 2010, p. 185). Many 

public services that are operated by governments, such as healthcare, security, education and 

other government services, have integrated strategies for improvement in their daily operations 

to enhance performance and service quality (Saint Martin, 2001, p. 118) Implementing quality 

management, for instance, has been recognised in many governments as the prime objective of 

public service provision (Pollitt & Bouckaert, 2004, p. 6; Boyne & Walker, 2002, p. 111). The 

concept of improvement became a fundamental demand for any organisation to be successful. 

However, Bicheno and Holweg (2016, p. 49) emphasised that without improving 

organisational performance, organisations may face failure. However, a failure to implement a 

strategy to improve organisational performance in PS can be accrued due to internal and 

external causes, such as a change in government policy and the introduction of a new set of 

goals that lack enough resources or strategic flexibility to achieve these government goals, 

incompatibility between improvement plans and internal capability of public organisations, the 

complexity of measurement of public performance due to the multiple goals which have been 

poorly defined in some parts of the public sector (Chaston, 2012, p. 271).  

Continuous improvement (CI) is an approach that can be linked to Total Quality Management 

(TQM), Lean, or Six Sigma methodologies, or as a management strategy that is implemented 

independently of any other improvement programmes (Bessant & Francis, 1999; Lillrank, 

Shani & Lindberg, 2001, p. 41; Swartling & Olausson, 2011, p. 337). However, CI is not 

limited to specific improvement initiatives. It can include a wide range of aspects such as 

processes, job design, working conditions, and supplier relationships (Lillrank et al., 200, p. 

42; Swartling & Olausson, 2011, p. 337).  
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Improvement initiatives require organisations to implement changes in their strategies, 

operations, activities and employees’ attitudes to avoid implementation failure. Moreover, 

commitment and persistence at all levels of an organisation are also crucial to achieve 

improvement targets (Bicheno & Elliott, 1997, p. 328). 

 

Reviewing relevant studies on the CI field (e.g. Badri, Davis & Davis, 1995; Kanji, Tambi & 

Wallace, 1999; Fryer, Antony & Douglas, 2007; Salaheldin & Mukhalalati, 2009) showed that 

top management commitment was among the most important factors in the success of any 

efforts aimed at changing the operational philosophy of an organisation. Moreover, CI is 

unlikely to succeed if there is a lack of senior management support, as emphasised by Fryer et 

al., (2007, p. 509). The level of management commitment and support across all management 

levels also may have an impact on success or failure of CI efforts at an organisation (Oakland, 

2011, p. 520). Kaye and Anderson (1999, p. 498) and Prajogo and Sohal (2004, p. 216) 

emphasised that leadership and commitment to CI need to be demonstrated by managers at all 

levels of an organisation (Jaca, Viles, Mateo & Santos, 2012, p. 144). Caffyn (1999, p. 1143) 

suggested that promoting CI capability within organisations requires managers at all levels to 

show their active commitment to CI. Middle management, for instance, has a critical role in 

creating and sustaining the culture of CI (Dale, van der Wiele & van Iwaarden, 2007, p. 55; 

Evans & Lindsay, 2008, p. 461). Moreover, middle managers should display behaviours that 

are supportive of quality management and act as role models for lower level managers and 

other employees (Evans & Lindsay, 2008, p. 461). However, non-managerial influence also 

plays an important role in CI implementation (Savolainen, 1999, p. 1220). CI initiatives are 

dependent on the level of commitment of the participants (Middel, Boer & Fisscher, 2006, p. 

343), with each participant usually playing one or more roles in the improvement process; for 

example, the role of employees in an improvement process can be as facilitators of 

communication and/or discussion, as information providers, and/or as problem solvers. 

 
In the public sectors of developing countries, the structure of some public service organisations 

(PSVOs) such as Saudi Arabian PSVOs is a traditional bureaucratic structure that is 

characterised by top-down, hierarchical, centralised, and formal communication (Haque, 

Pathrannarakul & Phinaitrup, 2012, p. 137; Cordella & Iannacci, 2010, p. 54). This type of 

structure with vertical management layers, including a top management board, middle 

management, lower management, and non-management staff, requires managers at each level 

to review the areas that they believe are important to activate CI initiatives.  
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The public service sector (PSVS) in Saudi Arabia faces similar issues to other nations, such as 

increased workload caused by poor performance, an increase in customers, centralisation, lack 

of clarity regarding objectives and major tasks, all of which create the need for a culture of 

improvement (Saudi Development Plan, 2013, p. 130; Sahraoui, Gharaibeh & Al-Jboori, 2006, 

p. 10; Bhuian, Al-Shammari & Jefr, 1996, p. 61).  

 

Despite the efforts made to improve the Saudi Arabian public sector, such as redesign of the 

PSVOs structure and implementing auditing units at organisations for performance 

measurement, many public organisations still need further work to keep pace with 

developments in the tasks entrusted to them and to implement them at a higher level of 

efficiency. For example, some government organisations do not have a manual that defines 

their procedures, operational plans, responsibilities and competencies, which could result in a 

lack of clarity about their objectives and major tasks measurement (Saudi Development Plan, 

2013, p. 130). Also there is lack of identifying strengths and areas for improvement across 

public organisations. For example, the annual reports of some organisations showed that there 

is lack of considering improvement opportunities, key strengths and weaknesses, which lead 

to difficulties in defining or understanding future plans for improvement by employees and 

managers. Moreover, the current design of the annual reports in some Saudi Arabian PSVOs 

is based on statistical results that describe productivity but do not focus on performance 

evaluation and improvement opportunities.   

 

The research on CI and the term critical successful factors (CSFs) in the public sector, reviewed 

here (section: 2.4.3), showed that there is a lack of studies in developing countries that identify 

success factors to implement CI in the public service sector and across management levels. 

Therefore, this research investigates the key factors to facilitate CI initiatives in the Saudi 

Arabian public service sector. Moreover, the study determines the required factors for 

implementing CI at each level of the public service structure which then support the 

organisation’s efforts to facilitate CI at the strategic, tactical and operational levels. 

 

1.3 Research context  

1.3.1 Brief introduction of Saudi Arabia 

The Kingdom of Saudi Arabia is a sovereign nation and independent Muslim Arab monarchy 

first established in 1902 by King Abdul-Aziz Al-Saud (Al-Sadan, 2000, p. 143; Saudi National 
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Portal, 2013; Baakeel, 2013, p. 3). The modern Saudi state came into existence in 1932, after 

30 years of campaigning to unify most of the Arabian Peninsula (Al-Sadan, 2000, p.143; Saudi 

National Portal, 2013).  

 

Saudi Arabia is located in South Western Asia over an area of 2,240,000 square kilometres 

(Saudi National Portal, 2013), with a total population of 30,770,375 people, 20,702,536 of 

whom were Saudi citizens (Saudi General Authority for Statistics, 2016). The strategic location 

places the country at the confluence of Asian and Western societies. Moreover, the country is 

a member of the Arab Gulf Cooperation Council (GCC) that includes Bahrain, Kuwait, Oman, 

Qatar, and the United Arab Emirates. The role of the GCC is focused on coordination, 

integration and inter-connection between the member states in fields such as Economic and 

Financial affairs, Commerce, Customs and Communications, Education and Culture (GCC, 

2012). 

The system of government in Saudi Arabia is a monarchy, and the judiciary in the kingdom 

derives its sanctions from the Islamic Sharia Law that uses Arabic as the official language of 

the country (Saudi Basic Law, 2013). The basic law of Saudi Arabia was made a part of the 

legal framework in 1992 towards supplementing Islamic Sharia Law. The legal structure in 

Saudi Arabia comprises four branches: (1) Legislative, in which a Consultative Council is 

responsible for reviewing the domestic and international policies of Saudi Arabia; (2) 

Executive, which comprises a Council of Ministers; (3) Judiciary which is responsible for 

shaping the legal system based on Sharia Law; and (4) Local government that consists of 13 

local authorities (Saudi Basic Law, 2013).   

Administratively, the Kingdom of Saudi Arabia is divided into thirteen administrative areas, 

and the administration system is based on Islamic teaching (Saudi National Portal, 2013). 

Riyadh City is the capital of Saudi Arabia and the seat of the government ministers’ and 

agencies’ head offices (Al-Sadan 2000, p. 144; Saudi National Portal, 2013).  

The major development of the Saudi economy began when oil was discovered in 1939 and this 

enabled the country to gain economic power as oil become a major source of funding that 

enabled the building of the basic infrastructure of roads, airports, harbours, schools, hospitals, 

and PSOs (Saudi National Portal, 2013). Moreover, oil revenues are considered the main source 

that supports the Saudi government in the development of public organisations that have grown 

in function and size and the improvement of the public services (Atiyyah, 1999, p. 10).  
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1.3.2    Society and Culture  

Saudi Arabia is governed by the Islamic religion in which Islam is the base of the civil, cultural, 

economic, legal, political and social life of citizens (Budhwar & Mellahi, 2006; Saudi Basic 

Law, 2013). It has occupied a special place in the Islamic world because it is the birthplace of 

Islam and home to Islam's two holiest mosques in Mecca and Medina. Saudi culture has been 

shaped by two influences: Islamic Sharia law and desert life. These influences have contributed 

to create a conservative society (Al-Sadan, 2000, p. 143). 

 

Saudi society has strong links with the religion of Islam, which plays a significant role in 

people’s lives and acts as a key force in determining and identifying Saudi culture (Mellahi & 

Wood, 2003, p. 143). The role of Islam is echoed in the social norms, patterns, traditions, 

obligations, privileges, and practices of society (Al-Saggaf, 2004). While it is similar to the 

culture of Arab Gulf countries with strong kinship and tribal traditions, Saudi Arabian culture 

is a mix of traditional elements and influences of new socio-economic conditions (Vassiliev, 

2000; Al-Shehry, 2008). Moreover, Saudi social culture is characterised as centralised, with 

strong organisational cultures rooted within a regional culture that is based on tradition, 

religious values and community (Common, 2008, p. 183).  

 

Employees of public and private organisations are influenced by the culture of society which 

then affects the culture of the organisations. This suggests the importance of understanding the 

influence of society culture on employees’ attitudes in the workplace. Hofstede in 1980, studied 

how values in the workplace are influenced by society culture and viewed culture as “the 

collective programming of the mind distinguishing the members of one group or category of 

people from others” (Hofstede, 2014). Hofstede suggested a dimensional model of national 

cultures that examined the cultural state in developed and developing countries (Hofstede, 

2014). The model suggested that people in Saudi Arabia prefer being in a hierarchical order 

where everyone has a specific role. In societies with very specific hierarchical levels, there are 

inherent societal inequalities reflected with people on the lower level being expected to be told 

what and how to perform, the centralisation of all authority and the operations being dictated 

by a single individual at the top. So, while Saudi society can probably be deemed to be not only 

hierarchical, but also collectivistic in that people are expected to exhibit loyalty to the code, 

customs and the parameters of the ‘family’ they are associated with, even while being 

nominally part of any group which may partly transcend familial lines (Hofstede, 2014; Al-
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Gahtani, Hubona & Wang, 2007, p. 684). Moreover, Saudi people seem to have a strong respect 

for traditions and focus on achieving quick results (Hofstede, 2014).  

 

Although Hofstede’s model is widely recognised and used in management studies as indicated 

by Erumban and de Jong (2006, p. 304), the model has some weaknesses and might not be 

applicable for the Saudi Arabian context for several reasons. First, the model may not be 

generalisable to other organisations or countries because the original research was based on a 

single organisation (Sivakumar & Nakata, 2001). Second, the dimensions used in the 

framework may not be sufficient to study and understand all aspects of cultural differences 

(Myers & Tan, 2003, p. 20). Hofstede’s model assumed that values are homogeneous within 

specific geographic countries (Myers & Tan, 2003, p. 20). There is concern regarding the 

reliability and validity of Hofstede’s model, given that he developed the values of different 

indices and cultural constructs over the previous two decades, although these values may have 

changed (Sivakumar & Nakata, 2001).  

This research intends to study the differences between public service organisations within one 

sector. However, the culture of employees at Saudi Arabian PSVOs may vary and be influenced 

by several characteristics such as communication and cooperation level between managers and 

employees, structure, and employees’ attitudes. Therefore, this author has decided that 

Hofstede’s model is not appropriate in this context because of these weaknesses.  

 

In the last decade, the Saudi government has supported modernisation in many aspects of Saudi 

society, including the development of services provided to the public. Moreover, reforming 

government services has been influenced by a Saudi cultural setting that is heavily based on 

traditional and religious values. Many initiatives of reform were launched and associated with 

the development of Saudi society and Arab traditions which also play an important role in 

Saudi Arabian life (Saudi National Portal, 2013). These initiatives include: 

 Involving Saudi citizens in municipal elections.  

 Launching a scholarship programme to support Saudi universities as well as the public 

and private sectors. 

 Preparation and qualification of human resources in an effective manner.  

 Establishing an E- government system. 

 Involving women in politics, such as joining the Shura Council (consultative) and 

running as candidates in the municipal elections and having the right to vote. 
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Furthermore, understanding the culture of society in Saudi Arabia could facilitate changes and 

reform of government services. Also, it will help organisations to improve their performance 

and implement CI initiatives. According to Bruun and Mefford (1996, p. 200) performance 

improvement, particularly in developing countries, needs to be accompanied by culture change, 

implementing certain attitudes that support an improvement culture, and involving employees 

in the improvement activities.   

1.3.3   The structure of the Saudi public sector  

The government system of Saudi Arabia comprises four major divisions that include ministries, 

independent agencies, local government, and public sector and public service enterprises (Al-

Hendy, 1995, pp. 5-6). The establishment of the Council of Ministers in 1953 was followed by 

an increase in the number of ministries and central government agencies, particularly those that 

were related to administrative affairs and public service, such that by 1960 there were 21 

ministries (Alyahya, 2005). This number of ministries has increased by 2013 up to 24 ministries 

(Saudi National Portal, 2013). In 2015, the General Education Ministry and Higher Education 

Ministry were integrated, and the current Saudi Council of Ministers consists of 23 ministries.   

Independent agencies include public organisations that deliver public activities, goods and 

services, but that exist as independent organisations and operate with a partial degree of 

operational independence (Furayyn, 2002, p. 27). In terms of local government, Saudi Arabia 

is divided into 13 geographic regions and each region is lead by a local authority that manages 

the region’s service needs.  

Public enterprises are institutions nominally controlled by the government by virtue of the 

periodic grants they receive from government finances, but are operationally independent since 

they have their own income streams from providing goods and services for the benefit of the 

public at large (Furayyn, 2002, p. 27; Al-Hendy, 1995; Schmitz, 1996).  

 

In public service enterprises, there are two types of organisations: (1) service organisations 

located in the strategic and tactical level of the public services structure, which are responsible 

for planning, designing, redesigning and improving government services, and (2) lower service 

organisations which are responsible for operating and delivering services to the public (Figure 

1). This research focuses on PSVOs operating at the strategic and tactical level, which are run 

by the government and are responsible for planning, designing and improving the services 

delivered by lower service organisations. 
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Figure 1: The place of Public Service Organisations (PSVOs) in the Saudi Arabain Public 

Service strcture, based on (Saudi National Portal, 2013). 

 

These organisations, where public services are designed, redesigned and improved, are 

characterised by certain elements, such as sharing a similar status as government bodies, having 

a similar management structure and receiving funding from the government budget. 

 

Considering the type of services designed at these organisations, Bicheno (2012, p. 139) 

identifies four types of services distinguished based on the repeatability of the service stages 

by service providers and the frequency of customer involvement (Figure 2).  
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Figure 2: Services mapping typology (Bicheno, 2012, p. 139). 

 

The first type is the idealised type, which occurs in a large system, featuring a high-level design 

or redesign of the service system and requiring high repeatability and low-customer 

 

 

Transaction Type               Interactive Type 

 

 

 

 

     Idealised Type                   Custom Type 

 

 

 

R
ep

ea
ta

b
il

it
y

 (
fr

o
m

 S
er

v
ic

e 

P
ro

v
id

er
’s

 v
ie

w
p

o
in

t)
 

   
  

L
o
w

  
  
  
  
  
  
  
  
  
 H

ig
h

 

 

Strategic / Tactical 

level   

Operational level  

Saudi Arabian Public service sector  

 

Public Service Ministries 

 

Public Service Organisations 

(PSVOs)  

Lower service organisations 

(Service delivery)  

Strategic level  



11 

 

involvement; an example is a security system. The second is the custom type, which focuses 

on service design or working with the client to solve a problem; this type has some repeatability 

and high-customer involvement. The third type is the transactional type, which is similar to the 

manufacturing process, and has a high repeatability from the service provider’s viewpoint and 

a low degree of customer involvement; examples include call centres and dental routine 

appointments. The fourth type is the interactive type, which is observed in the case of services 

involving frequent and high interaction with customers and their experience, such as hospital 

visits. However, the diversity of the service design, structure and the environment has been 

observed to allow an overlap between these four types in the service organisations (Bicheno, 

2012, p. 141). 

 
In the public services structure of Saudi Arabia, there are 13 PSVOs at strategic and tactical 

level that are funded by the government; they are responsible for the design and development 

of government services delivered by lower service organisations including, for instance, 

education services, health-care services, social insurance services and court services. The 

improvement of service quality and the overall performance of the government sector was one 

of the principal aims of the Saudi Arabian government’s development plan (Saudi 

Development Plan, 2013, p. 125). 

 
Considering Bicheno’s typology of service design, the PSVOs that were researched in this 

study fall between the idealised and custom types in the service typology mapping and have 

low repeatability from the service provider’s viewpoint and low-to-high customer involvement. 

However, customers in such organisations are not the direct beneficiaries of the services or, 

what is generally known as, the external customers. Rather, the direct customers are the lower 

service organisations. 

    Customer Involvement 

                                                        Low                                  High 

 

 

 

 

 

 

 

 

 

 

 

Figure 3: The position of Saudi Arabain PSVOs in the services mapping typology, source: 

Tha Author,  based on ( Bicheno, 2012, p. 139). 
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Further, the distance between the idealised and custom types is that in the first type, the system 

was designed; in the second, it is more about designing the service in the system (Bicheno, 

2012, p. 186). This research focused on the type of PSVOs that play a strategic and tactical 

role in planning the design and improvement of the service (see Figure 1). Further, these 

organisations are responsible for supporting lower service organisations in the Saudi public 

service sector that operate and deliver services to the public. 

   

The structures of Saudi Arabian PSVOs tend to be hierarchical with vertical management 

layers, including a top management board, middle management, lower management and non-

management staff (Haque et al., 2012, p. 137). The top management level comprises a group 

of managers led by a managing director or president and responsible for the overall operations 

of the entire organisation or overseeing a major part or basic organisation activities. The middle 

management level is responsible for a substantial part of the organisation, such as managing 

departments and supervising of the lower levels. In the lower management level, managers 

have control over the operations of the smaller organisation units. Non-management staff 

comprise employees who are responsible for operating the services, administrative tasks, 

technical activities and routine documentation (Mosley Jr, Mosley Sr & Pietri, 2014, p. 8). The 

decisions in the vertical management layers depend on the managers’ authority. Top 

management decisions are usually associated with strategic goals, middle management are 

responsible for tactical decisions, while the lower levels of managers focus on operational 

decisions (Montana & Charnov, 2008, p. 95). 

1.4 Research Justification 

This section justifies the research topic, including the reason why the research has been 

conducted, and the methods employed to meet the research aim.  

 

Academic studies that explored and identified CI implementation from different perspectives 

are reviewed to find the successful strategies for improvement that might be suitable for the 

Saudi Arabian public service sector. The review process showed that there might be relevant 

studies on CI which have examined relationships among variables (in the context of CI) across 

different sectors. A few studies identified and analysed the factors that lead to successful CI 

implementation. Moreover, there are studies on CI which have explored improvement 

methodologies such as TQM, Kaizen, Six Sigma, Lean and BPR. These studies discussed 

improvement methodologies in different contexts, including the differences between the 
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public, private and manufacturing sectors, while others were case studies conducted in a CI 

environment.  

 

Reviewing relevant studies on CI and success factors for improvement (section: 2.4.3) showed 

that there is a lack of studies that focus on the PSVS across the world, especially in developing 

countries. Although some studies compared implementation of CI in the manufacturing, public 

and service sectors, it appears that no study has explored or sought to explain differences (in 

the CI context) in one particular sector. Moreover, the common key factors for successful CI 

in the public service sector remain undefined, and no work has yet identified the common key 

factors for CI across management levels of public service structures. Arab businesses and 

governments (of either developed or developing countries) have apparently also not received 

attention in relation to CI factors. To the best of this author’s knowledge this is the first time 

these comparisons have been made.  

 

Considering CI at the strategic level, the absence of improvement strategies at Saudi Arabian 

PSVOs, as reported in the Saudi Annual Report (2013), caused poor performance and lack of 

clarity regarding objectives and major tasks in some organisations. The lack of considering 

improvement strategies at each level of the public service structure and lack of determining the 

key factors for improvement caused a variation of organisational performance and productivity 

level between public service organisations and across management levels. Moreover, 

reviewing profiles of some Saudi Arabian public service organisations and their annual reports 

showed an absence of improvement strategies or determining the key area for improvement 

initiatives (Saudi Development plan, 2013). These issues may contribute to the delay of 

services that were received and created poor coordination between public service organisations 

due to the lack of clear plans for improvement at organisations.   

 

This research has addressed the theoretical and experiential gaps by exploring the perceptions 

of managers and employees in Saudi Arabian PSVOs to determine the success factors that 

facilitate CI implementation. This exploratory study clearly reflects a high strategic level and 

does not intend to explore the practical aspects. 

Moreover, conducting this research will support similar environments to Saudi Arabia, such as 

the Gulf countries, to conduct such studies on their public service sector to explore appropriate 

strategies for implementing CI. The findings of this study will support conducting future 

studies on CI in developing and developed countries.  
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1.5 The research key themes  

The research gaps that were identified in knowledge and the understanding of CI suggested 

that the CI concept needed to be explored in the context of the public service environment to 

determine the success factors that facilitate improvement efforts.  

In order to explore the perceptions of managers and employees in Saudi Arabian PSVOs to 

determine the success factors that facilitate CI implementation, the main terms of the research 

topic are identified and include the concept of Continuous Improvement, Critical Success 

Factors, the obstacles to improvement, the context of the public service sector in the Kingdom 

of Saudi Arabia and the management levels. 

1.6 The main purpose  

The purpose of this research was to determine the success factors of CI in the Saudi Arabian 

PSVS. This aim includes determining the common success factors of CI and the key enablers 

for CI across management levels. Moreover, the study includes the obstacles to improvement 

activities in the Saudi Arabian public service sector.  

1.7 The research objectives and questions 

The study had six objectives to explore the successful CI factors in the context of the Saudi 

Arabian public service. These objectives were generated based on the research gaps that were 

found in the existing knowledge of CI and the lack of CI practices in the Saudi Arabian PSVS. 

The research objectives are divided into two stages: design and analysis. The design stage 

aimed to gather the research data and achieve the first three objectives. The analysis stage 

included a description and discussion of the research findings. The research objectives were:  

1- To outline the common CSFs of CI from the literature. 

2- To explore the common factors that senior managers believe keep organisations 

pursuing CI. 

3- To examine the employees’ experiences of the implementation of CI factors. 

4- To discover the differences of success improvement factors across Saudi Arabian 

PSVOs 

5- To determine the key enablers of CI at each management level of the Saudi Arabian 

public service structure.    

6- To determine the common factors that will facilitate CI in the Saudi Arabian PSVS. 
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The research objectives were investigated through addressing and answering the following 

key questions: 

1- What are the common success factors of CI that are described in the literature? 

2- What are the factors that senior managers of Saudi Arabian PSVOs believe keep their 

organisations pursuing CI? 

3- What are the differences between Saudi Arabian PSVOs in relation to improvement 

factors? 

4- What are the issues that hinder or restrict Saudi Arabian PSVOs from on-going 

improvement?  

5- What are the key factors that need to be considered at each management level of the 

Saudi Arabian PSVS to facilitate CI initiatives? 

 

1.8 The importance and contribution of the research  
 
This work contributes to the body of knowledge and practical understanding of the concept of 

CI by determining its key enablers in PSVOs and across management levels. The empirical 

study sought to address the limitations that were found in previous studies such as Hanan and 

Roland, 2005, p. 331; Fryer et al., 2007, p. 497; Hodgson, Farrell, and Connolly, 2007, p. 377; 

Oprime, de Sousa Mendes and Pimenta, 2012, p. 69. Moreover, this research is expected to 

encourage further studies on CI and CSFs in the public service environment and CI studies in 

developing countries due to the limitations of the existing literature. Academic researchers will 

be able to understand through this work how CI works in developing countries, particularly in 

Arab countries, the differences between sectors in terms of CI practices, the differences 

between organisations within one sector, and across management levels. Furthermore, this 

research provides a framework by which CI can be successfully implemented in the public 

service environment and determining factors that facilitate improvement efforts in public 

service organisations. This would open up further opportunities for future empirical studies. 

This research contributes to improvement of organisational strategies through understanding 

of the CI concept by Saudi Arabian public service organisations. It will also encourage public 

service organisations in developing countries to identify and measure factors for improving 

public service performance. Moreover, the process of identifying improvement efforts in the 

Saudi Arabian public service environment led to identification of the obstacles that face CI 

efforts. In the context of the Saudi Arabian public service sector, public organisations need to 

move forward with development plans and handle tasks more efficiently than is presently the 
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case. However, the Saudi Arabian annual Development Plan reported that there is a lack of 

defined procedures, responsibilities and competencies to achieve this objective at some 

organisations (Saudi Development Plan, 2013, p. 130). These issues require organisations in 

the Saudi Arabian public sector and public service to define areas that should be considered to 

facilitate CI initiatives.  

 

Therefore, the identification of the key enablers for CI is crucial and necessary to help public 

service organisations to improve their performance and support the long-term strategies of the 

government. These strategies comprise improving government performance, reviewing the 

structures of administrative bodies and augmenting complementary systems (Saudi 

Development Plan, 2013, p. 123). Moreover, determining the key enablers of CI at each level 

of public service organisations is expected to enhance commitment of managers and employees 

at all levels to facilitate improvement activities. The results of this study could motivate public 

service organisations in Saudi Arabia to implement a CI strategy at each management level and 

improve their performance. This research is considered as a roadmap for leaders at public 

service organisations to check and review the important areas for improvement to ensure that 

CI efforts at the organisations are compatible with their improvement strategies. The value 

added, and the contributions of this research, are presented at the end of the research story 

(section:6.6).  

 

1.9 The research implications  
 
Identifying the key enablers for CI at Saudi Arabian PSVOs and across management levels will 

enhance managers’ and employees’ commitment to implement improvement strategies, 

improve direct customer and stakeholder satisfaction, the services that are provided and the 

development of the organisations’ performance. Moreover, it will facilitate implementation of 

improvement methodologies at Saudi Arabian PSVOs. Managers and employees at each level 

of the public service structure will be able to determine their needs to implement CI. 

Determining the key enablers at each level of the organisation structure could help top 

management to monitor and control improvement activities across the organisation. Moreover, 

it might help to increase the level of commitment towards CI.  
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1.10 Thesis Design   
 
This research consists of sequential processes that cover research design and analysis. 

Therefore, this author has designed a spiral model (Figure 4) to help the readers to follow the 

research story. The model comprises four sequential stages. These stages are described as 

conceptual stage, methodological design stage, analysis and interpretative stage, findings and 

contribution stage. Moreover, the thesis follows the logical structure evident in previous 

research project reports by various academic writers (Robson 2002, cited by Saunders, Lewis 

& Thornhill, 2009, p. 531). The discussion of each stage includes the contents of thesis chapters 

as follows: 

 Conceptual stage: 

 

The conceptual stage covers two chapters, an introduction and literature review. The first 

chapter begins with an overview of CI in the public service sector and provides an introduction 

to the Saudi Arabian context, it then discusses and justifies the reasons for conducting such 

research, highlighting the gaps found in knowledge and practice in relation to CI and CSFs. 

There are six objectives that are designed to meet the main aim of the research, addressing the 

lack of CI studies in the public service sector. Moreover, the key contributions to knowledge 

and practice are presented in this chapter to clarify the significance of this research.  

 

The second chapter includes two parts. Part 1 comprises three sections that deal with the 

theoretical framework of the research project to understand the research topic. In section 2.1 

the discussion is around public sector reform, development of the public service sector in 

developing countries and development of the Saudi Arabian public and public service sector. 

Section 2.2 discusses the main topic of this research, the CI concept. The discussion includes 

the origin and definition of the CI concept, improvement as a strategy for organisations, the 

implementation of CI, improvement methodologies, the role of the CI concept in the public 

sector, improvement benefits, and the obstacles to improvement in the public sector. In section 

2.3 the focus is on the CSFs concept.  

 

In part 2, the key focus is on reviewing relevant studies in relation to CI and CSFs, using a 

systematic literature review approach to provide evidence of the common CSFs of CI that are 

found in the literature. The process of systematic review design includes a set of procedures 

that explain the search and analysis process for relevant literature. The findings of the 
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systematic review will meet the first research objective that focuses on determining common 

CSFs of CI that are described in the literature.  

 

 Methodological design stage 

 

This stage describes and explains the methods and techniques that were used to collect and 

analyse the research data. The third chapter focuses on the research methodology and provides 

an explanation of the method and strategy being used to meet the research objectives, including 

design method, research sample, data collecting methods and analysis techniques to answer the 

research questions, boundaries, legitimacy and dependability. This research was designed 

based on a sequential process of data collection and analysis. Secondary and primary data were 

used to meet the research objectives. The relevant studies in relation to CI and CSFs were 

reviewed using a systematic review approach to determine the common CSFs of CI.  

 

The empirical study was conducted with eight Saudi Arabian public service organisations using 

a multiple case studies approach to explore and examine CSFs of CI. A mixed methods 

technique of qualitative and quantitative data was applied to collect research data. The views 

of selected senior managers at Saudi Arabian PSVOs are explored using the interview 

technique.  

The findings of interviews and the systematic literature review were combined to design a 

questionnaire instrument. The views of employees at participating organisations were 

examined to collect quantitative data. The findings of the questionnaire and interviews were 

explored with groups of volunteers who gave their consent to participate in the follow-up 

interviews and focus groups. The methodology chapter discusses the strengths and weaknesses 

of the methods that were applied in this research and provides justification of the suitability of 

selecting particular approaches and methods for this research.   

 

 Analysis and interpretative stage: 

 

In this stage, the findings of the research cases are analysed and discussed to explore the 

differences of CI practices among management levels and across research cases, and then 

conclusions will be drawn about the main research aim which focuses on determining the 

common CSFs of CI in the Saudi Arabian public service sector.  
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The analysis and interpretative stage for the research findings is discussed in chapter 4. This 

chapter consists of three sections to deal with the analysis and discussion of research data. The 

chapter begins with an introduction to the analysis and discussion of research data. Section 

(4.1) focuses on exploring the key enablers for CI through qualitative data analysis. In section 

4.2, the improvement efforts and employees’ experiences of the implementation of CI factors 

in Saudi Arabian PSVOs that were delivered through the questionnaire are analysed and 

discussed using statistical analysis tests and qualitative analysis for the open questions. Section 

(4.3) covers the analysis and discussion of the research findings in follow-up interviews and 

focus groups. 

 

 Findings and contribution stage 

 

The findings of this research and the contribution to knowledge and practice were covered in 

two chapters, 5 and 6. Chapter 5 discusses the main findings across the research cases. The 

findings of interviews, questionnaires, follow-up interviews and focus groups, are all combined 

in aiming to define the CSFs of CI in the Saudi Arabian PSVS. This chapter focuses on 

determining the common CSFs of CI, the key enablers for CI at each management level of the 

Saudi Arabian public service structure, the improvement obstacles, and shows the differences 

between the participating organisations in relation to CI and CSFs.  

 
In chapter 6, the conclusion includes a summary of the research thesis, the main findings, and 

the contribution to knowledge and practice that was achieved through this research. The chapter 

concludes with final remarks and a list of recommendations for the Saudi Arabian public 

service sector to facilitate CI. The process of the research design and analysis is summarised 

in Figure 4. 
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Figure 4: Research spiral model, source : The Author 
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2.0: An introduction to the Literature Review  

This chapter focuses on the theoretical framework of the research design. The conceptual stage 

covers three main topics: public sector, continuous improvement and the CSFs of CI. The 

structure of this chapter consists of two parts, as follows:  

 In part I the key concepts of the research topic are discussed in three sections:  

 Section (2.1) the discussion is around reforming of the PS, this includes the development 

of public management, the development of the PS in developing countries and the 

development of the public sector and public service in the context of Saudi Arabia.  

 Section (2.2) includes the origin and definition of CI, the improvement strategies, CI 

implementation, CI methodologies, CI in the PS environment, the benefits of CI and the 

issues that face public organisations to implement CI initiatives.  

 Section (2.3) provides an overview of the CSFs concept and CI and CSFs implementation.  

 
Part II provides a systematic literature review of the relevant stuides in relation to CI and CSFs. 

The process of examining relevant literature in relation to CI and CSFs covers two sections:  

 Section (2.4.2) includes the methods that are used to search and analyse CSFs of CI 

studies. This includes a procedure applied to select relevant studies for the research topic 

and a reviewing approach to analyse the relevant studies.  

 Section (2.4.3) analyses and discusses the findings of reviewing relevant studies. This 

covers CSFs of CI across sectors, the common CSFs of CI in the public sector, and the 

CSFs of CI in the public sector of developing countries. The process of the conceptual 

stage is summarised in Figure 5. 

 
Figure 5: Conceptual stage, source: The Author 
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2.1 Public Sector Reform  

2.1.1 Overview 

This section discusses the trend of public sector reform in developed and developing countries. 

It provides a brief description of the research background, demographic information, the 

structure of the public sector (PS) in Saudi Arabia and the Saudi government efforts in the 

development of the PS and government services.  

2.1.2. The development of Public Sector management 

Over the past 35 years, there have been tremendous changes in the public sectors of both 

developing and developed countries; one significant change is the transformation and 

movement from old-style management to modern management (Sarker, 2006, p. 180). This has 

motivated national governments to institute PS reforms towards improving the working 

culture, contributing to decentralisation, providing ground-level workers with a sense of 

responsibility, measuring individual productivity, being client-focused and initiating overall 

improvements in the entire process chain (Ozturk & Swiss, 2008, p. 138).  

 
In the late 1970s and early 1980s, the trend of new public management (NPM) emerged in the 

PS as a set of assumptions and value statements regarding the design, organisation, and 

management of public sector organisations (PSOs) and how they should function in a quasi-

business manner (Hood, 1991, p. 3; Adcroft & Willis, 2005, p. 389).  

 
There have been two models of reform: (1) the Westminster-style reform, which are the efforts 

of governments in New Zealand and the United Kingdom, and (2) the American-style reform, 

which has been more incremental than the Westminster-style (Gruening, 2001, p. 1; Kettl, 

2005, p. 9). The New Zealand reforms established a more cutting-edge approach which was 

then defined as “new public management”. This approach has been taken up by other 

Westminster-style governments, such as Australia and Canada, for the purpose of reforming. 

This approach focused on reducing government size and promoting a market approach to the 

PS. In contrast, the USA came late in reform initiatives and reformulating government strategy, 

which has produced less fundamental restructuring with a wide range of administrative changes 

(Kettl, 2005, p. 9).  However, the first practitioners of NPM were in the British government, 

during the Premiership of Margaret Thatcher, and in the municipal governments in the USA 

that had suffered from economic recession and tax issues. The governments of New Zealand 

and Australia came later and also joined the movement in the mid-1980s and 1990s (Goldfinch 
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,1998, p. 203; Gruening, 2001, p. 2).  

According to the public management committee of the Organization for Economic Cooperation 

and Development (OECD), NPM is “a new paradigm for public management (which) has 

emerged, aimed at fostering a performance-oriented culture in a less centralised public sector” 

(Mathiasen, 1999, p. 92). Hughes (1998, p. 1489) saw NPM as a “concerted programme of 

public sector reform aimed at replacing administration by management, replacing formal 

bureaucracy by markets and contracts as far as possible, and reducing the size of the public 

sector”. Furthermore, NPM was considered as a way of increasing the efficiency and 

effectiveness of PS performance (Siddiquee, 2010, p. 38). 

The efforts of administrative reforms in the UK, and USA set the NPM concept on the top of 

most countries’ agendas. Hood (1991, p. 3) indicated that the rise of NPM was likely to be 

associated with four management trends:  

 Reducing government spending and recruitment.  

 Shifting towards privatisation and quasi-privatisation.  

 The development of information technology (IT) and using IT in the production 

and distribution of public services.  

 The development of international public management agendas that focused on 

public management issues and intergovernmental cooperation, policy design, and 

organisations’ decision styles.  

According to Minogue, (2001, cited by Mongkol, 2011, p. 35) “NPM has brought benefits of 

cost efficiency and service effectiveness to the PS, obtaining value-for-money by focusing on 

performance management and auditing”. NPM enabled governments to focus on the efficient 

production of quality service (Manning, 2001, p. 299) and introduced a means of reform to 

improve the performance of PSOs (Mathiasen, 1999, p. 99; Diefenbach, 2009, p. 893).  

However, the NPM approach might not totally fit and succeed in all governments across the 

globe. There are a number of governments which have moved back from NPM reforms due to 

dissatisfaction with the results that were achieved in some services, such as the healthcare 

systems in the UK and New Zealand (Pollitt, 2003, p. 38).  

 

Many studies have discussed the values of NPM. Scholars such as Aucoin (1990), Hood 

(1991), and Pollitt (1993) have linked NPM with seven dimensions that include creating 

manageable units, an emphasis on private-sector styles of management practice, competition 

as key in cost reduction and better standards, managing resources through cost reduction and 
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labour discipline, accountability and responsibility, a clear statement of goals, and a focus on 

results (Hood, 1991, p. 4; Brysland & Curry, 2001, p. 388). Dunleavy and Hood (1994) argued 

that NPM constitutes a move away from the dominant paradigm - what they label Progressive 

Public Administration - in two directions. First, lowering the concentration of rules limiting 

the freedom of public officials in handling resources (money, staff, contracts, etc.), and second, 

eliminating the barrier between the public and private sectors in terms of personnel, structure, 

and business methods, to improve and showcase performance and accountability (Hood, 1995; 

Jackson & Lapsley, 2003; Lapsley & Wright, 2004; Northcott & Taulapapa, 2012).  

 

Other scholars such as Hays and Kearney (1997, p. 23) have distinguished between five core 

principles of NPM that were classified by (Naisbitt,1982, cited by Hays and Kearney 1997, p. 

23). These NPM principles include: (1) “downsizing”, which focuses on reducing the size of 

government; (2) “managerialism”implementing private sector leaders’ practices in 

government organisations; (3) “decentralization” moving decision-making closer to lower-

level administrative units; (4) “debureaucratization”  restructuring government to emphasise 

results rather than processes; and (5) privatization that focuses on transferring government 

services to the private sector.  

Dunleavy (1997) suggested that NPM had been focused on three axes including disaggregation 

which divided public sector hierarchies in the same way as large private sector corporations, 

creating competition in public structures to allow multiple different forms of provision to be 

developed and to create competition between service providers, and providing incentives that 

emphasise pecuniary-based results including specific performance incentives (Dunleavy, 

Margetts, Bastow & Tinkler, 2006, p. 470). 

 

These principles that have been discussed in the literature aimed to improve PS performance 

by changing public managers’ style, organisational culture, and work structures. Although 

different NPM principles were applied in developed and developing nations to reform the PS, 

there are some issues that limited success of this reform in both. See section: 2.1.3 for further 

discussion of NPM in developing countries.  

 

Rhodes (1996, p. 663) identified four main issues associated with NPM. The first is that NPM 

has a narrow intra-organisational focus, which disregards the complex network of actors 

involved in public sector service delivery. A second problem is NPM’s “obsession” with 

objectives, leading to the ignoring of aspects of governance that are not associated with the 
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main objectives (such as maintaining the relationship between the social services department 

and the private sector provider of domiciliary care). Thirdly, NPM’s focus on results is not 

helpful in an environment where no one actor is responsible for the outcome. The last issue of 

NPM is the inherent conflict between competition and steering (Rhodes 1996, p. 663; Jooste, 

2008, p. 9). Another criticism of implementing NPM is that it allows more authority to public 

managers which may lead to centralisation of the decisions rather than encourages 

decentralisation in PSOs. Moreover, applying many techniques of private sector management 

without considering PS characteristics is another criticism, because the degree of freedom in 

the PS is not the same as in the private sector (Cheung & Lee, 1995 cited by Mongkol, 2011, 

p. 36). For example, the UK and New Zealand governments thought of market- type 

mechanisms as one of NPM’s trends to improve the healthcare system and after few years of 

insufficient results achieved, they revised some elements of NPM that did not fit with the 

healthcare system. 

 

However, NPM has continued to develop, and many new alternative concepts of public 

management emerged during the 2000s to address the shortcomings of adopting NPM, such as 

Public Value Management, Digital-Era Governance, and Collaborative Governance (Greve, 

2015, p. 50). Public Value Management has been described as a multidimensional construct – 

a reflection of collectively expressed, politically-mediated preferences consumed by the 

citizenry – created not just through ‘outcomes’ but also through processes which may generate 

trust (Moore, 2000; O’Flynn, 2007). The main aim is achieving public value with greater 

effectiveness in solving the issues that the public most cares about; it stretches from service 

delivery to system maintenance (Kelly, Mulgan & Muers, 2002).  

 

Digital-Era Governance is characterised by technology and provides an impetus for collecting, 

storing, sharing and utilising big data and reintegrating public service delivery systems. The 

Digital-Era Governance practices have three main elements that include the reintegration of 

many elements that NPM separated out into discrete corporate hierarchies, needs-based holism 

which simplifies and changes the entire relationship between organisations and their clients, 

and the digitisation process which is achieving productivity from adopting IT (Dunleavy et al., 

2006, p. 480). 

 

The third trend of public reform is Collaborative Governance which is considered as a 

governing arrangement where public organisations allow non-state stakeholders to participate 

in a collective decision-making process that is formal, consensus-oriented, and deliberative in 
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aiming to implement public policy or manage government programmes (Ansell & Gash, 2008, 

p. 544).  

 

The key characteristic of the Collaborative Governance concept focuses on partnerships, 

networks, joined-up services, and teamwork. Moreover, it goes beyond managerialism and 

markets, taking a more holistic perspective, and considering that collaboration is an important 

aspect of, and necessary for, government organisations (Greve, 2015, p. 58). All these trends 

of post-NPM reform share the same target focused on correcting errors in organisational 

management systems, removing obstacles and resolving organisational issues to improve PS 

performance and the services that are delivered to customers (sections: 2.2.8 & 2.4.4.6).  

2.1.3. The reform of the public sector in developing countries    

PS reform was introduced in developing countries to overcome issues related to administering 

laws, providing better services to customers and ensuring equity and justice (Conteh & Huque, 

2014). Governments around the world have implemented various forms of PS reform that were 

associated with NPM, such as implementing private sector practices, introducing market forces 

to governments and establishing democracy in organisations. While NPM was originally 

developed for Organisation for Economic Co-operation and Development members, it was 

doubtful if this concept would be applicable in developing countries (Mongkol, 2011, p. 39). 

Globalisation and the need to ensure international competitiveness encourage the reform 

process and transformation of governments in developing countries to overcome traditional 

management issues (Hope Sr, 2001, p. 128), such as lack of accountability, poor performance, 

inefficient systems, high operating costs, and bureaucracy, all of which influence management 

changes (Sarker, 2006, p. 181). NPM provides many choices and techniques that developing 

countries can choose from to reform their PS.  

However, Mongkol (2011, p. 37) argued that many criticisms of implementing NPM in 

developing countries were reported in the literature, such as: 

 A lack of the necessary expertise and information systems (Polidano & Hulme, 1999).  

 Centralised decision-making (Mongkol, 2011).  

 Corruption and nepotism (Polidano & Hulme, 1999). 

 Lack of experience in applying market principles (Batley & Larbi, 2004). 

 Difficulties of moving to a contractual arrangement for service delivery due to PS law 

and the force of the bureaucratic system (Hughes, 2012).  

 The variation of PS systems in developing countries (Manning, 2001). 
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 Lack of consideration of citizens’ expectations and complaints about their services 

(Manning, 2001). 

 The variation of government rules in developing countries (Mongkol, 2011). 

 The difficulty of commitment to privatisation in developing countries which may occur 

due to a lack of administrative capacity to process complex tasks (Haque, 2004). 

 

Sarker (2006, p. 189) provided an example of the differences between public management 

systems in developing countries. He studied two situations in the global context where the 

application and implementation of NPM demonstrated both marked success and failure in the 

process. The study focused on Singapore as a success model while Bangladesh was analysed 

as a model of failure, vis-à-vis the NPM concepts. However, the cultural and governmental 

differences between Singapore and Bangladesh might influence the degree of reform. For 

example, Bangladesh showed less effort than Singapore in implementing the basic public 

administration process, less political support to implement reform, a lack of having qualified 

people in the PSOs, and in facing issues in establishing the rule of law due to the impact of 

bureaucracy.  

 

While the specific methodologies and the micro-management features of individual public 

sector management systems would perhaps vary from country to country, the common theme 

is increasing the efficiency of the process, to be demonstrated through various aspects of 

improvements in customer services, the decentralisation towards managing specific issues, 

market mechanisms, collaboration and making the system accountable for meaningful results 

as discussed by scholars (e.g. Dawson, Garvin-Kester,  Vollmuth  & Waglund, 2001, p. 8; 

Page, 2005, p. 715; Broadbent & Guthrie, 2008, p. 132). Moreover, reforming the PS and its 

organisations requires efforts that focus on productivity, providing more services with less tax 

money, marketing in a private sector style, and service orientation to build the level of trust 

between citizens and governments (Kettl, 2005, p. 2). However, it needs to be always taken in 

perspective that the NPM is merely a flexible set of guidelines providing a way towards better 

governance and the methodologies, which need to be customised according to the requirements 

of specific locations where the concepts are being applied (Mongkol, 2011).  

 

NPM can be considered as a shopping basket from which each developing country can choose 

suitable and relevant aspects appropriate to its structure and culture (Pollitt, 1995). However, 

NPM studies in developing countries are limited, especially in the context of reforming public 
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services in the Middle Eastern countries. This chapter will now focus on Saudi Arabia as one 

of the Middle Eastern countries that have attempted to reform public services in the last two 

decades. Many initiatives to reform the PS have been introduced by the Kingdom of Saudi 

Arabia (KSA) government to improve its organisation’s performance. These initiatives of 

developing and reforming the PS and services are discussed further in the following sections.  

2.1.4   The development of the Saudi Public Sector 

During the 1950s, as a response to the lack of coordination between central and regional units, 

the central government of Saudi Arabia began focusing its efforts on building a more advanced 

central bureaucratic system to strengthen its role in public service and development (Al-Awaji, 

1989, p. 51). The development of the Saudi government’s programme began in 1953, when the 

Council of Ministers was established to prepare and execute the government regulations and 

monitor the governments’ sectors (Furayyan, 2002). The important function of the Council of 

Ministers is to ensure the effectiveness and efficiency of the PS, which has been the 

government’s main strategy (Al-Homeadan, 2004, p. 118).  

In the 1970s, increased oil revenues encouraged the Saudi government to shift towards national 

development planning to build infrastructure and public facilities and thus to impropve the 

standard of living through regional development (Alsahlawi & Gardener, 2004).  

The first development plan in 1970 provided for the formulation of long-term planning 

objectives. In the past three decades, the Saudi government development programme has been 

tailored to adapt to prevailing conditions and to deal flexibly and efficiently with developments 

of the subsequent stages. This concept has become the basis for defining the pillars and themes 

of each individual plan and for ensuring the continuity of development efforts (Saudi 

Development Plan, 2013). 

 

The development of the Saudi PS was influenced by NPM principles and modern management 

practices, including the transfer of, and reliance on, certain market values such as competition, 

contracting out and other forms of organisational development and change, such as the 

principles of Total Quality Management (Al-Otaibi, 2015, p. 40).  

 

The national development programme carried out ten development plans to reform and develop 

government activities. The key focus of each of these plans is summarised in Table 1. 
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Saudi Development 

Plan 

Plan 

Term 
Key Focus 

First Development 

Plan 

1970-

1974 
Infrastructure and government services and utilities. 

Second Development 

Plan 

1975-

1979 

Infrastructure and addressed the financial and 

administrative framework for private sector development. 

Third Development 

Plan 

1980-

1984 
Efficiency, and promoted regional development. 

Fourth Development 

Plan 

1985-

1989 

Diversification of the economy and macro-economic 

management and the focus on Saudisation. 

Fifth Development 

Plan 

1990-

1994 
Improve the technical base of government sectors. 

Sixth Development 

Plan 

1995-

1999 

The role of the private sector in diversifying the 

economic base, promoted economic efficiency in both 

public and private sectors, and emphasised overall human 

resources development. 

Seventh Development 

Plan 

2000-

2004 
Focus on the long-term perspective. 

Eighth Development 

Plan 

2005-

2009 

A long-term perspective, looking to support the private 

sector, improving efficiency and continuing with 

administrative restructuring of government agencies and 

improving their efficiency. 

Ninth Development 

Plan 

2010-

2014 

Accelerating the development process and consolidating 

its sustainability, achieving balanced development among 

regions, continuing to improve the standard of living and 

quality of life of citizens, caring for needy social groups, 

and minimising unemployment. 

Tenth Development 

Plan  

2015-

2019 

In the field of organisations and administrative 

development, the Saudi government planned to:  

 Enhance the process of public reform and raise the 

efficiency and productivity of government bodies and 

employees.  

 Improve the efficiency of implementing the 

development programs and projects and developing the 

mechanisms of follow-up of their implementation and 

maintenance.  

 Improve the efficiency of public services and facilities 

provided to people and increasing their availability in 

all regions.  

 Achieve balanced development among the provinces of 

the Kingdom such as ensuring efficient distribution of 

development projects among the various regions, focus 

on accountability and transparency, protecting integrity 

and combating corruption, and improving economic 

integration with GCC and Arab countries. 

Table 1: The Saudi Arabian government Development Plans 1970-2019 

(source: Saudi development plan, 2013). 
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In addition to the Saudi government development plans, there are many initiatives that are 

implemented by government to support the development of administrative performance. For 

example, in 1992, three major political changes occurred aimed at modernising the government 

including the formation of the Consultative Council and establishing Provincial Councils in 

Saudi Arabian provinces. The Provincial Councils were composed of leading citizens who 

helped to provide input and reviewed the management of the provinces by their respective local 

governments. The third political development was introducing the Basic Law of Governance, 

incorporating arrangements for the Consultative Council and the regional government.  

 

In 1995, the Saudisation system was introduced as a reform targeted to reduce the 

unemployment rate (Al-Otaibi, 2015, p. 40). The Saudisation system aims to replace non-Saudi 

employees by Saudi nationals. However, the process of Saudisation has proceeded much more 

slowly due to the low response of the private sector which led the government to reduce the 

number of foreign workers entering the country and so reduced the Saudi unemployment rate 

(Budhwar & Mellahi, 2006, p. 100).  

 

In 2003, the Saudi government modernised its public administration and established 

administrative reform. This project aimed to restructure the PS and government agencies to 

overcome the issues in the old structure that caused overlapping and duplications in 

organisational systems. These reform efforts have led to a reduction in government expenditure 

by abolishing some agencies and in unifying the responsibilities of other services (Saudi 

Development Plan, 2013; Al-Otaibi, 2015, p. 40). 

 

In 2005, the Saudi Arabian government established a long-term plan that focuses on improving 

the Development Plan of 2005-2009. The government focused on improving efficiency and 

continuing with administrative restructuring of government agencies and improving their 

efficiency (Table 1). Moreover, the reforming process of government performance includes 

services that are delivered by the PS. The efforts of reforming PSVOs are discussed in the 

following section.   

2.1.5 The development of the Saudi Public Services  

Improving services provided to the public is one of the Saudi government’s key strategies 

(Saudi Development Plan, 2013). Many efforts have been made by the Saudi government to 

improve its services and achieve overall satisfaction. In 2000, the Saudi government privatised 



32 

 

some of its services as a way of improving the efficiency of the national economy, increasing 

Saudi citizens’ ownership of productive assets and encouraging local and foreign capital 

investment. For example, the government sold shares in the companies that were listed on the 

Saudi stock market, such as telecommunication and electricity companies. Although the 

government recognised that privatisation is one of the important strategies of the Development 

Plan, privatisation in Saudi Arabia faced issues such as the high levels of bureaucracy of the 

PS, a lack of transparency, a weak private sector and a lack of implementing privatisation 

policy (Alyagout & Siti-Nabiha, 2013). However, privatisation is not the only effort made by 

the Saudi government to improve its performance. In the last decade, three main development 

programmes, namely the King Abdul Aziz Quality Award, e-Government, and the government 

performance measurement centre, were launched aiming to improve the performance of public 

and service organisations to achieve citizens’ and residents’ satisfaction (KAQA, 2014; Saudi 

National Portal, 2013). This strategy led government to invite the private sector to design and 

deliver government services to improve performance and transfer the culture of improvement 

into the Saudi public sector environment (Al-Sobhi, Weerakkody & Kamal, 2010, p. 26). This 

was coupled with laying the foundations of a system that could measure the performance of 

government administration, and enable the adoption of resolutions aimed at enhancing 

transparency and combating corruption. Moreover, the system aims to adopt a culture that 

focuses on eliminating waste in the organisational processes, involves staff/management to 

enable improvements, and reduces mistakes, with the ultimate aim of improving performance 

(Bhuiyan & Baghel, 2005; Fryer et al., 2007).  

 

In 2007, the Saudi government established an internal audit unit in each PSVO to undertake 

the evaluation of internal control systems and verify adherence of government agencies to 

rules, regulations, and instructions. In 2008, a government performance measurement centre 

was established to measure PS performance as one of the government’s plans to improve PS 

performance (Saudi Development Plan, 2015). By 2015, the Saudi government recorded the 

limited role of the performance measurement centre in supporting improvement processes at 

public and service organisations and decided to restructure the centre’s activities and 

nominated a leader from a government board to drive the centre’s performance with more 

authority to support and monitor organisations’ performance and implement an accountability 

culture (Saudi Development Plan, 2015). 

While the traditional model of government offices has been functioning in Saudi Arabia for 

many decades, the government has invited the private sector to play a more active role and has 
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facilitated its entry and linking up with the existing government departments so that the general 

public can access better levels of service, and are able to get the required work done from the 

various departments more efficiently (Al-Sobhi et al., 2010, p. 26). For example, the “Absher 

system” is an electronic platform that was developed by a private company to enable customers 

to access some government services using an e-Services platform.  

 

In the last decade, many initiatives were introduced to improve services provided to the public. 

These initiatives include, for instance, launching a national system for road traffic safety to 

reduce traffic violations, a Saudi digital library for enhancement of the education process 

through support of education and learning facilities and e-education, a national system for 

educational management to support registration of pupils and students at schools, and a 

transportation project for trains and buses (Saudi National Portal, 2013). Moreover, the Saudi 

government supported using e-government at PSVOs, such as developing an e-correspondence 

system for exchanging and storage of preparation, tracking and retrieval of documentation at 

public organisations and implementing a messaging service system to increase communication 

between public organisations and between service providers and beneficiaries of government 

services (Saudi National Portal, 2013). However, some of these governmental efforts are still 

ongoing to improve PS and services provided to the public. There are some indicators showing 

positive results of these governmental efforts such as the national system for road traffic safety, 

which has contributed to reduce the number of traffic violations, and the Saudi digital library 

contributed to improve the quality of research by providing access to more than 300 

international publishers for researchers and university students at higher education institutions 

(Saudi Digital Library, 2015).  

These improvement efforts have raised the quality of public service in Saudi Arabia and placed 

them on a par with public service in developed countries (United Nations. Department of 

Economic and Social Affairs, 2015; UN-Good practices and innovation in public service, 2009, 

p. 101; Saudi Arabian-Human Development Report, 2003, p. 138). This suggested that Saudi 

Arabia is both a developing and developed in terms of improving its public services. 

2.1.6 Summary   

The NPM concept was introduced to shift traditional PS management to modern management 

and involved private sector practices in designing and improving PS activities. Many practices 

of the private sector, such as marketing and management styles, were identified as principles 

for implementing NPM. However, there were many issues associated with implementing NPM 
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in developed and developing courtiers which led to changes to NPM and introduced alternative 

concepts such as Public Value Management, Digital-Era Governance, and Collaborative 

Governance to overcome the shortcomings of NPM. These concepts aimed to solve 

management systems’ issues and improve organisational performance. Moreover, these 

concepts were applied to reform the PS in developed and developing countries. Saudi Arabia 

is one of the countries that reformed its PS and services in the last two decades. The main aim 

of reforming the PS in Saudi Arabia is improving organisational performance and services that 

are delivered to the public.  

 

However, the reviewed literature on reforming the PS showed that there is a lack of studies that 

discuss the impact of PS reform on services delivered to the public in Saudi Arabia. The reform 

and improvement efforts of services delivered to the public need further exploration to identify 

the required enablers and key learning opportunities for Saudi PSVOs to reform and improve 

their services. Therefore, this research focused on the continuous improvement concept in the 

PSVOs and explored the key enablers of CI in the Saudi Arabian public services’ environment.   

2.2: Continuous improvement 

2.2.1 Overview  

The aim of this section is to set out the theoretical context for the research by examining 

existing literature on continuous improvement (CI). The research is driven by three main 

themes—the public sector (PS), CSFs approach, and the CI concept and its methodologies. 

This section begins by defining the CI concept and then discusses implementation approaches, 

common improvement methodologies, CI initiatives in the PS, and the benefits and the issues 

encountered in implementing CI in the PS.  

2.2.2 The origin of continuous improvement  

Historically, the root of improvement can be traced back to the 1760s. British economist Adam 

Smith published his classic Wealth of Nations in 1776 and indicated that the division of labour 

that began in England during the 1760s contributed to improve the productivity of labour and 

had a significant influence on the industrial revolution (Shingo, 1988, p. 239). Smith believed 

that breaking processes into a small number of tasks and asking each worker to complete one 

task in a perfect manner contributed to improve performance, employees’ skills, productivity 

and reduced time-wasting in completing tasks (McCreadie, 2009, p. 3). In 1871, Denny of 

Dumbarton, at a Scottish shipbuilding company, established a reward system for employees to 

encourage their suggestions about improvement techniques, which has been recognised as the 
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beginning of the CI process in the shipbuilding industry. Denny suggested rewards for any 

employee who suggested new methods, machines, or hand tools to improve the work process. 

This system also rewarded improvements or inventions with respect to carrying methods, 

prevention of accidents, ways to avoid material waste, rendering superior quality, or improving 

economical performance (Schroeder & Robinson, 1991, p. 69).  

 

The modern concept of CI was formulated in 1950 through two major historical trends. The 

first was in the 1920s when Dr. Shewhart used statistical techniques in Western Electric 

manufacturing to control manufacturing processes and reduce defects. Shewhart prepared and 

designed a schematic control chart which provided a base of the essential principles for process 

quality control, and delivered the statistical reasoning concepts of ‘Plan, Do and See’. (Western 

Electric History, 2015; Zangwill & Kantor, 1998, p. 911). The idea was modified by Deming 

in 1950, the Total Quality Management (TQM) guru, to become the cycle of Plan, Do, Study, 

and Act (Zangwill & Kantor, 1998, p. 911; Beattie, 2007, p. 262). 

 

The second major trend of the CI movement was in 1937 through the Toyota company, where 

Ohno and Shingo considered the start of the just-in-time (JIT) idea in the Toyota production 

system (Ohno, 1988, p. 3: Zangwill & Kantor, 1998, p. 911). The concept worked on the 

premises of: ‘Plan’, i.e. the identification of the gaps and the areas for improvement; ‘Do’, i.e. 

practically implementing what has been conceived as the solution; ‘Study’, i.e. once the trials 

are completed make necessary observations on the shortcomings to resolve them; and finally 

‘Act’, i.e. on completion of the trials finally roll out the complete plan which would be free of 

errors and repeated corrections, or requiring more work that starts at the beginning of the ‘Plan’ 

step (Temponi, 2005, p. 19). 

2.2.3 Definition of continuous improvement   

Many studies have formulated definitions of CI, some reflect the origin of CI, whereas others 

refer to CI in the context of scholarly studies. Deming (1950 cited by Juergensen, 2000, p. 3) 

described CI as a concept comprising of “Improvement initiatives that increase successes and 

reduce failures”. Dean and Bowen (1994, p. 395) stated that a basic definition of CI is 

“commitment to constant examination of technical and administrative processes in search of 

better methods”.  

Caffyn (1999, p. 1,142) defined CI capability as “the ability of an organisation to gain strategic 

advantage by extending involvement in innovation to a significant proportion of its members”. 
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Lillrank, Shani, and Lindberg (2001, p. 44) defined the concept of CI from the viewpoint of 

organisational design as “a purposeful and explicit set of principles, mechanisms and activities 

within organisations adopted to generate on-going, systematic and cumulative improvement in 

deliverables, operating procedures and systems”.   

 

Bhuiyan and Baghel (2005, p. 761) defined CI as a culture of sustained improvement to 

eliminate wastage in all its forms and the fostering of a spirit of teamwork whereby everybody 

synchronises their efforts for the ultimate achievement of the goals and objectives without 

necessarily making large capital investments. Chang (2005, p. 414) defined CI as a consistent 

focus on improving customer requirements, continually measuring success and periodically 

identifying gaps for improvement. 

  

Few studies have identified the concept of CI in the context of the public sector. Fryer et al. 

(2007, p. 498), who studied the PS, described CI as an effort that involves all members of the 

organisation who work together on an ongoing basis to improve processes and reduce errors to 

enhance overall performance for the customer. Audretsch, Martinez-Fuentes and Pardo-del-

Val (2011, p. 1,922) described CI as being a systematised approach to managing the affairs 

which is forecasted to provide for gradual improvements in organisations by meeting and 

fulfilling step-by-step objectives. However, Jha, Noori and Michela (1996, p. 24) argue that CI 

is not strictly continual change, but the evaluation of results of change to take further informed 

actions to continuously improve overall performance.  

 

Boyne (2003, p. 223) views improvement as attainment of closer correspondence between 

perceptions of the actual and required standards of a service. This definition places the idea of 

improvement in a particular context; ‘improvement’ is dependent on the perceptions of 

stakeholders.  

 
Although there is no consensus on one particular definition of CI, it seems that all existing 

definitions (some of which are given above) seek better performance of an organisation to 

achieve customer satisfaction (Singh & Singh, 2015, p. 82).  

 

In the context of this research, CI can be described as a process of systematic and accelerated 

movement in organisational activities with the aim to achieve overall satisfaction. The 

outcomes of these changes are required in some or all organisational activities such as strategy, 

workforce, culture, structure, work processes and services that are received by people, 

employees or organisations.  
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2.2.4 The strategy of continuous improvement  

The development of organisation strategy can be considered as a way of increasing the 

performance orientation of an organisation (Pollitt & Bouckaert, 2004). From a strategic 

viewpoint, CI requires well-designed and well-executed systems and processes accompanied 

by effective management (Tummala & Tang, 1996, p. 13). This needs a method for developing 

and sharing the strategic goals of the business throughout the entire organisation so that every 

single member or problem-solving group is able to pay attention to enhancement, which will 

affect the strategic targets of the organisation (Bessant & Francis, 1999, p. 1113). Chapman 

and Hyland (2000, p. 171) advised that an organisation’s strategic framework should provide 

clarity in terms of incorporating CI, deliver the required resources and develop the ability to 

appropriately manage improvement as a continuous process.  

 

Mintzberg, Ahlstrand and Lampel (2005, p. 24) discussed several characteristics of the 

strategic management schools of thought such as design and learning schools. In terms of 

designing organisational strategy, they developed a basic model to help improve organisational 

performance, where managers consider implementing a strategic plan that aims to put CI at the 

strategic level. In keeping with this basic framework, top management should start to evaluate 

the external and internal environments of the organisation. Evaluating the external environment 

aims to identify the threats and opportunities associated with the service and this process can 

lead to identifying CSFs. An internal assessment identifies the strengths and weaknesses of the 

organisation, pointing to the issues that need to be considered when the top management is 

planning to implement a CI programme. These include issues such as organisational culture 

and resistance to change.  

 

Two additional factors are important in this framework - managerial values and social 

responsibility (Mintzberg et al., 2005, p. 27). Top management should believe that 

implementing a CI programme is a strategic choice that must be made to achieve sustained 

improvement in the organisational performance. Social responsibility reflects the moral 

responsibility of the organisation in the society in which it functions, whereby leaders need to 

evaluate the strategy and choose the best practices for implementing the strategic plan 

successfully.  

 

In the learning school, learning and training are considered as important elements in creating a 

CI strategy and implementing improvement programmes. The learning school proposed that 
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significant strategic changes or redirection can occur due to a variety of small actions that 

require the participation of all the organisation’s employees from shop floor level to top 

management level (Wu & Chen, 2006, p. 705). Terziovski (2002) pointed out that improvement 

activities should involve the organisation’s employees in an integrated effort toward improving 

performance. To overcome opposition, managers should move to new concepts whenever 

possible. This idea can be linked directly to CI which is considered as a systematic effort to 

seek out and apply new methods of work (Anand, Ward, Tatikonda & Schilling, 2009, p. 444). 

Moreover, the flexibility in organisational structure and engagement in continuous change are 

CI targets to improve organisational performance. Learning is an important part for the CI 

process and employees should keep learning new ways to improve their work and propose new 

ideas for improvement (Mintzberg et al., 2005, p. 176). 

 

Scholars discussed different approaches to fit CI fully into organisation strategy and design. 

For example, Lindberg and Berger (1997) conceptualised at least four processes for CI in an 

organisation, three team-based, and one individual-based, after in-depth analysis of CI 

applications in various practical situations. They concluded that where there was a low degree 

of standardisation in the processes, wherein CI concepts were easily accepted by the lowest 

hierarchy of the workers, they concluded that a successful implementation of CI was perhaps 

greatly dependent on the actual definitions undertaken for the goals, objectives, and the actual 

tasks to be worked upon.  

 
Correspondingly, Lillrank et al., (2001, p. 45) presented a five point agenda for the design of 

a successful CI initiative that was dependent on a number of factors, including whether the CI 

exercise was being conducted on an individual level, or as part of a group, whether by 

employees from a single hierarchy or multiple hierarchies, whether the organisational structure 

was integrated or parallel, whether the organisational outlook was towards improvement and a 

willingness to change or was opaque, and finally whether the organisational structure called 

for a central planning approach or managers’ decisions are devolved to lower management 

(Lillrank et al., 2001, p. 52; Audretsch et al., 2011, p.1,923). 

 
Anand et al., (2009, p. 449) examined the content of CI strategies and identified infrastructure 

categories that are important for CI initiatives. These categories include the ‘purpose category’ 

that covers the formulation and communication of the organisational goals of a CI project, the 

‘process category’ which is adoption of uniform methods for the discovery and execution of 

improvements, and the ‘people focus category’ that includes employees’ involvement and 
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training and motivation.  

 
Swartling and Olausson (2011, p. 339) discussed four approaches on how employees’ 

participation in CI activities can be organised and managed, including parallel, integrated, 

coordinated, and project approaches. In a parallel approach, improvement activities are 

coordinated by specific groups solely formed for this purpose (Berger, 1997, p. 111; Swartling 

& Olausson, 2011, p. 339). An integrated approach requires an improvement process to be 

promoted at all levels of the organisation (Berger, 1997, p.113; Lillrank et al., 2001, p. 50). In 

a coordinated approach, the expert-driven interdisciplinary improvement teams for specific 

projects are combined with improvement teams of day-to-day activities. While individual 

coordinators are also nominated in this approach, other employees are also empowered to 

undertake all necessary initiatives if they feel it improves the situation, resulting in organisation 

employees being personally motivated to contribute to improvement activities (Swartling & 

Olausson, 2011, p. 339). Hence, the integrated approach sees the formation of project-based 

experts coordinating specific aspects of the exercise, but individuals are independent in 

initiating improvements in their own sphere of work, as and when required. It is also important 

to note that some improvement initiatives are undertaken as specific projects, having clearly 

delineated starting and ending points (Swartling & Olausson, 2011, p. 340). However, the risk 

remains that if CI initiatives are run as a project, a lack of improvements in the beginning could 

see the priority of the initiative decrease from the management’s perspective, and ultimately 

the initiative could be wound up completely. In this case, the organisation manager needs to be 

patient for results and should not stop supporting to improve organisational performance to 

achieve better results (Repenning, 2002, p.125).  

2.2.5 Continuous improvement implementation 

The process of applying a CI initiative has been discussed by many scholars aiming to develop 

models for smooth implementation. CI implementation has been discussed from different 

perspectives. For example, Berger (1997, p.115) suggested five organisational designs for 

improvement teams based on two dimensions, parallel (improvement separated from ordinary 

tasks) and integrated (improvement as one of the ordinary tasks). The five organisational 

designs for improvement teams are:   

 Quality control circles which is a group of employees who meet regularly to discuss 

organisational problems that are related to quality and to find solutions. 

 Wide-focus CI is based on combining CI process teams in setting individual projects 
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or themes and CI in self-managed work groups.  

 Expert task force CI is based on the reliance on expert task forces consisting of 

professionals from quality, engineering and maintenance and therefore the span of 

improvement tasks requires considerable time and investment.  

 Organic CI improvement activities are integrated in multi-functional work groups and 

not left to experts for design, planning, and the decision-making is not left to the 

authorities outside teams.  

 Individual CI improvements are set off by individuals’ ideas and the implementation of 

the ideas is left to the specialists. 

 

Lillrank et al., (2001, p. 44) developed a generic design requirements approach for 

implementing CI. This approach required identifying external and internal conditions for 

adaptation. Those conditions that required improved operational efficiency, such as improved 

quality, reduced errors and costs were described as competitive pressure. Three basic design 

requirements for CI were identified: first, the motivation of individuals and teams must exist 

to implement CI; second, teams or individuals who are involved in the CI process need to be 

supported by facilities, training, skills, tools and techniques to be able to implement the CI 

programme; and finally, the organisation’s employees need to know what they are expected to 

do by the setting of organisational goals and objectives and implementation plans.   

 
Rijnders and Boer (2004, p. 284) developed four approaches to CI implementation that include 

‘exercisers’, ‘sprinters’, ‘novices’, and ‘stayers’. In the ‘exercisers’ approach, training and 

education make up the whole implementation process and skills and knowledge are seen as the 

most important factors of CI in the organisation. In the ‘sprinters’ approach, the key focus is 

on one specific concept at a time by dividing the concepts that are to be implemented in a 

project style approach. The ‘novices’ approach starts from a situation with little 

implementation experience and an absence of structured improvement processes at the 

management level and lays a basis at the management levels before the organisation considers 

more approaches to CI. In the ‘stayers’ approach, the focus is on introducing multiple ideas in 

a sequence that shows an evolutionary and cumulative development of CI content over time. 

 
Bhuiyan and Baghel (2005, p. 769) observed that CI initiatives are usually undertaken at three 

employee levels within an organisation: at the management level, within teams (both formal 

and informal) and at the employee level. For the manager, CI initiatives would be more related 

to concepts of strategy, while at the team level, CI initiatives would probably be involved with 



41 

 

initiatives towards resolving issues and challenges within the improvement processes Finally, 

on the individual level, CI initiatives would be concerned with everyday tasks so that all tasks 

are performed more efficiently. It is important that the management takes a strategic view of 

CI implementation so that benefits are accrued from all three levels of activity. 

 
Bessant, Caffyn and Gallagher (2001, p. 71) proposed a model of five stages towards the 

successful implementation of a CI initiative. They viewed that the five stage model be 

considered as a basic road map of improvement capability. Their five stages are: 

 Level 1, the Pre-CI stage where there has been a sudden interest in the requirement for 

the CI initiative which could be brought about by any number of reasons.  

 Level 2, structured CI, is when the organisational management initiates a formal 

process for the CI initiative.  

 Level 3, goal-oriented CI is when the management states specific objectives to be 

achieved by the different hierarchies with the successful implementation of the CI 

initiative.  

 Level 4, proactive CI is when the management allows even the lowest level in the 

organisational structure a measure of autonomy so that the overall objective of the CI 

exercise is effectively and efficiently met.  

 Level 5, full CI capability approximates to a model ‘learning organisation’.  

 

Moreover, Wu and Chen (2006, p. 697) provided a different view from that of Bessant et al. 

(2001) for successful CI activity. Using Bessant et al.’s five levels as a guideline, these 

researchers recommend a single super system in support of the intricacies involved in a CI 

initiative implementation. This super system can be customised to fit the requirements of any 

single organisation which perceives the requirement of a CI initiative. This model is intended 

to provide a convenient way to resolve organisational issues with a more efficient input of time 

and effort. The researchers have also developed an integrated CI model based on all the 

challenges and problems observed with CI implementation over the years. The inputs to the 

model would be the regenerative elements required to upgrade the existing facilities and levels 

of a firm, while the corresponding output would be improvements observed after 

implementation. However, Fryer, Ogden and Anthony (2013, p. 483) studied and revised 

Bessant et al.’s model and argue that Bessant’s model is less useful as a framework for 

measuring the level of CI maturity and does not provide indicators against each of the five 

stages of development, while the amended CI maturity model is a three-stage model (Table 2) 
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and eight more indicators have been added to be valid in the context of the PS (Fryer et al., 

2013, p. 491). 

 
Table 2: Three stages CI Maturity model for the PS (Fryer et al., 2013, p. 491). 
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CI initiatives are dependent on the level of commitment of the participants (Caffyn, 1997, p. 

257; Middel, Boer & Fisscher, 2006, p. 343), with each participant usually playing one or more 

roles in the improvement process; for example, the role of employees in an improvement 

process can be as facilitators of communication and/or discussion, as information providers 

and/or as problem solvers. However, the role of the CI facilitator has been greatly emphasised 

by Caffyn (1997, p. 257), who has also listed ten key behaviours towards improving the 

efficiency of CI initiatives:  

 Employees need to be aware of the organisational goals and objectives intended to be 

met through the initiative.  

 Individual goals and aspirations should be aligned with the company goals and 

objectives.  

 All activities undertaken for the purpose of the initiative, including training and 

workshops, etc., need to be monitored by the management to ensure that they are 

contributing to the organisational goals.  

 It should be continuously monitored to ensure that all activities undertaken towards 

the initiative complement one another and are in harmony.  

 Managers should be committed to the exercise, and should demonstrate the same 

through their deeds and actions.   

 The employees throughout the organisation need to proactively take initiatives to 

contribute to the improvement drive.  

 All the hierarchies need to work in perfect harmony with each other. 

 Employees should share their experiences with one another as much as possible while 

working towards the initiative. 

 The experiences and learning so attained should be recorded for future reference.  

 Organisations should instill a shared cultural perspective in employees which would 

be reflected in the CI initiatives, too. 

 

Considering the previous approaches, and as already acknowledged by Bessant and Francis 

(1999) and Savolainen (1999), there is hardly a one-solution-fits-all model for a successful CI 

implementation in an organisation, but every organisation is unique in this respect. So, while 

the level of customisation of this super system would be very accurate and a perfect match for 

one organisation, it may not be so for another, necessitating the need for understanding 

organisational behaviours and structure to implement CI initiatives. Reviewing the existing 
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literature on CI showed that there is no universal prescription for implementing CI and 

organisations have to influence several characteristics such as culture, employees’ behaviour 

and different customer preferences that play a major role in shaping CI implementation 

approaches. Also, an organisation needs to evaluate its performance first and identify the areas 

for improvement before implementing a CI programme.  

2.2.6 Continuous improvement and self-assessment 

Assessment is the process of evaluating an organisation’s performance to identify what has 

been achieved and what needs improving (Hillman, 1994, p. 29). Organisational assessment is 

identified as “a systematic process for examining an organisation to create a shared 

understanding of the current state of those elements that are critical to the successful 

achievement of its purpose” (Immordino, 2013, p. 9). The self-assessment approach enables 

an organisation’s managers and employees to have an understanding of areas which require to 

be worked upon and improved (Hillman, 1994, p. 29), and allows for the proper and optimum 

utilisation of resources so that aspects of time, effort and finances are directed to areas which 

require them more compared to others (Van der Wiele, Dale & Williams, 2000, p. 21).  

 
Evaluation of an organisation’s strengths and areas for improvement will help the organisation 

to clearly identify critical issues and the relative priority for those issues, measure progress 

towards excellence, ensure that activities of improvement are integrated with strategic 

objectives, highlight and share best practices internally and against other organisations, provide 

useful analysis of organisational capability to support customer objectives and needs, and pave 

the way to identifying the organisation’s strategic direction and future (Hakes, 1994; 

Immordino, 2013). While self-assessment tools and concepts have been as a rule applied in 

quality excellence programmes, including the Deming Prize, the European Foundation for 

Quality Management (EFQM) Excellence Model and the Malcolm Baldrige National Quality 

Award (MBNQA), etc., they are now also utilised for developmental purposes, contributing to 

increasing employee performances by the application of CI exercises, and increasing the 

effectiveness of such initiatives (Hillman, 1994, p. 31; Jørgensen, Boer & Gertsen, 2003, p. 

1,264).  

 

Different models that drive organisational excellence have been used to assess improvement in 

organisations. Kaye and Anderson (1999, p. 489) identified 10 criteria for CI assessment based 

on elements of the EFQM and MBNQA self-assessment models, and Black and Porter (1996, 

p. 1) used the MBNQA criteria in designing their research to identify the CSFs of TQM. 
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Mohammad and Mann (2010, pp. 1-5) conducted research on 96 national quality awards from 

82 countries across the world. Their research showed that some countries have more than one 

quality award, for example, Malaysia has three quality awards that include Quality 

Management Excellence Award, Quality Award for Private Sector, and Quality Award for 

Public Sector. Moreover, the MBNQA, EFQM, and the Deming prize are the most frequently 

used models in designing business excellence models. The criteria of these models have been 

used in private and public organisations to assess and measure their improvement processes 

(Porter & Tanner, 2004; Hwang, Kim & Jeong, 2012, p. 178).  

 

The MBNQA was instituted in 1987 and provides recognition for Malcolm Baldrige’s efforts 

to promote quality awareness by American companies. It identifies the quality excellence 

attained by firms, and tries to share information amongst companies regarding all aspects of 

quality (Vokurka, Stading & Brazeal, 2000, p. 42; MBNQA, 2014). The award has 

encompassed the healthcare and education sectors since 1999, and the activities of non-profit 

organisations since 2005. The criteria are embodied in seven integrated requirements that 

include leadership, strategic planning, customer management, measurement analysis and 

knowledge management, workforce focus, process management, and performance results. 

The EFQM Excellence Model was created in 1992 by a team of experts from European industry 

and academia, to support the assessment of organisations for the European Quality Award 

(EFQM, 2013). Similar to the MBNQA, this model assesses quality in nine different criteria, 

comprised of enablers and results (Vokurka et al., 2000, p. 43), where the enablers include 

criteria of demonstrated leadership, people, partnership, resources made available and 

processes, product and services provided by the company to customers. The optimum 

utilisation of the enabler elements determines the quality and range of services and products 

delivered by the organisations. The EFQM framework can be used by organisations as a form 

of self-assessment without the need to apply for the award and external assessment (Fryer, 

2009, p. 58). EFQM self-assessment is based on RADAR logic - Results, Approach, 

Deployment, Assessment, and Review (Rusjan, 2005, p. 366). The EFQM framework only 

goes as far as completing the self-assessment, which is the first stage of the improvement 

process (Wright, 1997, p. 318; Rusjan, 2005, p. 364). 

 
In appreciation of Deming's efforts, the Japanese established the Deming Prize in 1951 based 

on self-assessment principles and established a Deming Prize Committee (Jackson, 1999, p. 

59; Vokurka et al., 2000, p. 43; Porter & Tanner, 2004). The Deming Prize is allocated after 

http://en.wikipedia.org/wiki/EFQM_Excellence_Model
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judging both public or private institutions on six factors:  

 The management’s policies and how they are implemented. 

 New product developments and steps taken towards work process innovation.  

 Maintenance and improvement of existing systems. 

 Establishment of management systems, including systems for managing quality. 

 Information analysis within the organisation. 

 Human resources development and utilisation of IT facilities (Deming Prize, 2010).  

 
While this prize does not allocate a weighted average value to any of the six factors mentioned 

(unlike the MBNQA or EFQM), the award does emphasise that each of the factors mentioned 

are very important and have similar values to other awards criteria (Vokurka et al., 2000, p. 

43).  

 
The International Organisation for Standardization (ISO) offers a standard that is used to 

promote self-assessment (ISO 9004, 2009). The ISO 9004 is part of the ISO 9000 series of 

standards that addresse different phases of quality management (ISO, 2014). The standards 

provide guidance and tools for the CI of present quality systems to achieve customer 

satisfaction and improve the quality of organisational performance. Moreover, ISO 9004 

addresses the improvement of both the effectiveness and efficiency of a Quality management 

system (QMS), while ISO 9001 is limited to the assessment of effectiveness only (Boys, 

Karapetrovic & Wilcock, 2004).  

ISO 9001 is a popular standard used by companies and organisations and according to ISO 

(2014) there are over one million companies and organisations in over170 countries that have 

implemented ISO 9001. Saudi Arabia is one of those countries that implemented ISO 

9001:2008 in public and private organisations. However, the Saudi government went beyond 

the international standard and designed its own quality award. The King Abdulaziz Quality 

Award (KAQA) is a Saudi national award that was created by the Saudi Arabian government 

in 2000 to encourage public and private sectors to maintain high-quality product and service 

standards, externally and internally (KAQA, 2014). The Award is a government programme 

designed to improve organisational performance. The Eight criteria of the KAQA have been 

designed to assess organisational performance: Leadership, Policy & Strategy, People 

Management, Partnership & Resources, Process Management, Customer Focus, Society 

Impact, and Key Results (KAQA, 2014). In a comparative analysis, study of the American 

Malcolm Baldrige National Quality Award, the European Quality Award, the Deming Prize 
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from Japan, the Canadian Quality Award and the Australian Quality Award, Vokurka et al., 

(2000, p. 46) found that all these awards support CI in terms of leadership techniques, strategic 

plans, organisation processes, and stakeholder relationships through the analysis and change of 

business results. This result indicates that there are similarities of criteria that are used for 

assessing an organisation’s performance. Self-assessment methods are considered as a way of 

preparing organisations for implementing CI. However, implementing CI requires 

organisations to select appropriate approaches that fit their structure. 

2.2.7 Continuous improvement methodologies  

There are several improvement methodologies studied by scholars which include TQM, Lean, 

Six Sigma, Business Process Reengineering (PBR), Kaizen, and the Theory of Constraints. 

These methodologies are common strategic approaches that have been applied in developed 

and developing countries, public and private service sectors (section 2.4.3.1). However, CI is 

not limited to such quality initiatives and philosophies. It can include a wide range of aspects 

such as processes, job design, working conditions, and supplier relationships (Imai, 1986; 

Berger, 1997; Lillrank et al., 2001; Swartling & Olausson, 2011, p. 337). 

Although individually each CI programme can improve organisational operations, they are not 

necessarily applicable for solving certain issues. Some organisations tend to use hybrid 

methodologies based on the combination of two or more methodologies of improvement, such 

as Lean and Six Sigma, to solve a wide range of issues and overcome the weaknesses of using 

individual improvement methodologies (Pojasek, 2003, p.90; Bhuiyan & Baghel, 2005, p. 

765). The differences between CSFs of CI in developed and developing countries, public and 

private service sectors, are discussed in sections 2.4.3.1, 2.4.3.2 and 2.4.3.3. The following 

sections provide a brief description of the popular CI methodologies.  

2.2.7.1 Total Quality Management  

Since the late 1950s, quality management (QM) has been an organisational development 

strategy for achieving competitive advantage (Tannock & Ahmed, 2008, p. 180). Total Quality 

Management (TQM) is a wide concept covring all the quality gurus’ disciplines, Crosby, 

Feigenbaum, Ishikawa, Juran and Deming. It includes various approaches to quality: “total 

quality control”, “total quality leadership”, “total quality improvement program”, “continuous 

quality improvement”, and “total quality service”. The key focus of TQM is to implement 

quality concepts at the organisation, achieving customer satisfaction and meeting their needs, 

and expectations, and improving organisational performance.  
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Oakland (2003, p. 41) explains TQM as a process and initiative for improving organisational 

efficiency, flexibility in responding to situations, competitiveness in the marketplace and 

helping the organisation perceive the needs and requirements of its employees. Moreover, 

TQM is seen as “a corporate culture that is characterized by increased customer satisfaction 

through continuous improvements, in which all employees actively participate” (Dahlgaard & 

Dahlgaard-Park, 2006, p. 266). By focusing on the organisational process through continual 

improvement, TQM implies “a constant endeavour to fulfil and preferably exceed, customer 

needs and expectations at the lowest cost, by continuous improvement work, to which all 

involved are committed, focusing on the processes in the organisation” (Isaksson, 2006, p. 

633). Dale, van der Wiele & van Iwaarden (2007, p. 30) state that TQM stands for meeting the 

expectations and requirements of clients, via joint collaboration of those concerned with the 

production of services and products within the associated process of the business organisation.  

TQM provides a systematic and comprehensive approach to continually improving processes, 

people and products, emphasising the requirements and customers’ expectations and promoting 

teamwork to sustain the operative and business performance of the organisation (Al-Khalifa & 

Aspinwall, 2000, p. 194; Agus, 2005). Even though TQM implementation requires 

customisation according to the specific needs of government organisations (Starling, 2010), its 

ability to improve products and services, minimise costs, increase internal and external 

customer satisfaction, and generate greater revenue makes it a valuable CI methodology for the 

PS (Chin & Pun, 2002; Agus, 2005). 

 

During the 1980s, PSOs gradually started adopting many management practices from the 

private sector (Rosenhoover & Kuhn, 1996, p. 439; Kim, 2009, p. 420) and so with the adoption 

of TQM practices, many public services, including healthcare, education, security,  and a host 

of other departments, have seen the standards of their services improve dramatically (Saint-

Martin, 2001, p. 118) after governments, too, realised the importance of quality in the level of 

the services they offer to their citizens (Pollitt & Bouckaert, 2004; Boyne & Walker, 2002, p. 

111). 

2.2.7.2 Lean management  

Lean is an improvement methodology that was discovered at the Toyota production system 

and developed by the Japanese engineers Taiichi Ohno and Shigeo Shingo for waste 

elimination and cost savings (Arnheiter & Maleyeff, 2005, p. 9; Waterman & McCue, 2012, p. 

508). Lean methodology is driven by the need to reduce human effort and the space and time 
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required to store inventory and to develop products to swiftly respond to changing consumer 

preferences, while providing high quality products and services in the most efficient and 

economical manner (Kumar & Bauer, 2010, p. 31). Towards maximising value for the 

customer, and minimising wastage, five primary principles of Lean have been identified 

(Pedersen & Huniche, 2011, p. 404). These principles include identifying customer value that 

focuses on customer needs and expectations, analysing value streams to identify waste and 

improvement areas, creating flow that enables the organisation to provide more ‘customer 

value for resources’, using “Pull” to enable the organisation to supply a product or service only 

when a customer needs it, and strive for perfection (Kollberg, Dahlgaard, & Brehmer, 2007, p. 

11; Pedersen & Huniche, 2011, p. 404). A successful lean approach in the private and public 

sectors requires more interest from organisations’ managers and staff to close the capability 

gap early in the process, and make the transition to a new way of working (Bhatia & Drew, 

2006, p. 6). The Lean approach can help employers standardise and streamline a vast array of 

processes to optimise workflow and achieve greater customer value (Radnor, 2010, p. 28). 

2.2.7.3 Six Sigma  

Six Sigma was introduced by Motorola in the mid-1980s as a statistical method to measure 

performance capability (Rancour & McCracken, 2000). Six Sigma can be defined as “a 

business improvement strategy used to improve business profitability, to drive out waste, to 

reduce costs of poor quality and to improve the effectiveness and efficiency of all operations 

so as to meet customers’ needs and expectations” (Antony & Banuelas, 2002, p. 20; Coronado 

& Antony, 2002, p. 92).  

Six Sigma focuses on understanding how defects occur and then improving the process to 

reduce the rate of such defects, which ultimately improves customer satisfaction (Antony, 

Antony, Kumar & Cho, 2007, p. 295). It is a highly disciplined and statistically-based approach 

that analyses the underlying data to identify root causes of problems rather than utilising 

personal opinions (Watson & De Yong, 2010). This method to improve process is associated 

with both the proactive, and preventive problem resolution methods. The problem resolution 

processes can be either MAIC (Measure, Analyse, Improve, Control) or DMAIC (Define, 

Measure, Analyse, Improve, Control). Correspondingly, the preventive methods would 

constitute four aspects: identify, design, optimise and validate (Coronado & Antony, 2002). In 

the context of PSOs, Six Sigma can equally help minimise the occurrence of defects and 

produce high quality products and services (Kumar & Bauer, 2010, p. 31).  



50 

 

2.2.7.4 Business process re-engineering (BPR) 

Business process re-engineering (BPR) is defined as “the fundamental rethinking and radical 

redesign of business processes to achieve dramatic improvements in critical, contemporary 

measures of performance, such as cost, quality, service, and speed” (Hammer & Champy 

(1993, p. 32). The concept of BPR was introduced in 1990 by Davenport and Short (1990, p. 

11) and Hammer (1990). BPR is considered as an improvement approach that is based on 

radical change in processes and is managed by top management to improve organisational 

performance (Ardhaldjian & Fahner, 1994; Olalla, 2000, p. 583).  

 
Successful re-engineering requires a good understanding of the problem by comparing 

processes, technology, people communication, and organisational structure at strategic, 

managerial, and operational levels to define the scope of the project, the areas of the 

organisation most affected, and the complexity of the problem (Grant, 2002, p. 86; Terziovski, 

2002). Al-Mashari, Irani and Zairi (2001) argued that PSOs use BPR to improve performance 

by creating both the necessary conditions for CI and an organisational culture that fosters 

collaboration and values results and customers. Thong and Chee-Sing Yap (2000, p. 264) 

provided six useful lessons for PSOs to implement PBR: realising the importance of social and 

political changes to implement PBR, organisational staff, the importance of an effective team, 

benchmarking against the best private organisations, approval of redesigned procedures as 

essential for PSOs, and the usefulness of a pilot site implementation in demonstrating improved 

services to the public and the Minister to justify subsequent funding for the main 

implementation. While the PS would have to learn much from the private sector regarding the 

BPR functions, it is noteworthy that individual re-engineering initiatives need to be tailored 

and aligned against specific and individual situations (Halachmi & Bovaird, 1997, p. 227).  

2.2.7.5 Kaizen 

Kaizen is considered as one of the CI strategies that was organised in Japan in 1950 to resolve 

government issues in the confrontational management system and a pending labour shortage 

(Singh & Singh, 2009, p. 51). Imai (1986, p. 3) defined Kaizen as “ongoing improvement 

involving everyone- top management, managers, and workers”. Moreover, he viewed Kaizen 

in business as “the process of gradual and incremental improvement in a pursuit of perfection 

of business activities” (cited by Al Smadi, 2009, p. 203). Kaizen comprises two concepts - kai 

(change) and zen (to become good) - and is the ability to go beyond contractual roles and 

responsibilities to persistently identify new and innovative business processes that can make 

important contributions to overall organisational goals (Armstrong & Stephens, 2005, p. 185). 
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Moreover, it covers many improvement practices such as Total Quality Control, Just-in-time 

and quality circles (Imai, 1986, p. 3). 

 
Kaizen involves small and incremental improvements in work processes, the permanent use of 

the Deming cycle of ‘plan, do, check, and act’ (PDCA) and a focus on process versus results 

(Lyu, 1996, p. 127). The implementation of Kaizen strategy associated with five guidelines as 

identified by Imai, includes processes and results improvement, improving performance along 

three dimensions: quality, cost, and delivery (QCD), availability of relevant data for problem-

solving process, considering customers for each work process, and implementing visual 

management to allow problems to be visible to everyone in the work process (Al Smadi, 2009, 

p. 204).  

 
Since the early 1990s the term Kaizen and other improvement methods such as Lean have 

become important to the PS to reduce the overall costs of organisation budgets and the fiscal 

deficits faced by countries in Europe and Asia (Radnor, 2010; Suárez-Barraza & Miguel-

Dávila, 2014, p. 396). Many PSOs faced serious issues regarding quality and response time in 

their service delivery. Kaizen can be implemented on five levels of organisation including the 

individual level, improvement teams, Kaizen groups, flow Kaizen groups and supply chain 

Kaizen groups (Bicheno & Holweg, 2016, p. 74). Moreover, Kaizen is required at all levels of 

an organisation and each member has a role from top management to employees on the shop 

floor (Bicheno & Elliott, 1997, p. 328). Implementing Kaizen will help service organisations 

to eliminate the pressure they face for better and faster public services for citizens, to deliver 

services more quickly and with higher quality, to create more value for customers and to 

eliminate unnecessary process at PSOs (Suárez-Barraza & Miguel-Dávila, 2014, p. 396).  

2.2.7.6 Theory of constraints 

The theory of constraints (TOC) is a process improvement philosophy that focuses on the single 

factor that limits an organisation’s production processes. TOC was developed by Eliyahu M. 

Goldratt in the early 1980s and emphasises constraint identification and management as the 

keys to focusing limited time and resources on areas where possible returns are the greatest 

(Pitcher, 2010). The working principle of TOC focuses on the improvement of process 

(Rahman, 1998; Robbins, 2011). Goldratt and Fox (1986, cited by Rahman, 1998) proposed a 

five-point process to manage constraints in an optimum manner (Berry & Smith, 2005). These 

steps include identifying the existing constraints in the system, devising methodologies to 

improvise overcoming the constraints for the present, rectifying the constraints for the long-
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term efficiency of the system, incorporating TOC aspects into the system on a permanent basis, 

all of which would change the dynamics of the system to be ultimately more efficient (Rahman, 

1998, Berry & Smith, 2005; Robbins, 2011). While the methodology could be applied in PSOs 

involved in providing goods and services (Robbins, 2011), there is lack of empirical evidence 

on its applicability in public sector (Radnor, 2010).  

2.2.7.7 Summary of Continuous Improvement methodologies  

The CI methodologies discussed previously focus on similar purposes that include process, 

customers, defect and waste reduction in the public and private sectors. Moreover, reviewing 

the literature showed that these popular improvement methodologies have been used in studies 

that were applied in the context of public and private sectors. The improvement methodologies 

are summarised in Table 3. However, selecting the appropriate CI approach to fit an 

organisation’s structure is the main challenge that faces organisational managers to avoid 

failure of the improvement process. 

CI approach  Description Key Focus 

BPR 
An approach to transforming activity through 

process change. 
 Process 

Kaizen 

An approach to continuous incremental 

improvement, creating more value and less 

waste. 

 Process  

 Customer  

 Defect reduction 

 Waste reduction 

Lean 

A way of working which identifies and 

eliminates waste to deliver improved value and 

service. 

 Process  

 Customer 

 Defect reduction 

 Waste reduction 

Six Sigma 
 

A structured approach to data-driven problem 

solving. 

 

 Process  

 Customer  

 Defect reduction 

TQM 

A way of working which focuses all participants 

on quality, driving long-term success through 

customer satisfaction. 

 Process  

 Customer  

 Defect reduction 

TOC 

An approach to manage constraints that 

describes a system as a chain that consists of a 

group of interdependent links working together 

toward the overall goal. The constraint is a weak 

link. 

 Process 

 Waste reduction 

Table 3: Common improvement approaches in the public sector, Source: Author, based on:  

(Nave, 2002, p. 73; Baczewski, 2005, p. 101; Radnor, 2010, p. 24) 

 



53 

 

2.2.8 Continuous improvement in the public sector  

CI is considered a necessary core driver for organisations in both the public and private sectors 

that face a common challenge, ‘doing more with less’ (Fryer et al., 2007, p. 499; Van 

Aartsengel & Kurtoglu, 2013, p. 6). Since the late 1970s, the PS has been making the effort of 

reforming, improving the efficiency of governmental operations, and making policy 

implementation more effective (Diefenbach, 2009, p. 893; Mongkol, 2011, p. 35).  

 

The main goal of the PS is not maximising profit, but rather providing good services to citizens 

with the ultimate aim of customer satisfaction. Moreover, Rosen (1993, p. 2) suggested that 

the possibility of improving PS productivity may refer to two basic reasons that include 

implementing the new ways of motivation for change and the development of technical and 

strategic knowledge. Furthermore, Suárez-Barraza, Ramis-Pujol and Tort-Martorell Llabrés 

(2009, p. 98) pointed out that since Deming’s work (1986, p. 5), there is emphasis on the 

importance of CI in work processes in governmental services which will then contribute to 

public respect and would maintain service positions and help the sector create more jobs.  

 

Defining the ‘customer’ can be considered the main challenge that the PS faces when 

attempting to enhance performance (Üstüner & Coşkun, 2004, p. 166; Fryer et al., 2007, p. 

499). Moreover, Immordino (2013, p. 7) expressed the view that governments faced challenges 

in making the best use of available resources, serving the broadest possible population, 

accomplishing the goals of society and government leaders, sustaining the workforce to meet 

challenges. Swiss (1992, p. 358) discussed the difficulties of implementing improvement 

initiatives such as TQM in PSOs. He stated that one of the main challenges is defining the 

customer in PSOs. Reed (1997) conducted a study on the PS in the UK that showed how 

defining the customer in the PS is ambiguous and complex.  Reed (1997, p. 22) discussed 

several difficulties of defining the customer and balancing of various demands for many 

customers in PSOs. These difficulties are as follows:  

 Difficulty of meeting various demands for all types of customers. PSOs have many 

types of customers including the beneficiaries of public service, the public, an 

organisation, society, or taxpayers.  

 The growth of consumerism led to demands for implementing many choices of 

services.  

 Diversity of customers based on service funders, such as the unemployed who receive 

social security benefits that are funded by taxpayers.  
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 The difficulty of defining customers based on the result that is desired by the customer 

or the quality of the result that is obtained, such as in higher education, where the 

outcomes for students might be a degree or learning activities 

 The difficulty with customer numbers. In PSOs increasing the number of customers can 

be associated with available funds to deal with many customers or the type of services 

provided. Improving performance of PSOs will help to deal with many numbers of 

customers. However, the challenge is that budget-cutting at PSOs may result in a 

reduction of, or lack of improvement in, services provided. On the other hand, a 

decrease in numbers of service beneficiaries is a government target in some services 

such as healthcare and social services.  

Moreover, customer definition can be also shaped by design of the service. There are some 

services designed for a particular type of customer and some services are more general and 

serve the general public, society or organisations. Also, understanding various types of 

stakeholders is vital to define a particular customer. However, defining the customer in PS 

varies and depends on the government structures and the context of PS. For example, some 

governments, such as Saudi Arabia, fund social security services by government budget. The 

previous discussions around customer definition in PS suggest that in the process of improving 

PS services and performance, it is important to determine and understand all stakeholders that 

are involved in the organisation to meet their requirements, whether customers are presented 

as service users, service beneficiaries, employees, an organisation, or the general public.  

  

According to McAdam, Reid, and Saulters (2002, p. 582), one of the key determinants of any 

improvement methodology for PSOs is the interest of the general public or taxpayers. This 

factor differentiates the PS from the private sector, which is driven mainly by maximising 

shareholder wealth and customer satisfaction. Similarly, the PS has certain characteristics, such 

as being influenced by external events, political decisions, funding, absence of competitive 

pressures in some parts of the PS, and the presence of multiple stakeholders with conflicting 

goals and political influences (Thong & Chee-Sing Yap, 2000, p. 247; Boyne, 2002, p. 102), 

and these characteristics distinguish the public sector from the private sector. Such differences 

constrain the transferability and application of CI methodologies from the private sector to the 

PS domain (Boyne, 2002, p. 102).  

 

In the context of the public service, Boyne (2003, p. 223) defined public service improvement 

as “closer correspondence between perceptions of actual and desired standard of public 
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services”. Some scholars have discussed the drivers for improvement in the PS; for example, 

Hodgson, Farrell, and Connolly (2007, p. 363) evaluated 51 studies of CI in the public service 

based on seven categories for promoting public service improvements: include competition, 

operational change, leadership/management, participation, quality management techniques, 

competition, resources, and organisational size. These authors suggested that there are some 

approaches that are designed for the private sector and could be used to assess improvements 

in public services, such as goal, resource and organisational process approaches. In the goal 

approach the key focus is on achieving the organisation’s mission as conceived by the 

organisation and its stakeholders (Hodgson et al., 2007, p. 358).  

 

The resource approach focusses on linking the evidence of improvement with availability of 

resources in organisations (Boyne, 2003, p. 211). Moreover, another approach for assessing 

improvement was related to organisational processes and focuses on the way that organisations 

operate their processes, whether internal practices are smooth, employee motivation, and 

organisational culture (Hodgson et al., 2007, p. 359). The competing values model attempts to 

combine these approaches into a universally applicable set of evaluative criteria; and the 

multiple constituency model suggests improvement of existing public services by 

organisational stakeholders (Boyne, 2003, p. 219). 

 
Other studies, such as Fryer et al., (2007, p. 501) and Jones and Seraphim (2008, p. 305), 

express the view that changes in the socio-political environment and government regulations 

have an impact on the adoption of CI practices in the PS to improve customer satisfaction and 

the value of money with fiscal constraints. Moreover, Radnor (2010, p. 37) lists a set of factors 

that drive change and improvement in the PS including change of leadership, performance 

indicators, new technology, government agendas, threat of competition, changing policy 

environment, service expansion with limited resources and demand for increased efficiency. 

However, these factors for improvement are discussed in relation to developed nations due to 

the lack of studies that discuss the causes for improvement in developing countries. Moreover, 

reviewing CI studies showed that CI studies in public and service organisations are very 

limited. Consequently, CI in the public sector requires more studies to examine the implication 

of CI initiatives in the PS in developing countries. 

2.2.9 Continuous improvement and innovation   

Many scholars such as Imai (1986), Cole (2002) and Moore (2005) contrast CI with innovation, 

CI with discontinuous innovation, incremental innovation with discontinuous innovation.  
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Innovation can be described as implementing an idea or behaviour, programmes, system, 

product or service that is new to the organisation (Damanpour, 1991, p. 556).  

Boer and Gertsen (2003, p. 806) viewed continuous innovation as “ongoing interaction 

between operations, incremental improvement, learning and radical innovation aimed at 

effectively combining operational effectiveness and strategic flexibility or exploitation with 

exploration”. Continuous innovation could be conceptualised as comprising three core 

elements: CI, learning, and innovation, thereby “implying an effective, ongoing interaction 

between incremental improvement and learning, and more radical innovation and change” 

(Pasche & Magnusson, 2011, p. 257).  

 

The main difference between CI and innovation is that CI focuses on small incremental change 

of organisation processes while innovation focuses on large, visible and discontinuous change 

activity. Moreover, many characteristics distinguish CI from innovation, such as CI is 

considered as a never-ending process of changes while innovation affects a short-term period; 

CI focuses on people efforts while innovation more often deals with technology; CI should 

involve all levels of organisations, in contrast innovation involves a few champions (Carlopio, 

Andrewartha, Whetten & Cameron, 2012, p. 477).  

 

Considering the design of improvement processes, CI efforts can occur in organisations as 

‘incremental’ improvement over time or ‘breakthrough’ improvement at a particular time 

(Hakes, 1994; Bond, 1999; Singh & Singh, 2009; ASQ, 2014). Lillrank et al., (2001, p. 44) 

distinguished between radical and incremental improvement in organisational design and 

define radical improvement as “changing of fundamental design principle of products or 

services, while incremental means working with the boundaries of such a principle”. 

 

According to Imai (1986, p. 6), improvements can be brought in by the two different 

approaches; by the introduction of the Kaizen process, or by innovation. While the ultimate 

goal of both approaches is the same, the path taken is different. Kaizen calls for small, gradual, 

step-by-step, consistent and incremental processes, all of which would see gradual 

improvements in the way things change, whereas innovation would probably entail a one-time, 

single, large-scale investment towards making the required changes (Terziovski, 2002, p. 11).  

 
Hartley (2005, p. 31) discussed four possible relationships between innovation and 

improvement in public service, as illustrated in Figure 6 below. First, when an organisation has 

a stable environment, there is no improvement and no innovation because the organisation has 
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a close fit to the stakeholders’ needs and there is no need for either improvement or innovation, 

or perhaps the organisation does not recognise or understand their stakeholders’ needs. The 

second possible relationship is that the organisation focuses on small and incremental changes 

with low efforts of innovation, such as implementing TQM. The result of changes does not 

individually establish innovation or introduce a new improvement process. However, CI 

changes will lead to large changes over the long term. In the third possible relationship, there 

may be innovation in an organisation but no improvement. Nevertheless, relying on innovation 

only does not always lead to success. Moreover, innovation might lead to the creation of more 

choices for service users without considering improvement of these choices. The fourth 

relationship between innovation and CI is considering high innovation with high improvement, 

and this requires measurement of the improvement results (Hartley, 2005, p. 32). 

 
Figure 6: The relationship between innovation and improvement 

 (source: Hartley, 2005, p. 31). 

 

In the Saudi Arabian PS, the development report (2013) suggested that there are small and 

incremental improvement efforts in the PS with low efforts towards innovation (section 2.1.4). 

However, these efforts at improvement were based on small changes in the operational systems 

of the organisations and there has been no  systematic approach for improvement.  
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CI and the quality of performance can lead to incremental innovation, and using problem-

solving tools in CI helps to develop creativity and innovation within organisations (Terziovski 

& Sohal, 2000; Prajogo & Sohal; 2003, p. 914). Further, Madrigal-Sánchez and Quesada-

Pineda (2012) pointed out that using CI to support incremental innovation is one of the best 

practices for innovative management. According to Ackoff (1994) CI is as important as 

discontinuous improvement and the organisation that seeks improvement through thinking and 

redesigning the entire system has less chance of failure in its improvement programmes.  

 
Moreover, Harrington (1995, p. 38) stated that “…all organisations need both continuous and 

breakthrough improvement”. “When breakthrough improvement and continuous process 

improvement are combined, the result is a 60 per cent improvement per year over continuous 

improvement alone” (Harrington (1995, p. 40). Moreover, an integrated strategy of radical 

innovation and incremental improvement create a great deal of performance interaction in 

customer satisfaction, productivity, and technological competitiveness (Terziovski, 2002, p. 7; 

Cole, 2002). However, Harrington (1995, p. 48) concluded that empirical evidence points to 

the fact of CI playing a major role in the backdrop of any improvement plans, while 

breakthrough improvement focuses on a few critical processes at the organisation. Therefore, 

organisations should establish CI in their work activities before turning to breakthrough 

innovation.  

 
The differences between incremental and radical improvement are summarised in Table 4, 

which describes incremental improvement as small steps of changes and radical improvement 

as massive changes in organisational process, systems or work activities (Jha et al., 1996, p. 

28). 

Despite the differences between innovation and CI, they are considered as key sources of 

competitive advantage for organisations (Terziovski, 2002). These sources need to be managed 

and fit correctly within the context of various organisations (Bessant, 2005).  

 

In CI, radical and incremental improvement can apply to both organisational results and 

improvement processes. Radical improvement activities can be achieved through a process of 

incremental small process changes (Lillrank et al., 2001, p. 44). Therefore, CI and innovation 

exist to help organisations to meet customer demands.  
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Table 4: Continuous vs. radical improvement (Jha et al., 1996, p. 28). 

 

In the Saudi Arabian PS, although there is a lack of studies that discuss the efforts of 

improvement, analysis of the Saudi Development Plan (2013) suggests that there are 

incremental improvement efforts made by PS to improve organisational performance, and 

radical changes to some parts of the operational systems to improve organisational 

performance, such as implementing an e-government system (section: 2.1.5).    

	

Continuous Improvement Radical Improvement 

Management believes that results belong 

to processes which, in turn, belong to 
organizations; thus, rewards are given for 

efforts to improve processes. 

Management believes that results belong to 

individuals; thus, rewards are given for results 
and not for the processes used to achieve 

those results. 

Primary responsibility for improving a 

process belongs to the persons who work 

in that process. 

Primary responsibility for improving a 

process belongs to professional and technical 

experts, usually corporate staff or external 
consultants who do not themselves work in 

that process. 

All processes can be targeted for 

improvement all the time (because many 

employees are involved in improvement). 

Only a few processes (selected by the experts 

and management) can be targeted for 

improvement at any time (because of limited 
numbers of involved experts and managers). 

Workers are expected to help raise 

performance standards. 

Workers are expected to meet existing 

performance standards. 

Standards change frequently. Standards change infrequently. 

Process changes are frequent, and usually 
small, incremental, and inexpensive. 

Process changes are infrequent, and usually 
large, radical, and expensive. 

Process changes are usually initiated by 

those actually performing the processes. 

Process changes are usually initiated by 

experts not actually performing the processes. 

Improvements are usually created using 

in-depth knowledge of the organization's 
processes; this knowledge is gained 

primarily through work experience. 

Improvements are usually created using in-

depth knowledge of technical or other 
subjects, gained more through formal 

education than work experience. 

Improvements are numerous and affect 

both major and minor processes in the 

organization. 

Improvements are relatively few, and affect 

major processes in the organization. 

Improvements are often tightly linked to 

previous improvements, and take 

advantage of process characteristics 

particular to that organisation (e.g., mix of 

skills, equipment, and market needs). 

Improvements are often loosely linked to 

previous improvements that originated from a 

different group of experts, and take advantage 

of expertise in subjects (e.g., electronics) that 

could apply equally well in other 
organizations. 

Because of the above reason, CI 

improvements are difficult for a 

competitor to document and copy. 

Because of the above reason, non-CI 

improvements may be easier for a competitor 

to document and copy. 



60 

 

2.2.10 The benefits of continuous improvement  

CI is not just limited to improving upon the quality of the processes in an organisation, instead, 

it is also concerned with the entire re-engineering efforts of the organisation and the prevention 

of waste in the processes. Many CI studies have highlighted the benefits of implementing CI 

initiatives for organisations; for example, CI provided a healthy workplace for employees 

(Woods, 1997, p. 49), led to cost saving and increasing customer satisfaction (Taylor & Hirst, 

2001), reduced the cost of quality by minimising the cost of prevention and failure (Gilmore, 

1990), supported commitment of employees (Temponi, 2005), improved performance/quality 

and reduction of waste and cost (Goh, 2000, p. 785), and enhanced ‘employee’s performance’ 

in the form of improved development, involvement and empowerment, and quality of work 

(Hyland, Di Milia & Sloan, 2004). Moreover, Singh and Singh (2015, p. 79) found that CI will 

help to improve an organisation’s image, raise motivation in the workforce, through educated 

empowerment, training and encouraging employee participation towards considering 

organisational objectives, achieving goals by working in teams which lead to shared 

information, knowledge and experience. Fryer et al., (2007, p. 510) concluded that 

implementing CI can help PSOs to achieve low capital investment that is based on small 

changes, increased employee commitment, improved organisational performance, reduction of 

waste and cost, and can contribute to achieve customer satisfaction.  

 

All of these benefits of CI are important to the public and private sectors. Although previous 

studies have reported different benefits of CI, the overall benefit emphasises improving 

performance and achieving customer satisfaction. However, implementing CI is not an easy 

task, especially in PSOs, many obstacles that faced CI implementation in the PS are reported 

in the literature. These obstacles are discussed in the following section.  

 

2.2.11 The obstacles to improvement in the public sector  

Implementing CI is a challenge that both public and private sector organisations face in 

becoming successful. Understanding previous experience and challenges of CI implementation 

in PS provides learning opportunities for PSOs at the start of their efforts to implement CI 

initiatives. Moreover, considering CI challenges could help PSOs to avoid possible challenges 

during their attempts to implement CI initiatives. In the PS there are many obstacles that hinder 

organisations from successfully implementing CI. Dissatisfaction with the performance of 
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PSOs has become widespread due to the lack of assessment and improvement in performance 

in government organisations (Radin, 2007, p. 25). 

 

Several studies such as Radnor, Walley, Stephens and Bucci (2006), Oakland and Tanner 

(2007), and Radnor and Bucci (2007), indicated  that PSOs have certain issues regarding their 

hierarchical structure, a lack of prioritising capabilities in the management, incoherency on 

how to go about executing a task, inability to perceive and monitor situations as they develop, 

disorganisation among the multiple stakeholders, gaps in communication with employees, a 

lack of team spirit and ambiguous HR policies towards employee issues. 

 

Considering the internal environment, Radnor (2010, p. 51) reported that organisations can be 

affected by the political and financial environment of the PS, a lack of clear customer focus, 

organisational structure, ambiguity of an organisation’s targets, lack of awareness of strategic 

direction, lack of managing changes, lack of training to improve skills and work processes, 

lack of communication, ineffective teams, limited financial and human resources, employees 

working in silos, and a general belief that employees are overworked. In addition, the PS is 

constrained by government regulations, although such regulations vary from country to 

country. Therefore, the work environment of PSOs has been influenced by public bureaucracy 

and government regulations, which often causes employees to work in silos rather than in teams 

(Radnor et al., 2006, p. 102).  

 
Fryer et al., (2007, p. 509) stressed that senior management is unlikely to succeed if they lack 

commitment. Moreover, reviewing the literature showed that there is a lack of support in other 

managerial positions in PSOs, such as commitment at middle management level to create a 

culture of improvement which then might lead to loopholes or delays in efforts towards 

organisational development. Floyd and Wooldridge (1994, p. 49) emphasised that strategies 

that lack middle management commitment face serious implementation issues such as 

unnecessary delays in the strategy implementation process. Moreover, the level of management 

commitment and support across all management levels may have an impact on success or 

failure of CI efforts in organisations (Oakland, 2011, p. 519).  

 

Further, focusing on short-term improvement, rather than thinking about the long-term, will 

lead to a lack of sustainability. Planning for long-term improvement programmes will allow 

PSOs to implement many tools and techniques that result in quick impacts; however, others 

need to be developed over time (Radnor, 2010, p. 12).  
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Nevertheless, CI must address the organisation’s immediate need for improving performance 

through short-term plans for CI and sustainable ongoing improvement for the long-term. 

However, CI studies that discussed failure stories or challenges faced by PSOs during the 

implementation process are limited. Therefore, this author reviewed a number of studies (66) 

that discussed and highlighted the obstacles of CI in the PS. These studies showed that there 

are 19 issues that are reported as obstacles to CI implementation in the PSOs (Table 5). These 

studies discussed various types of PSOs in developed and developing countries, such as local 

government, hospitals, education institutions, municipalities, and popular improvement 

methodologies that include BPR, Kaizen, Lean, Six Sigma and TQM (Appendix 1).  

Improvement obstacles  Frequency  

 

Lack of organisational culture that support improvement (including unstable 

work environment, management styles, and the impact of politics and 

bureaucracy)  

 

32 

Lack of top management commitment and leadership 28 

Lack of training on improvement skills and techniques  28 

Inflexible organisational structure and work procedures  27 

Resistance to change  24 

Limited Resources  24 

Poor communication  19 

Lack of clear customer focus. 18 

Lack of experience and understanding process 15 

Lack of effective teams for improvement  12 

Lack of awareness of strategic direction 12 

Employees working in silos 11 

Inadequate information and clear system for analysis 10 

Lack of employees’ motivation 10 

Lack of commitment at management levels 10 

Lack of organisational vision and long term strategy  9 

Government Regulations 8 

The frequency of leadership changes 7 

Lack of sustainability  6 

Table 5: The obstacles to improvement in the public sector (based on 66 studies, Derived 

from Appendix 1), Source: The Author. 

 

Table 5 shows that nine issues were found in common in 25% of 66 studies reviewed by this 

author. Moreover, the analysis suggested that there were similarities of CI issues found in 

developed and developing countries. For instance, the deficiency of top management 
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commitment and lack of training and learning issues found in the education organisation in 

Albania are also found in education organisations located in Kuwait, Saudi Arabia, Spain, the 

UK, and the US.  

 
Furthermore, a sample of 16 of the 66 studies focused on the education and healthcare sectors 

(Table 6) showed that CI issues, such as lack of top management commitment, resistance to 

change, lack of communication, effective teams, training and learning and lack of resources, 

were common in education and healthcare organisations. These obstacles were also found in 

common between studies that applied different improvement methodologies such as TQM, 

Lean and Six Sigma. 

Study Approach Country Sector 

Alhwairini & Foley (2012) TQM Saudi Arabia 

 

Education  

Al Tasheh (2013) TQM Kuwait 

Alruwaili (2013) TQM Saudi Arabia 

Aly & Akpovi (2001) TQM US 

Antony, Krishan, Cullen & 

Kumar (2012) 
Lean Six Sigma UK 

Audretsch, Martinez-Fuentes & 

Pardo-del-Val (2011) 
CI practices Spain 

Qefalia & Koxhaj (2011) Quality improvement Albania 

Antony & Kumar (2012) Lean Six Sigma UK-Scotland 

 

Healthcare  

Atkinson & Mackenzie (2011) CI practices UK 

Chakraborty & Tan (2012) Six Sigma Singapore 

De Souza & Pidd (2011) Lean UK 

Kozak, Asunakutlu & Safran 

(2007) 
TQM Turkey 

Hazilah (2009) TQM Malaysia 

Lee, Choi, Kang, Cho & Chae 

(2002) 
Quality improvement  Korea 

Rad (2005) TQM Iran 

Yang (2003) TQM Taiwan 

Table 6: CI studies on Education and Healthcare, Source: The Author. 

 

Therefore, the obstacles to improvement that are discussed in the literature need to be 

considered by the management of organisations that decide to implement a CI methodology to 

avoid implementation failure. Moreover, considering the possible issues before implementing 

an improvement plan may help the organisation to shortcut the journey. PSOs need to select 

appropriate methodologies that are compatible with their strategies and structures (Radnor, 

2010, p. 72), and senior managers should determine and understand the key factors that are 
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required for ongoing improvement to avoid failure in the implementation process.  

2.3 Critical Success Factors (CSFs) 

2.3.1 Overview of CSFs 
 
Research on the concept of critical success factors (CSFs) dates back to 1961, when Daniel 

(1961) was the first author to discuss “success factors” and focused on sector-related CSFs, 

which are relevant for any organisation in a particular sector (Rockart, 1979, p. 85; Chen & 

Huang, 2011, p. 2,472). In 1972, the concept of CSFs was further developed by Anthony et al. 

(1972), who emphasised the need to adapt CSFs to both an organisation’s particular strategic 

objectives, goals and its particular managers (cited by Gates, 2010, p. 9). Based on the 

perspective of both Daniel (1961) and Anthony et al. (1972), Rockart (1979) defined CSFs as 

the “limited number of areas in which satisfactory results will ensure competitive performance 

for the organizations” (Rockart, 1979, p. 85). Rockart (1979) utilised the CSF concept towards 

starting a plan for improving the processes in an organisation, on the basis of an analysis of 

three firms, proving that different firms in even in the same industry would have a different 

rate of accepting change and different CSFs. Similarly, Boynton and Zmud (1984, p. 17) 

defined CSFs as “those few things that must go well to ensure success for manager or 

organisation”. This definition could apply to organisations operating in both public and private 

sectors and encompasses the many elements that may impact organisational performance. A 

study by Eisenhardt and Zbaraki (1992, p. 18) emphasised how decision-makers need to be 

aware of the consequences of their actions before making a call on their actions, with the 

objectives determining how and to what extent the actions are to be taken.  

 

A determination of the CSF approach on the part of the managers would go towards enabling 

the management to decide which issues would require their attention, correspondingly to 

develop the required and necessary strategies to remedy the challenges present, and ultimately 

check and balance out the financial implications of collecting the required information towards 

making a correct and proper decision (Rockart, 1979, p. 87). CSFs can be arranged 

hierarchically and used as an important vehicle of communication for management, either as 

an informal planning aid or as a part of the formal planning process. The achievement of 

organisational goals and objectives would all be significantly dependent on the proper and 

accurate assessment of the CSFs in the organisation (Salaheldin, 2009, p. 218).  
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2.3.2 The Structure of CSFs  
 
CSFs can be classified in different dimensions including Hierarchy/Group of CSFs, 

Temporal/Ongoing CSFs, Internal/External CSFs, Building /Monitoring/Benchmarking CSFs, 

Strategic/Tactical CSFs, Perceived and Actual CSFs (Rockart, 1979; Bullen and Rockart ,1981, 

p. 16; Amberg, Fischl & Wiener, 2005, p. 5). Rockart (1979) presented an assessment of the 

CSF hierarchies in the organisation keeping in perspective the long-term effect of the factors 

being discussed. According to Rockart (Bullen & Rockart, 1981, p. 21) CSFs can be analysed 

from the perspective of the entire sector as a whole, for a unit in the sector, or for a group in a 

single unit, which indicates a hierarchy of CSFs in the organisation. The hierarchical approach 

is extended to include CSFs for managers in a particular role belonging to different 

organisations (De Sousa, 2004, p. 49). According to Ferguson and Khandewal (1999, p. 2), 

CSFs can be either temporary for a certain period of time or of an ongoing nature which is 

shaped through strategic organisation planning or IT plans. CSFs can be further distinguished 

as internal actions taken within the organisation or external actions taken outside the 

organisation (Flynn & Arce, 1997, p. 312).  

According to Flynn and Arce (1997, p. 312), “a monitoring CSF is concerned only with 

monitoring an existing organization situation...a building CSF is concerned with changing the 

organization or with future planning”. As an illustration, ensuring that technological 

superiority is continued over the long run could be related to CSF concepts, while shifting 

consumer demographics is something which can only be observed, but might not be controlled. 

 

According to De Sousa (2004, p. 51), strategic factors are targets to be attained, while tactical 

factors are the ways and means of achieving the long-term goals. The strategic aspect is the 

long-term plan to transform and change the scenario of operations so that, from an 

organisational perspective, it would be able to operate more profitably and efficiently. 

Meanwhile, at a tactical level, also referred to as the managerial level, the mid-term specifics 

are the means of achieving the strategic objectives (Amberg et al., 2005, p. 5). 

CSFs can be defined using five prime of sources, CSFs of the sector which is defined by the 

characteristics of the industry or sector itself, the organisation’s position in the sector, which is 

associated with the individual situation of the organisation, and environmental factors which 

are mostly beyond the control of the organisation and associated with external influences, such 

as political influence. Temporal factors are also critical for a specific period of time, and the 
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CSFs can be defined by organisation managers (Bullen and Rockart, 1981, p. 16). Determining 

CSFs in the organisation is dependent on its objectives and goals, and the CSFs that are defined 

in a particular organisation do not necessarily apply to other organisations (Amberg et al., 

2005, p. 5). However, there are CSFs that are considered common between organisations, such 

as management commitment, training and learning factors (section:2.4.3).   

2.3.3 CSFs and Continuous Improvement 

CI is a flexible concept and not limited to a specific context. It could be applied to public and 

private sectors in developed and developing countries (section: 2.2.7.7). Moreover, CI is 

associated with alternative approaches including Total Quality Management (TQM), Six 

Sigma, Lean, Kaizen and Business Process Re-engineering (BPR). These approaches are 

discussed by many scholars such as Saraph, Benson and Schroeder (1989), Porter and Parker 

(1993), Anderson, Rungtusanatham and  Shroeder (1994), Kaye and Dyason (1995), Black and 

Porter (1996), Tamimi (1998), Joseph, Rajendran and Kamalanabhan (1999), Kaye and 

Anderson (1999), Yusof and Aspinwall (2000), Bessant et al. (2001), Antony, Leung, Knowles 

and Gosh (2002), Antony et al. (2007), Farris, Van Aken, Doolen and Worley (2009), 

Salaheldin (2009), Talib and Rahman (2010). 

 

Considering CI and CSFs, many scholars studied CI initiatives and emphasise the importance 

of identifying critical factors to a successful CI implementation; for instance, Saraph et al.  

(1989, p. 811) defined CSFs for TQM as “critical areas of managerial planning and action 

that must be practiced to achieve effective quality management in a business unit”. They 

pointed out that measuring CSFs could be helpful in understanding quality systems in specific 

organisations, and help to analyse the aspects and relations on the basis of which the need for 

such theories arose in the first place.  

 

Bessant, Caffyn, Gilbert, Harding and Webb (1994, cited by Chapman & Hyland, 2000, p. 171) 

conducted a study that focused on CI concepts and found that an organisation needs a clear 

strategic framework, strategic management of needs, a supportive culture, an enabling 

infrastructure, process management, and the use of problem-solving tools for implementing a 

CI programme.  

 

Badri, Davis and Davis (1995) used Saraph et al.’s (1989) measurement factors of quality 

management to assess the international environment (United Arab Emirates, manufacturing 
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and service firms). Their analysis found that Saraph et al.’s (1989) measurement is a reliable 

and valid measure of the critical factors of quality management in the international context. 

 

Kaye and Dyason (1995, p. 36) categorised CI as the fifth dimension of quality initiatives and 

explored the successful features that lead to an integrated quality initiative within an 

organisation’s strategy and the need to establish CI. These features include organisation 

leadership, strategic quality orientation, internal measurement, people management, key results 

including partnership and customers, and external measurement including external 

environment and change.  

 

Jha et al., (1996, p. 19) discussed the relationship between CI and the adoption of new 

technology and suggested that CI programmes would be more likely to succeed if the 

contribution of CI to an organisation’s mission and strategy was generally understood and 

valued. Black and Porter (1996, p. 15) examined the Baldrige Award items and found that the 

responses of managers to a questionnaire allowed the authors to identify CSFs of TQM. 

Moreover, they suggested that the results of their study can be used to improve self-assessment 

frameworks towards the development of Total Quality (TQ) Systems at the organisations. 

 

The concepts of CI were examined in the PS using different improvement methodologies such 

as studies conducted by Barraza, Smith and Dahlgaard-Park (2009), Salaheldin and 

Mukhalalati (2009), Hamid (2011), Antony et al. (2012). However, only a few studies have 

discussed CI initiatives and identified CSFs of CI implementation in PSOs (section:2.4.3). 

These studies have examined the application of CI through different approaches, for example,  

McAdam and Donaghy (1999, p. 33) studied a large public organisation that was implementing 

BPR and found that success factors are similar for private and public sectors. Moreover, Al-

Qahtani and Al-Methheb (1999, p. 23) examined Saudi PSOs’ efforts to introduce TQM and 

found that there were differences among organisations in terms of the reasons for application, 

the level of implementation, units of application, type of TQM programme adopted, quality 

team training, employee culture, and level of management commitment.  

 

Fryer et al. (2007, p. 498) reviewed 29 studies of CI in the manufacturing, public, and service 

sectors and found that thirteen factors were identified as CSFs in the PS. The study suggested 

that empirical research should be conducted to explore the CSFs of CI and determine the 

differences in the required CSFs of the three sectors. However, this study lacks the 

determination of the differences of CSFs within the public sector.  
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Kumar and Bauer (2010, p. 44) conducted a case study to explore whether Lean and Six Sigma 

could be successfully used by public housing authorities. To successfully implement Lean, the 

management must consider both empowerment and the organisational structure and resources. 

However, Lean/Six Sigma implementation suggests that other pertinent factors include 

employee recognition, coordination of functions, and analysis of hidden benefits and costs 

(Kumar and Bauer, 2010, p. 44). 

Antony, Krishan, Cullen and Kumar (2012, p. 943) studied higher-education institutions using 

Lean and Six Sigma as CI methodologies. They stated that, in spite of the argument that Lean 

and Six Sigma are only applicable to the manufacturing sector, these methodologies can play 

a significant role in improving performance of higher-education institutions and other public 

sector organisations. The authors discussed the possibility of implementing Lean and Six 

Sigma by defining the challenges and required factors for successful implementation in higher-

education institutions. 

 

Dubey and Bansal (2012, p. 107) conducted a study to identify CSFs of BPR in a government 

manufacturing unit. They found that there is a positive impact of determining CSFs of CI on 

overall performance. However, there is a lack of implementing CSFs in government units due 

to the complexity of some government organisation’s systems. They suggested that the 

performance of government units could be improved by adopting and adapting methodologies 

and techniques that have proven to be useful management practices in private sector businesses. 

However, it could be argued that not all successful management practices in the private sector 

are applicable for PS organisations; some organisations have different situations and certain 

characteristics that affect their performance. Therefore, determining CSFs of CI at PS 

organisations could help these organisations to select the appropriate improvement approach 

that fits their structures and facilitates the implementation process. 
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2.4 Systematic Literature Review and Analysis   

2.4.1 Introduction  

This section focuses on reviewing relevant studies on CI and CSFs to outline the common CSFs 

of CI that are reported in the literature (section: 2.4.4). There are several approaches used in 

reviewing research literature such as traditional narrative review, systematic review, scoping 

review, and critical review (Grant & Booth, 2009, p. 94). These approaches are applied based 

on the research design and objectives. The purpose of reviewing the literature was to provide 

a holistic picture of the essential factors for successful CI implementation and to identify 

common factors that are considered necessary in the PS. Identifying these common CSFs of CI 

was helped by designing data collection instruments to explore and determine the core CSFs 

of CI in Saudi Arabian PSVOs. This research applied a systematic review approach in 

evaluating CSFs of CI studies to answer the research question to outline the common CSFs of 

CI from relevant studies. The systematic review approach collates relevant evidence that fits 

pre-specified eligibility criteria to answer a specific research question (section: 2.4.2). 

 

The review process sought empirical evidence through relevant studies that were focused on 

CSFs of CI in the public sector. However, screening the literature showed a lack of sufficient 

studies that focus on CSFs of CI in the public sector and public service, especially in the context 

of Saudi Arabian PS or similar environments such as Arab Gulf Countries. Consequently, the 

review of the literature includes other studies that were applied in the private sector because CI 

initiatives and CSFs were originally developed in the private sector and had been taken up and 

implemented by public sector organisations (sections: 2.2.2 & 2.3.1). Moreover, including CI 

studies conducted in the private sector provides a holistic picture about the successful practices 

of CI and those factors that are common to both sectors or specific to the PS.  

 

The literature review in this section defines CSFs of CI that are common between public sector 

studies and compares these common factors with CSFs of CI that were identified in the private 

sector studies. Defining common CSFs of CI in different sectors helped this author to outline 

those common factors that were developed by private sector organisations and were used in the 

context of the public sector to implement CI. 
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2.4.2 Systematic Literature Review structure  

The systematic review process in this research was designed using four main stages: search 

strategy, appraisal, synthesis of the literature and analysis, to help this researcher to cover the 

literature review processes (Grant & Booth, 2009, p. 94; Gough, Oliver& Thomas, 2012, p. 8).  

 
Regarding the searching strategy, this researcher developed seven criteria for searching 

relevant studies on CSFs of CI to answer the research question. These criteria are research 

question scope, study purpose, study context, search terms, search field, databases, and time 

frame (Table 7). The searching process focuses on studies that aimed to define and examine 

CSFs of CI. The two terms, “CI” and “CSFs” were combined to define the scope of searching 

the literature. Relevant databases of management and business studies were used in the 

searching process to define related studies to the research topic; these included Emerald, 

EBSCOhost, SAGE-Wiley, Science Direct, JSTOR-SAGE, Springer, ProQuest, Taylor& 

Francis and Saudi digital library. The key terms applied to search the literature were based on 

Boolean Operators “OR – AND” which allowed this author to link between the research 

themes, and to accelerate the searching process. Moreover, the searching process was focused 

on recent studies published between 2000, to ensure currency, and 2014, the end point of 

primary data collection. 

Key search Key focus 

Search themes  

Continuous improvement: (includes: Quality management, TQM, 

Kaizen, Six sigma, Lean, lean six sigma, CI, BPR). 

Critical success factors; CSF; Critical factors; Successful factors; 

Key success factor 

Study purpose   
Include Exploring, Determining, Defining, Examining, Measuring, 

Outlining, Reviewing.     

Study context    Public sector, Private sector, Manufacturing, Mixed sectors  

Search terms 

Boolean Operators: OR – AND  

Search terms for each concept (i.e. Total quality management OR 

TQM). 

Search term between two concepts (i.e. TQM AND critical success 

factors, Business process reengineering OR BPR AND CSFs). 

Search field  Paper Title, Abstract, Keywords, Topic  

Databases  

Emerald, EBSCOhost, SAGE, Wiley, Science Direct, JSTOR, 

Springer, ProQuest, Taylor& Francis and Saudi digital library. 

 * Excluding inaccessible sources by the University of Portsmouth 

Library and the Saudi digital library. 

Time frame 2000-2014 

Table 7: A systematic Literature review- Search strategy criteria, source: The Author 
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In the appraisal stage, the focus is on assessing the quality of selected studies which include 

internal validity, the research design, and the data collection and analysis process to minimise 

the errors or biases (Grant & Booth, 2009, p. 104). However, a systematic review is usually 

associated with raw data which is not always available in management studies and therefore 

the assessment of selected management studies relies on the individual criteria of the author, 

including the quality of particular journals, rather than applying evaluation criteria to individual 

studies (Tranfield, Denyer & Smart, 2003, p. 216).  

 

This researcher developed an assessment process to review relevant research articles on CI and 

CSFs. The assessment process consisted of criteria that were used to evaluate the reviewed 

studies. These criteria are: the link between the research question and the academic study 

purpose and excluded studies that did not focus on CSFs of CI, checking the research article 

abstract to assess the research purpose, design and the key result, the methods used, assessing 

the availability of data in the research findings and the conclusion sections to define CSFs of 

CI. Moreover, the researcher developed a data extracting form that contains the main research 

details to reduce human error and bias and provided a visual presentation of the studies that 

were selected and included in the reviewing process (Tranfield et al., 2003, p. 216). The data 

extracting form includes article title, authors, the context of the study, methodology, journal, 

publication details (Appendix 2).   

 

In the analysis process, the narrative synthesis was developed to outline the CSFs of CI that 

were defined in the reviewed studies. Narrative synthesis attempts to summarise the findings 

of the research studies in a concise method (Booth, Papioannou & Sutton, 2012, p. 147). The 

researcher designed a set of procedures to define the CSFs of CI that were reported in the 

reviewed studies: 

•    Read each article (1) Abstract, (2) Analysis and (3) Discussion sections.  

•    Code each defined CSF according to concept name, meaning, and synonym.  

•    Record relevant phrase of each code. 

•    Record the frequency of each code. 

•    Create a cross-tabulation of all defined codes against each study.  

In the analysis stage, the researcher constructed matrices for all CSFs of CI against studies that 

reviewed the public sector, private sector, manufacturing, and mixed sectors studies. The first 

matrix was for all CSFs of CI against all studies that applied in the public sector to define the 

common factors. These common factors were compared with other matrices’ findings to 
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confirm the basis of the common factors that were defined across sectors (Appendix2). The 

findings were summarised using the tabular presentation as descriptive data synthesis 

(Tranfield et al., 2003, p. 213) to provide a holistic picture of the common CSFs of CI. 

However, the validation of the literature systematic review/analysis was achieved through 

academic discourse over seven months, both supervising and with the wider academic 

community. The findings of the systematic review process for this research are presented in 

the following section.   

2.4.3 Systematic Literature Review Analysis and Result   

  2.4.3.1 CSFs of CI in developing and developed countries  

The analysis of relevant studies on CSFs of CI shows 103 studies that met the criteria of the 

search strategy. These studies were focused on CSFs of CI in the context of the public sector, 

private sector and manufacturing sector. The analysis shows 24 studies in the context of the 

public and public service sector, 32 studies in the private and private service sector, 23 studies 

in the manufacturing sector, and 24 studies were conducted on mixed sectors. These studies 

were conducted using CI approaches that include Quality improvement, TQM, Kaizen, Six 

sigma, Lean, lean six sigma, CI, BPR (Figure 7). The analysis shows that TQM, followed by 

Six sigma and Quality improvement were the most used approaches in the reviewed studies.  

 
Figure 7: The distribution of CI approaches in the reviewed studies (based on 103 studies), 

source: The Author  
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Considering the CSFs of CI studies in developed and developing countries, the analysis  of the 

reviewed studies (Appendix 2) shows that 47.57% of the 103 studies reviewed were conducted 

in developed countries and 44.66% in developing countries. However, 7.77% of the studies 

were undefined.  

 
The analysis in Figure 8 shows that TQM and six sigma were the most often applied 

improvement methodologies in the reviewed studies conducted in developing and developed 

countries. Other improvement approaches, including six sigma, lean, the CI process and lean-

six sigma, were found to have been applied most in developed countries and relatively less in 

developing countries.  

 

Figure 8: The distribution of the reviewed studies on CSFs of CI in Developed and 

Developing countries (based on 103 studies), source: The Author  

 

This result suggests that improvement methodologies were commonly applied in both 

developed and developing countries. However, the specific improvement methodology applied 

varied between sectors and organisations based on several characteristics, such as 

organisational strategy, structure, culture and operational processes.  

 
The analysis of the reviewed studies shows 23 CSFs of CI that were defined across the 

reviewed studies (Table 8, p.75). These factors were found in studies that applied to both public 

and private sectors of developed and developing countries (Appendix 2).  
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CSFs of CI 

1. Benchmarking 

2. Communication 

3. Customer focus 

4. Employee focus (include involvement and empowerment)   

5. Focus on strategic objectives and goals / integration of CI into strategic 

objectives 

6. IT support  

7. Management commitment & leadership 

8. Ongoing measurement & improvement 

9. Organisation result and sustainability  

10. Organisational change 

11. Organisational culture 

12. Organisational infrastructure 

13. Organisational structure 

14. Partnership and supplier management 

15. Process management 

16. Product or service design 

17. Project management skills 

18. Quality policy, system & deployment 

19. Resource availability 

20. Rewards & motivation 

21. Teamwork 

22. Tools, techniques, methodologies used  

23. Training & learning  

Table 8: CSFs of CI (based on 103 studies), source: The Author 

  2.4.3.2 CSFs of CI in the context of public service sector  

Considering the CSFs of CI in the PS studies, the frequency analysis in Figure 9 shows that the 

management commitment and leadership factor was mentioned in all the PS studies; this was 

followed by training and learning (75%), employee focus (66%), customer focus (54%), 

teamwork (54%), and these are the top five factors in the PS studies.  
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[1] Management commitment & leadership; [2] Training & learning; [3] Employee focus [4] 

Customer focus; [5] Teamwork; [6] Communication; [7] Focus on strategic objectives and 

goals / integration of CI into strategic objectives; [8] Organisational culture; [9] Ongoing 

measurement & improvement; [10] Process management; [11] Quality policy, system & 

deployment; [12] Resource availability; [13] Tools, techniques, methodologies used; [14] 

Partnership and supplier management; [15] Rewards & motivation; [16] Organisational 

change; [17] Organisational structure; [18] Product or service design; [19] Benchmarking; [20] 

IT support; [21]Organisation result;[22] Organisational infrastructure;[23]Project management 

skills. 

Figure 9: The frequency of CSFs of CI in public sector studies ( based on 24 stuides),  

source: The Author 

 

Moreover, other factors including Communication, Focus on strategic objectives and goals / 

integration of CI into strategic objectives, Organisational culture, Ongoing measurement & 

improvement and Process management, were found frequently in more than 30% of the PS 

studies that were reviewed. This result suggests that there are ten factors more frequently seen 

in PS studies (Table 9).  

CSFs of CI Frequency 

Management commitment & leadership 24 

Training & learning  18 

Employee focus (include empowerment and involvement)   16 

Customer focus 13 

Teamwork 13 

Communication 12 

Focus on strategic objectives and goals / integration of CI into 

strategic objectives 
10 

Organisational culture 10 

Ongoing measurement& improvement 9 

Process management 9 

Table 9: Common CSFs of CI in public sector (based on 24 studies) 

 source: The Author 

These common factors were found in both western and eastern nations. For example, 
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management commitment and training and learning factors were found in studies that applied 

in the UK, Australia and Portugal. These factors were also found in eastern and middle eastern 

countries such as Pakistan, Iran, Malaysia, Qatar and United Arab Emirates (Appendix 2). 

 

Moreover, there are nine studies, of the 24 PS studies, which discussed CSFs of CI in 

developing countries such as Malaysia, Iran, Qatar, Pakistan and United Arab Emirates. The 

results of these studies show that factors including management commitment and leadership, 

customer focus, employee focus, training and teamwork, and communication, were the most 

agreed-upon factors for implementing CI initiatives in the PS of developing countries 

(Appendix 2).  

A comparative analysis of PS studies conducted in developed and developing countries shows, 

as seen in Figure 10, that most CSFs of CI were applied in both types of nations. Top 

management commitment, training and learning, employees’ focus, communication, 

organisational culture, teamwork and customer focus factors were found in 30% of the PS 

studies in both developed and developing countries. 

 
[1] Management commitment & leadership; [2] Training & learning; [3] Employee focus [4] 

Customer focus; [5] Teamwork; [6] Communication; [7] Focus on strategic objectives and 

goals / integration of CI into strategic objectives; [8] Organisational culture; [9] Ongoing 

measurement & improvement; [10] Process management; [11] Quality policy, system & 

deployment; [12] Resource availability; [13] Tools, techniques, methodologies used; [14] 

Partnership and supplier management; [15] Rewards & motivation; [16] Organisational 

change; [17] Organisational structure; [18] Product or service design; [19] Benchmarking; [20] 

IT support; [21]Organisation result;[22] Organisational infrastructure;[23]Project management 

skills. 

Figure 10: The frequency of CSFs of CI in public sector studies across developed and 

developing countries  ( based on 24 stuides), source: The Author 
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However, the analysis of PS studies in developing countries indicates a lack of 

consideration for some CI factors, including the integration of CI into the organisations’ 

objectives, process management, IT support, product and service design, organisational 

change, structures of public organisations, benchmarking, implementing the quality policy, the 

availability of resources and project management skills. This might suggest that CI strategies 

are not implemented in developing countries or perhaps that the public sector lacks experience 

in implementing CI strategies. 

 

Although this research clearly reflects a high strategic level and does not intend to explore the 

practical aspects, it should be acknowledged that improvement efforts made by the public 

service sector in some developing countries are equivalent to the efforts made in developed 

countries. The analysis of improvement efforts in the public service sector indicated that in 

some developing countries, public service is considered to be on a par with developed countries 

in terms of CI, such as the healthcare sector in Saudi Arabia. The improvement efforts made 

within healthcare services in Saudi Arabia suggest that these efforts are comparable with those 

in developed countries (Saudi Arabian- Human Development Report, 2003, p. 138). Moreover, 

other improvement efforts made by the Saudi Arabian public service sector, such as 

accelerating citizen access to e-services, improvement of the e-Government Programme, the e-

Recruitment System, the government payment system, the registration system for schools in 

the education sector and the social insurance registration system, have raised the quality of 

public services in Saudi Arabia and placed them on a par with public services in developed 

countries (United Nations. Department of Economic and Social Affairs, 2015; UN-Good 

practices and innovation in public service, 2009, p. 101; Saudi Arabian-Human Development 

Report, 2003, p. 138). 

 

Further evidence of improvement efforts in services were found in the public service sector of 

developing countries, placing them on a par with public services in developed countries, such 

as the Ethekwini Municipality Water and Sanitation in South Africa, the Dhanbad District 

Administration in India, the Dubai police services in the United Arab Emirates and the efforts 

to improve the healthcare system to reduce patient waiting time in Botswana’s Princess Marina 

Referral Hospital (United Nations. Department of Economic and Social Affairs, 2015; UN-

Good practices and innovation in public service, 2009, p. 72). 

The previous evidence suggests that public services in some developing countries, such as 

Saudi Arabia, United Arab Emirates and South Africa, are considered to be both developing 
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and developed in term of CI. Consequently, Saudi Arabian PSVOs that were researched in this 

study are considered as both developing and developed services from the CI context.  However, 

the public service sector in developing countries needs to be explored further to identify the 

success factors in implementing CI. 

2.4.3.3 CSFs of CI in public and private services sectors 

In relation to the CSFs of CI in the context of services in developing and developed countries, 

the analysis of the reviewed studies shows that 37% were focused on the CSFs of CI in the 

context of service. Of these, 24 studies discussed the CSFs of CI in the context of the public 

services sector, and 14 studies discussed this in the context of the private service sector. 

Moreover, the analysis showed that TQM and quality improvement methodologies were the 

most often applied methodologies in the reviewed studies conducted in the public and private 

service sectors (Figure 8). However, the analysis shows that other improvement approaches, 

including six sigma and BPR, were frequently applied in the private service sector. 

 
[1] Management commitment & leadership; [2] Training & learning; [3] Employee focus [4] 

Customer focus; [5] Teamwork; [6] Communication; [7] Focus on strategic objectives and 

goals / integration of CI into strategic objectives; [8] Organisational culture; [9] Ongoing 

measurement & improvement; [10] Process management; [11] Quality policy, system & 

deployment; [12] Resource availability; [13] Tools, techniques, methodologies used; [14] 

Partnership and supplier management; [15] Rewards & motivation; [16] Organisational 

change; [17] Organisational structure; [18] Product or service design; [19] Benchmarking; [20] 

IT support; [21]Organisation result;[22] Organisational infrastructure;[23]Project management 

skills. 

Figure 11: The diffrences of CSFs of CI in public and private service sectors studies, 

 source: The Author 

Considering the differences between the public and private service sectors in relation to the 

CSFs of CI, the analysis shows that the 23 factors that were identified in 103 studies across 

different sectors (Table 10) were applied in both the public and private service sectors. 
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However, the analysis in Figure 11 shows that there are differences between these two service 

sectors in terms of CSF priority. 

A comparative analysis in relation to the studies on the CSFs of CI between the public and 

private sectors indicates that management commitment and leadership, as well as 

communication factors, were emphasised more in public services than private services. In 

addition, other CSFs of CI, including the availability of resources, product and service design 

and organisational structure, were found to be important in the public service environment. In 

studies focused on the private service sector, the analysis shows that employee focus, 

teamwork, implementing quality policy, systems and deployment, IT support and project 

management skills, were emphasised more than in PSVOs. 

 

The result of the comparative analysis indicates that public services organisations may consider 

CI at the strategic level by focusing on the role of management commitment in implementing 

CI, training and learning, employee focus inclusive of empowerment and involvement, 

customer focus, teamwork, as well as internal and external communication to facilitate CI 

implementation. However, the analysis of studies on the private service sector suggests that 

there are CSFs of CI considered at the strategic and operational levels of private service 

organisations. These factors are employee focus, the role of the quality policy, system and 

deployment, IT support for organisational activities and project management skills. However, 

improvement strategies and the origin of CSFs were originally defined and developed in the 

private and manufacturing sectors and had been taken up and implemented by public sector 

organisations. Therefore, the CSFs of CI as defined in the reviewed studies were common to 

both public and private service organisations. 

2.4.3.4 CSFs of CI across different sectors  

To examine the basis of the common factors that were defined in PS studies (Table 9), the 

CSFs of CI applying in different sectors including manufacturing, private, and service 

organisations were reviewed (Table 10). The analysis of CSFs across sectors showed that 

factors including Management commitment and leadership, Training and learning, Employee 

focus, Customer focus, Focus on strategic objectives and goals / integration of CI into strategic 

objectives, Ongoing measurement and improvement, Teamwork, Communication, Process 

management and Organisational culture, were found in common across different sectors.  

In spite of the differences in the culture of these organisations and improvement methodologies 

that the studies applied, it seems that these are common factors of CI identified across sectors. 
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This result suggests that the common CSFs of CI defined in the public sector studies were also 

considered most common in the different sectors studies.  

CSFs of CI 

A percentage frequency distribution of CSFs 

Public 

sector 

(24 studies) 

Private 

sector 

(32 studies) 

Manufacturing 

sector  

(23 studies) 

Mixed 

sectors 

(24 studies) 

Management commitment & 

leadership 100 81.25 86.95 83.33 

Training & learning 75 87.5 65.21 54.16 

Employee focus  66.66 75 60.86 54.16 

Customer focus 54.16 56.25 73.91 79.16 

Teamwork 54.16 56.25 39.13 41.66 

Communication 50 46.87 34.78 41.66 

Focus on strategic objectives 

and goals / integration of CI 

into strategic objectives 41.66 62.50 39.13 62.50 

Organisational culture 41.66 43.75 39.13 37.50 

Ongoing measurement& 

improvement 37.5 50 56.52 62.50 

Process management 37.5 50 43.47 25 

Quality policy, system & 

deployment 29.16 46.87 30.43 37.50 

Resource availability 29.16 43.75 21.73 4.16 

Partnership and supplier 

management 25 21.87 52.17 37.50 

Rewards & motivation 25 28.12 34.78 20.833 

Tools, techniques, 

methodologies used 25 43.75 47.82 45.83 

Organisational change 16.66 25 8.69 8.33 

Organisational structure 16.66 21.87 17.39 4.16 

Product or service design 16.66 9.37 21.73 8.33 

Benchmarking 12.50 12.50 17.39 16.66 

IT support 4.16 25 30.43 12.50 

Organisation result and 

sustainability 4.16 9.37 4.34 4.16 

Organisational infrastructure 4.16 9.37 4.34 12.50 

Project management skills 4.16 18.75 30.43 12.50 

Table 10: The percentage frequency distribution of CSFs across sectors  

(based on 103 studies), source: The Author 

 

 

The analysis of the 103 studies suggested that ten factors for successful CI were most common 
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across all sector studies (Table 9). This result answered the research question that focused on 

outlining the common CSFs of CI in the literature. The importance of these common factors in 

facilitating CI is discussed in the following sections. 

2.4.4 Common CSFs of CI in the public sector   

2.4.4. 1 Top Management and Leadership Commitment 

Commitment is critical to successful implementation of CI (Kaye & Dyason, 1995; Kaye & 

Anderson, 1999; Lillrank et al., 2001; Emiliani, 2003; Achanga, Shehab, Roy & Nelder, 2006). 

The commitment of members of top management is considered to be critical to the success of 

any efforts that are aimed at changing the operational philosophy of the organisation (Sanjay 

& O’Shaughnessy, 1998, p. 16). Organisational leaders demonstrate commitment when they 

develop and communicate the strategy, vision, mission, values, norms, attitudes, behaviours, 

and principles that inspire and motivate members to embrace continuous process improvement 

(Ramus, 2001; Rui, Emerson & Luis, 2010). Leadership commitment to CI is also 

demonstrated by a senior leader’s (a) acceptance of responsibility for successful and 

unsuccessful change resulting from CI, (b) involvement, (c) investment of resources, (d) 

decisions and the use of formal management processes, (e) understanding of their influence on 

the behaviour of members of the organisation, (f) message, and (g) reviews of progress and 

measurement of the results (Kinnich, 2002; Gill, 2002; Swayne & Harder, 2002; Cowley & 

Lilly, 2007).  

The role of an organisation’s top management is providing leadership, direction, and ensuring 

that vision for CI is conveyed to everyone in the organisation and supporting the effort of 

employees to improve processes (Berger, 1997; Armstrong & Stephens, 2005). The leadership 

is responsible for creating and maintaining an environment in which employees are fully 

involved in achieving goals related to the CI of organisational performance (Kruger, 2012, p. 

170; Parumasur & Govender, 2013, p. 640).  

Moreover, the level of management commitment and support across all management levels 

may have an impact on the success or failure of CI efforts at an organisation (Oakland, 2011, 

p. 520). Kaye and Anderson (1999, p. 498) and Prajogo and Sohal (2004, p. 216) emphasised 

that leadership and commitment to CI need to be demonstrated by managers at all levels of an 

organisation (Jaca, Viles, Mateo & Santos, 2012, p. 144). Caffyn (1999, p. 1,143) suggested 

that promoting CI capability within organisations requires managers at all levels to show their 
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active commitment to CI. Middle management, for instance, has a critical role in creating and 

sustaining the culture of CI (Dale, van der Wiele & van Iwaarden, 2007, p. 55; Evans & 

Lindsay, 2008, p. 461). Moreover, middle managers should display behaviours that are 

supportive of improvement initiatives and act as role models for lower level managers and 

other employees (Evans & Lindsay, 2008, p. 461). Furthermore, middle managers should be 

responsible for explaining improvement processes to employees and ensuring that their own 

commitment is communicated (Oakland, 2011, p. 519). 

 

Non-managerial influence also plays an important role in CI implementation (Savolainen, 

1999, p. 1,220). CI initiatives are dependent on the level of commitment of the participants 

(Middel, Boer & Fisscher, 2006, p. 343), with each participant usually playing one or more 

roles in the improvement process; for example, the role of employees in an improvement 

process can be as facilitators of communication and/or discussion, as information providers 

and/or as problem solvers.  

 

Although previous studies emphasised the important role of top management commitment, 

several studies suggested that commitment from other management levels is critical to 

implement CI. Therefore, this research discussed commitment to CI at all management levels, 

including managers at the management board, middle and lower managers, team leaders, and 

employees who hold non-managerial position.  

 

2.4.4. 2 Communication    

Communication plays a vital role as a provider of organisational objectives and goals to 

employees to facilitate changes in working culture (Comm & Mathaisel, 2005, p. 233; Abdul 

Hamid, 2011, p. 1, 499). Moreover, organisational communication is defined as the process of 

disseminating information, ideas, concepts and ideas across the various levels in an 

organisation to achieve their objectives (Goldhaber, 1993). Organisational communication 

could also be explained as the flow of information amongst the people in the business entity 

towards changing the behaviour of the people to attain preset objectives (Daft, 1997, p. 560, 

cited by Kelly, 2000). There are two goals associated with organisational communication: the 

first is informing employees regarding their tasks and organisation policy and/or other concerns 

of the organisation; the second is communication with the aim of creating a community within 

the organisation (De Ridder, 2004, p. 20). Communication as the act of conveying information 

is ranked as an important CSF of CI (Van Aartsengel & Kurtoglu, 2013). Considering it as a 



84 

 

management tool, communication is “the central means by which individual activity is 

coordinated to devise, disseminate, and pursue organizational goals” (Gardner, Paulsen, 

Gallois, Callan & Monaghan, 2001, p. 7). It is an organisational tool which contributes towards 

completing assigned tasks and it is important that it flows clearly between supervisors and their 

subordinates. Moreover, Garnett, Marlowe, and Pande (2008, p. 279) found that 

communication acts as a tool for shaping organisational culture, thereby influencing public 

organisation performance. While effective communication is fundamental to the successful 

implementation of a CI initiative, poor communication can prove to be equally detrimental to 

the same (Fryer et al., 2007, p. 504), hence it is extremely important that information flows 

within an organisational hierarchy so that it furthers the organisation’s objectives (Kaye & 

Anderson, 1999, p. 492) so that the staff are aware of the goals and aims of the initiative. 

Oakley (1996, p. 173) emphasises the roles of commitment to open communication to build 

and improve the organisation, to understand customer performance expectations, and to create 

the context in which employees are more capable of fulfilling them. Moreover, the role of 

effective communication has been recognised within improvement methodologies. Jeyaraman 

and Teo (2010, p. 197) emphasised that the success of improvement programmes in an 

organisation requires frequent communication and assessment of results. Periodic meetings and 

assessments will enable everyone to assess the gaps and take the necessary corrective actions 

to remedy them while working towards the preset objectives.  

As discussed by Middel et al. (2006, p. 340), effective and open communication needs to be 

developed at all levels to share and transfer information and learning among and within the 

organisation partners. Moreover, open communication might help managers to be better 

informed about potential problems and also make it easier for employees to participate in the 

change (Paper & Chang, 2005).  

2.4.4.3 Employee Focus 

People empowerment and involvement is one of the most common factors in the CI activities 

that appeared in the reviewed studies. Employee empowerment involves the process of 

transferring certain decision-making powers to the lower levels of hierarchy in the 

organisation, and making lower-level staff aware of the inherent responsibilities that come with 

such power (Langbein, 2000; Arneson & Ekberg, 2006). This enables the management to 

address the more strategic issues, while the lower cadres are able to independently deal with 

operational issues. Fernandez and Moldogaziev (2011, p. 23) found that “empowerment 
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practices aimed at providing employees with access to job-related knowledge and skills and 

granting them discretion to change work processes have a positive and substantively 

significant influence on perceived performance”. Moreover, empowerment will help to exhibit 

increased concentration, effort, and resilience when performing a task (Thomas & Velthouse, 

1990). Sharing power, resources and knowledge with employees to increase job satisfaction 

and commitment are factors which, in turn, positively influence individual productivity and 

effectiveness as well as the quality of interactions with customers (Bowen & Lawler, 1992).  

 
Many scholars have mentioned that empowering employees is important for CI initiatives in 

an organisation (such as Black & Porter, 1996; Caffyn, 1999; Bessant et al., 2001; Fryer et al., 

2007), and it is one of the CSFs of CI programmes in both public and private sectors (e.g., 

Anderson et al., 1994; Kaye & Dyason, 1995; Kaye & Anderson, 1999; Caffyn, 1999; Bessant 

et al., 2001; Muhamad & Kamis, 2003; Ahmad, Francis & Zairi, 2007, Salaheldin & 

Mukhalalati, 2009; Holden, 2011).  

 

Involvement in CI activities is a process in which employees participate or have shares in 

managerial decision-making (Pun, Chin & Gill, 2001). O’Brien (1995) indicated that the 

commitment and sustainability of quality and improvement programmes requires a higher level 

of personal involvement. Berger (1997, p. 112) stated that CI is an employee-oriented concept 

and it should involve employees at all organisational levels. Furthermore, it is a key factor in 

the sustainability of CI and is part of the improvement process (Garcia-Sabater & Marin-

Garcia, 2011, p. 36). Organisation management should have a role through involvement and 

commitment, which is important for any productivity improvement initiatives (Antony & 

Banuelas, 2002; Coronado & Antony, 2002; Garcia-Sabater & Marin-Garcia, 2011). Moreover, 

employees need to be capable and qualified to deliver on the results (Lillrank et al., 2001; 

Mathieu, Gilson & Ruddy, 2006). However, improvement of organisational performance is not 

only the result of individual efforts made through empowerment and involvement; it is also the 

result of improved processes and the synergistic result of effective team performance (Smith, 

2011).  

2.4.4.4 Team problem-solving  

Effective teamwork is a key factor in encouraging employees to use their skills, knowledge, 

and abilities for the CI of performance (Asim, 2001, p. 4).) The term ‘teamwork’ aims to focus 

on employees’ collaboration through the formation of teams and the problem-solving technique 

(Asim, 2001, p. 4). Mickan and Rodger (2000, p. 202) summarised the characteristics of 
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effective teams in three different categories: first, the structural characteristics of teamwork 

that include clear purpose, appropriate culture, and specified task; second, the individual 

contribution that includes self-knowledge, trust, commitment, and flexibility; and finally the 

team process which includes communication, decision-making, conflict management, social 

relationships, and performance feedback. 

Making CI part of the organisational culture requires employees to work together towards the 

same end (Smith, 2011). To implement CI successfully, a cross-functional team is required. 

Choi, Rungtusanatham and Kim (1997, p. 47) suggested that creating CI teams required an 

organisation’s management to identify leaders who are most involved in CI training and the 

implementation process and appoint them independently of their formal authority to avoid 

controlling teams’ activities. Moreover, organisation managers and employees should work 

together as team members to facilitate CI implementation.  

CI team members must be sufficiently independent to make their own decisions and work with 

members across all the organisation’s departments (Kaye & Anderson, 1999, p. 501; Garcia-

Sabater & Marin-Garcia, 2011, p. 37). Moreover, CI teams should be empowered and free of 

bureaucratic constraints and managerial authority; that might increase the effectiveness 

between teams and help the team management to motivate their teams (Bond, 1999, p. 1,321). 

The importance of effective teams for improvement and problem-solving is considered a key 

factor of CI and is emphasised by several scholars, such as Kanji, Tambi and Wallace (1999), 

Muhamad & Kamis (2003), Salaheldin and Mukhalalati (2009); Chakraborty and Tan (2012).  

 

2.4.4.5 Training and Learning  

Training and learning can be considered the foundation for CI programmes since it provides 

the capabilities and skills to take necessary actions (Bessant & Francis, 1999, p. 1,107). To 

enable efficient and effective task performance, training involves updating knowledge, 

encouraging attitudinal and behavioural changes, developing skills and enhancing abilities 

(Palo & Padhi, 2003, p. 204). Training in an organisation plays a vital role in improving 

organisational performance by training employees on specific tools and techniques to solve 

organisational problems (Badri, Davis & Davis, 1995; Fryer et al., 2013, p. 488). Moreover, 

the process of moving towards CI capability requires implementation mechanisms that include 

training activities on problem-finding and -solving processes, and training in CI tools and 

techniques (Bessant & Francis, 1999, p. 1,107).  
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According to Fuentes, Montes and Fernandez (2006, p. 307), organisations must impart the 

necessary skills and knowledge for employees to handle CI issues and accomplish tasks. The 

training mechanism should have a top-down structure, which ensures management 

commitment regarding their own staff training and setting examples for others to follow 

(Vermeulen & Crous, 2000, p. 62). To assure good training levels, divisional strategic 

management should be highly committed (Soltani, 2005, p. 466; Vouzas & Psychogios, 2007, 

p. 66). Commitment to learning allows the organisation to recognise the value of transforming 

knowledge into an asset; the latter is distributed as ‘lessons learned’ to particular units or 

throughout the organisation through operating procedures, meetings, or training sessions 

(Oliver, 2009). Moreover, training is essential for frontline employees to understand and solve 

quality-related problems; it helps them develop skills to identify customer needs and drive CI 

activities (Ramseook-Munhurrun, Lukea-Bhiwajee & Naidoo, 2010, p. 45; Evans, 2010, p. 29). 

 

The importance of training and learning being critical for successful CI is recognised in studies 

that focus on CI implementation in both public and private sectors, such as Atkinson (1994), 

Jha et al., (1996), De Jager et al., (2004).  

2.4.4.6 Customer Focus  

Focusing on the customer is a CSF of CI in private and public sectors as suggested by several 

sources (Fryer et al., 2007; Hamid, 2011; Barraza, Smith & Dahlgaard-Park, 2009; McAdam 

& Donaghy, 1999; Muhamad & Kamis 2003; Kanji, Tambi & Wallace, 1999; Dubey & Bansal, 

2012). A customer in private organisations can be considered as a buyer who purchases a 

product or service, but in some governmental organisations the concern will not be the 

individual needs of direct users, but the needs of society as a whole (Dewhurst, Martinez-

Lorente & Dale, 1999, p. 268). Alford (2002, p. 337) stated the value of services delivered by 

some government organisations can be consumed by both citizens and clients: citizens who 

receive the public value and clients who receive the private value of a service that has been 

paid for. However, the definition of ‘customer’ in the PS is not clear and could include a 

beneficiary of the government service, the general public or the government organisations as 

discussed in section 2.2.8. Moreover, the definition of the customer depends on the government 

structure and type of services that are delivered; for example, in the UK, a taxpayer can be 

considered as a customer who receives public value from the government, however, in a 

country such as Saudi Arabia there is no tax paid by citizens.  So the definition of customer 
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varies from a government to another. Moreover, the reviewed studies (section: 2.4.3) showed 

that there is a difference of ‘customer’ definitions in government organisations. 

In the context of the Saudi Arabian PSVOs, the customer is seen as internal or external, and 

while internal customers involve the organisation’s employees and departments that serve each 

other, the external customers include the beneficiaries of the organisation’s services, society 

and public organisations in relation to service providers. Therefore, this research focuses on 

assessing the improvement efforts of governmental services delivered by Saudi Arabian 

PSVOs to customers, both internal and external.  

The customer must be at the centre of a service-delivery strategy; however, Somerville and 

Elliott (2011, p. 4) noted that PS managers are often confronted with unique challenges, as not 

only do they have to take into account the economic situation of the organisation, but also the 

political, social, and organisational environment. Changes in governmental organisations that 

occur due to elections, political interference, and new legislation are some of the important 

challenges that can negatively impact public sector managers’ ability to develop long-term 

customer orientation. Nevertheless, customer focus has been shown to influence public 

organisational performance. The hierarchical structures prevalent in such organisations, the 

long time taken to implement changes, and differences of organisations’ priorities, all of these 

can pose challenges to the delivery of customer-focused services (Oosterom, 2007, p. 15). 

Thus, it is important to develop service policies, standards, guidelines and gear the cultures 

towards delivering high-quality customer service. 

Scott (2001, p. 82) suggested six strategies for creating a culture of CI and improving customer 

satisfaction. First, organisation employees should be aware of and understand why the system 

focuses on CI and how this links to strategic objectives. Second, employees should know what 

to do to achieve the system’s customer-service goals by setting service expectations and 

standards of  behaviour. Moreover, managers need to involve employees in identifying internal 

and external customer requirements. Third, the organisation should identify and eliminate 

barriers. Fourth, the organisation should develop employees’ and managers’ skills in relation 

to service excellence such as communication and problem-solving skills. Fifth, implementing 

CI requires an organisation to listen to its customers, take action on their complaints and 

feedback when reviewing and designing the organisation’s processes and services (García, 

Rivera & Iniesta, 2013, p. 543; Black & Porter, 1996, p. 18). Finally, organisation management 

should learn from experience and ensure ongoing improvement for customer service (Scott, 
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2001, p. 83).  

2.4.4.7 Process management   

According to Deming (1950, cited by Smith, 2011, p. 20) organisation workplace processes, 

the system and the owner of the system are responsible for 94% of problems in an organisation. 

Process improvement is a process designed from the customer’s perspective, benchmarking, 

ongoing improvement, breakthrough improvement and quality of information (Lee & Dale, 

1998). When there is a significant increase in organisational improvement, the improvement is 

not just the outcomes of individual performances, it is also the result of improved processes 

and the result of team performance.  

In the PS, one of the most important benefits of process management is the higher level of 

effectiveness and efficiency attained from re-engineering the organisation based on cross-

sectional processes (Gulledge & Sommer, 2002, p. 366; Paulus & Riemann, 2013, p. 2). 

Moreover, process management provides public managers with the opportunity to adopt 

creative and innovative business activities to improve organisational performance. However, 

previous studies suggest that the bureaucratic, hierarchical structure of PSOs limits the 

effectiveness of process management (Zwicker, Fettke & Loos, 2010, p. 378).   

 

Bond (1999, p. 1,327) identified four levels of process management: maintaining process to 

ensure a smooth flow of output according to the schedule, process improvement through 

improvement teams for solving problems and identifying weaknesses and suggesting solutions, 

process re-engineering involving fundamental changes in both products and processes into a 

central feature of management policy, and achieving process stability in aiming for monitoring 

performance. 

Gulledge and Sommer (2002, p. 370) and Weerakkody and Currie (2003, p. 310) indicated that 

integration of process-oriented information systems could help PSOs to improve their 

performance to deliver competitive advantage only if they are aligned to overall organisational 

strategy. These authors argued that adoption of process improvement without aligning 

information systems will be unable to respond to consumer needs and preferences and 

management will not possess appropriate information to facilitate the decision-making process. 

Therefore, an organisation’s processes need to be reviewed to identify their contribution to the 

achievement of organisational aims and objectives (Saraph et al., 1989; Kaye & Anderson, 

1999; Kumar, Garg & Garg, 2011).  
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2.4.4.8 Focus on Strategic Objectives and Goals / Integration of CI into 

Strategic Objectives 

Integrating CI initiatives into an organisation’s strategic objectives is considered one of the 

successful factors of CI (Kaye & Dyason, 1995; Kaye & Anderson, 1999; Caffyn, 1999; 

Bessant et al., 2001). CI initiatives need to be sustained, with the associated strategic and long-

term mission and objectives clearly communicated to all concerned (Jha et al., 1996). However, 

if a CI initiative is developed in isolation from the main strategy, it is unlikely to be 

implemented and sustain improvement culture across all organisational activities (Chapman & 

Hyland, 2000, p. 178).    

According to Eygelaar and Uys (2004, p. 33) and Fryer et al., (2007, p. 506), increased focus 

on adopting a strategic approach to realising an organisation’s mission, vision and goals 

integrates CI as a core component to ensure that the most appropriate processes are identified 

and implemented to attain the greatest return for the PSOs. Moreover, ongoing assessments 

and evaluations of the organisation’s systems, structure, and procedures need to be part of the 

organisational strategy and objectives (Kaye & Anderson, 1999, p. 487; Bessant et al., 2001, 

p. 72; Fryer et al., 2013, p. 491). Eygelaar and Uys (2004, p. 33) and Fryer et al. (2007, p. 506) 

argue that an integrated strategic approach focused on CI enables PSOs to communicate and 

deploy strategic goals and guide the improvement activity by monitoring and measuring 

performance against these strategic objectives.  

For effective strategic planning, it is important that employee objectives and learning be 

aligned with strategic goals and objectives (Sanger, 2008, p.78). The goals and objectives 

should not only drive the pursuit of organisational performance, but also how human resources 

decisions are made. Sanger (2008, p. 70) and Moynihan (2006, p. 77) note that improving 

government performance requires senior management to empower employees by reducing 

rules, delegating authority, and rewarding innovation. Thus, it is evident that for strategic goals 

and objectives to positively influence performance, public managers have to integrate CI 

activities with individual and business goals to facilitate the achievement of organisational 

goals.  

2.4.4.9 Organisational culture  

To create a culture that focuses on CI, it is important that the organisation’s aims and values 

be identified among all staff and enhances trust between management and employees (Fraser, 

1995; Middel et al., 2005). Moreover, explaining the importance of the organisations’ 
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employees and the value of their efforts in improvement activities, believing that all employees 

treat failure as a learning opportunity rather than blaming employees or culture, all contribute 

to create a culture of CI (Caffyn, 1999; Bessant et al., 2001; Anderson et al., 1994; Middel et 

al., 2005; Fryer et al., 2013). Understanding organisational culture could lead to support of the 

CI implementation process and would promote many benefits such as employee cooperation, 

and communication (Sun, 2008).  

 

Considering organisational culture in the PS, Wyen and Verhoest (2015, p. 357) and O’Donnell 

and Boyle (2008, p. 11) indicated that traditional public administration culture focuses on strict 

compliance to regulations and procedures with accuracy as the main criteria for accountability. 

The bureaucratic and hierarchical organisational culture in PSOs results in an over-regulated 

work environment, inflexible work attitudes, poor quality, inefficiencies, and ineffectiveness 

(O’Donnell & Boyle, 2008, p. 11). On the other hand, some authors such as Moynihan and 

Pandey (2007, p. 47) and Ababaneh (2010, p. 257) suggested that organisations that have many 

hierarchical levels and bureaucratic actions tend to increase employee motivation and facilitate 

quality improvement practices, which in turn lead to positive organisational outcomes. 

However, O’Donnell and Boyle (2008, p. 11) and Parker and Bradley (2000, p. 125) are of the 

view that traditional organisational culture is likely to impede public service performance 

unless it is changed to become aligned with the contemporary organisational goals and 

strategies, such as greater emphasis on change, flexibility, and entrepreneurialism that drive 

economic growth. 

Several scholars emphasise that understanding organisational culture is important for ongoing 

implementation of CI initiatives (e.g., Al-Mashari & Zairi, 1999; Maull, Tranfield & Maull, 

2003; Dubey & Bansal, 2012; Antony et al., 2012; Oprime et al., 2012).  

2.4.4.10 Ongoing Measurement and Improvement  

Continuous measurement and evaluation of organisational performance and improvement 

initiatives is a key factor that is critical for successful CI implementation in both public and 

private sectors (Porter & Parker, 1993; Anderson, Rungtusanatham & Schroeder, 1994; Yusof 

& Aspinwall, 2000; Antony et al., 2002). 

Performance measures provide a mechanism for relating product/service or process 

improvement policies developed by senior management to action at a local organisational level 

(Bond, 1999). Moreover, Globerson (1985, cited by Ghalayini & Noble, 1996) emphasised that 
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organisation performance measurement should have measurable criteria, routines to measure 

each criterion, performance standards, and procedures for dealing with discrepancies between 

actual and desired performance. Furthermore, Kennerley and Neely (2002) presented factors 

that organisations should manage in the evolution of performance measurement systems, 

including process, people, infrastructure, and culture capabilities. Moreover, the components 

of a performance measurement system consist of: individual measures that quantify the 

efficiency and effectiveness of actions; measures to assess the entire organisation’s 

performance; and a supporting infrastructure that enables data to be collected, stored, sorted, 

analysed, interpreted, and disseminated.  

Implementation of performance measurement is often used as a means of substituting for 

market pressures for PSOs and PSVOs to improve their performance. This is because PSOs 

sometimes operate without market competition (Moriarty & Kennedy, 2002). Many techniques 

and programmes known in the private sector have been adopted to improve PS performance 

such as improvement programmes (e.g., TQM, Lean, Six Sigma, ISO: 9000) (McAdam et al., 

2002, p. 581), the balanced scorecard (Northcott & Taulapapa, 2012, p. 166), benchmarking 

(Magd & Curry, 2003, p. 261), and integrated performance measurement systems (Rantanen, 

Kulmala, Lönnqvist & Kujansivu, 2007, p. 415). Moreover, many statistical tools and 

techniques are emphasised by Ishikawa (in the 1960s, cited by Kovach, Cudney & Elrod, 2011, 

p. 91), a quality management guru who enabled improvement of organisational performance 

and problem-solving through measures such as Flow chart, Pareto diagram, Check sheet, 

Control chart, Histogram, Scatter plot, and Cause-and-effect diagram. Furthermore, PSOs are 

employing these techniques and frameworks to capture and clearly communicate their strategy, 

align all stakeholders and employees towards those, and help measure and continuously 

improve the organisation’s progress towards those objectives (Ridwan, Harun & Fahmid, 2013, 

p. 103; McAdam et al., 2002, p. 582).  

Successful performance measurement is hampered by an unclear relationship between 

performance and consequences, multiple stakeholders with diverse expectations, lack of 

commitment towards performance objectives, political intervention and budgetary constraints 

(Brignall & Modell, 2000, pp. 287-288; Jarrar & Schiuma, 2007, p. 5). In this regard, adoption 

of performance measurement systems based on CI have enabled organisations to integrate 

strategic processes and continuously measure and improve performance in spite of 

unprecedented pressures of the current economic climate.  
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An effective measurement system for improving PSVOs performance should include a series 

of measures designed to meet the needs of different organisational levels, including qualitative 

and quantitative measures, be an ongoing and evolving process, avoid performance measures 

becoming ends in themselves , allow planning and control, link to organisational objectives 

and strategies, and support the efficiency and effectiveness of organisational performance 

(Ghobadian & Ashworth, 1994, p. 50; Bessant et al., 2001, p. 73; EFQM, 2013).  

2.4.5 Summary  

The CI concept can be considered a strategic choice for both private and public service sectors, 

although the complexities of public organisational culture may provide more implementation 

challenges. Identifying CSFs of CI could enable PSVOs to understand the key advantages of 

CI and help managers to implement CI.  

 

This section has discussed the implication of CI initiatives and identified the CSFs. The 

analysis of the reviewed studies on CI identified CSFs of CI in the public and private sectors. 

Moreover, ten factors (section: 2.4.4) were recorded as the top factors that are found more 

frequently in the 103 studies that were conducted in both public and private sectors. 

Determining these common factors amongst CI studies answered one of the research 

objectives, to identify the common CSFs in the CI literature.  

 

However, analysis of the CI literature showed that there are only a few studies considering CI 

and CSFs in the PS. Moreover, there is a lack of research on CI initiatives and CSFs in PSVOs. 

Although some studies compared implementation of CI in the manufacturing, public and 

service sectors, it seems that no study has explored or sought to explain CSF differences (in 

the CI context) in one particular sector. Moreover, it has been noted that no study attempted to 

explore CSFs of CI across management levels or study the differences between these levels 

(section:2.4.3). 

 

These gaps, found during reviewing the CI studies, will be addressed through empirical 

research on CI in the Saudi Arabian PSVOs. Furthermore, this chapter has developed research 

theory to examine the implementation of CSFs identified in the literature, coupled with factors 

identified through exploring the viewpoint of senior managers of PSVOs. The suggested 

research methodology and data collection instruments to meet the research objectives will be 

discussed in the next chapter. 
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3.1 Overview  

This chapter discusses the methods and techniques that are used to design and collect the 

research data. The research design was based on the research objectives and questions, and on 

evaluation of the research methodology used in relevant studies related to CSFs and the CI 

concept. This chapter discusses various aspects of the research methodology, such as the 

purpose and the philosophy of this research, the research strategy, the samples, data collection 

methods, analysis techniques, and the reliability and validity of the research instruments.  

3.2 The research purpose  

The aim of research is to understand a particular subject of knowledge and to develop and test 

new theories that assist researchers in answering research questions (Kumar, 2011, p. 2; 

Kothari, 2008, p. 2). Three main types of research are related to research objectives, namely 

exploratory, descriptive and explanatory studies (Srivastava, 2011, p. 4; Robson, 2002, p. 59; 

Saunders et al., 2009, p. 139). Exploratory study aims to discover new ideas that can help the 

researcher to understand and develop a phenomenon in a new light (Saunders et al., 2009, p. 

139). Descriptive research tends to describe the characteristics of the phenomenon or 

population (Panneerselvam, 2004, p. 7). Explanatory research aims to identify causal 

relationships between variables to better understand the phenomenon (Robson, 2002, p. 59; 

Saunders et al., 2009, p. 140).  A research project might include more than one research purpose 

and the research questions can be both descriptive and explanatory (Saunders et al., 2009, p. 

139).  

 

This research had both descriptive and explanatory purposes. These types of research allowed 

this author to determine the CSFs of CI in the PSVOs through exploring the key factors of CI 

in the Saudi Arabian public service environment and to examine the employees’ experience of 

the implementation of CI. Moreover, this study’s questions were designed based on a sequence 

of data collection and analysis that included more than one research approach to answer the 

research questions and meet the research objectives (Robson, 2002, cited by Saunders et al., 

2009, p. 139).  

 

First, relevant studies of CI and CSFs were examined to identify the common CSFs of CI. At 

the same time, the views and experiences of senior managers at participant organisations were 

explored to identify the key factors to measure the success of CI in the workplace (Srivastava, 

2011, p. 4). The second phase combined the views of senior managers with the literature and 
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then examined the findings, drawing on the experience of the organisations’ employees with 

CI.  Moreover, the findings were explored further in the follow-up process of data collection 

and analysis. This sequential process of the research design allowed this researcher to use two 

types of research, descriptive and explanatory, in aiming to answer the research questions. 

Therefore, this research was designed as a descripto-explanatory study that used description as 

a precursor to explanation (Saunders et al., 2009, p. 140).  

3.3 Research philosophy  

Research philosophy relates to the development and nature of knowledge (Collis & Hussey, 

2009, p. 36). Three core aspects are used to reflect on research philosophy: ontology, 

epistemology and axiology. Each aspect addresses important differences, which influence the 

way the researcher approaches the research process (Collis & Hussey, 2009, p.  36; Bryman & 

Bell, 2007, p. 22). Ontology deals with whether a particular phenomenon or social event would 

be construed in a similar way by different social actors (Bryman & Bell, 2007, p. 22; 

Jankowicz, 2005, p. 106). Epistemology involves identifying the factors that can be regarded 

as knowledge, or cogent evidence. Axiology is the study of quality and value and is concerned 

with ethical motives and values (Saunders et al., 2009, p.  116). 

 

Krauss (2005, p. 758) states that the epistemological approach is related to ontology and 

methodology. Ontology involves the philosophy of reality; epistemology addresses how we 

come to know that reality, while methodology identifies the particular practices used to reach 

knowledge. However, pragmatism is seen as the philosophy that provides a framework for 

mixed-methods research (Tashakkori & Teddlie, 2003, p. 54; Morgan, 2007, p. 73). 

Pragmatism considers the determinant of the epistemology, ontology and axiology the 

researcher adopts to the research question, in that one philosophy may be more appropriate 

than another to answer particular questions (Saunders et al., 2009, p. 109). However, Holden 

and Lynch (2004, p. 405) argue that there is no right or wrong research philosophy and some 

researchers (e.g. Connell & Nord, 1996; Hughes & Sharrock, 1997, cited by Holden and Lynch, 

2004, p. 405) recognised that the discussions on ontology and epistemology cannot end in any 

philosophical explanation; the critical matter is using suitable methods that can answer the 

research questions. The cited authors emphasised that understanding the research philosophy 

is important and it can help the researcher to think about other possibilities for the research 

design and enhance their confidence about their research methodology choice. 
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According to Bryman and Bell (2007, p. 16), positivism is an epistemological philosophy that 

illustrates the implementation of the techniques of natural sciences in order to examine social 

actuality. The aim of positivist research is to offer explanations leading to predictability and 

control. Positivism has been a very common approach used to understand social life (Blaxter, 

Hughes & Tight, 2006, p. 60). The strength of the positivist approach is that it can provide 

highly compelling conclusions in a quick and economical manner; its weakness is that the focus 

of research might be very narrow and not appropriate for generating theory (Easterby-Smith, 

Thorpe & Jackson, 2012, p. 28).  

 

The interpretivist approach focuses on understanding individuals’ perceptions (Roth & Mehta, 

2002, p. 134; Anderson, 2004, p. 13). This approach attempts to develop an in-depth subjective 

understanding of people’s lives; it seeks to understand individualised experience (Rubin & 

Babbie, 2012, p. 37). Hall (2008, p. 53) states that the interpretivist approach is based on several 

assumptions, which include the uniqueness of social science, interpretation of social 

phenomena, the value of freedom and human action is meaningful.  

 

This research started by stating the objectives for reviewing and examining CI literature to 

identify common CSFs of CI, and by exploring the CI efforts with senior managers who work 

at the top level of each case participating in this study. The findings of the literature and the 

views of senior managers were combined to examine the implications of CI for the 

organisations’ employees. Furthermore, the findings of employees’ views are explored with 

groups of employees who took part in the follow-up process of data collection and analysis 

(See Figure 4, p. 20). Therefore, the design of the research objectives led this study to move 

between two types of research philosophy; the positivism approach to examine the topic theory 

and the interpretivism approach to explore and understand senior managers’ views regarding 

CI at Saudi Arabian PSVOs. The philosophy of this research tended towards a pragmatism 

approach that moved the research between the positivist and interpretivist approaches.  

 

Positivist studies usually adopt a deductive approach, whereas the inductive approach is 

associated with phenomenology (Collins, 2010, p. 44). The characteristics of deductive and 

inductive approaches are summarised in Table 11.  
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Deductive Inductive 

 Scientific principles.  

 Moving from theory to data.  

 The collection of quantitative data.   

 The application of controls to ensure 

clarity of definition.  

 A highly structured approach.  

 The researcher is independent of what 

is being researched.  

 Necessary to select sufficient samples 

in order to generalise conclusions. 

 Gaining an understanding of the meaning 

humans attach to events.  

 A close understanding of the research 

context. 

 The collection of qualitative data.  

 A more flexible structure to permit 

changes in research emphasis as the 

research progresses.  

 A realisation that the researcher is part of 

the research process.  

 Less concern with the need to generalise. 

Table 11: The characteristics of deductive and inductive approaches  

(based on Saunders et al., 2009, p. 127). 

 

However, based on the nature and scope of this research, both of these approaches, deductive 

and inductive, were applied to meet the research objectives. This author examined the literature 

to determine the CSFs of CI following a deductive approach. At the same time, the views of 

senior managers of participating Saudi Arabian PSVOs were explored to understand CI, and to 

explore the CSFs of CI at participating organisations (section: 4.1).  

In the sequential process of data collection, the findings of the senior managers’ views and the 

literature findings were integrated in the designing of a quantitative data instrument to examine 

the views of employees   a deductive approach. In the final phase of the data collection 

process, the findings of employees’ views using quantitative data were examined further with 

groups of participants using qualitative data techniques, to discuss the findings of the 

quantitative data, and to explore further CI implementation opportunities at participating 

organisations    an inductive approach. Therefore, this research moved between the deductive 

and inductive approach which is considered an abductive approach. According to Saunders et 

al., (2012, p. 147) the abductive approach helps the researcher to collect data that is considered 

sufficient and rich in detail (Saunders et al., 2012, p. 147).    

 

3.4 Methodological design process  

This section provides an overview of the methodological design process describing the 

methods used to collect and analyse research data. This design stage of the research 
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methodology consists of four phases that were designed based on the research objectives. In 

the first phase, the relevant literature on CI concepts and CSFs was reviewed using a systematic 

literature review approach (see section: 3.12.1) to answer the research question that focused on 

determining the CSFs of CI. Moreover, the systematic review was used to define the research 

gaps, and to create a theoretical framework of this research.  

 

In the second phase, a case study strategy was applied to explore the CSFs of CI in the Saudi 

Arabian PSVOs. The CI practices were explored by interviewing senior managers at 

participating organisations. Two managers from each participating organisation were selected 

as a purposive sample to participate in this research using semi-structured interviews. The 

interview questions were piloted first (see section: 3.9), then the actual interviews were 

conducted at participating Saudi Arabian PSVOs. The interviews were analysed using a 

template analysis protocol (see section: 3.12.2) that was designed by this author.  

 

In the third phase, the questionnaire questions were designed based on the findings of the 

interviews and the findings of the literature. The questionnaire was examined by a panel of 

experts, then piloted (see section: 3.9), and the questionnaires were distributed to the 

participating PSVOs. All employees at all levels of each organisation were invited to 

participate in this research to examine the employees’ experience of the implementation of CI 

factors. The findings of the questionnaires were analysed using factor analysis to categorise 

questionnaire items into a number of factors, and to examine the differences of participants’ 

views across participating organisations and management levels using analysis of variance, 

one-way ANOVA and two-way MANOVA (see section: 3.12.3).  

 

In the fourth phase, the findings of the questionnaire were explored further with volunteers 

who agreed to participate in interviews and focus groups to discuss the findings of the 

questionnaire and provide more thoughts about CI opportunities at Saudi Arabian PSVOs. The 

interview and focus group questions were piloted then conducted with volunteers from 

participant organisations. The findings of each participating organisation were analysed 

separately then by cross-case analysis to determine the CSFs of CI in the Saudi Arabian 

PSVOs.  The process of the research methods design is summarised in Figure 12.   
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Figure 12: The methodological design process, source : The Author 

 

3.5 Research Strategy  

According to Saunders et al. (2009, p. 600), research strategy is the way that a researcher seeks 

to answer research questions or address research problems. There are several strategies used 

for research design including experiment, survey, case study, action research, grounded theory, 

ethnography and archival research (Saunders et al., 2009, p. 141; Collins, 2010, p. 41). 

Considering which strategy will be appropriate for this research should take into account the 

research characteristics, which include the design of research objectives and research 

questions, and the size of the sample or the population of the study.  

 

In the survey strategy, the key focus is on exploratory and descriptive research and this strategy 

is usually associated with a deductive approach (Saunders et al., 2009, p. 145).  However, this 

strategy is limited by the number of variables to study and understanding the key themes of the 

research topic which tends to be inappropriate for this research. The reason is because this 

research aims to explore and examine the CSFs of CI of participating Saudi Arabian PSVOs 

which required understanding in-depth the strengths and weaknesses of each organisation. In 

action research, the researcher needs to be involved in the organisation and a process of change, 

such as training employees or solving issues. The process of action research focuses on change, 

diagnosing, planning, taking action, evaluation and involving of employees (Saunders et al., 
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2009, p. 145). However, action research was not applicable with this research design because 

this research focused on studying several organisations to determine common CSFs of CI for 

PSVOs; it would have been difficult to use action research for all these organisations in a short 

period of time. Moreover, some government organisations such as those in Saudi Arabia would 

require clear permission from high authority to allow the researcher to participate in solving 

issues or changing processes. Other strategies, such as experiment, grounded theory, 

ethnography and archival research, given the purpose of this research and the design of the 

research objectives and questions required, were not applicable as a main strategy for this 

research. However, grounded theory and archival research were used as part of this research 

framework.  

 

Determining the CSFs of CI requires the researcher to study in-depth each organisation to 

understand CI efforts. This research used a case study strategy aiming to understand in-depth 

CI efforts in the Saudi Arabian public service sector.  According to Yin (2009, p. 18) a case 

study is “an empirical inquiry that investigates a contemporary phenomenon in depth and 

within its real life context especially when the boundaries between phenomenon and context 

are not clearly evident”. Moreover, case study strategy allowed this researcher to use and 

combine a range of methods within this strategy, such as questionnaire, interview, focus 

groups, and documentary analysis (Saunders et al. 2009, p. 146). Furthermore, this researcher 

reviewed the methods used in the relevant studies that focused on CI and CSFs to understand 

the common strategies and methods used to study CI and CSFs (section: 2.4.2). These studies 

showed that there are various research strategies to study CI and CSFs (Table 12). Case study 

strategy is one of the research strategies that was used by scholars to study and understand 

CSFs of CI in organisations (Appendix 2).  

Research Strategy Percent % 

Action research 0.97 

Case study 16.50 

Survey 70.87 

Secondary research 11.65 

Table 12: Research strategies in CI and CSFs studies 

(based on 103 studies), source: The Author 

 

According to Yin (2009, p. 46) applying case study strategy can be based on one organisation 

as a single case strategy or multiple cases that involve a number of organisations. The number 

of organisations involved in this research and the design of the research objectives pushed this 



102 

 

research towards the use of the multiple case studies approach in order to explore the 

differences between Saudi Arabian PSVOs in terms of CI efforts and to draw a single set of 

cross-case conclusions (Saunders et al., 2009, p. 146; Yin, 2009, p. 46).  

 

A case study can be either a ‘holistic case study’ that studies the whole organisation, or an 

‘embedded case study’ which refers to units or sub-units of analysis within the organisation, 

such as examining different management levels or organisation components (De Vaus, 2005, 

p. 220; Yin, 2009, p. 46). Examining CI efforts across management levels of Saudi Arabian 

PSVOs was one of the research objectives. Therefore, this research was conducted as an 

embedded case study with sub-units of analysis. 

 

3.6 Research design methods  

The research design plans the way of obtaining and analysing data to answer the research 

questions (Flick, 2009, p. 128). Two types of research methods exist: qualitative and 

quantitative. Qualitative research is a strategy that is usually associated with collecting and 

analysing words rather than using numbers (Bryman, 2012, p. 380). Qualitative research 

employs a naturalistic setting to comprehend concepts in particular situations (Golafshani, 

2003, p. 600). Qualitative research allows the researcher to be involved with the people being 

studied to understand their views, exploring various subjects from the participants’ view, the 

possibility of introducing a new subject or idea that had not been considered by the researcher, 

all of which contribute to improve the quality of data that is being collected (Daymon & 

Holloway, 2010, p. 10; Bryman, 2012, p. 399). Despite its strengths, qualitative research also 

has limitations (Daymon & Holloway, 2010, p. 10). Bryman (2012, pp. 391-392) identified 

“subjectiveness, difficulty in replication, lack of generalisability, and transparency” as four of 

the common criticisms faced by qualitative research methods. However, these limitations were 

considered by this author, as discussed in section 3.15. 

 

Quantitative research is “an objective approach which includes collecting and analysing 

numerical data and applying statistical tests” (Collis & Hussey, 2009, p. 7). Moreover, 

quantitative research, embedded in positivism, looks for accurate measurement and analysis of 

phenomena. Hoy (2009, p. 1) defined quantitative research as “... a scientific investigation that 

includes both experiments and other systematic methods that emphasise control and quantified 

measures of performance.” Quantitative data is used to assess viewpoints and examine 
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common factors of CI, and then assess employees’ perspectives with regard to these factors 

(Cooper & Schindler, 2008, p. 165). 

 

Quantitative research emphasises collecting and analysing numerical data that measures scale 

and/or a frequency of phenomena. This type of research could be rich, detailed and structured 

and its results can subsequently be easily collated and presented statistically. Despite its 

strengths, there are some weaknesses, such as the quantitative methodology commonly 

necessitates designs that detach the researcher from the sample and the subject, often blocking 

access to social and cultural structures of ‘reality’; personal and cultural influences are difficult 

to discuss using quantitative data (Bryman & Bell, 2007, p. 174). These issues have been 

addressed and discussed further in section 3.15. 

 

The combination of quantitative and qualitative methods commonly used in business and 

management studies is known as mixed methods research (Appendix 2). This method refers to 

the use of both quantitative and qualitative data collection techniques in the research design 

and the data analysis (Tashakkor & Teddlie, 2003, p. 11; Creswell & Clark, 2011, p. 2). This 

research is based on using the mixed methods approach of qualitative and quantitative data. 

Using mixed methods in this research was a bridge between qualitative and quantitative studies 

and encouraged this researcher to use multiple paradigms to answer the research questions 

(Creswell & Clark, 2011, p. 12). The mixed methods approach, instead of one single method, 

helped this author to provide understanding and explanations about CI efforts in Saudi Arabian 

PSVOs. 

 

Creswell, Clark, Gutmann and Hanson (2003, p. 226) explained the typology of mixed research 

design in more detail and indicated that studies that are designed using mixed methods can be 

one of the following design types: Sequential explanatory, Sequential exploratory, Sequential 

transformative, Concurrent triangulation, Concurrent nested and Concurrent transformative. 

This research was designed to collect qualitative data followed by collecting quantitative data 

and then collecting further qualitative data, which is considered as a sequential transformative 

design that includes a sequence of processes of data collection and analysis. One of the major 

strengths of using the mixed methods approach in this research is triangulation (section: 3.16), 

which is described as an approach that results when a researcher combines two methods, 

quantitative and qualitative, in order to enhance the validity and credibility of the research 

findings (section: 3.15). The weakness of each method can be overcome by the other, thereby 

possibly leading to generalisability of the results (Krishnaswamy, Sivakumar & Mathirajan, 
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2009, p. 177). However, as this research was conducted using multiple case studies from Saudi 

Arabian PSVOs, therefore the findings of this research could be generalised in the context of 

the Saudi Arabian PSVOs. 

3.7 Data collection methods 

The types of data that are required to achieve research objectives vary according to the research 

design. There are two sources of data: secondary data, which are already available, and primary 

data, which are collected from the research sample (Krishnaswamy, Sivakumar & Mathirajan, 

2009, p. 32). Secondary data refers to the data that have already been collected and often 

analysed, such as reports, newspapers, books, magazines, and websites (Ghauri & Grønhaug, 

2005, p. 100; Srivastava, 2011, p. 63;). Primary data are previously unknown and obtained 

directly by the researcher for a particular research project (Currie, 2005, p. 89). This research 

collected data that was compatible with its objectives and led to answering the research 

questions is a combination of secondary and primary data to make the research findings more 

robust (Kothari, 2008, p. 18).  

 

The secondary data of this research is based on sources related to CI and CSFs, including 

books, magazines and academic journal articles, and the freedom of information available in 

the Saudi Arabian PSVOs’ websites. The secondary data were used to build the theoretical 

framework of this research and to support the findings of the primary data. Furthermore, the 

secondary data was used in this research to answer one of the research questions that focuses 

on determining common CSFs of CI that were described in the related literature.  However, 

there are limitations in using secondary data, such as the data might not address the specific 

needs of the researcher; the data might not be relevant to the research, the origin of information 

may be questionable, and the data may not be accurate (Panneerselvam, 2004, p. 30; Srivastava, 

2011, p. 64). This author addressed these limitations by setting reviewing criteria to search and 

select the relevant secondary sources, that were relevant to the research topic such as journal 

articles that only focus on the CSFs and CI, using academic databases to select academic 

articles from academic journals that related to the research topic.  

 

Primary data for this research include qualitative and quantitative data that were collected from 

participating Saudi Arabian PSVOs, using different techniques of data collection. Using and 

collecting primary data for this research helps the researcher to gather relevant data that meets 

the purpose of the study; the researcher can better control the data by decreasing or increasing 

the sources of data such as sample size, and provide holistic and realistic views about the 
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population that is being studied (Ghauri & Grønhaug, 2005, p. 102; Srivastava, 2011, p. 63). 

However, primary data collection has some limitations, such as being time-consuming; the 

analysis of qualitative and quantitative data requires skills and experience; and primary data 

may not always be suitable in some cases if the data that is required is scattered over different 

organisations or countries (such as GDP) (Srivastava, 2011, p. 63). Moreover, one of the major 

limitations of primary data is that the researcher is fully dependent on the willingness and 

cooperation of participants. This issue might lead some people to refuse to cooperate with the 

researcher due to possible personal reasons, such as participants did not have any interest, a 

lack of their time and a lack of incentive to participate in the research. Therefore, the researcher 

has considered these issues by focusing on one particular context in this study, PSVOs, and on 

one geographic area, Saudi Arabia. Moreover, the researcher used an informed consent sheet 

that explained the importance of this research to the participants and their organisations, 

considering time and participants’ understanding in the designing of the data collection 

questions, see section: 3.17.  

3.8 Data collecting techniques 

This research combined different approaches to data collection (Figure 12), including a 

systematic literature review of the literature, individual interviews, a questionnaire and focus 

groups to support the findings and enhance the validity of this research. These techniques were 

used based on the research design that consisted of a sequential process of data collection and 

analysis to answer research questions. The following sections discuss and justify the reasons 

for selecting these particular techniques to collect qualitative and quantitative data.  

3.8.1 Secondary data 

Considering the data collecting technique that was used for the secondary data, the literature 

that was available in books and academic articles was reviewed to find and analyse relevant 

studies on CI and CSFs. The review process of the literature can be conducted as traditional or 

narrative literature review, systematic literature review, meta-analysis, and meta-synthesis 

(Cronin, Ryan & Coughlan, 2008, p. 38). The objectives of this research included one that was 

designed to collect secondary data from relevant studies on CI and CSFs. A systematic 

literature review (section: 3.12.1) was applied in this research to answer this research question 

that focuses on determining the common CSFs of CI that were described in the literature 

(section: 2.4). The main aim of using a systematic literature review was to provide an explicit 
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method to address and answer a specific research question rather than reviewing the research 

topic only (Gough, Oliver & Thomas, 2012, p. 6).  

3.8.2 Primary data  

The result of reviewing 103 studies on CI (section: 2.4.3) showed that six types of data 

collection technique were used to define CSFs of CI (Table 13).  

Data collection technique Percent % 

Focus group 0.97 

Interview 8.74 

Interview& Documentary analysis 6.80 

Mixed Method (Focus group, Interview, Questionnaire 

and /or Documentary Analysis) 
2.91 

Observation 2.91 

Questionnaire 59.22 

Questionnaire & interview 6.80 

Secondary data (Literature and Reports Analysis) 11.65 

Table 13: Data collection techniques in CI and CSFs studies (based on 103 studies),  

source: The Author 

 
Interview and questionnaire techniques were found to be common methods used in CSFs of CI 

studies that applied in the public and private sectors. Moreover, over 75% of the reviewed 

studies were conducted based on participants’ perceptions (Appendix 2).  The following 

sections discuss the data collecting techniques for qualitative and quantitative data. 

 

3.8.2.1 Qualitative data  

The main techniques used for collecting primary data in qualitative methodologies are personal 

interview, observation, focus group, and action research. This author used interviews to explore 

the CSFs of CI in Saudi Arabian PSVOs with selected senior managers from each participating 

organisation. The interview technique is recommended by scholars of CSFs such as Rockart 

(1979, p. 89) to explore CSFs in the organisation. According to Rockart and Crescnezi (1984, 

p. 11) using the interview technique about CSFs will enable managers of the organisations to 

“explicitly state those things which are critical in their job role and their organisations”, and 

help to clarify and understand the role of individuals and the culture of organisations.  

 

Interviewing is a method that has been used to collect primary data in qualitative methodologies 

and can be conducted individually or in groups (Sachdeva, 2009, p. 167). It is a useful method 
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for collecting a wide range of data, including a person’s opinions, attitudes, values, experiences 

and beliefs. Moreover, this method of gathering data is better than other data collecting 

methods because it will help the researcher to grasp the behavioural context of the data 

furnished by the respondents (Krishnaswami & Satyaprasad, 2010, p. 100). Furthermore, this 

method was used in many other relevant studies on CI to determine CSFs of CI (section: 3.8.2). 

 

The form of interviews can be highly formalised and structured, use informal and unstructured 

conversations, or can fall between these approaches as intermediate positions (Saunders et al., 

2009, p. 30). The common typology used in relation to the level of formality and structure of 

interviews are: structured interview, semi-structured interview and unstructured interview 

(Collins, 2010, p. 134; Saunders et al., 2009, p. 30).   

 

Semi-structured interviews were used in this research to collect qualitative data, which is used 

in relation to exploratory research (Saunders et al., 2009, p. 321). This type of interview 

allowed the researcher to explore in-depth the senior managers’ thoughts and experiences of 

CI and CSFs (Denscombe, 2007, p. 111). The form of semi-structured interviews combined 

both closed and open-ended questions which contributed to obtaining rich data for analysis to 

meet the objectives of this research (Klenke, 2008, p. 126). This method is based on one-to-

one personal interviews which enabled the researcher to understand, in depth, the views of top 

management regarding CI efforts and identifying CSFs of CI, to clarify any ambiguities and 

allow the participants to check their answers before processing, to avoid any confusion in the 

meaning or understanding (Ebrahim & Bowling, 2005, p. 209; Klenke, 2008, p. 132). Semi-

structured interviews were used in two phases of this research: first, conducting interviews with 

the organisations’ senior managers to explore CSFs of CI, and second, interviewing employees 

who agreed to participate in the sequential process of data collection techniques (Figure 12).  

 

However, using semi-structured interviews can lead to several limitations, such as validation 

of data is suspect, recording the information can be difficult and sometimes the reliability of 

data is very poor (Walsh, 2003, p.  98; Seale, 2012, p. 183). These issues have been addressed 

in this research through considering the types of questions being asked of the participants, 

conducting a pilot test to examine the interview questions (section: 3.9), and selecting 

appropriate techniques to record the data, writing notes or audio recording (Klenke, 2008, p. 

132).  
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In this research, written notes were used to record the interview data rather than using audio 

recording to avoid any restriction of information provided by interviewees due to voice 

recording (Saunders et al., 2009, p. 485). For example, the interviewees may refuse to discuss 

some information that affects their job or that defines their identity due to the audio recording. 

Moreover, the researcher, who works in the Saudi Arabian public service sector, knew from 

experience that written notes were considered the appropriate technique in a Saudi Arabian 

work environment because this technique of recording information allows managers to express 

their views and discuss improvement issues at their organisations. Although during the 

interviews the researcher found some managers who would not mind the use of tape recording 

for interviews, the researcher decided to use written notes to avoid possible bias in data 

collection. Furthermore, the interviewees were asked after the interviews to check and confirm 

their answers through summaries, to enhance the level of interview validity. Based on the 

research objectives, five questions were designed for the interviews with selected senior 

managers (Appendix 3). These questions were intended to explore the managerial perspective 

of CI and the success factors of CI. The questions addressed several themes including the 

managerial role in relation to CI, the organisational performance, the improvement practices in 

the Saudi PSVOs from the managerial perspective, the obstacles to improvement, and the most 

critical factors that lead to successful CI.  

 

A focus group is another technique that was used in this research to collect qualitative data. A 

focus group is a technique that can provide information about knowledge or feelings that 

individuals have about certain issues, the findings of quantitative data, as well as illuminating 

the differences in perspective between groups of individuals (Rabiee, 2004, p. 656). A focus 

group is a group interview that focuses clearly upon a particular issue and typically involves 

between four and eight (Saunders et al., 2009, p. 346) or four to 12 participants (Krueger & 

Casev, 2000, p. 10).  The focus groups of this study were either five or six participants 

(section:4.3). There are some issues associated with using focus groups in the organisation, 

including the possibility that some participants may dominate the discussion within the group 

which might lead to restricting other participants from delivering their views in this group, the 

difficulty of understanding individual views and group views, the small number of participants 

which might lead to lack of generalisation of the results, the nature of the group may lead to 

less control of data collection,  and it may be time consuming to analyse large amounts of data 

(Smithson, 2000, p. 103; Hennink, 2014, p. 32.) This researcher has addressed the possible 

issues in designing a focus group by considering the homogeneity of participants and their 
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acquaintance in a focus group (Hennink, 2014, p. 93). For example, the researcher grouped 

participants of each organisation according to their management levels to ensure that all 

participants involved in group discussion were able to express their views. Moreover, this 

researcher conducted a pilot study (section: 3.9) to assess the focus group structure and to 

examine the questions. These, focus groups were conducted after analysing quantitative data 

and were used to clarify and explain in-depth the research findings (Figure 12). 

3.8.2.2 Quantitative data  

Examining the employees’ experiences of the implementation of CI factors is one of the 

research objectives that led the researcher to collect quantitative data. The number of 

organisations that were invited to participate in this research and their populations, the time 

limit to conduct this research, all contributed to the selection of the questionnaire technique to 

collect participants’ views from different management levels. The questionnaire is a technique 

that consists of questions or statements designed to obtain responses from potential respondents 

to collect primary data to meet the research objectives (Bajpai, 2011, p. 71). The design of the 

questionnaire varies according to how it is administered; it can be self-administered or 

interviewer-administrated. A self-administered questionnaire can be an internet and internet-

mediated questionnaire, posted to respondents using mail services or delivered and collected 

by hand to the respondents (Babbie, 2012, p. 286). In interviewer-administered questionnaires, 

the researcher could contact the respondents using telephone questions or face-to-face 

questions as in structured interviews (Saunders et al., 2009, p. 363).  

 

This researcher used a self-administered questionnaire to collect large quantities of data in a 

short period of time, and cheaply to complete the questionnaire. The questionnaires were 

delivered and collected by hand to the Saudi Arabian PSVOs due to the lack of using email 

systems for employees in some organisations. The self-administered questionnaire was to 

ensure that all employees were able to respond to the questionnaire (Appendix 3). However, 

the weaknesses of such a technique are that there is no control over who completes the 

questionnaire, the possibility of delays waiting for respondents’ answers, responses may not be 

complete, there is no possibility of assistance to the respondents and the possibility of a low 

number of questionnaires returned (Collins, 2010, p. 128; Connaway & Powell, 2010, p. 147). 

This researcher considered these issues by distributing the questionnaire to all participating 

organisations via their management system, with the aim of gaining the largest possible sample 

size. The informed consent sheet included information about the collection of the questionnaire 



110 

 

and the researcher’s contact details for any inquiry. Moreover, the researcher asked permission 

from the organisations to collect the questionnaires from each management level at each 

organisation to ensure that the questionnaires were properly distributed to all levels of 

participating Saudi Arabian PSVOs.  

 

In designing the questionnaire instrument, the researcher used two types of questions, closed 

and open-ended. Closed questions allowed the respondents to select an appropriate scale that 

matched their views against each variable, while open-ended questions gave the respondents 

the opportunity to comment on their views (Babbie, 2012, p. 255). The questionnaire 

instrument contained four main sections: (1) demographic information, (2) measurement 

variables, (3) open ended questions, and (4) ranking questions. In demographic information 

participants were asked to state their education and length of experience. In the second part 

participants were asked to evaluate measurement variables based on a combination of the semi-

structured interview findings and the literature review related to CI concepts including self-

assessment approaches of quality management and CI. The questionnaire instrument was 

designed using a 5-point Likert quantitative scale to measure participants’ views (Bartikowski, 

Kamei & Chandon, 2010, p. 180). In order to provide accurate and fair measurement answers 

for the questionnaire items, the cutoff value of Likert scales were set as follows: Strongly 

disagree (1.0 to < 1.5); Disagree (1.5 to < 2.5); Neutral (2.5 to < 3.5); Agree (3.5 to < 4.5); 

Strongly Agree (> 4.5 to 5.00). 

The third part of the questionnaire contained three open-ended questions that focused on 

current practices of improvement, the obstacles to improvement, and success factors that 

participants believed are necessary to implement CI. These questions allowed participants to 

comment on their views and provide more details about the status of improvement activities at 

their organisations. The findings of these questions contributed to support the outcomes of the 

quantitative data questions. In the fourth part of the questionnaire participants were asked to 

rank ten success factors of CI that were commonly identified by the interviewees and found in 

the literature (section:5.6). The questionnaire was piloted before being distributed to the 

employees of participating organisations as described in the following section.  

3.9 The Pilot Studies  

A pilot study aims to determine if there is any issue or limitation within the data collection 

design and to ensure that research instruments are well-designed (Bryman & Bell, 2007, p. 

273). It allows the researcher to review data collection techniques and make necessary revisions 
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before conducting the study. The data collection techniques of this research were semi-

structured interviews, questionnaires, and focus groups; they were all piloted and revised 

before applying them to the research cases. 

 

A pilot of four interviews was conducted to examine the interview questions and determine 

whether interviewees could understand the questions, the concept and provide relevant answers 

to the questions. In the first pilot, two questions were modified in their order and wording and 

the interview questions were examined again to ensure the adequacy of the interview questions. 

Moreover, the duration of the pilot interviews was examined and the range of 56 to 70 minutes 

indicated that the duration of interview was within the target time. In the analysis process of 

interview data, the researcher designed a protocol to analyse the interviews data (section: 

3.12.2). This protocol was corroborated by an expert in research methods. In the first draft, the 

analysis protocol was modified in the wording and implementing steps. The result of the second 

draft showed the adequacy of the analysis protocol process, and showed a similarity of the 

results between the researcher’s analysis and the expert’s analysis of 83% (Appendix 4). The 

analysis protocol was used to analyse the qualitative data from the interviews and the 

questionnaire.   

 

The questionnaire draft included 52 items designed from a combination of the interview 

findings and the literature review that related to CI and CSFs. In order to improve the internal 

validity of the questionnaire instrument, it was pilot tested by participants who work in two 

organisations that were not involved in the research. 50 questionnaires were distributed and 33 

were completed and returned. The pilot study suggested that there were some technical 

alterations necessary to eliminate four items and rephrase two (Appendix 4). The final part of 

the pilot test was to determine and measure the internal consistency of questionnaire items 

using a Cronbach’s alpha coefficient. The Cronbach’s alpha coefficient is derived using the 

“rule of thumb” provided by George and Mallery (2013, p. 240) indicating that “_ > .9 – 

Excellent, _ > .8 – Good, _ > .7 – Acceptable, _ > .6 – Questionable, _ > .5 – Poor, and _ < 

.5 – Unacceptable”. The pilot test improved the content of the questionnaire and the reliability 

test result was 0.86, which demonstrated that the data measurements were internally consistent 

(Appendix 4).  

For the follow-up interviews and focus groups, a pilot study was conducted to examine 

interview questions and focus group questions. A pilot of two interviews and one focus group 

were conducted to examine five questions that were designed based on questionnaire findings 
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(Appendix 5). The results suggested some modifications on the order and structure of two 

questions, an average of one-hour discussion covered all questions which suggested the 

consistency of focus group discussion and the questions, recording information using written 

notes during the discussion was sufficient and the researcher was trained on managing group 

discussion. The analysis of interviews and the focus group was conducted using the content 

analysis method (section:3.12.4). The analysis process was examined and corroborated by an 

expert in research methods to ensure that the analysis process was appropriate for interviews 

and focus group data. 

3.10 Sampling techniques 

There are two main types of sampling techniques that are used in research: probability sampling 

that is associated with survey-based research strategies using random selection; and non-

probability sampling that is based on researcher judgment (Saunders et al., 2009, p. 213). In 

probability sampling, there are four types of sample frames: simple random sampling, stratified 

sampling, systematic sampling, and cluster sampling. Non-probability sampling involves 

several techniques such as quota, purposive, snowball, self-selection and convenience 

sampling.   

 

Exploring managers’ views in particular jobs related to CI using interviews is one of the 

research objectives. These managers were selected from each participating organisation based 

on particular managerial jobs (Managing Director and Development and Planning Manager) as 

a purposive sample. This type of sample allows the researcher to choose a case, such as 

selecting particular managerial positions, because it illustrates some features in which the 

researcher is interested (Silverman, 2011, p. 388). The aim of using purposive sampling in this 

research was to sample participants in strategic ways relevant to the research questions and 

objectives (Bryman, 2012, p. 418). Purposive samples are usually associated with five common 

strategies: deviant sampling, heterogeneous sampling, homogeneous sampling, typical case 

sampling and critical case sampling (Saunders et al., 2009, p. 239). Deviant sample cases focus 

on special groups; heterogeneous samples enable the researcher to collect data from a sample 

that might contain cases that are different; homogeneous sampling deals with one particular 

sub-group in which all of the sample members are equal. In typical case sampling, the 

researcher aims to provide an explanation of the research topic using a representative case. 

Critical case sampling focuses on the collection of data from cases that are considered as 

important in research. The strategy of critical case sampling was applied in this research 
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because in the structures of Saudi Arabian PSVOs there are specific managers who have a 

direct relationship to the improvement of organisational performance, and have an in-depth 

understanding of the current CI practices and issues that organisations face in implementing 

improvement initiatives. Therefore, logical generalisations could be made from this strategy 

(Ritchie & Lewis, 2003, p. 79; Saunders et al., 2009, p. 239). 

 

In the second technique of collecting primary data, the questionnaires were distributed to all 

employees at all levels of each organisation as a “population census”. Total population 

sampling was used to examine the entire population of participating PSVOs (Dhivyadeepa, 

2015, p. 111). This method was selected to ensure that all employees at all levels of 

participating organisations were invited to participate in this research to meet one of the 

research objectives, to determine the variation between management levels across 

organisations in terms of CSFs of CI. Moreover, collecting as large a sample size as possible 

to reinforce generalisations of the research findings on the total population of the Saudi Arabian 

PSVOs, all supported this author to use total population sampling for this research instead of 

using other sampling techniques (Saunders et al., 2009, p. 212; Panneerselvam, 2004, p. 190).  

 
To confirm the findings of the interviews and questionnaire, follow-up interviews and focus 

groups were conducted with volunteers who agreed to participate in the follow-up process as a 

self-selecting sample (Saunders et al., 2009, p. 241). The use of interview and focus group 

techniques were dependent on the number of volunteers at each organisation and management 

level. For example, some participating organisations had only two volunteers which was 

considered as an insufficient number for a focus group (section: 4.3). 

 
Focus groups were conducted with groups of volunteers at each organisation who shared 

similar management levels to draw upon management level experiences, attitudes, feelings, 

beliefs, and reactions (Gibbs, 1997). Moreover, using the focus group method allowed the 

researcher to understand the organisation’s situation and clarify issues found in the views of 

the questionnaire participants (Hennink, 2014, p. 87). In organisations and management levels 

that had insufficient volunteers for a focus group, the interview technique was applied to 

explore the findings of the questionnaire.  

3.11 Research sample  

Thirteen public sector organisations that are responsible for the design and development of the 

government services that are provided to the public through service organisations were invited 

to participate in this research. Eight organisations, of the thirteen, agreed to participate, with a 
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total population of 1214 employees (Appendix 6). Two managers from each organisation were 

selected as critical cases for semi-structured interviews. Since CSFs require a top-down 

management approach, involving particular managers who are responsible for driving 

organisation strategy contributed to exploring the CSFs of CI (Grunert & Ellegaard, 1992, p. 

3; Howell, 2010, p. 5). Moreover, all organisations’ members were invited to participate in a 

research questionnaire to examine employees’ experience across all management levels.  

These methods were applied in several studies that focused on the CSFs and CI (Table 13, 

p.100) and were considered a valid choice for this research. However, the questionnaire sample 

is judged on the number of questionnaires that are completed and returned. A summary of the 

research sample is presented in Table 14 below.  

Organisation 

code 
Organisation Size 

Total population sampling 

Interviews   
No. of Questionnaire 

issued  

CS 120 2 118 

ED 198 2 196 

FS 178 2 176 

HC 142 2 140 

MU 217 2 215 

SI 134 2 132 

SP 127 2 125 

TR 98 2 96 

Total  1214 16 1198 

Table 14: Research Sample, source: The Author. 

 

3.12 Data analysis techniques 

Identifying and developing a data analysis strategy is an important part of the research planning 

process to present the data that has been collected (Johnson, 2002, p. 117). This research was 

designed using a mixed methods approach that involves qualitative and quantitative data 

analysis. Qualitative analysis is a method of examining and interpreting social research without 

presenting the results in a numerical format (Babbie, 2010, p. 394). Saunders et al. (2009, p. 

490) state that analysis of qualitative data can be grouped into three main types of processes: 

summarising the conversation and the meaning of the interview, categorising the data into 

groups according to their meaning and the researcher recognising the relationship between the 

themes, and structuring data using narrative form, which is defined as an account of the 

experience that is told in a sequential way, including a flow of related events. In quantitative 

data analysis, there are four types of quantitative data including nominal, ordinal, interval and 

ratio data (Saunders et al., 2009, p. 467). Nominal data consist of names, categories or labels. 
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Ordinal data are reported when respondents are asked to rank order preferences. Interval data 

are measured on a scale, which has intervals between its values. Ratio data can be arranged in 

order, and both the differences between data values and ratios of data values are meaningful 

(Bryman & Bell, 2007, p. 349; Saunders et al., 2009, p. 418). 

 

However, the sample size and type of data collection have implications for the sort of analysis 

that researchers conduct (Bryman & Bell, 2007, p. 349). Based on this research’s design and 

objectives, there were several techniques applied to analyse the qualitative and quantitative 

data. These techniques included systematic literature review and analysis, template analysis, 

factor analysis, the analysis of variance and content analysis. The findings of each participating 

organisation were analysed separately using these techniques of data analysis, then all of the 

research cases were combined into a single set of cross-case analyses and conclusions for this 

study were drawn.   

3.12.1 Systematic Literature Review analysis  

In the systematic literature review, the researcher developed a set of criteria to search and 

analyse the relevant literature on CSFs of CI. These criteria included the scope of the study, 

the context of the research, the search strategy, the search field, the databases used, and the 

publication period (section: 2.4.2). These criteria helped the researcher in reviewing and 

searching of the relevant literature to answer the research questions that focused on determining 

common CSFs of CI from the literature. Moreover, the researcher designed a set of procedures 

to analyse the findings of the literature. The validation of the literature systematic 

review/Analysis was achieved through discussion with experts in the academic field. The 

process of the systematic review and analysis were discussed in the literature review chapter 

(Part II).   

3.12.2 Template analysis 

The first type of primary data for this research was qualitative and collected using semi-

structured interviews to explore CSFs of CI from managers’ perspectives. The analysis method 

for interview data is based on using template analysis to enable the researcher to record and 

code the CSFs of CI that were found in qualitative data. Template analysis aims to consolidate 

different managers’ perspectives into one context which leads to higher quality analysis as 

suggested by King (2004, p. 257). Template analysis refers to a list of codes representing 

factors or themes identified in the text (Saunders et al., 2009, p. 489). This method of analysis 
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allowed the researcher to compare the perspectives of different groups of managers in specific 

contexts. The template analysis used in this research is based on the combination of a priori 

codes that were developed from the literature, and codes that were developed after initial 

exploration (King, 2004, p. 257; Waring & Wainwright, 2008, p. 86). The defined codes were 

displayed as a list of categories that described CI factors. The researcher designed a protocol 

to analyse the qualitative data of interviews. This explains the process of defining the main 

topic for each interview questions and the coding process according to word, synonym, and 

meaning. The designed protocol was examined by an expert in research methodology to see 

whether the template was sufficiently clear or needed to be modified (King, 2004, p. 263). The 

result suggested some changes and modification of the protocol wording and the structure. The 

final protocol was corroborated by an expert in research methodology and the result showed a 

similarity of the results between the researcher’s analysis and the expert’s analysis (see section 

3.9).  The protocol contained eight steps for the analysis process, shown below in Table 15. 

1. Define each question’s main topic then create a table for each interview transcript. 

2. Read through each question answer in first transcript and start coding relevant phrases 

according to the theme 1- word, synonym, 2- meaning.  

3. Highlight each theme phrase (code) with unique colour.  

4. Record relevant phrase of each code using similar colour code. 

5. Apply steps 1,2,3 and 4 for all interview transcripts.  

6. Record new code if any. 

7. Create a cross-tabulation of all transcripts to display each question codes. 

8. Discuss and interpret the findings of interviewees’ views for each case, then across cases. 

Table 15: Template analysis protocol, source: The Author  

 

3.12.3 Factor analysis and the analysis of variance  

In the quantitative data analysis, SPSS software was used to handle and analyse the high 

volume of numerical data generated from the questionnaire for each case in this research 

(Saunders et al., 2009, p. 415). The process of analysing the questionnaire data included 

descriptive analysis, frequency analysis, and factor analysis to group respondents’ answers into 

a small number of groups and, using analysis of variation, to analyse the differences between 

participant groups and research cases (Field, 2013, p. 666). Factor analysis was applied to 

improve the quality of the research findings by allowing the researcher to identify and eliminate 

items that failed to fit into any of the factors or that fit into more than one of those factors 
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(Field, 2013, p. 666; DeVellis, 2012, p. 122). The rationale behind selecting factor analysis is 

that it enables the researcher to generate a group of factors underpinning a set of measured 

variables (Fabrigar, Wegener, MacCallum & Strahan, 1999, p. 275). To examine the 

differences between participant organisations in terms of CI efforts and CSFs, the analysis of 

variance test (ANOVA) was used to determine the differences of the mean values between the 

research cases. Moreover, the general linear model including multivariate analysis of variance 

(MANOVA) was used to measure the variation of two factors such as the research cases and 

management levels (Hair, Black, Babin & Anderson, 2014, p. 724). The researcher considered 

the assumptions of variance tests analysis that included examining the homogeneity of 

variances, using Levene’s test to check the normality of data distribution and using Brown-

Forsythe and Welch’s F-ratio tests in the event of violated homogeneity of variance (section 

4.2.7).  

3.12.4 Content analysis  

In the analysis of follow-up interviews and focus groups, qualitative content analysis was used 

to describe the meaning of the text by classifying data within themes and to interpret the 

findings (Bryman & Bell, 2007, p. 302). Content analysis allowed the researcher to analyse 

large amounts of communication and information that was delivered in focus group discussion 

by recording the frequency of each theme in focus groups and interviews. This sort of analysis 

gave rich details to the results of interviews and questionnaires and helped interpretation of the 

overall findings (Hennink, 2014, p. 89). Moreover, content analysis helped the researcher to 

explore themes frequently mentioned by participants during the interviews and focus groups 

across the research cases to provide more understanding and explanation about the findings 

from the qualitative and quantitative data.  

Although content analysis is a similar method to template analysis in the process of 

categorising themes by the researcher, there are a few differences between these methods of 

analysis. For example, content analysis focuses on recording the frequency of themes or items, 

while template analysis codes categories; content analysis tends to be analysis of textual data 

such as documents and can be used for verbal communication, while template analysis is based 

on the analysis of interviews or focus groups by the researcher (O'Reilly, Dogra & Ronzoni, 

2013, p. 227). In addition, content analysis requires a large amount of text such as the number 

of themes discussed by the group of participants during a focus group.  
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The content analysis used in this research was designed based on the basic steps suggested by 

Bernard, Wutich and Ryan (2010, p. 289):  

 Formulate research questions that are based on the findings of qualitative and 

quantitative data  

 Read through each question transcript and define the items 

 Create a set of codes that define items (phrase) 

 Start coding of each item that is observed 

 Record the frequency of each item for each question transcript  

 Create a cross-tabulation that described the frequency of each item   

 Analyse and interpret the findings  

 Link the findings to the overall research findings.  

The analysis of the focus groups and interviews was corroborated by an expert in research 

methodology to ensure the robustness of the analysis process.  

 

3.13 Cross-Case Analysis  

Cross cases analysis is combining together the findings from individual case studies and is a 

critical part of the multiple case study (Yin, 2009, p. 20). The analysis process in this research 

covered each individual research case independently using qualitative and quantitative data. 

Then the researcher conducted a cross cases analysis to cover the findings of all the research 

cases in order to determine the CSFs of CI across participating Saudi Arabian PSVOs.   

 

This research combined the findings of each data collecting technique across all the research 

cases to provide a single set of conclusions about the research findings (Figure 13). 

 
Figure 13: Cross-case analysis map, source: The Author   
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3.14 Translation  

The interview and focus group questions and the questionnaire items were written in English 

because the original themes of this research on CI and CSFs were developed using the English 

language. These questions and items were translated into Arabic, which is the main spoken 

language in Saudi Arabia. Then the Arabic translation was translated back into English using 

the “back-translation method” to enhance the validity of interviews and questionnaire contents 

and to ensure that the translation process was correct (Saunders et al., 2009, p. 385; Zikmund, 

Babin, Carr & Griffin, 2013, p. 361). The questions and items were translated into Arabic by 

the researcher and then translated back into English by an interpreter; these versions were then 

compared together to improve the translation process and the language used in the questions. 

The cross-linguistic comparability of the English and the Arabic versions was checked by an 

interpreter who is bilingual in English and Arabic to ensure the accuracy of the research 

questions and items. The findings of the interviews, focus groups and the questionnaire were 

translated to English then back-translated into Arabic to ensure the accuracy of the translation 

process in the analysis of the research findings. The translation process was corroborated by 

the interpreter through examining a sample of translated text. The result showed a similarity 

between the researcher and the translator in defining the terminologies that were used in this 

research. Moreover, the translation process to the research terminologies was confirmed by 

experts in the management field using an evaluation checklist (see Appendix 3). 

3.15 Reliability and Validity 

This research was designed using the mixed methods approach, taking into account the threats 

to the quality of quantitative and qualitative data in terms of reliability and validity and the risk 

of bias in data collection and analysis. 

Reliability of research data is considered a significant characteristic in the evaluation and 

measuring of research results (Krishnaswamy, Sivakumar & Mathirajan, 2009, p. 267). Scott 

and Morrison (2006, p. 208) defined reliability as “a measure which is reliable if it provides 

the same results on two or more occasions, when the assumption is made that the object being 

measured has not changed”. Moreover, Stenbacka (2001, p. 551). describes reliability in 

qualitative research as a quality concept which has "to be solved in order to claim a study as 

part of proper research". Dependability is the term that has been used in qualitative research 

as it closely corresponds to the notion of reliability in quantitative research (Lincoln & Guba, 

1985, cited by Golafshani, 2003, p. 601). Qualitative data procedural reliability is related to 

“consistency,” which means the work findings should be examined by another researcher and 
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they should come to similar conclusions (Eriksson & Kovalainen, 2008, p. 292). In terms of 

quantitative data, reliability focuses on the consistency of results and the robustness of the 

measure (Cooper & Schindler, 2003, cited by Quinton, Smallbone & Smallbone, 2006, p. 130). 

There are different statistical tests which can be used to estimate the reliability of quantitative 

data, such as test-re-test of the same sample and same questions again (section: 3.9), or the 

researcher administers two different forms of questionnaire or uses a split half correlation test 

to measure items by two different measures in the same time period (Anderson, Sweeney & 

Williams, 2010, p. 455). In this research, the questionnaire items were tested and re-tested to 

ensure the reliability of the quantitative data as discussed in section 3.9. 

 

However, there are four threats to reliability, as described by Robson (2002, cited by Saunders 

et al., 2009, p. 156): subject or participant error such as the time of distributing the 

questionnaires, subject or participant bias such as issues with interviewees’ answers, 

observation error and observation bias such as different ways of interpreting the replies. 

Moreover, there are some threats related to data collection that include failure to answer 

questions, giving several answers to the same question and placing comments in the margin 

which may indicate a lack of reliability (Ihantola & Kihn, 2011, p. 43). These issues were 

considered in this research; the researcher took into account the time of distributing the 

questionnaire, such as avoiding distributing questionnaires during the summer, and conducted 

a pilot study to ensure the reliability of the data collection instrument.  

In terms of reliability of quantitative data, internal consistency analysis is a commonly used 

method in research and it was employed in this study using Cronbach’s alpha coefficient 

(Drost, 2011, p. 111). The questionnaire instrument was first examined by a panel of five 

experts, two experts from the UK who have experience in the research topic and the public 

sector and the other three from the Saudi Arabian public sector who work in development and 

improvement of Saudi Arabian government organisations. The researcher designed a checklist 

which consisted of five criteria that included survey formatting, clarity of question, question 

wording, overlapping responses, and question balancing (Appendix 3). The survey format and 

some of the questionnaire questions were modified. Following that, the questionnaire was 

piloted by a group of participants to measure the clarity of survey variables and format using a 

Cronbach’s alpha coefficient. Therefore, all data collection techniques and analysis were 

piloted and tested and re-tested to enhance the reliability of this research. 
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Validity is defined as “the relationship between a research result or conclusion and the way it 

has been generated” (Van Aken, Berends & Van der Bij, 2007, p. 163). This study’s mixed 

methods approach improved its validity (Creswell & Clark, 2011, p. 3).  

In qualitative research, the terms Credibility, Neutrality or Confirmability, Consistency or 

Dependability and Applicability or Transferability, are the essential criteria for quality of 

qualitative research (Lincoln & Guba, 1985, cited by Golafshani, 2003, p. 601; Shenton, 2004, 

p. 64). Moreover, Lincoln and Guba (1985, cited by Hall, 2008, p. 80) used alternative criteria 

of validity such as ‘authenticity’ and ‘trustworthiness’ and for the qualitative research while 

others such as Kirk and Miller (1986, cited by Hall, 2008, p. 80) used the concepts that applied 

for quantitative research but applied them differently for qualitative research. Although there 

is variation between scholars in terms of validity in qualitative research, researchers have 

adopted their own theories of 'validity' and generated more suitable terms (Lincoln & Guba, 

1985, cited by Golafshani, 2003, p. 602). Moreover, the validity of research is affected by the 

researcher’s perception and the choice of paradigm assumption (Creswell & Miller, 2000, p. 

127). 

Considering the threats of validity in qualitative research, Maxwell (2005, p. 108) stated that 

researcher bias and the reactivity or the influence of the researcher are the main threats to 

validity in qualitative research. This researcher considered these possible issues that might 

affect the validity of the qualitative data in this research by avoiding asking questions in 

different ways for different interviewees, treating all participants and their answers equally and 

avoiding asking leading questions that pushed the interviewees to answer in a particular way. 

In addition, to avoid the researcher’s influence on the participants’ views, participants were 

informed that they have a full choice to respond or refuse when answering interview or focus 

group questions; also participants have checked their answers before processing for analysis. 

Furthermore, adopting triangulation through using more than one method in data collection 

supported the validity and reliability, of the findings of this research (Golafshani, 2003, p. 602).  

 

The generalisability of qualitative results is concerned with whether the research results are 

transferable to another context and whether they may even be relevant in another context 

(Quinton, Smallbone & Smallbone, 2006, p. 129). The findings of this research could be 

generalised to the Saudi Arabian PSVOs. The first qualitative data in this research was based 

on a purposive sample that covered the total population of managers in particular positions 

(Managing Director and Development and Planning Manager). The similarity of findings that 

was found across research cases allowed the qualitative data to be generalised to the other Saudi 
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Arabian PSVOs.  

In terms of validity in quantitative studies, Wainer and Braun (1998, cited by Golafshani, 2003, 

p. 599) described the validity in quantitative research as “construct validity”, which is the initial 

concept that defines which data is to be collected and how. Four types of analysis in quantitative 

research were conducted to examine the validity of the research data: internal validity, external 

validity, construct validity, and statistical conclusion validity.  

Internal validity is the “extent to which a study provides evidence of cause-and-effect 

relationships between the independent and dependent variables” (McBurney & White, 2009, 

p. 174). External validity focuses on the possibility of generating one general conclusion on 

the basis of the model used and data collected, and whether the results may be generalised to 

other samples, times and context (Ihantola & Kihn, 2011, p. 42; Bryman & Bell, 2007, p. 727). 

Construct validity deals with results that support the theory underlying the research (McBurney 

& White, 2009, p. 175). Statistical validity refers to quantitative evaluation aspects that affect 

the accuracy of research results and conclusions (Krishnaswamy, Sivakumar & Mathirajan, 

2009, p. 146). This researcher conducted several procedures to reinforce the validity of the 

research data, as follows:  

 The questionnaire items were designed based on reviewing relevant studies on CI 

and CSFs (section: 2.4.4). These studies helped the researcher to determine the 

common factors for successful CI. 

 The questionnaire was examined by a panel of experts and piloted by a group of 

employees to ensure content validity of the questionnaire.  

 The key questions of the research questionnaire were re-examined in semi-

structured interviews and focus groups to make sure that questionnaire findings 

were validated by the findings of interviews and focus groups.   

 The context and structure of the organisations that were selected for this research, 

and a sample size that covered the entire population of organisations participating 

in the questionnaire contributed to enhancing the external validity of this research. 

Moreover, it allows the findings to be generalised on the whole Saudi Arabian 

public sector and could be generalised on other environments and cultures that are 

similar to Saudi Arabia, such as public sectors in Arab gulf countries (section: 3.11).  

 Factor analysis and analysis of variance techniques were applied to measure the 

construct validity (section: 4.2.2).  
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 The research was designed using a sequence of processes of data collection and 

analysis that allowed each process to be validated by the following process. 

 

In relation to bias and risk of bias, this author performed several procedures to reduce the risk 

of bias, as indicated in the above discussion on reliability and validity. Moreover, this research 

collected data based on the perception of managers and employees regarding successful factors 

of CI in Saudi Arabian PSVOs. Collecting data based on perception and opinion may lead to a 

risk of confirmation bias due to the possibility of participants’ opinions influencing the results 

and conclusions or due to the researchers’ influence in only seeking evidence that supports 

their research questions. Confirmation bias involves only seeking evidence that confirms one’s 

beliefs and ignoring or paying less attention to the other evidence that contradicts one’s beliefs 

(Sullivan, 2009, p. 99). This type of selective thinking can affect how people make decisions 

and can contribute to overconfidence in personal beliefs, which may lead to inaccurate 

decisions. Further, this may push the researchers to unintentionally only seek evidence that 

confirms their hypothesis or answers their research questions, while ignoring other evidence 

that goes against their approach. Kahneman (2011, p. 80) discusses how people’s beliefs and 

thinking are influenced by two systems. System one involves operating automatically—

thinking fast—with little or no effort and without a sense of voluntary control. In contrast, 

system two is reflective—thinking slow—and the operations are associated with the subjective 

experience of concentration and choice. Moreover, system one tends to be biased in favour of 

belief, whereas system two is about doubting of thoughts 

Confirmation bias can be avoided by introducing and considering all the evidence, learning to 

recognise the positive and negative aspects and thinking of more likely explanations to answer 

the research questions. Kahneman (2011, p. 417) recommended that blocking the errors in 

system one requires one to slow down and seek support from system two. 

 

Confirmation bias was avoided in this research by asking open questions to seek more likely 

explanations about the CSFs of CI and by collecting information from different sources and 

perspectives, such as interviews, questionnaires and the literature. Further, the perception bias 

was avoided by asking questions that motivated participants’ thinking. These questions include 

asking participants about improvement opportunities at their organisations and exploring the 

key issues to allow a comparison between the results and asking open questions that allowed 

participants to think and share their thoughts. The risk of confirmation bias was also avoided 

using sequential methods of data collection and analysis and by looking at different sources of 
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information and perspectives, which also contributed to avoiding the overconfidence bias. For 

example, the design of the interview questions enabled a comparison between the interviews 

result, the questionnaire was based what was found in the interviews, the design of the 

questionnaire was based on a combination of the interviews and the literature and, finally, open 

questions were used in the questionnaire to allow participants to add in-depth explanations. 

Confirmation bias was also avoided by triangulation through the use of more than one method 

of data collection and analysis to answer the research questions. 

 

3.16 Triangulation  

Triangulation refers to the use of more than one method to generate conclusions about a single 

phenomenon. Denzin (1970, cited by Hall, 2008, p. 78) identified four types of triangulation, 

which are: data triangulation using alternative techniques to measure the same concept, 

researcher triangulation refers to more than one researcher using the same sources, theory 

triangulation is based on using multiple approaches to interpret a single set of data, and 

methodological triangulation focuses on mixed methods of qualitative and quantitative data 

(Hair Jr, Wolfinbarger, Money, Samouel & Page, 2011,p. 289). Moreover, Guion, Diehl and 

McDonald (2011, p. 2) add environmental triangulation that is based on using different 

locations, settings, and other environmental factors that have influence on the information that 

has been received during the study.  

Using the triangulation approach leads to several benefits, including improved accuracy, 

producing complementary data that supports the completeness of the findings and increases 

confidence in the research (Denscombe, 2007, p. 139; Hair Jr et al, 2011, p. 289). However, 

there are some limitations to triangulation, such as it is time-consuming to use different 

methods to collect data. Data analysis, and comparing and contrasting become more complex 

with triangulation. Moreover, there is the potential risk to triangulation when the data that 

comes from one perspective does not support other perspectives (Denscombe, 2007, p. 139). 

This research was based on a mixed methods design using qualitative and quantitative data, 

and mixed methods of analysis which enhanced the validity, reliability, enabled triangulation 

and helped the minimisation of biases. 

3.17 Ethical considerations   

Research ethics ‘refer to the appropriateness of behaviour in relation to the rights of those who 

become the subject of work or are affected by the work’ (Saunders et al., 2009, p. 202). 
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Moreover, Ghauri and Grønhaug (2005, p. 20) see the ethics of research as moral principles 

and values that influence the researchers’ conduct and research activities. Kumar (2011, p. 248) 

states that there are different types of ethical issues related to research participants, researchers 

and sponsoring organisations, such as collecting information, seeking consent, the possibility 

of causing harm to participants and maintaining confidentiality. Ethics-related research issues 

include, for instance, introducing bias, using unacceptable research methodologies and 

inappropriate use of information. Ethical considerations in relation to sponsoring organisations 

concern restrictions imposed on research designs and the use of funding.  

 

Considering the ethics of this research, participation in this research was optional for 

participants in interviews, questionnaires and follow-up interviews and focus groups, and they 

had the right to withdraw from the research at any time. This information was provided to 

participants in the interview and on the survey cover sheet as well as on the informed consent 

form (Appendix 3). Moreover, the research considered the confidentiality of the given 

information. So, no respondents were asked for personal information as part of the survey or 

the interviews. Furthermore, each interview, survey and focus group form had a unique code 

for the purposes of confidentiality and to protect participants’ identities. The ethical guidelines 

that were followed in this research suggested that there were no known or anticipated risks to 

the participants in this study (Babbie, 2010, p. 65).  

 

Moreover, the organisations and their participants in this study have not incurred any costs as 

a result of their participation in this study. All data provided via the questionnaires, interviews 

and focus groups is kept on a password-secured computer and backed-up onto two external 

storage devices. A digital version of the paper documentation is kept on a different password-

secured computer. The ethical application of this research was approved by two independent 

ethics committees, the Ethics Committee of the Business School at the University of 

Portsmouth, UK (Reference: E240) and the Institutional Review Board for Protection of 

Human Subjects in the Saudi Arabia (Reference: 14-188E) in order to reinforce the integrity 

of this research (Appendix 7).  
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Chapter 4: Analysis and Discussion 
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4.0 Introduction to Analysis and Discussion  

This chapter focuses on the analysis and interpretation stage which includes the findings of the 

qualitative and quantitative data from this research. According to Bryman & Bell, (2007, p. 

349) the sample size and type of data collection have implications for the sort of analysis that 

researchers conduct. This research is based on a sequenced process of data analysis using a 

mixed method of qualitative and quantitative data analysis. The analysis includes data from 

interviews, questionnaires, and follow-up interviews and focus groups. The analysis and 

discussion in this chapter focuses on the following objectives: 

 
1- Explore the common factors that senior managers believe keep organisations pursuing 

CI. (section: 4.1). 

2- Examine the employees’ experiences of the implementation of CI factors (section:4.2). 

This includes: 

 Define the improvement factors in the research cases using statistical analysis. 

 Discuss the improvement efforts at the research cases in relation to the 

improvement factors. 

 Discover the similarities and differences of CI practices across the researched 

Saudi Arabian public service organisations. 

 Examine whether there are significant differences in the views of participants 

across the research cases.  

 Examine whether there are significant differences in the views of participants 

across management levels.    

 
The findings contribute practical applications by providing explanations about how CI exists 

in Saudi Arabian PSVOs, determining the CSFs of CI in the PSVS environment and 

highlighting the differences between participating organisations and their management levels 

in terms of CI and CSFs. The analysis and discussion of the findings of each research case is 

analysed and then the research cases are combined and presented as a cross-case analysis, 

discussion and conclusion. The statistical analysis and the findings for each individual case are 

available for the reader's interest in Appendix 8. 

 
The analysis and discussion chapter consists of three sections: The first section (4.1) focuses 

on exploring the views of senior managers at Saudi Arabian PSVOs to determine the key 

enablers that managers believe are important to successful implementation of CI.  
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In the second section (4.2), the key focus is on assessment of improvement efforts at Saudi 

Arabian PSVOs. The views of the organisations’ participants are examined using a 

questionnaire that was designed based on the findings of the interviews and the literature, then 

analysed using a mixed-method of data analysis including quantitative and qualitative data 

analysis. The quantitative data of the questionnaire was analysed first, using factor analysis to 

group the closed questions into a number of factors. The second round examined the outcome 

of the factor analysis using the analysis of variance, one-way ANOVA and two-way 

MANOVA. One-way ANOVA is used to determine the differences between views of 

participants in relation to their organisations and management levels. In two-way MANOVA,  

the mean values are examined to determine the differences across participating organisations 

and management levels. However, the assumptions of the factor analysis and the ANOVA were 

first examined to check the adequacy of these analytical techniques as discussed in sections 

4.2.2 and 4.2.7. From the qualitative data of the questionnaire, the views of participants are 

analysed to support the interpretation of the quantitative data findings.  

The third section (4.3) discusses the findings of the questionnaire using the data from the 

follow-up focus groups and interviews to support the findings of the quantitative and 

qualitative data.   

The analysis and discussion conclude with a summary of the main findings for each section. 

Furthermore, the findings of the first, second and third sections are combined and discussed in 

chapter 5 to determine the core CSFs of CI in the Saudi Arabian PSVOs and CSFs of CI across 

management levels. A summary of the data analysis process is illustrated in Figure 14. 

 

Figure 14: The analysis and interpretative stage, source: The Author  
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4.1 Exploring the key enablers for continuous 

improvement 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



130 

 

4.1.1 Overview 

This section presents the findings from the qualitative data collected using interviews with 

senior managers of the Saudi Arabian PSVOs. The interviews discussed the state of CI in the 

participating organisations to explore the key factors that lead to successful CI in the Saudi 

Arabian PSVOs. The discussion themes included the managerial role in relation to CI, the key 

drivers of organisational performance, the improvement practices in participating organisations 

from the decision–maker’s perspective, the obstacles to improvement and the most critical 

aspects that managers believe lead to successful CI at Saudi Arabian PSVOs. 

 

4.1.2 Characteristics of participants in the interviews  

The semi-structured interviews were conducted with 15 managers out of 16; eight Managing 

Directors and seven Development and Planning Managers from eight Saudi Arabian PSVOs. 

The analysis showed that nine managers had a higher degree, a PhD and/or a Master’s degree. 

In terms of the length of service, the analysis showed that nine senior managers (i.e. 60%) had 

between 21 to 31 years of experience in their field (Table 16).  

Length of service 

(years) 

                Education level  

Bachelor Master PhD 

10-20   5 

21-31 5 2 2 

31+ 1   

Table 16: The distribution of interviewees in relation to their 

education  and length of service, source: The Author 

 

The demographic information about senior managers at participating organisations indicated 

that senior managers are experts in their field and hold high-level qualifications with long 

experience that supports their understanding of the strength and weakness areas at their 

organisations. These characteristics allow managers to recognise those issues that face 

improvements in the Saudi Arabian PSVOs.  

 

4.1.3 Analysis and discussion of the interview themes 

4.1.3.1 The managerial job responsibilities in relation to CI 

The job roles of senior managers at Saudi Arabian PSVOs were discussed in relation to the 

impact of CI. The views of Managing Directors and Development and Planning Managers were 

explored. Most of the interviewees, 14 managers, agreed that their roles are to ensure that the 
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organisations follow the strategic objectives, monitoring operational plans, applying leadership 

skills, managing the organisation’s departments, providing necessary resources, and 

demonstrating commitment to work activities. Moreover, eight managers (six Managing 

Directors and two Development and Planning Managers) at organisations CS, HC, MU, SI, TR 

and SP agreed that focusing on services that are provided to customers is one of their important 

tasks that organisational managers should consider in their job. In addition, eight managers 

(three Managing Directors and five Development and Planning Managers) at organisations ED, 

HC, MU, SI, TR and SP agreed that ensuring the deployment of operational plans at 

organisational management levels is one of their responsibilities at the organisations. 

 

Focusing on the customers and services provided by Saudi Arabian PSVOs is one of the 

interviewees’ job responsibilities. Six Managing Directors agreed that they should focus on 

improving the services that are delivered to customers and on meeting customer needs, creating 

a work environment that supports improvement of customer services and improving the 

communication path with customers. However, only two Development Managers indicated 

that focusing on customers’ needs should be associated with organisational plans. This 

indicated that only half of the senior managers interviewed thought that focusing on customers’ 

needs was one of the senior managers’ job responsibilities in relation to CI.  

 

All interviewees agreed that meeting the organisation’s objectives is an important job 

responsibility of the organisations’ senior managers. Moreover, the analysis showed that 

meeting the organisation’s objectives and plans is considered as a result of commitment from 

organisational managers and continuous measurement of organisational activities. The views 

of Development Managers suggested that the organisational objectives and strategy should be 

considered in preparing and implementing operational plans.  

 

Implementation of organisational plans in the Saudi Arabian PSVOs is another task of the top 

management job role. The analysis showed that the interviewees agreed that improvement 

plans must be deployed by implementing and following plan processes, achieving targets, 

measuring and understanding improvement procedures and involving employees in operational 

processes’ design. 

 

According to the analysis of interviewees’ views regarding their job role at the organisations, 

the job responsibilities of senior managers in relation to CI can be summarised as follows:   
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 Providing resources to the organisation’s departments.  

 Supervising management levels and employees.  

 Driving the improvements and changes in the organisation. 

 Focusing on the organisation’s plan.  

 Managing the organisation’s performance and linking with government strategy plans.  

 Resolving problematic issues at the organisation.  

Moreover, there were six Development and Planning Managers who took the view that 

preparing and managing operational plans, reviewing and improving organisational objectives 

and resolving organisational issues are the most important job tasks of Development and 

Planning Managers at the organisations. 

 

The analysis of the managerial job responsibilities themes suggested that senior managers of 

the participating organisations believe that they are responsible for the improvement activities 

at their organisations, commitment to the organisational objectives, focusing on customers and 

improving their services and managing development plans at their organisations.  

 

4.1.3.2 Performance key drivers 

The second theme of the interview questions pertained to the activities that drive performance 

in the Saudi Arabian PSVOs. The analysis showed that all interviewees agreed that 

continuously measuring activities and results is the key driver of organisational performance. 

Measuring and evaluating the organisation’s activities to identify the current level of 

organisational performance will help senior managers to make decisions that support strategic 

objectives, plans and improvement processes at their organisations. The importance of 

effective measurement to drive improvement in organisational performance was discussed in 

several studies on CI (Ghobadian & Ashworth, 1994; Bessant et al., 2001; García et al., 2013). 

However, eight managers at organisations ED, MU, SI, TR and SP took the view that 

commitment from top management, and focusing on the customers’ requirements are other 

important key drivers of performance at participating organisations.  

 

The analysis indicated that management commitment at participating organisations would lead 

to better performance and meeting organisational objectives. Moreover, the interviewees stated 

that commitment must come, not only from top management, but also from all managers and 

employees across all management levels. Two Managing Directors indicated that the 
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organisation’s managers should have the ability and skills to make the right decisions to 

achieve better performance. For example, changes in organisational structure or operational 

processes should be associated with analysis and measurement.  

 

Although there is an agreement between interviewees regarding the key drivers of 

performance, there are some improvement activities, such as plan deployment and flexibility 

in operational processes, which were seen as essential performance drivers in the view of 

Development and Planning Managers. Moreover, the analysis showed that seven managers 

(four Managing Directors and three Development and Planning Managers) at organisations CS, 

FS, HC, MU, SI and SP agreed the importance of plan deployment to support performance at 

their organisations.  Furthermore, four managers at organisations CS, FS, HC and SI suggested 

that focusing on managing and improving operational processes could lead to better 

performance at their organisations. However, analysis of the interviews showed that there are 

differences of performance indicators across the participating Saudi Arabian PSVOs. For 

example, one senior manager stated that “there are no particular key performance indicators 

at the organisation and the current performance indicators are changeable depending on the 

organisation’s environment, public sector policy and the variation in organisational inputs 

and objectives”. These changes in performance indicators at participating organisations may 

result from changes in operational processes, organisational structure and training programmes 

or perhaps external changes of public sector rules and regulations.  

 

4.1.3.3 Improvement possibilities   

The third theme discussed in the interviews was the organisations’ efforts to improve their 

performance and identifying areas that have been improved. The interviewees indicated that 

there are 18 possibilities for improvement across participating organisations. The analysis of 

the interviewees’ views in relation to the improvement possibilities showed that process 

management/development and maintenance, followed by improving services that are delivered 

to customers, and training and development activities, were the most common improvement 

possibilities agreed by the interviewees across participating organisations. 

 

Moreover, four improvement possibilities were found common between the research cases, 

including the manager’s commitment to CI plans (CS, ED, FS, HC, SI, TR, and SP), continuous 

measurement of organisational results (ED, FS, HC, MU, TR), organisational culture (CS, ED, 
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MU, TR, and SP), and the use of IT to support the organisation’s activities and transformation 

from paper-based work to electronic work (CS, HC, MU, TR, and SP). Furthermore, six 

interviewees (five Managing Directors and one Development and Planning Manager) at 

organisations CS, ED, FS, HC, MU and TR added that the availability of financial resources 

and internal communication between organisational departments are important areas for 

improving performance. The improvement efforts that were found in Saudi Arabian PSVOs 

are considered as typical efforts for CI, as discussed in CI studies (e.g. Emiliani, 2003; Lillrank 

et al., 2001; Antony & Banuelas 2002; Fryer et al., 2007; Antony et al., 2007).  

4.1.3.4 Continuous improvement obstacles  

The analysis of the interviewees’ views in relation to the obstacles to CI implementation 

showed that there are 20 issues which hinder improvement efforts across the participating 

organisations (Figure 15).  

 
Figure 15: The obstacles to CI - Managerial perspective, source: The Author 

 

The analysis of interviews showed that half of the interviewees reported four detailed obstacles 

facing improvement efforts. 

 Lack of commitment by managers at different management levels to follow 

improvement plans at their organisations such as lack of middle management 

commitment. 

 The influence of public sector culture on improving processes at organisations 

including bureaucracy and employee attitudes towards CI.  
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 Poor communication between public organisations in terms of cooperation and sharing 

information and learning. 

 Lack of specialist training courses for employees on improvement skills. 

 
Moreover, the analysis of interviewees’ views in relation to their job functions (Figure 16) 

showed that the majority of Managing Directors agreed that a lack of management 

commitment, such as some managers at top management board level, and training and 

development are the main obstacles to CI at Saudi Arabian PSVOs. Moreover, half of the 

Managing Directors stated that resistance to change, lack of enough resources such as financial 

resources, and organisational culture issues are barriers to implementing CI in the Saudi 

Arabian PSVOs. These improvement issues found in the Saudi Arabian PSVOs are consistent 

with CI obstacles that were mentioned in public and private studies that discussed CI (e.g. 

Oakland & Tanner, 2007; Radnor et al., 2006; Radnor & Bucci, 2007).  

 

 Figure 16: The obstacles to CI, Managerial perspective - Comparative analysis, source: The 

Author   

 

Considering the views of Development Managers regarding CI obstacles, the analysis showed 

that six managers out of seven believed that poor communication is the main obstacle to CI. 

This issue includes the communication between PSVOs which may be associated with common 

issues in the PS, such as bureaucracy and working in silos instead of open communication 

between organisations (Atkinson & Mackenzie, 2011; Barraza, Smith & Dahlgaard-Park, 

2009). The result indicates that the external communication should go beyond focusing on 



136 

 

customers and the government objectives as was suggested by Morse, Buss, & Kinghorn (2007, 

p. 175). This implies that Saudi Arabian PSVOs should be more collaborative in improving 

their operational processes and allowing sharing of information and experience.  

 
Strong communication and collaboration should take place in improvement teams to get the 

benefits of sharing information, practices and activities. Moreover, increasing collaboration 

through joint teams at PSVOs might help to create a culture of improvement that reinforces 

internal and external communication. The role of communication should focus on informing 

employees of the organisational objectives and goals so as to facilitate changes in the work 

culture (Comm & Mathaisel, 2005; Abdul Hamid, 2011) and to transfer information and 

learning across and within the organisation’s partners (Middel, Boer & Fisscher, 2006). Thus, 

the management of Saudi Arabian PSVOs should take into account that improvements of 

internal and external communication will help to facilitate CI implementation.  

 
In addition, the analysis showed that the majority of Development Managers reported other 

issues which face improvement opportunities, including lack of management commitment such 

as some managers at top management board level, organisational culture issues and lack of 

enough resources, all of which are considered as common obstacles to improvement plans and 

processes in the Saudi Arabian PSVOs.  

 

The results of the comparative analysis (Figure 16) showed that 87.50% of Managing Directors 

viewed that lack of management commitment is the main obstacle to CI at participating PSVOs 

while 85.71% of Development Managers viewed that poor communication in the organisationis 

is the main obstacle to implementing successful CI. These suggest that lack of commitment 

and poor communication are common obstacles to implementing successful CI at participating 

PSVOs. 

 

4.1.3.5 Key Enablers for Continuous Improvement  

Exploring the CSFs of CI in the Saudi Arabian PSVOs was a main theme of the interviews the 

senior managers of the Saudi Arabian PSVOs. The analysis showed that the interviewees 

reported 21 factors for successful CI (Figure 17).  
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Figure 17: CSFs of CI, Managerial perspective, source: The Author 

 

From Figure 18 it can be see that 13 managers of 15, across the research cases, agreed that 

management commitment (including top management, middle management, lower 

management and employees) to CI activities, and training and development are important 

enablers to implement CI at participating organisations. Moreover, another five factors were 

agreed by 50% of the interviewees for successful CI, which include customer focus, 

communication, results measurement, organisational culture and process management 

/development and maintenance.  

 

However, the analysis of interviewees’ views indicated that there was a variation between 

senior managers’ interests to determine the required factors for implementing CI; for example, 

four managers suggested that focusing on using IT to improve organisational activities is an 

important factor for CI implementation, while four Development Managers stated that 

employee motivation and effective teams play an important role in implementing CI (Figure 

18). Moreover, Development and Planning Managers stressed that managers’ commitment at 

all levels will facilitate CI efforts and allow implementing of CI activities at the operational 

level. The differences between managers’ views may relate to different interests at 

management levels. The results suggest that Managing Directors seem to view CI enablers 

from the strategic perspective whilst Development and Planning Managers are thinking more 

at the operational level (Figure 18).  
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 Figure 18: CSFs of CI, Comparative analysis, sources: The Author  

 

The analysis that is presented in Figure 18 showed that Managing Directors focus more on 

strategic aspects such as their commitment, communication of organisations, the measurement 

of results, empowering managers and employees, and IT systems, while Development 

Managers tend to focus more on operational levels at organisations such as improvement teams, 

employee motivation, development and learning activities for employees (section: 1.3.3).    

 

4.1.4 Interview Analysis Summary  

The interviews with senior managers at Saudi Arabian PSVOs discussed the role of senior 

managers in CI, determining the performance drivers and the improvement possibilities. 

Moreover, the interviewees reported the obstacles to improvement efforts at their organisations 

and outlined the key enablers for successful CI.  

 

The analysis of interviewees’ views showed senior managers being committed to providing the 

necessary resources that support performance, considering strategic objectives, focusing on 

development plans. However, participants reported several issues that hinder improvement 

efforts at their organisations, including lack of full top management commitment to CI. In 

addition, the interviewees reported an issue with the commitment of other management levels 

to improvement plans. Furthermore, organisational culture and the impact of public sector 

culture, characterised by centralisation, bureaucracy and control by government regulations, 

are obstacles that delay improvement in the public sector. Poor communication between 
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organisations and between management levels, and a lack of training that focuses on using 

improvement tools and techniques, are other important issues found at Saudi Arabian PSVOs.  

In terms of determining the key enablers for CI, the interviewees outlined 21 key enablers for 

CI at participating organisations, of which 11 are common CSFs of CI and agreed by 

interviewees across participating organisations. These enablers are: 

[1] Management commitment; [2] Development and Learning; [3] Customer focus; [4] 

Communication; [5] Result measurement & improvement; [6] Organisational culture; [7] 

Process management; [8] Employee focus (including involvement and empowerment); [9] 

Improvement teams; [10] IT support; [11] Focus on Strategic objectives and goals / integration 

of CI into strategic objectives. 

 

The findings of the interviews were combined with the findings of the literature to design the 

closed and open-ended questions of the questionnaire to examine the employees’ experiences 

of the implementation of CI. The analysis of 103 studies, discussed in the Literature Review 

(section 2.4.3), suggested that ten CSFs of CI are commonly defined in public sector studies 

and across different sectors. These factors are: 

[1] Management commitment & leadership; [2] Training and Learning; [3] Employee focus; 

[4] Customer focus; [5] Focus on Strategic objectives and goals / integration of CI into strategic 

objectives; [6] Ongoing measurement and improvement; [7] Team problem-solving; [8] 

Communication; [9] Process management; [10] Organisational culture.  

 

The key CI factors that were identified during the interviews are consistent with the findings 

from the literature. However, the CI concept and CSFs in the Saudi Arabian context were 

previously undefined, which required more in-depth study and analysis to explore CSFs of CI 

at all levels. Consequently, the next section of this chapter examines the practical level of CSFs 

in the Saudi Arabian PSVOs evaluating the employees’ experience from different management 

levels on the implications of CI at their organisations, exploring CI efforts in the Saudi Arabian 

context, confirming the CSFs of CI across these research cases, and at all employees’ levels.  
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4.2 Assessment of improvement efforts at Saudi 

Arabian public service organisations 
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4.2.1 Overview  

This section analyses and discusses the participating organisations’ experience of the 

implementation of CI. The views of interviews and improvement practices that were discussed 

in previous studies on CI, as presented earlier (sections: 4.1 & 2.4.4), were combined to 

evaluate the improvement efforts at Saudi Arabian PSVOs. The analysis and discussion 

includes improvement factors across participating organisations, issues that hinder 

improvement efforts at Saudi Arabian PSVOs and the variation index between public service 

organisations and management levels in determining the CSFs of CI.  

4.2.2 Factor Analysis  

A questionnaire was used to examine employees’ experience of the implementation of CI 

factors. This questionnaire contained 48 improvement variables for CI that were collected 

based on the interviews and literature review findings. Factor analysis is used to reduce the 

number of questionnaire items into smaller groups of factors to enable the researcher to 

investigate CI factors through employees’ experience (Field, 2013, p. 666). Initially, the 

quantitative data was examined to meet the assumptions for conducting a factor analysis (Hair, 

Black, Babin, Anderson & Tatbam, 2014, p. 113; Yong & Pearce, 2013, p. 81).  

 
These assumptions are as follows: 

 

 The questionnaire data can be processed on interval or ordinal levels. 

 The data should be normally distributed. 

 Measuring the adequacy of sampling using the Kaiser-Meyer-Olkin (KMO) method to 

ensure that the sample size is sufficient with a minimum of at least five times as many 

observations as the number of variables under analysis. The KMO test aims to measure 

whether the data is suitable for conducting factor analysis and fits between 0.5 and 

higher (Hinton, McMurray & Brownlow, 2014, p. 341). A value greater than 0.5 

indicates that the sample is indeed adequate. 

 Applying Bartlett’s test of sphericity to ensure that there is an adequate correlation 

between variables such that they can be reduced to a small number of components. 

Bartlett’s test investigates the overall significance of all correlations among the 

questionnaire variables (Hair et al., 2014, p. 102). 

 Varimax rotation is used to interpret the factors. Varimax is the most suitable 

orthogonal rotation technique in maximising the sum of the squared factor loadings 

across the columns (Field, 2013, p. 681). Varimax tends to force each variable to load 
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highly on as few factors as possible, which helps simplify the interpretation of the 

factors. Stevens (2002, cited by Field. 2013, p. 676) recommends that the value of the 

factor loading that describes the correlation between the variables and factor be greater 

than 0.4. 

 

These assumptions were assessed for the collected data and, subsequently, the factor analysis 

was conducted. The quantitative data was collected using a 5-point Likert scale, as discussed 

in 3.8.2.2; the data was found to be normally distributed (Appendix 10). Moreover, the analysis 

was conducted by computing the descriptive analysis, preparing a correlation matrix with the 

questionnaire items, applying the KMO test to check the adequacy of the sampling, applying 

Bartlett’s test to check the adequacy of data for data reduction and using a rotation matrix to 

help interpret the outcome of the factor analysis (Field, 2013, p. 684). 

 
Further, it may be worth clearly distinguishing that KMO and Bartlett’s test of sphericity both 

address the efficient use of factorial analysis for the original variables. However, both have a 

slightly different approach to it. KMO considers correlations being influenced by other 

variables. So, partial correlations will be assessed to remove any impact of other variables. 

Bartlett’s test makes a comparison between the correlation matrix and the identity matrix to 

assess redundancies between variables. 

 

The result of conducting the first run of factor analysis showed 45 of the 48 items from the 

questionnaire loading into seven groups. However, the result showed three variables loading 

in more than one group and another five variables failed loading above 0.4 which suggested 

removing these variables and running the factor analysis again. The second round of factor 

analysis results suggested 40 variables with a KMO result of > 0.9 (Table 17), which indicated 

that the KMO result was excellent and that data was suitable for factor analysis. 

 

Kaiser-Meyer-Olkin Measure of Sampling Adequacy. 
 

0.958 

Bartlett's Test of Sphericity Approx. Chi-Square 14394.446 

df 780 

Sig. .000 

Table 17: KMO and Bartlett's Test, source: The Author 

 

Moreover, the Bartlett's Test result was less than the significance level of 0.05 (Table 17), 

which suggests that there are correlations between variables, indicating that factor analysis is 

appropriate. The result of Varimax rotation showed that variables were loaded greater than 0.4 

which simplified the interpretation of the factor analysis (Appendix 9).  
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In addition, the variance explained by the factors shown in Table 18 indicated that seven factors 

had eigenvalues over Kaiser’s criterion of 1 with up to 62.29% of the variance explained. 

According to Hair et al. (2011, p. 122), this meant there were enough factors to meet the 

specified percentage of variances explained, usually 60% and higher, which was achieved in 

this research data. 

Component 

Initial Eigenvalues 
Extraction Sums of Squared 

Loadings 

Rotation Sums of Squared 

Loadings 

Total 
% of 

Variance 

Cumulative 

% 
Total 

% of 

Variance 

Cumulative 

% 
Total 

% of 

Variance 

Cumulative 

% 

        1 15.607 39.017 39.017 15.607 39.017 39.017 5.207 13.018 13.018 

2 2.383 5.958 44.975 2.383 5.958 44.975 4.278 10.694 23.712 

3 2.020 5.049 50.024 2.020 5.049 50.024 4.134 10.335 34.048 

4 1.449 3.623 53.646 1.449 3.623 53.646 3.383 8.459 42.506 

5 1.255 3.138 56.784 1.255 3.138 56.784 3.133 7.832 50.338 

6 1.184 2.960 59.744 1.184 2.960 59.744 2.677 6.691 57.030 

7 1.019 2.547 62.291 1.019 2.547 62.291 2.104 5.261 62.291 

Table 18:  Variance Explained by the Factors, source: The Author 

 

The scree plot analysis, as displayed in Figure 19 below, indicates when the eigenvalue of the 

factors tend to become quite similar and stop changing (Hinton, McMurray & Brownlow, 2014, 

p. 340). An eigenvalue suggests the amount of variance that can be explained by factors. 

Normally, the first factor has a large eigenvalue and each new factor eigenvalue becomes much 

smaller. The scree plot result supports the extraction of seven factors in Table 18. 

 
Figure 19:  Scree plot, source: The Author 
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The validity of the seven factors was examined by determining whether the same factor 

structure run by the first factor analysis is sustained after failed variables had been removed 

(Appendix 9). As a result of the second factor analysis, there were 40 variables summarised in 

seven factors.  

Reliability analysis was used to measure the consistency of the results and the robustness of 

the measure (Quinton, Smallbone & Smallbone, 2006, p. 130; Field, 2013, p.712). The overall 

reliability of each factor (Table 19) showed that Cronbach's Alpha for each factor is above 0.8, 

which indicates a very good reliability. 

Factor Cronbach's Alpha  

F1 .895 

F2 .828 

F3 .866 

F4 .827 

F5 .803 

F6 .849 

F7 .806 

   Table 19: Cronbach's Alpha Result, source: The Author  

 

The questionnaire was analysed using a mixed method of data analysis including quantitative 

and qualitative data. The analysis structure included individual cases of participating 

organisations and a cross-case using appropriate analysis techniques that can help to answer 

research questions (such as using inferential statistical analysis to estimate the true means via 

confidence interval levels for the mean value of improvement factors, analyses of participants’ 

distribution, characteristics of participant groups) in order to assess participants’ agreement 

and disagreement with the improvement practices and factors. Further analysis is used to 

examine the variation across the research cases and participant groups towards improvement 

factors. Moreover, the findings of senior managers’ interviews are used in interpreting and 

supporting the analysis of the answers to both closed and open-ended questions.  

 

4.2.3 Questionnaire Response Rate  

The self-administered questionnaire was distributed to the eight public service organisations 

that took part in this research. The total population of these organisations consisted of 1,214 

employees who worked at different management levels. The total population involved in the 

distribution of the questionnaire was 1198 employees excluding the 16 senior managers who 

took part in the interviews (section 3.11). The number of participants who returned the 

questionnaire was 648, i.e. 54.09% of the total population of the eight organisations. Moreover, 
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there were 170 participants from the eight organisations who commented on their views. In 

order to determine whether the response rate (54.09%) represented the total population or not, 

the non-response bias test was conducted in a case of total population sampling to determine if 

the respondents’ sample represented the total population. The non-response bias test compared 

the job levels of respondents who returned the questionnaires and non-respondents who did not 

return the questionnaire (Whitehead, Groothuis & Blomquist, 1993, p. 217).  

 

The number of non-respondents was 550, i.e. 45.90 % of the total population. A two-sample t-

test was performed to compare the two independent samples and determine whether there was 

a significant difference between the respondents’ sample and the non-respondents’ sample. The 

t-test result was not significant at .05; the two-tailed probability was 0.69, which indicated that 

there was no significant difference between the respondent group and the non-respondent group 

who did not return the questionnaire (Appendix 6). Therefore, the analysis result indicated that 

the response rate of this questionnaire represented the total population. 

The distribution of participants in relation to their organisations and management levels is 

displayed in Appendix 6.  

4.2.4 Characteristics of Participant Groups  

The first section of the research questionnaire requested demographic information including 

the participant’s work job level, education level and length of service in the organisation. The 

analysis of management levels revealed that 62.3% of participants worked as non-management 

staff, 19.6% worked as managers in lower levels of management, 11.4% of the participants 

were middle managers, 1.6 % of participants were senior managers, and 5% of participants did 

not state their position (Table 20). This confirmed that the respondents are in the expected 

government hierarchy structure. The distribution of respondents across the research cases is 

available in Appendix 6 

   Respondents categories  Percent % 

Top management 

Middle management 

Lower management 

Non-management staff 

Not stated 

1.6 

11.4 

19.6 

62.3 

5.1 

Total 100 

Table 20: Response rate of sample groups across research cases 

source: The Author 
 
Considering next the educational levels of the participants, the findings showed that the 

different educational qualifications held by participants included High School, Diploma, 
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Bachelor degree, Master’s degree and PhD. The analysis showed that half (50.77%) of the 

participants hold a Bachelor degree and 20.6% of participants have a Diploma. Figure 20 shows 

the distribution of education levels among participants.  

 
Figure 20: Level of Education, source: The Author 

 

The third demographic question asked participants about their length of service in their 

organisation; the results are set out in Figure 21. A quarter (25.7%) of participants have 

between 6 -10 years of experience in their organisations, followed by 24.69% of participants 

with experience ranging between 2–5 years, 18.83% of participants have between 11-15 years 

of experience in their organisations and 13.5% of the participants have worked for more than 

twenty years in their organisations. This result indicated just over 50% of participants have 

between 2-10 years of experience and 39% of participants have experience ranging between 

11 to 20 years and over in their organisations. 

 
Figure 21: Length of service, source: The Author 
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Further analysis of demographic information to participants’ groups across management levels, 

education level, and the length of experiences (Appendix 6) showed the following results: 

 Half of participants at top management level have between 6-15 years of experience 

and other 50% have experience of 20 years and over in their organisations. In addition, 

the result showed that 80% of the participants at the same level hold a Bachelor and 

Master degrees. 

 51.4% of the participants at middle management level have between 6-15 years of 

experience. In terms of education level, 65% of the participants at the same level hold 

a Bachelor degree. 

 45.7% of the participants at lower management level have between 6-15 years of 

experience. In terms of education level, 60.6% of the participants at the same level hold 

a Bachelor degree. 

 54.4% of the participants at non-management staff level have between 2-10 years of 

experience. In terms of education level, 46.3% of the participants at the same level hold 

a Bachelor degree. 

 In the group of participants who did not state their job level, the result showed that 

54.6% have between 6-15 years of experience. In terms of education level, 50.8% of 

the participants at the same level hold a Bachelor degree. 

Furthermore, the analysis of demographic information on participants’ groups across the 

research cases (Appendix 6) showed that over half of the participants in each research case 

hold a Bachelor degree and there are different lengths of experience in each research case up 

to 20 years and over.  

This result suggests that there is a wide variety of younger and older employees with different 

lengths of experience at each management level of the Saudi Arabian PSVOs. This diversity 

in the workforce will help employees to learn from each other, sharing experiences, and may 

contribute to accelerating implementation of changes and productivity at the organisations 

(Baker, 2007, p. 40). 

4.2.5 Analysis of Improvement efforts at Saudi Arabian 

public service organisations 

The analysis and discussion of the questionnaire data aimed to meet the research objective to 

examine employees’ experiences of implementation of CI factors. The analysis includes 

measuring the views of employees regarding improvement factors that were defined in this 

research, defining whether there are significant differences between participating organisations 
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and the management levels in implementing improvement factors, and considering the 

obstacles that face Saudi Arabian PSVOs to improve their performance. The analysis and 

interpretation process involved a combination of qualitative and quantitative data.  

The analysis of and discussion around CI practices that were measured using a questionnaire 

is covered in the seven factors that were identified using the factor analysis method. Each 

component addressed a group of CI practices that have common themes. These factors 

consisted of 40 items that assessed the participants’ views of CI. The results showed that CI 

practices are summarised into seven factors: [F1] Development and Learning Support, [F2] 

Communication, [F3] Strategic Performance Management, [F4] Customer Focus, [F5] Process 

and Management Support, [F6] Employee Focus, and [F7] Team Problem-Solving. The key 

terms of these improvement factors were consistent with factors identified by senior managers 

in the interview sessions (section: 4.1). In the following sections, these improvement factors 

are analysed and discussed across the research cases and supplemented by the findings of 

interviews. 

The statistical analysis to the improvement factors is covered in two phases. First, the 

confidence interval of 95% was used to estimate the mean values of improvement factors across 

the research cases (see Figures 22, 23, 24, 25, 26, 27 and 28). The 95% confidence interval 

represents that the true value of the population mean and the limits of the mean in each research 

case (Field, 2013, p. 58). Moreover, the cut-off value of Likert scales: Strongly Disagree (1.0 

to < 1.5); Disagree (1.5 to < 2.5); Neutral (2.5 to < 3.5); Agree (3.5 to < 4.5); Strongly Agree 

(> 4.5 to 5:00) were used to assess the views of participants across the research cases, as 

discussed in section 3.8.2.2. 

 The Second phase provides a further analysis of the improvement factors which includes a 

descriptive analysis of improvement practices for each improvement factor across the research 

cases (see Tables: 21, 22, 23, 24, 25, 26 and 27). 

4.2.5.1 Development and Learning Support (F1)  

The key focus of the development and learning support factor is to evaluate current 

development and learning practices at public service organisations. These practices focus on 

the role of the organisation’s management in supporting improvement activities, providing 

frequent training to employees, reviewing and assessing current training programmes, training 

for solving problems using tools and techniques, involving employees in improvement 

activities and allowing them to seek out opportunities for learning and personal development. 

The inferential statistics showed that, with a 95% confidence level, the mean value of the 
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Development and Learning Support factor across the research cases was between 3.19–3.33, 

suggesting that participants’ views were neutral towards the improvement of Development and 

Learning Support activities at their organisations. However, these results suggested a low 

agreement in the views of participants at organisations FS, HC, MU and SP toward the 

Development and Learning Support activities (Figure 22).  

 
Figure 22: Confidence interval level for mean value of Development and Learning Support 

factor, source: The Author 

 

Moreover, senior managers of organisations HC, MU and SP indicated that there a quality 

management system and practices are in place at their organisations which might have an 

impact on improving activities that are related to development and learning activities. The 

impact of quality management in improving training and learning at organisations is discussed 

in several studies on quality management (such as Yusof & Aspinwall, 2000; Ebrahimi & 

Abbaszadeh, 2010). The analysis suggested that organisations’ managers are committed to 

providing training to employees, allowing employees to seek out opportunities for learning and 

personal development and to involving employees in improvement and development activities, 

including training programmes (agreeing with Caffyn, 1999; Bessant et al., 2001; Ahmad, 

Francis & Zairi, 2007). 

 
The analysis of the mean values, presented in Table 21, suggests that the views of participants 

in each case were neutral toward the role of development and learning support factor at their 

organisations.  However, the results suggested that there was low agreement to Development 

and Learning Support factor across the research cases, as discussed above. 
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Research Cases 

Variables  CS ED FS HC MU SI TR SP 

Frequent training on job skills. 3.3 3.29 3.18 3.32 3.43 2.33 2.97 3.25 

Management commitment for 

employees’ training. 
3.39 3.4 3.56 3.14 3.58 2.48 3.15 3.65 

Reviewing and evaluating 

training programmes. 
2.59 3.35 3.05 3.15 3.45 2.75 2.87 3.52 

Employees can seek out 

opportunities for learning and 

personal development. 

3.46 3.53 3.37 3.53 3.62 2.46 3.10 3.25 

Training on solving problems 

using specific tools and 

techniques. 

2.30 2.84 3.26 3.23 2.99 2.58 2.18 3.12 

Training on specific work-skills.  2.51 2.94 3.09 3.39 3.22 2.85 2.44 3.26 

Direct manager supports 

improvement activities. 
3.33 3.63 3.61 3.76 3.87 3.75 3.69 3.71 

There are opportunities to 

participate in improvement 

activities.  

3.33 3.30 3.31 3.31 3.39 3.17 3.31 3.57 

Mean value  3.02 3.29 3.30 3.35 3.44 2.80 2.96 3.41 

95% confidence interval for mean value is between 3.19–3.33 

Table 21: Mean values for Development and Learning Support factor, source: The Author 

 

Considering the individual practices of the development and learning support factor, the 

analysis of mean values across the research cases showed that public service organisations have 

differing views about improvement of development and training activities. This suggests that 

not all training and learning activities at participating organisations were designed and focused 

on improvement. The training programmes that applied at participating organisations lack a 

clear focus on CI; for instance, participants from CS and TR reported that there is an issue in 

their organisations in relation to training programmes that lack training on work skills and a 

solving organisational problems using specific tools and techniques.  

 

In SI, participants indicated that there is a lack of management commitment to provide frequent 

work skills training to employees and to allow employees to seek out opportunities for learning 

and personal development. However, participants across most research cases (Table 21) agreed 

that their direct managers are committed to support improvement activities. This finding 

suggests that there was awareness by managers within Saudi Arabian PSVOs to support 

improvement activities that might lead to improvement of the organisational performance. 

Management commitment was considered as the main base for successful CI activities, as 

discussed in CI studies (Black & Porter, 1996; Porter & Parker, 1993; Bessant et al., 2001). 
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Moreover, increasing managers’ awareness across most of the research cases might be the 

result of recent government initiatives that focus on improving public organisations’ 

performance, as stated in the Saudi Arabian Development Plan, 2013 (section: 2.1.4), or top 

management efforts towards performance improvement in public service organisations.  

 

The importance of development and learning was emphasised by senior managers during the 

interviews as a requirement for improving organisational performance. This was also reported 

by the questionnaire participants in their responses to the open questions. However, senior 

managers of CS, ED, HC, SI, and TR noted some issues that were related to development and 

training at their organisations. These issues included a lack of designed training programmes 

that consider employees’ job skills and using measurement tools and techniques to support CI 

(similar to Fryer et al., 2013). A senior manager from ED stated that: “A deficiency of qualified 

employees at the organisation due to the lack of training programmes results in a lack of 

understanding of work processes.” Moreover, senior managers emphasised the role of 

specialist training provided to employees for performance measurement, while a development 

and planning manager at the same organisation stated: “The organisation has an issue with 

identifying and measuring the gap between actual performance and outcomes which results in 

a weakness in training employees with specific tools for performance measurement.” In HC, 

the analysis indicated that there were inadequate training policies that focused on training 

design to meet organisational needs. This result suggested that organisations such as HC should 

establish a mechanism to identify training and development needs (similar to Kaye & 

Anderson, 1999). 

The issues that were found in Saudi Arabian PSVOs were common in other organisations that 

have implemented CI methodologies (Antony & Kumar, 2012; Radnor, 2010; Radnor et al., 

2006). The analysis of the Development and Learning Support factor across the research cases 

concluded that there are some practices of development and learning supporting CI efforts at 

Saudi Arabian public service organisations. However, these efforts need to be part of daily 

work tasks to facilitate CI.  

 

4.2.5.2 Communication (F2) 

The communication factor measured internal and external communication and cooperation 

practices within Saudi Arabian public service organisations. The key focus of the 

communication factor included an evaluation of communication levels between public service 

organisations, internal communication systems, the level of cooperation between 
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organisations, the role of employees in improving performance and the managers’ role in 

communicating with employees. The analysis of inferential statistics presented in Figure 23 

showed that the confidence interval level for the mean values was between 3.24–3.37, which 

suggests that participants neither agreed nor disagreed in relation to the communication 

practices at their organisation.  

 
Figure 23: Confidence interval level for mean value of Communication factor, 

 source:The Author 

 

However, the confidence interval level of mean values for individual cases showed that there 

was agreement in views of participants at organisations FS, HC, SI and SP towards 

improvement of communication activities. These activities presented in Table 22 include the 

employees’ beliefs that their roles could contribute to improve organisational performance, 

direct managers’ support of CI by looking for the cause of mistakes rather than seeking to 

blame individuals and the timely flow of organisational information into departments which 

support organisational activities. Moreover, these results were supported by the interviewees’ 

views. For instance, senior managers of SI emphasised that improving communication is 

considered as an essential requirement for the existing improvement plans at the organisation. 

The descriptive analysis of communication practices among the research cases (Table 22) 

showed that most participants believe that their role will contribute to the improvement of 

organisational performance and that organisational information is timely in how it flows into 

departments. 
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Research Cases 

Variables CS ED FS HC MU SI TR SP 

Communication between public 

sector organisations. 
2.75 3.10 3.37 3.49 3.21 3.29 2.59 3.35 

Efficiency of Communication 

systems. 
2.87 3.30 3.30 3.47 3.09 3.19 2.44 3.30 

Employees’ role in improving 

organisational performance. 
3.71 3.59 3.58 3.58 3.33 3.83 2.74 3.88 

Cooperation between public 

organisations to improve the 

services that are provided to 

customers. 

2.52 3.04 3.23 3.58 3.10 3.33 2.64 3.20 

Addressing causes of mistakes 

rather than seeking to blame 

individuals. 

2.97 3.04 3.38 3.22 3.07 4.08 2.95 3.14 

The availability of information on 

time at organisation departments. 
3.92 3.52 3.47 3.53 3.68 3.92 3.23 3.70 

Mean values 3.12 3.26 3.39 3.48 3.24 3.61 2.76 3.43 

95% confidence interval level for mean value is between 3.24–3.37 

Table 22: Mean values for Communication factor, source: The Author  

 

However, the analysis of individual cases suggests that there are some issues related to internal 

communication practices amongst participating organisations. These issues include an 

inefficient communication system to support CI at TR, a lack of communication between 

employees and top management at SP, and a lack of communication between some departments 

at MU, HC and TR (Appendix 8). The importance of internal communication was highlighted 

by organisations’ senior managers’ groups who indicated the importance of the internal 

environment at the organisation and of the relationship between employees and their managers 

to support communication across management levels. For instance, one senior manager 

commented that: “senior managers of public organisations need more authority to drive 

organisational performance, employee involvement and communication between 

departments.” Moreover, the role of communication in improving organisations’ activities is 

emphasised by several studies on CI (such as Radnor, 2010; Lange-Ros & Boer, 2001).  

 

Considering external communication, the analysis showed different views of participants 

across participating organisations in relation to communication and cooperation aspects. A 

senior manager of one organisation indicated: “There is cooperation and communication 

between public organisations that are involved in preparing and implementing national 

plans.” Moreover, as mentioned by a senior manager at MU, the key focus of communication 

with other organisations and service providers was to improve communication levels with 
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customers and deliver better services that meet customer needs. On a wider scale, ineffective 

external communication and cooperation was seen as an issue that hindered CI efforts, as 

reported by participants of three organisations (SP, ED and HC). For instance, a senior manager 

from ED stated that a lack of external communication with other public service organisations 

and a reluctance to share information are issues that hinder improvement efforts at that 

organisation. Lack of communication and sharing information with other organisations may 

hinder improvement efforts (Smith, 2011; Pandey & Garnett, 2006; Radnor et al., 2006; 

Radnor & Bucci, 2007). The findings suggest that communication issues need to be considered 

as a requirement for successful communication at Saudi Arabian public service organisations 

to implement CI. 

 

The analysis of the communication factor concluded that improvements are being made to 

internal communications at the participating organisations. These efforts to improve, however, 

require senior managers to think about how to enhance internal communication at their 

organisation and to consider the external communications and cooperation that support CI. 

Senior managers need to open a channel of communication with other organisations, either 

public or private, to improve their services and performance. External communication will 

support organisations to share knowledge, ideas and import successful CI practices that would 

help to improve performance.  

 
 

4.2.5.3 Strategic Performance Management (F3) 

Focusing on managing strategic performance was one of the CI factors that link the 

organisational strategic objectives with performance measurement. This factor focused on 

measuring the clarity of an organisation’s objectives, using appropriate statistical tools or 

techniques and evaluating current public sector rules and regulations to support improvement. 

The inferential statistics showed that a 95% confidence interval level for the mean value was 

estimated between 3.27-3.39, which indicates that participants were neutral towards 

improvement at the strategic level of organisations, as illustrated in Figure 24. The confidence 

interval level for mean values across the research cases indicates that there was agreement on 

current improvement efforts of strategic performance management practices in the views of 

participants at three organisations (CS, HC, MU, SI and SP).  

 



155 

 

 

Figure 24: Confidence interval level for mean value of Strategic Performance Management 

factor, source: The Author 

 
 
Senior managers in interviews mentioned the importance of organisation strategy and 

integrating CI into strategic plans. For instance, a senior manager at CS stated: “The 

productivity levels identified through measurement reports will help the organisation identify 

areas for improvement and achieve target performance linked to strategic objectives.” 

Moreover, senior managers at FS agreed that organisational performance is driven by plans 

that follow strategic objectives, and continuously measure the outcomes. A senior manager at 

HC indicated that continuous measurement of performance results would help the organisation 

achieve its target performance. This finding suggested that there was an agreement between 

organisations’ managers on the role of measurement towards improving performance. 

 

Considering individual cases, the mean values of measurement practices presented in Table 23 

showed that most research participants neither agreed nor disagreed with some indicators that 

focus on linking organisational performance measurement with strategic objectives, using 

appropriate statistical tools or techniques to evaluate and measure performance, availability of 

regular measurement to the services that customers received and the impact of public sector 

rules and regulations to support services and performance improvement. However, further 

evaluation across the research cases suggested that there were two issues related to Strategic 

Performance Management: a lack of considering appropriate statistical tools or techniques to 

evaluate and measure organisational performance, and a lack of regular measurement of the 

services that customers received. These issues hinder improvement efforts at organisations as 

reported in CI studies (De Jager et al., 2004; Jha, Noori & Michela, 1996; Chapman & Hyland, 
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2000, p. 171). 

Research Cases 

Variables CS ED FS HC MU SI TR SP 

Organisational performance 

measurements are correlated with 

strategic objectives. 

3.38 2.99 3.25 3.42 3.34 3.51 2.54 3.43 

Clarity of organisation objectives.  3.70 3.32 3.45 3.70 3.65 3.77 2.74 3.39 

Using appropriate statistical tools 

or techniques in measuring 

performance. 

3.35 2.95 2.91 3.47 3.22 3.1 2.51 3.48 

Linking improvement efforts with 

organisational objectives. 
3.73 3.28 3.41 3.68 3.46 3.42 3.28 3.3 

On-going assessments and 

evaluations of the organisation’s 

systems are part of the 

organisational objectives. 

3.52 3.48 3.56 3.42 3.44 3.60 3.28 3.48 

Measuring services that 

customers received. 
3.37 2.92 3.23 3.39 3.31 3.21 2.64 3.29 

The impact of public sector rules 

and regulations in improving 

organisation’s services. 

3.75 2.93 3.30 3.57 3.36 3.19 3.10 3.22 

Mean value 3.54 3.12 3.30 3.52 3.40 3.40 2.87 3.37 

95% confidence interval level for mean value is between 3.27–3.39 

Table 23: Mean values for Strategic Performance Management, source: The Author 

 

Moreover, the finding suggested that these two issues might be a result of poor training in using 

specific tools and techniques to evaluate performance, as discussed regarding the Development 

and Learning Support factor (section: 4.2.5.1). 

  

With regard to the rules and regulations of the public sector, only the participants from CS and 

HC agreed that the current rules and regulations of the Saudi Arabian public service are 

supporting CI efforts at service organisations.  However, the views of participants at the other 

six organisations (ED, FS, MU, SI, TR & SP) indicated that there is a lack of updating current 

rules and regulations in the Saudi Arabian public service sector that causes delays in applying 

improvement activities. Moreover, participants agreed that bureaucracy and centralisation at 

workplaces and management levels has an impact on improving performance and causes delays 

in delivering expected services to customers (e.g. Boyne, 2003; Suárez-Barraza & Ysa, 2011; 

De Souza & Pidd, 2011). Furthermore, a senior manager of one participating organisation 

added that: “As a senior manager, I cannot be fully committed to any changes to our strategic 

plan because the organisation is part of the public sector that is already controlled by 

government regulations and rules.” This finding indicated that commitment to improvement 
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activities at public service organisations is influenced by rules and changes of public sector 

regulations.  

  
Therefore, the findings around the Strategic Performance Management factor across the 

research cases suggested that Saudi Arabian public service organisations require more effort in 

applying an appropriate measurement approach that fits with their strategy and capacity, using 

appropriate tools and techniques, and continuously linking the results of performance to the 

strategic objectives. These suggestions were also reported in CI studies to help in resolving 

strategic performance issues (Kaye & Anderson, 1999; Bessant et al., 2001; Fryer et al., 2013).  

4.2.5.4 Customer Focus (F4) 

Customers’ expectations and their satisfaction must be kept in mind by organisations’ 

employees and front-line employees who handle customer services, and considerable attention 

must be paid to identifying these needs and satisfaction levels. Focusing on customers is 

considered to be one of the most important requirements to successfully implement CI in the 

Saudi Arabian PSVOs. An emphasis on the Customer Focus factor allows the organisations to 

evaluate the improvement to their services provided to internal and external customers, and the 

organisations’ management practices for improving these services. 

The analysis of the results of the confidence interval level for the mean values across the 

research cases (Figure 25) was between 3.32–3.34, which indicated that participants across the 

research cases neither agreed nor disagreed with current efforts to improve customer needs.  

 
Figure 25: Confidence interval level for mean value of Customer Focus factor, 

 source: The Author 

 

However, the result of the confidence interval level for the mean values across the research 

cases showed that there was agreement in the views of participants at organisations CS, ED, 
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FS, HC, MU and SI towards improving services provided to customers. For instance, these 

organisations have introduced online services and self-service machines, and are using social 

media platforms to record customers’ feedback.  

 

In organisations CS, HC, and MU, the impact of quality management practices was reflected 

in the participants’ views that customer needs are considered as part of daily basic tasks. 

Moreover, the analysis suggested that the feedback of service users is considered when 

reviewing and improving operation processes at ED, HC, SI and SP.  

The analysis of measurement indicators for Customer Focus presented in Table 24 showed that 

recognising the organisations’ departments and employees as internal customers is clearly 

defined at participating organisations. Furthermore, a senior manager of MU stated in the 

interview that implementing quality management practices has pushed MU to be more aware 

of its customers and employees to meet quality requirements and improve the organisation’s 

processes and services. 

Research Cases 

Variables CS ED FS HC MU SI TR SP 

The feedback of service users is 

considered in the improvement of the 

organisation’s processes. 

3.35 3.53 3.38 3.62 3.49 3.60 3.51 3.41 

Availability of mechanism for updating 

employees with the changing needs of 

services users (e.g. through regular 

contacts, feedback). 

3.16 3.24 3.28 3.39 3.40 3.25 3.08 3.20 

Clarity of customer needs.  3.70 3.45 3.29 3.50 3.52 3.42 3.46 3.46 

Recording lessons learned from 

previous experiences across the 

 organisation. 

3.32 3.26 3.38 3.01 3.23 3.41 2.79 2.97 

Deploying the learning from previous 

experiences across the organisation. 
2.95 3.08 3.14 3.07 3.03 2.80 2.38 2.68 

Clarity of internal customers in the 

organisation’s departments. 
3.65 3.95 3.71 3.95 3.91 4.25 4.13 3.80 

Mean value 3.35 3.42 3.36 3.42 3.43 3.46 3.23 3.25 

95% confidence interval level for mean value is between 3.32–3.34 

Table 24: Mean values for Customer Focus factor, source: The Author 

 

The importance of considering customers in implementing CI activities was emphasised by 

managers of participating organisations during the interviews. For example, a senior MU 

manager stated that: “Customers and their feedback are seen as the main indicator that drives 
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organisational performance.” Moreover, a senior TR manager indicated that improvement 

should include a call centre that handles customer complaints and suggestions to provide a 

channel for customer communications. Furthermore, making sure that the services delivered to 

customers meet their requirements (which can be determined through customer feedback) was 

considered to be an important measure in CS in order to continuously improve its performance. 

 
The mean values of the Customer Focus factor variables indicated that participants were 

uncertain if their organisations applied communication mechanisms to keep employees 

informed of the changing needs of the customers. Moreover, participants were uncertain if their 

organisations record and deploy the learning from previous experiences. In TR, the analysis 

suggested that participants disagreed with the way that their management deployed learning 

and experiences across the organisation. This issue was also reported by participants at 

organisation SP. 

The findings around recording and deploying learning and previous experience practice 

indicated that centralisation of organisation processes and the communication between 

departments may have an impact on recording and deploying learning and previous experience 

at public service organisations. The study conducted by Pandey and Garnett (2006) indicated 

that controlling information and processes may hinder deploying information and learning 

activities across an organisation. The importance of recording and deploying previous 

experience is discussed in several CI studies (such as Caffyn, 1999; Bessant et al., 2001; 

Hyland, Soosay & Sloan, 2003). In addition, the lack of internal communication in 

participating organisations found during the analysis of the Communication factor (section: 

4.2.5.2) may also have an impact on other improvement activities that are related to Customer 

Focus. The analysis of the Customer Focus factor concluded that there are efforts for 

improvement across participating organisations in relation to internal and external customers. 

Moreover, the impact of quality management at HC and MU was reflected in the views of their 

participants towards the Customer Focus factor. It would also be advantageous for Saudi 

Arabian public service organisations to initiate recording and deploying previous experiences 

in order to become continuous learning organisations.  

4.2.5.5 Process and Management Support (F5) 

The Process and Management Support factor, in terms of CI, focuses on the evaluation of 

organisations’ processes and the role top management plays in supporting improvement 

activities at the organisation. The overall result for the confidence interval level for the mean 

values across the research cases (Figure 26) was between 3.40–3.51, which indicates that 
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participants of the research cases were neutral toward the Process and Management Support 

factor.  

  
Figure 26: Confidence interval level for mean value of Process and Management Support 

factor, source: The Author 

 

However, the result of the confidence interval level for the mean values for individual 

participating organisations showed that there was agreement in the views of participants across 

research cases towards improvement of the work process and the role of management in 

supporting CI activities.  

 
The descriptive analysis of the Process and Management Support factor in Table 25 below 

indicated that participants from HC and MU agree with the improvement of work processes 

and that the organisation’s management are committed to supporting CI activities.  

These improvement activities include sharing experiences between employees, cooperation 

between departments and making small changes to work processes with the intent of improving 

them. The analysis also revealed that there are CI efforts made on work processes at HC and 

MU. It was also very important for management at all levels to be involved and committed to 

providing all resources necessary to support performance improvement. Furthermore, HC and 

MU applied quality management, which may be associated with current improvements in 

management systems and work processes at these organisations. The mean values of individual 

practices for the Process and Management Support factor indicated that participants of five 

organisations (HC, MU, SI, TR and SP) agreed that there are continuous changes to operational 

processes aiming to improve the processes’ targets. Moreover, three organisations agreed that 

their top management showed their commitment to improvement activities and this can be seen 

through providing all needed resources for improvement.  
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Research Cases 

Variables CS ED FS HC MU SI TR SP 

Sharing experience between 

employees.  

3.54 3.17 3.38 3.65 3.50 3.37 3.49 3.09 

Cooperation between departments. 3.35 3.36 3.43 3.62 3.68 3.85 3.10 3.26 

Any changes in work processes 

usually bring about improvements. 

3.49 3.46 3.44 3.53 3.56 3.60 3.56 3.52 

Improvements of work processes 

are usually small and incremental. 

3.49 3.42 3.51 3.73 3.44 3.60 3.62 3.42 

Upper management are easily 

accessible (e.g. operating an open 

door policy, walking the floor). 

3.37 3.36 3.40 3.05 3.68 3.13 3.56 3.33 

Management commitment to 

providing all resources necessary to 

support performance improvement. 

3.40 3.15 3.56 3.49 3.63 2.92 3.51 3.65 

Mean value 3.44 3.32 3.45 3.51 3.58 3.41 3.47 3.38 

95% confidence interval level for mean value is between 3.40–3.51 

Table 25: Mean value for Process and Management Support factor, source: The Author  

  

The importance of improving work processes was emphasised by senior managers throughout 

the interview sessions. For example, a senior manager at HC indicated that implementing IT 

solutions to support work processes has increased the efficiency of handling organisational 

tasks. Similarly, the use of IT in work processes had helped TR to improve its performance and 

that the adoption of an electronic system had supported the operational processes. Furthermore, 

a senior manager of SI stated that: “work processes have been improved through simplifying 

the process of transformation to an electronic system.” and a MU senior manager stated: 

“When the organisation transferred to electronic work systems and recorded all data using 

digital recording, there was employee resistance in some departments which made the 

transformation process difficult due to the lack of departments’ and employees’ cooperation”.  

This issue of employee resistance to change was linked to other organisational issues, including 

a lack of commitment by middle management to the changes and very little employee 

involvement. Middle management has been seen as a source of resistance to quality 

improvement processes (Endres, 2000, p. 59; Harrington & Williams, 2004, p. 303). The 

commitment of middle managers is crucial to ensure that quality initiatives are implemented 

effectively at lower levels. Moreover, middle managers should understand that the strategic 

goals that they are pursuing are the goals that their actual performance will be measured against 

(Harrington & Williams, 2004, p. 304). The analysis of participants’ views suggested that 
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upper management commitment to provide all needed resources is considered an important 

activity in implementing CI. However, a senior SP manager viewed a lack of sufficient 

resources, such as financial resources, to improve services delivered to customers and 

operational processes as a common obstacle facing improvement efforts in the public sector. 

CI requires effective leaders who have the ability to make hard decisions and cope with issues, 

such as resistance to changes of work processes and a potential lack of resources.   

The findings of the analysis of the Process and Management Support factor across participating 

organisations concluded that improving work processes and services that are delivered to 

customers needs senior managers’ commitment to support improvement activities, doing their 

best to provide the necessary resources that support performance improvement, as well as their 

efforts in improving the work processes of the organisation. 

4.2.5.6 Employee Focus (F6) 

The Employee Focus factor considered CI practices geared toward an organisation’s 

employees. These practices included motivating employees by encouraging their suggestions, 

evaluating current recognition systems, rewarding individuals for their suggestions and 

measuring employee satisfaction. The finding of the confidence interval level for the mean 

values across the research cases (Figure 27) was between 2.96-3.11, which indicates that 

participants were neutral towards improvement practices that focus on employees at their 

organisations.  

  
Figure 27: Confidence interval level for mean value of Employee Focus factor, 

source: The Author 

 

However, the analysis revealed a disagreement towards the Employee Focus factor in two 

organisations (CS and TR). The analysis presented in Table 26 suggests that CS and TR do not 
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encourage employee suggestions, are not committed to reward their employees and the existing 

recognition system is not encouraging employees to do more in their work and improve their 

work activities. These issues were also reported through the participants’ comments. 

Research Cases 

Variables  CS ED FS HC MU SI TR SP 

Encourage employees to provide 

suggestions. 
2.49 3.25 3.16 3.28 3.43 3.41 2.59 3.00 

The recognition system 

encourages continuous 

improvement. 

2.46 3.02 3.05 3.34 3.51 3.02 2.41 2.85 

Rewarding individuals for their 

suggestions that improve work 

processes. 

2.32 2.68 2.84 3.03 2.97 2.75 2.28 2.90 

There is a regular measurement 

of internal customers' 

satisfaction. 

3.16 3.11 3.17 3.16 3.23 3.17 3.05 2.96 

Mean value 2.60 3.01 3.05 3.20 3.28 3.09 2.58 2.93 

95% confidence interval level for mean value is between 2.96 - 3.11 

Table 26: Mean values for Employee Focus factor, source: The Author 

 

However, the previous issues were agreed by senior managers of organisation TR that there is 

a lack of motivation system, and it is absent in the views of senior managers at CS. The 

interviewees in the follow-up process discussed a lack of employee focus and indicated that 

the top management of CS, TR and SP disregard employee recognition because their general 

belief is that improvement is seen as part of the employee's job tasks, not as an activity that 

deserves reward or recognition (similar to MacLeod & Clarke, 2011, p. 34). Moreover, direct 

managers are not fully involved and communicating with their employees to understand the 

performance target due to the influence of centralisation and bureaucracy in the public sector 

that has already contributed to isolate the top management level from lower management 

levels.   

A senior manager at MU had other views with regards to motivation at the organisation: 

“Lack of motivation policy and culture at the organisation caused lack of understanding who 

was eligible for motivation and who was not… some employees believe that motivation is an 

employee’s right which should be given to all employees.” Furthermore, a senior TR manager 

stated that there was a lack of motivation culture in the public sector, which encourages 

employees to put in minimal effort and discourages them from striving for improvement (as 

noted by Kumar & Bauer, 2010; Qefalia & Koxhaj, 2011; Jurisch, Ikas, Palka, Wolf & Krcmar, 

2012). In terms of measuring employees’ satisfaction, the mean values showed that there is a 

regular measurement of employee satisfaction in place. However, participants’ comments 
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suggest that there is a lack of managers’ commitment to deal with their suggestions. A senior 

manager in the interviews stated that organisation managers should regularly measure their 

employees’ satisfaction, although not all employees’ demands are achievable. This issue might 

be the result of limited managers’ authority within the public sector to implement the required 

changes for improvement and handle employees’ suggestions and their feedback. Moreover, 

managers at lower levels commented that they have limited authority in their work due to the 

impact of centralisation on the organisational structure. 

The analysis of the Employee Focus factor suggests that Saudi Arabian public service 

organisations need to pay more attention towards improving the current recognition system and 

procedures, encouraging employees to provide suggestions that could help improve 

performance and employing the outcomes of measuring employee satisfaction.  

4.2.5.7 Team Problem-Solving (F7) 

In the Team Problem-Solving factor, the key concern is with the role that teams play in the 

organisations to solve performance issues and enhance improvement in work processes. 

Improvement teams can help employees to solve organisational problems, using analytical 

approaches to improve operational processes and cooperating across organisational 

departments to report and avoid issues that might hinder improvement efforts (Bessant et al., 

2001; Delbridge & Barton, 2002). The statistical analysis of the confidence interval level 

(Figure 28) showed that the mean value was between 2.80–2.95, which indicates that 

participants of the research cases neither agreed nor disagreed with the role of Team Problem-

Solving in process improvement.  

 
Figure 28: Confidence interval level for mean value of Team Problem-Solving factor, source: 

The Author  
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Moreover, the finding showed that there is a low agreement in the view of participants at 

organisation CS towards the role of team in problem-solving. However, the result of the 

confidence interval level for mean values across the research cases showed that there was 

disagreement in the views of participants at organisations TR and SP in the way that their 

improvement teams solve problems. The descriptive analysis indicated that these organisations 

have issues with the availability of specialists to help solve the problems, a lack of using 

analytical approaches to improve work processes and poor cooperation from departments and 

management levels to help these teams to complete their tasks (Table 27). Moreover, 

participants from MU disagree that their organisation is using analysis approaches to improve 

work processes.  

Research Cases 

Variables CS ED FS HC MU SI TR SP 

Availability of team to help employees 

to solve the organisation’s problems. 
3.44 2.84 2.99 3.27 2.79 2.83 2.54 2.62 

Work processes are improved using 

analysis approaches. 
3.52 2.78 3.05 2.89 2.50 3.10 2.79 2.88 

Improvement and problem-solving 

team cooperate across boundaries at all 

levels to get the job done. 

3.00 2.64 2.94 3.30 2.69 2.83 2.54 2.70 

Mean value 3.32 2.76 2.99 3.15 2.64 2.92 2.62 2.73 

95% confidence interval level for mean value is between 2.80–2.95 

Table 27: Mean values for Team Problem-Solving factor, source: The Author 

 

The importance of improvement teams to solve performance issues was mentioned by senior 

managers who participated in interviews. For instance, HC has implemented a quality 

management system and the findings suggested that HC has quality teams that work to ensure 

quality management is implemented, and to help departments solve performance issues. A 

senior FS manager viewed teams as the heart of the organisation and the main performance 

driver. Moreover, in his view, cooperation at all management levels with improvement teams 

is crucial to facilitate improvement process. 

 
The analysis suggested that Saudi Arabian PSVOs vary in the role that teams play in solving 

performance issues. The analysis of participants’ views at TR and SP suggested that there is a 

lack of team skills in solving organisational issues. Team problem-solving at these 

organisations requires qualified members, sufficient team skills and training to use CI tools and 

techniques, as mentioned in the analysis of the Development and Learning Support factor 
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(section: 4.2.5.1). Moreover, collaboration between organisations will support the role of 

improvement teams at these organisations to improve the services delivered to the customer. 

The analysis of interviews with four team members at SP and MU noted that in the Saudi 

Arabian public service structure there are some services designed and delivered by more than 

one organisation. These services require joint team members from those organisations to be 

involved in the services’ design and improvement. The interviewees were concerned that not 

all public organisations have integrated CI into their strategies, there are some public 

organisations which lack an improvement strategy and are following the traditional 

management approach (Figure 29).  

 

Figure 29: The place of joint improvement teams, source: The Author 

 

The team members of organisations that implement a CI strategy may face difficulties in 

improving shared services with other members from organisations that follow the traditional 

management approach. The team members of both organisations may be affected by many 

aspects, such as the culture of the organisations, the team’s leader, or team members’ 

commitment. These aspects could influence the improvement of services that are delivered to 

the customer. This discussion suggests the importance of communication and collaboration 

between organisations to facilitate the improvement of shared services.  
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4.2.6 Summary of Improvement Factors Analysis 

The statistical analysis of improvement factors discussed above indicated that the views of 

participants across research cases were neutral towards the researched improvement factors. 

However, the cross-case analysis of the confidence interval level for mean values showed that 

there is agreement towards improvement factors across the research cases (Table 28). 

Improvement Factors 

Research 

Cases  
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CS 
Lower Bound 

Upper Bound 

2.85 2.92 3.37 3.15 3.30 2.34 3.11 

3.20 3.31 3.71 3.56 3.58 2.86 3.53 

ED 
Lower Bound 

Upper Bound 

3.12 3.10 2.98 3.28 3.15 2.83 2.56 

3.46 3.43 3.27 3.56 3.49 3.19 2.95 

FS 
Lower Bound 

Upper Bound 

3.10 3.22 3.11 3.18 3.29 2.85 2.77 

3.51 3.55 3.49 3.54 3.62 3.26 3.22 

HC 
Lower Bound 

Upper Bound 

3.10 3.29 3.32 3.23 3.34 2.96 2.94 

3.60 3.66 3.72 3.62 3.68 3.45 3.37 

MU 
Lower Bound 

Upper Bound 

3.32 3.09 3.27 3.31 3.47 3.15 2.52 

3.56 3.40 3.52 3.55 3.69 3.42 2.80 

SI 
Lower Bound 

Upper Bound 

2.62 3.46 3.21 3.31 3.27 2.89 2.68 

2.97 3.76 3.59 3.60 3.55 3.29 3.15 

TR 
Lower Bound 

Upper Bound 

2.72 2.61 2.64 3.04 3.24 2.31 2.32 

3.21 2.92 3.10 3.41 3.71 2.85 2.93 

SP 
Lower Bound 

Upper Bound 

3.20 3.27 3.18 3.07 3.20 2.72 2.51 

3.62 3.59 3.56 3.44 3.56 3.14 2.96 

Table 28: Confidence interval level for mean value of Improvement Factors,  

source: The Author 

 

This indicates that there are efforts being made for improvement in participating organisations 

towards the following factors:  

 Development and learning support in FS, HC, MU and SP (section: 4.2.5.1). 

 Communication in FS, HC, SI and SP (section:4.2.5.2). 

 Strategic Performance Management in CS, HC, MU, SI, and SP (section: 4.2.5.3). 

 Customer Focus in CS, ED, FS, HC, MU and SI (section: 4.2.5.4). 

 Process and Management Support in CS, FS, HC, MU, SI, TR, and SP 
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(section: 4.2.5.5). 

 Team Problem-Solving in CS (section: 4.2.5.7). 

The results show the areas of strength which allows senior managers to focus on the areas of 

weakness.  

Furthermore, the views of participants across the research cases showed that there is agreement 

regarding the implementation of the following improvement practices: 

 Employees believe that their roles are important in improvement activities, section 

4.2.5.2. 

 Management behaviour supports improvement activities, section 4.2.5.1. 

 The flexibility of information transfer between processes across organisations, section 

4.2.5.2. 

 Identifying who are the internal customers across an organisation’s departments, 

section 4.2.5.4. 

These findings suggest that there are efforts being made at improving organisations’ activities 

and processes and that these efforts still need to be developed to facilitate implementing CI in 

organisations. However, the statistical analysis indicated that there are issues facing the CI 

journey at Saudi Arabian public service organisations. These issues include a lack of 

considering employees and their needs in organisations (CS and TR), a lack of team problem-

solving practices in the organisation (TR) and issues with development and learning support 

practices in the organisation (SI). Moreover, the analysis of participants’ views across the 

research cases showed that there are issues with applying the following improvement practices: 

 Lack of training using tools and techniques for solving problems (CS and TR). 

 Lack of training programmes on specific work skills (CS and TR). 

 Poor communication level (TR). 

 Lack of deploying learning and previous experience across the organisation (TR). 

 Lack of using the analysis approach to improve operational processes (MU). 

 Lack of departments’ cooperation with improvement teams (ED).  

 
The statistical analysis leads to the conclusion that there is a variation in participants’ views 

across the management levels and research cases as to the improvement practices that are 

applied in service organisations. These differences are discussed further in the Analysis of 

Variance section 4.2.7.   
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4.2.7 The Analysis of Variance  

In this section the differences between participants’ groups were examined to determine 

whether there are any statistically significant differences between the views of participant 

groups in relation to the improvement factors. A one-way analysis of variance (ANOVA) was 

used to establish whether the means of the factors differed across participants’ job levels 

(Hamilton, 2008, p. 163).  

However, there are assumptions that need to be considered before running the one-way 

ANOVA. These assumptions include testing that the dependent variable is normally distributed 

for each group of independent variables and a test of the homogeneity of variances (Levene’s 

test was used here) to determine if the population variance for each group is the same. This can 

also be achieved through alternative statistical tests, such as the Brown-Forsythe and Welch’s 

F-ratios, to assess the equality of means when groups are unequal in size. These alternative 

ANOVA tests were used in the event of violated homogeneity of variance (Larson-Hall, 2010, 

p. 272; Field, 2013, p. 443). 

The test for normality showed that the questionnaire data was normally distributed (Appendix 

10), however the assumption of homogeneity of variances was violated (Equal Variances Not 

Assumed), and the p-value was less than significant at the 0.05 level for communication, 

employee focus and team problem-solving factors (Table 29).  

 

    Improvement factors  

Levene 

Statistic 
df1 df2 Sig. 

Development and learning support 0.792 4 643 .530 

Communication 4.109 4 643 .003 

Strategic performance management 0.888 4 643 .471 

Customers’ focus 0.222 4 643 .926 

Process and management support 1.095 4 643 .358 

Employee focus 2.673 4 643 .031 

Team problem-solving 2.556 4 643 .038 

Table 29: Test of Homogeneity of Variances, source: The Author 

 

This result pertaining to the homogeneity of variance test suggests the use of the Brown-

Forsythe and Welch’s F-ratio tests in the event of violated homogeneity of variance to promote 

the ANOVA test (Field, 2013, p. 443). The results of Brown-Forsythe and Welch’s F- ratios 

(Table 30) showed that the error degree of freedom is adjusted; however, the result indicated 

that p-value is less than significant at the 0.05 level for Communication, Strategic performance 

management, Process and management support and Employee focus factors. This result lead 

to the conclusion that there are significant differences between participants’ groups.   
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Improvement factors F- ratios Statistica df1 df2 Sig. 

Development and learning 

support 

Welch 1.595 4 53.356 .189 

Brown-Forsythe 1.611 4 159.713 .174 

Communication 
Welch 21.368 4 54.533 .000 

Brown-Forsythe 15.905 4 169.830 .000 

Strategic performance 

management 

Welch 2.829 4 53.657 .033 

Brown-Forsythe 2.483 4 166.336 .046 

Customer focus 
Welch 1.473 4 52.756 .223 

Brown-Forsythe 1.424 4 123.157 .230 

Process and management 

support 

Welch 5.379 4 54.846 .001 

Brown-Forsythe 4.071 4 212.306 .003 

Employee focus 
Welch 3.971 4 54.939 .007 

Brown-Forsythe 3.866 4 210.980 .005 

Team problem solving 
Welch 1.595 4 56.782 .188 

Brown-Forsythe 1.620 4 241.925 .170 

Table 30: Robust Tests of Equality of Means, source: The Author 

 

Therefore, the Games-Howell post hoc test under the function of equal variances not assumed 

was used in order to determine exactly where the differences lay. This technique is accurate 

when the sample sizes of participant groups are unequal, as in this research (Field, 2013, p. 

459). The findings of the Games-Howell post hoc test for groups’ variance across management 

levels and multivariate analysis of variance for groups and across research cases are discussed 

in the following sections.  

 

4.2.7.1 The Analysis of Variance across Management Levels 

The analysis of variance across management levels, using the Games-Howell post hoc test, 

suggested that upper management differed from lower management participants in terms of the 

process and management support factor. Moreover, analysis showed that a group of 

participants who had not stated their job position (33 participants from eight organisations) 

differed from other participants of different management levels in terms of the communication, 

process and management support and employee focus factors (Appendix 10). Although 

statistically there were significantly different views from this group, the distribution of the 

group across research cases was not sufficient to affect the findings to the total population and 

the population of each case. For example, there was one organisation that had only six out of 

149 participants who did not state their management level; this author concluded that the views 

of these six did not impact the views of the total population.  

The analysis presented in Table 31 shows that improvement factors, including Communication, 

Process and Management Support and Employee Focus, are less than the significance level of 
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0.05, which indicates that statistically, there are significant differences between views of 

participants across research cases regarding these factors.  

Source Dependent Variable 

Type III 

Sum of 

Squares 

df 
Mean 

Square 
F Sig. 

Management 

levels 

Development and Learning 2.351 4 0.588 0.803 .523 

Communication 22.251 4 5.563 9.418 .000 

Strategic Performance  5.565 4 1.391 2.334 .054 

Customer Focus  3.486 4 0.871 1.527 .193 

Process Management  6.161 4 1.540 3.003 .018 

Employee Focus  8.218 4 2.055 2.425 .047 

Team Problem-Solving 4.866 4 1.216 1.437 .220 

 Table 31: The Analysis of Variance across Management Levels, source: The Author 

 

These differences were found in communication aspects between participants from different 

management levels, the flexibility of operational processes between management levels and 

the role of managers at each level to support CI activities and acknowledgement of employees’ 

efforts. This result infers that improvement efforts differed in the views of each management 

level. For example, middle managers viewed that communication aspects are flexible at their 

organisations, while lower and non-management staff indicated that there is a lack of direct 

communication and sharing of information between departments at their organisations. 

However, this issue might be a result of centralisation of communication at middle 

management level (such as middle management level at MU, see section: 4.3.3).    

 

4.2.7.2 The Analysis of Variance across Research Cases 

The statistical analysis of the variance across the research cases indicated that there were 

differences in the views of participants across the research cases. The result of ANOVA test 

showed that p-value is less than significant at the 0.05 level for Development and learning, 

Communication, Strategic performance management, Employee Focus and Team problem-

solving factors (see Table 32, p.166). 

 

Further analysis using the Games-Howell post hoc test (Appendix 10) showed that there are 

significant differences between research cases in terms of implementing CI factors. The result 

of the Games-Howell post hoc test suggested the following results: 

 The result of p-value is less than the significance level of 0.05 for Development and 

Learning activities at SI, indicates that there are significant differences between SI and 

organisations ED FS, HC, and SP. This implies that there was disagreement in the views 

of participants at SI toward providing frequent training on job skills, allowing 
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employees to seek opportunities for learning and personal development and 

management commitment for employees’ training. 

 

 The result of p-value is less than the significance level of 0.05 for Development and 

Learning activities at CS, SI, and TR, indicates that there are significant differences 

between these organisations and MU in terms of the Development and Learning 

activities. This implies that there was disagreement in the views of participants at CS, 

SI, and TR toward training on solving problems using specific tools and techniques, 

training on specific work-skills, providing frequent training on job skills, management 

commitment for employees’ training and allowing employees to seek opportunities for 

learning and personal development. 

 

 The result of p-value is less than the significance level of 0.05 for Communication 

factor at TR, indicates that there are significant differences between TR and 

organisations ED, FS, HC, MU, and SP. This implies that there was disagreement in 

the views of participants at TR toward efficiency of communication systems at the 

organisation. 

 

 The result of p-value is less than the significance level of 0.05 for Communication 

factor at CS, ED, MU and TR, indicates that there are significant differences between 

these organisations and SI. This infers that there was disagreement in the views of 

participants at CS, ED, and TR toward cooperation between public organisations to 

improve the services that are provided to customers, and efficiency of communication 

systems at the organisations.  

 The result of p-value is less than the significance level of 0.05 for Strategic performance 

factor at CS, indicates that there are significant differences between CS and 

organisations ED and TR. This implies that there was agreement in the views of 

participants at CS toward clarity of organisation objectives, linking improvement 

efforts with organisational objectives, and that the rules and regulations have supported 

the improvement of the CS services.   

 

 The result of p-value is less than the significance level of 0.05 for Strategic performance 

factor at organisation HC, indicates that there are significant differences between HC 

and organisations ED and TR. This implies that there was agreement in the views of 
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participants in HC toward clarity of the organisation objectives, linking improvement 

efforts with organisational objectives and that the rules and regulations have a role in 

the improvement of the HC services. Also, the analysis showed that TR statistically 

differs from organisations MU, SI, and SP, showing that there was agreement at MU, 

SI about clarity of organisational objectives. 

 

 The result of p-value is less than the significance level of 0.05 for Employee focus 

factor at organisations CS and TR, indicates that there are significant differences 

between these organisations and organisations MU and HC. This implies that there was 

disagreement in the views of participants in CS and TR toward an effective recognition 

system to support CI, and rewarding individuals for their suggestions to improve work 

processes. 

 

 The result of p-value is less than the significance level of 0.05 for Team Problem-

Solving practices at organisation CS, indicates that there are significant differences 

between CS and organisations ED, MU, TR and SP. This implies that there was 

agreement in the views of participants at CS toward improving operational process 

using analysis approaches.  

 

 The result of p-value is less than the significance level of 0.05 for Team Problem-

Solving practices at organisation MU, indicates that there are significant differences 

between MU and HC. This implies that there was minor disagreement in the views of 

participants at MU toward using analysis approaches to improve operational process.  

 

These results indicate that Saudi Arabian PSVOs differ in preparing and implementing CI. 

Although these organisations shared similar vertical structures, the system that applied in each 

organisation, and the employee’s and manager’s cultures, behaviours and beliefs at each 

organisation are different and may have impacted on the level of commitment and 

implementing improvement practices at each organisation. For instance, MU has implemented 

quality management systems and its employees were trained on quality management practices; 

on the contrary, CS did not implement any certain improvement approach, however, the result 

indicated that there were several improvement efforts in CS such as availability of information 

on time for CS departments, clarity of organisation objectives, involvement of employees in 

the improvement process. Therefore, there are efforts of improvement in PSVOs, and also there 
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are differences between the research cases in implementing CI initiatives. However, this result 

implies that CI initiatives are still a matter of choice for PSVOs. This author recommends that 

CI should be considered as an everyday activity.  

Improvement factors  
Sum of 

Squares 
df Mean Square F Sig. 

Development and 

learning support 

Between Groups 25.408 7 3.630 4.950 .000 

Within Groups 469.283 640 .733   

Total 494.691 647    

Communication 

Between Groups 22.857 7 3.265 5.021 .000 

Within Groups 416.189 640 .650   

Total 439.045 647    

Strategic performance 

management 

Between Groups 19.472 7 2.782 4.529 .000 

Within Groups 393.073 640 .614   

Total 412.545 647    

Employee Focus 

Between Groups 32.057 7 4.580 5.403 .000 

Within Groups 542.437 640 .848   

Total 574.494 647    

Team problem solving 

Between Groups 31.861 7 4.552 5.150 .000 

Within Groups 565.644 640 .884   

Total 597.505 647    

Table 32: The Analysis of Variance across the research cases, source: The Author 

 

The statistical analysis of improvement factors across the research cases (Appendix 10) showed 

that there are differences between research cases in terms of the improvement practices that are 

implemented (section 4.2.5). However, that analysis showed that the P value of Customers’ 

Focus and Process and Management support factors is greater than the significance level of 

0.05 which indicates statistically that there are no significant differences between the research 

cases in terms of these factors. This suggests that participants across research cases tend to 

consider services that are delivered to customers and operational processes and management 

support as part of public services’ policy and strategies at their organisations.  

4.2.7.3 The Analysis of Variance of Research Cases Across 

Management Levels  

Considering the analysis of variance across research cases and management levels, the general 

linear model (including multivariate analysis) is used to measure the outcomes of analysis for 

two factors, such as organisations and the management levels of participants (Hair, Black, & 

Babin & Anderson 2014, p. 724). The multivariate analysis presented in Table 33 shows that 

the p-value is less than the significance level of 0.05, which indicates that there are significant 
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differences between the research cases across management levels in terms of the 

Communication, Strategic Performance Management, Process and Management Support, and 

Team Problem-Solving factors. 

Source Dependent Variable 

Type III 

Sum of 

Squares 

df 
Mean 

Square 
F Sig. 

Research cases 

“X” 

Management 

levels 

Development and Learning 18.136 25 0.725 0.992 .476 

Communication 24.814 25 0.993 1.680 .021 

Strategic Performance  22.696 25 0.908 1.523 .050 

Customer focus  16.180 25 0.647 1.134 .297 

Process Management  22.360 25 0.894 1.743 .014 

Employee Focus  15.137 25 0.605 0.715 .845 

Team Problem-Solving 43.611 25 1.744 2.060 .002 

Table 33: The Multivariate analysis of variance (Research Cases Across Management   

Levels), source: The Author 

 

This finding suggests that the public service organisations that participated in this research vary 

in applying CI. The levels of communication between organisations and between management 

levels were different based on organisational structure and management behaviour. Also the 

measurement approaches that applied in these organisations and the type of work processes 

were different which indicate that there were differences between the organisations in 

implementing CI. Furthermore, the culture of individual organisations and management levels 

might cause differences in the way that teams solved problems.  

 

However, the analysis indicated that there were no significant differences between the research 

cases across management levels in terms of other factors, including Development and 

Learning, Customers’ Focus and Employee Focus. This finding suggested that there was 

agreement by participants across public service organisations to the current improvement 

efforts on Development and Learning support, and internal and external Customers’ Focus 

factors. In the following sections (4.2.8 and 4.2.9), the findings of the qualitative data in the 

questionnaire are discussed across the research cases. 

4.2.8 Further Improvement Factors 

In the open-ended questions in the questionnaire, participants across the research cases reported 

20 factors for improvement: “X” indicates that an improvement factor was reported (Table 34).   
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Improvement factors 
Research Cases 

CS ED FS HC MU SI TR SP 

Availability of resources X X X X X X X X 

Collaboration  X   X   X 

Communication X X X X X X X X 

Continuous measurement  X X X X X  X 

Customer focus   X  X X X X X 

Decentralisation at workplace X X X X X X X X 

Effective teams X X X X X X X X 

Employees’ accountability  X   X  X X 

Employee empowerment  X X X X X X X 

Integrate CI with strategic objectives X X  X X X  X 

Management & employees’  

commitment 
X X X X X X X X 

Managers’ and employees’ involvement X X X X X X  X 

Motivation system  X X X X X X X X 

Organisational culture X X  X X X  X 

Organisational structure X X X X X X X X 

Process management X X X X X X X X 

Sharing experience X X   X X X X 

Technical support  X X  X   X 

Training and learning X X X X X X X X 

Trust between managers & employees  X   X X  X 

Table 34: key factors for CI across research cases (open-ended question analysis, Derived 

from Appendix 8), source: The Author 

 

The analysis of these open-ended questions showed that there were nine factors found common 

across the research cases. These factors were: Availability of resources, Communication, 

Decentralisation at workplace, Effective teams for improvement, Managers and employees’ 

commitment, Motivation system, Organisational structure, Process management, and Training 

and learning.  

Although there is a variety of operational systems at the research cases, the views of the 

participants indicated that these agreed factors are required in Saudi Arabian PSVOs to 

facilitate CI in the Saudi Arabian public service environment. 

 

There are six factors (communication, effective teams for improvement, managers and 

employees’ commitment, motivation system, process management and training and learning) 

which were integrated and discussed with quantitative data to support the findings (sections: 

4.2.5.1, 4.2.5.2, 4.2.5.5, 4.2.5.6 and 4.2.5.7). Furthermore, the analysis of qualitative data 

collected through interviews and questionnaire participants’ comments from the open-ended 
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questions showed that participants agreed other required enablers for improving organisational 

performance in Saudi Arabian public services. These factors include the role of culture at the 

organisations to enhance improvement activities, availability of resources to support 

improvement processes, decentralisation of decisions, communication, and processes and the 

structure of organisations that have multiple management layers.  

 

4.2.8.1 Organisational Culture 

Organisational culture is one of the improvement requirements emphasised by participants to 

successfully implement CI in the Saudi Arabian public service sector. The analysis of 

participants’ views indicated that an organisation’s management should create a culture 

involving employees’ accountability, equality between staff and transparency to provide clear 

direction for the organisation. Senior MU managers emphasised that CI implementation should 

strongly consider the role of employees in the organisational culture, and a Development 

Manager at SP expressed the view that CI efforts needed to be part of the organisational culture. 

However, a TR manager indicated that there is an issue regarding organisational culture in that: 

“employees conducting their work based on daily routine as a public organisation following 

the rules and regulations. However, there is a lack of employees’ efforts to provide suggestions 

that support processes improvement.” Thus, managers at TR need to implement activities that 

support improvement of the internal culture, such as improving services delivered to customers, 

and acknowledgement of employees’ efforts which encourages them to do their best. Making 

CI part of the organisational culture requires employees to work together towards the same end 

(Temponi, 2005, p. 32.).  

4.2.8.2 Availability of Resources  

The importance of resources to facilitate CI activities is considered a required factor for 

successful improvement as indicated by participants’ comments through the questionnaire. The 

availability of resources includes employees, equipment, software systems, and financial 

resources (such as an operating budget). The importance of resources to facilitate CI was 

emphasised by the organisations’ managers as required enablers to run improvement activities 

at the organisations. However, a lack of funding is one of the common challenges that faces 

public service organisations across many countries (OECD, 2013, p. 264). For example, a lack 

of financial resources at HC is considered the main obstacle to improving the services that are 

provided to the public and to meeting the organisation’s target plans. A senior HC manager 

stated: “The organisation’s budget is estimated on how much the organisation expects to spend 
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within a year, not on the actual needs for the future; this budgetary policy caused delays in 

achieving all the organisation’s plans.” In addition, a senior SP manager stated that a: “Lack 

of financial resources is considered to be a common issue in the public sector.” 

 

4.2.8.3 Decentralisation at workplace 

The centralisation of decisions was considered to be an obstacle faced by Saudi Arabian 

PSVOs, as stated by the senior managers of the five organisations CS, ED, MU, TR, and SP 

and as evidenced in the responses of participants to the open-ended questions in the 

questionnaire. For example, in organisation ED, a senior manager stated that centralisation of 

decisions at service organisations is harmful and should be eliminated to avoid delays in 

delivering services to customers. According to the analysis of participants’ views, 

centralisation in the workplace at Saudi Arabian public service organisations includes 

decisions, communication, processes, and controlling all resources, the last of which is 

considered a common issue found in all organisations. However, the analysis showed that other 

service organisations, FS, HC and SI, have certain characteristics that support the elimination 

of centralisation in the workplace. For instance, in FS the key focus is on providing services 

related to safety and requires quick decisions in a timely manner. Furthermore, HC focuses on 

services related to healthcare and has implemented a quality management system to support 

the internal management system of Saudi healthcare. In SI, the operating system was 

transferred to an electronic system that is supported by the business function, which supports 

the decentralisation of decisions, processes, communication at the organisation and encourages 

employees to complete their tasks. This finding suggested that the decentralisation of decisions 

that are associated with processes and resources in the workplace will facilitate CI at Saudi 

Arabian PSVOs. 

 

4.2.8.4 Organisational Structure 

Organisational structure is one of the CI factors identified by research participants in their 

response to open-ended questions. The basic structures at Saudi Arabian public service 

organisations tend to be traditional bureaucratic structures that are characterised by top-down, 

hierarchal, centralised and formal communication (Haque et al., 2012, p. 137; Cordella & 

Iannacci, 2010, p. 54). In the Saudi Arabian PSVOs, the structure consists of vertical 

management layers that include a top management board, middle management, lower 

management and non-management staff. The analysis of participants’ views suggests the 
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importance of considering the structure of the organisation to implement CI. For instance, 

participants at MU indicated that the structure of the organisation plays an important role in 

implementing a strategy. Although the structure of MU is vertical in its distribution, 

participants emphasised the importance of the role of middle management in the organisation. 

In public organisations with a vertical structure, such as MU, middle management and top 

management seem to be much closer than the middle management and lower levels. 

Wooldridge, Schmid and Floyd (2008, p. 1192) state that middle managers have more access 

to the top management level as well as their knowledge of operational levels. So, they have a 

vital role in implementing the organisation’s strategy and improving organisational activities. 

Moreover, Howell and Higgins (1990, cited by Mantere, 2008, p. 311) found that top 

management commitment to middle managers increased the authority of those middle 

managers to define departmental goals and to facilitate adaptability and implement a deliberate 

strategy.  

However, since 2000 the growth of information technology (IT) has placed immense pressure 

on this sector to adopt a more collaborative and information-sharing environment that can 

increase organisational efficiency and effectiveness (Saudi Development Plan, 2013, p.124). 

Implementing IT into participating organisations’ structures helped these organisations to 

eliminate unnecessary processes, improve the level of communication and information sharing 

between organisations and departments. For instance, organisations HC and SI have 

implemented management systems that are supported by IT which facilitate information-

sharing between departments and management levels. However, other participating 

organisations reported that their IT systems have not sufficiently supported their structure 

which leads to an issue with a vertical structure in relation to CI. For instance, FS had an issue 

with processing financial requests due to the current structure and lengthy procedures at the 

organisation.  

This analysis suggests the importance of considering organisational structure to facilitate CI. 

Redesigning the structure of the organisation by eliminating unnecessary processes could help 

Saudi Arabian PSVOs to enhance the level of communication and sharing information between 

their departments.     

4.2.9 Improvement obstacles across Research Cases   

The analysis of interviews and questionnaire data revealed that there were common obstacles 

to CI in Saudi Arabian PSVOs. These issues include ineffective communication in 

organisations, a lack of commitment at different management levels, organisational culture and 
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a lack of development and training using specific tools and techniques. Moreover, the statistical 

analysis of participants’ views suggested the following findings: 

 A lack of improving development and learning practices in organisations (CS, SI, and TR). 

 A lack of employee focus and clear system for motivation (CS and TR). 

 A lack of team problem-solving practices, such as availability of teams for improvement 

and solving problems, improving processes using the analysis approach and cooperation 

with improvement teams across organisations and management levels (TR, SP and MU).  

The responses of the participants to open-ended questions (Appendix 8) indicated that there 

are 16 obstacles to be found across the research cases, as shown in Table 35 where “X” 

indicates that an obstacle is present.  

Improvement obstacles  
Research Cases 

CS ED FS HC MU SI TR SP 

Centralisation of decisions, operation 

processes and communication 
X X X X X X X X 

Deficiencies in resources X X  X X  X  

Ineffective internal and external 

communication including sharing 

information and experiences 

  X X X X X X 

Insufficient reward systems to motivate 

employees 
X X X X X X X X 

Lack of effective operational structure that 

supports improvement 
 X X X X   X 

Lack of employees’ accountability X   X X X  X 

Lack of employees’ commitment X X  X X   X 

Lack of integration of improvement 

activities with organisation objectives 
 X  X X   X 

Lack of management commitment and 

leadership 
 X  X X X X X 

Lack of measurement mechanism  X   X X  X 

Lack of organisational culture  X  X X X  X 

Lack of process management  X X X X X  X 

Lack of team problem-solving practices     X  X X 

Lack of training that focus on job skills X X X X X X X X 

Lack of trust between employees and 

managers 
X    X X  X 

Limited employee involvement and 

empowerment 
X X X X X   X 

Table 35: CI obstacles in research cases (Derived from Appendix 8), source: The Author 

 

Moreover, Table 35 shows three obstacles that were common across all research cases. These 

include: 

 Centralisation of decisions, operational processes, and communication levels (Galera, 

Rodríguez, & López Hernández, 2008). However, centralisation can be a double-edged 
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sword; it can be positively or negatively associated with performance improvement. 

Centralisation culture could help managers in their monitoring and controlling 

improvement activities to achieve organisational objectives. However, a positive 

influence could be achieved through greater decentralisation (Boyne, Martin & Walker, 

2004).    

 Insufficient reward systems to motivate employees (Hazlett & Hill, 2000; Chakrabarty 

& Chuan, 2009; Jurisch, Ikas, Palka, Wolf & Krcmar, 2012). 

 Insufficient training on using tools and techniques that support performance 

improvement (Edgeman, Bigio & Ferleman, 2005; Magd & Curry, 2003). 

  

Seven obstacles were found in over half of the research cases, and these were also noted in the 

literature. 

 A lack of employee accountability (Ammons,1992). 

 Deficiencies in resources, such as financial resources (Radnor & Bucci, 2007; Radnor, 

2010; Kovach, Cudney & Elrod, 2011; Pedersen & Huniche, 2011). 

 Ineffective internal and external communication between public service organisations 

(Alhwairini & Foley, 2012; Antony et al., 2012; Alruwaili, 2013). 

 Inflexibility of organisational structure that supports CI (Antony, Antony, Kumar& Cho, 

2007; De Souza & Pidd, 2011; Antony et al., 2012). 

 Limited employee involvement and empowerment (Smith, 2011).   

 Not enough commitment from management levels, such as middle management at 

some organisations (Chakrabarty & Chuan, 2009; Audretsch, Martinez-Fuentes & 

Pardo-del-Val, 2011; Chakraborty & Tan, 2012). 

 Organisational culture that insufficiently focuses on CI (Radnor, 2010; Radnor & 

Osborne, 2013). 

As noted, the results suggest that the issues found in Saudi Arabian PSVOs are similar to the 

obstacles identified previously by scholars in studies that focused on CI methodologies in the 

public sector and other studies that focus on businesses. However, the results indicate that there 

are some differences that are specifically related to the Saudi Arabian public service 

environment, such as bureaucracy and centralisation of decisions, operational processes, and 

communication, employee accountability and inequality within an organisation’s employees. 

Moreover, the trust between managers and staff and the level of transparency seems to be low 
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at participating organisations, which might be associated with other issues such as 

centralisation of decisions at these organisations and a lack of empowerment.  

The CI obstacles identified in participating organisations could help senior managers to focus 

on the areas of weakness at their organisations. Moreover, these obstacles to improvement 

could be removed as a prerequisite for successful implementation of CI within the Saudi 

Arabian public service environment.  

 

4.2.10 The Questionnaire Findings Summary  

The main findings of the analysis of the quantitative and qualitative data collected using the 

questionnaire are summarised as follows:   

  The views of participants defined seven improvement factors (section: 4.2.5). 

 There are other improvement factors in the Saudi Arabian public service environment, 

including organisational culture, availability of resources, organisational structure, 

decentralisation at workplace (section 4.2.8).  

 There are obstacles which face CI efforts at Saudi Arabian public service organisations 

(section 4.2.9). 

 There are significant differences in views of participants across management levels 

towards implementing improvement factors (section 4.2.7.1). 

 There are significant differences in views of participants across Saudi Arabian PSVOs 

(section: 4.2.7.2). 

 There are significant differences in the research cases across management levels 

(section: 4.2.7.3). 

However, the analysis showed that participating organisations have focused on improving their 

strategies and objectives and that there is a lack of considering the operational level. Moreover, 

it seems that there is no specific standard for improvement at operational level and only three 

organisations (MU, HC and SP) have implemented quality management systems and practices 

at upper and lower levels to improve their performance. The response to implement 

improvement plans at the operational level appears insufficient to handle improvement 

activities. This view was based on the findings of the analysis of participants’ views and 

comments. The findings of the qualitative and statistical analysis suggest that organisations 

need to identify the issues that face improvement and the required changes in their systems to 

facilitate implementation processes, select a suitable approach for implementation processes, 

improve communication and relationships between management levels, and consider 
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employees’ needs. These results were discussed further with a group of volunteers who agreed 

to participate in follow-up interviews and focus groups. The next section presents and discusses 

the views of the volunteers who participated in the follow-up interviews and focus groups.  
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4.3 Focus groups and follow-up interviews analysis 
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4.3.1 Introduction  

 

The use of follow-up interviews and focus groups is a process of confirming and interpreting 

the findings of qualitative and quantitative data for this research. Respondents to the 

questionnaire were asked to participate in follow-up interviews and focus groups. As a result, 

59 participants gave their initial consent to participate. The participants were contacted again 

at the beginning of the interview and focus group activity to confirm their willingness; 32 of 

the 59 original volunteers confirmed their participation, of these 21 were involved in four focus 

groups, and 11were interviewed (Appendix 11).  

 

Each focus group consisted of five or six participants who work at similar levels of 

management, to avoid any possibility of restricting participants’ views at the focus group. For 

example, participants at non-management staff level did not participate at the same focus group 

that involved their managers (section:3.8.2.1). The interviews and focus groups discussed 

several themes that resulted from the analysis of the management interviews and questionnaire 

data. These themes were:  

• Suggested procedures to facilitate CI at Saudi Arabian public service organisations.  

• The level of communication between management levels.  

• Changes that organisations need to make in order to implement CI. 

• Key enablers for improving internal organisational structure. 

4.3.2 Suggested procedures to facilitate CI at Saudi 

Arabian public service organisations 

 

The views of participants in the focus groups conducted in ED, HC, MU and SP indicate that 

organisations in the Saudi Arabian PSVOs need to continuously measure their performance to 

determine improvement needs, link improvement plans to strategic objectives, improve 

communication within the organisation structure, have manager’s commitment at all levels, 

and focus on solving problems rather than implementing new methods. Moreover, participants’ 

emphasised the importance of training courses that focus on improvement tools and techniques 

to support employees’ performance. A manager at one focus group suggested that “to 

implement CI at the organisation, managers require to measure their department’s 

performance weekly rather than annually or quarterly”. Another manager at the same focus 

group argued that “continuously measuring everything weekly may harm employees’ efforts 
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rather than support their ability to improve their performance. I believe that measuring the key 

areas at each management level from time to time will help management and employees to 

understand what areas need improvement”. 

 

Similarly, the views of participants in the interviews across participating organisations stressed 

the importance of commitment at all levels to facilitate CI activities, the importance of 

continuous measurement of management and employees’ performance, focus on training, 

service design, internal and external benchmarking as tools for improvement; all will contribute 

to facilitate improving the organisation’s performance.  

4.3.3 The level of communication between management 

levels 

 

The importance of communication between management levels to implement CI was discussed 

in the analysis of the communication factor (section: 4.2.5.2). The analysis of the focus groups 

and interviews indicated that there is a formal communication process at PSVOs that is 

centralised by the vertical structure. The information, messages and instructions seem to move 

easily upward and downward. Moreover, a MU participant described the relationship and 

communication between management levels and stated that there are two types of 

communication and relationship seen between management levels: upward to top management 

and the other is concerned with relationships and communication between departments. The 

communication between departments is controlled by the Director of each department. 

However, the analysis of participants’ views in the questionnaire and follow-up interviews and 

focus groups showed that communication across levels seems to be insufficient and requires 

more effort to improve communication between departments. A participant at one focus group 

reported that “Centralisation at management levels causes a communication gap and I believe 

that department managers are responsible for this issue.  Managers at each level need to be 

trained well on leadership skills to improve the communication between management levels”. 

Another participant at another focus group indicated that there seems to be “a lack of 

leadership skills at some departments, which causes a lack of communication between 

employees and their managers and causes a lack of communication with other departments”. 

The possible issue that caused lack of communication between departments and across 

management levels was related to change resistance at each level of management. The level of 

resistance to change at each level contributes to create a gap of communication and cooperation 

between management levels.   
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Therefore, the analysis of participants’ views concluded that improving communication 

between departments and across management levels is a key factor for successful CI. The 

analysis suggested that there is formal communication between organisation’s departments and 

management levels. However, there is lack of cooperation between departments and across 

management levels which may relate to the impact of centralisation in the public service sector. 

Managers need to implement leadership skills training on improving the level of 

communication, cooperation, the relationship between managers and employees to implement 

a CI culture at organisations’ departments. Moreover, organisations should restructure their 

management levels system to support CI and improve the level of cooperation between 

management levels and across organisations.  

4.3.4 Required Changes to Implement CI 

 

The analysis of participants’ views in the focus groups and interviews suggests that 

implementing CI requires organisations in the Saudi Arabian PSVOs to consider the following 

requirements: 

 Improving external communication and cooperation between organisations to improve 

the services that are provided to customers.  

 Providing training courses that focus on using improvement tools and techniques. 

 Management commitment at all levels to support improvement activities, to cooperate 

with improvement teams, to involve employees in improvement activities, to 

implement required changes for improvement.   

 Managers’ and employees’ empowerment to facilitate CI implementation.  

 Providing appropriate and sufficient resources that support improvement plans.  

 Improving managers’ performance.  

 Implementing leadership skills.    

 Simplified work procedures. 

 Updating the operational processes to facilitate service delivery. 

 Implementing a system for motivation. Employees should receive suitable rewards for 

their efforts at the organisation.  

 Measuring management and employees’ performance. 

 Implementation of a suite of tools and techniques that support CI.  
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 Encouraging leaders at PSVOs to drive change at the organisations based on 

understanding customers’ needs.  

 

These comments found in the interviews and focus groups were consistent with the views of 

participants of the questionnaire (sections:  4.2.5 & 4.2.8). 

4.3.5 Key enablers for improving internal organisational 

structure  

 

The focus groups and interviews discussed key enablers that are associated with the 

organisational structure. These enablers include employee accountability, equality between 

employees, trust between managers and staff and transparency, which were also suggested by 

the participants through the questionnaire. The views of participants in interviews and focus 

groups showed that there is lack of a clear accountable system for employees. Moreover, 

participants of one focus group stressed the importance of a clear system for employees’ 

accountability at organisations. In another focus group, participants also agreed that an 

accountability system should be considered as an essential part of an organisation’s culture and 

that it should be associated with employees’ motivation. Moreover, another focus group’s 

participants stated that employees need to understand that their rewards should be associated 

with their commitment and discipline toward job tasks. Furthermore, one of the interviewees 

suggested that all employees should know about disciplinary action procedures at their 

organisations. However, employees also need to know about rewards procedures and the 

organisations’ managers need to balance rewards and disciplinary procedures.   

 
In terms of equality between employees, participants differed in their views; some participants 

agreed that there was equality between employees in some departments and others link this 

factor to the culture of department managers at the organisations. One participant in an 

interview stated that “managers need to create a balance between employees in terms of their 

job tasks and rewards.” However, the issue of inequality between employees could be resolved 

by integrating the rewards system with an employees’ accountability system. 

 

Considering the term ‘trust between managers and staff’, participants of the focus groups and 

interviews viewed trust as the behaviour that controls the relationship between employees and 

managers, such as the role of managers’ trust in empowering their employees. Trust is 

considered a key factor for enhancing public organisations performance (Gould-Williams, 

2003, p. 29; Nyhan, 2000, p. 89). According to Fairhom (1994, cited by Albrecht & 
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Travaglione, 2003, p. 89) the development of strong trust and relations between all employees 

will contribute to success of organisational objectives. The analysis of participants’ views 

showed that they differed; some participants of focus groups agreed that there is a trust culture 

between employees and their managers in the workplace, while others argued that there is a 

lack of a full trust culture at their organisations due to the impact of the centralisation culture 

in the Saudi Arabian PSVOs. This indicates that the trust between managers and employees 

depends on managers’ behaviour at the organisations. However, participants of one focus group 

suggested that the level of trust between managers and employees is influenced by managers 

behaviour and attitudes. This suggests that the culture of managers plays a role in shaping trust 

at the organisation.   

 

In relation to transparency at the workplace, the analysis of participants’ views in focus groups 

and interviews indicated that the term ‘transparency’ in public service organisations refers to 

the clarity of information and management decisions between managers and employees. The 

analysis indicates that there is a lack of transparency in the organisations in terms of sharing 

information about organisational direction or some decisions. A participant in the interviews 

stated “sometimes we do not know why managers take some decisions or ask for changes of 

the organisation procedures and process”. Participants of one focus group suggested that 

implementing IT to support internal processes and improving the level of communication 

between management levels will help spread all information across organisations.  

4.3.6 Focus groups and interviews Summary  

 

The follow-up interviews and focus groups discussed how to facilitate CI at Saudi Arabian 

public service organisations, the level of communication between organisations and 

management levels, changes required to implement CI activities, and the impact of employee 

accountability, equality between employees, trust between managers and staff and transparency 

on improvement efforts. The findings of interviews and focus groups indicate that 

implementing CI at Saudi Arabian public service organisations requires full commitment and 

cooperation from both management and employees, training on using improvement tools and 

techniques, continuous measurement of management and employees’ performance, and focus 

on services that are delivered to customers.    

 
In relation to the communication between management levels, the analysis showed that there 

is a formal communication process between management levels as a result of the vertical 
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structure at public service organisations. However, there is an issue with cooperation between 

organisations and across management levels to improve organisational performance. This 

requires organisations to restructure their management systems and structures of management 

levels. The analysis of interviews and focus groups concluded that there are changes required 

that organisations need to implement CI.  
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Chapter 5:  

Determining CSFs of CI in the Saudi 

Arabian public service sector and the 

“Room for Improvement” Framework 
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5.1 Overview  
 
This chapter presents the key required enablers for CI in the Saudi Arabian PSVOs determined 

by the analysis of qualitative and quantitative data from this research across the participating 

organisations and across management levels. The cross cases findings (Figure 30) concluded 

with common CSFs of CI across participating organisations and management levels and the 

analysis suggested the core CSFs of CI in the Saudi Arabian PSVS. Moreover, the analysis 

addressed the rankings of the common CSFs that were identified in the review of previous 

studies on CI and ranked by senior managers and employees during interviews and the 

questionnaire process to identify the important factors for successful CI in the view of the 

participants (section: 5.6).  

 

The discussion in this chapter focuses on the research findings across the research cases to 

achieve the following research objectives: 

1- Determine the key enablers of CI at each management level of the Saudi Arabian public 

service structure (section: 5.3).    

2- Determine the common factors that will facilitate CI in the Saudi Arabian public service 

sector (section: 5.4).    

 

Figure 30: The findings and contribution stage (A), source: The Author 
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5.2 Key Enablers of CI across research cases  
 
The results of the qualitative and quantitative data showed that senior managers of public 

service organisations agreed, in the interview sessions, on 11 enablers for successful CI 

implementation (section 4.1.3.5). The statistical analysis of participants’ views in the 

questionnaire identified seven factors for successful CI (section 4.2.5). Furthermore, 

participants’ answers on the open-ended questions in the questionnaire suggested nine common 

enablers for successful CI (section: 4.2.8).  

The findings of qualitative and quantitative data were combined to improve the evaluation 

process of the research data. The result concluded that there are 17 key factors for CI across 

the research cases as indicated by “X” in Table 36.  

Key enablers for CI  
Research cases 

CS ED FS HC MU SI TR SP 

Availability of resources  X X X X X X X X 

Communication and cooperation X X X X X X X X 

Customer focus X X X X X X X X 

Decentralisation at workplace X X X X X X X X 

Development and learning support X X X X X X X X 

Employees’ accountability   X   X  X X 

Employee focus  X X X X X X X X 

Management and employees’ 

commitment  
X X X X X X X X 

Motivation system X X X X X X X X 

Organisational culture   X  X X X  X 

Organisational structure X X X X X X X X 

Process and management support X X X X X X X X 

Sharing experience X X   X X X X 

Strategic Performance Management X X X X X X X X 

Team problem-solving  X X X X X X X X 

Technical support  X X  X   X 

Trust between managers and employees   X   X X  X 

Table 36: Key enablers for CI across research cases (Derived from Appendix 8), 

 source: The Author 

 

These enablers were agreed as required for successful CI implementation in the Saudi Arabian 

public service environment. The results showed that 12 factors were common across the 

research cases. These factors are: Availability of resources, Communication and cooperation, 

Customer focus, Decentralisation at workplace, Development and learning support, Employee 

focus, Management and employees’ commitment, Motivation system, Organisational 
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structure, Strategic Performance Management, Team problem solving. These factors were 

found to be comparable with the findings of CI studies that applied in different sectors (e.g., 

Radnor et al., 2006; Fryer et al., 2007; Moneim, 2009; Oprime et al., 2012; Antony et al., 2012, 

Jaca et al., 2012; García et al., 2013). Further discussion of these common factors is available 

in section 5.4. However, the results that were reported in Table 36 showed five additional 

factors were indicated in some of the research cases, some of these factors are Employees’ 

accountability, Technical support factors and Trust between managers and employees. In this 

analysis, it is here by concluded that there are differences among the Saudi Arabian PSVOs in 

determining CSFs of CI.  

Further analysis included participants’ views in relation to their management levels. 

5.3 Key Enablers for CI across management levels 
 
The analysis of qualitative and quantitative data across management levels showed that there 

are 16 key enablers for CI (Table 37).  

Key enablers for CI 

Management levels 

Senior 

managers 

Middle 

managers 

Lower 

managers 

Non-

management 

staff 

Availability of resources X X X X 

Communication and cooperation X X X X 

Customer focus  X X X X 

Decentralisation at workplace  X X X 

Development and learning support X X X X 

Employee focus  X X X X 

Employees’ motivation X X X X 

Management and employees’ 

commitment 
X X X X 

Organisational culture X   X 

Organisational structure   X X 

Sharing experience  X  X 

Process and management support X X X X 

Strategic Performance Management  X X X X 

Team problem-solving X X X X 

Technical support  X  X X 

Trust between managers & 

employees 
 X X X 

Table 37: Key enablers of CI across management levels (Derived from Appendix 8),  

source: The Author 
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The results presented in Table 37, show that there are common factors of CI agreed by 

participants across management levels: Availability of resources, Communication and 

cooperation, Customer focus, Decentralisation at workplace, Development and learning 

support, Employee focus, Technical support, Management and employees’ commitment, 

Motivation system, Process and management support, Strategic Performance Management, 

and Team problem-solving.  

However, the findings showed that there is a different list of key enablers for CI at each 

management level. This indicates that each factor has a different interpretation and role in the 

view of participants at each management level. The Technical Support factor, for instance, can 

be seen by senior managers as a solution to implementing strategic objectives and improving 

organisational activities, as an organising and tactical support at the middle level to implement 

development and improvement plans and for managing operational processes, and as a 

facilitator and operator for organisations’ processes at the lower levels, and as a tool that helps 

employees to complete organisation tasks or service delivery. 

5.4 Core CSFs of CI in the Saudi Arabian public service 

sector  

 

The analysis of the results across the research cases and management levels presented in 

sections (4.1) interviews, (4.2) questionnaire-factor analysis, (4.2.8) open-ended questions, and 

(4.3) focus groups and interviews show that there are 12 common factors for successful CI 

across the participating organisations as follows:  

 
1. Availability of resources: The organisation’s management should set a realistic budget 

that supports the improvement process and provides the necessary resources, financial 

and non-financial.  

 
2. Communication: This factor focuses on improving communication levels, enhancing 

collaboration and sharing information and experience. This includes internal 

communication between management levels and organisation departments and external 

communication, which includes communication between organisations.  

 
3. Customer Focus: The term ‘customer’ includes all the direct beneficiaries of the service 

delivered by an organisation: external customers, such as people and organisations, and 

internal customers such as organisational employees and departments. Improving 
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customer service should include their feedback and needs, and the availability of a 

mechanism for updating employees regarding the changing needs of the customer. 

 
4. Decentralisation at the workplace: The key focus of decentralisation includes 

managers’ decisions, operational processes for delivering services and communication 

across organisational departments.  

 
5. Development and learning support: The organisation should provide adequate training 

that supports improvement activities. This includes training on job skills and solving 

problems using specific tools and techniques, and allowing employees to seek out 

learning and personal development and to participate in improvement activities.     

 
6. Employee Focus: This includes the empowerment and involvement of organisation 

employees in improvement activities, measuring employees’ satisfaction with their jobs, 

and acknowledgement of and respect for their efforts. 

 
7. Employees’ motivation system:  Employees should be encouraged to be productive and 

effective. A motivation system should include financial and non-financial incentives.   

 
8. Managers’ and employees’ commitment: This covers a readiness and promise on the 

part of all employees at all levels of the organisation to support improvement activities 

within their management levels. 

 
9. Organisational structure: Reviewing the current structure of the organisation, the 

management levels structure, responsibilities for improvement at each level and using 

technical support in improving communication and operational processes across the 

organisation.    

 
10. Process and management support: Changes in operational processes should focus on 

improvement and processes should be associated with cooperation between the 

organisation’s departments, management commitment and providing necessary 

resources to support the operational process. 

 
11. Strategic Performance Management: Integration of CI initiatives with strategic 

objectives, linking performance measurement with strategic objectives, and using an 

appropriate measurement method to assess organisational performance.  

 
12. Team problem-solving: Availability of improvement teams to help employees to solve 

the organisation’s problems and to support the improvement implementation process. 

These teams should cooperate across boundaries, at all levels of the organisation.  
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These factors could be considered as core factors for successful implementation of CI in the 

Saudi Arabian PSVOs. Moreover, these factors are considered as change requirements to 

implement CI, as suggested by participants in the follow-up interviews and focus groups 

(section: 4.3.4). Most of the previous factors were found common in CI studies that applied in 

different sectors, as discussed in the Literature Review Chapter (Part II, section: 2.4.3). 

However, there are further enablers found specifically in the Saudi Arabian public service 

environment. These enablers were discussed in focus groups and interview analysis (section 

4.3.5) and include employee accountability, equality and trust between employees and 

transparency.  

The findings of this research concluded that there were common key enablers of CI across 

research cases and management levels. These factors can be set as core CSFs of CI in the Saudi 

Arabian PSVOs. Moreover, the results indicated that the CSFs of CI, determined by this 

research, are compatible with findings of CI studies that applied in different sectors (section: 

2.4.3). However, the structure and the culture of the Saudi Arabian public service sector 

suggested that there were specific factors which required improvement in the Saudi Arabian 

public service environment (sections: 4.2.8 and 4.3.5).  

 
The main concern, after determining the CSFs for CI in the Saudi Arabian PSVOs, is that 

managers at each management level need to make efforts in terms of communication and 

cooperation to facilitate CI processes at their organisations. This study showed that the core 

factors for CI should be implemented as part of the organisation’s structure and objectives. The 

CSFs of CI in the Saudi Arabian PSVOs, determined in this research, can be used to set 

SMART goals for organisations. These goals are based on the CSFs of CI, need to be Specific 

and Measurable to enable assessment of the objectives, they must be Achievable, they should 

be challenging, and Result-based and focused on specific outcomes, and Timely to facilitate 

CI (Dyck & Neubert, 2010, p. 237). 

 
Moreover, creating room for improvement in the organisational structure and involving 

members of each management level in CI teams will help public service organisations to 

regularly and frequently improve and measure their performance. Improving organisational 

performance depends on the result of changes that occur at each level of management. These 

changes should be consistent between management levels. The research suggested that the 

CSFs of CI should be part of the organisation’s structure. However, this author has noticed 

that, although organisations have teams for improvement, these teams often lack the authority 

to implement their suggestions for change through their organisations. Therefore, top 
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management involvement is needed within improvement teams or their decisions need to be 

delegated to facilitate suggested changes and support improvement teams’ activities. Also, the 

role and commitment from other management levels is crucial to implementing the changes 

suggested by improvement team problem-solving.  

 
This research suggests that creating room for improvement in organisational structures and 

involving members of each management level in CI teams will help an organisation to regularly 

and frequently review its improvement plans, strategic goals, and management decisions. 

Senior managers of the top management board should be involved in these teams to help 

resolve any issues that the improvement teams face. Moreover, members of each management 

level should be involved in these teams to transfer the suggested changes at each of the 

management levels. 

 
The role of improvement teams should focus on improving organisational performance, solving 

issues that face the improvement process, cooperate with organisation departments to improve 

their internal performance and facilitate CI activities at the organisation. Also, these teams 

should make sure that their tasks are compatible with organisational objectives and the CSFs 

of CI.  

The role of senior managers in the Room for Improvement activities can be through two phases:  

First: a pre-implementation process which includes senior managers’ involvement within 

improvement teams to facilitate the process of improvement activities, allocate all the resource 

needed and ensure that improvement activities are compatible with organisational strategic 

objectives. Also, senior managers need to take in into account the external impact that may 

affect the strategic objectives, such as changes in the public service policies, which may have 

an impact on the improvement teams’ plans and tasks.  

Second: senior managers should review and evaluate the results of improvement activities 

before implementing the CI process. This will help senior managers to evaluate and measure 

if the outcomes of the improvement teams meet the CSFs of CI or need more efforts. Also, 

senior managers will be able to include a new CSF of CI if it is required and update the existing 

CSFs of CI at the organisation.   

 
The “Room for Improvement” framework derived from this research consists of the CI factors, 

improvement teams that consist of members from each management level, and senior 

managers’ involvement in the improvement teams (Figure 31, p.200).  

Senior management commitment and involvement in improvement teams will help to 

overcome the challenge of the centralisation culture found within the public service sector and 
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help teams to implement changes for improvement. Senior managers from the top management 

board should participate in improvement teams through leading improvement teams or work 

as supervision for these teams to ensure improvement activities are compatible with 

organisational objectives and facilitate the role of improvement teams across the organisations. 

Senior managers’ involvement will enhance managers’ and employees’ commitment, support 

availability of resources, and improve the communication between management levels. 

Employees at all levels will be able to know and understand their top management level CSFs 

and vice versa. Furthermore, managers at top management level will be able to plan, 

implement, measure, and understand the required enablers at each management level and 

update organisational CSFs as well as reviewing strategic objectives during and after 

improvement activities.  
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Figure 31: Room for improvement framework, source :The Author  

 

Further, the improvement teams at PSVOs require skills and proper training on how to use 

improvement tools and techniques to solve problems and facilitate CI implementation. This 
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training should be given also to lower service organisations that deliver direct services to the 

public. Many improvement tools were used in the public, private and manufacturing sectors to 

solve problems and improve organisational performance (Ticklea, Adebanjob, Mannc, & 

Ojadid, 2015, p.355). Selecting the appropriate improvement tool depends on the 

organisation’s current situation, its future strategies and objectives, the availability of resources 

and the practical issues it faces in its efforts to improve its performance. Although this research 

has focused on the strategic level by determining the CSFs of CI and does not intend to explore 

the practical issues, it would be useful to identify a number of improvement tools to draw to 

the attention of managers and improvement teams at Saudi Arabian PSVOs, thereby supporting 

their efforts and facilitating CI implementation. 

This author suggests a set of improvement tools that could be applied to the Saudi Arabian 

public service environment, including, but not limited to, A3 problem solving, Checklist 

manifesto, Idea management, Kaizen events, Kata management, Leader standard work, Nudge 

psychology, Overall professional effectiveness, Soft system methodology, Strategy 

Deployment, Training within the industry, and Visual management.  

The following provides a brief description of these improvement tools to give Saudi Arabian 

PSVOs with an idea of the possible tools and approaches that could support their efforts in 

solving problems and improving their work processes. 

 

5.5 Suggested Improvement tools 

5.5.1 A3 Problem Solving  

A3 is a structured approach for problem solving and continuous improvement. A3 refers to the 

international standard sheet of paper that is applied as a standardised problem-solving 

methodology that incorporates the PDCA cycle, a standard report format, and a standard 

documentation method, and a powerful mentoring and coaching approach for the organisation 

(Bicheno & Holweg, 2016, p. 69). Shook (2010, p. 32) emphasises that the identification and 

understanding of a problem is the first step toward the improvement and resolution of a problem 

in an organisation. Problems can occur as a presenting problem that immediately faces an 

organisation, a problem in work processes, during maintenance level of performance, or as a 

gap between current and desired level of performance. A3 can be used for several purposes, 

including planning, managing budgets and resources, monitoring processes, improving 

communication between management levels and problem solving. The A3 method can be 

applied at different organisational levels for routine problem solving, a supplement to process 
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mapping, a record-keeping tool for Kaizen events, a supplement to policy deployment, as a test 

method to evaluate new employees, and as a tool for employee performance development 

(Bicheno & Holweg, 2016, p. 71). Implementing A3 could support improvement teams at 

Saudi Arabian PSVOs to solve issues that face improvement efforts, such as the lack of a 

measurement mechanism at ED, MU, SI and SP, the lack of integration of improvement 

activities with organisational objectives at ED, MU and SP, deficiencies in resources at CS ED, 

HC, MU and TR, and lack of process management at ED, FS, HC, MU and SP. 

5.5.2 Checklists 

A checklist is an improvement tool that aims to remind employees of necessary steps to 

improve work processes and avoid failure. The purpose of a checklist is to reduce the number 

of uncertainties in a complex procedure. Checklists can help improvement teams to assess their 

processes and procedures, deal with unexpected problems as a team, support team members to 

check their progress during improvement processes (known as “team briefing”). Checklists can 

also help experts to remember how to manage complex processes by making priorities clearer 

and prompting individuals to function better as a team. Gawande (2010, p. 120) argues that a 

good checklist needs to be precise, simple, efficient, to the point, and easy to use, and that it 

should only be used with regard to important work elements. Implementing a Checklist tool 

could support improvement teams at Saudi Arabian PSVOs to check their work processes. 

Also, a Checklist will help employees at all levels of the PSVOs to complete their tasks and 

reduce the errors in their work processes.   

5.5.3 Idea management  

Idea Management is a structured process for capturing and organising ideas from employees 

and evaluating those ideas in order to improve organisational performance (Bicheno,2012, p. 

278). Implementing idea management in an organisation system will encourage employees to 

suggest ideas that support performance improvement, employees’ involvement, employees’ 

motivation and increase employees’ creativity. Implementing Idea Management could support 

Saudi Arabian PSVOs to address improvement issues including lack of employees’ 

involvement across participating organisations, lack of team problem-solving practices at MU, 

TR and SP, ineffective reward systems to motivate employees and centralisation of decisions, 

operation processes and communication at Saudi Arabian PSVOs, and lack of improvement 

culture at ED, HC, MU, SI and SP. Idea management involves a six-step process: 

1. Communicate a vision by creating ideas that continually support an organisation’s aims 

and vision. 
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2. Generate ideas continually as part of “everyday ideas” practice, such as improving 

customer experience.   

3. Evaluate all ideas, whether good or bad, and give feedback on them. 

4. Select and implement good ideas quickly and provide recognition and rewards to the 

individual or team who came up with the idea.    

5. Communicate and spread good ideas across an organisation to take full advantage of 

them.  

6. Create a culture of idea management across an organisation’s various levels to better 

facilitate the implementation of good ideas.  

5.5.4 Kaizen Event 

A Kaizen event (or Kaizen Blitz) is a formal activity that organisations can use to achieve rapid 

improvement and change organisation culture (Martin & Osterling, 2007, p. 21). Kaizen events 

create a structured environment that can help improvement teams to identify and remove waste, 

solve problems, develop low-cost activities, and implement improvement. Kaizen events help 

managers to focus on creating strategies and empower employees to design and implement 

tactical solutions to different problems. Martin and Osterling (2007, p. 26) state that effective 

Kaizen events within an organisation require certain characteristics: they should be value 

stream driven, involve total employee involvement and cross-functional teamwork, last for a 

short duration (typically between two to five days), and set measureable objectives based on 

customer expectations and organisational targets rather than what teams believe to be possible. 

Kaizen events produce rapid returns with little investment, help to develop innovative solutions 

to problems, and facilitate rapid decision-making and real-time leadership. Moreover, a Kaizen 

event requires a skilled facilitator who can develop new process training and innovative 

thinking and help teams to implement improvement activities, as well as plan to achieve 

sustainability and workforce development. Implementing successful Kaizen events requires 

leadership commitment, workforce communication, training on Kaizen events, the 

identification of processes to be improved, Kaizen team composition planning, event planning, 

event execution, and event follow-up (Martin 2014). 

5.5.5 Kata  

A Kata is a structured way to create a culture of continuous learning and improvement at all 

levels of an organisation. Rother (2009, p. 15) defines Kata as a structured practice routine or 

protocol that eventually becomes second nature or habit. Kata management supports 

improvement teams to follow achieving organisation goals and make team decisions more 
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autonomously. The Kata management consists of two fundamental concepts: the first involves 

the development of a routine to transition from a current situation to a new situation in a 

creative and meaningful way, whereas the second helps to guide teams through a four-step 

process that focuses on learning and improving ways of working (Rother, 2009, p. 18). The 

improvement Kata helps an organisation to learn more about its own processes and makes CI, 

via the scientific problem-solving method of PDCA, a daily habit. Both the improvement Kata 

and the coaching Kata involve continuous processes to develop scientific skills and mindsets 

through work. Improvement Kata and coaching Kata could support improvement teams at 

Saudi Arabian PSVOs to create a culture of improvement at all levels of the organisation, such 

as addressing the lack of improvement culture that was found in organisations ED, HC, MU, 

SI and SP. 

5.5.6 Leader Standard Work  

Leader Standard Work (LSW) involves the creation of guidelines that provide structure and 

routine for leaders at different levels of management (Mann, 2005, p. 25). LSW provides a 

systematic way that allows leaders at all level to a dual focus on process and results. Moreover, 

it includes a checklist of leadership activities that are performed on a daily, weekly and monthly 

basis. LSW supports an organisation to reduce variability of work processes that can destabilise 

production processes due to changes of leaders, monitoring leaders’ performance, helping 

leaders to identify and record best practices for management to improve performance, 

providing instructions for leader work, reducing ambiguity at work processes and enhance 

managers’ accountability at all levels of the organisation. Implementing LSW will help 

managers at Saudi Arabian PSVOs to improve work processes, measuring and monitoring 

performance, enhance managers’ accountability, and address issues that face improvement 

efforts, such as lack of management commitment at ED, HC, MU, SI, TR and SP, lack of 

process management at FS, HC, MU, SI, TR and SP, lack of improvement culture at ED, HC, 

MU, SI and SP, and lack of managers and employees accountability at CS, HC, MU, SI and 

SP.  

5.5.7 Nudge 

Nudge is a way of steering people’s behaviour in a certain direction and encouraging them to 

make a certain decision, though without forcing them to do so. Thaler and Sunstein, (2008, p. 

6) define Nudge as “any aspect of the choice architecture that alters people’s behavior in a 

predictable way without forbidding any options or significantly changing their economic 

incentives”. The Nudge concept was used widely by UK and US governments to improve 
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public services. Nudge is a low-cost way that remind, alert, or warn people, thereby pushing 

behaviours in powerful ways. Nudges can be used in different forms to improve services 

delivered to the public. For example, a Nudge can come in the form of default rules, such as 

automatic enrollment in healthcare plans, the simplification of a service system and design, or 

the emphasis of social norms that individuals should follow. Implementing Nudges could help 

Saudi Arabian PSVOs to improve design of public services, shifting employees’ behaviour and 

implementing CI activities, allow employees to complete their tasks and facilitate change 

implementation at the organisations (Ebert & Freibichler, 2017, p. 2). Moreover, applying 

Nudge psychology could support Saudi Arabian PSVOs to improve their motivation systems, 

enhance managers and employees’ commitment, and create a culture of CI.  

5.5.8 Overall Professional Effectiveness  

Overall Professional Effectiveness (OPE) involves recording and deducing problems in work 

processes in order to improve performance (Bicheno, 2012, p. 299). OPE consists of three 

elements: Availability, Performance, and Quality. These elements are related to the six big 

service losses: 

 Availability loss refers to (1) breakdowns or service delivery failures and (2) start-up losses 

and waiting. 

 Performance loss refers to (1) unplanned interruptions and (2) using inefficient methods. 

  Quality loss occurs as a result of (1) process errors, and (2) customer and employee errors 

that cause delays or reworking.  

Recording these losses via OPE allows for comparative analysis of professional effectiveness 

that helps lead to the development of best practices. OPE can be applied at different levels of 

a service organisation, such as the individual or group level. Group-level OPE involves analysis 

of groups working on similar tasks, whereas value stream OPE examines the end-to-end 

performance of all sections and groups that deliver a service. OPE is an effective method for 

improvement that can be extended to include people, machines and entire systems to improve 

full service delivery. Implementing the OPE method could help improvement teams at Saudi 

Arabian PSVOs to solve problems in work processes and define best practices for improvement 

within the organisations.  

5.5.9 Soft Systems Methodology  

Soft Systems Methodology (SSM) was originally developed in the 1970s by Peter Checkland 

as an approach for tackling problematic situations that might be encountered in management 

within organisations. SSM is “an action-oriented process of inquiry into problematic 
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situations in which users learn their way from finding out about the situation, to taking action 

to improve it”. (Checkland & Poulter, 2010, p. 191). Implementing SSM could help Saudi 

Arabian PSVOs to improve public services and resolve issues that face improvement efforts, 

such as ineffective operational structure and process management at ED, FS, HC, MU and SP, 

lack of effective communication and sharing information between departments at FS, HC, MU, 

SI, TR, and SP. The SSM consists of seven basic steps, as follows: 

 Identifying, understanding, and providing descriptions of a current problem, whether it be 

related to management, work processes, service systems, or service designs. This step 

requires the involvement of those who are affected by a given problem to identify issues 

that need attention.  

 Building a rich picture of a situation to provide a deeper understanding of it, including its 

processes and potential problems. A rich picture includes visual information from the 

widest range of sources.  

 Selecting perspectives and building root definitions of relevant systems. Applying the 

CATWOE technique as a checklist to ensure the important elements of root definitions are 

considered. The elements of CATWOE are: Customers and other stakeholders, Actors, or, 

people who perform activities in the transformation and implementation of solutions, 

Transformation processes, including inputs and outputs, Worldview of a system, Owners 

of the system or decision-makers, and Environmental factors that may constrain 

transformation processes.  

 Developing a conceptual model of a system of change that identifies activities, boundaries, 

interconnections, flows, and influences.   

 Comparison of the model with a real-world situation and identifying gaps.  

 Defining a list of required changes to be implemented.  

 Developing an action plan to implement required changes in an organisation, such 

asimproving the design of a service or service process, or solving problems related to work 

processes or service delivery.  

5.5.10 Strategy Deployment  

Strategy Deployment, also referred to as Hoshin Kanri, is a method to ensure that the strategic 

goals of an organisation drive progress and action at every level within the organisation. The 

main goal of Strategy Deployment is to achieve management goals through the enhancement 

of an organisation’s overall capabilities, the execution of unified policies and plans, and the 

optimal deployment of major resources, such as employees and finances, with a mind for 
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quality, cost, and timing (Tennant & Roberts, 2001, p. 263). The Strategy Deployment process 

seeks to translate top level goals into specific measures for lower levels within an organisation, 

as well as to align the goals of an organisation at the strategic level with the plans of middle 

management and the work of all employees at the tactical and operations levels, respectively 

(Bicheno & Holweg, 2016, p. 111). Moreover, the Strategy Deployment process requires to 

clearly understand the organisational goals of employees at all levels and employee 

involvement in the development of action plans to ensure that all levels of an organisation are 

moving in the same direction, reviewing processes using PDCA to create a CI environment to 

improve performance, and establish visible displays of information (Lee & Dale, 2007, p. 155). 

According to Bicheno (2012, p. 330) Strategy Deployment can be used in two ways: in a 

command-and-control way, with top-down objectives established with little discussion, or in a 

systematic way, which requires the development of plans to meet system requirements. The 

implementation of Strategy Deployment helps organisations to eliminate waste in performance 

or work processes, improve communication between management levels, integrate strategic 

objectives with tactical daily management, apply the PDCA cycle to management processes 

and create a CI culture, increase consensus within an organisation and support cross-functional 

management integration. Implementing Strategy Deployment would support Saudi Arabian 

PSVOs to address issues related to lack of integration of improvement activities with 

organisational objectives at ED, HC, MU and SP, lack of communication and sharing 

information between departments at FS, HC, MU, SI, TR and SP, deficiencies in resources at 

CS, ED, HC, MU and TR, and lack of design process that supports improvement at ED, FS, 

HC, MU, SI and SP. The PSVOs require proper training and commitment at all levels to 

implement Strategy Deployment and create a culture of improvement.  

5.5.11 Training Within Industry  

Training Within Industry (TWI) is a training programme that involves hands-on learning and 

practice concerning essential skills for supervisors, team leaders or anyone who directs the 

work of others (Graupp & Wrona, 2016, p. 13). TWI consists of three training models for 

supervisors or team leaders: job instruction, job methods, and job relations (Graupp & Wrona, 

2016, p. 11; Bicheno & Holweg, 2016, p. 147).  Job instruction involves quickly training new 

employees to do their jobs correctly, safely and conscientiously, which leads to less waste and 

reworking, as well as fewer mistakes and accidents. In job relations training, the aim is to 

provide supervisors and team leaders with basic behaviours to be followed in organisations, 

including motivation and communication skills. The focus of this training is on understanding 
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different situations and teaching supervisors to take the appropriate actions in them. Job 

methods training aims to train supervisors and team leaders on problem identification, analysis 

and improvement skills. Implementing TWI in Saudi Arabian PSVOs could improve employee 

cooperation by creating positive relationships between employees, standardising work methods 

and processes, solving problems efficiently and effectively, teaching supervisors and team 

leaders how to quickly and correctly train employees, reducing training times and creating a 

safe work environment. Moreover, implementing TWI will support Saudi Arabian PSVOs to 

address the issue related to lack of training skills that focus on CI.  

5.5.12 Visual management 

Visual management is an improvement technique that aims to ensure that an organisation’s 

core values, goals and culture are aligned with its vision and mission, as well as helping 

employees to focus on critical goals and maintain strong commitment (Liff & Posey, 2004, p. 

45). Galsworth (2011, p. 14) defines a visual workplace as “a self-ordering, self-explaining, 

self-regulating, and self-improving work environment where what is supposed to happen does 

happen, on time, every time because of visual devices.” Visual management can assist 

improvement teams in Saudi Arabian PSVOs to better follow work processes, to identify errors 

or problems in processes or communication across an organisation, to design forms, and to 

simplify and effectively present quality information. Moreover, implementing visual 

management in the organisations’ processes will support improvement teams to address issues 

that face improvement efforts, such as lack of process management at ED, FS, HC, MU, SI and 

SP, and lack of communication and sharing information between departments at FS, HC, MU, 

SI, TR, and SP. 

 

The suggested improvement tools that were mentioned in section 5.5 and subsequent sections 

could be applied at Saudi Arabian PSVOs to support managers and improvement teams’ efforts 

in solving problems and facilitating CI implementation. However, as discussed in sections 1.4 

and 5.4, this research reflects a high strategic level by determining CSFs of CI and not 

exploring practical aspects. Therefore, addressing the selection, the deployment or usage of 

any specific tools or approaches for CI can be suggested for further work. The following 

discusses the views of participants around the priority of CI factors in the Saudi Arabian 

PSVOs. 
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5.6 CSFs Ranking  

The ranking of CSFs analysed a list of common success factors of CI that were identified in 

the reviewed studies on CI (section 2.4.4). In the interviews and questionnaire, participants 

were asked to rank a list of common success factors where 10 is the most important factor and 

1 is the least important. The aim of this question was to confirm the views of the senior 

managers and the participants in the questionnaire of the most important CSFs of CI at their 

organisations. The interviewees were asked to rank a list of ten CI factors twice at different 

times to identify if there was a change in the participants’ views and to confirm their ranking 

of the important factors for successful CI at their organisations. The time between the first and 

second rounds was nearly three months, to see to what extent CSFs are sustainable in their 

ranking and which factors stand out as the most important factors.   

 
The analysis of the first round of CSF ranking lists showed that leadership commitment ranked 

as the most important success factor of CI followed by training and learning, while 

communication and teamwork were less important factors. The second round of ranking 

showed that top management commitment, training and learning remained as the most 

important factors but there were variations in the respondents’ ranking for other factors. 

Moreover, a comparison between the two rounds of ranking, as presented in Figure 32, showed 

that top management commitment, training and learning, ongoing measurement and customer 

focus stood out as core factors for CI, confirming the factors that are frequently common in CI 

studies across different sectors. 

 
Figure 32: CSFs of CI ranking (based on two lists), source: The Author  

 

This suggests that ranking of CSFs might differ from time-to–time, depending on the 

organisation’s situation and any changes that occur at strategic and operational levels. This 

claim is supported by the views of two senior managers. The first manager indicated “The 
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CSFs exist in organisations to help managers to see what needs to be done to improve 

performance. However, CSFs are not stated in order as requested because of changes in the 

organisational environment and what is important now might not be important in the near 

future. So I expect that when you ask me as manager after a couple of months you will find 

different ranking and this will indicate that there are efforts of improvement in progress”. The 

second senior manager indicated that “There are some areas at the organisation which require 

priority to meet target objectives. So there is a change over time in the senior manager’s 

interest. However, there are core factors which stand permanently which are considered as 

fundamental parts of organisation policy such as commitment from organisation members and 

training...etc.”. The analysis of the two lists showed that senior managers of Saudi Arabian 

PSVOs were agreed that top management commitment, training and learning, customer 

management and ongoing measurement were on the top of the CSFs list, while teamwork and 

organisational culture stand as less important factors in CI. However, one of the Development 

Managers commented that "Ranking teamwork factor on the bottom of the CSFs list does not 

mean this factor is less important at our organisation. The priority of CSFs at the organisation 

depends on the current situation and the impact of internal and external changes on the 

organisation. Creating a culture of teamwork between organisation departments is seen as an 

essential part for achieving performance targets. However, once top management board shows 

concern about the role of this factor in improvement activities then it will take its place as a 

high priority factor at our organisation”. The results of both lists showed that the senior 

managers ranked leadership commitment as the most important success factor of CI and 

effective teamwork as the least important factor (Table 38).  

 

CSFs of CI ranking 

Ranking Score:  10 

=High, 1=Low 

Top management & leadership commitment  10 

Training & learning  9 

Customer Focus  8 

Ongoing measurement & improvement 7 

People management (Empowerment & Involvement) 6 

Integrate CI into organisation objectives  5 

Communication 4 

Process management 3 

Organisational culture 2 

Teamwork 1 

Table 38: Ranking the Important CSFs of CI (Managerial Perspective), source: The Author 
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In the questionnaire, the ranking of CSFs examined the variation between management levels 

across the research cases compared with the literature and the views of the senior and 

development managers. The analysis of CSFs ranking, presented in Table 39, shows the 

ranking score of CSFs across research cases. The ranking score indicated that training and 

learning, and top management commitment and integrating CI into organisational objectives 

are the most important factors, ranked by participants, for successful CI in research cases. 

However, the organisational culture factor appeared at the bottom of the ranking list in 

organisations CS, ED, HC, MU and TR. This result might refer to the priority of other 

improvement factors in changing the culture at these organisations, such as top management 

and leadership commitment, training and learning, and integrating CI into the organisational 

objectives. 

CSFs ranking  
Ranking Score:  10 =High, 1=Low 

CS   ED FS HC MU SI TR SP 

Communication 8 4 2 8 7 6 2 6 

Customer Focus 7 8 1 7 6 8 6 9 

Integrate CI into organisational objectives 4 7 3 9 9 5 9 8 

Ongoing measurement & improvement 3 6 5 2 2 2 7 5 

Organisational culture 1 1 6 1 1 4 1 4 

People management (Empowerment & 

Involvement) 
6 5 4 3 5 3 4 3 

Process management 2 2 7 5 4 7 8 1 

Teamwork 5 3 8 5 3 1 5 2 

Top management & leadership commitment  10 9 10 4 8 9 3 7 

Training & learning 9 10 9 10 10 10 10 10 

Table 39: CSFs ranking score across research cases (Participants’ views in questionnaires), 

source: The Author 
 
Further analysis of the CSFs ranking in relation to the participant’s management level, shown 

in Figure 33, indicated that training and learning, top management commitment and strategic 

objectives factors are the most important factors, agreed by participants across management 

levels. Moreover, the views of managers at the top management level (Figure 33) are consistent 

with senior managers’ views in interviews in terms of ranking CI factors (Table 38).   
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Figure 33: CSFs of CI (Participants’ Rankings), source: The Author 

 

Furthermore, these factors were found more frequently in CI studies across different sectors 

which suggests the importance of these factors in the CI process, as discussed in section: 2.4.3. 

However, the analysis of the CI factors indicated that these factors are viewed differently at 

each management level. The training and learning factor, for instance, can be seen by senior 

managers as a strategic choice to support human resources, as an organising and tactical 

support activity at the middle level to improve employees’ skills, and as a facilitator to 

complete functional tasks at the lower levels, and as a skill that helps employees to complete 

job tasks.  

 
Considering the most important CSFs across the research cases, the analysis presented in Table 

40 shows the average score of CSFs ranking among the research cases and management levels.  

 

CSFs of CI ranking 

Ranking Score:  

10 =High, 1=Low 

Training & learning  10 

Top management & leadership commitment  9 

Integrate CI into organisation objectives and across boundaries 8 

Customer focus  7 

Communication 6 

Teamwork 5 

People management (Empowerment & Involvement) 4 

Process management 3 

Ongoing measurement & improvement 2 

Organisational culture 1 

          Table 40: Ranking CSFs of CI in the participating PSVOs, source: The Author. 
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The findings demonstrate that training and learning, followed by top management commitment 

and leadership, integrating CI into organisational objectives, customer focus, and 

communication, are ranked as the top five important factors for CI in the views of Saudi 

Arabian public service employees. Further analysis of the CSFs ranking for each of the eight 

organisations is presented in Appendix 11.   

This chapter discussed the main findings of the interviews and questionnaire. It showed that 

the results determined the common CSFs of CI in the Saudi Arabian PSVOs and across 

management levels. The results answered the main question of this research that focused on 

determining the CSFs of CI in the Saudi Arabian PSVOs. Moreover, the analysis showed the 

important factors that lead to improving participating organisations’ performance. The CSFs 

of CI that are defined in this research are considered as the core CSFs of CI in the Saudi Arabian 

PSVOs.  
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Chapter 6:  Conclusions and 

Recommendations 
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6.1 Overview  

This chapter provides a summary of the major findings that answered the research questions to 

determine the CSFs of CI in the context of the Saudi Arabian PSVOs. The findings and 

contribution stage (Figure 34) here shows how and why this research is important to knowledge 

and practice. Additionally, the chapter presents the limitations of the research phases, and 

provides recommendations and suggestions for further work. 

The main objective that drives this research is determining the core successful factors of CI in 

the Saudi Arabian PSVOs. This objective has been achieved by investigating and answering 

the following questions: 

1- What are the factors that senior managers of Saudi Arabian public service organisations 

believe keep organisations pursuing continuous improvement? 

2- What are the common success factors of CI that are described in the literature? 

3- What are the differences between Saudi Arabian public service organisations in relation 

to improvement factors? 

4- What are the issues that hinder or restrict Saudi Arabian public service organisations 

from on-going improvement?  

5- What are the key factors that need to be considered at each management level of the 

public service sector to facilitate CI initiatives? 

 
Figure 34: The findings and contribution stage (B), source: The Author 
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6.2 Research process summary   

 

The research has explored CI in the Saudi Arabian PSVOs by interviewing senior managers as 

key facilitators for CI. The interviews were conducted to determine the common factors for 

successful CI implementation from the senior management perspective. The qualitative data 

from the interviews were analysed using an examined template analysis (section: 3.12.2). The 

interview questions and analysis protocol were reviewed by a panel of experts and obtained 

evidence of construct validity. 

 

 In the second phase, academic studies that focus on the CSFs of CI were reviewed to identify 

successful factors for CI implementation in the public and private sectors and to determine 

common factors (section: 2.4.4). Moreover, the findings of the interviews supported by the 

literature review findings were used in designing the research questionnaire.  

 
The questionnaire was designed using closed and open-ended questions, rather than relying on 

only one type of question, to gain more details of participants’ views, allow participants to 

explain their views and to assess the implications of CI on the Saudi Arabian public service 

organisations. Test and re-tests of the questionnaire were conducted with employees from 

public service organisations to evaluate the reliability of the research instrument. Moreover, 

factor analysis has been carried out to assess the construct validity and to reduce the 

questionnaire items into a small number of factors. Furthermore, two types of analysis methods 

were used to analyse the outputs of open-ended and closed questions (sections: 3.12.2 & 

3.12.3).  

 

In the last phase of data collection and analysis, the key findings from the quantitative and 

qualitative data were discussed with a group of volunteers who agreed to participate in focus 

groups and interviews. The findings of these focus groups and interviews were analysed using 

content analysis to support the quantitative and qualitative findings (section: 3.12.4).  

A summary of the research conclusions for the research questions is presented in Table 41. The 

subsequent sections provide a detailed conclusion for each of the research questions.  

6.3 Conclusions of Research findings   

This section presents a summary of the major findings and provides conclusions and final 

remarks to meet the research objectives.  
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Question Key Conclusions Section 

Q1 

 The results of core comparison analysis between the research cases 

concluded that 11 factors are common between the research cases 

and agreed by senior managers for successful CI in the Saudi 

Arabian context. 

4.1.3.5 

Q2 

 The result of reviewing 103 studies on CSFs of CI using the 

systematic review approach concluded that there are 23 factors for 

successful improvement.  

 Ten factors of the 23 were found to be common for successful CI 

across different sectors. 

2.4.3 

Q3 

 The result of qualitative and quantitative data showed that there are 

differences in the views of participants across management levels 

and across the research cases towards improvement efforts.  

 The result showed that there are significant differences between the 

research cases in determining improvement efforts.   

 There are significant differences in views of participants across 

management levels to implementation of improvement factors.  

4.2.7 

Q4 

 There are 20 obstacles that hinder CI implementation at Saudi 

Arabian PSVOs.  

 Six common obstacles were found in all participating Saudi 

Arabian PSVOs: Centralisation of decision, operation processes 

and communication, Ineffective communication in organisations, 

Lack of commitment at different management levels, Lack of a 

motivation system, Lack of development and training using 

specific tools and techniques, and Lack of organisational culture 

that support CI. 

4.1.3.4 

& 4.2.9 

Q5 

 The results across research cases and management levels 

concluded that there are differences in determining CSFs of CI 

between organisations in one sector. 

 The result across research cases and management levels concluded 

that there are 12 common critical factors for successful CI in Saudi 

Arabian PSVOs. These factors are compatible with the findings of 

the reviewed studies. However, the results found other CSFs of CI 

that were specific to the Saudi Arabian public service environment.  

 The result determined CSFs of CI in each level of the Saudi 

Arabian public service structure.  

5.4 

Table 41: Summary of key conclusions, source: The Author 

 

6.3.1. Common Factors that senior managers believe keep 

organisations pursuing continuous improvement 
 
The CI initiatives in the Saudi Arabian PSVOs have been explored and those factors that keep 

organisations pursuing continuous improvement determined. Using a semi-structured 

interview, 15 senior managers of eight Saudi Arabian PSVOs were interviewed and discussed 

their job role to facilitate CI at their organisations. Moreover, the interviewees identified areas 
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that have been improved in the organisations and the factors that they believed kept 

organisations pursuing continuous improvement.  

 

The findings of the interviews indicated that senior managers agreed that their role in relation 

to CI could be through focusing on services that are provided to customers, and committing to 

achieve organisational objectives. Also, senior managers believe that they are responsible for 

providing resources, supervising employees, driving the changes in the organisation, focusing 

on the organisation’s plan, managing the organisation’s performance, and resolving issues. 

The interviewees identified a list of 21 success factors for CI in the Saudi Arabian PSVOs. The 

core comparison analysis between the research cases concluded that 11 factors are common 

between the research cases and agreed by senior managers for successful CI in the Saudi 

Arabian context (section 4.1.3.5). These factors include commitment from the organisation’s 

managers to CI plans, integration of CI initiatives with strategic objectives, customer services 

delivered by the organisation, internal and external communication, flexibility of work 

processes, continuous measurement of organisation results, training for employees on 

management skills, organisational culture, availability of resources, the use of IT to support the 

organisation’s activities, and transfer of paper-based work to electronic work (Jurisch, Ikas, 

Palka, Wolf & Krcmar, 2012; Pedersen & Huniche, 2011; McAdam & Donaghy, 1999; Kumar 

& Bauer, 2010; Radnor et al., 2006; Moneim, 2009; Fryer et al., 2007).  Determining these 

common 11 factors provides answers for the first question of this research: to investigate Saudi 

Arabian PSVOs senior managers’ thinking and beliefs regarding CI. Moreover, these 

improvement factors provided a basis for designing the research structure and were used in 

designing the research questionnaire to evaluate the views of each organisation’s employees 

on the implementation of CI.  

The conclusion that can be drawn from these interviews is that there are 11 factors for 

successful implementation of CI in the Saudi Arabian PSVOs. 

6.3.2. Common success factors in CI studies list of CSFs across 

sectors  

 

The second research question aimed to determine the common success factors of CI that have 

been identified in the literature. The academic studies covered in this research were selected 

based on their relevance to CI and CSFs. The keywords of the research topic and alternative 

keywords that have similar meanings were identified. Relevant databases and academic 

journals were selected for the literature review.   
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This work reviewed 103 papers that focus on CI concepts and CSFs. These papers included 

studies in the public, private and manufacturing sectors, because there are only a limited 

number of studies that focus on CI in the PS. The result of reviewing relevant literature was a 

list of 23 CSFs for CI (section: 2.4.3). Moreover, ten factors of the 23 were found to be common 

for successful CI across different sectors. These factors are: 

1. Management commitment & leadership 

2. Training & learning  

3. Employee focus (includes empowerment and involvement)   

4. Customer focus 

5. Teamwork 

6. Communication 

7. Focus on Strategic objectives and goals / integration of CI into strategic objectives 

8. Organisational culture 

9. Ongoing measurement& improvement 

10. Process management 

 

In the context of the PS, there are 24 studies that discussed CI in the PS and 9 of these studies 

were undertaken in developing countries. The result of reviewing these CI studies in the PS 

was identification ten common factors of CI found in PS studies that are compatible with the 

findings of studies that applied to other sectors (section: 2.4.3). Moreover, the research found 

that factors including management commitment and leadership, training and learning, 

and employee focus were the most frequent factors reported in studies that applied in the 

public, private, and manufacturing organisations (e.g., Abdul Hamid, 2011; Goh, 2000; 

Holden, 2011; Muhamad, & Kamis, 2003; Jørgensen, Boer & Gertsen, 2003; De Jager et al., 

2004; Jaca, Viles, Mateo, & Santos, 2012).  

The conclusion that can be drawn from the reviewed studies is that there are 23 factors for 

successful CI, of which ten factors were found common across different sectors. In addition, it 

can be concluded that the list of CI factors produced by the interviews in this research is similar 

to the list of CI factors found in the CSFs of CI studies across sectors. 

The common successful factors for CI found through reviewing relevant studies were 

combined with common factors for CI that were explored by senior managers in the Saudi 

Arabian PSVOs to design the research questionnaire.   
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6.3.3. The differences of CI practices between public service 

organisations in the views of their employees 

 

The third research question addressed the differences of CI practices between Saudi Arabian 

PSVOs. A questionnaire was used to examine the experiences of each organisations’ 

employees, across the management levels, on the implementation of CI. The questionnaire was 

distributed to 1198 employees of the eight participating Saudi Arabian PSVOs for self-

completion. The response rate was 648, i.e. 54.09% of the total population (section: 4.2.3). The 

views of participants were assessed using quantitative and qualitative data analysis. The 

questionnaire examined 45 improvement practices generated from the findings of sections 

2.4.4 and 4.1.3.5. The result of conducting factor analysis concluded with 40 improvement 

practices that were classified into seven factors. These factors are: development and learning 

support, communication, strategic performance management, customer focus, process and 

management support, employee focus and team problem-solving. The statistical analysis of 

these seven factors across Saudi Arabian PSVOs showed that participants were neutral in their 

views towards improvement practices. However, the analysis also showed that there are 

significant differences in the views of participants across the research cases.  

 

The study has found that there are differences depending upon the individual’s position in the 

organisation and that there are also differences between individuals in the same position in 

different organisations. The analysis of the questionnaire data showed significant differences 

between the research cases regarding development and learning, communication, strategic 

performance management, employee focus and team problem-solving factors (see analysis and 

discussion in chapter 4, section: 4.2.7). These factors indicated that there are differences 

between the research cases in preparing for and implementing CI. 

 

Considering the differences in the views of participants in relation to their management level, 

the study concluded that there is a significant difference in the views of participants across 

management levels in improving communication, process and management support and 

employee focus factors. This result indicated that there are different views regarding the status 

of improvement factors at each management level (section: 4.2.7.1) and that Saudi Arabian 

PSVOs differ in applying CI practices as discussed in the analysis and discussion chapter 

(section: 4.2.6). Furthermore, the statistical analysis of the differences across organisations and 

management levels showed that there are significant differences between the research cases in 
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terms of applying CI to communication, strategic performance management, process and 

management support, and team problem-solving factors (section:  4.2.7.2). 

In relation to the qualitative analysis of the questionnaire, 20 factors for successful CI were 

reported by the participants in response to the open-ended questions. The analysis showed nine 

common factors reported by all research cases: availability of resources, communication, 

decentralisation at workplace, effective teams for improvement, managers and employees’ 

commitment, a motivation system, organisational structure, process management, and training 

and learning. However, the findings showed the differences between employees at all levels on 

six factors: decentralisation at the workplace, organisational culture, organisational structure, 

sharing experience, technical support, and trust between managers and employees. 

 

The comparison between qualitative and quantitative results indicated that there is a similarity 

between both results in identifying improvement factors. The statistical analysis determined 

seven factors for improvement that were also suggested by participants in the analysis of the 

qualitative data. This result reinforces the validity of the research findings by achieving similar 

answers using different methods of data collection and analysis.  

 

The findings of the questionnaire were discussed with 32 participants, 21 were involved in four 

focus groups, and 11 were interviewed to discuss the outcomes of the questionnaire (section: 

4.3). The findings of these interviews and focus groups indicate that implementing CI at Saudi 

Arabian PSVOs requires full commitment and cooperation from both management and 

employees, training on using improvement tools and techniques, continuous measurement of 

management and employees’ performance, and focus on services that are delivered to 

customers. Moreover, the findings from the interviews and focus groups list 13 steps to enable 

improvement at Saudi Arabian PSVOs (section: 4.3.4).   

  

Examining the implementation of CI at the research cases showed that there are differences 

across the research cases and management levels towards determining and implementing 

improvement factors (section: 4.2.10). Although the research cases operated similar systems 

and structures as normal in the PS, the level of management commitment, communication and 

collaboration, process and employees’ management are different across the research cases. 

Therefore, the conclusion that can be drawn here is that, despite operating in a similar manner, 

these organisations have different approaches to CI.   
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6.3.4 The issues that hinder or restrict Saudi Arabian public 

organisations from on-going improvement 

 

The findings of the interviews and questionnaire indicated that public service organisations 

have issues that restrict the on-going improvement journey. Interviewees identified 20 issues 

that hinder improvement efforts in the Saudi Arabian public service organisations. There were 

obstacles found in common between organisations, as agreed by senior managers 

(section:4.1.3). These obstacles are: 

 Poor external communication between public organisations regarding sharing 

information, experiences, and learning (e.g., Hazlett & Hill, 2000; Oakland & Tanner, 

2007; Radnor, 2010; Antony et al., 2012; Chakraborty & Tan, 2012). 

 Lack of management commitment to improvement plans (such as middle management 

level at MU), (e. g., Boyne, 2003; Radnor & Bucci, 2007; Alhwairini & Foley, 2012). 

 Lack of enough resources including employees and financial resources (e.g., Fryer, 

Antony & Douglas, 2007; Oakland & Tanner, 2007; Kumar & Bauer, 2010). 

 Lack of considering organisational culture (employee attitudes towards CI), (e.g., 

Kumar & Bauer, 2010; Radnor, 2010;  Jurisch et al., 2012; Radnor & Osborne, 2013). 

 Lack of training that focuses on job tasks and improvement processes (e.g., Oakland & 

Tanner, 2007; Qefalia & Koxhaj, 2011; Radnor & Osborne, 2013). 

 

Moreover, statistical analysis of the quantitative data in the questionnaire showed that there 

are obstacles  facing CI efforts in the Saudi Arabian PSVOs, which include lack of training 

that focuses on job skills, lack of training using improvement tools and techniques, lack of 

team skills in solving organisational issues, and lack of a clear system for motivation.  

 

The findings of the open-ended questions concluded that there are 16 issues restricting the CI 

journey in Saudi Arabian public organisations. Three common obstacles were found in all 

Saudi Arabian PSVOs:  centralisation of decisions, operation processes and communication, 

lack of a motivation system, and lack of training that focuses on job skills.  

 

The results of analysing the quantitative and qualitative data showed that 12 obstacles were 

found in the research cases, as discussed in the analysis and discussion chapter (section: 

4.2.9). These obstacles are: 

 Centralisation of decisions, operation processes and communication.  
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 Insufficient job skills training and use of appropriate tools and techniques to improve 

performance. 

 Ineffective internal and external communication between public service organisations 

including sharing information and experiences.   

 Not enough commitment from organisations’ managers, such as middle managers at 

the organisation MU.   

 Insufficient reward systems to motivate employees.  

 A lack of employee accountability.  

 Deficiencies in resources, such as financial resources and HR.  

 Organisational culture that insufficiently focuses on CI.  

 Limited employee involvement and empowerment.  

 Lack of team problem-solving practices. 

 Lack of trust between managers and employees that led to a lack of empowerment 

authority.  

 Lack of effective operational structure that supports improvement, employees’ 

involvement, and empowerment due to the centralisation of organisations. 

 

The study concluded that issues exist in the Saudi Arabian public service environment 

including bureaucracy, centralisation at management levels, lack of employee accountability, 

poor communication, lack of organisational culture and structure that supports CI, and lack of 

a clear system for rewarding and motivating employees. Furthermore, the common challenges 

that were identified across organisations are compatible with the critical factors that were 

identified for successful CI in the Saudi Arabian PSVOs (section: 5.4).  

 

6.3.5 Core factors that will lead to successful implementation of 

continuous improvement in the Saudi Arabian public service 

sector 

 

The main objective of this research was to determine common CSFs of CI in the Saudi Arabian 

PSVOs. The results of qualitative and quantitative analysis determined the common key factors 

of CI in the Saudi Arabian PSVOs and across different management levels in the Saudi Arabian 

public service structure.  

 
The senior managers of the Saudi Arabian PSVOs agreed that there are 11 factors for successful 

CI implementation (section: 4.2.4). The statistical analysis of participants’ views through 
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questionnaires grouped improvement practices into seven factors for successful CI (section: 

4.3.6). Furthermore, analysis of the open-ended questions showed nine factors found common 

across the research cases for successful CI (section: 4.2.8). The combination of qualitative and 

quantitative findings concluded that there are twelve common critical enablers for successful 

CI in Saudi Arabian public service organisations (section: 5.4). These factors were found to be 

comparable with the findings of CI studies that applied in different sectors (e.g., Rad, 2005; 

Radnor et al., 2006; Moneim, 2009; Fryer et al., 2007; Oprime et al., 2012; Jaca et al., 2012). 

However, the analysis concluded that there are other key factors which are required for 

successful implementation of CI in the Saudi Arabian public service environment. These 

factors are: 

1- Decentralisation of decisions, operation processes for delivering services, and 

communication. 

2- Employee accountability. 

3- Equality between employees. 

4- Trust between managers and employees.  

5- Transparency culture. 

 
The results of this research indicated that there are similarities between the Saudi Arabian 

PSVS and other public sectors in determining the core CSFs of CI (section: 2.4.3). However, 

the study showed that there are differences in determining CSFs in a specific context, such as 

the Saudi Arabian PSVOs. This study determined the required enablers for CI at each 

management layer of the Saudi Arabian public service structure (section: 5.3). Therefore, the 

conclusion that can be drawn here is that there are common critical enablers identified across 

the research cases and management levels which can be set as core factors for facilitating CI 

within the Saudi Arabian public service environment. Moreover, the results of this research 

conclude that, in spite of the similarities between sectors in determining CSFs of CI, there are 

still differences between organisations in one particular sector. 

 

6.3.6. Ranking CSFs of CI  

 

Ranking CSFs of CI is one of the research questions that was asked of the managers and 

employees in both interview and questionnaire. The study examined a list of the most common 

factors for successful CI that were identified in the literature. An analysis of managers’ 

interviews indicated that top management commitment, training and learning, and ongoing 
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measurement of organisational performance factors topped the list as the most important 

factors for CI. The managers’ views were examined twice to ensure the consistency of their 

ranking. The findings of both lists concluded that top management commitment, training and 

learning stand in their ranking on the top of the CSFs list. Moreover, the views of questionnaire 

participants across the research cases demonstrated that training and learning, management 

commitment, and focusing on the strategic objectives factors were the most important factors 

for CI in the Saudi Arabian PSVOs (section: 5.6). 

 

The study concluded that participants across management levels only agreed on two factors, 

training and learning and top management commitment, to top the CSFs list. These factors 

were emphasised by participants through analysis of qualitative data. Consequently, 

management commitment and training and learning are the most important factors of CI in the 

Saudi Arabian PSVOs. 

6.4 Research Recommendations 

 

There is no doubt that CI is not a short journey that public service organisations can travel 

quickly. It is a never-ending effort of improving an organisation’s activities. This research 

investigated the concept of CI in the Saudi Arabian public service sector and has determined 

the core CSFs of CI amongst service organisations and management levels. Moreover, it has 

shown the challenges that Saudi Arabian organisations face to implement CI. Therefore, 

implementing CI requires these organisations to learn how to use CSFs in facilitating CI, taking 

into account the challenges that organisations face during implementation attempts. The 

findings of this study suggest a set of recommendations for Saudi Arabian public service 

organisations to enable CI implementation. The following recommendations could be part of 

the solution and could be checkpoints for the Saudi Arabian PSVOs to enable CI. 

6.4.1 Decentralisation at workplace  

 

Centralisation at the workplace is considered the major challenge that faces Saudi Arabian 

public service organisations. Centralisation at PSVOs includes managers’ decisions, 

operational processes and communication between management levels. This issue was 

indicated by lower management levels, including lower managers and employees. The findings 

suggested that top managers’ culture and behaviour and the organisational structure might be 

considered the main reason for centralisation at Saudi Arabian public service organisations. 
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Moreover, centralisation at management levels seems to be the reason for other issues that were 

found during analysis of this study, such as lack of communication and empowerment. 

Consequently, the upper level managers should consider involving employees in the decisions 

that are related to their work, including the organisation’s strategies, and giving employees 

more authority and responsibility for their work tasks. 

    

Decentralisation at the workplace should include routine decisions, communications, and 

operational processes, and will help to improve the communication process between 

departments and between employees and managers to get the job done and this might eliminate 

the impact of centralisation at the workplace. Decentralisation at the operational level of 

organisations will allow improvement teams to eliminate unnecessary processes in the system 

and add value towards CI. Furthermore, retraining managers to have a broad view could 

contribute to overcoming centralisation and the communication gap during the implementation 

of improvement programmes.  

 

6.4.2 Reviewing organisational structure 

The vertical structures within the Saudi Arabian public service organisations need more 

evaluation to eliminate waste and improve communication. This study found that 

organisational structure plays an important role as a critical factor for CI. This factor was 

recognised by the organisations’ lower managers and non-management staff as critical for 

successful CI. This study has focused on PSVOs that have similar vertical structures. The 

findings indicated that this type of structure caused a lack of communication and cooperation 

between departments, duplication of work processes and procedures due to the lack of 

consistency in the workplace. Moreover, centralisation of decisions is another challenge that is 

associated with the organisational structure and caused a lack of employees’ involvement and 

empowerment. Furthermore, the vertical structures in the PSVOs have restricted 

transformation to the full use of IT.   

 

Saudi Arabian PSVOs should make an incremental change in organisational structures to 

support the implementation of CI. This change can be through using IT support and applying 

E-Systems to enhance communication between management levels and eliminate unnecessary 

work processes. Moreover, implementing business functions in current operational systems at 
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PSVOs could help these organisations to operate more effectively and will reduce the impact 

of centralisation on processes, such as the system that works in organisation SP (section: 6.4.6).  

 

6.4.3 Selecting an appropriate improvement approach 

The current study found that two organisations (MU and HC) out of eight have applied a quality 

management system (sections 4.2.8.4). However, the analysis indicated that these organisations 

faced difficulties with the quality management system after implementation due to lack of 

middle managers’ interest, lack of managing resources, and the organisational structure. 

Consequently, addressing these issues before implementing improvement programmes is 

essential to avoid the possibility of implementation failure (similar to Zairi, Letza & Oakland, 

1994, p. 38; Harrington & Williams, 2004, p. 301). 

 
Service organisations should evaluate their current systems before planning to select any 

improvement methodology. This could be through applying a self-assessment approach and 

evaluating the current state of the organisation and the required changes to implement an 

improvement methodology. Moreover, SWOT analysis (strengths, weaknesses, opportunities 

and threats) is a planning method that can be used by senior managers to evaluate the 

organisations before selecting an improvement methodology. Senior managers at organisations 

should choose an appropriate improvement methodology that fits their organisation’s capacity 

for smooth implementation. Furthermore, organisations need to communicate with experts in 

the CI field to facilitate a pre-implementation process of improvement programmes and help 

to solve any issues that face organisational departments before launching any improvement 

programme.  

 

6.4.4 Improving training and development 

 

Training and development programmes at Saudi Arabian public service organisations should 

be reviewed to be more compatible with improvement plans. The study found that there is a 

lack of training that focuses on job skills at Saudi Arabian PSVOs. The current training policies 

at the organisations need to be reviewed to provide training that concentrates more on the 

employees’ job tasks, improvement tools and techniques to help employees to understand and 

meet CI requirements. Training should be designed for managers at all levels, employees, and 

improvement teams. 
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6.4.5 Implementing a system for motivation 

 

The study found that there is a lack of motivation at Saudi Arabian PSVOs due to the lack of a 

clear approach for motivation. The findings suggested that top management of public service 

organisations should implement a system for motivation within each organisation’s structure. 

This approach should be diversified to meet employees’ needs, encourage them to work hard 

in improving performance, meeting job objectives and accepting changes that result from 

improvement. Moreover, managers at lower levels should be empowered to motivate their 

employees to work hard.  

6.4.6 Sharing experience between public and private sectors 

 

Sharing experience is another area that Saudi Arabian public service organisations need to 

consider to improve their performance. Sharing experience will help organisations to eliminate 

errors whilst improving their activities. Moreover, sharing experience with private 

organisations that have already implemented an improvement approach will help service 

organisations to select best practices and approaches that fit in their system. 

 
This author suggests that inviting leaders from the private sector to work in the public service 

organisations is a possible way to change the culture and style of work at these organisations. 

Moreover, implementing suitable business functions into current operational systems for 

PSVOs, such as the operational system that exists at SP, will help to improve operational 

processes. However, transformation of current operational systems for PSVOs by 

implementing business functions to operate processes needs to be associated with the 

experience of private sector leaders to ensure these business functions are incorporated 

properly. 

 

6.4.7 Deploying CSFs across management levels 

 

Determining CSFs to facilitate implementation of CI is the main objective of this research. 

These factors should be considered as checkpoints that should be deployed across management 

levels to meet CI objectives. The findings of this study indicated that there is a lack of 

understanding of an organisation’s CSFs by employees at lower levels. However, middle 

managers seem to be responsible for this issue because their roles in the organisation focus on 

improving communication between the strategic level and operation levels and implementing 

top managers’ decisions and plans at lower levels. Managers and employees across lower levels 
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should know and understand their top management CSFs. Understanding the required factors 

will help employees at lower levels to understand their role in the improvement journey and to 

determine their success factors for CI.  

 

6.4.8 Room for improvement  

 

This study suggested a “Room for improvement framework” as discussed in section (5.4), to 

enable organisations to regularly improve their performance. The framework stated that CSFs 

of CI should be integrated into strategic objectives to move organisations from their existing 

direction to an improvement direction. Moreover, involving members of each management 

level, at organisations that work with vertical structures, in improvement teams will help those 

teams in terms of collaboration, communication across management levels, and making 

appropriate decisions. This author also suggests that implementing visual management could 

be another solution to improve teams’ performance. Visual management is one of the CI toolkit 

techniques that can help improvement teams to achieve their targets. This system consists of 

notice boards that have important key points and jobs for each member of the team to facilitate 

CI (Agustiady, 2014, p. 100). Moreover, visual management boards will allow improvement 

teams to follow the operational processes of organisations and to eliminate unnecessary 

processes in the system (section: 5.4).   

 

6.4.9 House of Improvement  

 

This author suggests that the common CSFs of CI that were determined across research cases 

can be used to build the ‘House of Improvement’ for Saudi Arabian PSVOs. The suggested 

‘House of Improvement’ consists of core factors of CI that were determined in this research 

project. These core factors should link with the main objectives of PSVOs to enhance CI 

implementation. Communication and cooperation is a driver of improvement factors to be 

transferred across strategic, tactical, and operational levels. Integrating these improvement 

factors into strategic objectives of organisations will set CI culture as a demand and not a choice 

for organisations. It will help to increase the managers’ awareness and commitment, 

considering services delivered to customers and continuously measure organisational 

performance to meet the objectives. 
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6.5 Limitations of the Study 

 

This study of the CSFs of CI at Saudi Arabian PSVOs was completed by following a sequential 

process of data collection and analysis to meet research aims to determine the core CSFs of CI 

in the Saudi Arabian PSVOs. Moreover, the research processes were designed using a 

sequenced time frame to manage data collection and analysis. Although the research design 

and structure framework was regularly reviewed to improve the research process, this work 

has some limitations. These limitations were concerned with the research methodology and 

analysis, as discussed in sections 3.6 and 3.15. Further limitations of this research were:   

 

 The researcher conducted interviews with only two senior managers of each 

participating organisation to explore CSFs of CI due to their knowledge and experience 

of CI. However, the analysis of participants’ views and comments indicated that there 

are other managers who seem knowledgeable about CI and that was reflected in their 

responses in the questionnaire. Therefore, the limitation here is that the researcher could 

have interviewed more managers. This could be rectified in further research.     

 

 There is a lack of academic studies that focus on the CI concept in the PS, especially 

PSVOs, and studies that focused on CI in developing countries. This issue means the 

researcher was unable to make a comparative analysis exploring what is in the Saudi 

Arabian environment with those in other developing countries. The development of 

comparative analysis can be suggested for further work.   

 

 Limited studies on CI forced the work to involve other studies that were relevant to the 

private and manufacturing sectors, common improvement methodologies in the process 

of reviewing the literature. However, the strength of reviewing studies across sectors 

helped this work in determining the differences and similarities of successful 

improvement factors between the PS and other sectors. 

 

 The lack of a validated standard approach to analysis of the questionnaire led this 

researcher to use the factor analysis method to group the questionnaire items into 

factors.    

In addition, there were some process limitations as below:  
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 There were some difficulties in accessing some organisations via their management 

system to collect research data. This caused delays in the analysis of research data and 

thus caused delays in processing the next phase of data collection.  

 

 The work has focused on CSFs of CI at Saudi Arabian PSVOs that provide services to 

the public through their service providers. The study noticed a lack of updated freedom 

of information records about the service providers, which caused more effort and time 

in contacting organisations directly to obtain updated information. 

 

 There was difficulty in using the focus group technique in some organisations. The 

culture of employees and managers in some organisations had an impact on managing 

some focus group sessions. For instance, the focus group session at ED took longer than 

expected due to the lack of some interviewees’ commitment during the focus group 

session. This issue forced the researcher to increase the limited time of data collection 

and conducting interviews with those volunteers individually to allow them to express 

their views freely rather than front of their colleagues. 

 

6.6 Research Contributions   

 

This research is an exploratory study to determine core CSFs of CI in the Saudi Arabian 

PSVOs. Moreover, it examined key factors for CI across management levels. Consequently, 

this research contributes to improvement of organisational strategies as the first empirical 

research that studied CSFs of CI in the Saudi Arabian public service context. 

 

 Reviewing the literature showed that there are studies that focus on CI and its 

methodologies and/or that identify CSFs in the context of public, private and 

manufacturing sectors. However, there is a lack of studies that identified CSFs of CI in 

the context of public service. Moreover, there is lack of studies that focused on 

determining CSFs of CI at management levels of public service structures. Many 

studies that focus on CSFs addressed the differences between industries and countries. 

However, there is a lack of CI studies that concentrate on the differences of CSFs in 

one sector. This work is considered the first empirical research to investigate the 

differences in determining CSFs of CI between organisations in one sector (public 

service).  
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 This research determined the common CSFs of CI across management levels of the 

Saudi Arabian public service structure. 

 This work is considered the first empirical research that determined CSFs of CI in the 

context of the public service sector in a developing country. 

 The study identified the common factors for successful CI implementation between 

public, private and manufacturing sectors. This was based on using a systematic review 

approach on 103 studies that focused on CSFs of CI.   

 This work serves as a reference for CI research in the public service sector. 

 This research is considered as source of information for CI research in Saudi Arabia 

and as a reference for similar environments, such as the Gulf Arab countries.  

 The results of this study have a high potential to be generalised to other Saudi Arabian 

PSVOs that did not participate in this research. 

 The results of this study could help another public sector that shares a similar structure, 

culture and environment, such as the Arab Gulf Countries, to learn the best practices 

for implementing CI, and to understand the possible strength and weakness areas. 

 This study suggests a framework for implementing CI in the PSVOs that have different 

management levels and that operate using a vertical structure. This framework could 

be used across the Saudi Arabian PS and could be adapted for use in similar PS contexts 

in other countries.  

 This study provides recommendations for Saudi Arabian PSVOs to facilitate CI 

implementation.  

 

This work supports organisational strategies by enhancing the awareness and understanding of 

organisations’ managers and employees of the importance of CI in their organisations. It will 

also help the public service sector in developing countries to identify and measure factors for 

improving public service performance. This study is viewed as a training opportunity for 

managers and employees in the Saudi Arabian PSVOs to facilitate CI by identifying the 

strengths and weaknesses of their organisations that have an impact on performance and the 

services delivered to the public. Moreover, the results of this research could be considered as 

an assessment for participating organisations to review their strategic performance, understand 

their current position in relation to CSFs of CI, and solve issues that face improvement 

processes. 
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The findings of this research could encourage Saudi Arabian PSVOs to update their current 

strategic plans with assessment results of participating organisations aiming to improve the 

performance of PSVOs and integrate improvement into strategic objectives at Saudi Arabian 

PSVOs. In 2016, the Saudi Arabian government launched a national transformation 

programme to achieve Saudi Arabia’s Vision 2030. The Saudi Arabian Vision of 2030 focuses 

on the development of economic and social aspects (Saudi Vision, 2016). This vision includes 

improving the performance of government organisations to meet the target of Vision 2030. The 

findings of this research and the identification of the CSFs for the CI could help Saudi Arabian 

PSVOs to support the long-term strategies of the government that focus on improving 

government performance, reviewing the structures of administrative bodies and augmenting 

complementary systems. Moreover, this work provided an assessment of the current situation 

in the PSVOs. 

 

6.7 Further work  

 

This research has identified CSFs of CI in the Saudi Arabian PSVOs and across management 

levels of public service structures. The research journey terminates at this point and leaves 

suggestions for further research. Further work on CSFs of CI should involve service providers 

that deliver services direct to the public, to view the differences between organisations that 

design the services and those that operate these services. Moreover, applying this research in a 

different country or sector will provide an opportunity for a comparison study to see the 

strengths and weaknesses towards implementing CI. 

 

Furthermore, examining the relationship between individual CSFs is one of the potential areas 

for further research. In terms of research methodology, using other techniques for data 

collection, such as action research and observation, will help the researchers to view “live” CI 

practices and issues in the organisations that have direct contact with the public. Finally, the 

“Room for improvement framework” that is suggested for the Saudi Arabian context could be 

examined in different contexts to reinforce the validation of the framework. Moreover, the 

limitations found during this work could be addressed in further studies. These suggestions for 

further work could expand the use of CI strategies in the PS for the benefit of all stakeholders.  
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        Appendix 1: List of studies that highlight the issues of improvement programmes in the public sector 

Author Public Sector case Country 
Improvement 

methodology 

1.  Abd Manaf (2009) 
23 Malaysian public hospitals  

 

Malaysia TQM 

2.  Al Tasheh (2013) Higher education  Kuwait TQM 

3.  
Al-khalifa, Aspinwall (2000) 

 

Public services organization including 

health care….  etc 

 

Qatar  TQM 

4.  Alhwairini, & Foley (2012) Public Hospital Saudi Arabia TQM 

5.  Alruwaili, 2013 Higher education/ University  Saudi Arabia TQM 

6.  
Antony, Krishan, Cullen, & Kumar 

(2012). 
Higher education UK Lean six sigma 

7.  Antony& Kumar (2012) Health sector – Scotland  UK Lean –six sigma  

8.  Asim, (2001) National institute of public administration Malaysia TQM 

9.  Atkinson & Mackenzie (2011). Healthcare  UK 
Continuous 

improvement 

10.  
Audretsch, Martınez-Fuentes Pardo-del-

Val (2011) 
Higher education (University) Spain 

Continuous 

improvement 

11.  Barraza, Smith & Dahlgaard-Park (2009) Local government Spain Lean kaizen 

12.  Berry & Harris (2002) Public organisations 
Papua New 

Guinea 

Improvement using 

Quality management 
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13.  Bhuiyan & Amagoh (2011) 
Civil Service reform, e-governance,  

 

Kazakhstan 

 
Reform strategy  

14.  Chakrabarty, & Chuan (2009) 
Public service organisations (education, 

transportation) 

Singapore 

 
Six sigma 

15.  Chakraborty & Tan (2012) 
Hospital and other public service 

organisations. 

Singapore 

 

Six sigma 

 

 

 

 

 

 

 

16.  De Souza, & Pidd (2011) Health care UK Lean 

17.  Dubey, & Bansal (2012) (Government manufacturing unit) India BPR 

18.  Edgeman, Bigio & Ferleman (2005) 
Public agency (Government of the District 

of Columbia- Chief Technology Office) 
US Six sigma 

19.  Fältholm, & Nilsson (2010) Hospital and local government  
Sweden 

 

BPR – 

 Balance Score Card 

20.  Fei & Rainey (2003) 
Public agencies 

 
Malaysia TQM 

21.  Fryer, Antony &Douglas (2007) (Heath (NHS), fire service, police, council) UK 
Continuous 

improvement strategy 

22.  
Furterer &Elshennawy (2005) 

 
Local government/ Department  USA 

TQM, Lean six 

sigma.  

23.  Goh (2000) 
 Public enterprise/ Singapore Housing 

Development Board 
Singapore 

Quality Circle (QC) 

 

24.  
Grove, Meredith, MacIntyre, Angelis, & 

Neailey, (2010)                                                            

 

Health care 

 

 

 

UK Lean  

25.  
Hazlett & Hill (2000) 

 

Public organisation (Central Government 

Departments, agencies and non-

departmental public bodies) 

 

North Ireland 

 

Continuous 

improvement strategy 

26.  Hesson -Ameed, & Samaka (2007) Municipality UAE BPR 
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27.  Hines, Martins &Beale (2008) 
Portuguese Court System+ Community 

Legal Service-Wales  

Portugal & 

UK 

Lean  

 

28.  
Jurisch, Ikas, Palka, Wolf, & Krcmar 

(2012) 

 

Public sector (General) 

 
General review  

BPR 

 

 
29.  

Kozak, Asunakutlu, & Safran (2007) 

 
Health care/ public hospital  Turkey  TQM 

30.  Krings, Levine, & Wall (2006). 
Local government departments (city office- 

Ohio) 
US Lean 

31.  Kumar, & Bauer (2010). Public housing authorities US 
Lean thinking and Six 

Sigma 

32.  Lee, Choi, Kang, Cho, & Chae (2002) Hospital  Korea  
Continuous quality 

improvement  

 

 33.  MacIntosh (2003) Higher education UK BPR 

34.  Magd, & Curry (2003). 
Public organisations (Court Services, 

Inland Revenue Accounts Office, 

Ambulance Service, local authorities, 

Hospital) 

UK Benchmarking 

35.    Mcnary (2008) Local government  US 
Lean 

 

 

 

  

36.  
Mosadeghrad (2013) 

 
Healthcare  Literature Review  TQM 

37.  
Nwabueze (2001)  

 
Health care UK TQM 

38.  Oakland &Tanner (2007) 
Police- council - UK Trade & Investment

     
 

UK TQM 

39.  Pedersen & Huniche (2011). 
Local- Regional- state authorities 

 
Denmark  Lean 

40.  Qefalia, & Koxhaj (2011). Higher education/Universities  Albanian 
Continuous quality 

improvement (CQI) 
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41.  Rad (2005) Health care organisations  Iran  
TQM  

 

 
42.  Radnor (2010) Public service organisations -general UK 

Improvement 

methodologies 

43.  Radnor and Walley (2008) Health care, government agencies  UK 
Lean  

 

44.  
Radnor, Walley, Stephens & Bucci, 

(2006) 

Local government, health and education in 

Scotland 

 

UK 
Lean  

 

45.  
Radnor& Osborne (2013) 

 
Public service organisations -general UK Lean 

46.  
Rahali, Chaczko, Agbinya, & Chiu 

(2008) 

Education, Health care, management 

Human resource 
Saudi Arabia  BPR 

47.  Scorsone, (2008) 

 

Local Government (The city of Grand 

Rapids) 

 

   

USA Lean  

48.  Sirvanci (2004) 

 

Higher education  
USA (Literature)  TQM 

49.  Stringham, (2004) Public agency – Transportation  USA TQM 

50.  Suárez-Barraza, & Ramis-Pujol (2010) 
Public service 

Organisation 

 

Mexico Lean –kaizen  

51.  
Sulaiman, Manochehri, & Al-Esmail 

(2013) 

Educational Institutions: Semi –

Government sector  
Qatar TQM 

52.  Temponi (2005) Higher education  General review 

Continuous 

improvement- self 

assessment  

53.  Thong, Yap, & Seah (2000) Housing development board  Singapore BPR 
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54.  Üstüner, & Coşkun (2004) Public sector/ministries  Turkey  TQM 

55.  
Venkatraman (2007) 

 
Education  Literature  TQM 

56.  Waterman & McCue (2012)  Public department (procurement)  UK 
Lean 

 

 

 57.  Weerakkody, Janssen, & Dwivedi (2011) Public sector -e-Government UK& Netherlands BPR 

58.  
Yang (2003) 

 
Health care  Taiwan  TQM 

59.  
Aly& Akpovi, (2001) 

Public higher education  USA TQM  

60.  
Su_arez-Barraza & Miguel-D_avila 

(2014) Local government in three cities  Spain, Mexico  Kaizen  

61.  
Taher, Krotov & Silva (2015) 

Public sector  UAE BPR 

62.  
Mosadeghrad (2014) 

Healthcare organisations/ Isfahan province  Iran  TQM 

63.  
Al-Oddadi (2013) 

Higher education institutions  Saudi Arabia  TQM 

64.  
Albejaidi (2010) 

Health care systems Saudi Arabia  TQM  

65.  
Neumann, Mothersell & Motwani (2015) 

Governmental organisations USA Lean  

66.  
Antony (2015) 

Higher education institutions USA, UK, India Lean six sigma 
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Appendix 2: A- CSFs of CI studies (Public Sector)  
Author Approach  Methodology  Country    Journal  Publisher  

Agus, 2004 TQM Survey  Malaysia  
Total Quality Management 

& Business Excellence 

Taylor & 

Francis 

Ali, Mahat & Zair, 2010 TQM Survey  Malaysia  
Total Quality Management 

& Business Excellence  

Taylor& 

Francis 

Antony, Krishan, Cullen & 

Kumar, 2012 

Lean Six 

Sigma  
Literature Review  UK  

International Journal of 

Productivity and 

Performance Management 

Emerald 

Asif, Awan, Khan & 

Ahmad, 2013 
TQM Focus Group- Interview Pakistan  Quality & Quantity Springer 

Barraza, Smith, Dahlgaard-

Park, 2009 
Lean-kaizen 

Observation; Documentary 

Analysis; & Semi-Structured 

Interviews 

Spain The TQM Journal Emerald 

Caccia-Bava, Guimaraes & 

Guimaraes, 2013 
PBR Literature Review- Survey  US 

Total Quality Management 

& Business Excellence  

Taylor& 

Francis 

Chakraborty & Tan, 2012 Six Sigma   

Case Studies- Interviews- 

Action Research - observation 

Documentation Analysis -

Survey  

Singapore 
Business Process 

Management Journal   
Emerald 

Chu & Wang, 2001 ISO9000 Survey  Taiwan 
Public Performance & 

Management Review 

Taylor& 

Francis 

Fryer, 2009  CI 

Mixed Method- Survey- Case 

Studies Document Analysis, 

Interviews, & Focus Groups 

UK  
Glasgow Caledonian 

University  
ProQuest  

Fryer, Douglas & Antony, 

2007  
CI Literature Review NA The TQM Magazine Emerald 

Gamboa & Melao,2012 
ISO9000: 

2000 
Interviews Portugal 

International Journal of 

Quality & Reliability 

Management 

Emerald 
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Goh, 2000 
Quality 

Circles 
Interview- Archival Records Singapore 

International Journal of 

Quality &Reliability 

Management 

Emerald 

Hilton, Balla & Sohal, 

2008 
Six Sigma  

Questionnaire- Semi-

Structured Interviews  
Australia 

Total Quality Management 

& Business Excellence  

Taylor& 

Francis 

Holden, 2011  
lean 

thinking  
Literature Review  

US-Australia- 

Canada 

Annals of emergency 

medicine 
Elsevier 

Kim,2010 Six Sigma  
Interview- Focus Groups- 

Survey  
South Korea 

Performance Measurement 

and metrics 
Emerald 

Lee, Choi, Kang, Cho & 

Chae, 2002 
CQI Survey  South Korea    

International Journal for 

Quality in Health Care 

Oxford 

University 

Press 

Moneim, 2009 CI 

Case Studies - Literature 

Review - Semi-Structured 

Interviews   

UAE 

Education, Business and 

Society Contemporary 

Middle Eastern Issues 

Emerald 

Muhamad, Kamis & 

Jantapj, 2003 
TQM 

Interview- Case Studies - 

Document Analysis  
Malaysia ANALISIS- Report  ProQuest 

Mukhtar&Ali,2011 
Quality 

Governance 
Literature Review - Survey  Malaysia 

Current Issues of Business 

& Law 
Ebsco host 

Pedersen, Huniche, 2011 lean  Interview  Denmark 
International Journal of 

Public Sector management  
Emerald 

Rad, 2005 TQM Survey  Iran 
Leadership in Health 

Services 
Emerald 

Radnor, Walley, Stephens 

&, Bucci 2006  
Lean Report Analysis  UK Office of Chief Researcher Report 

Salaheldin & Mukhalalati, 

2009 
TQM Literature Review - Survey  Qatar 

Journal of Accounting – 

Business & Management 
Ebsco host 

Suárez-Barraza& Ramis-

Pujol, 2010 

Lean-

Kaizen 

Case Study. Observation; 

Documentary Analysis; Semi-

Structured Interviews. 

Mexico 
Journal of Manufacturing 

Technology management  
Emerald 
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Appendix 2: B- CSFs of CI studies (Private Sector) 
Author Approach  Methodology  Country    Journal  Publisher  

Achanga, Shehab, Roy & 

Nelder,2006 
Lean  

 Literature Review- 

Interview- Case Studies   
UK 

Journal of Manufacturing 

Technology Management 
Emerald  

Abdolvand, Albadvi, & 

Ferdowsi, 2008 
BPR 

Literature Review -

Survey  
Iran  

Business Process Management 

Journal  
Emerald 

Ahmad & Elhuni, 2014 TQM Survey Libya 
Benchmarking: An International 

Journal 
Emerald 

Ahmad, Francis & Zairi, 

2007 
BPR 

Literature Review Case 

Studies - Interview 
Malaysia 

Business Process Management 

Journal  
Emerald 

Al-Marri, Baheeg Ahmed & 

Zairi, 2007 
TQM 

Case Studies- Literature 

Review - Survey  
UAE 

International Journal of Quality & 

Reliability Management 
Emerald 

Altayeb &Alhasanat, 2014 TQM 
Questionnaire- 

Interview  
Palestine 

International Journal of Quality & 

Reliability Management 
Emerald 

Antony, Antony, Kumar & 

Cho, 2007 
Six Sigma Survey  UK 

International Journal of Quality & 

Reliability Management 
Emerald 

Baidoun, 2003 TQM Review - Survey  Palestine  logistics information management  Emerald 

Brun, 2011 six sigma  
Case Studies-Structured 

Questionnaire 
Italy  

The International Journal of 

Production Economics 

Elsevier- 

Science 

Direct 

Cheng & Chiu, 2008 BPR 
Survey - Factor 

Analysis- SEM 
Hong Kong  

Knowledge and Process 

Management 
Wiley 

Cheng, & Choy, 2007 
Quality 

Management  
Survey  NA Maritime Economics & Logistics Springer 

Dabestani, Taghavi, & 

Saljoughian,2014 
TQM Review- Survey  Iran Management and Labour Studies SAGE 

De Jager et al, 2004 CI 
 Case study- A Focus 

Group Approach  

south 

Africa  

Journal of Manufacturing 

Technology Management 
Emerald 

Dora, Kumar, Goubergen, 

Molnara & Gellynck, 2013 
lean 

Literature- Viewpoint 

based on Experience  

European 

Countries 

Trends in Food Science & 

Technology 

Elsevier- 

Science 

Direct 
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Dyba, 2000 

Software 

Process 

Improvement 

Questionnaire- 

Interview  
Narrow Empirical Software Engineering Springer 

Garcia-Sabater, Garcia, & 

Perello-Marin, 2012 
CI Review -Interview  NA 

International Journal of 

Technology Management 

Inder 

Science  

García, Maldonado, 

Alvarado & Rivera, 2014 
Kaizen 

Literature Review- 

Survey  
Mexico 

The International Journal of 

Advanced Manufacturing 

Technology 

Springer 

Heckl, Moormann & 

Rosemann, 2010 
Six Sigma Survey  Europe 

Business Process Management 

Journal 
Emerald 

Henderson & Evans, 2000,  six sigma  
Case Study- Report 

Analysis 
USA benchmarking international journal  Emerald 

Ho, Chang & Wang, 2008 Six Sigma Survey  NA 
Journal of Air Transport 

Management 

Elsevier- 

Science 

Direct 

Jaca, Viles, Mateo & Santos, 

2012 
CI 

Semi-Structured 

Interviews Were 

Conducted With 36 

Companies 

Spain  The TQM Journal Emerald 

Kumar, Kee & Manshor, 

2009 

Quality-

SERVQUAL 

Structured 

Questionnaire 
Malaysia Managing Service Quality Emerald 

Mellahi & Eyuboglu, 

2001 
TQM 

Case Studies - 

Interviews And 

Documentation 

Turkey 
Total Quality Management & 

Business Excellence  

Taylor& 

Francis 

Niazi, Wilson & Zowghi, 

2006  

process 

improvement  
Interview- Literature Australia 

Software Process Improvement and 

Practice 
Wiley 

Padhi, Jena, Zanger & 

Kapil, 2014 
BPR 

Questionnaire- 

Interview  
India 

Business Process Management 

Journal   
Emerald 

Psomas, Fotopoulos & 

Kafetzopoulos, 2010 
ISO 9001 Survey  Greece Managing Service Quality Emerald 
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Psychogios, Atanasovski & 

Tsironis, 2012  
Lean Six Sigma  

Secondary Data from 

Companies - Interview  

South 

Eastern 

Europe 

International Journal of Quality & 

reliability Management 
Emerald 

Sabry, 2014 six sigma  Questionnaire Lebanese  
Arab Economics and Business 

Journal 

Science 

Direct 

Tari, 2005 TQM 
 Literature Review- 

Survey  
Spain The TQM Magazine Emerald 

Taylor & Wright, 2003 TQM Questionnaire UK 
international journal of 

management science 

Science 

Direct 

Tsang & Antony, 2001 TQM Survey  UK Managing Service Quality Emerald 

Wahid & Corner, 2009 ISO9000 
Interviews-Documents 

Analysis   
Malaysia  

International Journal of Quality & 

Reliability Management 
Emerald 
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Appendix 2: C- CSFs of CI studies (Manufacturing sector)  
Author Approach  Methodology  Country    Journal  Publisher  

Antony, Kumar& Madu, 

2005 
Six Sigma  

Literature Review- 

Survey  
UK 

International Journal of Quality 

&Reliability Management 
Emerald  

Antony, Kumar & Labib, 

2008 
Six Sigma 

Literature Review - 

Survey  
UK 

journal of the Operational Research 

Society 
JSTOR 

Assarlind & Gremyr, 2014 
Quality 

Management  
Review  NA 

Total Quality Management & 

Business Excellence  

Taylor& 

Francis 

Curry & Kadasah, 2002 TQM Survey    
Saudi 

Arabia  
The TQM Magazine Emerald  

García & Rivera & 

Iniesta, 2013 
Kaizen Survey    Mexico 

The International Journal of 

Advanced Manufacturing 

Technology 

Springer 

Guimaraes & Paranjape, 

2013 
BPR 

Literature Review - 

Survey  
USA 

The International Journal of 

Advanced Manufacturing 

Technology 

Springer 

Habidin &Yusof, 2013 Lean Six Sigma  

Questionnaire- 

Structural Equation 

Modeling (SEM) 

Malaysia  
International Journal of Lean Six 

Sigma 
Emerald 

Haley,2014 Lean, 
Archival Secondary 

Data 
USA The TQM Journal Emerald 

Hibadullah et al., 2014 Lean  Survey    Malaysia Int. J. Quality and Innovation 
Inder 

science 

Jagannathan, 2008 TQM 

Framework Based on 

Literature Review - 

Survey - CFA 

India Asia-Pacific Business Review SAGE 

Jeyaraman, Kee, & Soh, 

2012 
Six Sigma  Survey    Malaysia The TQM Journal Emerald  

Jeyaraman & Teo, 2010 Six Sigma  Survey    Malaysia 
International Journal of Lean Six 

sigma 
Emerald  
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Jha & Iyer, 2006 
Quality 

performance 
Survey  India 

Total Quality Management & 

Business Excellence  

Taylor& 

Francis 

Khanna, Sharma & 

Laroiya, 2011 
TQM Survey    India  Asian Journal on Quality Emerald  

Losonci, Demeter& 

Jenei,2011 
Lean  

Case Studies - 

Interviews -

Documentary Analysis  

Hungary 
International Journal of Production 

Economics 

Science 

Direct- 

ELSEVIER 

Moonsamy & Singh,2014 
quality 

management  
Survey  

South 

Africa  
Quality & Quantity Springer 

Rich & Bateman 2003 Kaizen 
Interview - Secondary 

Data of Case Studies  
NA 

International Journal of Operations 

& Production Management 
Emerald 

Salaheldin, 2009 TQM Survey Qatar  

International Journal of 

Productivity and Performance 

Management 

Emerald 

Sharma & Chetiya,2012 Six Sigma 
Pilot Survey/ Factor 

Analysis  
India Asian Journal on Quality Emerald 

Sohal &Terziovski, 2000 TQM 
Questionnaire- 1992-

1993 
Australia 

International Journal of Quality & 

Reliability Management 
Emerald 

Timans, Antony, Ahaus & 

van Solingen,2012 
Lean Six Sigma 

 Literature Review- 

Survey- Semi-Structured 

Interviews -  Case Study  

Netherland 
Journal of the Operational Research 

Society 
JSTOR 

Yi-zhong, Gang, Li-lin & 

Ree, 2008  
Six Sigma  

Questionnaire - 

Structural Equation 

Model 

China The Asian Journal on Quality Emerald 

Yusof, & Aspinwall, 2000 TQM Survey    UK 
Total Quality Management & 

Business Excellence  

Taylor& 

Francis 
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Appendix 2: D- CSFs of CI (Mix Studies) 
Author Approach Methodology Country Journal Publisher 

Al-Khalifa & Aspinwall, 

2000 
TQM Survey  Qatar The TQM Magazine  Emerald 

Alsmadi, Lehaney & Khan, 

2012 
six Sigma  Survey  

Saudi 

Arabia  

Total Quality Management & 

Business Excellence  

Taylor& 

Francis 

Antony,2014 lean six Sigma  Review  UK 
International Journal of Productivity 

and Performance Management 
Emerald 

Antony & Banuelas 2002  six Sigma  Survey    UK Measuring Business Excellence Emerald  

Bayraktar, Tatoglu, & 

Zaim, 2008 
TQM Survey  Turkey 

Total Quality Management & 

Business Excellence  

Taylor& 

Francis 

Antony, Leung, Knowles, 

& Gosh, 2002 
TQM  

Literature Review -

Survey - Factor Analysis  

Hong 

Kong  

International Journal of Quality & 

Reliability Management 
Emerald 

Chang, 2005 TQM 
Questionnaire- 

Interview  
Taiwan 

Total Quality Management & 

Business Excellence  

Taylor& 

Francis 

Cho, Lee, Ahn & Jang, 

2011 
Six sigma  Survey  Korea The TQM Journal Emerald 

Dayton, 2001 

Quality 

Management 

Implementation 

Survey UK & US 
Total Quality Management & 

Business Excellence  

Taylor& 

Francis 

Dayton, 2003 TQM Survey  USA The TQM Magazine  Emerald 

Desai, Antony, & Patel, 

2012 
six Sigma  

Literature Review- 

Survey  
India  

International Journal of Productivity 

and Performance Management 
Emerald 

Farris, Van Aken, Doolen 

& Worley 2009 
Kaizen 

Secondary Data- 

Documents Analysis  
NA 

International Journal of Production 

Economics 
Elsevier 

Fotopoulos & Psomas, 

2010 
TQM Survey Factor Analysis Greece  The TQM Journal Emerald 

Gadenne & Sharma,2009 
Quality 

Management  

Literature Review - 

Survey  
Australia 

International Journal of Quality & 

Reliability Management 
Emerald 

Kumar, Garg, & Garg, 

2011 
TQM 

 Literature Review- 

Survey  
UK The TQM Journal Emerald  
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Laureani & Antony,2012 Lean Six Sigma  
 Literature Review- 

Survey  
UK 

International Journal of Lean Six 

sigma 
Emerald  

Oprime et al, 2012 CI Survey Brazil 
International Journal of Productivity 

and Performance Management 
Emerald 

Robson, Prabhu & 

Mitchell, 2002 
TQM Questionnaire Analysis  England  

The International Journal of Quality 

& Reliability Management  
Emerald 

Talib, Ali & Idris, 2014 
quality 

management  
Survey  Malaysia  

Journal of Small Business and 

Enterprise Development 
Emerald 

Tennant & Wu, 2005 BPR Survey  UK The TQM Magazine Emerald 

Venkateshwarlu, Agarwal 

& Kulshreshtha, 2011 
TQM Interview  India Asia-Pacific Business Review SAGE 

Wali & Gupta, 2003 TQM 
Interview Survey - 

Interview - Case Studies  
India 

Production Planning & Control 

Journal  

Taylor& 

Francis 

Warwood & Roberts, 2004 TQM Literature - Survey  UK 
Total Quality Management & 

Business Excellence  

Taylor& 

Francis 

Yusuf, Gunasekaran & 

Dan, 2007 
TQM Literature - Survey China  

Total Quality Management & 

Business 

Excellence 

Taylor& 

Francis 
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Appendix 2: E- CSFs of CI (Public sector) 
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Agus, 2004 ✕   ✕           ✕                 ✕ ✕         

Ali, Mahat & Zair,2010   ✕ ✕           ✕     ✕     ✕ ✕   ✕ ✕         

Antony, Krishan, Cullen & 

Kumar, 2012 
  ✕ ✕ ✕   ✕               ✕     ✕ ✕           

Asif, Awan, Khan & Ahmad, 

2013 

    ✕ ✕         ✕ ✕ ✕ ✕
 

  ✕
 

      ✕           

Barraza, Smith & Dahlgaard-

Park, 2009 
                    ✕     ✕   ✕   ✕ ✕         

Carmo Caccia-Bava, 

Guimaraes & Guimaraes, 2013 
                    ✕       ✕ ✕ ✕ ✕   ✕       

Chakraborty & Tan, 2012     ✕ ✕   ✕               ✕   ✕   ✕ ✕         

Chu & Wang, 2001   ✕ ✕                   ✕         ✕ ✕         

Fryer, 2009    ✕ ✕   ✕     ✕ ✕   ✕             ✕ ✕         

Fryer, Douglas& Antony ,2007   ✕ ✕ ✕     ✕ ✕ ✕ ✕ ✕ ✕ ✕     ✕   ✕ ✕         
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Goh, 2000             ✕ ✕ ✕           ✕     ✕ ✕         

Hilton, Balla & Sohal, 2008 ✕   ✕ ✕   ✕ ✕   ✕ ✕ ✕ ✕ ✕     ✕ ✕ ✕ ✕         

Holden, 2011  ✕       ✕ ✕     ✕ ✕       ✕       ✕ ✕         

Jorge Gamboa & Melao, 2012   ✕   ✕       ✕ ✕       ✕         ✕           

Kim, 2010       ✕   ✕     ✕ ✕ ✕   ✕   ✕     ✕ ✕   ✕ ✕   

Lee, Choi, Kang, Cho & Chae, 

2002 
          ✕     ✕       ✕ ✕     ✕ ✕ ✕         

Moneim,2009   ✕     ✕         ✕         ✕   ✕ ✕           

Muhamad, Kamis & Jantapj, 

2003 
  ✕ ✕     ✕     ✕ ✕         ✕ ✕   ✕ ✕         

Mukhtar &Ali, 2011     ✕           ✕             ✕   ✕ ✕         

Pedersen & Huniche, 2011   ✕   ✕ ✕   ✕       ✕     ✕   ✕   ✕ ✕         

Rad, 2005   ✕ ✕ ✕   ✕   ✕   ✕ ✕   ✕     ✕   ✕           

Radnor, Walley, Stephens, & 

Bucci 2006  
  ✕   ✕   ✕     ✕             ✕   ✕ ✕         

Salaheldin & Mukhalalati, 2009               ✕ ✕             ✕   ✕ ✕         

Suárez-Barraza & Ramis-Pujol, 

2010 
  ✕ ✕     ✕     ✕ ✕           ✕ ✕ ✕ ✕         

Observed Factors 3 12 13 10 4 10 4 6 16 9 9 4 7 7 6 13 6 24 18 1 1 1 0 
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Appendix 2: F- CSFs of CI (Private sector) 
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Abdolvand, Albadvi, & Ferdowsi, 

2008 
  ✕     ✕       ✕ ✕         ✕ ✕   ✕ ✕ ✕       

Achanga, Shehab, Roy & 

Nelder,2006 
      ✕     ✕         ✕     ✕       ✕         

Ahmad, Francis & Zairi,2007         ✕ ✕     ✕       ✕ ✕ ✕ ✕       ✕ ✕     

Ahmad & Elhuni,2014   ✕ ✕ ✕   ✕ ✕   ✕ ✕ ✕   ✕     ✕   ✕ ✕ ✕       

Al-Marri, Baheeg Ahmed & 

Zairi, 2007 
✕   ✕ ✕         ✕ ✕ ✕ ✕ ✕ ✕ ✕ ✕   ✕ ✕ ✕       

Altayeb & Alhasanat,2014   ✕ ✕ ✕           ✕ ✕   ✕ ✕       ✕ ✕         

Antony, Antony, Kumar & Cho, 

2007 
    ✕ ✕   ✕         ✕         ✕     ✕ ✕   ✕ ✕ 

Baidoun, 2003   ✕ ✕ ✕     ✕ ✕ ✕ ✕ ✕   ✕ ✕     ✕ ✕ ✕         

Brun, 2011   ✕ ✕ ✕   ✕   ✕ ✕               ✕ ✕ ✕   ✕ ✕   

Cheng & Chiu, 2008   ✕ ✕                         ✕ ✕ ✕   ✕       
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Cheng, & Choy, 2007     ✕         ✕ ✕ ✕ ✕   ✕         ✕ ✕         

Dabestani, Taghavi & 

Saljoughian, 2014 
✕ ✕ ✕         ✕ ✕   ✕   ✕     ✕   ✕ ✕         

De Jager et al, 2004         ✕       ✕ ✕ ✕         ✕ ✕ ✕ ✕         

Dora, Kumar, Goubergen, 

Molnara & Gellynck, 2013 
          ✕               ✕       ✕ ✕         
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Garcia-Sabater, Garcia, & 

Perello-Marin, 2012 
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García, Maldonado, Alvarado & 

Rivera, 2014 
  ✕   ✕   ✕ ✕   ✕   ✕     ✕   ✕ ✕ ✕ ✕         

Heckl, Moormann & Rosemann, 

2010 
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Henderson & Evans, 2000 ✕ ✕ ✕ ✕   ✕   ✕ ✕ ✕ ✕     ✕ ✕ ✕ ✕ ✕ ✕     ✕   

Ho, Chang & Wang ,2008   ✕ ✕ ✕           ✕       ✕ ✕   ✕ ✕ ✕   ✕     

Jaca, Viles, Mateo, & Santos, 

2012 
  ✕   ✕ ✕       ✕   ✕     ✕ ✕ ✕ ✕ ✕ ✕       ✕ 
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Mellahi & Eyuboglu, 2001         ✕               ✕     ✕   ✕ ✕         

Niazi, Wilson & Zowghi, 

2006  
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Padhi, Jena, Zanger & Kapil, 

2014 
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Psomas, Fotopoulos & 
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Psychogios, Atanasovski & 

Tsironis, 2012  
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Sabry, 2014 ✕   ✕ ✕   ✕ ✕ ✕ ✕ ✕ ✕   ✕     ✕ ✕ ✕ ✕         

Tari, 2005     ✕ ✕ ✕       ✕ ✕ ✕ ✕   ✕     ✕   ✕ ✕       
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Wahid & Corner, 2009   ✕             ✕ ✕         ✕ ✕   ✕ ✕         

 Observed Factors 4 15 18 20 8 14 7 7 24 16 16 3 15 14 9 18 14 26 28 8 6 3 3 
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Appendix 2: G - CSFs of CI (Manufacturing sector) 

Author 

B
en

ch
m

ar
k
in

g
 

C
o
m

m
u
n
ic

at
io

n
 

C
u
st

o
m

er
 M

an
ag

em
en

t 

In
te

g
ra

te
 C

I 
in

to
 S

tr
at

eg
ic

 O
b
je

ct
iv

es
 

 O
rg

an
is

at
io

n
al

 C
h
an

g
e 

O
rg

an
is

at
io

n
al

 C
u
lt

u
re

 

O
rg

an
is

at
io

n
al

 S
tr

u
ct

u
re

 

P
ar

tn
er

sh
ip

 a
n
d
 S

u
p
p
li

er
 M

an
ag

em
en

t 

E
m

p
lo

y
ee

s 
F

o
cu

s 

O
n
g
o
in

g
 M

ea
su

re
m

en
t&

 I
m

p
ro

v
em

en
t 

P
ro

ce
ss

 M
an

ag
em

en
t 

P
ro

d
u
ct

 o
r 

S
er

v
ic

e 
D

es
ig

n
 

Q
u
al

it
y
 P

o
li

cy
, 
S

y
st

em
 &

 d
ep

lo
y
m

en
t 

R
es

o
u
rc

e 
A

v
ai

la
b
il

it
y

 

R
ew

ar
d
s 

&
M

o
ti

v
at

io
n

 

T
ea

m
w

o
rk

 

T
o
o
ls

, 
T

ec
h
n
iq

u
e,

 M
et

h
o

d
o
lo

g
ie

s 
U

se
d

 

M
an

ag
em

en
t 

C
o
m

m
it

m
en

t&
 L

ea
d
er

sh
ip

 

T
ra

in
in

g
 &

 L
ea

rn
in

g
 

IT
 s

u
p
p
o
rt

 

P
ro

je
ct

 M
an

ag
em

en
t 

S
k
il

ls
 

O
rg

an
is

at
io

n
al

 I
n
fr

as
tr

u
ct

u
re

 

O
rg

an
is

at
io

n
 R

es
u
lt

 

Antony, Kumar & Madu, 2005     ✕ ✕   ✕   ✕ ✕               ✕ ✕ ✕   ✕ ✕   

Antony, Kumar&Labib, 2008     ✕ ✕   ✕   ✕ ✕             ✕ ✕ ✕   ✕ ✕     

Assarlind& Gremyr, 2014   ✕ ✕ ✕     ✕ ✕ ✕ ✕     ✕   ✕   ✕ ✕ ✕         

Curry & Kadasah, 2002 ✕   ✕     ✕   ✕ ✕ ✕           ✕ ✕ ✕ ✕         

García& Rivera & Iniesta, 2013   ✕ ✕     ✕         ✕       ✕ ✕   ✕ ✕         

Guimaraes & Paranjape, 2013                     ✕         ✕ ✕ ✕   ✕       

Habidin &Yusof, 2013     ✕ ✕       ✕ ✕ ✕ ✕   ✕         ✕           

Haley, 2014   ✕ ✕ ✕   ✕   ✕ ✕ ✕ ✕ ✕ ✕     ✕   ✕ ✕         

Hibadullah, et al., 2014     ✕         ✕ ✕ ✕             ✕             

Jagannathan, 2008 ✕   ✕ ✕       ✕ ✕ ✕ ✕ ✕             ✕ ✕       

Jeyaraman, Kee, & Soh, 2012   ✕                     ✕ ✕   ✕ ✕ ✕ ✕   ✕     

Jeyaraman & Teo, 2010 ✕ ✕               ✕       ✕ ✕   ✕ ✕ ✕         
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Sohal & Terziovski, 2000     ✕     ✕   ✕   ✕         ✕       ✕         

Timans, Antony, Ahaus & van 

Solingen, 2012 
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Yi-zhong, Gang, Li-lin & Ree, 2008      ✕                       ✕     ✕     ✕     

Yusof, & Aspinwall, 2000         ✕   ✕   ✕ ✕ ✕ ✕     ✕     ✕ ✕ ✕       

Observed Factors 4 8 17 9 2 9 4 12 14 13 10 5 7 5 8 9 11 20 15 7 7 1 0 
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Appendix 2: H - CSFs of CI (Mixed sectors) 
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Al-Khalifa & Aspinwall, 2000 ✕   ✕ ✕       ✕ ✕ ✕ ✕   ✕     ✕ ✕             

Alsmadi, Lehaney, & Khan ,2012     ✕ ✕   ✕   ✕       ✕         ✕ ✕ ✕     ✕   

Antony, 2014     ✕ ✕                   ✕   ✕   ✕ ✕         

Antony & Banuelas, 2002    ✕ ✕ ✕ ✕     ✕ ✕ ✕             ✕ ✕ ✕   ✕ ✕   

Antony, Leung, Knowles, & Gosh, 

2002 
  ✕ ✕             ✕     ✕         ✕ ✕         

Bayraktar, Tatoglu, Zaim,2008     ✕ ✕         ✕ ✕ ✕   ✕   ✕     ✕ ✕         

Chang, 2005 ✕ ✕ ✕ ✕       ✕ ✕ ✕         ✕   ✕     ✕       

Cho, Lee, Ahn, & Jang,2011     ✕ ✕   ✕ ✕     ✕             ✕ ✕     ✕     

Dayton, 2001   ✕ ✕ ✕   ✕   ✕ ✕ ✕ ✕   ✕     ✕   ✕           

Dayton, 2003   ✕ ✕ ✕       ✕               ✕   ✕           

Desai, Antony, & Patel, 2012     ✕ ✕   ✕   ✕                 ✕ ✕ ✕   ✕ ✕   

Farris et al., 2009       ✕ ✕           ✕         ✕ ✕ ✕ ✕         
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Fotopoulos & Psomas, 2010     ✕ ✕       ✕ ✕ ✕ ✕           ✕ ✕ ✕         

Gadenne & Sharma, 2009 ✕   ✕           ✕ ✕     ✕         ✕ ✕         
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Talib, Ali, & Idris, 2014     ✕ ✕       ✕ ✕ ✕ ✕   ✕         ✕           

Tennant &Wu, 2005   ✕   ✕         ✕ ✕         ✕ ✕   ✕   ✕       

Venkateshwarlu, Agarwal, & 

Kulshreshtha, 2011 
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Yusuf et al., 2007 ✕   ✕           ✕ ✕     ✕   ✕ ✕   ✕ ✕         

 Observed Factors  4 10 19 15 2 9 1 9 13 15 6 2 9 1 5 10 11 20 13 3 3 3 1 
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Appendix 3: A- Informed consent (Interview) 
 

Dear Participant, 

As part of my PhD programme at the University of Portsmouth (UK), I am conducting a 

research project to discover the critical success factors of continuous improvement in the Saudi 

public service sector. The purpose of this research is to discover the common factors that lead 

to implementing continuous programme improvements successfully in the Saudi service 

environment. The benefit of this research is to achieve a high level of customer satisfaction, 

employee satisfaction and to also improve organisational performance effectively and 

efficiently. 

Therefore, I would like to invite you to take part in the research project and speak to you about 

your experience with continuous improvement practices and their impact on overall 

performance in your organisation. This interview will take approximately (50 minutes). 

Although all studies have some degree of risk, having reviewed this study using appropriate 

ethical guidelines, there appears to be no known or anticipated risks to your participation in 

this study.  You will not incur any costs as a result of your participation in this study. 

Your participation is voluntary.  If at any time during this study you wish to withdraw your 

participation, you are free to do so without prejudice. Shortly after the interview has been 

completed, I will send you a copy of the transcript to give you an opportunity to confirm the 

accuracy of our conversation and to add or clarify any points that you wish. All information 

you provide is considered completely confidential. Your name will not appear in any thesis or 

report resulting from this study. 

If you have any questions prior to your participation or at any time during the study, please do 

not hesitate to contact me: Abdullah Alhaqbani via email: alhaqbani1978@gmail.com or my 

supervisor at the University of Portsmouth Dr Debbie Reed (Debbie.x.Reed@port.ac.uk)  

AUTHORIZATION:   

I have read the information presented in the information letter about a research being conducted 

by Abdullah Alhaqbani as part of the degree of Doctor of Philosophy at the University of 

Portsmouth.  I have had the opportunity to have my questions related to this study answered 

and I know that should I have any comments or concerns resulting from my participation in 

this research, I may contact the researcher (alhaqbani1978@gmail.com) or his supervisor 

(Debbie.x.Reed@port.ac.uk). I was  informed  that  I  could  withdraw  my consent at any time 

by advising the researcher and that  by taking part in the  interview   I  agree,  of  my  own  free  

will,  to  participate  in  this  research. Further, I  agree  to  be  contacted  again  by  the  

researcher  after  the interviews if necessary. 

Participant’s signature: _____________________  Date: _______________ 

Researcher’s signature: ____________________   Date: ________________ 
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Appendix 3: B - Interview Questions 

Q1: What is your job role in organisation? 

Q2: what drive performance in your organisations 

Q 3: Where do you see improvement possibilities in your organisation?  

Q4: What are the obstacles that restrict your organisation from on-going 

improvement? 

Q5: What are the most critical factors that you believe keep organisations  

pursuing continuous improvement? 

 

 

في المنظمة الوظيفي عملكم ودوركم ما هو: ١س  

ما لمؤشرات التي تقود اداء جهة العمل )المؤشرات التي يتم من خاللها تقييم اداء الجهة(: ٢س  

اي جهة العمل؟ فيترى امكانية التحسين والتطوير في جهة  يمكن ان: اين ٣س  

)ماهي الجهات والعناصر التي تحسن أدائها والجهات التي تأملون ان تتحسن تتطور لديكم؟ مثال: 

 التدريب، االتصاالت ..... الخ (  

التي تعيق استمرارية التحسين المستمر في جهة العمل ما لعوائق: ٤س  

اذكر العناصر  \--ئهاتطوير ادا تحسين و :ماهي  العناصر الهامة التي تعتقد سوف تساعد المنظمة في٥س

   الحالية الموجودة  والمستقبلية التي تأملون تطبيقها 
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Appendix 3: C - Research Questionnaire  

(English and Arabic version) 
    عزيزي المشارك في االستبيان

 السالم عليكم ورحمة هللا وبركاته..

بحثي يهدف الى  كجزء من متطلبات برنامج الدكتوراه المعتمد من جامعة بورتسموث بالمملكة المتحدة اقوم حاليا باعداد مشروع 

. يهدف البحث الى ايجاد إكتشاف وتحديد عناصر النجاح الحاسمة لتطبيق برامج  التحسين المستمر في الجهات الحكومية السعودية

في بناء خططها التطويرية لتقديم خدمة افضل للمواطن والمقيم. عليه يسرني دعوتكم للمشاركة والتعبير آلية تخدم الجهات الحكومية 

دقيقة. ٣٠ـ١٥من قصىأ عن ارائكم من خالل  االستبيان المرفق الذي لن تستغرق االجابة علية كحد  

ة والمتضمن بان جميع معلومات البحث التي سوف افيد سعادتكم بان البحث تمت مراجعته واعتماده من لجنة اخالقيات البحث بالجامع

يتم الحصول عليها لن تتضمن أي اسئلة تتعلق بنواحي سرية اومالية اوشخصية كما ان اسم الجهة الحكومية وطبيعة نشاطها واسم 

ية الالحقة لهذا اال اذا رغب المشارك في تزويد الباحث بمعلومات عنه لغرض المشاركة في المقابالت الشخص المشارك غير مطلوب

لن يذكر نهائياً في اي مرحلة من مراحل البحث.باالضافة ان للمشارك الحرية المطلقة في تعبئة االستيبيان مع العلم ان اسم المشارك 

. االستبيان  

 في حال رغبتكم االستفسار قبل او بعد تعبئة االستبيان ارجو اال تتردد في االتصال بي عبر البريد االلكتروني

Debbie.x.Reed@port.ac.uk   الحقبانيعبدهللا    اوالمشرف الجامعي د. ديبي ريد  alhaqbani1978@gmail.com  

 اطالع  المشارك في االستبيان.

 ستفسارالحال ا وفي لقد اطلعت على دعوة الباحث للمشاركة في بحث الدكتوراه المعتمد من جامعة بورتسموث بالمملكة المتحدة

alhaqbani1978@gmail.com    الباحث عبر البريد االلكتروني   علي ان اقوم بالتواصل مع

Debbie.x.Reed@port.ac.uk   اوالمشرف الجامعي د. ديبي ريد 

االستبيان واالتصال بيكما تم اطالعي بان لي الحرية الكاملة في المشاركة في هذا االستبيان. لذا فاني اوافق على المشاركة في   

الشخصية الفردية او الجماعية الالحقة حال تزويدي الباحث بمعلومات االتصال في نهاية االستبيان.  المقابالت لغرض    

Dear Participant, 

As part of my PhD programme at the University of Portsmouth (UK), I am conducting a research project 

to discover the critical success factors of continuous improvement in the Saudi public service sector. 

The purpose of this research is to discover the common factors that lead to implementing continuous 

programme improvements successfully in the Saudi service environment. The benefit of the research 

project is to achieve a high level of customer satisfaction, employee satisfaction and to also improve 

organisational performance effectively and efficiently. I would like to invite you to take part in this 

research. If you agree to participate you will be asked to complete a questionnaire that will take 

approximately 15 to 30 minutes.  Although all studies have some degree of risk, having reviewed this 

study using appropriate ethical guidelines, there appears to be no known or anticipated risks to your 

participation in this study.  You will not incur any costs as a result of your participation in this study. 

Your participation is voluntary.  If at any time during the survey period you wish to withdraw your 

participation, you are free to do so without prejudice. All information you provide is considered 

completely confidential. You will not be required to put your name on this form unless you agree to 

provide your details at the end of this form and your name will not appear in any report resulting from 

this study. If you have any questions prior to your participation or at any time during the study, please 

do not hesitate to contact me: Abdullah Alhaqbani via email: alhaqbani1978@gmail.com or my 

supervisor at the University of Portsmouth, Dr Debbie Reed (Debbie.x.Reed@port.ac.uk)  

Authorization:   

I have read and understood the above information about research being conducted by Abdullah 

Alhaqbani as part of the degree of Doctor of Philosophy at the University of Portsmouth.  I have had 

the opportunity to have my questions related to this study answered and I know that should I have any 

comments or concerns resulting from my participation in this research, I may contact the researcher 

(alhaqbani1978@gmail.com) or his supervisor (Debbie.x.Reed@port.ac.uk). I was informed that I 

mailto:alhaqbani1978@gmail.com
mailto:Debbie.x.Reed@port.ac.uk
mailto:alhaqbani1978@gmail.com
mailto:Debbie.x.Reed@port.ac.uk
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could withdraw my consent at any time, before data consolidation, by advising the researcher and that 

by taking part in the questionnaire I agree, of my own free will, to participate in this research. Further, 

I agree to be contacted by researcher for follow-up, if I have stated at the end of this questionnaire that 

I am willing to be interviewed or to join a Focus Group in relation to this research. 

 

1- Please tick   only one option for each question: أرجو إختيار إجابة واحدة لكل سؤال    

من الخيارات التالية ما يناسب الوصف الوظيفي لك؟  حدد  ١/١  
1/1 Which of the following best describes your current position level?  

 

شعبة                                             مديرعام او مساعد مدير       /مدير ادارة  

Upper management □                                   Middle management □     

 

وحده             /مدير قسم                                                              موظف   

Lower management □                                   Non-management staff □ 

 

المؤهل العلمي: ١/٢  

1/2 What is the highest level of education you have completed?  

 دكتوراه         ماجستير                بكالوريس                   دبلوم                 ثانوية عامة           

High School □            Diploma □              Bachelor □             Master □          PhD 

□ 

 

مدة الخدمة في جهة العمل الحالية ) بالسنوات( ١/٣  

1/3 What is your length of service in your organisation (in years)?  

 

Under 2  □                   2-5 □                       6-10 □                    11-15 □ 

 

            16-20□                                          Over 20 □  

  

أرجو تحديد موافقتك من عدمها  بوضع عالمة )   ( امام االختيار المناسب لكل عبارة. -ـ٢  

2-Please show the degree of your agreement/disagreement for each statement by putting 

a tick  in the relevant box. 

 

Statements 

Strongly 

Agree  

 اوافق بشدة

Agree 

 

 اوافق 

Neutral 

 

 محايد

Disagree  

 

 ارفض

Strongly 

Disagree 

 ارفض

 بشدة

المعلومات والتعاميم تصل للقسم الذي اعمل به بشكل 

 منتظم ومنظم
Organisational information is timely in how 

it flows into my department.  

 

 

     

في نظام التواصل في المنظمة التي أعمل يوجد فعالية 

 بها.
My organisation’s communication systems 

are efficient. 
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يوجد  اتصال بين الجهة التي اعمل بها و الجهات 

 الحكومية االخرى.  
There is communication between my 

organisation and other public sector 

organisations.  

 

     

أعتقد أن الدور الذي اقوم به في المنظمة سوف يساعد 

 في تحسين االداء.

 My role will contribute to improving the 

organisation. 

     

االخطاء في العمل مديري المباشرعادة يبحث عن أسباب 

 بدال من القاء اللوم فورا على المتسبب.
My direct manager usually looks for the 

causes of mistakes rather than seeking to 

blame individual(s). 

     

المنظمة التي اعمل بها تقوم بتسجيل الدروس المستفادة 

 من خبراتها السابقة.  
My organisation records its lessons learned 

from previous experiences across the 

organisation.  

 

  

 

     

المنظمة التي اعمل بها تقوم بنشر الدروس المستفادة 

 من خبراتها السابقة في جميع ادارات المنظمة.  
My organisation deploys the learning from 

previous experiences across the 

organisation. 

  
 

 

 

 

 

 

إحتياجات عمالء المنظمة التي أعمل بها واضحة 

 ومعروفة. 
My organisation’s customers’ needs are 

clearly identified. 

     

عن اي تغيرات في  إلبالغيتوجد آلية واضحة  

المنتظم،  لمثال: االتصامستخدمي الخدمات ) احتياجات

 ردود االفعال (. 
There is a mechanism for keeping me up to 

date with the changing needs of services 

users (e.g. through regular contacts, 

feedback).  

     

ردود افعال مستخدمي الخدمات تؤخذ باالعتبار عند 

 تحسين عمليات المنظمة التي اعمل بها. 
The feedback of service users is considered 

in the improvement of my organisation’s 

processes.  

 

 

 

 

 

 

 
  

القسم الذي أعمل به يعرف جيدا من هم عمالئه من داخل 

 المنظمة. 
My department knows who are its internal 

customers. 

     



 318 

داخل المنظمة يوجد قياس منتظم لرضا العمالء من 

ـ اصحاب العالقة(-)الموظفين  
There is a regular measurement of internal 

customers' satisfaction. 

     

يوجد تشجيع لالقتراحات التي يقدمها الموظفين 

 للمنظمة 
Suggestions from employees throughout 

the organisation are encouraged. 

 

 

 

 

   

لتقدير اداء الموظفين في المنظمة التي اعمل يوجد نظام 

 بها.
There is a recognition system in place.  

     

طريقة تقدير االداء في المنظمة التي اعمل بها تشجع 

 على التحسين المستمر.
The recognition system encourages 

continuous improvement. 

     

الجهة التي اعمل بها تقوم بمكافاءة الموظفين على 

 اقتراحاتهم التي تساهم في تحسين اداء العمل. 
My organisation rewards individuals for 

suggestions that improve work processes. 

 

 

 

 

 

 

 

  

 يوجد تقييم دوري الداء الموظفين.
There is a periodic appraisal of employees’ 

performance. 

     

تقييم اداء الموظفين يساهم في عمليات التحسين 

 المستمر الداء المنظمة 
Employees’ performance appraisals 

facilitate continuous improvement 

     

الموظفين لديهم الفرص الكافية للمشاركة في انشطة 

خالل المشاركة في فرق العمل  تحسين االداء) من

 لتحسين االداء، العمل في مشروع والتدريب(. 
Employees have opportunities to participate 

in improvement activities (e.g. through 

improvement teams, project work and 

training). 

     

 هناك قياس منتظم للخدمات التي يتلقاها الجمهور. 
There is regular measurement of the 

services that customers received. 

     

المنظمة التي أعمل بها تستخدم االدوات االحصائية 

 المناسبة لتقييم وقياس ادائها.
The organisation uses appropriate statistical 

tools or techniques to evaluate and measure 

its performance. 

     

 يوجد تقييم دوري إلداء اإلدارة التي أعمل بها.
There is a periodic assessment of my 

department’s performance.  
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  باألهدافمرتبط  المنظمة يكونقياس االداء في 

 االستراتيجية.
Organisational performance measurements 

are correlated with strategic objectives. 

 

     

اهداف ومقاصد المنظمة التي أعمل بها واضحة  

 ومعروفة.
My organisation’s aims and objectives are 

clearly identified.   

 

 

     

الجهة التي أعمل بها  ألنظمةالقياس والتقييم المستمر 

 يعتبر جزء من أهدافها التنظيمية.
On-going assessments and evaluations of 

the organisation’s systems are part of the 

organisational objectives.  

 

 

 

     

أولوية جهود التحسين في القسم الذي أعمل به مرتبطة 

والمقاصد التنظيمية.  باألهداف  
The priorities for improvement efforts in 

my department are linked to the 

organisational objectives and goals. 

     

لوائح وأنظمة القطاع العام تدعم تحسين الخدمات 

 المقدمة من المنظمة التي اعمل بها.  
Rules and regulations for the public sector 

support the improvement of the 

organisation’s services. 

 

     

الوظيفية للموظفين تراجع بشكل مستمر وتعدل المهام 

 عند الحاجة.
Job tasks are continuously reviewed and 

revised as needed. 

 

 

 

 

 

 

 

     

مراحل سير العمل تراجع بشكل منتظم لمعرفة فعاليتها 

 في تحقيق أهداف ومقاصد المنظمة التي أعمل بها. 
Work processes are regularly reviewed to 

identify their contribution to the 

achievement of organisational aims and 

objectives. 

 

 

 

     

ردود وت في مهام عملي على القياس تستند اي تغييرا

 االفعال.
Any changes to my work are based on 

measurements and feedback. 

     

به عادة  أكلفإجراءات العمل الذي  تغييرات فيأي 

 تكون بهدف التحسين. 
Any changes in my work processes usually 

bring about improvements.  
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التحسينات على إجراءات العمل عادة تكون صغيرة 

 وجزئية
Improvements of work processes are 

usually small and incremental. 

     

تحسين إجراءات العمل باستخدام مناهج التحليليتم   

Work processes are improved using 

analysis approaches.  

     

متخصصين يوجد في المنظمة فريق عمل مكون من 

الموظفين في حل مشاكل العمل. لمساعدة  
There is a team of specialists available to 

help to solve the organisation’s problems.  

     

فرق  العمل المكلفة بالمساعدة في حل المشاكل االدارية 

والتحسين في المنظمة تتعاون عبر جميع االقسام 

 والمستويات النجاز مهامها. 
Teams responsible for problem solving and 

improvement cooperate across boundaries 

at all levels to get the job done. 

 

     

يتشارك موظفي المنظمة التي اعمل بها الخبرات فيما 

 بينهم.  
Employees share their experiences with 

others in different departments. 

 

 

     

يوجد تعاون بين القسم الذي اعمل به واالقسام االخرى 

 داخل المنظمة. 
There is cooperation between my 

department and other departments. 

     

المنظمة التي اعمل بها والمنظمات  يوجد تعاون بين

 االخرى بهدف تحسين الخدمات المقدمة للجمهور. 
My organisation usually cooperates with 

other organisations to improve the services 

that are provided to customers.  

     

االدارة العليا ملتزمة بتوفير جميع الموارد الضرورية 

 لدعم تحسين أداء المنظمة.  
Upper management maintains a 

commitment to providing all resources 

necessary to support performance 

improvement. 

 

     

العليا في المنظمة التي اعمل بها  الوصول لإلدارةيسهل 

)مثال: عدم وجود حواجز امام الموظفين عند طلبهم 

االلتقاء بالمسؤول زيارة المسؤولين في االدارة العليا  

 لالقسام واالدارات (.
Upper management are easily accessible 

(e.g. operating an open door policy, 

walking the floor).  
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المدراء في المنظمة يقومون بتفويض الموظفين 

الصالحية و  المسؤولية   التخاذ  القرارات المتعلقة 

 باداء أعمالهم. 
Managers give the employees the 

responsibility and authority to make 

decisions about their work.  

 
 

 

 

 

 

 

 

 

 ببتوفير التدريإدارة المنظمة التي أعمل بها ملتزمة 

 الالزم للموظفين  
My organisation’s management are 

committed to providing training to 

employees. 

 

 

 

     

مديري المباشر يدعم انشطة تحسين االداء في االدارة 

 التي أعمل بها.  
My direct manager supports improvement 

activities in my department.  

  
 

 
  

المنظمة التي اعمل بها تدرب الموظفين على مهارات 

 وظيفية محددة . 
Specific work-skills training is given to 

employees throughout my organisation. 

     

يتم تدريب الموظفين على كشف و حل المشاكل االدارية 

 باستخدام ادوات وتقنيات محددة.
Employees are trained to identify and solve 

problems by using specific tools and 

techniques. 

     

يتم مراجعة وتقييم برامج التدريب بانتظام لتلبية 

 احتياجات المنظمة المستقبلية. 
The training programme is regularly 

reviewed and evaluated for future needs. 

     

توفر اإلدارة التي أعمل بها لي التدريب المتقدم على 

 المهارات الوظيفية. 

My organisation provides frequent training 

on my job skills. 

     

تسمح المنظمة للموظفين بالبحث عن الفرص التعليمية 

 وتطوير قدراتهم الشخصية.
My organisation allows employees to seek 

out opportunities for learning and personal 

development. 

 

 

 

 
   

 

 

 

( ١من حيث ) حسب اهميتها لديك في المنظمة التي تعمل بها لتحسين المستمرتطبيق ار جو ترتيب العناصر التالية لـ أ٣

( اقل أهمية.١٠اعلى أهمية و)  

3- Please rank the following factors in order of importance for implementing a successful 

continuous improvement in your organisation, where 1 is (the most important), and 10 is 

(the least important). 
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 العناصر

Factors 

 االهمية

Importance 

Communication    

 االتصال بين المستويات االدارية
 

Customer focus  

 التركيز على العميل
 

Focus on strategic objective 

التحسين اندماج  -التركيز على األهداف االستراتيجية

  المستمر ضمن األهداف التنظيمية

 

Ongoing measurement and improvement  

 القياس المستمر
 

Organisational culture  

 الثقافة التنظيمية
 

People Management  

الصالحيات( تفويض)الموظفين إدارة   
 

Process management  

 إدارة العمليات
 

Teamwork العمل كفريق  

Top management commitment and 

leadership 

 التزام اإلدارة العليا والقيادة

 

Training and learning 

 التدريب والتعليم 
 

 

4-  Could you please answer the following questions: 

األسئلة التالية:أرجو االجابة عن  -٤  

 

: اذكر ماهي الممارسات الناجحة للتحسين المستمر التي تالحظها في المنظمة التي تعمل بها؟ ٤/١  
4/1 Please list the successful practices of improvement that you have seen within your 

organisation.  

 

 

لعمل؟.استمرارية التحسين المستمر في جهة ا تعرقللعوائق التي هي ا: ما٤/٢   
4/2 What are the obstacles that restrict your organisation from achieving on-going 

improvement? 

 

 

 

 

 

 

؟ تطوير ادائها تحسين و :ماهي  العناصر الهامة التي تعتقد سوف تساعد المنظمة في ٤/٣  

4/3 What are the most important factors that you believe keep your organisation focused on 

on-going improvement? 

 *اذا كانت لديك اي تعليقات حول اجابتك اواجابة مفصلة فأرجو استخدام المساحة ادناه



 323 

*If you have any further comments about your answer, please write them below: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

كانت لديك الرغبة واالستعداد للمشاركة في المقابالت الشخصية او الجماعية الالحقة فآمل تزويدي بوسيلة  *اذا

 اتصالك. 

*If you would be willing to take part in a further interview and/or focus group please 

provide your contact details: 

 

 

Name:                                                                                                                               االسم  

 

Organisation:                                                                                        جهة العمل                       

  

Email:                                                                                                                            

      البريد

 

Contact number:                                                                                                           :الجوال 

                                                                                                    

 

 مالحظة: هذه الورقة سوف يتم تخزينها بشكل منفصل عن االجابة لضمان سرية المعلومات.

Note: This sheet will be stored separately from the survey responses. 

 

 

 شكراً جزيال لمشاركتكم في االستبيان.                              

Thank you for taking the time to complete this questionnaire. 
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Appendix 3: D- A Back translation of the interview questions and 

the research key themes  
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Appendix 3: E - Survey checklist for expert panel review  
 

 معايير

Criteria 
 المعايير الفرعية

 ال يقيس تماما =1

(Major modifications needed) 

 يقيس الى حد ما=2

(Some modifications needed) 

 يقيس تماما=3

(No modifications needed) 

 غير مناسب لالستبيان=4

Not applicable 

 

ارجو تحديد االسئلة التي عليها 

 مالحظات 

 

Questions NOT 

meeting standard 

(List question 

number)  

 1 2 3 4 

 تنسيق االستبيان   

Survey 

formatting 

 خطاب الدعوة للمشاركة

 Informed consent  
     

 البيانات الشخصية

Demographic Data  
     

االستبيانمدة وطول   

Duration of survey and length of questionnaire 
     

 اختيارات االجابة تسمح للمستجيبين باالجابة

The choices listed allow participants to respond 

appropriately. 

     

 الوضوح

 

Clarity 

 االسئلة مباشرة ومحددة 

The questions are direct and specific.  
     

 التوجد اسئلة متكررة

Only one question is asked at a time. 
     

 االسئلة واضحة ومفهومة

The participants can understand what is being asked. 
     

 سؤال واحد فقط لكل عبارة 

There are no double-barreled questions (two questions in 

one). 
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االسئلة على مصطلحات او مفردات غير مفهومة  يال تحتو  

There are no terminologies, acronyms or jargons in the 

wording of the questions. 

     

 صياغة االسئلة

Questions 

wording  

 االسئلة موجزة

Questions are concise. 
     

 التوجد كلمات غير ضرورية في االسئلة

There are no unnecessary words. 
     

 تستخدم االسئلة اسلوب االيجاب

Questions are asked using the affirmative. 
     

 تداخل الردود

Overlapping 

Responses 

من اجابة أكثراليوجد سؤال يحتمل   

No response covers more than one choice.  
     

 االسئلة تحتمل جميع الخيارات

All possibilities are considered. 
     

 التوجد اسئلة غامضة 

There are no ambiguous questions. 
     

 وزن صياغة االسئلة

Balance 

 صياغة االسئلة التدل المستجيبين على اختيار اجابة محددة

The questions do not lead the participants to a response.  
     

االسئلة محايداسلوب صياغة   

The questions are asked using a neutral tone. 
     

 االسئلة تتعلق بممارسات وخبرات المشاركين المحتملين

The questions asked relate to the daily practices or 

expertise of the potential participants. 

     

عالقة االسئلة 

 باألهداف

Relationship 

to the 

research 

objectives 

 

 االسئلة كافية لتحقيق االهداف التالية

The questions are sufficient to achieve following research 

objectives: 

لقياس مدى تاثير عوامل التحسين المستمر في المنظمة من خالل خبرات 

  الموظفين  

1- To examine the employees’ experiences of the 

implications of CI factors. 

لمعرفة مستوى نضج منهج التحسين المستمر في القطاع الحكومي الخدمي 
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 بالمملكة العربية السعودية

2- To identify the level of CI maturity in the Saudi public 

service sector.   

 

 

 التعليقات والمقترحات

Comments 
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Appendix 4 

 Pilot studies 
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Appendix 4: A-Template analysis protocol/ Interviews Analysis  

1. Define each question’s main topic then create a table for each interview transcript. 

2. Read through each question answer in first transcript and start coding relevant phrases 

according to the theme 1- word, synonym, 2- meaning.  

3. Highlight each theme phrase (code) with unique colour.  

4. Record relevant phrase of each code using similar colour code. 

5. Apply steps 1,2,3 and 4 for all interview transcripts.  

6. Record new code if any. 

7. Create a cross-tabulation of all transcripts to display each question codes. 

8. Discuss and interpret the findings of interviewees’ views for each case, then across 

cases. 

Theme Code 

Meeting objectives and plans 

Customer focus  

Plan deployment  

Communication 

Employees Involvement  

Leadership 

Organisational culture 

Results measurement 

Training and development  

Resources  

Using IT 

Process Management/development 

Regulations and rules 

Employee motivation 

Employees achievement  

Change management  

Empowerment  

Information/Knowledge management 

Team work 

Add theme…… 

Green yellow  

Blue 

Dark red  

Green  

Light purple 

Amber 

Dark blue 

Olive  

Light blue  

Dark green 

Grey 

Red  

Orange  

Pink  

Navy  

Light grey 

Dark grey 

Light green  

Yellow 

Themes codes 
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Appendix 4: B-The pilot interview and Template Analysis results 

Interview questions P4 Themes– Expert’s Analysis  
P4 Themes – Abdullah’s 

Analysis 
     Similarity   

1-What is your job role in 

the organisation 

Managing performance 

Meeting plan 

Deploying plans, etc. 

Managing performance 

Monitoring performance 

Achieve organisation plans 

      67% 

2-What drives performance 

in your organisation? 

 

Employee motivation* 

Employee achievement* 

Employee involvement* 

Communication* 

Customer focus* 

Leadership* 

Deployment* 

Motivation  

Customer satisfaction 

Problem solving  

Strategic goals  

Communication  

Employees involvement 

Organisational culture 

 

57% 

3-Where do you see 

improvement possibilities 

in your organisation? 

Employee involvement* 

Training and Development* 

Customer focus* 

Process Management/development/maintenance 

Deployment* 

 

Motivation  

Learning  

Training  

Measurement  

Process management 

Customer focus 

Development  

Information management  

Achieving result 

60% 

3-1Could you please 

describe these 

improvements 

Employee motivation* 

Employee achievement* 

Training and Development* 

Customer focus* 

Process Management/development/maintenance 

Information/Knowledge management* 

 

Employees job improvement  

Process management  

Innovation and Information  

Training  

Motivation   

Customer focus  

Employees involvement  

 

83% 
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4- What are the obstacles 

that restrict your 

organisation from on-going 

improvement? 

Employee motivation 

Organisational culture 

 

Organisational culture  

Employees commitment  

Employees Collaboration  

50% 

4-1*: Do you think what the 

reason of that 

Employee motivation* 

Communication* 

Training and Development* 

Organisational culture* 

Leadership* 

Process Management/development/maintenance 

Deployment* 

 

Organisational culture  

Process management 

Employees involvement  

Management commitment  

Communication  

Organisation structure 

Training   

Top management commitment  

71% 

5: What are the most 

critical factors that you 

believe keep organisations 

pursuing continuous 

improvement? 

Employee motivation* 

Employee involvement* 

Communication* 

Team work* 

Training and Development* 

Organisational culture* 

Results measurement* 

Customer focus* 

Leadership* 

Process Management/development/maintenance 

Information/Knowledge management* 

Deployment* 

Training 

Employees Empowerment  

Employees involvement  

Employees motivation  

Process management  

Communication  

Customer focus  

Teamwork 

Organisation culture 

Leadership 

Measurement 

Organisation objectives 

 

83% 
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Appendix 4: C- A Pilot questionnaire result/ Reliability  
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Appendix 5 

 Focus groups and follow-up Interviews 

design 
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Appendix 5: A- Focus group and interview questions 

 

1. How is the organisation's facilitating CI?  and What tools and techniques are used for 

CI?  

2. How would you describe the relationship between management levels?  

3. How does your organisation motivate their employees?  

4. What does your organisation need to change to facilitate CI?  

5. How do you comment on the following themes: 

• Employee accountability at work 

• Equality between employees 

• Trust between managers and staff  

• Transparency 
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Appendix 5: B- Informed consent  

(Focus groups and follow-up Interviews) 
 

Dear Participant, 

As part of my PhD programme at the University of Portsmouth (UK), I am conducting a 

research project to discover the critical success factors of continuous improvement in the Saudi 

public service sector. The purpose of this research is to discover the common factors that lead 

to implementing continuous programme improvements successfully in the Saudi service 

environment. The benefit of this research is to achieve a high level of customer satisfaction, 

employee satisfaction and to also improve organisational performance effectively and 

efficiently. 

Therefore, I would like to invite you to take part in the research project and speak to you about 

your experience with continuous improvement practices and their impact on overall 

performance in your organisation. This interview or focus group will take approximately (50 

minutes). 

Although all studies have some degree of risk, having reviewed this study using appropriate 

ethical guidelines, there appears to be no known or anticipated risks to your participation in 

this study.  You will not incur any costs as a result of your participation in this study. 

Your participation is voluntary.  If at any time during this study you wish to withdraw your 

participation, you are free to do so without prejudice. Shortly after the interview has been 

completed, I will send you a copy of the transcript to give you an opportunity to confirm the 

accuracy of our conversation and to add or clarify any points that you wish. All information 

you provide is considered completely confidential. Your name will not appear in any thesis or 

report resulting from this study. 

If you have any questions prior to your participation or at any time during the study, please do 

not hesitate to contact me: Abdullah Alhaqbani via email: alhaqbani1978@gmail.com or my 

supervisor at the University of Portsmouth Dr Debbie Reed (Debbie.x.Reed@port.ac.uk)  

AUTHORIZATION:   

I have read the information presented in the information letter about a research being conducted 

by Abdullah Alhaqbani as part of the degree of Doctor of Philosophy at the University of 

Portsmouth.  I have had the opportunity to have my questions related to this study answered 

and I know that should I have any comments or concerns resulting from my participation in 

this research, I may contact the researcher (alhaqbani1978@gmail.com) or his supervisor 

(Debbie.x.Reed@port.ac.uk). I was  informed  that  I  could  withdraw  my consent at any time 

by advising the researcher and that  by taking part in the  interview   I  agree,  of  my  own  free  

will,  to  participate  in  this  research. Further, I  agree  to  be  contacted  again  by  the  

researcher  after  the interviews if necessary. 

Participant’s signature: _____________________  Date: _______________ 

Researcher’s signature: ____________________   Date: ________________ 

 

 

 

 

 

 

 

 

 

mailto:alhaqbani1978@gmail.com
mailto:Debbie.x.Reed@port.ac.uk
mailto:alhaqbani1978@gmail.com
mailto:Debbie.x.Reed@port.ac.uk
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.المقابلة الشخصيةــ المجموعاتعزيزي المشارك في   

 السالم عليكم ورحمة هللا وبركاته..

 بحثي كجزء من متطلبات برنامج الدكتوراه المعتمد من جامعة بورتسموث بالمملكة المتحدة اقوم حاليا باعداد مشروع 

. يهدف الى إكتشاف وتحديد عناصر النجاح الحاسمة لتطبيق برامج  التحسين المستمر في الجهات الحكومية السعودية

يهدف البحث الى ايجاد آلية تخدم الجهات الحكومية في بناء خططها التطويرية لتقديم خدمة افضل للمواطن والمقيم. عليه 

قصى.أ كحدلمدة ساعة  الشخصية او الجماعية خالل المقابلةن م آرائكميسرني دعوتكم للمشاركة والتعبير عن   

افيد سعادتكم بان البحث تمت مراجعته واعتماده من لجنة اخالقيات البحث بالجامعة والمتضمن بان جميع معلومات البحث 

هة الحكومية التي سوف يتم الحصول عليها لن تتضمن أي اسئلة تتعلق بنواحي سرية اومالية اوشخصية كما ان اسم الج

باالضافة ان للمشارك  وطبيعة نشاطها واسم المشارك غير مطلوب ولن يذكر نهائياً في اي مرحلة من مراحل البحث.

.المشاركةالحرية المطلقة في   

 في حال رغبتكم االستفسار ارجو اال تتردد في االتصال بي عبر البريد االلكتروني:

Debbie.x.Reed@port.ac.uk   ديبي ريد -معي دالمشرف الجا        

alhaqbani1978@gmail.com    الحقباني عبدهللا  

 اطالع  المشارك 

لقد اطلعت على دعوة الباحث للمشاركة في بحث الدكتوراه المعتمد من جامعة بورتسموث بالمملكة المتحدة.في حال 

 استفسارعلي ان اقوم بالتواصل مع الباحث عبر البريد االلكتروني:

Debbie.x.Reed@port.ac.uk   ديبي ريد -المشرف الجامعي د        

alhaqbani1978@gmail.com    الحقباني عبدهللا  

  

. لذا فاني اوافق على المشاركة البحثكما تم اطالعي بان لي الحرية الكاملة في المشاركة في هذا   

 

توقيع الباحث:                                                                        توقيع المشارك:  
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Appendix 5: C - Pilot focus group/ Analysis sample   
Focus Group 

Questions 

Participants views Analysis and themes frequency 

 

1. How is 

the organisation's 

facilitating CI?  

and What tools and 

techniques are 

used for CI?  

 

A: Using IT to support 

organisation activities. Following 

the organisation objectives and 

achieve operations plans is the 

important target for 

improvement.   

B: There are different 

programmes that designed for 

employees, teachers, schools and 

services. Continuous measuring 

the outcomes of these 

programmes will help 

organisation to identify the area 

for improvement and technical 

support     

The organisation should link 

these programmes to its 

objectives. 

D:The organisation should focus 

more on their work process. 

Some departments do same jobs 

and tasks and this create a 

conflict.   

E:  Agree with the important of 

focusing on process 

improvement. 

1. Using IT (2)  

2. Meeting objectives and 

plans (2) 

3. Results measurement (1) 

4. Focusing on work process  

5. Process Management/ 

6. development/maintenance 

(2) 

 

 

 

7. How would you 

describe the 

relationship 

between 

management 

levels?  

 

A: There is a communication 

between organisation 

departments. However, there is a 

gap between management levels 

which might result of managers’ 

culture. 

B: lack of communication 

between departments  

C: centralisation of 

communication  

D: centralisation of 

communication between 

departments 

 

1. Centralisation (2) 

2. Communication (4) 
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Appendix 6 

Interview and Questionnaire sample  
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Appendix 6: A- The distribution of participants in relation to 

their organisations  

 
Organisation Interview sample  Respondents 

CS 2 2 

ED 2 2 

FS 2 2 

HC 2 2 

MU 2 2 

SI 2 1 

TR 2 2 

SP 2 2 

TOTAL 16 15 

Interviews sample 

 
 

Organisation Size 

Respondents 
  

Not 

stated  

  

Total  

Follow 

up 

Interview 

& focus 

groups 

Open 

questions 

  Staff 
Lower 

M 

Middle 

M 

Top 

M 

CS  120 45 9 5 0 4 63 2 9 

ED  198 80 17 7 1 4 109 11 28 

FS 178 56 16 16 0 5 93 3 12 

HC 142 48 15 6 0 5 74 9 21 

MU 217 84 37 20 2 6 149 19 52 

SI  134 31 10 6 2 3 52 4 18 

SP 127 34 17 10 4 4 69 2 26 

TR 98 26 6 4 1 2 39 9 4 

TOTAL  1214 404 127 74 10 33 648 59 170 

Questionnaire and follow up interviews and focus groups samples 
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Appendix 6: B- T test  
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  Appendix 6: C - Characteristics of Participant Groups across management levels 

level of education * length of service  * current position level Crosstabulation 

current position level length of service Total 

Under 2 2-5 6-10 11-15 16-20 Over 20 Y Not stated 

Upper management level of education Bachelor Count   1 1  2  4 

% of Total   10.0% 10.0%  20.0%  40.0% 

Master Count   0 2  2  4 

% of Total   0.0% 20.0%  20.0%  40.0% 

PhD Count   1 0  1  2 

% of Total   10.0% 0.0%  10.0%  20.0% 

Total Count   2 3  5  10 

% of Total   20.0% 30.0%  50.0%  100.0% 

Middle management level of education High School Count 0 0 0 0 1 1 1 3 

% of Total 0.0% 0.0% 0.0% 0.0% 1.4% 1.4% 1.4% 4.1% 

Diploma Count 1 1 2 1 0 1 0 6 

% of Total 1.4% 1.4% 2.7% 1.4% 0.0% 1.4% 0.0% 8.1% 

Bachelor Count 0 9 17 9 3 10 0 48 

% of Total 0.0% 12.2% 23.0% 12.2% 4.1% 13.5% 0.0% 64.9% 

Master Count 0 1 4 5 4 1 0 15 

% of Total 0.0% 1.4% 5.4% 6.8% 5.4% 1.4% 0.0% 20.3% 

PhD Count 0 0 0 0 1 1 0 2 

% of Total 0.0% 0.0% 0.0% 0.0% 1.4% 1.4% 0.0% 2.7% 

Total Count 1 11 23 15 9 14 1 74 

% of Total 1.4% 14.9% 31.1% 20.3% 12.2% 18.9% 1.4% 100.0% 

Lower management level of education High School Count 0 0 1 0 3 5 0 9 

% of Total 0.0% 0.0% 0.8% 0.0% 2.4% 3.9% 0.0% 7.1% 

Diploma Count 1 4 4 4 0 9 0 22 

% of Total 0.8% 3.1% 3.1% 3.1% 0.0% 7.1% 0.0% 17.3% 

Bachelor Count 4 16 23 16 4 10 4 77 

% of Total 3.1% 12.6% 18.1% 12.6% 3.1% 7.9% 3.1% 60.6% 

Master Count 0 1 3 5 2 3 0 14 
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% of Total 0.0% 0.8% 2.4% 3.9% 1.6% 2.4% 0.0% 11.0% 

PhD Count 0 0 0 0 0 1 0 1 

% of Total 0.0% 0.0% 0.0% 0.0% 0.0% 0.8% 0.0% 0.8% 

Not stated Count 0 1 1 1 0 0 1 4 

% of Total 0.0% 0.8% 0.8% 0.8% 0.0% 0.0% 0.8% 3.1% 

Total Count 5 22 32 26 9 28 5 127 

% of Total 3.9% 17.3% 25.2% 20.5% 7.1% 22.0% 3.9% 100.0% 

Non-management staff level of education High School Count 9 15 10 15 5 12 1 67 

% of Total 2.2% 3.7% 2.5% 3.7% 1.2% 3.0% 0.2% 16.6% 

Diploma Count 9 30 24 16 6 10 0 95 

% of Total 2.2% 7.4% 5.9% 4.0% 1.5% 2.5% 0.0% 23.5% 

Bachelor Count 13 63 52 30 8 15 6 187 

% of Total 3.2% 15.6% 12.9% 7.4% 2.0% 3.7% 1.5% 46.3% 

Master Count 7 12 9 11 2 3 2 46 

% of Total 1.7% 3.0% 2.2% 2.7% 0.5% 0.7% 0.5% 11.4% 

PhD Count 1 0 0 0 0 0 0 1 

% of Total 0.2% 0.0% 0.0% 0.0% 0.0% 0.0% 0.0% 0.2% 

Not stated Count 1 3 2 1 0 0 1 8 

% of Total 0.2% 0.7% 0.5% 0.2% 0.0% 0.0% 0.2% 2.0% 

Total Count 40 123 97 73 21 40 10 404 

% of Total 9.9% 30.4% 24.0% 18.1% 5.2% 9.9% 2.5% 100.0% 

Not stated level of education High School Count 1 0 1 0 0 1 0 3 

% of Total 3.0% 0.0% 3.0% 0.0% 0.0% 3.0% 0.0% 9.1% 

Diploma Count 0 1 6 3 1 0 0 11 

% of Total 0.0% 3.0% 18.2% 9.1% 3.0% 0.0% 0.0% 33.3% 

Bachelor Count 2 3 4 2 1 0 1 13 

% of Total 6.1% 9.1% 12.1% 6.1% 3.0% 0.0% 3.0% 39.4% 

Master Count 1 0 1 0 0 0 1 3 

% of Total 3.0% 0.0% 3.0% 0.0% 0.0% 0.0% 3.0% 9.1% 

          

Not stated Count 0 0 1 0 1 0 1 3 
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% of Total 0.0% 0.0% 3.0% 0.0% 3.0% 0.0% 3.0% 9.1% 

Total Count 4 4 13 5 3 1 3 33 

% of Total 12.1% 12.1% 39.4% 15.2% 9.1% 3.0% 9.1% 100.0% 

Total level of education High School Count 10 15 12 15 9 19 2 82 

% of Total 1.5% 2.3% 1.9% 2.3% 1.4% 2.9% 0.3% 12.7% 

Diploma Count 11 36 36 24 7 20 0 134 

% of Total 1.7% 5.6% 5.6% 3.7% 1.1% 3.1% 0.0% 20.7% 

Bachelor Count 19 91 97 58 16 37 11 329 

% of Total 2.9% 14.0% 15.0% 9.0% 2.5% 5.7% 1.7% 50.8% 

Master Count 8 14 17 23 8 9 3 82 

% of Total 1.2% 2.2% 2.6% 3.5% 1.2% 1.4% 0.5% 12.7% 

PhD Count 1 0 1 0 1 3 0 6 

% of Total 0.2% 0.0% 0.2% 0.0% 0.2% 0.5% 0.0% 0.9% 

Not stated Count 1 4 4 2 1 0 3 15 

% of Total 0.2% 0.6% 0.6% 0.3% 0.2% 0.0% 0.5% 2.3% 

Total Count 50 160 167 122 42 88 19 648 

% of Total 7.7% 24.7% 25.8% 18.8% 6.5% 13.6% 2.9% 100.0% 
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     Appendix 6: D- Characteristics of Participant Groups across the research cases 

level of education * length of service  * Case Name  Crosstabulation 

Case Name length of service Total 

Under 2 2-5 6-10 11-15 16-20 Over 20 Y Not stated 

CS level of education High School Count 3 4 2 3  4 1 17 

% of Total 4.8% 6.3% 3.2% 4.8%  6.3% 1.6% 27.0% 

Diploma Count 0 8 4 5  1 0 18 

% of Total 0.0% 12.7% 6.3% 7.9%  1.6% 0.0% 28.6% 

Bachelor Count 0 3 14 2  0 1 20 

% of Total 0.0% 4.8% 22.2% 3.2%  0.0% 1.6% 31.7% 

Master Count 0 1 0 2  1 1 5 

% of Total 0.0% 1.6% 0.0% 3.2%  1.6% 1.6% 7.9% 

Not stated Count 0 1 1 0  0 1 3 

% of Total 0.0% 1.6% 1.6% 0.0%  0.0% 1.6% 4.8% 

Total Count 3 17 21 12  6 4 63 

% of Total 4.8% 27.0% 33.3% 19.0%  9.5% 6.3% 100.0% 

ED level of education High School Count 1 1 0 1 1 1  5 

% of Total 0.9% 0.9% 0.0% 0.9% 0.9% 0.9%  4.6% 

Diploma Count 0 4 8 1 1 0  14 

% of Total 0.0% 3.7% 7.3% 0.9% 0.9% 0.0%  12.8% 

Bachelor Count 3 23 20 11 3 14  74 

% of Total 2.8% 21.1% 18.3% 10.1% 2.8% 12.8%  67.9% 

Master Count 1 3 1 3 3 2  13 

% of Total 0.9% 2.8% 0.9% 2.8% 2.8% 1.8%  11.9% 

PhD Count 1 0 0 0 0 2  3 

% of Total 0.9% 0.0% 0.0% 0.0% 0.0% 1.8%  2.8% 

Total Count 6 31 29 16 8 19  109 
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% of Total 5.5% 28.4% 26.6% 14.7% 7.3% 17.4%  100.0% 

FS level of education High School Count 0 1 2 4 1 1 0 9 

% of Total 0.0% 1.1% 2.2% 4.3% 1.1% 1.1% 0.0% 9.7% 

Diploma Count 2 8 7 0 0 2 0 19 

% of Total 2.2% 8.6% 7.5% 0.0% 0.0% 2.2% 0.0% 20.4% 

Bachelor Count 0 15 21 14 1 1 3 55 

% of Total 0.0% 16.1% 22.6% 15.1% 1.1% 1.1% 3.2% 59.1% 

Master Count 0 0 4 3 0 0 0 7 

% of Total 0.0% 0.0% 4.3% 3.2% 0.0% 0.0% 0.0% 7.5% 

Not stated Count 0 2 0 0 0 0 1 3 

% of Total 0.0% 2.2% 0.0% 0.0% 0.0% 0.0% 1.1% 3.2% 

Total Count 2 26 34 21 2 4 4 93 

% of Total 2.2% 28.0% 36.6% 22.6% 2.2% 4.3% 4.3% 100.0% 

HC level of education High School Count 2 1 2 3 3 1  12 

% of Total 2.7% 1.4% 2.7% 4.1% 4.1% 1.4%  16.2% 

Diploma Count 3 4 4 3 0 4  18 

% of Total 4.1% 5.4% 5.4% 4.1% 0.0% 5.4%  24.3% 

Bachelor Count 3 7 8 8 2 4  32 

% of Total 4.1% 9.5% 10.8% 10.8% 2.7% 5.4%  43.2% 

Master Count 1 3 1 3 0 3  11 

% of Total 1.4% 4.1% 1.4% 4.1% 0.0% 4.1%  14.9% 

PhD Count 0 0 0 0 1 0  1 

% of Total 0.0% 0.0% 0.0% 0.0% 1.4% 0.0%  1.4% 

Total Count 9 15 15 17 6 12  74 

% of Total 12.2% 20.3% 20.3% 23.0% 8.1% 16.2%  100.0% 

MU level of education High School Count 1 6 5 4 2 9 0 27 

% of Total 0.7% 4.0% 3.4% 2.7% 1.3% 6.0% 0.0% 18.1% 
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Diploma Count 3 7 9 12 3 1 0 35 

% of Total 2.0% 4.7% 6.0% 8.1% 2.0% 0.7% 0.0% 23.5% 

Bachelor Count 1 24 14 18 5 6 2 70 

% of Total 0.7% 16.1% 9.4% 12.1% 3.4% 4.0% 1.3% 47.0% 

Master Count 1 4 1 2 2 1 1 12 

% of Total 0.7% 2.7% 0.7% 1.3% 1.3% 0.7% 0.7% 8.1% 

Not stated Count 0 0 2 2 0 0 1 5 

% of Total 0.0% 0.0% 1.3% 1.3% 0.0% 0.0% 0.7% 3.4% 

Total Count 6 41 31 38 12 17 4 149 

% of Total 4.0% 27.5% 20.8% 25.5% 8.1% 11.4% 2.7% 100.0% 

SI level of education Diploma Count 1 1 0 0 0 2 0 4 

% of Total 1.9% 1.9% 0.0% 0.0% 0.0% 3.8% 0.0% 7.7% 

Bachelor Count 7 10 4 1 1 2 2 27 

% of Total 13.5% 19.2% 7.7% 1.9% 1.9% 3.8% 3.8% 51.9% 

Master Count 3 1 5 6 2 0 1 18 

% of Total 5.8% 1.9% 9.6% 11.5% 3.8% 0.0% 1.9% 34.6% 

Not stated Count 1 1 1 0 0 0 0 3 

% of Total 1.9% 1.9% 1.9% 0.0% 0.0% 0.0% 0.0% 5.8% 

Total Count 12 13 10 7 3 4 3 52 

% of Total 23.1% 25.0% 19.2% 13.5% 5.8% 7.7% 5.8% 100.0% 

TR level of education High School Count 0 0 1 0 1 1 0 3 

% of Total 0.0% 0.0% 2.6% 0.0% 2.6% 2.6% 0.0% 7.7% 

Diploma Count 0 2 3 0 0 7 0 12 

% of Total 0.0% 5.1% 7.7% 0.0% 0.0% 17.9% 0.0% 30.8% 

Bachelor Count 2 3 5 2 1 0 1 14 

% of Total 5.1% 7.7% 12.8% 5.1% 2.6% 0.0% 2.6% 35.9% 

Master Count 2 0 5 3 0 0 0 10 
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% of Total 5.1% 0.0% 12.8% 7.7% 0.0% 0.0% 0.0% 25.6% 

Total Count 4 5 14 5 2 8 1 39 

% of Total 10.3% 12.8% 35.9% 12.8% 5.1% 20.5% 2.6% 100.0% 

SP level of education High School Count 3 2 0 0 1 2 1 9 

% of Total 4.3% 2.9% 0.0% 0.0% 1.4% 2.9% 1.4% 13.0% 

Diploma Count 2 2 1 3 3 3 0 14 

% of Total 2.9% 2.9% 1.4% 4.3% 4.3% 4.3% 0.0% 20.3% 

Bachelor Count 3 6 11 2 3 10 2 37 

% of Total 4.3% 8.7% 15.9% 2.9% 4.3% 14.5% 2.9% 53.6% 

Master Count 0 2 0 1 1 2 0 6 

% of Total 0.0% 2.9% 0.0% 1.4% 1.4% 2.9% 0.0% 8.7% 

PhD Count 0 0 1 0 0 1 0 2 

% of Total 0.0% 0.0% 1.4% 0.0% 0.0% 1.4% 0.0% 2.9% 

Not stated Count 0 0 0 0 1 0 0 1 

% of Total 0.0% 0.0% 0.0% 0.0% 1.4% 0.0% 0.0% 1.4% 

Total Count 8 12 13 6 9 18 3 69 

% of Total 11.6% 17.4% 18.8% 8.7% 13.0% 26.1% 4.3% 100.0% 

Total level of education High School Count 10 15 12 15 9 19 2 82 

% of Total 1.5% 2.3% 1.9% 2.3% 1.4% 2.9% 0.3% 12.7% 

Diploma Count 11 36 36 24 7 20 0 134 

% of Total 1.7% 5.6% 5.6% 3.7% 1.1% 3.1% 0.0% 20.7% 

Bachelor Count 19 91 97 58 16 37 11 329 

% of Total 2.9% 14.0% 15.0% 9.0% 2.5% 5.7% 1.7% 50.8% 

Master Count 8 14 17 23 8 9 3 82 

% of Total 1.2% 2.2% 2.6% 3.5% 1.2% 1.4% 0.5% 12.7% 

PhD Count 1 0 1 0 1 3 0 6 

% of Total 0.2% 0.0% 0.2% 0.0% 0.2% 0.5% 0.0% 0.9% 
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Not stated Count 1 4 4 2 1 0 3 15 

% of Total 0.2% 0.6% 0.6% 0.3% 0.2% 0.0% 0.5% 2.3% 

Total Count 50 160 167 122 42 88 19 648 

% of Total 7.7% 24.7% 25.8% 18.8% 6.5% 13.6% 2.9% 100.0% 
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Appendix 8:  The Analysis Report of the Research Cases  

 

8.0 Introduction to the analysis and discussion of the research 

cases  

This research was designed based on a case study strategy using a mixed methods approach of 

qualitative and quantitative data. The first type of primary data for this research was qualitative 

and collected using semi-structured interviews to explore CSFs of CI from managers’ 

perspectives. The analysis method for the interview data is based on using template analysis to 

enable the researcher to record and code the CSFs of CI that were found in the qualitative data.  

 

In the questionnaire, the statistical analysis of the improvement factors is covered in two 

phases. First, the confidence interval of 95% was used to estimate the mean values of the 

improvement factors. The 95% confidence interval represents the true value of the population 

mean and the limits of the mean in each research case. Moreover, the cut-off value of Likert 

scales: Strongly Disagree (1.0 to < 1.5); Disagree (1.5 to < 2.5); Neutral (2.5 to < 3.5); Agree 

(3.5 to < 4.5); Strongly Agree (> 4.5 to 5:00), were used to assess the views of participants 

across the research cases. The second phase provides a further analysis of the improvement 

factors which includes a descriptive analysis of each improvement factor.  

 

8. 1- The analysis report for Case Study: CS 

8.1.1 Overview  

CS is a Saudi Arabian public service organisation that is located in the city of Riyadh and has 

120 employees who work at different management levels. The analysis and discussion include 

qualitative and quantitative data that were collected using interviews and questionnaire.  

 

8.1.2 Characteristics of the CS sample and response rate  

Two managers from CS (Managing Director and Development and Planning Manager) were 

invited to participate in a semi-structured interview aiming to explore the current CSFs that 

lead to successful CI in CS. A research questionnaire was distributed to CS employees who 

work in different management positions. The analysis showed that 63 out of 118 questionnaires 

were returned, covering 53% of the CS workforce. The distribution of participants in relation 

to their job levels is summarised in Table 1. 
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Management level Percent 

Middle management 7.9 

Lower management 14.3 

Non-management staff 71.4 

Not stated 6.3 

Table 1: The distribution of participants at CS  

 

8.1.3 Interview findings   

The study on CS explored Managing Director and Development and Planning Manager views 

on current successful factors of CI at CS and examined the implications of CI with CS 

employees. The views of organisation managers and employees were measured using 

interviews and questionnaires. The analysis discussed the improvement efforts, the obstacles 

to improvement, and the successful factors that participants believe are necessary to implement 

CI.  

The analysis of interviews at CS showed the following results: 

 In regard to improvement factors, the Managing Director emphasised that “Any 

organisation should have indicators that measure its performance”. 

 In regard to improvement possibilities the Managing Director stated that “Managers need 

more authority to drive organisational performance, employee involvement and 

communication between departments”. 

 Considering improvement issues at CS, the Development Manager stated that “one of the 

issues that CS faced was a lack of commitment to CI from middle managers and non-

management staff”. Moreover, a senior manager stated in an interview: “The absence of 

commitment to CI is the result of a lack in empowerment across the organisation, and this 

has an impact on employees’ commitment to CI and the services delivered to customers”. 

 

8.1.4 Quantitative data analysis  

The descriptive analysis of participants’ views in relation to improvement factors suggested 

that CS participants were agreed towards the improvement of strategic performance 

management factor and neutral towards other factors, as presented in Table 2. 
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Improvement Factors  Mean value  

Development and Learning Support  3.02 

Communication 3.12 

Strategic Performance Management 3.54 

Customer Focus 3.35 

Process and Management Support 3.44 

Employee Focus 2.60 

Team Problem-Solving  3.32 

Table 2: The mean values of Improvement Factors 

 

Furthermore, the finding of the confidence interval level for the mean values level for 

improvement factors (Table 3) indicated that there was low agreement to the improvement 

efforts that focus on Strategic Performance Management, Customer Focus, Process and 

Management Support and Team Problem-Solving. 

Improvement factors   

95% Confidence Interval for Mean 

 

Lower Bound Upper Bound 

Development and Learning Support  2.85 3.20 

Communication 2.92 3.31 

Strategic Performance Management 3.37 3.71 

Customer Focus 3.15 3.56 

Process and Management Support 3.30 3.58 

Employee Focus 2.34 2.86 

Team Problem-Solving  3.11 3.53 

Table 3: Confidence interval level for mean value of Improvement Factors 

 

Considering the differences between participants’ groups at CS, the analysis of variation 

between views of participants in relation to their job levels, the ANOVA test (Table 4), shows 

that the P value of the analysis factors is greater than the significant level of p <0.05, which 

indicates statistically there are no significant differences between middle management, lower 

management, and non-management staff in their response to the analysis factors. The findings 

suggested that participants across management levels shared similar views regarding 

improvement factors.  
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Improvement factors 

Sum of Squares df Mean Square F Sig. 

Development and learning 

support 

 

 Between Groups 2.013 3 .671 1.461 .234 

Within Groups 27.100 59 .459   

Total 29.113 62    

Communication  

 

 Between Groups 1.318 3 .439 .723 .542 

Within Groups 35.865 59 .608   

Total 37.184 62    

Strategic performance 

management 

 

 Between Groups 1.240 3 .413 .904 .445 

Within Groups 26.982 59 .457   

Total 28.222 62    

Customer focus   Between Groups 2.546 3 .849 1.294 .285 

Within Groups 38.684 59 .656   

Total 41.230 62    

Process and management 

support 

 

 Between Groups 2.252 3 .751 2.633 .058 

Within Groups 16.820 59 .285   

Total 19.072 62    

Employee focus   

 

 Between Groups 2.796 3 .932 .883 .455 

Within Groups 62.272 59 1.055   

Total 65.067 62    

Team Problem-Solving  Between Groups 5.045 3 1.682 2.607 .060 

Within Groups 38.059 59 .645   

Total 43.104 62    

Table 4: ANOVA test/ Improvement factors 

8.1.5 Further improvement factors  

In the open-ended questions in the questionnaire, participants of CS reported 14 factors for 

successful CI (Table 5).   

Improvement factors  

 Availability of resources 

 Communication 

 Decentralisation at workplace 

 Effective teams 

 Integrate CI with strategic objectives 

 Management & employees’ commitment 

 Managers’ and employees’ involvement 

 Motivation system  

 Organisational culture 

 Organisational structure 

 Process management 

 Sharing experience 

 Training and learning 

Table 5: Improvement factors (based on open-ended questions analysis) 
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Moreover, the analysis of these open-ended questions showed that participants agreed in 

addition to the seven improvement factors that were defined in the quantitative data, that there 

were four other factors for improving organisational performance. These factors were: 

Availability of resources, Decentralisation at workplace, Motivation system and Organisational 

structure.  

8.1.6 Improvement obstacles     

The analysis of participants’ views in the interviews and questionnaires indicated that there are 

eight obstacles to successful CI at CS, as shown in Table 6. 

Improvement obstacles 

 Centralisation of decisions, operation processes and communication 

 Deficiencies in resources 

 Insufficient reward systems to motivate employees 

 Lack of employees’ accountability 

 Lack of employees’ commitment 

 Lack of training that focuses on job skills 

 Lack of trust between employees and managers 

 Limited employee involvement and empowerment 

Table 6: Improvement obstacles at CS 

8.1.7 Ranking the important CSFs of CI  

In part three of the research questionnaire, CS participants were asked to rank a list of the top 

10 CI factors commonly found in public sector studies. The analysis shows that 58 

questionnaires out of 63 included a completed list ranking critical success factors (CSFs). 

Comparing the factors according to the participants’ rankings (Table 7) shows that top 

management and leadership, followed by training and learning, are seen as the most important 

CIs, while organisational culture and process management are less important.  

CSFs Ranking  Mean 

Top management commitment and leadership 1 3.78 

Training and learning  2 3.98 

Communication 3 4.06 

Customer focus 4 4.11 

People management (empowerment and involvement) 

nt) 
5 5.53 

Teamwork 6 6.23 

Integrate CI into organisational objectives 7 6.37 

Ongoing measurement and improvement 8 6.47 

Process management 9 7.10 

Organisational culture 10 7.33 

Valid N (listwise) 58 

Table 7: Ranking the CSFs of CI (CS) 
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Moreover, the average of the CSF rankings according to the CS participants’ position (Figure 

1) indicates that middle managers rank Training and learning, Integrate CI into organisational 

objectives, and Top Management commitment as the top success factors of CI. Lower 

managers view Customer focus, Training and learning, and Communication as the most 

important factors, while non-management staff view commitment from Top Management, 

Communication, Customer focus and Training as sitting on the top of the CSF list.  

 
Figure 1: CSFs ranking score across management levels at CS (Participants’ views in 

questionnaires) 

 

Comparing these findings with senior managers’ findings that were collected through 

interviews, presented in Figure 2, shows that senior managers’ rankings were compatible with 

those of the questionnaire respondents in terms of customer focus, top management 

commitment, and communication factors. In contrast, the findings show that teamwork and 

focusing on strategic objectives are less important factors in the view of senior managers. 

 
Figure 2: Ranking of the CSFs of CI (senior managers’ views) 

8.1.8 Follow up interviews and focus groups 

In the follow up interviews, one participant from middle management level participated in the 

interview. The interview result was as follows:  
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1- Facilitating CI and tools used 

 Training on improvememnt skills 

 Management commitment at all levels  

 Performance measurement  

 Implementing an e-system  

 Using IT to support performance  

 Electronic services  

2- Management levels relationship 

 There is a communication between management levels  

4- Motivation  

 Lack of motivation system at CS 

5- Changes required to implement CI  

 Training course on using specific tools and techniques  

 Management commitment  

 External cooperation with public organisations to improve services 

 Decentralisation in the workplace 

6- Further Comments 

 There is lack of employees’ accountability, and there is a lack of trust between 

employees and managers. 

 

8.1.9 CSFs of CI in CS 

The analysis indicated that CS provides basic training and learning to employees, with 

commitment from the organisation’s top management to provide the necessary resources to 

improve performance, focusing on internal and external customers, clarity of organisation 

objectives and improvement in the measurement of the work process, internal and external 

communication, identifying internal and external customers’ needs, and teamwork culture. 

However, the analysis of participants’ views showed that there is a lack of employee motivation 

and involvement, centralisation of decisions, lack of employee commitment (including 

managers) to CI activities, and lack of external cooperation with other public organisations. 

Moreover, the analysis showed a lack of training in specific work skills and training using 

statistical tools and techniques. 
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Implementing CI within CS required top management commitment, customer and service 

focus, performance measurement, and training and learning that focuses on improvement and 

employee work tasks. Moreover, using IT to support CS activates and improves work 

processes, and employees’ motivation.  

The findings of the interviews and questionnaire concluded that there are 11 factors for 

successful CI at CS. These factors are: 

1. Availability of resources 

2. Communication  

3. Customer focus  

4. Decentralisation at workplace 

5. Development and learning support 

6. Employee focus   

7. Motivation system  

8. Organisational structure 

9. Process and management support 

10. Strategic performance management 

11. Team Problem-Solving 
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8.2 - The analysis report for Case Study: ED 

8.2.1 Overview 

ED is a Saudi Arabian public service organisation that is located in the city of Riyadh and has 

200 employees who work at different management levels. The analysis and discussion include 

qualitative and quantitative data that were collected using interviews and questionnaire.  

 

8.2.2 Characteristics of the ED sample and response rate 

Two managers from the top management board (Managing Director and Development and 

Planning Manager) in ED participated in semi-structured interviews with the aim of exploring 

CSFs of CI within ED. A research questionnaire was distributed to ED employees who work 

in different management positions. A total of 109 out of 198 questionnaires were returned, 

covering 55% of the ED employees.  

Table 8 shows the distribution of participants in relation to their job levels.  

 

Management level Percent 

 Top management 0.9 

Middle management 6.4 

Lower management 15.6 

Non-management staff 73.4 

Not stated 3.7 

Table 8: The distribution of participants at ED 

 
8.2.3 Interview Findings 

This study of ED discussed the improvement efforts, the obstacles to improvement, and the 

successful factors that participants believe are necessary to implement CI.  

The analysis of senior managers’ views showed their views as follows: 

 In regard to improvement factors, a senior manager emphasised that “performance must be 

driven by commitment from all organisational management levels” in order to meet 

organisational objectives and plans. 

 The Development Manager stated that “Employees and managers are key factors for 

improving performance”. 

 Considering improvement issues at ED, a senior manager stated that “Only 40% to 60% of 

the plan was achieved and I think that the lack of a development organisation plan was due 

to an absence of organisation infrastructure, sufficient resources, specialties and qualified 

employees”. In addition, the senior manager stated that the centralisation of decisions and 
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resources and the duplication of authority are the core obstacles to improvement. A 

development manager agreed that the senior manager’s view of the duplication of authority 

between departments, such as “… middle and lower managers, are empowered for same 

decisions”, as a big organisational issue that must be eliminated.  

 Moreover, one middle manager indicated “there is a lack of qualified managers, as they 

have moved to another sector that provides more motivation”. A manager on ED’s top 

management board indicated that ED has “lack of clear job tasks, of measurement 

mechanisms to measure the impact of organisation processes on customer satisfaction and 

an absence of integration and improvement activities with organisation objectives”. 

8.2.4 The quantitative data analysis  

The descriptive analysis of participants’ views in relation to improvement factors suggested  

that ED participants were neutral towards improvement factors, as presented in Table 9. 

Improvement Factors  Mean Value  

Development and Learning Support  3.29 

Communication 3.26 

Strategic Performance Management 3.12 

Customer Focus 3.42 

Process and Management Support 3.32 

Employee focus 3.01 

Team Problem-Solving  2.76 

Table 9: The mean values of Improvement Factors 

 

Furthermore, the finding of the confidence interval level for the mean values level for 

improvement factors (Table 10) indicated that there was low agreement to the improvement 

efforts that focus on the customer.  

Improvement factors 
95% Confidence Interval for Mean 

Lower Bound Upper Bound 

Development and Learning Support  3.12 3.46 

Communication 3.10 3.43 

Strategic Performance Management 2.98 3.27 

Customer Focus 3.28 3.56 

Process and Management Support 3.15 3.49 

Employee Focus 2.83 3.19 

Team Problem-Solving  2.56 2.95 

Table 10: Confidence interval level for mean value of Improvement Factors 
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Considering the differences between participants’ groups at ED, the analysis of differences 

between participants’ responses in relation to their job levels, the ANOVA test (Table 11), 

shows that the p value is less than a significant level < 0.05, which indicates that statistically 

there are significant differences between participants’ response to Communication, Strategic 

performance management, Process and management support, and Team Problem-Solving 

factors. 

Improvement factors 
Sum of 

Squares 
df 

Mean 

Square 
F Sig. 

Development and 

learning support 

Between Groups 7.063 4 1.766 2.350 .059 

Within Groups 78.140 104 .751   

Total 85.203 108    

Communication 

Between Groups 14.792 4 3.698 6.041 .000 

Within Groups 63.665 104 .612   

Total 78.456 108    

Strategic performance 

management 

Between Groups 7.903 4 1.976 3.681 .008 

Within Groups 55.830 104 .537   

Total 63.733 108    

Customer focus 

Between Groups 4.410 4 1.102 2.051 .093 

Within Groups 55.902 104 .538   

Total 60.312 108    

Process and 

management support 

Between Groups 9.658 4 2.414 3.145 .017 

Within Groups 79.849 104 .768   

Total 89.507 108    

Employee focus 

Between Groups 1.636 4 .409 .445 .775 

Within Groups 95.469 104 .918   

Total 97.104 108    

Team problem solving 

Between Groups 10.000 4 2.500 2.568 .042 

Within Groups 101.254 104 .974   

Total 111.254 108    

Table 11: ANOVA test/improvement factors 

 

The analysis of the mean differences between participants across management levels in relation 

to the Communication factor showed that participants from non-management staff levels 

differed compared to middle managers and lower managers.  

In the other factors, which include Strategic performance management, Process and 

management support, and Employee motivation and teamwork, the variance analysis shows 

that non-management staff faced differences compared to middle managers and participants 

who had not stated their job levels.  
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8.2.5 Further improvement factors  

In the open-ended questions in the questionnaire, participants of ED reported 20 factors for 

improvement (Table 12).   

Improvement factors  

1. Availability of resources 

2. Collaboration 

3. Communication 

4. Continuous measurement 

5. Customer focus  

6. Decentralisation at workplace 

7. Effective teams 

8. Employees’ accountability 

9. Employee empowerment 

10. Integrate CI with strategic objectives 

11. Management & employees’ commitment 

12. Managers’ and employees’ involvement 

13. Motivation system  

14. Organisational culture 

15. Organisational structure 

16. Process management 

17. Sharing experience 

18. Technical support 

19. Training and learning 

20. Trust between managers & employees 

Table 12: Improvement factors (based on open-ended questions analysis at ED) 

 

Moreover, the analysis of these open-ended questions showed that participants agreed that, in 

addition to the seven improvement factors that were defined in the quantitative data, there were 

seven other factors for improving organisational performance in ED. These factors are as 

follows: Availability of resources, Decentralisation at workplace, Employees’ accountability, 

Motivation system, Organisational structure, Technical support and Trust between managers 

& employees. 

 

8.2.6 Improvement obstacles   

The analysis of participants’ views in open-ended questions indicated that there are 12  

obstacles to successful CI at ED, as shown in Table 13. 
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Improvement obstacles 

1. Centralisation of decisions, operation processes and communication 

2. Deficiencies in resources 

3. Insufficient reward systems to motivate employees 

4. Lack of effective operational structure that supports improvement 

5. Lack of employees’ commitment 

6. Lack of integration of improvement activities with organisation objectives 

7. Lack of management commitment and leadership 

8. Lack of measurement mechanism 

9. Lack of organisational culture 

10. Lack of process management 

11. Lack of training that focuses on job skills 

12. Limited employee involvement and empowerment 

Table 13: Improvement obstacles at ED (based on open-ended questions analysis) 

 

8.2.7 Ranking the important CSFs of CI  

In part three of the research questionnaire, ED participants were asked to rank a list of the top 

10 CI factors commonly found in public sector studies. The analysis shows that 105 

questionnaires out of 109 included a completed list ranking of CSFs. Comparing the factors 

according to the participants’ rankings (Table 14) shows that Training and learning, followed 

by Top Management commitment, are seen as the most important CIs, while Organisational 

culture and Process management are less important.  

CSFs Ranking Mean 

Training & learning 1 3.97 

Top Management commitment and Leadership 2 4.70 

Customer Focus 3 4.92 

Integrate CI into organisational objectives 4 5.01 

Ongoing measurement & improvement 5 5.36 

People management (Empowerment &Involvement) 6 5.58 

Communication 7 5.96 

Teamwork 8 6.08 

Process management 9 6.28 

Organisational culture 10 6.38 

 Valid 105 (listwise)  

Table 14: Ranking the CSFs of CI (ED) 

Moreover, the average of the CSF rankings according to ED participants’ positions (Figure 3) 

indicates that one manager from the Top management board ranks Process management and 

Organisational culture as top success factors. Moreover, middle managers, lower managers, 
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non-management staff believe Training and learning and Top Management commitment are 

the top success factors of CI and that Organisational culture was less important.  

 
Figure 3: The variation of CSFs rankings across management levels (ED) 

 

Comparing the questionnaire findings with the findings of the interviews, presented in Figure 

4, shows that senior managers’ rankings were compatible with those of the questionnaire 

respondents in terms of Training and learning, Top Management commitment, and Customer 

focus factors. Moreover, senior managers view Organisational culture and Process 

management as less important CSFs, which is in line with the questionnaire participants’ 

rankings.  

 
Figure 4: Ranking of the CSFs of CI (senior managers’ views) 

 

8.2.8 Follow-up interviews and focus group findings   

There were seven participants involved in follow-up interviews and a focus group. Five 

participants in one focus group and two participants were involved in interviews. The findings 

of interviews and the focus group were combined as follows:  
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1- Facilitating CI and tools used: 

 Technical support  

 Focus on organisation objectives  

 Continuous measuring of organisational performance  

 Linking plans and organisation programmes with strategic objectives  

 Focusing on improving operational processes  

 Improving organisational structure  

2- Management levels relationship 

 There is a communication gap between management levels  

 Centralisation in some departments create a gap between departments in 

communication, improving process and decisions 

3- Motivation  

 Lack of motivation system that encouraging employees to work hard 

4- Changes required 

 There should be training that focuses on employees’ skills 

 Improving work process 

 Employees’ empowerment. 

 Implementing system for motivation 

 Sustainability in organisation direction and decisions 

5- Further comments  

 Lack of employees’ accountability (this issue should be linked to the 

motivation at the organisation)  

 Managers responsible for equality between employees 

 There is trust between employees and managers 

 Lack of transparency (this issue should be part of managers’ job activities). 

 

8.2.9 CSFs of CI in the ED 

The analysis showed that participants were neutral towards measurement factors that include 

Training and learning, Communication, Performance measurement, Customer focus, Process 

management, Employee motivation and Solving problems at ED. Moreover, the analysis of 

mean values showed agreement from participants on some improvement activities. Senior 
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managers indicated a need for improvement in work processes using IT and working with 

partners to improve employees’ training and learning skills.  

However, the analysis showed that there is lack of external communication, management 

commitment, specific training on work skills and training using improvement techniques and 

tools, a lack of a clear approach for improving organisation process, and an absence of 

motivation and effective team improvement. Moreover, ED’s senior and development 

managers indicated that the centralisation of decisions, processes, and resources and the 

duplication of authority are the core obstacles to improvement. According to the findings, 

implementing CI requires ED to emphasise revising and improving the responsibilities and 

authorities of managers and commitment from all management levels. Moreover, ED requires 

effective training programmes that support improvement, focus on customers and services, 

create qualified teams, deliver improvements in external communication and sharing 

experiences with other organisations, and support organisational processes using IT and other 

appropriate tools for measuring performance. The ED management should revise the current 

system of motivation in order to encourage employees to implement improvement plans.  

The findings of the interviews and questionnaire concluded that there are 13 factors for 

successful CI at ED. These factors are: 

1. Communication 

2. Customer focus 

3. Decentralisation at workplace 

4. Development and Learning Support  

5. Employee focus 

6. Employees’ accountability 

7. Motivation system 

8. Organisational structure 

9. Process and Management Support 

10. Strategic Performance Management 

11. Team Problem-Solving  

12. Technical support  

13. Trust between managers and employees  
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8.3 - The analysis report for Case Study: FS 
 

3.1 Overview  

FS is a Saudi Arabian public service organisation that is located in the city of Riyadh and has 

178 employees who work at different management levels. The analysis and discussion include 

qualitative and quantitative data that were collected using interviews and questionnaire.  

 

8.3.2 Characteristics of the FS sample and response rate  

Two managers from the top management board (Managing Director and Development and 

Planning Manager) participated in a semi-structured interview to explore CSFs of CI within 

FS. A research questionnaire was distributed to FS employees who work in different 

management positions. A total of 93 out of 176 questionnaires were returned, covering 53% of 

the FS employees. Table 15 shows the distribution of participants in relation to their job levels.  

Management level Percent 

Middle management 17.2 

Lower management 17.2 

Non-management staff 60.2 

Not stated 5.4 

Table 15: The distribution of participants at FS  

 

8.3.3 Interview findings  

This study of FS discussed the improvement efforts, the obstacles to improvement, and the 

successful factors that participants believe are necessary to implement CI.  

The analysis of senior managers’ views showed their views as follows: 

 In regard to improvement factors, a senior manager indicated, “Outcomes of 

performance and the gap between organisation, employees, and teams are the main 

driver of organisation performance”.  Moreover, a lower manager indicated, “one of 

the important CI practices is learning from previous mistakes”. 

 Considering improvement issues, a senior manager stated that “…there is an issue with 

leaders’ continuous turnover, and this may have negative impact on improvement plans 

or the level of management commitment”. Moreover, a lower manager indicated there 

is an issue within the organisation structure. He states that “organisation structure 

contains many management layers and procedures which cause delay in work 

delivery”.  
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8.3.4 Quantitative data analysis 

  
The descriptive analysis of participants’ views in relation to improvement factors suggested 

that FS participants were neutral towards improvement factors, as presented in Table 16. 

Improvement Factors  Mean value  

Development and Learning Support  3.30 

Communication 3.39 

Strategic Performance Management 3.30 

Customer Focus 3.36 

Process and Management Support 3.45 

Employee Focus 3.05 

Team Problem-Solving  2.99 

Table 16: The mean values of Improvement Factors 

 

Furthermore, the finding of the confidence interval level for the mean values level for 

improvement factors (Table 17) indicated that there was low agreement to the improvement 

efforts that focus on Development and learning support, Communication, Customer focus, and 

Process and management support.  

 

Improvement factor 

 

95% Confidence Interval for Mean 

 

Lower Bound Upper Bound 

Development and Learning Support  3.10 3.51 

Communication 3.22 3.55 

Strategic Performance Management 3.11 3.49 

Customer Focus 3.18 3.54 

Process and Management Support 3.29 3.62 

Employee Focus 2.85 3.26 

Team Problem-Solving  2.77 3.22 

Table 17: Confidence interval level for mean value of Improvement Factors 

 

Considering the differences between participants’ groups at FS, the analysis of variation 

between views of participants in relation to their job levels, the ANOVA test (Table 2), shows 

that the P value of the Communication factor is less than the significant level of p <0.05 to, 

which indicates that statistically there are significant differences between participants’ 

responses to the Communication factor (Table2). 

The analysis of factor differences between FS participants’ responses in relation to their job 

position shows that the P value of Communication and cooperation is less than the significant 
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level of p <0.05, which indicates that statistically there are significant differences between 

participants’ responses to the Communication factor (Table 18). Further analysis of the mean 

differences between participants across management levels in relation to the Communication 

factor shows that middle managers, lower and non-management staff participants have 

different views compared to the five participants who had “not stated” their position.  

 

Improvement factors Sum of Squares df Mean 

Square 

F Sig. 

Development and 

learning support 

 

Between 

Groups 

.383 3 .128 .121 .948 

Within Groups 94.130 89 1.058   

Total 94.512 92    

Communication  Between 

Groups 

6.144 3 2.048 3.445 .020 

Within Groups 52.903 89 .594   

Total 59.047 92    

Strategic performance 

management 

 

Between 

Groups 

2.551 3 .850 1.026 .385 

Within Groups 73.754 89 .829   

Total 76.305 92    

Customer focus  Between 

Groups 

1.490 3 .497 .646 .588 

Within Groups 68.477 89 .769   

Total 69.967 92    

Process and 

management support 

 

Between 

Groups 

2.287 3 .762 1.181 .322 

Within Groups 57.467 89 .646   

Total 59.754 92    

Employee focus   

 

Between 

Groups 

1.944 3 .648 .641 .591 

Within Groups 90.037 89 1.012   

Total 91.981 92    

Team Problem-Solving Between 

Groups 

7.458 3 2.486 2.153 .099 

Within Groups 102.760 89 1.155   

Total 110.217 92    

Table 18: ANOVA test/Improvement factors 

8.3.5 Further improvement factors  

In the open-ended questions in the questionnaire, participants of FS reported 13 factors for 

successful CI (Table 19).   
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Improvement factors 

1. Availability of resources  

2. Communication and cooperation 

3. Customer focus 

4. Decentralisation at workplace 

5. Development and learning support 

6. Employee focus  

7. Management and employees’ commitment  

8. Motivation system 

9. Organisational structure 

10. Process and management support 

11. Strategic Performance Management 

12. Team problem-solving  

13. Technical support 

Table 19: improvement factors (based on open-ended questions analysis) 

Moreover, the analysis of these open-ended questions showed that participants agreed that, in 

addition to the seven improvement factors that were defined in the quantitative data, there were 

five other factors for improving organisational performance. These factors were: Availability 

of resources, Decentralisation at workplace, Motivation system, Organisational structure and 

Technical support. 

 

8.3.6 Improvement obstacles    

The analysis of participants’ views in open-ended questions indicated that there are seven 

obstacles to successful CI at FS, as shown in Table 20. 

Improvement obstacles 

1. Centralisation of decisions, operation processes and communication 

2. Ineffective internal and external communication including sharing 

information and experiences 

3. Insufficient reward systems to motivate employees 

4. Lack of effective operational structure that supports improvement 

5. Lack of process management 

6. Lack of training that focuses on job skills 

7. Limited employee involvement and empowerment 

Table 20: Improvement obstacles at FS (based on open-ended questions analysis)  

8.3.7 Ranking the important CSFs of CI  

In part three of the research questionnaire, FS participants were asked to rank a list of the top 

10 CI factors commonly found in public sector studies. The analysis shows that 87 
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questionnaires of 93 included a completed list ranking CSFs. Comparing the factors according 

to the participants’ rankings (Table 21) shows that Top Management commitment, followed 

by Training and learning, are seen as the most important CI, while Communication and 

Customer focus are less important.  

CSFs Ranking Mean 

Top Management commitment and Leadership 1 2.91 

Training & learning 2 3.20 

Teamwork 3 4.09 

Process management 4 5.27 

Organisational culture 5 5.66 

Ongoing measurement & improvement 6 5.99 

People management (Empowerment & Involvement) 7 6.09 

Integrate CI into organisational objectives  8 6.32 

Communication 9 6.61 

Customer Focus 10 6.91 

Valid N (listwise) 87 

Table 21: Ranking the CSFs of CI (FS) 

Moreover, the average of the CSF rankings according to FS participants’ position (Figure 5) 

indicates that middle managers, lower managers, and non-management staff believe that Top 

Management commitment is the most important factor of CI at FS, followed by Training and 

learning and Teamwork. However, most participants except middle managers see that 

Communication is a less important factor in the CSF list.  

 
Figure 5: The variation of CSF rankings across management levels (FS) 

 

Furthermore, senior managers’ rankings that were collected through interviews, presented in 

Figure 6, indicate that Top Management commitment, Training and learning rank as the most 

important factors at FS. This finding is in line with those of the questionnaire respondents, that 

Top Management commitment and Training are most important factors at FS. However, there 
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is a little bit of conflict between the rankings of senior managers and respondents. Most 

respondents rank Teamwork as top of the CSF list while senior managers view Teamwork as 

a less important factor.  

 
Figure 6: Ranking of the CSFs of CI (senior managers’ views) 

8.3.8 Follow-up interviews findings  

In the follow-up interviews, two participants participated in the interviews. The findings of the 

interviews were as follows:  

1- Facilitating CI and tools used: 

 Planning and providing suggestions that support organisation processes 

 Continuous solving of organisation problems 

 Updating current plans and system  

 Improving organisational culture  

 Training and learning  

 Follow-up with control. 

 Motivation and recognition 

2- Management levels relationship 

 Communication between management levels considered important in the daily work 

3- Motivation  

 There is a moral and financial motivation for employees  

4- Changes required  

 Deploy improvement culture between employees  

 Availability of resources  



 377 

5- Further comments 

 Employee accountability in place.  

 Accountability is important at the organisation but also there is need for determining 

responsibility.  

 Equality between employees. Managers are responsible to make a balance between 

employees in jobs tasks and rewards. 

 There is trust between employees and managers. 

 Transparency is important at FS. There should be clarity of the organisation direction 

and decisions.  

 

8.3.9 CSFs of CI in the FS 

The analysis of participants’ views at FS showed that participants were neutral about 

improvement factors that include Training and learning, Communication and collaboration 

between organisation departments, Focusing on customers, Performance measurement, and 

Problem-solving teams.  

However, the analysis of the interviews and open-ended questions indicates that there are 

obstacles to ongoing improvement activities in FS. These obstacles include lack of training in 

work skills and in training using improvement techniques and tools, and lack of employee 

motivation. Moreover, participants state that centralisation of decisions and organisation 

structure are seen as common issues at FS. 

Implementing CI within FS requires improving the organisation structure, continuous 

measurement, decentralisation of decisions, commitment from all management levels, and 

improved motivation systems. Moreover, FS should improve training programmes that support 

improvement, focus on customers and services, create qualified teams, improve external 

communication, and involve employees in the improvement process.  

The findings of the interviews and questionnaire concluded that there are 12 factors for 

successful CI at FS. These factors are: 

1. Availability of resources 

2. Communication 

3. Customer focus 

4. Decentralisation at workplace 

5. Development and Learning Support  
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6. Employee focus 

7. Motivation system 

8. Organisational structure  

9. Process and Management Support 

10. Strategic Performance Management 

11. Team Problem-Solving  

12. Technical support. 
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8.4 - The analysis report for Case Study: HC 

8.4.1 Overview  

HC is a Saudi Arabian public service organisation that is located in the city of Riyadh and has 

142 employees who work at different management levels. The analysis and discussion include 

qualitative and quantitative data that were collected using interviews and questionnaire.  

 

8.4.2 Characteristics of the HC sample and response rate 

Two managers from HC (Managing Director and Development and Planning Manager) were 

invited to participate in a semi-structured interview aiming to explore the improvement efforts 

that lead to successful CI in HC. A research questionnaire was distributed to HC employees 

who work in different management positions. A total of 74 out of 142 questionnaires were 

returned, covering 52% of the HC workforce. Table 22 shows the distribution of participants 

in relation to their job levels.  

 

Management level Percent 

Middle management 8 

Lower management 20.3 

Non-management staff 64.9 

Not stated 6.8 

Table 22: The distribution of participants at HC 

 

8.4.3 Interview findings  

The study of HC discussed the improvement efforts; the obstacles to improvement and 

successful factors that participants believe are necessary to implement CI.  

The analysis of senior managers’ views showed their views as follows: 

 In regard to improvement factors, the Managing Director was asked to identify the 

indicators that measured performance and he stated that “There is no specific indicator 

that has been identified and followed, but the organisation has focused on the strategic 

objectives and meeting the targets of the Saudi public service sector”. However, the 

organisation has an issue with its financial resources. A senior manager stated, “The 

organisation’s budget is based on how much the organisation spent within the year and 

not on actual needs for the future; this results in delays in achieving all the 

organisation’s plans”. 
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 Considering improvement issues, a senior manager of HC stated that “I cannot be fully 

committed because we are working in the public sector which is controlled by 

government regulations and rules”. One employee indicated “organisation has 

identified criteria for performance measurement but there is a lack of continuous 

measuring for these criteria”. Moreover, public sector bureaucracies and centralisation 

of decisions, which is considered one of the main obstacles to improvement in the 

public sector, cause delay of work performance and service delivery at HC. 

8.4.4 Quantitative data analysis   
The descriptive analysis of participants’ views in relation to improvement factors suggested 

that HC participants were agreed towards the improvement of Strategic Performance and 

Process and management support activities and neutral towards other improvement factors, as 

presented in Table 23. 

Improvement Factors  Mean Value 

Development and Learning Support  3.35 

Communication 3.48 

Strategic Performance Management 3.52 

Customer Focus 3.42 

Process and Management Support 3.51 

Employee Focus 3.20 

Team Problem-Solving  3.15 

Table 23: The mean values of Improvement Factors 

 

Furthermore, the finding of the confidence interval level for the mean values level for 

improvement factors (Table 24) indicated that there was agreement to the improvement efforts 

that focus on Development and learning support, Communication, Strategic performance 

management, Customer focus, and Process and management support 

 

Improvement factors  

95% Confidence Interval for Mean 

 

Lower Bound Upper Bound 

Development and Learning Support  3.10 3.60 

Communication 3.29 3.66 

Strategic Performance Management 3.32 3.72 

Customer Focus 3.23 3.62 

Process and Management Support 3.34 3.68 

Employee Focus 2.96 3.45 

Team Problem-Solving  2.94 3.37 

Table 25: Confidence interval level for mean value of Improvement Factors 



 381 

 

The analysis of differences between participants’ responses in relation to their job levels, the 

ANOVA test (Table 26), shows that the P value of Communication and Employee focus factors 

are less than the significant level of p <0.05, which indicates statistically there are significant 

differences between participants’ responses to the Communication and Employee factors. 

Further analysis of the mean differences between participants across management levels shows 

that the views of participants who did not state their job level differ compared to other groups 

in term of Communication and Employee focus factors. 

 

Improvement factors 
Sum of 

Squares 
df 

Mean 

Square 
F Sig. 

Development and 

learning support 

 

Between 

Groups 
4.304 3 1.435 1.261 .295 

Within Groups 79.676 70 1.138   

Total 83.980 73    

Communication  

Between 

Groups 
8.881 3 2.960 5.614 .002 

Within Groups 36.915 70 .527   

Total 45.796 73    

Strategic performance 

management 

 

Between 

Groups 
5.748 3 1.916 2.751 .049 

Within Groups 48.759 70 .697   

Total 54.507 73    

Customer focus  

Between 

Groups 
2.684 3 .895 1.247 .299 

Within Groups 50.215 70 .717   

Total 52.899 73    

Process and management 

support 

 

Between 

Groups 
3.242 3 1.081 2.066 .113 

Within Groups 36.610 70 .523   

Total 39.852 73    

Employee focus   

 

Between 

Groups 
9.049 3 3.016 2.941 .039 

Within Groups 71.785 70 1.026   

Total 80.834 73    

Team Problem-Solving 

Between 

Groups 
4.030 3 1.343 1.621 .192 

Within Groups 58.013 70 .829   

Total 62.042 73    

Table 26: ANOVA test/Improvement factors 

8.4.5 Further improvement factors  

In the open-ended questions in the questionnaire, participants of HC reported 15 factors for 

successful CI (Table 27).   
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Improvement factors  

1- Availability of resources 

2- Communication 

3- Continuous measurement 

4- Customer focus  

5- Decentralisation at workplace 

6- Effective teams 

7- Employee empowerment 

8- Integrate CI with strategic objectives 

9- Management & employees’ commitment 

10- Managers’ and employees’ involvement 

11- Motivation system  

12- Organisational culture 

13- Organisational structure 

14- Process management 

15- Training and learning 

Table 27: Improvement factors (based on open-ended questions analysis) 

 

Moreover, the analysis of these open-ended questions showed that participants agreed that, in 

addition to the four improvement factors that were defined in the quantitative data, there were 

four other factors for improving organisational performance. These factors were: Availability 

of resources, Decentralisation at workplace, Motivation system, and Organisational structure. 

 

8.4.6 Improvement obstacles  

The analysis of participants’ views in open-ended questions indicated that there are 13 

obstacles to successful CI at HC, as shown in Table 28. 

Improvement obstacles 

1- Centralisation of decisions, operation processes and communication 

2- Deficiencies in resources 

3- Ineffective internal and external communication including sharing 

information and experiences 

4- Insufficient reward systems to motivate employees 

5- Lack of effective operational structure that supports improvement 

6- Lack of employees’ accountability 

7- Lack of employees’ commitment 

8- Lack of integration of improvement activities with organisation 

objectives 

9- Lack of management commitment and leadership 

10- Lack of organisational culture 

11- Lack of process management 

12- Lack of training that focuses on job skills 

13- Limited employee involvement and empowerment 

Table 28: Improvement obstacles at HC  
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8.4.7 Ranking the important CSFs of CI  

In part three of the research questionnaire, HC participants were asked to rank a list of the top 

10 CI factors commonly found in public sector studies. Comparing the factors according to the 

participants’ rankings (Table 29) shows that Training and learning and Strategic organisation 

objectives are seen as the most important CI factors, while Organisational culture and 

Performance measurement are less important factors.  

CSFs Ranking Mean 

Training & learning 

Integrate CI into organisational objectives  

Communication 

Customer Focus 

Process management 

Teamwork 

Top Management commitment and Leadership 

People management (Empowerment &Involvement) 

Ongoing measurement & improvement 

Organisational culture 

1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

3.65 

4.38 

5.04 

5.19 

5.78 

5.91 

5.96 

6.14 

6.45 

6.51 

Valid N (listwise) 74 

Table 29: Ranking the CSFs of CI (HC) 

Moreover, the average of the CSF rankings according to HC participants’ position (Figure 7) 

indicates that Training and learning, Integrate CI into organisationsal objectives and Customer 

focus are the top success factors of CI while Organisational culture and Performance 

measurement factors are seen by participants as less important factors. 

However, the participants of middle and lower management see Top Management commitment 

as one of the most important factors in implementing CI at HC.  

 
Figure 7: The variation of CSF rankings across management levels (HC) 

 

Comparing these findings with the senior managers’ findings that were collected through 



 384 

interviews, presented in Figure 8, shows that the senior managers’ rankings were compatible 

with those of the questionnaire respondents in terms of Training and learning and Customer 

focus factors. Moreover, the views of senior managers were compatible with middle and lower 

managers on the importance of the Top Management commitment factor. However, senior 

managers ranked Organisational culture as one of the important factors while most participants 

view Organisational culture as a less important factor. In contrast, most participants ranked the 

Communication factor as one of the most important factors while senior managers view 

Communication as a less important factor. The finding indicates that there is a conflict between 

HC senior managers and other management levels on the importance of Organisational culture 

and Communication at HC.  

 
Figure 8: Ranking CSFs of HC (senior managers’ views) 

8.4.8 Follow-up focus group 

In the follow-up interviews, there were five participants agreed and participated in one focus 

group. The findings of the focus group were as follows:  

1- Facilitating CI and tools used: 

 Following strategic objectives 

 There should be a link between organisation objectives and actual performance 

 Empowering employees to do their jobs 

 Using IT support work processes 

2- Management levels relationship 

 Communication is an important factor that supports the relationships between HC 

departments 

 There is centralisation in some departments of organisation but not in terms of work 

process and HC structure 
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3- Motivation 

 There is finance and moral motivation. however, there is a lack of a clear motivation 

system  

4- Changes required  

 Qualified employees and leaders   

 Improving motivation system  

 Training  

 Improve work processes 

 Focus on customer 

 Create culture that focuses on ongoing improvement   

5- Further comments  

 Lack of employees’ accountability due to lack of managers follow-up, qualified 

employees, employees culture and a system that focuses on accountability  

 Equality between employees varies from one department to another 

 There is a level of trust between managers and employees   

 There is a lack of transparency in the organisation.  

8.4.9 CSFs of CI in the HC 

The analysis of participants’ views at HC showed that participants’ were neutral toward 

measurement factors that include learning and development activities, the current culture of CI 

at HC and level of communication, employees’ management, customer focus and solving 

problems teams. Moreover, participants agree with HC procedures that focus on strategic 

performance management and process management support. These findings are in line with 

senior managers’ responses to the current improvement efforts at HC.  

However, the analysis indicates that there are obstacles to improvement in HC. These include 

lack of internal and external communication, lack of management and employee commitment, 

lack of specific training on work skills and training using improvement techniques and tools, 

an absence of motivation and the bureaucracy of the public sector that face CI efforts. 

Moreover, the centralisation of decisions and resources and the duplication of authority are 

also obstacles to improvement recognised at HC. 

Successful implementation of CI at HC requires management to consider factors that include 

management commitment, focus on customers, employee motivation including involvement 

and empowerment, decentralisation, training on job skills and using specific tools and 
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techniques for improvement, availability of resources and continuous measurement of 

organisation performance and plans. Moreover, improving communication between 

departments, employees’ relations, working as teams and focusing on organisation objectives. 

The findings of the interviews and questionnaire concluded that there are 11 factors for 

successful CI at HC. These factors are: 

1. Availability of resources 

2. Communication 

3. Customer focus 

4. Decentralisation at workplace 

5. Development and Learning Support  

6. Employee focus 

7. Motivation system 

8. Organisational structure  

9. Process and Management Support 

10. Strategic Performance Management 

11. Team Problem-Solving  
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8.5 - The analysis report for Case Study: MU 

8.5.1 Overview 

MU is a Saudi Arabian public service organisation that is located in the city of Riyadh and has 

217 employees who work at different management levels. The analysis and discussion include 

qualitative and quantitative data that were collected using interviews and questionnaire.  

8.5.2 Characteristics of the MU sample and response rate  

Two managers from the top management board at MU (Managing Director and Development 

and Planning Manager) participated in a semi-structured interview to explore CSFs of CI 

within MU. A research questionnaire was distributed to MU employees who work in different 

management positions. The response rate for the questionnaire was 149 of 217, or 69 % and 

52 participants of the 149 took the opportunity to offer additional comments to supplement 

their responses to the closed questions. Table 30 shows the distribution of participants in 

relation to their job levels.  

Management level Percent 

 Top management 1.3 

Middle management 13.4 

Lower management 24.8 

Non-management staff 56.4 

Not stated 4 

Table 30: The distribution of participants at MU  

 

8.5.3 Interviews findings  

This study of MU discussed the current improvement efforts, the obstacles to improvement, 

and the successful factors that participants believe are necessary to implement CI. The findings 

of Managing Director view at MU were summarised as follows: 

 The organisation has indicators to measure the organisation performance. 

 Managers and employees of each department drive the performance of the organisation 

to achieve the strategic objectives. 

 Each department has specific indicators for its performance.  

 Focus on customer is the most important indicator in the organisation. 

 The organisation works according to plans that are prepared to achieve the main 

objectives. 

 Measuring performance is another indicator that we use to measure and evaluate the 

organisation services.  
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 There is relationship between customers and our organisation and there is department 

responsible for this objective. Moreover, Managing Director indicated the important of 

the following factors to implement CI:  

◦ Continuous improvement using IT to support e-system. 

◦ Meet the organisation objectives.  

◦ Integration between the organisation and others in public sector. 

◦ Management commitment.  

◦ Empowerment of employees and change the organisational culture. 

◦ Training. 

◦ Trust between departments.  

 

The Development and Plaining Manager suggested  the following findings:  

  The performance has been improved in MU organisation. 

 The communication between departments and top management has been improved. 

 Employees’ involvement by encouraging them to provide suggestions and ideas for 

work process development. 

 Special training for employees. Some of training courses were designed for managers 

who work in the middle management. For example, there is a course called 

Bulletproof Manager, designed for managers.  

 Using technology and IT services simplified work processes. 

 The employee’s motivation been improved. However, there is an issue that in the 

current culture of the organisation the concept of motivation is for all employees in 

the organisation who work hard and who did not and this issue has a negative impact 

on employees’ performance.  

 The organisation should implement effective measurement for employees’ 

performance. 

 

8.5.4 Quantitative data analysis  

The descriptive analysis of participants’ views in relation to improvement factors suggested 

that MU participants were agreed towards the improvement of process and management 

support activities  and neutral towards other improvement factors, as presented in Table 31. 
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Improvement Factors  Mean value 

Development and Learning Support  3.44 

Communication 3.24 

Strategic Performance Management 3.40 

Customer Focus 3.43 

Process and Management Support 3.58 

Employee Focus 3.28 

Team Problem-Solving  2.64 

Table 31: The mean values of Improvement Factors 

 

Furthermore, the finding of the confidence interval level for the mean values level for 

improvement factors (Table 32) indicated that there was low agreement towards improvement 

efforts that focus on Development and learning support, Strategic performance managemen, 

and Process and management support.  

 

 

Improvement factors 

95% Confidence Interval for Mean 

 

Lower Bound Upper Bound 

Development and Learning Support  3.32 3.56 

Communication 3.09 3.40 

Strategic Performance Management 3.27 3.52 

Customer Focus 3.31 3.55 

Process and Management Support 3.47 3.69 

Employee Focus 3.15 3.42 

Team Problem-Solving  2.52 2.80 

Table 32: Confidence interval level for mean value of Improvement Factors, 

 

The analysis of differences between MU participants’ responses in relation to their job level 

shows that the P value of the factors of development and learning support, communication, 

customer and organisational structure, process management support, and problem solving 

teams are less than the significant level of p <0.05, which indicates that statically there are 

significant differences between participants’ responses to the previous factors (Table 33). 

 

Moreover, the analysis of the mean differences indicates that middle management participants 

show significant differences compared to the non-management staff participants in relation to 

factors including development and learning, communication strategic performance 

measurement, customer and organisational structure, process management, and employee 
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management. Futhermore, the analysis of the problem solving team factor suggests that middle 

management participants’ views are significantly different compared to lower management and 

non-management staff participants. 

  

Improvement factors 

Sum of 

Squares 

df Mean 

Square 

F Sig. 

Development and 

learning support 

 

Between Groups 5.343 4 1.336 2.505 .045 

Within Groups 76.770 144 .533   

Total 82.113 148    
Communication  Between 

Groups 

14.955 4 3.739 4.251 .003 

Within Groups 126.632 144 .879   

Total 141.587 148    

Strategic performance 

management 

 

Between 

Groups 

3.637 4 .909 1.588 .181 

Within Groups 82.437 144 .572   

Total 86.073 148    

Customer Focus  Between 

Groups 

5.179 4 1.295 2.525 .043 

Within Groups 73.826 144 .513   

Total 79.006 148    

Process and 

management support 

 

Between 

Groups 

5.296 4 1.324 3.252 .014 

Within Groups 58.626 144 .407   

Total 63.922 148    

Employee Focus   

 

Between 

Groups 

3.749 4 .937 1.366 .249 

Within Groups 98.786 144 .686   

Total 102.534 148    

Team Problem Solving Between 

Groups 

7.589 4 1.897 2.770 .030 

Within Groups 98.619 144 .685   

Total 106.207 148    
Table 33: ANOVA test/ Improvement factors 

 

Moreover, the analysis of the mean differences indicates that middle management participants 

show significant differences compared to the non-management staff participants in relation to 

factors including development and learning, communication strategic performance 

measurement, customer and organisational structure, process management, and employee 

management. Futhermore, the analysis of the problem solving team factor suggests that middle 

management participants’ views are significantly different compared to lower management and 

non-management staff participants. 

 

8.5.5 Further improvement factors  

In the open-ended questions in the questionnaire, participants of MU reported 20 factors for 

successful CI (Table 34).   
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Improvement factors  

1. Availability of resources 

2. Collaboration 

3. Communication 

4. Continuous measurement 

5. Customer focus  

6. Decentralisation at workplace 

7. Effective teams 

8. Employees’ accountability 

9. Employee empowerment 

10. Integrate CI with strategic objectives 

11. Management & employees’ commitment 

12. Managers’ and employees’ involvement 

13. Motivation system  

14. Organisational culture 

15. Organisational structure 

16. Process management 

17. Sharing experience 

18. Technical support 

19. Training and learning 

20. Trust between managers & employees 

Table 34: Improvement factors (based on open-ended questions analysis). 

 

Moreover, the analysis of these open-ended questions showed that participants agreed that in 

addition to the seven improvement factors that were defined in the quantitative data, there were 

seven other factors for improving organisational performance. These factors are as follows 

Availability of resources, Decentralisation at workplace, Employees’ accountability, 

Motivation system, Motivation system, Organisational structure, Technical support and Trust 

between managers and employees. 

 

8.5.6 Improvement obstacles  

The analysis of participants’ views in open-ended questions indicated that there are 16 

obstacles to successful CI at MU, as shown in Table 35. 
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Improvement obstacles 

1. Centralisation of decisions, operation processes and communication 

2. Deficiencies in resources 

3. Ineffective internal and external communication including sharing information 

and experiences 

4. Insufficient reward systems to motivate employees 

5. Lack of effective operational structure that supports improvement 

6. Lack of employees’ accountability 

7. Lack of employees’ commitment 

8. Lack of integration of improvement activities with organisation objectives 

9. Lack of management commitment and leadership 

10. Lack of measurement mechanism 

11. Lack of organisational culture 

12. Lack of process management 

13. Lack of team problem-solving practices 

14. Lack of training that focuses on job skills 

15. Lack of trust between employees and managers 

16. Limited employee involvement and empowerment 

Table 35: Improvement obstacles at MU  

8.5.7 Ranking the important CSFs of CI  

In part three of the research questionnaire, MU participants were asked to rank a list of the top 

10 CI factors commonly found in public sector studies. The analysis shows that 144 

questionnaires of 217 included a completed list ranking the CSFs. Comparing the factors 

according to the participants’ rankings (Table 36) shows that Training and learning, followed 

by Integrate CI into organisational objectives, are seen as the most important CI, while 

Organisational culture and Ongoing measurement are less important.  

CSFs Ranking Mean 

Training and learning 1 4.57 

Integrate CI into organisational objectives  2 4.81 

Top Management commitment and Leadership 3 4.94 

Process management 4 5.46 

Communication 5 5.50 

Teamwork 6 5.52 

Customer Focus 7 5.70 

People management (Empowerment &Involvement) 8 5.90 

Ongoing measurement & improvement 9 6.16 

Organisational culture 10 6.61 

Valid N (listwise) 144 

Table 36: Ranking the CSFs of CI (MU) 
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Moreover, the average of the CSF rankings according to the MU participants’ position (Figure 

9) indicates that participants agree that Training and learning, Integrate CI into organisational 

and Top management commitment are factors that are ranked by participants at the top of the 

CSF list.  

 
Figure 9: The variation of CSF rankings between management positions (MU) 

 

Comparing participant rankings with the senior managers’ views that were collected through 

interviews, presented in Figure 10, shows that senior managers’ rankings were compatible with 

those of the questionnaire respondents in terms of Integrate CI into organisational objectives, 

Top management commitment, and Training and learning. Moreover, senior managers view 

Customer focus as one of the important CSFs.  

 
Figure 10: Ranking CSFs of CI (senior managers’ views) 

 

8.5.8 Follow-up interviews and focus groups findings  

There were eight participants agreed and participated in the follow- up interviews and focus 

groups, six in one focus group and two participants involved in two interviews. The findings 

of focus group were as follows:  
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1- Facilitating CI and tools used: 

 Mangers commitment.  

 Performance measurement  

 Cooperation between organisation departments 

 Integrate CI into organisational objectives  

 Using IT to support departments performance 

 Training will help employees to understand the improvement tasks. 

 Using internal and external benchmarking as tool for improvement  

 Update an e- services and improve IT skills through organisation departments 

 Using DMS programmes to manage organisation documents 

 Using Project Wise to archive all the outcomes of organisation projects 

 Quality management tools  

 Improve communication with customers through Survey, Phone, online survey, 

Customer relation offices 

 Training courses  

 

2- Management levels relationship 

 There is good communication between organisation departments in term of sharing 

information. However, there is lack of cooperation between departments 

 MU required restructures their Management levels to improve performance. 

 One interviews said that “There are two types of relationship between management 

levels at MU, between management levels up toward top management, and between 

management levels that controlled by authority in each department”. 

 There is an issue with organisation structure “The structure usually changes…. 

according to the senior managers’ perspectives and I think this will freeze any effort 

of improvement each time that new managers lead the organisation. In general, I 

believe that MU structure is clear in term of identifying management levels 

responsibility and authorities, and the relationship between management levels and 

departments”.   

 

3- Motivation  

 MU management use different methods to motive their employees  

 Giving Excellent employee award to employees who work hard 
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 providing Training courses to employees   

 Financial Rewards 

 Moral motivation such as Letter of appreciation 

 

4- Required Changes 

 Improve communication between organisation departments 

 Improve motivation system  

 Change tasks at each management level 

 Simplified work procedures 

 Train employees to improve their skills. 

 Understanding employees’ needs 

 There is a need to young leaders to lead organisation departments and apply new skills 

that will help to push changes at organization 

 

5- Further comments  

 Employee accountability at work:  there is lack of employees’ accountability and 

employees did not understand what are their responsibilities at work place.  

 Equality between employees: Justice and equality between employees is one of 

important factors at MU.  Managers should consider the differences between 

employees’ efforts and skills. There is lack of equality between employees 

 Trust between managers: Trust between managers and employees will contribute to 

improve productivity at MU and make quick decisions and create healthy work 

environment. 

 “When there is trust that exist between organisation teams, work productivity will be 

improved”     

 Transparency: Transparency will support employees to understand changes at their 

organisation.  

 

8.5.9 CSFs of CI in the MU 

The analysis indicated that there is ongoing improvement in e-services that are provided to 

customers, with MU identifying internal and external customers’ needs, training and learning 

support activities, communication with customers, and collaboration between MU 
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departments. Moreover, the findings indicate that the MU top management is committed to 

providing resources to meet needs and to participating to support improvement activities.  

However, the findings indicate a lack of management level commitment to support CI, and a 

lack of employee motivation. Although senior managers indicate a simplification of the work 

process at MU, questionnaire participants indicated that there is lack of approaches used to 

improve the work process. Moreover, participants indicate centralisation of decisions at MU 

which might cause a lack of employee involvement and empowerment. 

Implementing CI as part of the MU culture requires management to consider the organisational 

area that includes customer focus, linking improvement to organisational objectives, 

management and employee commitment, training and learning, and management of employees 

including motivation, involvement and empowerment. Moreover, improving the work process 

using the analysis approach will help MU to implement CI smoothly. 

 

There is no doubt that top management’s commitment is considered a significant factor in 

improvement efforts and programmes. However, commitment on the part of other management 

levels is also crucial. Although implementing quality management at a public service 

organisation improved work processes and customer service, a lack of middle management 

commitment after the establishment of improvement activities caused a lack of employee 

commitment within the vertical structure. Thus, the level of commitment on the part of middle 

management will have an impact on lower levels of management. The issues that were 

identified by the participants could be resolved if middle management became committed to 

improvement initiatives.  

 

The issues with middle management commitment identified in this study were found after the 

implementation of quality management and therefore suggest that middle managers need to be 

trained to accept the changes in their traditional job role that result from implementation 

improvement initiatives. Moreover, further research should examine the role of middle 

management before the implementation of improvement initiatives and consider possible 

issues to maintain middle management’s commitment to CI. Furthermore, the current study 

suggested possible issues that cause a lack of middle management commitment. The impact of 

these issues could be examined in further work and in a different context. 

The findings of the interviews and questionnaire concluded that there are 15 factors for 

successful CI at MU. These factors are: 
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1. Availability of resources 

2. Communication 

3. Customer focus 

4. Decentralisation at workplace 

5. Development and Learning Support  

6. Employee focus 

7. Employees’ accountability 

8. Motivation system 

9. Motivation system 

10. Organisational structure 

11. Process and Management Support 

12. Strategic Performance Management 

13. Team Problem-Solving  

14. Technical support 

15. Trust between managers and employees. 
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8.6 - The analysis report for Case Study: SI 

8.6.1 Overview  

SI is a Saudi Arabian public service organisation that is located in the city of Riyadh and has 

134 employees who work at different management levels. The analysis and discussion include 

qualitative and quantitative data that were collected using interviews and questionnaire.  

 

8.6.2 Characteristics of the SI sample and response rate  

In the SI case study, only the Managing Director was interviewed to explore the current level 

of CI in the organisation and to discover the obstacles to improvement and  CSFs of CI. A 

research questionnaire was distributed to SI employees who work in different management 

positions and 52 out of 132 questionnaires were returned, covering 39% of the SI employees. 

Table 37 shows the distribution of participants in relation to their job level. 

Management level Percent 

Top management  3.8 

Middle management 11.5 

Lower management 19.2 

Non-management staff 59.6 

Not stated 5.8 

Table 37: The distribution of participants at SI  

 

8.6.3 Interviews findings 

 

The study of SI discussed the current improvement efforts, the obstacles to improvement, and 

the successful factors that participants believe are necessary to implement CI.  

The analysis of senior managers’ views showed their views as follows: 

 In regard to improvement factors, The Managing Director indicated that “Improvement 

of work process is made by simplified the processes transformation”. Moreover, he 

indicated the current improvements in SI include top managers being committed to 

improve organisational performance, communication between departments and the 

quality of services delivered to customers 

 Implementing CI in SI requires strategic plans, process management, a clear relation 

with stakeholders, effective performance measurements, training on measurement 

tools and commitment from all management levels. 
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8.6.4 Quantitative data analysis  

The descriptive analysis of participants’ views in relation to improvement factors showed that 

SI participants were agreed to improvement activities on communication factor and neutral 

towards other improvement factors, as presented in Table 38 

Improvement Factors  Mean value 

Development and Learning Support  2.80 

Communication 3.61 

Strategic Performance Management 3.40 

Customer Focus 3.46 

Process and Management Support 3.41 

Employee Focus 3.09 

Team Problem-Solving  2.92 

Table 38: The mean values of Improvement Factors  

 

Furthermore, the finding of the confidence interval level for the mean values for improvement 

factors (Table 39) indicated that there was agreement to the improvement efforts that focus on 

Communication between departments, Strategic performance management, Customer focus, 

and Process and management support. 

 

Improvement factors 

 

95% Confidence Interval for Mean 

 

Lower Bound Upper Bound 

Development and Learning Support  2.62 2.97 

Communication 3.46 3.76 

Strategic Performance Management 3.21 3.59 

Customer Focus 3.31 3.60 

Process and Management Support 3.27 3.55 

Employee Focus 2.89 3.29 

Team Problem-Solving  2.68 3.15 

Table 39: Confidence interval level for mean value of Improvement Factors, 

 

The analysis of factor differences between SI participants’ responses in relation to their job 

position shows that the P value of communication and cooperation is less than the significant 

level of 0.039 <0.05, which indicates that statistically there are significant differences between 

participants’ responses to the communication and cooperation factor (Table 40). The analysis 

of the mean differences between participants across management levels in relation to the 

Communication factor showed that the views of participants at non-management staff differed 

compared to participants at the lower management level.  
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Improvement factors  Sum of 

Squares 

df Mean 

Square 

F Sig. 

Development and learning 

support 

 

Between Groups .542 4 .135 .314 .867 

Within Groups 20.241 47 .431   

Total 20.782 51    

Communication  Between Groups 2.803 4 .701 2.750 .039 

Within Groups 11.976 47 .255   

Total 14.779 51    

Strategic performance 

management 

 

Between Groups 1.214 4 .303 .644 .634 

Within Groups 22.157 47 .471   

Total 23.370 51    

Customer focus  Between Groups .415 4 .104 .423 .791 

Within Groups 11.528 47 .245   

Total 11.942 51    

Process and management 

support 

 

Between Groups .737 4 .184 .735 .573 

Within Groups 11.788 47 .251   

Total 12.526 51    

Employee focus   

 

Between Groups 2.705 4 .676 1.351 .265 

Within Groups 23.530 47 .501   

Total 26.236 51    

Team Problem Solving Between Groups 2.946 4 .736 1.021 .406 

Within Groups 33.915 47 .722   

Total 36.861 51    

Table 40: ANOVA test/improvement factors 

8.6.5 Further improvement factors  

In the open-ended questions, participants of SI reported 17 factors for successful CI (Table 41).  

Improvement factors  

1- Availability of resources 

2- Communication 

3- Continuous measurement 

4- Customer focus  

5- Decentralisation at workplace 

6- Effective teams 

7- Employee empowerment 

8- Integrate CI with strategic objectives 

9- Management & employees’ commitment 

10- Managers’ and employees’ involvement 

11- Motivation system  

12- Organisational culture 

13- Organisational structure 

14- Process management 

15- Sharing experience 

16- Training and learning 

17- Trust between managers & employees 

Table 41: Improvement factors (based on open-ended questions analysis). 
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Moreover, the analysis of these open-ended questions showed that participants agreed that in 

addition to the five improvement factors that were defined in the quantitative data, there were 

five other factors for improving organisational performance. These factors are as follows: 

Availability of resources, Decentralisation at workplace, Motivation system, Organisational 

structure and Trust between managers and employees. 

8.6.6 Improvement obstacles  

The analysis of participants’ views in interviews and questionnaire indicated that there are 10 

obstacles to successful CI at SI, as shown in Table 42  

Improvement obstacles 

1. Centralisation of decisions, operation processes and communication 

2. Ineffective internal and external communication including sharing 

information and experiences 

3. Insufficient reward systems to motivate employees 

4. Lack of employees’ accountability 

5. Lack of management commitment and leadership 

6. Lack of measurement mechanism 

7. Lack of organisational culture 

8. Lack of process management 

9. Lack of training that focuses on job skills 

10. Lack of trust between employees and managers 

Table 42: Improvement obstacles at FS  

8.6.7 Ranking the important CSFs of CI  

SI participants were asked to rank a list of the top 10 CI factors commonly found in public 

sector studies (Table 43).  

CSFs Ranking  Mean 

Training & learning 1 3.15 

Top Management commitment and Leadership 2 4.88 

Customer Focus 3 5.33 

Process management 4 5.44 

Communication 5 5.71 

Integrate CI into organisational objectives 6 5.83 

Organisational culture 7 5.83 

People management (Empowerment &Involvement) 8 5.88 

Ongoing measurement & improvement 9 6.37 

Teamwork 10 6.69 

Valid N (listwise) 49  

Table 43: Ranking the CSFs of CI (SI) 

 

The analysis shows that 49 questionnaires of 52 included a completed list ranking the CSFs. 

Comparing the factors according to the participants’ rankings shows that training and learning, 
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followed by top management commitment, are seen as the most important CI factors, while 

ongoing measurement and improvement and teamwork are less important. 

Moreover, the analysis of the CSF ranking (Figure 11) indicates that most participants from 

top management and the middle managers, lower managers, and non-management staff agree 

that training and learning, top management Commitment, and Customer focus are the most 

important factors of CI. However, most participants ranked teamwork as a less important factor 

in the CSF list. Moreover, participants who work in middle management positions ranked 

Ongoing measurement as one of the most important factors. Moreover, top and middle 

management participants view communication as less important. 

 
Figure 11: The variation of CSFs rankings across management levels (SI) 

 

Furthermore, the senior manager ranking that was collected through the interview, presented 

in Figure 12, indicates that top management commitment, Integrate CI into organisational 

objectives, and Ongoing measurement are seen as the most important factors at SI.  

 
Figure 12: Ranking CSFs of CI (senior manager’s view) 

The senior manager view is in line with the top management views that Integrate CI into 
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organisational objectives is one of the top CSF list factors. Moreover, the communication factor 

is a less important factor in the views of the senior manager and top and middle management 

participants.  

 

8.6.8 Follow-up interviews and focus groups findings  

There were two participants agreed and participated in follow up interviews. The findings of 

interviews are summarised as follows:  

1- Facilitating CI and tools used: 

• Following strategic objectives  

• Link improvement plans with strategic plans  

• Continuous Performance measurement  

• IT supports. 

• Performance measurement  

 

2- Management levels relationship 

• There is communication between SI departments as well management levels. 

However, these are some gap between some departments in term of cooperation.  

3- Motivation  

• Motivation system in place 

• There is lack of some employees’ commitment to their work; attendance time is one 

of issues that prevent them to be motivated. 

 

4- Required changes 

• Create a culture of improvement,  

• Employees’ empowerment  

• Turnovers leaders,  

• Improving training programmmes.  

• Focus on employees’ skills  

5- Further Comments 

 Employee accountability at work: “lack of accountability is popular public sector 

issue. Some departments do and others did not. It’s a manager’s culture and 

altitude”. 
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 Equality between employees (employee focus): It depends on departments’ 

managers 

 Trust between managers: there is trust between organisation departments  

 Transparency: There is lack of Transparency between managers and employees in 

some departments. in relation to some decisions. 

 

8.6.9 CSFs of CI in SI  

The analysis showed that questionnaire participants and the SI senior manager were neutral 

about improvement factors that include Training and development, Strategic performance 

management, Customer focus, Process management, Employee management, and Problem 

solving teams. Moreover, participants agree with the communication level at SI. However, the 

analysis of the interview and questionnaires indicated lack of training and learning on specific 

tools for measurements that support improvement activities and lack of deploying learning 

from pervious experiences across the organisation. Moreover, centralisation of decisions, poor 

motivation, and lack of internal communication are recorded as obstacles to improvement. 

Implementing CI within SI requires commitment from all management levels, continuous 

measurement, customer focus, process management, decentralisation of decisions, and 

improved motivation systems. Moreover, SI should improve training programmes on job skills 

that support improvement activities. 

The findings of the interviews and questionnaire concluded that there are 12 factors for 

successful CI at SI. These factors are: 

1. Availability of resources,  

2. Communication 

3. Customer focus 

4. Decentralisation at workplace  

5. Development and Learning Support  

6. Employee focus 

7. Motivation system 

8. Organisational structure  

9. Process and Management Support 

10. Strategic Performance Management 

11. Team Problem-Solving   

12. Trust between managers and employees. 
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8.7- The analysis report for Case Study: TR 
 

8.7.1 Overview  

TR is a Saudi Arabian public service organisation that is located in the city of Riyadh and has 

98 employees who work at different management levels. The analysis and discussion include 

qualitative and quantitative data that were collected using interviews and questionnaire.  

 

8.7.2 Characteristics of the TR sample and response rate 

Two managers from the top management board (Managing Director and Development and 

Planning Manager) at TR participated in semi-structured interviews to explore the key enablers 

of CI. A research questionnaire was distributed to TR employees who work in different 

management positions. A total of 39 out of 98 questionnaires were returned, covering 38% of 

the TR employees. Table 44 shows the distribution of participants in relation to their job levels.  

Management level  Percent 

 Top management  2.6 

Middle management  10.3 

Lower management  15.4 

Non-management staff  66.7 

Not stated  5.1 

Table 44: The distribution of participants at TR  

 

8.7.3 Interviews findings 

The study of TR discussed the current improvement efforts, the obstacles to improvement, and 

successful factors that participants believe are necessary to implement CI. The analysis of 

senior managers’ views showed their views as follows: 

 In regard to improvement efforts at TR, the Managing Director indicated that 

commitment from all employees to their tasks, training, communication between 

departments and statistical reports are the common drivers of performance towards 

improvement. 

 There are obstacles hinder improvement efforts at TR, such as lack of middle 

management commitment and issues with the motivation system. The Managing 

Director indicted that “There is a lack of employee commitment at the organization 

departments and as organisation manager I can easily define who is working well and 

who is not and this happens in our organisation because of employees’ culture, 

behavior and their relationship”. Moreover, lack of motivation in the public sector 
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pushes employees to put in minimal effort and this is not the way to achieve 

improvements. The Development Manager said that although the motivation system 

has been improved for employees, there is a movement from organisational managers 

towards the private sector due to the lack of motivation and “…unfortunately some 

departments are working with a culture based on continuous working rather than 

continuous improvement”. 

 

8.7.4 Quantitative data analysis  

The descriptive analysis of participants’ views in relation to improvement factors showed that 

TR participants were neutral towards improvement factors, as presented in Table 45 

 

Improvement Factors  Mean value 

Development and Learning Support  2.96 

Communication 2.76 

Strategic Performance Management 3.37 

Customer focus 3.25 

Process and Management Support 3.38 

Employee focus 2.93 

Team Problem-Solving  2.62 

Table 45: The mean values of Improvement Factors  

 

Furthermore, the finding of the confidence interval level for the mean values level for 

improvement factors (Table 46) indicated that there was disagreement to employee focus and 

team problem solving factors. However, the analysis showed agreement to the improvement 

efforts that focus on Process and management support. 

 

Improvement factors 

 

95% Confidence Interval for 

Mean 

Lower Bound Upper Bound 

Development and learning support 2.72 3.21 

Communication 2.61 2.92 

Strategic performance management 2.64 3.10 

Customer focus 3.04 3.41 

Process and management support 3.24 3.71 

Employee focus 2.31 2.85 

Team problem solving 2.32 2.93 

Table 46 : Confidence interval level for mean value of Improvement Factors 
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The analysis of differences between participants’ responses in relation to their job position 

shows that the P value of factors – development and learning support, communication and 

cooperation, strategic performance management, customer and organisational structure, 

process and management support, and problem solving teams – is greater than 0.05, which 

indicates that statistically there are no significant differences between participants’ responses 

to the previous factors (Table 47). 

 

Improvement factors Sum of 

Squares 

df Mean 

Square 

F Sig. 

Development and learning 

support 

 

Between Groups .786 4 .196 .325 .859 

Within Groups 20.557 34 .605   

Total 21.342 38    

Communication  Between Groups 1.434 4 .359 1.627 .190 

Within Groups 7.494 34 .220   

Total 8.929 38    

Strategic performance 

management 

 

Between Groups 1.148 4 .287 .581 .679 

Within Groups 16.803 34 .494   

Total 17.951 38    

Customer focus  Between Groups .141 4 .035 .097 .983 

Within Groups 12.330 34 .363   

Total 12.472 38    

Process and management 

support 

 

Between Groups .761 4 .190 .330 .856 

Within Groups 19.603 34 .577   

Total 20.363 38    

Employee focus   

 

Between Groups .778 4 .195 .257 .903 

Within Groups 25.763 34 .758   

Total 26.542 38    

Team Problem Solving Between Groups 4.407 4 1.102 1.274 .300 

Within Groups 29.411 34 .865   

Total 33.818 38    

Table 47: ANOVA test of Improvement factors 

 

8.7.5 Further improvement factors  

In the open-ended questions in the questionnaire, participants of TR reported 14 factors for 

successful CI (Table 48).   
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Improvement factors 

1. Availability of resources 

2. Communication 

3. Customer focus  

4. Decentralisation at workplace 

5. Effective teams 

6. Employees’ accountability 

7. Employee empowerment 

8. Management & employees’  

9. commitment 

10. Motivation system  

11. Organisational structure 

12. Process management 

13. Sharing experience 

14. Training and learning 

Table 48 : improvement factors (based on open-ended questions analysis). 

 

Moreover, the analysis of these open-ended questions showed that participants agreed that in 

addition to the five improvement factors that defined in quantitative data, there were four other 

factors for improving organisational performance. These factors were: Availability of 

resources, Decentralisation at workplace, Employees’ accountability, Motivation system, and 

Organisational structure  

8.7.6 Improvement obstacles 

The analysis of participants’ views in the interviews and questionnaires indicated that there are 

seven obstacles to successful CI at TR (Table 49) 

Improvement obstacles 

1. Centralisation of decisions, operation processes and communication 

2. Deficiencies in resources 

3. Ineffective internal and external communication including sharing 

information and experiences 

4. Insufficient reward systems to motivate employees 

5. Lack of management commitment and leadership 

6. Lack of team problem-solving practices 

7. Lack of training that focuses on job skills 

Table 49: Improvement obstacles at TR 

 

 



 409 

8.7.7 Ranking the important CSFs of CI  

In part three of the research questionnaire, TR participants were asked to rank a list of the top 

10 CI factors commonly found in public sector studies. The analysis shows that 39 

questionnaires completed the list ranking of CSFs. The overall ranking (Table 50) indicates 

that the factors of Training and learning, followed by Integrate CI into organisational 

objectives, are the most important factors while communication and organisational culture are 

less important in the view of the TR managers and employees. 

CSFs Ranking Mean 

Training & learning 1 3.69 

Integrate CI into organisational objectives 2 5.13 

Process management 3 5.18 

Ongoing measurement & improvement 4 5.28 

Customer Focus 5 5.49 

Teamwork 6 5.64 

People management (Empowerment 

&Involvement) 

7 5.69 

Top Management commitment and Leadership 8 6.05 

Communication 9 6.13 

Organisational culture 10 6.36 

Valid N (listwise) 39 

Table 50: Ranking the CSFs of CI (TR) 

The ranking of CSFs that are presented in Figure 13 indicates that most participants from TR 

have agreed that training and development and process management are the most important 

factors that are required to implement CI initiatives and organisational culture was less 

important. However, the analysis showed that one manager from the Top management board 

has different views from the other participants.  

 

Figure 13: The variation of CSFs rankings across management levels (TR) 
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Considering the TR senior managers’ views, the analysis of the CSF ranking question, 

presented in Figure 14, indicates that senior managers have different views about CSFs. 

Comparing the CSF ranking between participants and senior managers indicates that only the 

training and learning factor is considered to be one of the most important CI factors.  

 
 

Figure 14: Ranking CSFs of CI (senior managers’ views) 

 

8.7.8 Follow-up interview findings 

There was only one participant agreed and participated in follow up interview. The findings of 

the interview are summarised as follows:  

1- Facilitating CI and tools used 

 Training for solving problems using tools and techniques. 

 Management commitment  

 IT support  

2- Management levels relationship:  

 There is communication between departments  

3- Motivation: 

 Lack of motivation system  

4- Changes required 

 Decentralisation in workplace  

5- Further Comments  

 Lack of Employee accountability at work (culture  



 411 

 Lack of Equality between employees (employee focus) 

 There is level of trust between managers and staff (communication) 

 Transparency (culture). Lack of clarity of some decisions at the organisations . 

 

8.7.9 CSFs of CI in TR  

The analysis of participants’ views at TR showed that there is ongoing improvement being 

made in training and learning support activities, communication and collaboration between TR 

and other public sectors, greater focus on customers, performance measurements, linking 

improvements to strategic objectives, and problem solving teams. However, the analysis 

indicates that there are issues that face ongoing improvement activities in TR. These obstacles 

include lack of internal communication between employees and departments, management 

commitment, specific training on work skills and training using improvement techniques and 

tools, lack of a clear approach to improving organisation process, lack of deploying learning 

across the organisation, and an absence of motivation. Implementing CI at TR requires 

management to consider previous issues before starting to implement improvement 

programmes. However, the analysis of participants’ views showed that there is no significant 

difference between participants’ views in relation to their job position. 

The findings of the interviews and questionnaire concluded that there are 12 factors for 

successful CI at CS. These factors are: 

1. Availability of resources 

2. Communication 

3. Customer focus 

4. Decentralisation at workplace 

5. Development and learning support 

6. Employee focus 

7. Employees’ accountability 

8. Motivation system 

9. Organisational structure  

10. Process and management support 

11. Strategic performance management 

12. Team problem solving   
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8.8 - The analysis report for Case Study: SP 

 
8.8.1 Overview  
SP is a Saudi Arabian public service organisation that is located in the city of Riyadh and has 

127 employees who work at different management levels. The analysis and discussion include 

qualitative and quantitative data that were collected using interviews and questionnaire.  

8.8.2 Characteristics of the SP sample and response rate 

Two managers from SP (Managing Director and Development and Planning Manager) were 

invited to participate in a semi-structured interview aiming to explore the current factors that 

lead to successful CI in SP. A research questionnaire was distributed to SP employees who 

work in different management positions. A total of 69 out of 127 participants completed the 

questionnaire, covering 54% of the SP employees. Table 51 shows the distribution of 

participants in relation to their job levels.  

Management level Percent 

 Top management 5.8 

Middle management 14.5 

Lower management 24.6 

Non-management staff 49.3 

Not stated 5.8 

Table 51: The distribution of participants at SP  

Two managers from SP (Managing Director and Development and Planning Manager) were 

invited to participate in a semi-structured interview aiming to explore the current factors that 

lead to successful CI in SP.  

 

8.8.3 Interviews findings   

This study of SP discussed the current improvement efforts, the obstacles to improvement, and 

the successful factors that participants believe are necessary to implement CI.  

The analysis of senior managers’ views showed their views as follows: 

 In regard to improvement factors, a senior manager stated “there should be effective 

leader who have ability to make hard decisions is important for CI”. 

 Considering improvement issues, a senior manager stated, “Lack of financial resources 

considered as common issue that faced improvement efforts in our organisation and in 

public sector”. Moreover, one participant of non-management staff level indicated 

“Public organisaions suffering from bureaucracy and routine and lack of efficient 
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system that cause lack of clear vision to future”. Furthermore, participants indicate an 

obstacle between employees and managers in term of communication and between 

employees across different departments in term of collaboration. Non-management 

participant add that “A good communication between employees and top management 

will support organisation efforts to improvement and productively”. 

 

8.8.4 Quantitative data analysis  

The descriptive analysis of participants’ views in relation to improvement factors showed that 

SP participants were neutral towards improvement factors, as presented in Table 52. 

Improvement Factors  Mean value  

Development and Learning Support  3.41 

Communication 3.43 

Strategic Performance Management 2.87 

Customer focus 3.23 

Process and Management Support 3.47 

Employee focus 2.58 

Team Problem-Solving  2.73 

Table 52: The mean values of Improvement Factors 

 

Furthermore, the finding of the confidence interval level for the mean values level for 

improvement factors (Table 53) indicated that there was agreement to the improvement efforts 

that focus on Development and learning support, Communication, Strategic performance 

management, Process and management support. However, the views of participants indicated 

that there is disagreement in the way that improvement teams solve problems.   

 

Improvement factors 95% Confidence Interval for Mean 

 

Lower Bound Upper Bound 

Development and learning support 3.20 3.62 

Communication 3.27 3.59 

Strategic performance management 3.18 3.56 

Customer focus 3.07 3.44 

Process and management support 3.20 3.56 

Employee focus 2.72 3.14 

Team problem solving 2.51 2.96 

Table 53 : Confidence interval level for mean value of Improvement Factors, 
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The analysis of differences between participants’ responses in relation to their job level, the 

ANOVA test (Table 54), shows that the P values of communication and cooperation and of 

process management are less than the significant level of p <0.05, which indicates statistically 

the differences between the participant groups.  

 

 

Improvement factors 

Sum of 

Squares 

df Mean 

Square 

F Sig. 

Development and 

learning support 

 

Between Groups 1.950 4 .487 .620 .650 

Within Groups 50.288 64 .786   

Total 52.237 68    

Communication  

 

Between Groups 4.981 4 1.245 3.134 .020 

Within Groups 25.430 64 .397   

Total 30.411 68    

Strategic 

performance 

management 

 

Between Groups 5.224 4 1.306 2.279 .070 

Within Groups 36.667 64 .573   

Total 41.891 68    

Customer focus  Between Groups 2.367 4 .592 1.037 .395 

Within Groups 36.500 64 .570   

Total 38.867 68    

Process and 

management support 

 

Between Groups 6.193 4 1.548 3.033 .024 

Within Groups 32.676 64 .511   

Total 38.869 68    

Employee focus   

 

Between Groups 2.075 4 .519 .663 .620 

Within Groups 50.062 64 .782   

Total 52.138 68    

Team Problem 

Solving 

Between Groups 5.990 4 1.498 1.838 .132 

Within Groups 52.139 64 .815   

Total 58.129 68    

Table 54: ANOVA test/ Improvement factors  

 

Moreover, the analysis indicates that top management views differ compared to the views of 

lower management and participants who have not stated their position in terms of 

communication and cooperation and process management activities at SP. However, the mean 

value of the top management participants showed that participants were between neutral and 

agreeing with communication activities at SP, which quite similar to other participants’ 

responses. 
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8.8.5 Further improvement factors  

In the open-ended questions in the questionnaire, participants of SP reported 20 factors for 

successful CI at SP (Table 55).   

 

Improvement factors  

1. Availability of resources 

2. Collaboration 

3. Communication 

4. Continuous measurement 

5. Customer focus  

6. Decentralisation at workplace 

7. Effective teams 

8. Employees’ accountability 

9. Employee empowerment 

10. Integrate CI with strategic objectives 

11. Management & employees’ commitment 

12. Managers’ and employees’ involvement 

13. Motivation system  

14. Organisational culture 

15. Organisational structure 

16. Process management 

17. Sharing experience 

18. Technical support 

19. Training and learning 

20. Trust between managers & employees 

Table 55: improvement factors (based on open-ended questions analysis). 

 

Moreover, the analysis of these open-ended questions showed that participants agreed that in 

addition to the six improvement factors that defined in quantitative data, there were six other 

factors for improving organisational performance. These factors were: Availability of 

resources, Decentralisation at workplace, Motivation system, and Organisational structure, 

Technical support, and Trust between managers and employees. 

 

8.6 Improvement obstacles  

The analysis of participants’ views in open-ended questions indicated that there are 15 

obstacles to successful CI at SP, as shown in Table 56. 
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Improvement obstacles 

1. Centralisation of decisions, operation processes and communication 

2. Ineffective internal and external communication including sharing 

information and experiences 

3. Insufficient reward systems to motivate employees 

4. Lack of effective operational structure that supports improvement 

5. Lack of employees’ accountability 

6. Lack of employees’ commitment 

7. Lack of integration of improvement activities with organisation 

objectives 

8. Lack of management commitment and leadership 

9. Lack of measurement mechanism 

10. Lack of organisational culture 

11. Lack of process management 

12. Lack of team problem-solving practices 

13. Lack of training that focuses on job skills 

14. Lack of trust between employees and managers 

15. Limited employee involvement and empowerment 

Table 56 : Improvement obstacles at SP  

8.8.7 Ranking the important CSFs of CI  

SP participants were asked to rank a list of the top 10 CI factors commonly found in public 

sector studies. The analysis shows that 66 questionnaires completed the list ranking CSFs. 

Comparing the factors according to the participants’ rankings (Table 57) shows that training 

and learning and customer focus are seen as the most important CI factors, while process 

management is a less important factor. 

CSFs Ranking Mean 

Training & learning 1 3.80 

Customer Focus 2 4.12 

Integrate CI into organisational objectives 3 4.43 

Top Management commitment and Leadership 4 5.04 

Communication 5 5.61 

Ongoing measurement & improvement 6 5.65 

Organisational culture 7 6.36 

People management (Empowerment &Involvement) 8 6.39 

Teamwork 9 6.39 

Process management 10 7.07 

Valid N (listwise) 66 

Table 57: Ranking the CSFs of CI (SP) 
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Moreover, the average of the CSF ranking according to the SP participants’ position (Figure 

15) indicates that training and learning, customer focus, and Integrate CI into organisational 

objectives are the top success factors of CI while process management and teamwork are seen 

by most participants as less important factors. 

However, participants of top management and lower management ranked top management 

commitment as one of the most important factors that is needed to implement CI at SP.  

 
Figure 15: The variation of CSF rankings across management levels (SP) 

 

Comparing these findings with senior managers’ findings that were collected through 

interviews, presented in Figure 16, shows that senior managers’ rankings were compatible with 

top management participants in their view that top management commitment is the most 

important factor. Moreover, the views of senior managers were compatible with other 

participants’ ranking, in that customer focus and Integrate CI into organisational objectives are 

the most important factors. However, the ranking of CSFs indicates that there is a conflict 

between senior managers, top management participants, and other participants on the 

importance of training and learning at SP.  

 

Figure 16: Ranking CSFs of CI (senior managers’ views) 
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8.8.8 Follow-up interviews and focus groups findings 

There were six participants agreed and participated in follow-up interviews and a focus group. 

Five in one focus group and one participant was involved in interview. The findings of 

interview and the focus group are summarised as follows:  

1- Facilitating CI and tools used: 

 Ongoing changing on technical infrastructure at organisation that purposed for 

improving organisation performance 

 Using IT, service that provided to customers and readiness for E- government 

 Availability of qualified employees in IT and quality management  

 Improving internal communication  

 Improving training programmes  

 Internal and external communication  

 Organisation used statistic progrmmmes to measure organisation activities 

 The organisation has linked its performance with productivity. 

 There is performance card to measure weekly performance. 

 Analysis of organisation performance is one of the organisation targets. So, the 

organisation used different analysis programmes to measure quality of services and 

employees’ performance.  

2- Management levels relationship 

 Lack of Homogeneity between departments managers and their work activities 

 Some mangers lack of leadership skills to lead their departments and this issue causes 

lack of communication with employees and other departments 

 Change resistance considers as main reason of lack communication between 

management levels 

 Lack of communication and cooperation between departments due to centralization 

culture between departments 

3- Motivation 

 Training programmes at the organisdation have motivated employees to improve 

organisation performance 

 There is no clear system for motivation 
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4- Changes required  

 There is need for competition to support orgnisation in improving performance 

 Benchmarking and learn from best practices is one of learning activities at the 

organisation. 

 Equality of manpower distribution at the organisation is one of strategic need 

 Marketing organisation services 

 Organisation rules and regulations of public sector should be updated. 

 Organisation processes reengineering 

 

   5- Further comments 

 Employee accountability at work (culture) is different from department to others. 

Managers have responsibility to be accountable. 

 Lack of Equality between employees (employee focus) 

 There is level of trust between managers and employees. However, trust is influenced 

by managers’ culture.  

 There is lack of transparency. 

 Improving   communication and IT will support Transparency at the organization 

 

8.8.9 CSFs of CI in SP 

The analysis of participants’ responses indicated that SP focuses on improving e-services that 

are provided to customers and on the transfer to business functions to improve the performance 

of its work and services using quality management. Moreover, analysis indicated SP 

management is committed to provide training to employees, and the employees have 

opportunities to participate in improvement activities. Furthermore, participants believe their 

role at SP will contribute to improving performance. However, participants indicate there are 

issues of improvement and that employees’ motivation and communication are considered as 

common obstacles to improvement. Implementing CI at SP requires management and 

employee commitment to improving internal and external communication, focusing on 

services that are provided to customers, and process management. 

The findings of the interviews and questionnaire concluded that there are 13 factors for 

successful CI at CS. These factors are: 

1. Availability of resources 
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2. Communication 

3. Customer focus 

4. Decentralisation at workplace 

5. Development and Learning Support  

6. Employee focus 

7. Motivation system,  

8. Organisational structure 

9. Process and Management Support 

10. Strategic Performance Management 

11. Team Problem-Solving    

12. Technical support 

13. Trust between managers and employees. 
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Appendix 9: Factor analysis Result   

 
KMO and Bartlett's Test 

Kaiser-Meyer-Olkin Measure of Sampling Adequacy. .958 

Bartlett's Test of Sphericity Approx. Chi-Square 14394.446 

df 780 

Sig. .000 

 
  Rotated Component Matrixa 
 

Questionnaire Items Component 

1 2 3 4 5 6 7 

My organisation provides frequent 

training on my job skills. 

.778 
      

My organisation’s management are 

committed to providing training to 

employees. 

.763 
      

The training programme is regularly 

reviewed and evaluated for future 

needs. 

.705 
      

My organisation allows employees to 

seek out opportunities for learning and 

personal development. 

.681 
      

Employees are trained to identify and 

solve problems by using specific tools 

and techniques. 

.652 
      

Specific work-skills training is given 

to employees throughout my 

organisation. 

.560 .535 
     

My direct manager supports 

improvement activities in my 

department. 

.497 
      

Employees have opportunities to 

participate in improvement activities 

(e.g. through improvement teams, 

project work and training). 

.485 
      

There is communication between my 

organisation and other public sector 

organisations. 

 
.753 

     

My organisation’s communication 

systems are efficient. 

 
.721 

     

My role will contribute to improving 

the organisation. 

 
.708 
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My organisation usually cooperates 

with other organisations to improve 

the services that are provided to 

customers. 

 
.616 

     

My direct manager usually looks for 

the causes of mistakes rather than 

seeking to blame individual(s). 

 
.606 

     

Organisational information is timely in 

how it flows into my department 

 
.509 

     

Organisational performance 

measurements are correlated with 

strategic objectives. 

  
.752 

    

My organisation’s aims and objectives 

are clearly identified. 

  
.708 

    

The organisation uses appropriate 

statistical tools or techniques to 

evaluate and measure its performance. 

  
.648 

    

The priorities for improvement efforts 

in my department are linked to the 

organisational objectives and goals. 

  
.639 

    

On-going assessments and evaluations 

of the organisation’s systems are part 

of the organisational objectives. 

  
.598 

    

There is regular measurement of the 

services that customers received. 

  
.495 

    

Rules and regulations for the public 

sector support the improvement of the 

organisation’s services. 

  
.479 

    

The feedback of service users is 

considered in the improvement of my 

organisation’s processes. 

   
.676 

   

There is a mechanism for keeping me 

up to date with the changing needs of 

services users (e.g. through regular 

contacts, feedback). 

   
.660 

   

My organisation’s customers’ needs 

are clearly identified. 

   
.580 

   

My organisation records its lessons 

learned from previous experiences 

across the organisation. 

   
.569 

   

My organisation deploys the learning 

from previous experiences across the 

organisation. 

   
.525 

   

My department knows who are its 

internal customers. 

   
.477 

   

Employees share their experiences 

with others in different departments. 

    
.587 

  

There is cooperation between my 

department and other departments. 

    
.582 
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Any changes in my work processes 

usually bring about improvements. 

    
.573 

  

Improvements of work processes are 

usually small and incremental. 

    
.542 

  

Upper management are easily 

accessible (e.g. operating an open door 

policy, walking the floor). 

    
.540 

  

Upper management maintains a 

commitment to providing all resources 

necessary to support performance 

improvement. 

    
.539 

  

Suggestions from employees 

throughout the organisation are 

encouraged. 

     
.717 

 

The recognition system encourages 

continuous improvement. 

     
.662 

 

My organisation rewards individuals 

for suggestions that improve work 

processes. 

     
.603 

 

There is a regular measurement of 

internal customers' satisfaction. 

     
.517 

 

There is a team of specialists available 

to help to solve the organisation’s 

problems. 

      
.675 

Work processes are improved using 

analysis approaches. 

      
.573 

Teams responsible for problem 

solving and improvement cooperate 

across boundaries at all levels to get 

the job done. 

      
.506 

*Extraction Method: Principal Component Analysis.  Rotation Method: Varimax with Kaiser. 

*Normalization.a/ a. Rotation converged in 8 iterations. 
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  Appendix 10: A-  Interviews analysis across research cases  
Interview 

Questions 
CS ED FS HC MU TR SI SP  

Themes 
M 

 

D M 

 

D M 

 

D M 

 

D M 

 

D M 

 

D M 

 

D M 

 

D 

W
h

a
t 

is
 y

o
u

r 
jo

b
 r

o
le

 i
n

 t
h

e 

o
rg

a
n

is
a
ti

o
n

 

       ✕ 

 
        Communication 

✕ 

✕ 
     ✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

✕ 

 
 ✕ 

 
 Customer focus 

                Employees Involvement  

 
✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 
 Leadership 

✕ 

 

✕ 

 

✕ 

V 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

 

 ✕ 

 

✕ 

 

Meeting objectives and plans 

   ✕ 

 
  ✕ 

 

✕ 

 

✕ 

 

✕ 

 

 

 ✕ 

 

✕ 

 
  ✕ 

 

Plan deployment 

 
✕ 

 

✕ 

 
  ✕ 

 
 ✕ 

 
         Resources 

  ✕ 

 
   ✕ 

 

✕ 

 
        Results measurement 

W
h

a
t 

d
ri

v
es

 p
er

fo
rm

a
n

ce
 i

n
 y

o
u

r 

o
rg

a
n

is
a
ti

o
n

?
 

 

. 

. 
     ✕ 

 
 ✕ 

 
 ✕ 

 
   ✕ 

 
 
Communication 

   ✕ 

 
    ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

Customer focus 

                
Employee motivation 

 
 

 
 ✕ 

 
   ✕ 

 
       ✕ 

 

Employees Involvement  

                
Empowerment  

            ✕ 

 
   

Investment 

 

 ✕ 

 

✕ 

 

✕ 

 
    ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 
 
Leadership 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

✕ 

 

✕ 

 
       ✕ 

 

Meeting objectives and plans 
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✕ 

 
 ✕ 

 
   ✕ 

 
 ✕ 

 
 ✕ 

 
 ✕ 

 
   

Organisational culture 

   ✕ 

 
            

Partnerships 

 

 ✕ 

 
  ✕ 

 

✕ 

 
 ✕ 

 

✕ 

 
   ✕ 

 
 ✕ 

 
 
Plan deployment 

 ✕ 

 
   ✕ 

 
 ✕ 

 
    ✕ 

 
   Process Management/development 

✕ 

 
               

Regulations and rules 

      ✕ 

 
    ✕ 

 
    

Resources 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

Results measurement 

    ✕ 

 
           

Teamwork 

 

 
 

 
 ✕ 

 
           ✕ 

 

Training and development  

 ✕ 

 
   

 

 
✕ 

 

✕ 

 
 ✕ 

 
      

Using IT 

W
h

er
e 

d
o
 y

o
u

 s
ee

 i
m

p
r
o
v
em

en
t 

p
o
ss

ib
il

it
ie

s 
in

 y
o
u

r 

o
rg

a
n

is
a
ti

o
n

?
 

 

✕ 

 
  ✕ 

 
  

 

 
 ✕ 

 

✕ 

 

✕ 

 
 ✕ 

 
  ✕ 

 

Communication 

  ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 
 ✕ 

 
 

Customer focus 

 ✕ 

 
    ✕ 

 
  ✕ 

 

✕ 

 

✕ 

 
    

Employee motivation 

 ✕ 

 
   ✕ 

 
   ✕ 

 

✕ 

 
     

Employees Involvement  

                
Employees achievement  

 

     ✕ 

 

✕ 

 
         

Empowerment  

✕ 

 
  ✕ 

 

✕ 

 

✕ 

 

✕ 

 
   ✕ 

 
 ✕ 

 
  ✕ 

 

Leadership 
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      ✕ 

 
       ✕ 

 
 

Meeting objectives and plans 

 

  ✕ 

 

✕ 

 

✕ 

 
    ✕ 

 

✕ 

 

✕ 

 
   ✕ 

 

✕ 

 

Organisational culture 

  ✕ 

 

✕ 

 
          ✕ 

 

✕ 

 

Partnerships 

 

                
Plan deployment 

 
✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 

✕ 

 

✕ 

 

Process 

Management/development/mainte

nance 
          ✕ 

 
     

Regulations and rules 

 ✕ 

 

✕ 

 
 ✕ 

 
 ✕ 

 
 ✕ 

 
 ✕ 

 
     

Resources 

  
✕ 

 

✕ 

 

✕ 

 

✕ 

 
 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
     

Results measurement 

  ✕ 

 

✕ 

 
  ✕ 

 
        ✕ 

 

Team work 

 
✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 
 ✕ 

 
  ✕ 

 
 

Training and development  

 

 
 ✕ 

 
    ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
  ✕ 

 

✕ 

 

Using IT 

W
h

a
t 

a
re

 t
h

e 
o
b

st
a
cl

es
  

th
a
t 

re
st

ri
ct

 y
o
u

r 

o
rg

a
n

is
a
ti

o
n

 f
ro

m
 o

n
-g

o
in

g
 

im
p

ro
v
em

en
t?

 

                                              

        ✕ 

 

✕ 

 
    ✕ 

 

✕ 

 

Change management  

 

 ✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

✕ 

 
   ✕ 

 
  ✕ 

 

✕ 

 

Communication 

✕ 

 
    ✕ 

 
          

Customer focus 

  ✕ 

 
      

 

 
✕ 

 

✕ 

 
    

Employee motivation 

         
 

 
      

Employees Involvement  

          ✕ 

 
     

Employees achievement  
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  ✕ 

 
             

Empowerment  

  
✕ 

 
             

Information/Knowledge 

management 

 ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 
 ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
  ✕ 

 

Leadership 

✕ 

 
 ✕ 

 
             

Meeting objectives and plans 

 ✕ 

 

✕ 

 
             

Organisation infrastructure 

      ✕ 

 
         

Organisation structure  

 

 ✕ 

 

✕ 

 

✕ 

 
  ✕ 

 
 ✕ 

 

✕ 

 

✕ 

 
 ✕ 

 
  ✕ 

 

Organisational culture 

    ✕ 

 
 ✕ 

 
         

Plan deployment 

  
✕ 

 
   

✕ 

 

✕ 

 
        

Process 

Management/development/mainte

nance 
  ✕ 

 
 ✕ 

 
    ✕ 

 
      

Regulations and rules 

  ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
  ✕ 

 
    ✕ 

 
 
Resources 

  ✕ 

 
  ✕ 

 
          

Results measurement 

    ✕ 

 

✕ 

 
  ✕ 

 

✕ 

 
  

 

 
   

Society culture  

 

  ✕ 

 

✕ 

 
 ✕ 

 

✕ 

 
 ✕ 

 
 ✕ 

 
 ✕ 

 
 ✕ 

 

✕ 

 

Training and development  

       
✕ 

 
        

Using IT 
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u
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co
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ti
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✕ 

 
     

✕ 

 
 
Change management  

  
✕ 

 

✕ 

 
 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 

✕ 

 
 

✕ 

 

✕ 

 

Communication 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
  ✕ 

 
 ✕ 

 

✕ 

 

✕ 

 

✕ 

 
  ✕ 

 

✕ 

 

Customer focus 

 ✕ 

 
 ✕ 

 

✕ 

 

✕ 

 

 

 
  ✕ 

 

✕ 

 

✕ 

 
    

Employee motivation 

          ✕ 

 

✕ 

 
    

Employees Involvement  

              ✕ 

 
 
Employees achievement  

 
✕ 

 
       ✕ 

 
  ✕ 

 
    

Empowerment  

      
✕ 

 
         

Information/Knowledge 

management 

 
 ✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

Leadership 

 ✕ 

 
 ✕ 

 
    ✕ 

 
   ✕ 

 
  ✕ 

 

Meeting objectives and plans 

    ✕ 

 

✕ 

 
          

Organisation structure  

 

 ✕ 

 

✕ 

 

✕ 

 

✕ 

 
   ✕ 

 
 ✕ 

 

✕ 

 

✕ 

 
  ✕ 

 

Organisational culture 

           ✕ 

 
    

Plan deployment 

✕ 

 
 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
   

✕ 

 
  
✕ 

 
 

✕ 

 

✕ 

 

Process 

Management/development/mainte

nance 
✕ 

 
     ✕ 

 
         

Regulations and rules 

 ✕ 

 
 ✕ 

 
   ✕ 

 
       ✕ 

 

Resources 
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✕ 

 

✕ 

 
  ✕ 

 

✕ 

 
 ✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

Results measurement 

   ✕ 

 
  ✕ 

 

✕ 

 
 ✕ 

 
     ✕ 

 

Team work 

 

 ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 

✕ 

 
 ✕ 

 

✕ 

 

Training and development  

        ✕ 

 
       

Trust 

✕ 

 

✕ 

 
    ✕ 

 
 ✕ 

 

✕ 

 
 ✕ 

 
  ✕ 

 
 
Using IT 

   * M: Mnagning Director - D: Development Manager  

   * X: An agreement of participants’ views of the interviews themes.  
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Appendix 10: B - The distribution of the Research Data 

(Normality test)   
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                 Appendix 10: C -Multiple Comparisons- Games-Howell – Research Cases 

Dependent Variable (I) Case Name (J) Case Name Mean Difference (I-J) Std. Error Sig. 
95% Confidence Interval 

Lower Bound Upper Bound 

Development and learning support 

CS 

ED -.263 .121 .376 -.64 .11 

FS -.279 .136 .452 -.70 .14 

HC -.328 .152 .381 -.80 .14 

MU -.417* .106 .003 -.74 -.09 

SI .229 .124 .585 -.15 .61 

TR .060 .148 1.000 -.40 .52 

SP -.382 .136 .103 -.80 .04 

ED 

CS .263 .121 .376 -.11 .64 

FS -.016 .135 1.000 -.43 .40 

HC -.065 .151 1.000 -.53 .40 

MU -.154 .105 .823 -.47 .17 

SI .492* .123 .002 .11 .87 

TR .323 .147 .365 -.13 .78 

SP -.120 .136 .987 -.54 .30 

FS 

CS .279 .136 .452 -.14 .70 

ED .016 .135 1.000 -.40 .43 

HC -.049 .163 1.000 -.55 .45 

MU -.138 .122 .948 -.51 .24 

SI .508* .137 .007 .09 .93 

TR .339 .160 .407 -.16 .83 

SP -.104 .149 .997 -.56 .35 

HC 

CS .328 .152 .381 -.14 .80 

ED .065 .151 1.000 -.40 .53 

FS .049 .163 1.000 -.45 .55 

MU -.089 .139 .998 -.52 .34 

SI .557* .153 .009 .09 1.03 

TR .388 .173 .335 -.15 .92 

SP -.054 .163 1.000 -.56 .45 

MU 

CS .417* .106 .003 .09 .74 

ED .154 .105 .823 -.17 .47 

FS .138 .122 .948 -.24 .51 

HC .089 .139 .998 -.34 .52 
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SI .646* .108 .000 .31 .98 

TR .477* .135 .017 .05 .90 

SP .034 .122 1.000 -.34 .41 

SI 

CS -.229 .124 .585 -.61 .15 

ED -.492* .123 .002 -.87 -.11 

FS -.508* .137 .007 -.93 -.09 

HC -.557* .153 .009 -1.03 -.09 

MU -.646* .108 .000 -.98 -.31 

TR -.169 .149 .947 -.63 .30 

SP -.612* .138 .001 -1.04 -.19 

TR 

CS -.060 .148 1.000 -.52 .40 

ED -.323 .147 .365 -.78 .13 

FS -.339 .160 .407 -.83 .16 

HC -.388 .173 .335 -.92 .15 

MU -.477* .135 .017 -.90 -.05 

SI .169 .149 .947 -.30 .63 

SP -.443 .160 .116 -.94 .05 

SP 

CS .382 .136 .103 -.04 .80 

ED .120 .136 .987 -.30 .54 

FS .104 .149 .997 -.35 .56 

HC .054 .163 1.000 -.45 .56 

MU -.034 .122 1.000 -.41 .34 

SI .612* .138 .001 .19 1.04 

TR .443 .160 .116 -.05 .94 

Communication 

CS 

ED -.145 .127 .947 -.54 .25 

FS -.267 .128 .430 -.66 .13 

HC -.358 .134 .142 -.77 .06 

MU -.125 .126 .975 -.51 .26 

SI -.486* .123 .003 -.87 -.11 

TR .355 .125 .096 -.03 .74 

SP -.310 .126 .226 -.70 .08 

ED 

CS .145 .127 .947 -.25 .54 

FS -.122 .116 .966 -.48 .23 

HC -.213 .123 .667 -.59 .16 

MU .020 .114 1.000 -.33 .37 

SI -.341* .111 .049 -.68 .00 
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TR .500* .113 .001 .15 .85 

SP -.165 .115 .836 -.52 .19 

FS 

CS .267 .128 .430 -.13 .66 

ED .122 .116 .966 -.23 .48 

HC -.091 .124 .996 -.47 .29 

MU .142 .115 .923 -.21 .49 

SI -.219 .112 .512 -.56 .12 

TR .622* .114 .000 .27 .97 

SP -.043 .116 1.000 -.40 .31 

HC 

CS .358 .134 .142 -.06 .77 

ED .213 .123 .667 -.16 .59 

FS .091 .124 .996 -.29 .47 

MU .233 .122 .549 -.14 .61 

SI -.128 .119 .959 -.49 .24 

TR .713* .120 .000 .34 1.08 

SP .048 .122 1.000 -.33 .42 

MU 

CS .125 .126 .975 -.26 .51 

ED -.020 .114 1.000 -.37 .33 

FS -.142 .115 .923 -.49 .21 

HC -.233 .122 .549 -.61 .14 

SI -.361* .110 .026 -.70 -.02 

TR .480* .112 .001 .14 .82 

SP -.185 .114 .732 -.53 .16 

SI 

CS .486* .123 .003 .11 .87 

ED .341* .111 .049 .00 .68 

FS .219 .112 .512 -.12 .56 

HC .128 .119 .959 -.24 .49 

MU .361* .110 .026 .02 .70 

TR .841* .108 .000 .51 1.18 

SP .176 .110 .749 -.16 .51 

TR 

CS -.355 .125 .096 -.74 .03 

ED -.500* .113 .001 -.85 -.15 

FS -.622* .114 .000 -.97 -.27 

HC -.713* .120 .000 -1.08 -.34 

MU -.480* .112 .001 -.82 -.14 

SI -.841* .108 .000 -1.18 -.51 
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SP -.665* .112 .000 -1.01 -.32 

SP 

CS .310 .126 .226 -.08 .70 

ED .165 .115 .836 -.19 .52 

FS .043 .116 1.000 -.31 .40 

HC -.048 .122 1.000 -.42 .33 

MU .185 .114 .732 -.16 .53 

SI -.176 .110 .749 -.51 .16 

TR .665* .112 .000 .32 1.01 

Strategic performance management 

CS 

ED .416* .112 .007 .07 .76 

FS .239 .127 .568 -.15 .63 

HC .018 .132 1.000 -.39 .42 

MU .141 .105 .882 -.18 .47 

SI .139 .127 .956 -.25 .53 

TR .668* .142 .000 .23 1.11 

SP .169 .127 .886 -.22 .56 

ED 

CS -.416* .112 .007 -.76 -.07 

FS -.178 .120 .814 -.55 .19 

HC -.398* .125 .035 -.78 -.02 

MU -.275 .097 .088 -.57 .02 

SI -.277 .119 .289 -.65 .09 

TR .251 .135 .580 -.17 .67 

SP -.247 .120 .442 -.62 .12 

FS 

CS -.239 .127 .568 -.63 .15 

ED .178 .120 .814 -.19 .55 

HC -.220 .138 .752 -.64 .20 

MU -.097 .113 .989 -.44 .25 

SI -.100 .133 .995 -.51 .31 

TR .429 .147 .082 -.03 .89 

SP -.070 .134 1.000 -.48 .34 

HC 

CS -.018 .132 1.000 -.42 .39 

ED .398* .125 .035 .02 .78 

FS .220 .138 .752 -.20 .64 

MU .123 .118 .968 -.24 .49 

SI .121 .137 .988 -.30 .54 

TR .649* .151 .001 .18 1.12 

SP .151 .138 .957 -.27 .57 
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MU 

CS -.141 .105 .882 -.47 .18 

ED .275 .097 .088 -.02 .57 

FS .097 .113 .989 -.25 .44 

HC -.123 .118 .968 -.49 .24 

SI -.002 .113 1.000 -.35 .35 

TR .527* .129 .003 .12 .93 

SP .028 .113 1.000 -.32 .38 

SI 

CS -.139 .127 .956 -.53 .25 

ED .277 .119 .289 -.09 .65 

FS .100 .133 .995 -.31 .51 

HC -.121 .137 .988 -.54 .30 

MU .002 .113 1.000 -.35 .35 

TR .529* .147 .012 .07 .99 

SP .030 .133 1.000 -.38 .44 

TR 

CS -.668* .142 .000 -1.11 -.23 

ED -.251 .135 .580 -.67 .17 

FS -.429 .147 .082 -.89 .03 

HC -.649* .151 .001 -1.12 -.18 

MU -.527* .129 .003 -.93 -.12 

SI -.529* .147 .012 -.99 -.07 

SP -.499* .147 .023 -.96 -.04 

SP 

CS -.169 .127 .886 -.56 .22 

ED .247 .120 .442 -.12 .62 

FS .070 .134 1.000 -.34 .48 

HC -.151 .138 .957 -.57 .27 

MU -.028 .113 1.000 -.38 .32 

SI -.030 .133 1.000 -.44 .38 

TR .499* .147 .023 .04 .96 

Customers’ focus 
CS 

ED -.065 .125 1.000 -.45 .32 

FS -.009 .137 1.000 -.43 .41 

HC -.069 .143 1.000 -.51 .37 

MU -.077 .119 .998 -.44 .29 

SI -.102 .125 .992 -.49 .28 

TR .127 .138 .983 -.30 .55 

SP .100 .137 .996 -.32 .52 

ED CS .065 .125 1.000 -.32 .45 
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FS .056 .115 1.000 -.30 .41 

HC -.004 .122 1.000 -.38 .37 

MU -.012 .093 1.000 -.30 .27 

SI -.037 .100 1.000 -.35 .27 

TR .192 .116 .716 -.17 .55 

SP .165 .116 .843 -.19 .52 

FS 

CS .009 .137 1.000 -.41 .43 

ED -.056 .115 1.000 -.41 .30 

HC -.060 .134 1.000 -.47 .35 

MU -.067 .108 .999 -.40 .27 

SI -.093 .115 .992 -.45 .26 

TR .137 .129 .963 -.26 .54 

SP .110 .128 .989 -.28 .50 

HC 

CS .069 .143 1.000 -.37 .51 

ED .004 .122 1.000 -.37 .38 

FS .060 .134 1.000 -.35 .47 

MU -.007 .116 1.000 -.36 .35 

SI -.033 .121 1.000 -.41 .34 

TR .197 .135 .827 -.22 .61 

SP .170 .134 .911 -.24 .58 

MU 

CS .077 .119 .998 -.29 .44 

ED .012 .093 1.000 -.27 .30 

FS .067 .108 .999 -.27 .40 

HC .007 .116 1.000 -.35 .36 

SI -.025 .092 1.000 -.31 .26 

TR .204 .110 .580 -.14 .55 

SP .177 .109 .734 -.16 .51 

SI 

CS .102 .125 .992 -.28 .49 

ED .037 .100 1.000 -.27 .35 

FS .093 .115 .992 -.26 .45 

HC .033 .121 1.000 -.34 .41 

MU .025 .092 1.000 -.26 .31 

TR .230 .116 .498 -.13 .59 

SP .202 .115 .648 -.15 .56 

TR 
CS -.127 .138 .983 -.55 .30 

ED -.192 .116 .716 -.55 .17 
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FS -.137 .129 .963 -.54 .26 

HC -.197 .135 .827 -.61 .22 

MU -.204 .110 .580 -.55 .14 

SI -.230 .116 .498 -.59 .13 

SP -.027 .129 1.000 -.43 .37 

SP 

CS -.100 .137 .996 -.52 .32 

ED -.165 .116 .843 -.52 .19 

FS -.110 .128 .989 -.50 .28 

HC -.170 .134 .911 -.58 .24 

MU -.177 .109 .734 -.51 .16 

SI -.202 .115 .648 -.56 .15 

TR .027 .129 1.000 -.37 .43 

Process and management support 

CS 

ED .120 .112 .962 -.22 .46 

FS -.012 .109 1.000 -.35 .32 

HC -.072 .111 .998 -.41 .27 

MU -.141 .088 .748 -.41 .13 

SI .029 .098 1.000 -.27 .33 

TR -.035 .136 1.000 -.46 .39 

SP .059 .115 1.000 -.29 .41 

ED 

CS -.120 .112 .962 -.46 .22 

FS -.132 .121 .958 -.50 .24 

HC -.192 .122 .770 -.57 .18 

MU -.261 .102 .183 -.58 .05 

SI -.091 .111 .992 -.43 .25 

TR -.155 .146 .963 -.61 .30 

SP -.060 .126 1.000 -.45 .33 

FS 

CS .012 .109 1.000 -.32 .35 

ED .132 .121 .958 -.24 .50 

HC -.060 .120 1.000 -.43 .31 

MU -.129 .099 .899 -.43 .18 

SI .041 .108 1.000 -.29 .37 

TR -.023 .144 1.000 -.47 .43 

SP .072 .124 .999 -.31 .45 

HC 

CS .072 .111 .998 -.27 .41 

ED .192 .122 .770 -.18 .57 

FS .060 .120 1.000 -.31 .43 
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MU -.069 .101 .997 -.38 .24 

SI .101 .110 .984 -.24 .44 

TR .037 .145 1.000 -.42 .49 

SP .132 .125 .965 -.25 .52 

MU 

CS .141 .088 .748 -.13 .41 

ED .261 .102 .183 -.05 .58 

FS .129 .099 .899 -.18 .43 

HC .069 .101 .997 -.24 .38 

SI .170 .087 .520 -.10 .44 

TR .106 .129 .991 -.30 .51 

SP .201 .106 .554 -.13 .53 

SI 

CS -.029 .098 1.000 -.33 .27 

ED .091 .111 .992 -.25 .43 

FS -.041 .108 1.000 -.37 .29 

HC -.101 .110 .984 -.44 .24 

MU -.170 .087 .520 -.44 .10 

TR -.064 .136 1.000 -.49 .36 

SP .031 .114 1.000 -.32 .38 

TR 

CS .035 .136 1.000 -.39 .46 

ED .155 .146 .963 -.30 .61 

FS .023 .144 1.000 -.43 .47 

HC -.037 .145 1.000 -.49 .42 

MU -.106 .129 .991 -.51 .30 

SI .064 .136 1.000 -.36 .49 

SP .095 .148 .998 -.37 .56 

SP 

CS -.059 .115 1.000 -.41 .29 

ED .060 .126 1.000 -.33 .45 

FS -.072 .124 .999 -.45 .31 

HC -.132 .125 .965 -.52 .25 

MU -.201 .106 .554 -.53 .13 

SI -.031 .114 1.000 -.38 .32 

TR -.095 .148 .998 -.56 .37 

Employees’ focus CS 

ED -.415 .158 .157 -.90 .07 

FS -.455 .166 .118 -.96 .06 

HC -.603* .178 .020 -1.15 -.06 

MU -.682* .146 .000 -1.13 -.23 
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SI -.487 .163 .065 -.99 .02 

TR .016 .186 1.000 -.56 .59 

SP -.328 .167 .506 -.84 .19 

ED 

CS .415 .158 .157 -.07 .90 

FS -.040 .138 1.000 -.46 .38 

HC -.189 .152 .918 -.66 .28 

MU -.268 .114 .269 -.62 .08 

SI -.073 .135 .999 -.49 .34 

TR .430 .162 .151 -.07 .93 

SP .086 .139 .999 -.34 .51 

FS 

CS .455 .166 .118 -.06 .96 

ED .040 .138 1.000 -.38 .46 

HC -.149 .160 .983 -.64 .34 

MU -.228 .124 .598 -.61 .15 

SI -.033 .144 1.000 -.48 .41 

TR .470 .169 .114 -.06 1.00 

SP .126 .148 .990 -.33 .58 

HC 

CS .603* .178 .020 .06 1.15 

ED .189 .152 .918 -.28 .66 

FS .149 .160 .983 -.34 .64 

MU -.079 .140 .999 -.51 .35 

SI .116 .158 .996 -.37 .60 

TR .619* .181 .020 .06 1.18 

SP .275 .161 .685 -.22 .77 

MU 

CS .682* .146 .000 .23 1.13 

ED .268 .114 .269 -.08 .62 

FS .228 .124 .598 -.15 .61 

HC .079 .140 .999 -.35 .51 

SI .195 .121 .740 -.18 .57 

TR .698* .150 .000 .23 1.17 

SP .354 .126 .100 -.03 .74 

SI 

CS .487 .163 .065 -.02 .99 

ED .073 .135 .999 -.34 .49 

FS .033 .144 1.000 -.41 .48 

HC -.116 .158 .996 -.60 .37 

MU -.195 .121 .740 -.57 .18 
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TR .503 .167 .065 -.02 1.02 

SP .159 .145 .956 -.29 .61 

TR 

CS -.016 .186 1.000 -.59 .56 

ED -.430 .162 .151 -.93 .07 

FS -.470 .169 .114 -1.00 .06 

HC -.619* .181 .020 -1.18 -.06 

MU -.698* .150 .000 -1.17 -.23 

SI -.503 .167 .065 -1.02 .02 

SP -.344 .170 .475 -.87 .19 

SP 

CS .328 .167 .506 -.19 .84 

ED -.086 .139 .999 -.51 .34 

FS -.126 .148 .990 -.58 .33 

HC -.275 .161 .685 -.77 .22 

MU -.354 .126 .100 -.74 .03 

SI -.159 .145 .956 -.61 .29 

TR .344 .170 .475 -.19 .87 

Team problem solving 

CS 

ED .567* .143 .003 .13 1.01 

FS .330 .155 .399 -.15 .81 

HC .170 .150 .949 -.29 .63 

MU .661* .127 .000 .27 1.05 

SI .406 .158 .178 -.08 .89 

TR .699* .184 .007 .12 1.27 

SP .588* .153 .005 .12 1.06 

ED 

CS -.567* .143 .003 -1.01 -.13 

FS -.237 .149 .756 -.70 .22 

HC -.398 .145 .115 -.84 .05 

MU .093 .120 .994 -.27 .46 

SI -.161 .153 .964 -.63 .31 

TR .131 .180 .996 -.43 .69 

SP .021 .148 1.000 -.43 .48 

FS 

CS -.330 .155 .399 -.81 .15 

ED .237 .149 .756 -.22 .70 

HC -.160 .156 .970 -.64 .32 

MU .331 .134 .215 -.08 .74 

SI .076 .164 1.000 -.43 .58 

TR .369 .189 .520 -.22 .96 
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SP .259 .159 .734 -.23 .75 

HC 

CS -.170 .150 .949 -.63 .29 

ED .398 .145 .115 -.05 .84 

FS .160 .156 .970 -.32 .64 

MU .491* .128 .005 .10 .89 

SI .236 .159 .814 -.26 .73 

TR .529 .185 .096 -.05 1.11 

SP .419 .155 .128 -.06 .89 

MU 

CS -.661* .127 .000 -1.05 -.27 

ED -.093 .120 .994 -.46 .27 

FS -.331 .134 .215 -.74 .08 

HC -.491* .128 .005 -.89 -.10 

SI -.254 .137 .587 -.68 .17 

TR .038 .167 1.000 -.49 .56 

SP -.072 .132 .999 -.48 .33 

SI 

CS -.406 .158 .178 -.89 .08 

ED .161 .153 .964 -.31 .63 

FS -.076 .164 1.000 -.58 .43 

HC -.236 .159 .814 -.73 .26 

MU .254 .137 .587 -.17 .68 

TR .293 .192 .790 -.30 .89 

SP .182 .162 .950 -.32 .68 

TR 

CS -.699* .184 .007 -1.27 -.12 

ED -.131 .180 .996 -.69 .43 

FS -.369 .189 .520 -.96 .22 

HC -.529 .185 .096 -1.11 .05 

MU -.038 .167 1.000 -.56 .49 

SI -.293 .192 .790 -.89 .30 

SP -.110 .188 .999 -.69 .47 

SP 

CS -.588* .153 .005 -1.06 -.12 

ED -.021 .148 1.000 -.48 .43 

FS -.259 .159 .734 -.75 .23 

HC -.419 .155 .128 -.89 .06 

MU .072 .132 .999 -.33 .48 

SI -.182 .162 .950 -.68 .32 

TR .110 .188 .999 -.47 .69 
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Appendix 10: D -Multiple Comparison - Games-Howell –Management levels  

 

Dependent Variable (I) current position level (J) current position level 
Mean Difference 

(I-J) 
Std. Error Sig. 

95% Confidence Interval 

Lower Bound Upper Bound 

Development and learning support 

Upper management 

Middle management .148 .241 .970 -.60 .90 

Lower management .174 .228 .936 -.56 .91 

Non-management staff .178 .219 .922 -.55 .90 

Not stated .532 .259 .283 -.25 1.32 

Middle management 

Upper management -.148 .241 .970 -.90 .60 

Lower management .026 .132 1.000 -.34 .39 

Non-management staff .029 .116 .999 -.29 .35 

Not stated .384 .181 .222 -.12 .89 

Lower management 

Upper management -.174 .228 .936 -.91 .56 

Middle management -.026 .132 1.000 -.39 .34 

Non-management staff .003 .088 1.000 -.24 .24 

Not stated .357 .164 .202 -.11 .82 

Non-management staff 

Upper management -.178 .219 .922 -.90 .55 

Middle management -.029 .116 .999 -.35 .29 

Lower management -.003 .088 1.000 -.24 .24 

Not stated .354 .151 .154 -.08 .79 

Not stated 

Upper management -.532 .259 .283 -1.32 .25 

Middle management -.384 .181 .222 -.89 .12 

Lower management -.357 .164 .202 -.82 .11 

Non-management staff -.354 .151 .154 -.79 .08 

Communication 

Upper management 

Middle management .440 .204 .255 -.20 1.08 

Lower management .536 .197 .111 -.10 1.17 

Non-management staff .512 .190 .124 -.11 1.14 

Not stated 1.430* .210 .000 .78 2.08 

Middle management 

Upper management -.440 .204 .255 -1.08 .20 

Lower management .096 .111 .909 -.21 .40 

Non-management staff .072 .096 .946 -.20 .34 

Not stated .990* .132 .000 .62 1.36 

Lower management 

Upper management -.536 .197 .111 -1.17 .10 

Middle management -.096 .111 .909 -.40 .21 

Non-management staff -.025 .081 .998 -.25 .20 
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Not stated .893* .121 .000 .55 1.23 

Non-management staff 

Upper management -.512 .190 .124 -1.14 .11 

Middle management -.072 .096 .946 -.34 .20 

Lower management .025 .081 .998 -.20 .25 

Not stated .918* .108 .000 .61 1.22 

Not stated 

Upper management -1.430* .210 .000 -2.08 -.78 

Middle management -.990* .132 .000 -1.36 -.62 

Lower management -.893* .121 .000 -1.23 -.55 

Non-management staff -.918* .108 .000 -1.22 -.61 

Strategic performance management 

Upper management 

Middle management .297 .215 .648 -.37 .97 

Lower management .336 .204 .499 -.32 .99 

Non-management staff .307 .196 .548 -.34 .95 

Not stated .679 .227 .055 -.01 1.37 

Middle management 

Upper management -.297 .215 .648 -.97 .37 

Lower management .040 .119 .997 -.29 .37 

Non-management staff .010 .104 1.000 -.28 .30 

Not stated .382 .155 .109 -.05 .81 

Lower management 

Upper management -.336 .204 .499 -.99 .32 

Middle management -.040 .119 .997 -.37 .29 

Non-management staff -.029 .081 .996 -.25 .19 

Not stated .342 .140 .117 -.05 .74 

Non-management staff 

Upper management -.307 .196 .548 -.95 .34 

Middle management -.010 .104 1.000 -.30 .28 

Lower management .029 .081 .996 -.19 .25 

Not stated .372* .127 .043 .01 .74 

Not stated 

Upper management -.679 .227 .055 -1.37 .01 

Middle management -.382 .155 .109 -.81 .05 

Lower management -.342 .140 .117 -.74 .05 

Non-management staff -.372* .127 .043 -.74 -.01 

Customers’ focus 

Upper management 

Middle management .086 .243 .996 -.68 .86 

Lower management -.021 .234 1.000 -.78 .74 

Non-management staff -.003 .227 1.000 -.76 .75 

Not stated .291 .255 .784 -.50 1.08 

Middle management 

Upper management -.086 .243 .996 -.86 .68 

Lower management -.107 .116 .889 -.43 .21 

Non-management staff -.089 .100 .900 -.37 .19 
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Not stated .205 .154 .674 -.23 .64 

Lower management 

Upper management .021 .234 1.000 -.74 .78 

Middle management .107 .116 .889 -.21 .43 

Non-management staff .018 .078 .999 -.20 .23 

Not stated .312 .141 .191 -.09 .71 

Non-management staff 

Upper management .003 .227 1.000 -.75 .76 

Middle management .089 .100 .900 -.19 .37 

Lower management -.018 .078 .999 -.23 .20 

Not stated .294 .128 .169 -.07 .66 

Not stated 

Upper management -.291 .255 .784 -1.08 .50 

Middle management -.205 .154 .674 -.64 .23 

Lower management -.312 .141 .191 -.71 .09 

Non-management staff -.294 .128 .169 -.66 .07 

Process and management support 

Upper management 

Middle management .465 .161 .063 -.02 .95 

Lower management .509* .147 .027 .05 .97 

Non-management staff .403 .137 .083 -.04 .85 

Not stated .799* .178 .001 .28 1.32 

Middle management 

Upper management -.465 .161 .063 -.95 .02 

Lower management .044 .113 .995 -.27 .36 

Non-management staff -.062 .099 .971 -.34 .21 

Not stated .334 .151 .189 -.09 .76 

Lower management 

Upper management -.509* .147 .027 -.97 -.05 

Middle management -.044 .113 .995 -.36 .27 

Non-management staff -.106 .074 .614 -.31 .10 

Not stated .290 .136 .223 -.09 .67 

Non-management staff 

Upper management -.403 .137 .083 -.85 .04 

Middle management .062 .099 .971 -.21 .34 

Lower management .106 .074 .614 -.10 .31 

Not stated .396* .125 .024 .04 .75 

Not stated 

Upper management -.799* .178 .001 -1.32 -.28 

Middle management -.334 .151 .189 -.76 .09 

Lower management -.290 .136 .223 -.67 .09 

Non-management staff -.396* .125 .024 -.75 -.04 

Employees’ focus Upper management 

Middle management .152 .210 .948 -.48 .79 

Lower management .086 .191 .991 -.52 .69 

Non-management staff .208 .181 .776 -.38 .80 
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Not stated .711* .225 .033 .04 1.38 

Middle management 

Upper management -.152 .210 .948 -.79 .48 

Lower management -.067 .141 .990 -.46 .32 

Non-management staff .056 .127 .992 -.30 .41 

Not stated .558* .185 .028 .04 1.08 

Lower management 

Upper management -.086 .191 .991 -.69 .52 

Middle management .067 .141 .990 -.32 .46 

Non-management staff .123 .091 .661 -.13 .37 

Not stated .625* .163 .003 .17 1.08 

Non-management staff 

Upper management -.208 .181 .776 -.80 .38 

Middle management -.056 .127 .992 -.41 .30 

Lower management -.123 .091 .661 -.37 .13 

Not stated .502* .151 .015 .07 .93 

Not stated 

Upper management -.711* .225 .033 -1.38 -.04 

Middle management -.558* .185 .028 -1.08 -.04 

Lower management -.625* .163 .003 -1.08 -.17 

Non-management staff -.502* .151 .015 -.93 -.07 

Team problem solving 

Upper management 

Middle management -.089 .186 .989 -.63 .46 

Lower management -.042 .165 .999 -.55 .46 

Non-management staff -.155 .149 .832 -.63 .33 

Not stated .201 .202 .855 -.39 .79 

Middle management 

Upper management .089 .186 .989 -.46 .63 

Lower management .047 .149 .998 -.36 .46 

Non-management staff -.066 .130 .987 -.43 .30 

Not stated .290 .189 .542 -.24 .82 

Lower management 

Upper management .042 .165 .999 -.46 .55 

Middle management -.047 .149 .998 -.46 .36 

Non-management staff -.113 .099 .781 -.38 .16 

Not stated .243 .169 .605 -.23 .72 

Non-management staff 

Upper management .155 .149 .832 -.33 .63 

Middle management .066 .130 .987 -.30 .43 

Lower management .113 .099 .781 -.16 .38 

Not stated .356 .152 .155 -.08 .79 

Not stated 

Upper management -.201 .202 .855 -.79 .39 

Middle management -.290 .189 .542 -.82 .24 

Lower management -.243 .169 .605 -.72 .23 
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Non-management staff -.356 .152 .155 -.79 .08 
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Appendix 11:  Follow up interviews and focus groups sample and 

response rate 
 

Sample size 
Case Middle 

Management 

Lower 

Management 

Non-M 

staff 

Total Suggested methods 

CS 1 --- 1 2 Interview  

ED 2 3 6 11 Focus group/ interview 

FS 2 --- 1 3 Interview  

HC 2 3 4 9 Focus group/ interview 

MU 3 9 7 19 2 focus groups/ interview  

SI 2 --- 2 4 Interview   

TR 2 --- --- 2 Interview 

SP 3 2 4 9 2 focus groups/ interview 

Total  17 17 25 59  

 

 

Response rate 

Case 
Middle M 

 

Lower M 

 

Non-M 

staff 
Total 

Suggested 

methods 

Focus 

group 

 

Interview 

CS 1 --- --- 1 Interview  -- 1 

ED 2 3 2 7 
Focus group/ 

interview 
5 2 

FS 1 --- 1 2 Interview  -- 2 

HC --- 3 2 5 Focus group 5  

MU 3 3 2 8 
Focus groups/ 

interview  
6 2 

SI 2 --- --- 2 Interview   -- 2 

TR 1 --- --- 1 Interview -- 1 

SP 3 2 1 6 
 Focus groups/ 

interview 
5 1 

Total  13 11 8 32  
4 focus 

groups 

11 

interviews 
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Abstract 

Over last three decades, public sectors in both developing and developed nations have 

implemented many management techniques from the private sector to improve the level of 

management and performance. Many public services, including healthcare agencies, security, 

education, and other government services, have integrated strategies for continuous 

improvement (CI), such as implementing quality management into their daily operations to 

enhance performance and service quality. Moreover, governments across the globe have 

recognised quality as the prime objective of public service provision. 

 

Reviewing 112 studies in the continuous improvement field during the course of this study, the 

commitment of top management was found to be among the most important factors in the 

success of any efforts that are aimed at changing the operational philosophy of an organisation. 

Moreover, there are 21 factors that were found to be critical to the success of CI. The frequency 

analysis of these factors has shown that management commitment and training, along with 

learning factors, were found to be the most critical factors in the success of any efforts that are 

aimed at changing the operational philosophy of an organisation. Moreover, other factors, 

including employee focus, customer management, a focus on strategic objectives and 

goals, the integration of CI into strategic objectives, ongoing measurement and improvement, 

teamwork, communication, process management, and organisational culture appeared more 

frequently in the CI studies that were reviewed. These common factors were found in 

both Western and Eastern nations.  

 

An empirical research with a mixed-method design using a semi-structured interview, 

questionnaire and a focus group was conducted in order to explore CI practices within two 

public service organisations in developing countries that have implemented a quality 

management within the vertical structure. 

Although the analysis of these two cases indicated that implementing quality management has 

improved work processes and customer service, the findings showed many issues during and 

after the establishment of improvement practices. These issues might be associated with 

a public sector environment. Therefore, this paper aims to investigate the missing area that 

should be considered in order to facilitate improving quality management at public service 

organisations that work within a vertical structure. 

The findings of both organisations indicated a lack of full commitment to improvement 

activities at management levels such as a lack of middle managers' commitment downward, 

a lack of an employees' accountability system, and a lack of an employees' motivational 

system. There were also emphases on the centralisation of decisions and communication rather 

than the empowerment of managers and employees across management levels, inequality 

between employees and workloads in some departments, and a lack of trust between employees 

and managers. Moreover, the improvement teams lacked the authority to implement changes 

mailto:abdullah.alhaqbani@myport.ac.uk
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that improvement required. These issues were found to be common in public service 

environment. 

 

The study suggested a set of procedures to support the implementation and improvement of 

a quality management system at public service organisations that work within a vertical 

structure. Managers and employees should understand that implementing and improving 

a quality management system required continuous commitment at all management levels. 

Moreover, public service organisations required sufficient awareness about the quality benefits 

for organisations and employees, as well awareness about the possible challenges. Providing 

continuous training that focuses on improvement skills and integrated improvement plans at 

strategic and operation levels, supports improvement teams' decisions and distributes the 

authority, motivates employees and considers them as key players in improvement activities is 

critical to successful CI efforts. Furthermore, the findings suggested that the internal 

environment of public service organisations required improvement through the implementation 

of an accountability system for managers and employees to ensure the achievement of 

improvement tasks. The accountability system should be considered an essential part of an 

organisation's culture and should be associated with employees' motivation, improving the 

relationship between employees and the trust level to improve communication and 

collaboration at all management levels. These procedures will assist the role of managers and 

employees in improvement processes.   

This study is viewed as a learning opportunity for leaders in public organisations to facilitate 

improvement activities and avoid possibility of delays or loopholes in the CI implementation 

process. 

 

 

Alhaqbani, A. (2016). Practical Procedures for Improving Quality Management Systems at 

Public Service Organisations. Paper presented at the 22nd APQO Conference 2016, Rotorua, 

New Zealand, 20-23 November 2016. 
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Abstract 

Purpose: Top management commitment is considered a significant factor in improvement 

efforts and programmes, and many papers have been written about the role of top 

management’s commitment in implementing a quality management system. However, not 

considering other management levels’ commitment, such as middle management, will lead to 

loopholes or delays in improving organisational development. Public organisations that work 

through vertical structures may face a lack of middle management commitment, which might 

have a negative impact on lower and non-management staff commitment to improvement 

programmes. In this regard, this study seeks to examine the impact of middle management’s 

commitment towards improvement initiatives in public organisations. 

Methodology: Empirical research with a mixed-method design used semi-structured 

interviews and a questionnaire to explore the current practices of CI and examine employees’ 

views from different management level of the implications of current improvements in the 

Saudi public service organisation.  

Findings: The analysis indicated that the lower managers and non-management staff agree that 

after the implementation of the quality management system, the organisation’s management 

noted a lack of commitment to that system on the part of middle management. Moreover, the 

lack of commitment is recognised in the analysis of participants’ views of CI practices 

presented in the questionnaire and interviews. This lack of commitment has caused poor 

employee commitment and thus a lack of problem solving in organisational departments. It is 

also responsible for a lack of employee involvement, the centralisation of decisions, 

deficiencies in terms of determining and applying training, a poor system of accountability, 

inequality between employees and a lack of trust between employees and their managers. These 

issues could be managed and resolved through middle management and their commitment.  

Practical implications: Increasing middle managers’ awareness of the importance of their 

commitment to improvement initiatives will have an impact on employees’ commitment 

towards improvement initiatives, especially in those public organisations that have vertical 

structures. The level of commitment towards the implementation of improvement programmes 

needs further in-depth analyses to identify which factors influence public organisation leaders’ 

commitment to improvement programmes. 

Value: The results of this study could motivate middle managers in public organisations to 

review their policies and to facilitate continuous improvement initiatives. 

Keywords: Middle management commitment, Quality management, Organisational structure  

Paper Type: Research paper 
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Abstract 

Continuous improvement of organisational performance is not a short journey that public 

service organisations can reach quickly. It is a never-ending effort of improving an 

organisation’s activities. Implementing CI initiatives within an organisation requires 

identifying and measuring key areas. The structure of public service organisations in some 

developing countries is characterised by top-down, hierarchal, centralised, and formal 

communication. This type of structure with vertical management layers, including a top 

management board, middle management, lower management, and non-management staff, 

requires managers of each level to check areas they believe are important to activate CI 

initiatives. Reviewing literature that focuses on CI and CSFs showed a lack of studies that 

identified CI enablers in each management level. Therefore, this paper investigates key 

enablers that need to be considered in each management level of the public service sector to 

facilitate CI initiatives.  

 

A mixed-method design was employed to collect qualitative and quantitative data. Semi-

structured interviews and a questionnaire were conducted to explore improvement areas from 

different management levels. Eight public service organisations that have vertical structures 

and similar categories of management layers were involved in this research. The statistical 

analysis of factors examined 45 CI practices and identified seven enablers of CI. These areas 

included development and learning support, communication, strategic performance 

management, service provided to customers, process and management support, employee 

focus, and team problem solving. 

 

This study discusses that there are differences depending upon the individual’s position in the 

organisation and that there are also differences between individuals in the same position in 

different organisations. The statistical analysis of questionnaires data showed significant 

differences between public service organisations regarding development and learning, 

communication, strategic performance management, service provided, and team problem 

solving. These factors indicated that public service organisations that share similar structure 

and environment differ in preparing and implementing CI. 

 

Considering the differences in the views of participants in relation to their management levels, 

the study concluded that there is a significant difference in the views of participants in 

improving communication, process and management support, and employee focus factors.  

In addition to the seven factors that were identified through quantitative analysis, the analysis 

of qualitative data showed that another 10 factors are required for successful CI. These factors 

include the availability of resources, decentralization, IT support, employees’ accountability, 

employees’ motivation, management and employees’ commitment, equality between 
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employees, transparency level between managers and employees, organisation structure, and 

trust between managers and staff.  

 

The study suggested that key enablers of CI should be part of the organisation’s structure. 

Moreover, creating room for improvement in the organisation structures and involving 

members of each department in CI teams to understand key enablers and improve each 

department’s performance. Senior managers of the top management board should be involved 

as well in these teams to solve any issues that face improvement teams.  

 

The study suggested a framework that described the room for improvement. The framework 

consists of the key enablers of CI that were determined in this research. Senior managers’ 

involvement in improvement teams will increase managers’ and employees’ commitment, 

availability of resources, and the communication at management levels. Employees at all levels 

will be able to know and understand their top management CSFs. Furthermore, senior 

managers will be able to plan, implement, measure, and update their CSFs as well as reviewing 

strategic objectives during and after improvement processes. 

This research determining required enablers in each management level to facilitate CI in public 

service organisations. Further work should examine the role of these factors in each 

management level.  

 

Alhaqbani, A., Reed, D.M., Savage, B. M., & Ries, J. (2016). Required enablers for successful 
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Abstract 
          Purpose: Implementing continuous improvement is a challenge that public sector 

organisations face in becoming successful. Many obstacles hinder public organisations from 

successfully implementing continuous improvement. This paper aims to highlight the key core 

obstacles that face public organisations to implement continuous improvement programmes.  

Approach: Based on the literature, this paper reviews 66 papers that were published between 

2000 and 2013 and that focused on the concept of continuous improvement and improvement 

methodologies in the context of public sector organisations. The methodologies for continuous 

improvement covered in these papers include Total Quality Management, Six Sigma, process 

re-engineering, lean thinking and Kaizen. 

Findings: Of the 24 obstacles found in the literature, 11 barriers were seen as core barriers that 

frequently occurred in public sector organisations. The findings indicate that lack of top 

management commitment; organisational culture and political issues and resistance to change 

are significant obstacles for improvement programmes. Moreover, this review found that 

improvement methodologies share some core barriers to successful implementation within 

public organisations. These barriers as well are common in the different geographic area. For 

instance lack of top management commitment and training that found in the education sector 

in Albanian are common barriers of improvement studies in Kuwait, Saudi Arabia, Spain, UK 

and US. 

Practical implications: Understanding these core issues and barriers will help managers of 

public organisations to improve their strategies with respect to continuous improvement. Thus, 

this review highlights the core issues that prevent a successful continuous improvement journey 

within the public sector. 

       Value: Identifying and understanding the common obstacles to successfully implementing 

continuous improvement in the public sector will help public organisations to learn how to 

improve in launching and successfully sustaining such programmes. However, this is not the 

end; rather, it is just the beginning of a longer improvement journey. Thus, it is intended that 

this review will identify key learning opportunities for public sector organisations in 

developing nations which will then be tested via further research. 
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Abstract  
Continuous improvement has been studied by many scholars in the context of both the public 

and private sectors. Although public and private organisations both faced some of the same 

issues in their CI implementation, such as a lack of commitment from top management, a lack 

of resources and a lack of training, there are some obstacles that are considered specific to 

public organizations, including government regulations, a lack of clear customer focus, 

inflexible organisational structure, and a lack of competitors. However, not all the 

improvement activities of public organisations are driven by themselves; some public services 

in developing countries require a shared team from more than one organisation to improve their 

services. Some public organisations improve their services following government regulations, 

and their improvement strategy reflects their culture and behaviour, while others work only to 

follow government regulations without a spirit of creativity or culture of improvement. Public 

organisations that implement CI may face difficulties in improving shared services with other 

organisations that do not include CI in their plan and culture.  

The key assumption is that public organisations that implement CI could influence those that 

do not have a culture of improvement, and vice versa. The level of commitment to CI in public 

service organisations may therefore be influenced by the relationship between organisations. 

Interviews with members of a team from two cases of public service organisations that has 

implemented an improvement strategy and have to improve their services cooperative with 

other organisations agreed that there is a difficulty in improving some services that required 

teams from other organisations especially if those other organisations do not have CI in their 

culture. Several barriers that are result of such team including lack of training, lack of 

improvement skills, centralization of decisions that causes delay in some improvement process, 

involving irrelevant members in solving problems, and low responses. These issues have a 

negative impact on service improvement and the organisation’s performance.  

The impact of this relation should therefore be investigated in more depth in further research. 

Public organisations that are involved in shared services should take into account these possible 

issues in relation to their improvement strategy. Implementing Improvement programmes has 

become essential for public organisations. Improvement initiatives such as quality 

management, Lean and Six Sigma, are considered a competitive strategy for private 

organisations and, unfortunately, still a choice for many public organizations in developing 

countries.  

 

 

Alhaqbani. A. (2014). The Impact of the Relationship between Public Organisations and their 

Commitment toward Service Improvement. Paper presented at the 18th Conference of the 

International Academy of Management and Business, TRE University, Rome, Italy, 17 19 

September 2014. 

 

 

 

 

 

 



 462 

An Overview of the Continuous Improvement Culture in the SaudiPublic Sector 

 
Abdullah Alhaqbani 

Business school, University of Portsmouth, UK 

alhaqbani1978@gmail.com 

Abstract � 

Purpose – This paper aims to provide an overview of the continuous improvement 

culture in the public sector in Saudi Arabia. Design/Methodology/Approach –A general 

review of a sample of previous works on continuous improvement and its methodologies 

(Lean, Six Sigma, TQM, Kaizen and BPR) in the public sector. Moreover, a documentary 

analysis of the Saudi development plan to improve public sector performance will take place 

in this research. Findings – This paper highlights the importance of the CI culture in the 

Saudi public sector. Reviewing previous studies in the Saudi public context shows the 

importance of organisational factors, such as top management commitment, training and 

communication in implementing CI programmes. Practical Implications – The research has 

significant practical implications in that it provides general guidelines for top management in 

organisations to use in reviewing their strategies and determining whether the culture of CI 

exists in the Saudi public sector or needs more investigation. Value – This paper is significant 

in that it supports the lack of research in the area of CI in the public sector in general and in 

the context of Saudi Arabia in particular. It highlights the culture of improvement in the 

public sector and provides top management with the basic knowledge necessary for 

reviewing or improving organisational strategies. 

 

Keywords: BPR, Continuous improvement, Kaizen, TQM, Top management commitment, 

Six Sigma, Saudi Arabia and Public sector. 
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Abstract 

Top management commitment is considered a significant factor in any improvement 

programme. The lack of top management commitment will lead to loopholes or delays in 

improvement efforts towards organisational development. The leaders of public organisations 

in Western countries have introduced continuous improvement (CI) programmes to improve 

organisational performance and reform the public sector. This study seeks to evaluate how 

Saudi organisations leaders commit to and prepares to implement improvement programmes. 

The findings from two Saudi public organisations showed that leaders’ commitment is 

considered an important factor of CI in both Western and Eastern countries. Moreover, 

employees’ involvement, training, and rewards system are considered essential requirements 

for employee satisfaction in both cases. Lack of commitment to these factors will lead to 

resistance from employees toward any planning to implement CI. The study suggests that 

creating a culture of informal communication among employees and implement self-

assessment framework are important requirements for efficient implementation of CI in the 

Saudi context. 
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