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Abstract
The purpose of this thesis was to explore senior managers’ perceptions of
strategic management, with the specific context being the National Oil
Corporation in Libya. As such it represents a ground-breaking study at PhD
level. An extensive literature identified key themes and models of strategy
formulation and strategic management, in particular Karami’s model of
strategic management (Karami, 2007) together with key factors influencing
the processes involved. This led to a study of the Libyan NOC based on a
two-stage research design, the first a survey involving two hundred and fifty
two senior managers of whom seventy returned completed questionnaires
and the second conducting twelve semi-structured follow up interviews to
deepen the findings from the questionnaire with qualitative data. The findings
of this thesis suggest that the Libyan NOC may have relied too heavily in the
past on strategy formulation and strategic management as the preserve of a
very few individuals at the very top of the organisation, as the role of the
great majority of senior managers was limited to monitoring and high level
supervision. It was found that although political directives set the strategy for
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the whole organisation, there was a gap in knowledge and understanding
between the senior business managers and the political appointments to the
Board. Recommendations for improving practice therefore concerned steps
in the strategic management process and senior managers’ effectiveness
especially in the Board as a team. Recommendations for reflecting the
Libyan NOC as an example of a state-owned enterprise in Karami’s model
were to include Board effectiveness as the first step, to add medium-term
objectives and to include social responsibility in environmental scanning
under external factors.
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Chapter 1: Introduction
1.1 Introduction

This thesis set out to explore senior managers’ perceptions of strategic
management with a focus on managers in the Libyan National Oil
Corporation. The fieldwork was carried out just before the start of the 2011
revolution in Libya, since when the country has been governed by first a
Transitional Council and second an elected General National Congress. As
yet the full impact of these events on the Libyan National Oil Corporation and
on the findings of the research is not yet known. However, it is estimated that
around a quarter of the senior managers who participated in this study have
changed. The body of literature and research concerning the formulation and
implementation of strategy in both the oil and gas sector and in companies in
general has increased dramatically over the last thirty years. Whereas much
of the literature dealing with strategy in the sector has focused on security of
suppliers, political and relationship strategies, as described in the Dundee
University (2006) report for the Economic and Social Research Council
(ESRC), there are rare exceptions such as OPEC (2006) which concentrates
on developing a long range strategy for OPEC member country development
based on scenario planning techniques.The importance of how profits are
harvested from oil and how they are applied to diversify and strengthen the
Libyan economy has also increased dramatically in recent years. In 2005, the
national economic strategy was prepared by the National Economic Strategy
team, created for that purpose. In its second phase, the national economic
strategy was led by Dr Michael Porter and in the late 2000s it was in the
1

process

of

being

implemented

by

the

Libyan

National

Economic

Development Board (EDB), established in 2007. Prior to that, in April 2003,
Libya had established the National Development Fund in order to dedicate
specific sums to the economic development of the country for the benefit of
future generations of Libyans. In a book that gives a thorough account of
Libyan economic and social development, Otman and Karlberg (2007, p.397)
noted that “the proliferation of funds[… ]since the rapid increase in oil prices
in early 2005, are undoubtedly based on a genuine desire to stimulate and
diversity the Libyan economy[…]to prepare for the time when hydrocarbon
production alone can no longer guarantee Libya’s prosperity”. The urgency of
diversification was also emphasized by the EU Libya Trade SIA Inception
Report (2009, p.7): “Given rising unemployment levels, a rising population,
and the fact that Libya imports 75 percent of its food intake, economic
diversification has become a policy priority”. At the same time, Libya benefits
from the possibility of medium to long term profits from oil; before the 2008
recession, the World Bank (2006, p.11-12) reported that “Over the long run,
alternative scenarios project the net present value of the government’s
hydrocarbon revenues at between 7.3 to 19.8 times the level of 2005 GDP.
Oil wealth could generate a sizeable permanent income stream for Libya,
ranging from 29 percent of 2004 GDP in a conservative reserve/price
scenario, to above 50 percent of 2005 GDP”. This same report observed that
oil revenues could provide the finance for diversification and growth but
would not automatically encourage and sustain growth in other sectors. The
World Bank report (2006, p.iv) has identified three strategic options for using
the oil revenues to encourage growth in other sectors: investment in
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infrastructure, distributing a proportion of large oil profits to households to
reduce the shock of reducing food and other subsidies and a combination of
saving for the future with strategic investment to develop human capital and
implement structural reforms required by a market economy including social
welfare safety nets. This indicates that the NOC strategy and the broader
national strategy cannot be easily separated; how oil and gas reserves are
exploited and how revenues are employed both determine the country’s
future. As noted by the Baker Institute reporting on their project ‘The Role of
National Oil Companies in International Energy Markets’ “These national oil
companies are in the process of revaluating and changing business
strategies, with substantial consequences for international oil and gas
markets. It is a time of great change inside the leadership of these national oil
companies, and goals and priorities will be different than those of the
Western international majors” (Jaffe and Soligo, 2007, p.3).
These changes of national and business strategies called for far-reaching
programmes aimed at enabling senior and top managers to rapidly gain new
skills, knowledge and qualifications. In 2007 for example, the Libyan
Economic Development Board invited the London School of Economics to
tender for design and delivery of a public management for civil servants
(www.lse.ac.uk), a Libyan Leadership Development Program has been
provided for an initial group of top managers and the Libyan Petroleum
Institute has organised a number of events, workshops and courses aimed at
developing strategic management skills. (http://lpilibya.org).
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It is evident that the situation demands strategic thinking and that some
training and development is available. Senior management in NOC
companies will play a vital part in formulating and implementing the strategy,
as illustrated by the recent national programme aimed at developing strategy
skills. However, whilst an extensive search of the University of Bradford
library, theses titles and the internet has revealed a considerable body of
work on strategy and senior management, there is an absence of research in
this field related to oil companies, whether in NOC companies, the wider
Libyan context or the OPEC framework.
OPEC’s long term strategy (2006) used scenario planning to address the
volatility of future demand and oil prices in the context of uncertainties about
world economic growth, climate change, technological advances, the
development of alternative fuels and non-OPEC production. The strategy
focused on maintaining maximum possible market stability, expanding
capacity to meet growing demand whilst recognizing risks inherent in longterm investments and on improving NOCs’ “competitive performance and
develop close co-operation among themselves in various areas such as
technology- and knowledge- and experience-sharing” (2006, p.20-21). It
emphasized the need for close co-ordination between consuming and
producing countries to improve the investment climate for refinery expansion
and “avoid downstream bottlenecks” (2006, p.19). OPEC has acknowledged
the key role of oil revenues in promoting diversification and improving human
capital in member countries’ economies (OPEC, 2006, p.24).
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As the country embarked on new senior management development
programmes which had a clear focus on strategy, the perceptions of senior
managers

regarding strategic management

became

an

increasingly

important area of study. It was essential to understand the starting point for
their development and for the future formulation and implementation of
strategy.
The initial motivation for the present research arose from a combination of
the researcher’s own postgraduate study in management, interest in strategy
and previous management experience, and the country’s need for
appropriate development in this field. Although there has been research into
strategic management in small and medium enterprises (Analoui and Karami,
2003), little has been done on oil and gas or National Oil Companies except
on issues of global concern such as politics, carbon emissions, global
warming and security of energy supply.
This particular topic of this thesis was selected because it was important at
the time the study was undertaken to Libya and the NOC companies,
because a search of journal articles and theses in English and Arabic
suggested that it was original and because it was also intended to make a
contribution to the body of academic knowledge about how senior managers
perceive strategic management. It is important to understand how strategic
management and associated senior management development can work well
for the companies. Such as understanding contributes to the current national
drive for health and safety and governance (United Nations Development
Programme, 2005) and to future plans for both international trade and the
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energy sector in Libya, plans which are in line with the national economic
strategy.
The strategic importance of oil to Libya’s economic development, the recent
strategic management programmes for senior managers in Libyan oil
companies and the programme of economic transformation have combined
to create an interesting situation with the potential to generate useful and
relevant research findings. There has been very little research relevant to the
particular focus of this thesis.
It is useful to establish an operational definition of the terms ‘strategy’ and
‘strategic management’ by outlining several interpretations and justifying the
meanings used in this study. Similarly, it is helpful to be clear about what is
meant by ‘National Oil Companies’, ‘Libyan National Oil Corporation’, ‘Libyan
oil companies’, ‘public sector’, ‘state owned enterprises’ and the similarities
and differences between them. Firstly considering ‘strategy’, the range of
definitions reflects the different perspectives, as discussed in more detail
later. There is a generally recognized difference between strategy formulation
and implementation (Campbell et al., 2002; Analoui and Karami, 2003;
Scholes et al., 2005) and between strategy that mainly concerns long-term
planning and strategy aimed at responding to changes in the business
environment. Approaches to strategy can be classified into four broad
groups (Whittington, 2001; Analoui and Karami, 2003, p.50); classical,
processual, evolutionary and systemic, while strategy-in-practice operates at
different levels in the organisation. In their standard textbook, Scholes et al.
(2005, p.9) define strategy as follows:
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"Strategy is the direction and scope of an organisation over the
long-term: which achieves advantage for the organisation
through its configuration of resources within a challenging
environment, to meet the needs of markets and to fulfill
stakeholder expectations".
This is the operational definition to be used in the current study, although its
many complex aspects are discussed in much greater detail in later chapters.
Turning next to a working definition of strategic management, Dobson et al.
(2004, p.3) proposed “all that is necessary to position the firm in a way that
will assure its long-term survival in a competitive environment”. However, for
NOC companies this may not be adequate to encompass the complexities of
strategic management in the sense that ultimately the decisions about
mergers, demergers, privatization and acquisitions would be made by
political decision-makers who may attach far more importance to certain
factors that would a company that was not state owned.
Over time the definitions have perhaps come to reflect changes in the
business environment, taking into account the increasing amount and rate of
change and, more recently, the complexities, uncertainties and ambiguities,
together with a widening of interpretations to include the public and not for
profit sectors (Scholes et al., 2005).
The term ‘NOC companies’ is used here to mean the component companies
of the Libyan National Oil Corporation (NOC), the parent company’s name;
these include all oil companies operating in Libya under the NOC that are
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wholly owned or joint ventures where the Libyan government has the
controlling stake, whether that is financial or non-financial. The phrase
‘Libyan oil companies’ is used to emphasize the individual companies as
distinct from the NOC. ‘Public sector’ is used to mean organisations providing
services such as health and education together with the administration of the
country. It does not however include state-owned enterprises which are
discussed at some length later in this thesis. They are briefly defined here as
organisations that are not providing public services, indeed in many cases
generate or are intended to generate profits for the state and are controlled
by the state, whether through financing or some other mechanism. The
difference between these and NOCs is that state-owned enterprises can
occur in any industry, for instance steel or carpet manufacture in the case of
Libya.
The main aim of the current research was to explore senior management
perceptions of strategic management processes in Libyan oil companies in
order to draw conclusions about what approach to strategic management is
most likely to be effective for these companies over the next ten years. The
aim breaks down into four main objectives; a) to explore senior managers’
awareness of, and involvement in formulation, implementation, and
evaluation processes of strategic management in Libyan oil companies. b) to
identify whether or not there are aspects of strategic management as
perceived by senior managers that have worked well and why, c) to clarify
the role and influence of the public sector in management of oil companies,
and d) to assess the possible implications of the research, including
identification of management development needs, for senior managers of the
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oil companies as the whole. These are further developed together with their
associated research questions in section 1.7.
The methodology is positivist and deductive, with survey questionnaires
supported by findings from qualitative interviews and secondary data in the
form of company policies and records and informed by a review of the
literature relevant to this particular study.
The overall approach of the study reflects the nature of the research problem
situation which is a unique combination of country context and NOC context
in which senior managers’ perceptions of strategic management are formed,
a topic on which no previous studies have been found. The research design
is a quantitative study based on survey questionnaires within the positivist
paradigm, supported by qualitative interviews. This takes account of external
realities such as oil prices that may affect strategic management and hence
senior managers’ perceptions of the formulation and application of strategic
management. In addition, the study also aimed to arrive at an overall position
for the Libyan National Oil Corporation. Researchers in the 2000s have
increasingly come to see quantitative methods as belonging to a larger set of
reliable tools: quantitative and qualitative perhaps more accurately describe
data, or approaches to the collection and interpretation of data, without
necessarily implying a particular ontology. However, since many scholars do
equate a quantitative approach with positivist ontology, the current study can
be said to assume a positivist stance. The current study focused on
managers in Libyan oil companies which are described in more detail in
chapter 4.

9

Primary data was collected from questionnaires and semi-structured
interviews, supplemented by company policies and records providing
relevant company information such as strategic business plans, and budgets
and personal records provided by senior managers. Secondary data
consisted of relevant literature drawn from all available sources in the UK and
Libya, including books, academic journal articles, and theses.
A small sample size is accompanied by a risk of researcher bias and
consequent distortion of findings (Grix, 2004). This study has no such
drawbacks because it uses the Libyan National Oil Corporation which
includes twelve companies and over two hundred and fifty senior managers.
Questionnaire responses were subjected to quantitative, statistical analysis
to provide the required academic rigour, and the researcher’s own comments
and perceptions were recorded separately to identify potential bias. Every
research method has its own strengths and weaknesses (for example,
surveys potentially have wide target population coverage but also poor
response rates). Combining methods and data sources offset some of the
weaknesses of individual methods and has improved the validity of the
findings. Yin (2003) argues that the use of multiple sources and data
collection techniques is in fact a key strength and the current study supports
the quantitative findings with qualitative data from the semi-structured
interviews.
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1.2 Background and context
There is widespread concern worldwide both at the reduction in oil and gas
reserves and the adverse environmental impact of the continuing use of fossil
fuels, for instance a KPMG survey (2007) conducted in April 2007 of 553
financial executives from oil and gas companies cited 82% of respondents as
saying that declining oil reserves were a concern and 25% considered that
the majority of U.S. government funding for energy should be focused on
renewables, with a total of 44% saying that 50% of more of government
funding for energy should be spent in that way. Oil exploration is an
expensive venture (Thomas, 2010), demanding initial financial outlay for
geological surveys, test drilling and initial exploration with no guarantee of a
financial return on the investment. Oil company profitability is closely linked to
the price of oil, gas and refined products on the world markets (Stevens,
2008): in spite of OPEC’s best efforts to stabilize and sustain prices by
adjusting output to achieve a more desirable balance between supply and
demand, prices have remained volatile with the occasional more stable
period. For developing countries, this volatility can have a dramatic effect on
the national economy and on the rate of transition to a developed country
with a robust infrastructure (Devlin and Titman, 2004). It is also therefore
essential in developing countries such as Libya that oil is exploited profitably
and in a way that best meets the needs of the country. In addition to
maintaining close links between the National Oil Corporation and its
component companies, the government and international development
agencies, strategy and strategic management require the vision and skills to
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optimize performance of their assets portfolios in the short, medium and long
term.
The oil industry is complex, involving specialist geological expertise, highly
qualified scientists, technicians and craft workers in a wide range of
disciplines, sizeable financial resources, and expensive equipment. It also
entails compliance with national and international standards of safety,
equipment, production processes and quality of products. Evidence for this
can be found in every annual report from a major oil company such as BP 1,
Chevron2 or SaudiAramco3.
Understanding the context in which NOCs operate requires a grasp of the
global

and

national

strategic

importance

of

reserves,

international

competitors and alternative sources of energy. This in turn requires
knowledge of techniques of analysis and business development and
financing options, together with an understanding of the geopolitics, legal
issues that encompass commissioning and joint ventures and contracts,
available and forthcoming technology, risk analysis, pricing in the context of a
range of markets, and procurement and contract management. Knowledge
and skills are paramount in areas such as decision-making, risk
management, negotiation, developing core competences and company
capability, with continuous improvement throughout the supply chain
(Prahalad and Hamel, 1990).

1

www.bp.com
www.chevron.com
3
www.saudiaramco.com
2
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In order to be able to deal with all this, a company needs a robust approach
to strategy and sound strategic management which translate into values and
vision, long term plans and annual operating plans that drive the company
towards its goals while maximising contribution to the economic development
of countries such as Libya. Kotler et al. (1997) have termed this total national
approach ‘strategic market management’, linking company growth to national
wealth and stressing the importance of strategic vision followed by
implementation.
Following a prolonged period of isolation from much of the international
community, senior managers in Libya’s National Oil Corporation companies
are still in the process of having to adapt rapidly to an international
marketplace free of trade restrictions as the country moves towards
membership of the World Trade Organization (Otman and Karlberg, 2007).
Millions of dollars have been invested by international bodies as well as the
Libyan government in education and training, and the country has made
significant progress in particular with vocational education and training when
compared with many others, according to the United Nations Development
Programme 2005 report (UNDP, 2005). Libya spent more than 50% of its
national budget on education over a period of 10 years, during which time it
built a strong vocational sector, with 60% of 15-year-olds entering vocational
or technical schools. 200,000 are at college or university and 70,000 at
technology institutes, as reported by the Economist Intelligence Unit (EIU,
2007). With all this education, it is important that knowledge can be
translated into effective working practices and company success, that
external requirements such as international health and safety standards and
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compliance with quality standards can be met and those companies have the
expertise to produce what customers want to buy at appropriate prices. This
is particularly true for senior managers, not only because of their sphere of
influence inside and outside to company but also because many of them
have benefited, or will benefit, from higher education outside Libya at a
considerable cost to the public purse.
Two further factors that underpin the importance of strategic management
and management development are the need for an effective operational
infrastructure that supports trade and economic growth, and the need for
diversification of the economy to assure the future of the country once oil
supplies decrease significantly (Otman and Karlberg, 2007). Both these
factors are shared by other countries heavily dependent on oil production.
Strategic management has a key role to play in developing economies and
economies in transition (Kotler et al., 1997). The worst case is that in the
absence of appropriate strategic management, resources are misdirected
and much of the national budget is poorly used, whilst the best case is that
the strategic management of Libyan oil companies makes a significant
positive impact on the country’s economic growth and trading position. This
has been recognized in recent years in important ways, firstly by the formal
adoption in 2005 of OPEC’s Long Term Strategy which was based on three
scenarios related to supply and demand; Dynamics-as-Usual (DAU),
Protracted Market Tightness (PMT) and Prolonged Soft Market (PSM)
(OPEC, 2006, p.3-4). Secondly, a course in strategic management was
provided to senior managers in the Libyan oil and gas sector for the first time
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in 2008 and participation was made mandatory. Participation in this
programme is at an early stage and little is known about its impact pending
evaluation at the end of the programme; the severe disruption caused by the
revolution in Libya will have taken a toll, despite the fact that oil production
resumed quickly after the worst of the fighting ended. Furthermore, a
measure of disruption looks set to continue for some time as political
instability and acts of violence were still being reported in May 2013. Libya is
said to be cash-rich but is without the institutions and processes for spending
the accumulated oil wealth. In addition, the country needs to ensure the oil
keeps flowing to generate future wealth.
Understanding how senior managers perceive strategic management is
therefore highly relevant not only in terms of how they formulate and
implement strategies over the next twenty years but also with regard to their
response to the strategic management development programme (Analoui
and Karami, 2003).

1.2 Rationale for the research

There is a considerable volume of literature on the oil industry, concentrated
for the most part on geopolitics (Gurney, 1996; Otman, 2005; Baker, 2007)
and economics, for example the summary and updating of previous literature
by Marcel and Mitchell (2006). Since the book by Waddams (1980) on the
Libyan oil industry, there has been almost no publication about Libya, the
exception being Otman and Bunte (2005) which is effectively a handbook of
15

Libyan oil operations but gives little insight into how the companies or their
senior managers actually work. There are a number of Libyan theses and
dissertations but these mainly concentrate on economic analysis, offering
little or no comment on management, whilst publications on management
have not investigated the petroleum industry (Agnaia, 1997). One paper on
Total Quality Management (TQM) in the Libyan oil industry (Najeh and KalaZaitri, 2006) mentions the role of top management in securing commitment to
TQM through creativity and initiative but emphasizes the importance of
developing middle management skills and does not address issues of
strategy or strategic management. Where there has been a clear focus on
relevant topics such as strategic planning in major oil companies (Jenkins,
2000), the subject has been either the private super-majors or other stateowned oil companies such as Saudi-Aramco. From an extensive literature
search that has highlighted these issues, the researcher identified a gap in
the research, in the context of Libya, into senior managers’ perceptions of
strategic management and an absence of knowledge and understanding
about senior managers’ perceptions of the business environment, the
meaning and relevance of management development and the practical
application of strategic management. One of the most pressing needs of the
Libyan labour market is for managers skilled in strategic management
(Abozed et al., 2009)., but in order to develop appropriate academic and
development programmes there has to be a deep understanding of the
context in which managers operate. The senior managers themselves have
to understand how to match management development needs to the
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formulation of future strategy and to develop and implement appropriate
strategies (Mumford and Gold, 2004, p.28).
The gap in the literature can be attributed in a great part to Libya’s isolation
prior to the mid 2000s, in particular as “strategic management is a relatively
young discipline” (Campbell et al., 2002, p.15) and Libya was isolated for
most of the period when this young discipline was emerging. It can also be in
part attributed to the fact that whilst many studies on strategy have focused
on large corporations, fewer have explored state owned enterprises until
recently and those that have done so have in general stressed the need to
move from state ownership to private ownership whether motivated by
economic theory or ideology (OECD, 2003) such as fiscal reforms in Eastern
European countries that were formerly communist, although this has started
to change, as can be seen for instance in Peng’s book about the role of
business strategies in transition economies (Peng, 1999) and in Khoza and
Adam (2007) writing about the role of governance in improving performance
in South Africa. Proposed options include turnaround strategies, an approach
similar to new public management in the public sector and strategic
partnerships in particular with a view to equity partnerships (Peng, 1999).
This research therefore contributes insights and understanding to a situation
of specific current interest, in a topic not studied previously with this type of
manager in this industry in this country. It complements research undertaken
in related aspects of management such as TQM and management
development in other Arab, Mediterranean and African countries, for instance
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the research by Youssef and Zairi (1995). In addition, it examines aspects of
a state owned enterprise that have not previously been investigated.
This study explores how strategic management is viewed, formulated and
utilised in state-owned Libyan oil companies within the National Oil
Corporation. The rationale for selecting this topic is not only that it has been
neglected in the past but also that it is of considerable importance to the
future of the Libyan economy and hence to the social fabric of the country.
The oil industry and its companies are, together with the politics and policies,
and the religion, effectively the key drivers of Libya. The forward strategy and
strategic management of Libyan oil companies is therefore critically
important: it is an essential prerequisite of any senior management
development and hence organization development for those companies, both
of which need an understanding of the current perceptions of senior
management regarding strategy and strategic management if they are to be
effective.

1.3 Significance of the research

It has been shown that literature relevant to the precise focus of this study is
scarce, in particular works that reference or concern Libya, whereas there is
a large volume of literature on the oil industry, strategic management and
state-owned enterprises in respect of privatisation. This means that the
current study is original and contributes to existing knowledge about senior
managers’ perceptions of strategic management.
18

1.4 Aim and objectives

The main aim of the research, as previously stated, is to explore senior
managers’ perceptions of strategic management processes in Libyan oil
companies within the Libyan National Oil Corporation. Gaining an
understanding of how senior managers in these Libyan oil companies
perceive the processes of strategy formulation, implementation and
evaluation and their perceptions of strategy in their organization also
contributes to improved understanding of how strategic management in oil
companies can help or hinder the diversification and growth of the Libyan
economy and assist achievement of social goals. In particular, it contributes
to understanding how strategic management can assist oil companies in the
next ten years within both an OPEC and a Libyan national context.
Research objectives: The overall aim of the research breaks down into the
following objectives:
x To explore senior managers’ awareness of and involvement in
strategic

management

processes

employed

in

Libyan

oil

companies.
x To identify whether or not there are aspects of strategic management
as perceived by senior managers that have worked well and why?
x To clarify the role and influence of the public sector in management of
oil companies.
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x To assess the possible implications of the research, including
identification of management development needs, for senior
managers and oil companies as a whole.
The first objective required an understanding of how strategy and strategic
management have developed over time as the theory and practice of
management have evolved. It was also necessary to explore models of
management, strategy and strategic management in order to determine the
theoretical framework or frameworks that will be used as key reference points
in the study. This was addressed through the review of the relevant literature
in the field. Individual managers may have a homogeneous approach to
strategic management formed mainly through socialization into the company
or they may have more personal perceptions. Whatever the case, their
responses needed to be recorded and classified in some way and so the
research required a sound theoretical framework. This objective also most
obviously required questioning senior managers to discover their views of
strategy and strategic management, both of which need to be checked
against each other for consistency. The objective included the purpose and
techniques so that general statements can be cross-checked against these –
to what level does the managers’ understanding extend? It also required the
researcher to cross-check the findings as expressed by managers with the
situation as observed, and with any documentary evidence of the application
of strategic management such as plans and records of meetings.
Understanding can be theoretical without being applied in practice and was
important to investigate how the understanding was applied by recording
what was actually happening.
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The second objective required a review of the available literature of relevant
studies where findings related to the current study. It also entailed using the
theoretical framework to establish an initial classification of aspects of
strategic management and to conduct fieldwork (documentation review and
interviews) to collect relevant data which could then be analysed in terms of
the theoretical framework. Analysis of the data could also lead to further
development of the framework. In one sense, these objectives can be said to
relate to evaluation of what has happened. At the same time, they reveal
what managers think about implemented – rather than formulated but not
implemented – strategy and to what extent strategic management was useful
and relevant in their work and to their company. The second objective also
involved discovering what exactly happened in the formulation of strategy
and how this was translated into implementation plans. It involved
discovering senior management perceptions of the planning processes, with
a focus on the processes of strategic management.
The third objective recognized that National Oil Companies (NOCs) have
strong similarities with the public sector, also that the government had
through its advisers a hands-on role in a running the company, in particular in
determining strategy. In the Libyan NOC, strategy was determined together
with the Ministers of OPEC countries who set the wider strategic context for
the operation of NOCs. Understanding the scope and limits of the role of the
public sector in the management of oil companies was therefore important,
taking into account that this can vary from one country to another.
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The fourth and final objective sought to draw out any generalizations that
became evident arising from the research. It also involved the identification of
key issues and related findings that were meaningful and useful to senior
managers in other oil companies, in particular National Oil Companies, in
such a way that they could use the findings to assist their own decisionmaking. In particular, it entailed the identification of management
development needs, both for senior managers and for oil companies as a
whole.

1.5 Methodology

To achieve the aims and address the research questions for the thesis ‘An
exploration of senior managers’ perceptions of strategic management: oil
companies in Libya’, data was collected using three main methods;
questionnaire, semi-structured interview, and company policies and records,
accompanied by a review of relevant documentation. The chosen methods of
data analysis reflected the choice of instruments and the data to be collected.
In this study, survey questionnaires were the core tool for ascertaining
perceptions of strategic management, supported by qualitative findings from
semi-structured interviews with senior managers. Interviews are used as a
mainly inductive method which provides an essential source of qualitative
data that helps to explain the impact of a particular phenomenon and why
and how it occurs (Yin, 1994; Bryman and Bell, 2007).
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The selected methodology was positivist and deductive, based on the Libyan
National Oil Corporation and its twelve constituent companies, involving
quantitative data collected from a survey of more than two hundred and fifty
senior managers, supported by a review of documentation relevant to
strategy and strategic management and a series of semi-structured
interviews with a sample of senior managers. Documentation reviews have
been recommended by Yin (1994) and Creswell (1998) as important sources
of data. A survey instrument was designed to assess perceptions of strategic
management and was administered to all the senior managers in the Libyan
National Oil Corporation and its constituent companies, in order to ensure
that data gathering was as extensive as possible.
De Vaus (2001, p.21) argued that a study should take “take different ways of
understanding a phenomenon”, for example through economic, social values
and legislative approaches. Denzin and Lincoln (1994) have also supported
this view. The documentation was used to gain an overview of financial
performance and, although limited by the availability of relevant information,
economic impact. The relationship between OPEC strategy and company
strategic management was also scrutinized. The impact of national and
international legislation for example in respect of health and safety standards
was evaluated in terms of amendments to strategy and company strategic
management, as was the re-introduction of concessions for foreign oil
companies.
In unique research settings, it is important to use an approach to producing
“idiographic explanations that focus on particular cases and develop as
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complete an explanation of each case as possible” (de Vaus, 2001, p.21).
Possible explanations identified by the researcher included differences in
perceptions of strategic management according to country isolation (lack of
knowledge exchange and different external factors), cultural factors (different
models of management including strategic management), geographical
(reserves of oil), characteristics of managers (predisposition, education or
experience), and industry or company factors. As there was little previous
research in this area, the study seeks to gather data in support of possible
explanations.
Thirteen key variables were identified initially: knowledge of management
development, senior managers’ perceptions of their roles, knowledge of
strategic management, knowledge of strategy, knowledge of company, size
and nature of company, significance of external factors, knowledge of
environmental factors, experience of strategic management, experience of
senior management development programmes, education and career history.
In accordance with the aim and objectives of the research, it was decided to
focus on senior managers’ perceptions of strategic management.

1.6 Research questions

The main question was: How do senior managers of oil companies perceive
and implement strategic management in Libya? The study also sought to
answer the following questions in an attempt to achieve the research
purpose:
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x

How do individual senior managers in Libyan oil companies perceive
‘strategy’ and ‘strategic management’?

x

How is strategic management applied in Libyan oil companies?

x

What are the implications of the findings of the research for senior
managers in other Libyan oil companies?

Each of these questions can be broken down into a number of smaller
questions. How individual managers in Libyan oil companies perceive
‘strategy’ and ‘strategic management’ involved discovering not only their
understanding of both the theory and practice but also how they came to that
understanding. For example, did they gain their understanding through
education, experience, the influence of the company, a particular colleague
or manager? Do they perceive strategy as something they can influence or
participate in, or is it externally determined by factors such as the demand for
oil, shrinking reserves, environmental concerns and the global economy?
What do they see as the link between the OPEC strategy, the Libyan national
economic strategy and strategy in their oil company? What is their role in all
of this? What does strategic management mean to them and where does
their personal contribution fit into the bigger picture?

The second question supplemented the first by exploring more deeply the
ways in which strategic management was applied in Libyan oil companies
and who was involved in formulating strategy. This involved not only
ascertaining what model or models of strategic management and the strategy
formulation process were adopted, but also senior managers’ perceptions of
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the effectiveness of their application. Differences might exist between
companies and, if this is the case, the differences and the reasons for them
might reveal interesting findings. Are senior managers aware of any
differences and, if so, why did they become aware of the differences? The
absence of any perceived differences could also shed light on how strategy
and strategic management were applied, which could also be an important
finding.

This question also required the researcher to probe how strategic
management operated in particular departments or sections of companies
with the intention of finding out if the understanding and perceptions of senior
managers was borne out in practice more widely in the company concerned.
This required a review of company documents and researcher’s on-site
observations to cross-check what senior managers said about how strategic
management operated. This was an important question because it looked at
what managers saw as their reality from another angle and contributed to the
study’s findings on their perceptions.

It also entailed further investigation in order to understand more deeply how
the approaches to and practices of strategy and strategic management had
been formed, for example if there were distinct company norms, or if the
influence of a particular individual had been dominant (within the company, in
OPEC, in Government, a government adviser, a respected academic). This
involved looking at the choice of planning and development process for
strategy and the reasons for it, together with the model of strategic
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management in use and the reasons for employing this particular model.
Consideration was given to the links between the strategy formulation
process and the strategy itself, to who was involved in reviewing the strategy
and how often it was reviewed as well as the mechanisms for developing it
which could include such methods as meetings, scenario planning
workshops, ‘think tanks’, and long term corporate planning through
preparation of published company documents. The role of such methods in
strategic management could then be elucidated and the strength or otherwise
of the links between them.

The second research question also involved challenging senior managers
about the current strategy and the strategy formulation processes and model
of strategic management used to develop the strategy. All of these specific
questions were intended to look at organisational influences on perceptions
of strategic management and explore consistency – or inconsistency – not
only between strategy formulation and strategic management but also
between the formulation, adoption and implementation of strategy as one
means of assessing the appropriateness and effectiveness of strategy
formulation.

The third question about the policy implication of the research findings for the
national oil company involved, and the implications for other national oil
companies, related to the overall aim of the study, ensuring that the
researcher maintained a clear sense of purpose and one that would be of
value to the companies participating in the research. This question was
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directed towards developing recommendations, although it also explored in
greater depth the understanding and perceptions of senior managers. Asking
them to critically appraise and evaluate the current company strategy and to
suggest ways of improving the situation for future senior managers offered a
further opportunity for the researcher to check for any differences between
expressed and manifest understanding.

1.8 Outline of thesis structure

The thesis is organized in eight chapters, with the objectives and contents of
each chapter as follows. Chapter one, this chapter, the introduction: the
objective of this chapter is to set up the thesis for the reader. This chapter
sets the context for the reader by outlining the research aims, objectives and
research questions, a general background to the study, a brief outline of the
methodology and the thesis structure. Chapter two, the literature review,
examines from an academic standpoint the theoretical underpinnings of the
research topic and summarizes previous relevant research findings. Each of
the main strands of the research topic is discussed in turn; following which
any existing gaps in the literature are identified, with an attempt to make
some constructive suggestions. It also covers the theory of strategic
management, its formulation and implementation. Chapter three focuses on
the analytical framework for the research. Chapter four is the chapter where
the context for the particular study is established and detail of the companies
that are the subjects of this research in order to inform later chapters, in
particular the research findings. In Chapter five the methodology: is
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described and the choice of methodology and methods justified. In other
words, chapter five explains why this specific approach was chosen,
identifying the advantages and drawbacks of the selected approach and
stating steps that have been taken to overcome any disadvantages. Chapter
six, descriptive data analysis, describes the results of the fieldwork and
provides

analysis

of

senior

managers’

perceptions

and

strategic

management processes. Chapter seven sets out and discusses the findings
of the research, explaining and interpreting them in the context of the
literature review and additional information. The research findings are drawn
together in a summary which leads towards the conclusions and
recommendations contained in chapter eight. Chapter eight, the final
chapter, draws conclusions from the research findings and makes
recommendations for future research.
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Chapter 2: Literature Review

2.1 Introduction
This chapter sets out the theoretical foundations of the research and
prepares the ground for the framework of the research and the design of data
collection instruments through a review of relevant literature. This review
focuses on relevant literature in the fields of management in general,
strategic management and strategy, senior management development,
managerial roles, the public sector and state-owned enterprises, the oil
industry and concludes with a synthesis of the key issues.

The chapter begins with a summary of management in general which sets
the scene for the remainder of the chapter, then provides a brief outline of the
historical development of management with particular attention to managerial
work and managerial roles. An examination of public sector management
follows in order to give the theoretical context for management in state
owned enterprises. Attention then turns to strategy and to strategic
management before consideration of senior managers as strategists. Key
findings from the literature concerning senior managers’ perceptions are then
presented. The chapter continues by looking at public sector management in
NOCs in the world and concludes with a summary of the key points and
issues.
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2.2 Management

For as long as there have been human efforts to co-ordinate activities on a
moderate or large scale, including early wars and the construction of
Stonehenge and the pyramids, there has been management in some form.
Today there are very many management disciplines, each with its own
established practice and in most cases with its own academic tradition and
highly specific application, as can clearly be seen in the standards for project
management (Project Management Institute, 2004) and in the UK’s national
occupational standards for management and leadership which vary slightly
from private to public to voluntary sector. On an everyday level, there is
general consensus around the meanings of management, although with
variations.

Taylor is credited as the first to use the word ‘management’ in recent
management history, although in the sense of work study (Drucker, 2001,
p.6). ‘Management’ later came to mean responsibility for the work of others
(ibid., p.15) and was then extended to include horizontal relationships and
external relationships, primarily through recognition that in technical and
professional companies there were professionals who did not necessarily
direct the work of others but made important contributions to organizational
performance, management was about “responsibility for contribution”
(Drucker, 2001, p.18).
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Traditionally, the contribution of management involves at least four
interrelated

organisation-wide

functions,

namely

planning,

organising

resources, leadership and co-ordination or control (Drucker, 2001). Drucker
highlights that there are many different types of planning, such as financial
and human resources planning, and business and strategic planning, all of
which involve determining aims and objectives and the necessary resources
to achieve the objectives, although some operational plans are far more
detailed than others and strategic planning tends to adopt a broad brush
approach. Similarly, there are different aspects to the organisation of
resources which is closely associated with resource planning: it can refer to
changes to the organisational structure, establishing or changing systems
and procedures and human resources, redeployment of budgets, indeed to
almost any resources (Drucker, 2001).

The function of leadership is to give direction to the organisation and to the
people who work for it. This involves a range of activities such as taking
responsibility for a mission or vision statement (Thompson and Strickland,
1992), committing to standards like ISO9000 and implementing an
organisation-wide programme of management development.

Finally, all of the efforts need to be co-ordinated and/or controlled. This
function includes monitoring performance against plans and targets, collation
and evaluation of feedback from stakeholders, risk assessment and other coordinating activities (Drucker, 2004).
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Another common view is that management is getting things done through
others (Christy et al, 2009). Yet another view, quite different from the
traditional view, asserts that the job of management is to support employee's
efforts to be fully productive members of learning organizations (Whitaker,
1994; Senge, 1994): and citizens of the community.

To most employees, the term "management" probably means the group of
people (executives and other managers) who are primarily responsible for
making decisions in the organization. In a non-profit, the term "management"
might refer to all or any of the activities of the board, executive director and/or
programme directors. In the oil industry, there is evidence from Masters’
courses and industry-based training that considerable emphasis is placed on
the disciplines and skills of project management, the nine different knowledge
areas identified by the Project Management Institute (PMBOK, 2004) as
necessary for successful project implementation, all of which are relevant to
oil industry projects, such as building a pipeline or bringing a new oil well on
stream.

This only begins to illustrate the complexity of management knowledge
today. Each of these areas has a range of specialist subdivisions, many of
which have their own professional body, for example in costs. In addition,
there are areas of knowledge like marketing and facilities management that
are not mentioned under project management. Furthermore, there are the
skills that are necessary for managers to be able perform effectively. For
instance, a study conducted in 2000 concerning senior management
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competencies identified “62 components of knowledge, 113 skills and 130
attributes”

(Hayes et al., 2000, p.96). Analoui. and Hosseini (2002, p.792)

reported that in a survey conducted in Iran, respondents considered taskrelated skills “such as marketing and strategic management” to be necessary
to increasing their effectiveness as managers.

2.3 Three Schools of Management

2.3.1 Management in Perspective
Various scholars have over time classified theories, theorists and
practitioners into broad schools of thoughts on management, each derived
from a specific perspective on management and organisation. These have
been generally termed the classical school, the behavioural school (Human
Relations) and the systems or open school. Other classifications have been
identified, which have developed out of these three main schools, two of
which are relevant to the oil industry, the quantitative school and the
contingency school (see Figure 2.1).
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2.3.2 The classical school of management

The classical school, based on principles of scientific management,
bureaucracy and administration, focused on discovering underlying universal
principles of work organisation and management that would improve
economic efficiency. The emphasis is on the organisation, with scant regard
for external factors. Management was clearly separate from labour and
individual jobs and tasks were analyzed and specialized to a very fine level of
detail, with expertise and efficient through specialization as the aim. Key
concepts were; hierarchy linked to nature and extent of authority, spans of
control, written rules, policies and procedures, and division of labour. For
managers, technical competence was the foremost concern.

Fayol’s particular contribution to this school was his specification of unities –
unity of command and unity of direction. He stressed the importance of a
continuous chain of authority and command, linked to the level of work:
operations were deemed to be at the bottom of the chain, with strategy at a
higher level. Some of these principles carry through into today’s
organisations, for example in the association of strategy with senior
managers.

Whilst the classical school enabled analysis and rational organization of
work, the theories did not lead to satisfied workers, who became bored with
carrying out a single repetitious task. Classical theories and the principles
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derived from them continue to be popular today with some modifications,
although their disadvantages have been widely criticized.

Some of the most frequent criticisms are discussed here; humans are
regarded as mechanical units of production, a lack of flexibility in terms of the
organization and its operations responding to changes in the environment, an
overreliance on practical experience both in the workplace and on the part of
the theorists and unintended consequences. Although every decision and
action can have unintended consequences, those arising from application of
the principles of classical management are not at all suited to twenty-first
century enterprises operating in a fast-moving environment. Specific
examples are the importance attached to drawing up and following detailed
rules and procedures, leading to loss of flexibility and initiative when a quick
and creative response is required, following outdated processes without ever
challenging them and achieving a minimum level of performance or standard
rather than striving for continuous improvement (Wren, 2004 and Furnham,
2005).

Efficiency is very important in order to maximize outputs for a given input, or
to make savings in a harsh economic climate, and operations management
remains highly relevant in many enterprises. However, the classical school
concept of the organization as a machine and employees as component
parts helping it to run smoothly in a relatively stable environment fails to
properly take into the needs of employees as human beings and the
demands of external changes (Wren, 2004).
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It should however be recognized that these early management thinkers wrote
without the benefit of academic literature to review, that human expectations
have risen beyond anything that the workers in those times could have
imagined and that the extent and pace of change today was also
unimaginable only thirty to forty years ago.

The theorists of the classical school provided a foundation, together with the
emerging psychological and social theories, for the behavioural or human
relations school.

2.3.3 The Behavioural or Human Relations school

Scholars who influenced this school were frequently concerned with
motivation, such as Lewin (1935 and 1951), Maslow (1987) and Vroom
(1964, 1987), focusing on the part played by individual employees in
contributing to the success of the whole. This resulted in a fundamental belief
that a company would do well if the employees were well looked after,
financially and otherwise, which in turn led to the strong emergence of the
personnel function and later to human resource departments. Matching
employees to particular jobs in terms of motivation and supporting their
development with training came to the fore, as did consideration of working
conditions and reward systems.

According to Trahair (2006), one of the most significant early theorists was
Elton Mayo, whose report of the findings of the well-known Hawthorne
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studies identified that groups and social structures at work could strongly
influence the behaviour of individual employees, as could management style
and supervision style. This brought a new requirement for managers, who
were seen to need an in-depth understanding of why people behave as they
do at work and how to motivate them. Communication and leadership were
seen to be important skills. According to McGregor (1960), one of the
influential thinkers in this area was Chester Barnard who also had an
important role in the development of strategy. Like the classical school, the
behavioural or human relations school continues to influence the practice of
management.

Criticisms have also been levelled at the human relations school of
management, in particular that it neglected the dimension of power in
workplace relationships, virtually equating power with influence rather than
acknowledging that power could be abused and also that people could feel
threatened even by a friendly supervisor or manager if that person had the
authority to fire them. This criticism persists today, for example in employer
organisations’ complaints about the European Working Time directive, the
extension of paid and unpaid maternity leave and paternity leave, on the
basis that this adversely affects their productivity and profitability. Essentially,
the human relations or behavioural school focused on attention to individual
employee needs and welfare at the expense of task, structure and
procedures. There is a requirement to achieve a better balance between
individual goals and values and those of the employing organisation in order
to ensure survival and, ideally for many companies, growth (Ball, 1997).
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In addition, the methodology of the Hawthorne experiments has been
criticized as severely flawed, with critics arguing that any change will work for
a time and then lose its impact and that the positive effects of the
experiments could have been due, at least in part, simply to the new situation
rather than to the human relations elements.

Following from this, the systems or open school was born out of scholarly
efforts to combine the strong points of the earlier theories in a holistic view of
the organisation as theorists came to realize that the relationships between
people, work, structure and management were more complicated than had
previously been thought.

2.3.4 The systems or open school

The systems school concentrated on the concept of organizations as
systems that transform inputs into outputs and interacting with the wider
environment in often complex ways.

The main difference from previous

schools of thought resided in the idea that the whole system was geared to
fulfilling a purpose and survival, and that therefore the interaction between
departments and functions was much more important than had previously
been acknowledged. Whilst this school continue to develop through concepts
such as chaos theory and complexity and ambiguity, it has not become
popularized because many practising managers find it too complex to
incorporate into daily working life. However, the continuing increase in the
pace and scale of change means that many managers are having to address
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these complexities, and, as will be shown later, this is reflected in the concept
that strategy is no longer the preserve of senior managers (Analoui, 2002;
Mintzberg, 1994 and Wilson, 1998).

2.3.5 The contingency school of management

The concept of the contingency school of management is underpinned by a
belief that there is no one right or best way to manage because management
situations are constantly changing and often unique, and no two managers
are the same. With the exception of certain universal principles, everything
will depend on the particular situation and context and it the responsibility of
the manager to decide and agree the most effective approach and course of
action in any specific situation. The contingency school therefore attaches
great importance to the experience and judgment of the individual manager.
The appropriate management actions and approaches depend on the
situation. Managers with a contingency view use a flexible approach, draw on
a variety of theories and experiences, and evaluate many options as they
solve problems.

Contingency management recognizes that there is no one best way to
manage. In the contingency perspective, managers are faced with the task of
determining which managerial approach is likely to be most effective in a
given situation. For example, the approach used to manage a group of
teenagers working in a fast-food restaurant would be very different from the

41

approach used to manage a medical research team trying to find a cure for a
disease.

Contingency theory refers to any of a number of management theories.
Several contingency approaches were developed concurrently in the late
1960s. They shared a view that previous theories such as scientific
management had neglected the influence of environmental and contingency
factors on management style and organizational structure and consequently
rejected the concept of one best way for leadership or organization
(Donaldson, 2001).

Contingency school theorists sought generalizations about formal structures
that are typically associated with or best fit the use of different technologies,
arguing that technologies directly cause differences in the degree of
centralized authority, spans of control and the formalization of rules and
procedures. This heavily influenced organizational structural theory for most
of the 1970s during which time structural contingency theory was the
dominant paradigm (Donaldson, 2001).

It is also appropriate under contingency theory to consider the alternative
approaches to management alongside the goals of the organisation in
relation to its environment. The following diagram, adapted from Peterson et
al. (2003), illustrates this.

42

Figure 2.2 Alternative approaches to management

UNCERTAINTY

ALTERNATIVE APPROACHES TO
MANAGEMENT
High

ADAPTIVE
MANAGEMENT

SCENARIO
PLANNING

Low

MAXIMUM
SUSTAINED
YIELD

BUILD
RESILIENCE
Uncontrollable

Controllable

CONTROLLABILITY
Source: Adapted from Peterson et al., 2003, p.15
This suggests that a particular approach to management is suited to specific
conditions of high or low uncertainty and controllability in the environment.
For oil-producing countries like Libya who seek maximum sustained yield to
develop and diversify their economies (World Bank, 2006 and OPEC, 2006)
even in highly uncertain environments, this poses a potential problem. The
recent use of scenario planning by OPEC (2006) indicates acceptance by oil
producers generally that the environment in which they operate is highly
uncertain and also largely outside their control, despite continuing to rely on
regulating oil supplies to influence prices as a key mechanism.

This model, however, takes no account of sector, industry or size of company
therefore may not be applicable in at least some cases.

The principal differences between the main schools are summarized in Table
2.1.
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Table 2.1 Schools of management thought
SCHOOL OF
MANAGEMENT
Classical

Human behaviour
Systems (open) school

FEATURES
Focus on efficiency, one best way to
perform a task. People are more like
machines, following strict rules and
procedures and observing hierarchical
structures and authorities. Includes scientific
management and bureaucracy. Work study.
Focus on individual and team needs and
behaviours, rewards other than financial
rewards.
Focus on the whole organization as a
system interacting with its environment.
Complex

Source: Adapted from Johnson et al., 2008
The next sections explore the concepts of managerial work and managerial
roles in order to understand how they apply to Libyan oil companies.

2.4 Managerial work

The most widely used framework for consideration of managerial work and
managerial roles is that of Mintzberg who wrote extensively about both.
Mintzberg (1973) concluded that in general senior managers experience
large workloads which have to be completed at a fast pace and find it difficult
to ‘switch off’ after work. The overall nature of the work is highly varied, with
little routine and a strong tendency towards fragmentation, often as a result of
interruption, which in Mintzberg’s view indicate that managers had relatively
little control over their work and in the America context at least much of their
time was given to responding to immediate needs for action and dealing with
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crises. Much of their work also entailed processing information and
communications, although the latter tended to be sacrificed to other more
urgent matters unless the communication itself was urgent. A considerable
proportion of managers’ time is taken up by meetings, some of which are
related to strategy formulation. In Mintzberg’s early work, managers’
responses suggested that between a third and a half of their time was given
to line management relationships (Mintzberg, 1973).

Pearson and Chatterjee (2002) disagree with the almost universal application
of Mintzberg’s model, noting there is a need to challenge the assumption that
“the spread of industrialization from developed to less developed countries
[…] will lead to a homogenous effect on managerial roles” and questioning
the endorsement, and at times the promotion, of this view of a “universality of
managerial work” by influential organizations like the UN and the World Bank
(2002, p.697). They note that managerial work is changing as a result of
factors such as technological advances and observe that “Understanding the
trends and transitions in managerial work in Asia is of considerable
importance” (Pearson and Chatterjee, 2002. p.704). In short, their article
suggests that managerial work role constructs cannot be treated as a
“technology-transfer” item between different kinds of social system (2002,
p.695).
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2.5 Managerial roles

Mintzberg attempted to make sense of managerial work by identifying six
distinct characteristics of that work: it combines regular and unpredictable
tasks, it requires both generalist and specialist knowledge, it relies on
information from a variety of sources and individual activities tend to be shortlived (Mintzberg, 1973). He also noted that the work was increasing in
complexity.

He further identified ten basic management roles which he proposed apply to
all management jobs, irrespective of the level, and grouped these under
three main headings; interpersonal, information and decision-making. Under
the interpersonal heading, he identified figurehead (the representative of the
enterprise and its image), leader (motivational and inspirational), and liaiser
(networking external to the organization). The information category contained
the spokesman (passing information on behalf of the organisation to external
audiences but not a symbol in the way that the figurehead was), disseminator
(transmitter of information) and monitor (collecting information). The third
category, decision making, contained the roles of entrepreneur initiating
change in response to changes in the environment, negotiator, disturbance
handler who deals with unforeseen and unforeseeable happenings, and
resource allocator. A study by Tengblad (2001) aimed at replicating
Mintzberg’s original research found that managerial roles had changed,
inasmuch as there were more meetings with subordinates, in particular
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related to information sharing, and less desk-based work and decisionmaking.

However, Mintzberg (1979) also turned his attention to analysing
organisational types and structures which have a bearing on the roles that
managers fulfil. For instance, there is likely to be less opportunity for liaison
within a welfare benefits payment organisation whilst in one respect he noted
that roles will vary from one organisation to another, roles will be influenced
by factors such as the technical system, the organisation’s members, the
distribution of power and the environment. Structures could be classified as
one of simple structure (for instance, owner-manager), machine bureaucracy
(such as a government pensions department), a professional bureaucracy
(for example a law practice or medical centre), divisionalised, adhocracy
(project organisations set up to complete specific temporary work), or – as
added later – the missionary organisation, held together by beliefs such as
perhaps Greenpeace, and the political form, which depends on alliances and
no other single form of co-ordination prevails. The oil industry is interesting
for whilst its companies have for the most part a divisionalized form, the
professionals – engineers, geophysicists and the like – have very
considerable power in determining the nature and direction of future strategy,
and the dangerous nature of the main operations means that health and
safety and environmental considerations produce strong elements of the
machine bureaucracy. The structure an organisation adopts is influenced by
the relative power of Mintzberg's six components of operating core, strategic
apex, middle line managers connecting the core and apex, technostructure
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(planners and trainers of those in the operating core), support staff and
ideology.

A study conducted in Africa by Vengroff et al (2006) found that whilst overall
perceptions of management roles are highly consistent with across cultural
boundaries, there are significant differences relating to a country’s historical
experience of colonialism and to individual managers and organizations,
resulting in implications for management training programmes in Africa.
Although Mintzberg’s model remains widely accepted and employed, it has
been challenged in terms of its use in different cultures: Mintzberg himself
noted that “national cultural forces may have implications for managerial role”
(2002, p.694). Pearson and Chatterjee (2002) argue that “Many scholars
have doubted the contextual relevance as well as validity of the Mintzberg
work in alternative cultural settings”. Their empirical study carried out in four
Asian countries had three significant findings. The first was that “for all
managerial roles, except for negotiator, the managers of different countries
perceived the assessed managerial roles to have substantially different levels
of importance” (Pearson and Chatterjee, 2002, p.701). Second, how often the
roles were employed “diverged substantially between countries” (ibid.) and
thirdly, “there were significant differences between the rated importance and
usage” of the roles in all four countries, except for the monitor and
disseminator roles in the Brunei sample (Pearson and Chatterjee, 2002,
p.703).
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This means that the roles of managers in Libyan oil companies, whether
NOC or otherwise, could not be assumed to reflect the Mintzberg roles. The
oil industry has additional layers of complexity in management as
demonstrated below because contributions to the overall NOC strategy come
not only from outside as well as inside the company, through OPEC and the
government, but also from the nature of the activities within the company.

There are other less rigid classifications of managerial roles, such as those
proposed by Drucker (2001). According to Drucker (2001, p.20-21) there are
five main areas in which managers operate; setting and communicating
objectives, organizing (work, people and structures), motivation and
communication,

and

developing

people

(including

own

personal

development).

According to senior managers at Libyan oil companies, in their initial
discussions with the researcher in Libya in December 2009, managers
involved in strategy and strategic management in the oil industry fall into
three distinct categories; operational, professional and strategic.

Operational: Operational managers with input into and influence on the
strategy include training managers, site managers, petrochemical plant
managers, oil engineers and directors of finance and human resource
management. The oil engineers under the operational heading might also
classify themselves under the professional heading below.
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Professional: Managers involved in strategy formulation and implementation
who fall into this category include geologists, geophysicists, civil engineers,
mechanical engineers and economists and who see themselves as experts in
their field, to be consulted about technical aspects, and feasibility of longterm plans which often entail high levels of investment.
Strategic: Managers involved in strategy formulation and implementation
who fall into this category include the Chief Executive Officer, Board
members and other senior executives, many – but not all - of whom have
extensive experience in the oil industry. Certain managers in this category
may be political appointments to their posts, and this category also includes
advisers to the government.

The roles as classified by Mintzberg and also the job titles of managers under
the headings of operational, professional and strategic point to the fact that
managers need to be organisational generalists and specialists at the same
time (Mintzberg, 1973). This is because they have to deal with external
pressures, they may need to exercise formal managerial authority for some
basic and routine operations and, like the members of their teams, they are
only human and make mistakes from time to time (ibid.).

Having looked critically at Mintzberg’s analysis of managerial work and roles,
the possibility emerged of new findings about managerial roles from this
research when taken in the context of state owned enterprises and the
Libyan National Oil Corporation as explained in the next section.
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It should be noted that there are other perspectives on managerial work and
roles. One of these is the classification by skill proposed by Katz, who
proposed three main categories of skill; conceptual, human (or interpersonal)
and technical. His analysis of managerial roles led him to identify a changing
balance between the use of and need for these skills depending on the level
of the managerial role, with senior managers using predominantly the
conceptual skills and junior managers using the technical or administrative
skills. According to Katz, all managerial roles required the application of
human relations skills in similar proportions, although the balance of technical
and conceptual skills varied with role level. An overall picture of the
relationships between the nature of the managerial task or work and the skill
employed is shown in table 2.2.

Figure 2.3 Managerial skills

Source: Katz, 1974, p.5
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Table 2.2
skill type

Managerial work roles according to Katz’s classification by

CONCEPTUAL
Planning and
directing action

INTERPERSONAL
Supervising
personnel

High level
policymaking

Managing personnel
services

Long range
planning

Handling unionmanagement
relations, maintaining
employee contact
and communication
Providing
development and
growth, motivating
and handling conflict
Supporting,
networking,
managing conflict
and team building,
motivating,
recognizing and
rewarding, informing
Motivating and
reinforcing,
interacting with
outsiders, managing
conflict
Guiding, directing
motivating
subordinates

Organising
subordinates’
work, planning and
scheduling
Strategic problem
solving

Planning and
organising,
problem solving,
collecting and
interpreting data
Decision making,
strategic planning,
problem
awareness

Source: Adapted from Dierdorff et al. (2009)
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TECHNICAL/ADMINISTRATIVE
Handling administrative detail,
accepting organizational and
personal responsibility
Supervision and handling
administration of manufacturing
process
Budgeting, technical consulting,
operational concerns,
controlling, technical activity,
administrative activity
Maintaining efficient/quality
production, compiling records
and reports
Managing the organization’s
environment and resources

Monitoring and controlling
resources, handling
administration and paperwork

Having occupational acumen
and expertise, monitoring,
having a concern for safety

Table 2.2 highlights the relationships between conceptual skills and strategic
level managerial work such as long-range planning, strategic problem
solving, decision making and strategic planning. It does not specifically
address the tasks and work involved in visioning, either under conceptual or
interpersonal skills. Both the managerial skills and the nature of managerial
roles will require investigation in the Libyan context.

2.6 Strategy

This section examines the definition and development of strategy, differences
of approach to strategy and strategy in use in state owned enterprises. It is
useful to start by reiterating the operational definition established in chapter
1. A range of definitions of ‘strategy’ exists, with the range of definitions
reflecting the different perspectives. There is a generally recognized
difference between strategy formulation and implementation (Analoui and
Karami, 2003) and between strategy that mainly concerns long-term planning
and strategy aimed at responding to changes in the business environment.
Approaches to strategy can be classified into four broad groups (Analoui and
Karami, 2003, p.50); classical, processual, evolutionary and systemic.
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Table 2.3 The four approaches to strategy

Source: Adopted from Mazzucate, 2002, p.53

Strategy-in-practice operates at different levels in the organisation. In their
standard textbook, Johnson et al (2005, p.9) define strategy as follows:
"Strategy is the direction and scope of an organisation over the
long-term: which achieves advantage for the organisation
through its configuration of resources within a challenging
environment, to meet the needs of markets and to fulfil
stakeholder expectations".
This is the operational definition used in the current study.
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2.6.1 Approaches to strategy
This section discusses theoretical approaches to strategy by looking at the
work of two particular theorists, first at Whittington’s (1993) broad types of
strategy, then at Mintzberg’s classifications. It also identifies some of the
differences between private and public sector approaches and models.

Finally, consideration is given to the relationship between different types of
organization and their strategy, structure and process (Miles and Snow,
1978). Strategy is developed through one of the processes of strategic
management as described earlier. In examining the different approaches to
strategy it is useful to recognize that there are two quite different overall
approaches. The classical approach is based on environmental analysis,
long term objectives and pursuing the plan whereas the emergent approach
admits that there will be changes in the environment that will force the
strategy to change and also allows for innovation and entrepreneurship to
create new and better ideas. Mintzberg and Waters (1985) termed these two
types of strategy intended and emergent.

The features and implications of developing these two types of strategy are
illustrated in figure 2.4.
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Figure 2.4 Features and Implications of Intended and Emergent
Approaches to Strategy

Intended strategy
x Strategic planning
x Strategic workshops
and project groups
x Strategic
consultants
x Externally imposed
strategies

Emergent strategy
x Logical
incrementalism
x Resource allocation
routines
x Cultural processes
x Political processes

Challenges and
implications
x Strategic drift
x The learning
organisation
x Uncertain and
complex conditions
x Managing strategy
development

Source: Johnson et al., 2006, p.565

Figure 2.4 represents a fairly typical situation where the strategic vision and
intended strategy created by senior managers is not exactly what happens in
practice because a range of factors impact on the implementation of the
strategy. In such cases, everyone in the company may be striving to carry out
the intended strategy and yet the realized strategy, that is the strategy that is
realized in practice, may be different as it is adjusted to adapt to changing
circumstances. This can create tension between two sets of processes,
which presents a challenge in terms of managing the strategy development
processes in the organisation. Attempting to implement an intended strategy
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without taking into consideration environmental changes can cause stress for
individuals and the organisation that result from the uncertain and complex
conditions.

Strategic drift can occur if emergent processes are followed without the
overall strategy development process being managed and, significantly, the
organisation itself will have to move towards becoming a learning
organisation in order to respond to multiple external changes by being able to
re-form and re-invent itself when necessary.

Whittington (1993) divides strategy into classical, evolutionary, processual,
and systemic, a classification later used by other scholars such as Analoui
and Karami (2003) and summarized in Table 2.3 and figure 2.5. Classical
strategy assumes that strategic decisions take place in a relatively stable
environment and are based on more or less quantitative analysis of the
situation and, to a large extent, hard facts. Evolutionary strategy is based on
the concept of profit maximisation through the most appropriate strategy
which implies that the strategy has to change over time as circumstances
change, and typically there will be several options under consideration at any
point in time. Processual emphasizes the ways of formulating strategy, whilst
systemic emphasizes the whole organisation operating in its environment.

It is suggested that there are also strong links between the approach to
strategy and the type of strategy adopted by a company (Whittington, 1993).
A deliberate, or intended, strategy is likely to emerge from a classical
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approach focused on maximising profits and focus on either one of Porter’s
proposed generic strategies which concern the primary dimensions of cost,
differentiation and focus (Porter, 1985) or the Ansoff matrix of strategic
choices (Ansoff, 1965). On the other hand, a strategy aimed at meeting
multiple

stakeholder

requirements

based

consultation

with

those

stakeholders is likely to be accompanied by a processual approach and an
emergent strategy.
Figure 2.5

Whittington’s four generic approaches to strategy

Classical
Porter
Ansoff

Deliberate

Systemic
Pascal
Granovetter

Profit
maximising

STRATEGIES

Pluralistic

Evolutionary
Williams
Peters

Emergent

Processual
Mintzberg
Pettigrew

Source: Adapted from Analoui and Karami, 2003, p.49
Figure 2.5 shows the links between generic type of strategy and generic
approaches to strategy. A classical approach to strategy is likely to be
associated with a deliberate, intended strategy aimed at maximisation of
profits, whereas a deliberate strategy that encompasses multiple views and
needs will probably be associated with a systemic approach to developing
strategy. The two generic approaches that are typically to be accompanied
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by an emergent strategy are evolutionary and processual strategy. The main
differences between the two are concerned with focus: evolutionary strategy
tends to respond primarily to external events and be directed towards
maximisation of profits whereas processual strategy is, as its name suggests,
directed towards both process and organizational context, recognizing the
influence of the culture in which it is embedded. The second is that the
process generates the appropriate strategy in response to events and so the
division between the stages of formulation and implementation of strategy
tend to be blurred, on contrast with the classical approach is absent here
(Whittington, 1993).

Systemic strategy takes a wide view, considering the external environment
as part of the whole system within which the organisation operates and
considering the constituent parts of the organisation as in a holistic way with
regard to each other and to the wider environment (Whittington, 1993).

Mintzberg’s view was that there is no fixed definition of the word ‘strategy’; it
is not owned by anybody, and the word can be employed in several different
senses (Mintzberg, 1987 and 1994; Mintzberg et al., 1998 and 1992;
Mintzberg and Gosling, 2002). Perhaps the word is most commonly used in
the sense of plan or planning, which has a very long existence from the wars
if the Greek empire onwards. Typically a strategic plan lasts five years or
more, much longer in industries such as oil and gas, and includes an
overview of all key aspects of an enterprise and its operations. This also
implies implementation, monitoring and evaluation of the plan which may be
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changed as necessary to reflect changes in the external operating
environment.

In contrast, strategy can also be used in the sense of a short-term measure
with limited objectives, a ploy, which could perhaps more accurately be
described as a tactic. According to Mintzberg, a ploy is an action ‘‘intended to
outwit an opponent or competitor’’ (Mintzberg et al., 1998, p.14) and so can
be a negotiating technique to influence others’ behaviour. When talking of
patterns of behaviour, Mintzberg refers to behaviour that is repeated
consistently over time and so becomes a strategy by default. The idea of
strategy as a position is particularly relevant to competitive advantage, in
terms of an enterprise’s position compared with competitors and its position
in the market or markets. In this sense, it can be seen to connect with
mission and vision statements which often contain an implicit notion of
getting somewhere and staying there. Mintzberg’s own fifth definition of
strategy is ‘perspective’, about how a company is perceived by people inside
and outside the organisation. He described it as particular relevance to
changing the culture, achieving consistent company values, delivering certain
standards of service in a consistent way. It can equally well be applied to the
concepts of corporate image, marketing and brand image.

In 1998, Mintzberg developed these five types of management strategy into
ten schools of thought which he collected under three main headings; a
prescriptive or normative group, a strategic management process group and
the transformation school, which stands by itself. The first group, the
prescriptive or normative, includes both informal design and formal planning
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together with analytical positioning. The second group concerning strategic
management process, comprises visionary, entrepreneurial, cognitive,
emergent

process,

the

business

environment

(reactive),

power

or

negotiation, and corporate culture school. The transformation school is a
combination of the others in a progressive series.

There are of course other ways of considering approaches to strategy such
as that of de Wit and Meyer (2005) who classify strategy under the headings
of strategic process, strategic content, strategic context and strategic
purpose. Their response to the classical approach has been to argue that it
does not admit the actual chaos in the environment (de Wit and Meyer, 2005,
p.404-405) and that it “ignores the complexity of operations in international
markets” (ibid., p.418). In their most recent publication (2008), they propose a
Strategic Incrementalisation Perspective which incorporates complexity, new
opportunities and changing factors in the environment as well as the internal
organization.

It has been argued that strategy in not-for-profit and public sector
organisations is similar (Johnson and Scholes, 2001) and also that it is
different (Vigoda, 2002). Certainly the political dimension that exists in all
organisations has very real weight in the public sector and the primary goals
are social welfare and/or social change together with value for money rather
than profit-making (Joyce, 2000; Johnson and Scholes, 2001). Joyce (2000,
p.45) suggested that political pressures resulting from the interplay of social
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needs and fiscal pressures determined the available choice of public sector
strategies which are illustrated in the following diagram.

Figure 2.6 Relationship between political pressures, fiscal pressures
and strategy in the public sector
Political pressures created by fiscal stress
LOW

HIGH
Governance

HIGH
Political
pressures
created
by need
volatility

Mutualist
Compromiser

LOW
Accommodator
Posturer
Bureaucratic

Competition

Source: Joyce, 2000, p.45
This figure shows how political and fiscal pressures can influence the
strategic stance of public sector organisations. Where such pressures are
low, the agencies can be straightforward administrators of government
policies (bureaucratic stance) or accommodate additional demands or other
agencies and organisations, although they can equally well become
posturers or gatekeepers of services, with an unrealistically high sense of
their own importance. Where there is real pressure on the national budget
but the need for, say, health services or education remains fairly stable and
not subject to political pressures, the competition among organisations and
agencies for a higher share of available funds can be intense. Where both
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sets of pressures are high, the organisation will focus on governance, making
the best possible use of and rationing available funds while increasing
accountability to stakeholders. The mutualist and compromiser stances
represent the give-and-take deals that are done by government departments
when pressure on the national budget is fairly severe and there is increased
political pressure in the sense of demand for essential services. For example,
Ministers or their most senior civil servants may get together and agree how
to best share money across health and education to partly satisfy as many
service users, media, politicians and other stakeholders as possible.

Bryson (2004) noted that the criteria used by public sector managers to
evaluate strategic options differed in at least one key respect; the criterion of
profit was absent in the public sector. However, the public sector placed high
importance on acceptance by key stakeholders, unlike the private sector.
Other public sector strategy evaluation criteria included cost and financing,
cost effectiveness, long-term impact, technical feasibility, risk assessment,
staffing requirements, adaptability required and training needs.

Research into the use of strategic tools and techniques in the public sector
have suggested that different tools may be more usefully applied (Perry and
Rainey, 1988), for instance stakeholder mapping and portfolio analysis
(Johnson and Scholes, 2001) and the value chain (Bryson, Ackermann and
Eden, 2007). Ring and Perry (1985) conducted an early analysis of
similarities and differences between public and private sector strategic
management. They argued that the public sector is subject to political
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constraints which limit their strategic choices and operations and at the same
time result in a situation where “Public organizations experience more
turbulence, interruptions, recycles, and conflict” (Nutt, 2006).

Joyce (2001) not only classified types of approaches to strategy somewhat
differently in his work on the public sector but also did the same with
approaches to strategy. Based on empirical research, he identified four
models; classical, businesslike, visionary, foresight-based (Joyce: 2001, p.6).
The chosen model relates to the nature of the public sector organization, for
instance whether it is delivering a public service, intended to pay for itself or
to implement changes to government policy. According to Joyce (2001, p.7),
the classical “rational planned approach to management” of long term
planning and planning for performance delivery suits implementation of the
UK ‘Best Value’ approach. The foresight-based model is defined as “based
on the idea of the guidance of strategic action by the use of intelligence” and
“associated with a form of intellectual leadership” (Joyce: 2001, 14-15) that
addresses issues of building capabilities. They apply equally to the public
sector in economies in transition: the former aims to make best use of
resources for public benefit and the second for nationalization of the
workforce, or Libyanization in respect of the current study.

The two remaining approaches, in the researcher’s view, have potentially
even greater relevance to NOCs. The visionary approach, what Joyce
defines as “long-term strategic vision produced by elected politicians”
determines the “desired future” (Joyce, 2001, p.14) and broadly identifies
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activities to take the organization, or indeed the whole country, to that desired
future.

The fourth and final approach is termed ‘businesslike’, the “development of a
strategic core within a public service organization at the same time that
power is devolved to front-line service managers” (Joyce, 2001, p.11). In
certain ways this resembles the arrangements in NOCs, except that the
strategic core remains determined by the government and the Organization
of Petroleum Exporting Countries (OPEC) as much as by the state-owned
enterprise. In practice, once the vision has been established, power is
devolved to the operational, strategic and professional and technical
managers because they control operations on a daily basis and it is they who
are required to respond promptly to any incidents.

However, in the public sector in the UK, planning and budgeting sections of
the 1980s have been largely replaced by Business Strategy Units and the
Prime Minister has a Strategy Unit (Civil Service Year Book, 2009), whereas
in the Libyan national oil companies there are still planning and budgeting
sections or departments and at the very top there are political advisers. A
number of key strands emerge from this examination of strategy. Firstly,
there is a choice of overall approach and secondly, different tools and
techniques may be appropriate to different types of organization, to the
sector in which the organization operates and also to the wider environment
depending on its level of uncertainty and turbulence. This raises questions
about how strategy is used in state-owned enterprises.

65

2.6.2 Strategy in use in state-owned enterprises

This section focuses on National Oil Companies as examples of state-owned
enterprises because there are many state-owned enterprises that experience
vastly different cultures and environments. For instance, the term ‘state
owned enterprises’ covers enterprises as different as the French national
railway company SNCF, a restaurant chain in China and Swedfund, the
Swedish risk capital company that specializes in investments in developing
countries. One of the interesting concepts that has emerged in the public
sector, which may have the capacity to cross national and cultural
boundaries, is that of ‘strategic entrepreneurship’ (Luke, 2007). Adopted in
the context of New Zealand’s approach to New Public Management (NPM), it
offers a structured approach to weighing political and economic factors,
stakeholder requirements and wealth creation in framing the strategy.

In contrast with the body of literature concerning geopolitical strategy in
respect of oil, there is relatively little literature on the strategy in use in stateowned enterprises outside China and Asia. Yet strategy in use in stateowned enterprises, in particular in enterprises that control natural resources,
is extremely relevant at this point in history, with the 2008 economic
recession, rising demand for oil and gas, heightened interest in global
warming and international development. David (2007, p.5) argued that “A
strategic plan is, in essence, a company’s game plan” which when extended
to state owned enterprises implies that their strategic plans are essentially a
significant part of the nation’s game plan in the global economy. The
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objectives they were set when they were created (McPherson, 2003) and that
do not concern oil production comprise their national mission.

The national mission can be difficult to identify but generally consists of two
broad strands: “(i) protecting the national hydrocarbon wealth and (ii)
promoting economic development” (Stevens, 2008, p.6). Stevens suggests
there may be a third strand, that of the NOC as “’national champion’ to
promote the political interests of the state abroad” (ibid.).

Castellani and Marcel (2005, p.6) observed that the nature of NOCs was
constrained by a combination of factors. They identified in particular that
development of the oil and gas industry was slowed down by bureaucratic
processes, that they discouraged International Oil Company (IOC) activity
and could become a drain on resources by investing in uneconomic and risky
projects and they protected and prolonged inefficient support of the private
sector, In addition, they experienced lower exposure to global industry trends
and technology and, partly as a result of these factors, adopted conservative
strategies and investment practices. They identified a knowledge gap
between Government and NOC (Castellani and Marcel, 2005, p.9) and
highlighted a difference between oil policy and oil strategy (ibid, p.16).
According to Deloitte (www.deloitte.com), “National oil companies are facing
an unprecedented environment of radical change that is creating new
parameters that require urgent action. Extreme volatility in commodity prices,
broad shifts in demand, changing reserve portfolios, and a growing need for
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a global strategy are driving NOCs to the realisation that a new way of doing
business is essential for the future.”

In 2006, the same year that OPEC produced their long term strategy
document, an Annual World National Oil Companies Congress was
established for NOCs to meet to discuss the future and consider strategies
(http://www.terrapinn.com/2009/nocs). Many of them are becoming more
commercially-minded in addition to having strong political and geopolitical
perspectives, with strategic alliances being formed in recent years between
international oil companies (IOCs) and NOCs, for instance BP with Gazprom.
Libya is looking once again to concessions in order to cover costs of
exploration and drilling, although with greater financial benefit than under
earlier rounds of concessions. Libya has also raised the possibility of a closer
relationship with the Italian company INA.

It may be true in general, as Alkhafaji (2003, p.86) argues, that strategy
makers will try to satisfy pressures from suppliers before government and
other stakeholder groups. However, the case of NOCs may be different
where the governments holds over fifty percent of the equity and hence are
likely to be the most significant stakeholders to be satisfied. Taking this into
account, “There are powerful arguments in favour of the proposition that the
main difference between private and public sector strategic planning relates
to the importance of stakeholder management and coalition building in the
public sector” (Joyce and Woods, 2002, p.5).
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It seems likely that NOC strategy will remain for the time being at least a
combination of intended and emergent strategies in order to both pursue
national and OPEC objectives whilst developing and retaining flexibility to
respond to fluctuations in the price of oil on the world markets. There is no
escape from the need for long-term planning in the oil industry because
investment costs are high and there must be a worthwhile return on
investment. At the same time there is a need for further development of
strategy in the Libyan oil industry, whether upstream or downstream. Porter
(1980, 1985) argues that definition and choice of strategy are important
because they shape choices, decisions and actions the enterprise will take.

2.6.3 Strategic choice

It has been argued that strategic choice is a function of the suitability,
feasibility and acceptability to organizations (Johnson and Scholes, 2005). In
the context of the need for organizations to adapt in order to maintain
alignment with their business environment, Miles and Snow (1978) proposed
a typology of organizations based on their strategy, structure and process,
namely Defenders, Prospectors, Analyzers, and Reactors.

Reactors amend their strategy when compelled to do so by changes in their
environment, hence tend to make strategic adjustments only when forced to
do so and may find it difficult to meet the challenge of rapid change. Their
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strategy may lack congruence with the market and business environment. In
contrast, defenders typically employ a coherent strategy focused on market
stability that will protect a product for a relatively narrow market, competing
chiefly on price and quality, accompanied by control of costs and efficiency
improvements. Structures and processes in defender organisations are
centralized, typically including detailed formal planning and systematic
control (Zahra and Pearce, 1990; Stathakopoulos, 1998).

Prospectors, in contrast, focus on market evolution, seeking new
opportunities, and allocate larger budgets for product development.
Analyzers exhibit characteristics of both prospectors and defenders,
attempting to innovate as well as improve efficiency and control costs. In
stable market, the emphasis may be on efficiency, while in uncertain markets
they may stress innovation. Structures and processes may be complex, in
accordance with the diversity of their markets and products (Desarbo et al.,
2005).

The study by Desarbo et al. (2005) identified a slightly different typology but
found that higher performing companies in China, Japan and the United
States tended to be either similar to Defenders or to be a hybrid of Analyzers
and Prospectors.
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2.7 Strategic management

The “aim of strategic management is to gain and maintain competitive
advantage” (David, 2007). Much strategic management focuses on
competitive advantage, whether for companies or, in the case of NOCs, for
countries. Depending on the context of country, industry and enterprise, it
may entail defining mission, vision, values, aims and objectives, formulating
plans, policies and processes, generating and implementing projects and
programmes, obtaining and allocating resources and development of
capacity and capability. It almost always involves co-ordinating the work of
different functions, departments or regions so that they all contribute towards
the main goals and success of the enterprise. This can require external
relationships with stakeholders or suppliers in the value chain (Porter, 1985)
or a focus on internal factors such as human resources (Karami et al., 2004)
or

strategic

management

accounting

(Ward,

1992).

Increasingly,

performance management has come to reflect the overall strategic direction
of the enterprise and the contribution of its constituent parts through a
balanced scorecard approach (Kaplan and Norton, 1996).

Just as schools of management have developed over time, so distinct
approaches to strategic management have evolved. Three in particular are
examined here on the basis that they have proved most influential; what are
often termed the rationalist, evolutionary, and processual schools of strategic
management.

Broadly

speaking

the

rationalist

school

of

strategic

management can be associated with the classical school of management
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and is characterized by a search for the one best solution based on an
assumption of rational decision making, whereas the evolutionary school
arose from an assumption that decision making is not always rational and
that because organizations respond to changes in their environments it is not
always possible to identify the strategy until after both the changes and
responses have been identified. The processual school, as its name
suggests, emphasizes the process of creating strategy.

All schools broadly agree on the four underlying stages of strategy
formulation as shown in figure 2.7.

Figure 2.7 The stages of strategic management
Formulation

Analysis

Implementation

Evaluation

Source: Adapted from Analoui and Karami, 2003, p.5 and Pitts and Lei, 1996

However, although there is a broad consensus about the stages of strategic
management, a range of different approaches have been identified. It is
important to appreciate these different approaches in order to understand
later how strategic management operates in the Libyan NOC and its
component

companies,

because

different

companies

and

different

departments and divisions within companies are at different stages of
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development as well as being involved in somewhat different aspects of the
oil industry.

An expanded version of the basic strategic management model is shown in
figure 2.8, illustrating the types of task that occur at the different stages. It is
argued by Wheelen and Hunger (1998) that this model can be applied to all
sectors although they do not analyze the types of working relationships and
associated tasks that are commonly found in NOCs.

Figure 2.8 Tasks involved in the stages of strategic management
Environmental
scanning

EXTERNAL
Societal
Environment
Task
Environment

Strategy
formulation

Strategy
implementation

Evaluation &
control

Mission

Objective

Strategies
Policies

Programs

INTERNAL
Budget

Structure
Culture
Resources

Procedure

Source: Wheelen and Hunger, 1998, p.9
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Performance

There is broad consensus about the environmental scanning stage at the
start of the strategy process, although different scholars hold varying views
on what exactly should be involved in that stage and how it should be
conducted. Both Wheelen and Hunger and the PEST analysis model below,
which is widely used in the Arab world, include culture as an internal factor.

Figure 2.9 PEST environmental scanning including stakeholders

Source: Develop or Validate the Strategic Plan, http://mdcegypt.com, 2011

This suggests that the emphasis is on the organisation culture, whereas the
wider social culture is included under external factors. However, the
researcher would argue that cultural influences in the wider society may in
some cases be so strong that they deserve separate consideration under the
umbrella of external factors as well as internal ones. The influence of key
stakeholders is also an integral part of environmental analysis in public sector
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agencies (Donnelly, 1999), therefore it is reasonable to assume that the
same holds true for national oil companies since they control the expenditure
of revenues in order to achieve public policy goals.

Following the environmental scanning stage, the strategy formulation stage is
generally recognized as consisting of mission, objectives, strategies and
policies. Of the models available for considering these elements, two are
examined here, selected because they offer alternative approaches to
strategy formulation: one identifies the importance of personal goals and
characteristics whilst the other portrays the case when mission is established
before environmental analysis is carried out.
Figure 2.10 Relationships between personal characteristics, personal
objectives, vision and mission
Culture
Environment
Values

Industry analysis

Personal characteristics of
owner managers

Personal objectives

Vision

Mission

Attainable objectives

Source: Adapted from Analoui and Karami, 2003, p.124
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Analysis of
organisational
resources

This shows the strong influence of the combination of culture, environment
and values with the personal characteristics of the owner manager of an
SME. The head of a country has considerably more influence than a typical
owner-manager, with a very close overlap of personal objectives and
objectives for the country. The objectives and vision may well be formulated
without any reference to the analysis of the industry or of organisational
resources. Indeed policies may be designed and resources allocated to
organisations (sufficient revenue permitting) to implement the vision and
mission, although the task of setting and achieving objectives will be
delegated to the organisation, agency or NOC. In this respect, the role of the
country’s leader resembles that of an owner manager in a SME.

An alternative model, originally developed by Pearce and Robinson (1991)
and discussed by Karami (2007), places the mission at the start of the
process. As shown in figure 2.10, this could be seen as more closely
representing the order in which steps in the process are carried out in
political environments and also retains the idea of ‘grand strategy’ as a plan
for meeting long term objectives, although without a separate ‘vision’ concept
or stage.

However, in the public sector or national oil companies, the development of
any of these can lie outside the individual company and even outside the
NOC. The researcher would argue that the mission and vision are created
mainly by the country’s leader with a strong influence of OPEC and that the
policies are a combination of those set externally to the NOC and companies,
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such as Libyanisation and remuneration of Libyan employees, and internally
devised policies. The strategies are likely, therefore, to be heavily influenced
by these external factors. Alternatively the individual national oil companies,
the NOC, the Libyan leader and government and OPEC could be seen as
components within a single system.

Figure 2.11 Mission as first step in strategy formulation

Mission
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Long term objectives

Short term objectives
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Operating strategies
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Implementation of strategy
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Source: Adapted from Karami, 2007, p.14
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Feedback

Turning to strategy formulation, none of the preceding models offers a
sufficient reflection of the processes that are used by governments, their
administrative bodies and executive agencies or state-owned enterprises.
The relationships between bodies such as departments that are external to
the organisation while being closely associated with their executive or
administrative agencies and organisations are dealt with later in this literature
review.

2.7.1 Approaches to strategic management

This section sets out to illustrate the way in which strategic management
evolved as a separate management discipline, starting with the work of
Chandler (1962) who explored the influence of strategy on organization
structure and whose work led to other research and new theories, again
starting a process of specialization on the one hand and considering the
whole enterprise on the other. Examples of the narrowing focus can be found
in Ansoff’s work on corporate strategy (1965), as compared with say
business or financial strategy, even while he was one of the first to examine
relationships between companies and markets and to classify strategy into
different types.

The historical development of strategic management was briefly outlined by
Aaker (2001) who identified the beginnings in the early 1900s, in trends and
predictions in budgeting which was followed by long-range planning in the
1950s and 1960s. During the 1960s it was realized that change in markets
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and technology together with increasing international trade and competition
made it difficult if not impossible to be confident with predictions and the oil
crisis of the early 1970s brought this home forcefully. By the 1990s, there
was a recognition that planning was dynamic and that strategic management
aimed to foresee changes rather than react to them (Ansoff, 1991 and Aaker,
2001). The sharper focus on external factors led to strategic planning in the
1960s and beyond, although other forms of strategic management were
emerging, notably in marketing, management accounting techniques, and
resourcing and resource allocation (Robbins et al., 2000).

The shift from strategic planning to strategic management reflected the
realization that long term plans could not be made and carried through in a
straightforward manner because planning and changes to plans happen in
real time and that therefore almost continuous scanning of the environment,
good information and good use of information take on new importance.

Strategic management evolved in two parallel dimensions, the empiricallybased practical experience leading to generation of theory and the
development of theory, with the practical school as the much stronger
influence. The ever-present analytical tool of SWOT (strengths, weaknesses,
opportunities, threats) or TOWS (threats, opportunities’, weaknesses,
strengths) analysis, for example, was formally set out by Andrews (1971).
The influence of markets and techniques for analysing both markets and
companies in order to derive ‘competitive advantage’ was summarized in
Porter’s work (1980 and 1985) with its influential analytical model of five
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forces; threats of new entrants and substitutes, bargaining power of
customers and suppliers, and competitor rivalry). This model is relevant to
the oil industry today as will be demonstrated later, although whereas
Robbins et al (2000) attributed the usefulness of the model to its capacity for
rating market attractiveness as well as determining the appropriate
competitive position, NOCs have little choice in the matter of market
attractiveness. Their role is to maximize revenue for the longest possible
period.

Figure 2.12 Classical strategic planning processes

Source: Mintzberg, 1994, p.37

As shown in figure 2.12, this model assumes that environmental scanning
and internal environment analysis will start the process. The organisation will
then identify or include its distinctive competences (Hitt and Ireland, 1985;
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Prahalad and Hamel, 1990), specify its key success factors and create
strategic options, taking into consideration social responsibility and
managerial values. A stage of rational evaluation of the options then leads to
a choice of strategy which should then be pursued and implemented with all
possible effort. There are some interesting features in Mintzberg’s model of
the design school of strategic management, most notably the use of terms
which later took on additional layers of meaning, such as ‘social
responsibility’ and ‘managerial values’.

This model takes no account of

change that can occur in the external or internal environment while the
strategy is still be formulated, which means that in a rapidly changing
environment and, say, adverse effects of economic recession on organization
structure and staffing, the strategy could be out of date and/or unsuitable
even before it is implemented. This is a linear model which is not congruent
with a complex and dynamic business environment.

Writing in the context of strategy in entrepreneurial firms, Karami (2007, p.34)
contrasts this classical model with the intuitive learning model of strategic
planning, highlighting the more flexible and responsive nature of this
approach. Unlike the classical, rational planning model, it is non-linear. There
is a focus on internal environmental factors such as learning and leadership,
it incorporates ideas and feelings and decisions can be both top-down and
bottom-up. In one sense this could be said to apply to OPEC which resulted
in large part from oil-producing countries’ emotional responses to perceived
oppression by oil-consuming countries and their passion and national pride.
Their strategic actions, in the eyes of most Western countries, were indeed
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entrepreneurial. However, at the level of the individual NOC or component oil
companies, not enough is known to state whether or not this particular model
is in use or appropriate.

Karami (2007) offers a strategic management model for entrepreneurial small
and medium enterprises (SMEs), arguing that less is known about strategy in
SMEs than in large organisations. A key feature of this model is that it locates
the development of the business idea at the very beginning of the process,
although it suggests that the idea develops in response to environmental
analysis and assessment of internal factors, whereas some well-known
entrepreneurs such as Sir Alan Sugar and Richard Dyson will have an idea
then seek a market for it, or seek to create a market for it.
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based on a study of oil majors’ strategic planning which is shown in figure 2.14.

strategic change may be constrained by long planning and budgeting cycles. A different non-linear model was proposed by Grant (2003)

This model does not reflect the complex policies, procedures and processes that already exist in many large organisations, where

Source: Karami, 2007, p.39
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Figure 2.13 Strategy development model for Entrepreneurial SME

Figure 2.14 Strategic planning cycle in private oil majors

Source: Grant, 2003. p.499

Although this model has the merits of being non-linear, it shares
characteristics with many large bureaucracies such as government
departments therefore does not highlight any features particular to the oil
industry. Grant’s model focuses on the annual corporate planning cycle and
all companies in his study (Grant, 2003, p.500) had corporate planning units
staffed by analysts and technical staff who provided information for
generating and evaluating strategic options and administered the planning
process. As can be seen from the diagram, the strategic management
process is closely tied to existing company processes and documentation.
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From the 1980s onwards, there was continuing emphasis on the significance
of trends. However, Grant (2003, p,506) noted that in the 1980s and 1990s
oil majors adapted their approach to strategic planning, variously starting to
use scenario planning – a movement begun by Shell – and examining the
assumptions underlying the variables they had used in forecasting trends
rather than relying on straightforward extrapolation of the variables
themselves. This has the advantage of taking into consideration the existing
arrangements in large organisations. However, it does not incorporate the
scenario planning dimension nor does it address the issues of scenario
planning carried out by an overarching body, as is the case with OPEC, or
the socio-political dimensions involved in public sector organisations or
national companies.

Scenario planning evolved in response to turbulent and unpredictable
environmental conditions, exploring a range of possible and likely futures
rather than attempting to predict a single future scenario. This is a very
different approach to strategic planning, associated with a processual
approach to strategic management. It attaches as much importance to
shared thinking about the future as to any strategy that emerges (Schwartz,
1996), with a strong focus on external factors. The steps are illustrated in
figure 2.15; identification of driving forces such as global recession or new
technology, determining critical uncertainties such as when the economy will
emerge from recession, creating stories (scenarios) that describe how the
future will look if particular forces work in particular ways and then
considering what that means for the organisation. This is useful for
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consideration of medium and long term strategy because it incorporates
flexible thinking about strategy, but it is not a substitute for the necessary
more detailed planning at corporate, business unit and function level.

Figure 2.15 The scenario development process

Source: Brummell and MacGillivray, scenarios2strategy.com 2010

Significantly, according to Schwartz (1996) this technique facilitates
conversations about strategy and strategic conversations within the
organisation, thereby enabling many directors, managers and employees to
be in effect telling the same story and therefore engaged emotionally and
intellectually in the company’s future as well as through reward compensation
systems. From Schwartz’s point of view, although senior managers retain the
authority for making organisation-critical decisions, every employee and
director should share the same vision and story and understand possible
futures in more or less the same way and, in this sense, everyone has a role
to play in creating and achieving strategy.
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Historically, however, strategic management was reserved for the most
senior managers, often the Board and Chief Executive Officer, with either a
top-down approach or a departmental or bottom-up approach in the light of a
top down steer which gives considerable responsibility to middle and senior
managers for selecting appropriate proposals and activities, and often used
in public sector organisations in the UK. Nevertheless, this has changed over
time, partly in response to cultural preferences in management, as in welldocumented case of Japanese companies (Ishikawa, 1985) or through the
adaptation of this approach to quality circles and other forms of continuous
improvement in Western organizations (Johnson, 1992; Smith et al., 1994).
In addition there have been attempts to capitalize on market opportunities
and innovation for example the ‘skunk works’ of Lockheed Martin (Rich and
Janos, 1994) or what has been termed ‘bubble up’ strategy in the public
sector (Kawalek, 2007) which represent the contingency or emergent
approaches to strategic management and the links with innovation and
entrepreneurship or entrepreneurship.

It is also possible to develop strategy from the bottom up, with middle
managers and then senior managers channelling the most suitable proposals
to the team or individual who collates the strategy, as was the case in Britain
with the Manpower Services Commission in the 1980s (Dowding, 1995).
The Japanese challenge produced an interesting response in the West,
where Pascale and Athos (1981) analysed Japanese management
techniques under seven different headings which then became the McKinsey
7S Framework: Strategy, Supraordinate goals (almost synonymous with the
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current use of ‘organization values’) Structure, Systems, Staff, Skills and
Style. In Pascale and Athos’ view, whereas American companies had
strengths in what they termed the hard factors, they were weak in the soft
factors of skills, staff, style and supraordinate goals or values. This
highlighted the need to incorporate human factors into strategic and
operational management. In addition, it was noted that American companies
operated on a relatively short-term basis.

A different response came from Peters and Waterman (1992) who identified
keys to excellence shared by successful American companies and which
greatly influenced the US approach to strategy and strategic management.
These keys were; a bias for action, customer focus, entrepreneurship,
productivity through people, value-oriented CEOs, stick to the knitting, keep
things simple and lean and loose-tight, in other words tight centralized control
together with maximum individual autonomy (Peters and Waterman, 1992,
p.13).

More recent theories disagree with the ‘keep it simple’ approach, arguing that
complexity and chaos theory are necessary in the collection and
consideration of information and the generation of options, even if the
statements of mission and vision, together with the objectives, are
straightforward. The degree of complexity has steadily increased, for
instance through the work of Hamel and Pralahad who introduced the
concepts of strategic intent (Hamel and Pralahad, 1989) and core
competency, (Prahalad and Hamel, 1990). In effect, strategy and strategic
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management have both moved away from what is called the ‘Design School’
(Ansoff, 1991) as endorsed originally but later rejected by Mintzberg himself.

Strategic management in the oil industry has a number of interesting
characteristics: investment is both high and long-term, emergencies and
disasters do unfortunately occur from time to time, the knowledge and
expertise of the petroleum geologist holds a special place and, as events in
Iran, Kuwait and Iraq have illustrated all too vividly, domestic and
international politics are a powerful environmental force, as is the price of oil.
At the same time, for NOCs, there are national government requirements to
be met.

Joyce (2001, p.1) argued that the usefulness of strategic management in the
public sector was “as a multi-purpose tool which public services management
must have to ensure that their organizations survive in the short and medium
term and build for a long-term future”. However, this is difficult to pin down for
several key reasons. There exists “a multitude of definitions of what [strategy]
is, and how it is used”, it is “an unfinished and evolving phenomenon”, it is
“about ideas” (Joyce, 2001, p.2), it is about both positioning and performance
and it has both a hard and a soft side (ibid, p.3). In other words, it is “hard to
define because it changes as circumstances change” (ibid, p.3).

Joyce identified four models of strategic management in the public sector;
classical or “rational planned approach to management” (ibid, p.7),
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businesslike with a strategic core but power in the front-line with service
managers (ibid, p.11), visionary as in “long-term strategic vision produced by
elected politicians” (ibid, p.14) and what Joyce describes as foresight-based
or “based on the idea of the guidance of strategic action by the use of
intelligence” (ibid, p.14) which is “associated with a form of intellectual
leadership” (ibid, p.15) that takes into account the requirement to build
capabilities.

An interesting development in strategy occurred in the oil industry when Shell
adopted scenario planning (Schwartz, 1996) in the 1980s. It is widely
recognized that scenario planning enabled Shell to respond quickly and
effectively to the consequences of the 1970s oil shock in the sense of trying
to ensure that Shell would be better prepared for any similar shocks
thereafter by seeing possible alternative future and having a range of
responses ready (Ringland, 1997). According to Schwartz (1996), the
sources of competitive advantage cannot be known before the future arrives
because the future and therefore strategic outcomes are uncertain but
scenario planning allows people to create stories of how the future could look
if certain influential factors developed in particular ways and shared stories
mean shared understanding.

A further interesting development occurred in the work of Mintzberg et al
(1998) which focused attention on the process of strategy, re-examined the
concept of strategy and explored the meaning of strategy. These are
discussed in the later section on historical development of strategy.
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Whatever approaches and techniques are adopted, strategic management
provides the overall direction to the enterprise which, it is increasingly
acknowledged (Hunger and Wheelen, 1999), needs to align with the market
and other trends in the environment; political economic, social and financial.

2.7.2 Current position

This section provides a reminder of the definitions of ‘strategic management’
and summarizes the current position with regard to approaches to strategic
management. Firstly considering ‘strategy’, the range of definitions reflects
the different perspectives. There is a generally recognized difference
between strategy and implementation (Analoui and Karami, 2003) and
between these and “strategy … evaluation” (David, 2007, p.5). A further
distinction is frequently drawn between strategy that mainly concerns longterm planning and strategy aimed at responding to changes in the business
environment. Approaches to strategy can be classified into four broad groups
(Analoui and Karami, 2003, p.50); classical, processual, evolutionary and
systemic and strategy-in-practice operates at different levels in the
organisation. In their standard textbook, Johnson et al (2005, p.9) define
strategy as follows:
"Strategy is the direction and scope of an organisation over the
long-term: which achieves advantage for the organisation through
its configuration of resources within a challenging environment, to
meet the needs of markets and to fulfil stakeholder expectations".
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This is the operational definition to be used in the current study, although
certain of its many complex aspects are discussed in more detail in later
chapters.

Although this study has adopted a working definition of strategic
management from Dobson et al (2004) which encompasses everything
needed for organisational positioning to ensure long-term survival in a
competitive market situation, it is recognized that as state-owned enterprises,
National Oil Corporation companies may be constrained with regard to
strategic management decisions. This is because significant strategic
decisions are typically made by political decision-makers who are likely to
accord far greater importance to social welfare goals than would be expected
in a straightforward private sector company. Nonetheless, a wide spectrum of
roles, responsibilities and tasks come within the category of strategic
management.

These cover the stages of strategy formulation, implementation and
evaluation and also in certain roles concentrating on specific functions such
as human resource management, marketing or management accounting or
on particular aspects of strategic management, for example corporate or
business strategy. Involvement in strategy formulation will involve some
combination of environmental analysis, market analysis, assessment of
company strengths and weaknesses, audit of core competences, and setting
of goals and objectives at various organizational levels, in addition to drawing
up broad strategic plans with measures of success. During this stage, options
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should be assessed against the criteria proposed by Johnson et al (2005);
suitability, feasibility and acceptability. Acceptability is interesting as it implies
the involvement and expectations of key stakeholders, typically shareholders,
employees and customers in terms of return, revenues and risk. In the case
of state-owned enterprises the expectations of government, ministers and
head of government will have a major influence.

Implementation typically entails putting in place the management structures
and processes necessary to develop and carry out more detailed plans for
achieving the goals and objectives and securing the resources required,
together with matching and allocating resources to tasks. The allocation of
resources alone will involve cross-disciplinary and co-ordinated activity by
managers from departments such as finance and purchasing, engineering,
human resources and IT and so high level co-ordination is essential. In stateowned enterprises the chain of command may well be a long one that
extends from heads of governments throughout the organization, which
means that either the essential elements of the strategy must be understood
by everyone involved or that instructions are obeyed.

During the strategy evaluation stage, strategic management consists of
reviewing the results of implementing the strategy against the intended
targets and performance measures which will in turn lead to reformulation of
the strategy if appropriate in terms of the internal and external situational
analyses which will need reviewing to identify any significant changes.
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2.7.3 Levels of strategic management and strategy

Large enterprises will typically have different types and levels of strategy as
well as of management. In both large executive agencies in the UK public
sector, such as the Department of Universities, Industry and Science, and
large private sector companies there is usually a corporate strategy linking
the different, or diversified, aspects of the enterprise. This typically contains a
statement of corporate aims and objectives, often with vision, values and
culture. It is likely to be embodied in a corporate strategic plan which brings
together the service delivery and development strategies, the marketing and
publicity strategy and the financial and resourcing strategy (Bovaird and
Löffler, 2003, p.7). Under this broad corporate strategy there are typically
business-level competitive strategies and functional unit strategies. Where
there is a corporate strategy, it will typically be underpinned by strategies at
the level of the business unit which in turn will be reflected in strategies for
each of the key functions.

According to Michael Porter, a firm must formulate a business strategy that
incorporates one of cost leadership, differentiation or focus in order to
achieve a sustainable competitive advantage and long-term success in its
chosen arenas or industries (Porter, 1985, pp.11-15). However, this has been
challenged as sophisticated customers demand better quality, more choice
and lower cost (Miller, 1992).
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Functional strategies include marketing strategies, new product development
strategies, human resource strategies, financial strategies, legal strategies,
supply-chain strategies, and information technology management strategies
(Wheelen and Hunger, 1998). The emphasis is on short and medium term
plans and is limited to the domain of each department’s functional
responsibility. Each functional department attempts to do its part in meeting
overall corporate objectives, and hence to some extent their strategies are
derived from broader corporate strategies. Figure 2.16 illustrates that
strategy can be considered in categories of level as well as types (Robbins et
al: 2000).

Figure 2.16 Three levels of strategic management and strategy
Board/CEO
Corporate
Strategy

Middle management
Business
Strategy

Business
Strategy

Lower management
Functional
Strategy

Functional
Strategy

Functional
Strategy

Source: Adapted from Analoui and Karami, 2003, p.53
The levels illustrated are defined by Robbins et al. (2000, p.275-276) as:
corporate-level, which seeks to establish or confirm what business the
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enterprise should be engaged in, business-level, which seeks to establish or
confirm what different business within a large organization should be
engaged in, and functional-level, which should establish how functions
support both the other strategies and will require co-ordination across
functions.

Drucker (1993) proposed a further level of strategy which he termed
operational strategy, intended to align day-to-day activities with higher level
and wider strategies, but this receives minimal scholarly attention as the
activities it concerns have no impact on budgets and therefore relatively little
impact on resources as a whole.

Corporate strategy level concerns not only deciding what business the
organisation should engage in but also how to segment markets, the
business environments and the organisation in a way that enables
opportunities to be identified and taken in order to maximize outputs and
outcomes (Hatch, 1997). In theory this enables synergy among the various
business units such as collective negotiating power, vertical integration and
combined business creation (Goold and Campbell, 1998).

Another of the ideas that is potentially relevant to NOCs is portfolio theory
which stated that operating divisions could contribute as cost centres, or
even profit centres, to an enterprise’s overall financial and market position
and could be almost stand-alone unit, often using the Boston Consulting
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Group (BCG) matrix (Johnson et al., 2005). Portfolio theory resulted in
widespread diversification until the 1980s which saw the start of a trend
towards demerging large companies into more profitable independent
companies.

One of the key contributions of Porter (1980 and 1985) is the emphasis on
value, through the value chain and through scrutinizing every activity to
assess what value it adds to customers. This idea was further developed in
terms of finance, competencies and capabilities. As it concerns external
suppliers and end customers or users, this involves at least some of the
managers in managing external relationships and all relationships with key
stakeholders.

The case of the NOCs is interesting because of the multiple layers of
strategy. Clearly, the government controlling a particular NOC will have its
own strategy for the country which may or may not be heavily influenced in
turn by political or economic strategies with a global reach, such as those of
the World Bank. The Organization of Petroleum Exporting Countries (OPEC)
has a published strategy (OPEC, 2006) and the Organization of Arab
Petroleum Exporting Countries (OAPEC) also has a strategy. The
consultative, decision-making and operational bodies all potentially have
considerable influence in the strategy-setting process in an NOC and this is
returned to in a later section.
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It is useful to keep in mind that Mintzberg (1994) reported findings from a
study that showed that some 90% of the planned outcomes in most
companies’ formal strategic planning never actually materialize. Only 10% of
most companies’ actions arise out of their strategic planning (i.e. realized
strategy). The source of the other 90% of what companies do Mintzberg calls
emergent strategy. This is the accumulation of day-to-day decisions,
disjointed initiatives, and actions taken by managers in response to everyday
work demands, without any grand master plan or comprehensive strategic
concept. When everything is taken into account, this is the real strategy that
most companies follow. Emergent strategy is based on the notion that
strategy thinking is a nonlinear and informal learning process.

Whittington (1993) divides strategy into classical, evolutionary, processual,
and systemic, a classification later used by other scholars such as Analoui
and Karami (2003). Classical strategy assumes that strategic decisions take
place in a relatively stable environment and are based on more or less
quantitative analysis of the situation and, to a large extent, hard facts.
Evolutionary strategy is based on efficiency, on the concept of profit
maximisation through the most appropriate strategy which implies that the
strategy has to change over time as circumstances change, and typically
there will be several options under consideration at any point in time.

There are two main differences between evolutionary and processual
strategy. The first is that processual strategy focuses as its name suggests
on both process and context within the organisation and recognizes the
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influence of the culture in which it is embedded. The second is that the
process generates the appropriate strategy in response to events and so the
clear separation between formulation and implementation of strategy in the
classical approach is absent here (Whittington, 1993).

Systemic strategy takes a wide view, considering the external environment
as part of the whole system within which the organisation operates and
considering the constituent parts of the organisation as in a holistic way with
regard to each other and to the wider environment (Whittington, 1993).

2.7.4 Whittington’s approaches to strategy

Increasingly, a combination of approaches to strategy is used by enterprises
and this is true of the oil industry. A company like Shell, for example, uses a
combination of scenario planning techniques within a systemic strategy
approach to gauge likely future developments in order to be able to respond
to them appropriately. At the same time, running the petrochemical plants
with their twenty-four seven operations and the need for commissioning and
decommissioning plants requires a classic approach with rigorous objectives
in a long-term strategic planning approach. An evolutionary approach is
required for addressing issues such as climate change, alternative energy
sources and fluctuations in the economy.
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Whether this holds true in the case of state-owned enterprises, in particular
NOCs, is open to question. To some extent it will depend on the level and
types of control exercised by the state.

Strategic planning flows from the definition of an organisation’s vision,
mission and objectives and subsequent environmental scanning, to
understand the organisation’s strategic position with respect to the macro
external

environment,

its

industry,

competitors,

internal

resources,

competencies and expectations and influence of stakeholders (Stoner et al.,
1995). This initial process establishes a basis for strategic choice by means
of a match of identified strengths to opportunities. The translation of strategic
choice into action is then implemented across all levels of the organisation
through

programmes,

resources,

technologies,

and

performance

management structures (Johnson and Scholes, 2002; Davis, 2006).

2.7.5 Strategic management in use in state owned enterprises

State owned enterprises vary considerably in their purpose and structure
which indicates that strategy and strategic management will also vary. A
Stanford University research programme which started in 2007 aimed “to
improve the theory that explains how such special enterprises interact with
their host governments” (Stanford University Prospectus, 2006, p.1).
Attention was directed to differences between NOCs and private sector
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companies and to how the special circumstanaces and factors affected the
performance of NOCs. The publishers of the research prospectus announced
that “As social scientists we note that NOCs are organized and behave in
ways that are strikingly different from private (non-state) firms that are the
basis of most theories of industrial organization. NOCs are often, in effect,
states within a state […] These special roles confer enormous political power
that NOCs have used in highly varied ways” (Stanford University Prospectus,
2006, p.1-2). The theme of strategy within the programme focused on which
business strategies, both international and domestic, had been tried and
which had been successful, on strategic relationships with other companies
such as joint ventures with IOCs and on exploration, investment and risk as
specific aspects of strategy in the global hydrocarbons industry, notably,
together with the impact of external factors. There was no specific mention of
strategic management but rather an assumption that it existed and was
capable of formulating and implementing strategies.

A second research programme at the University of Austin in Texas also
sought to identify and understand key factors impacting NOCs’ behaviour
and performance. In addition it sought to understand NOCs’ strategies and
identify

best

practice

through

an

evaluation

of

their

performance

(www.usaee.org). Although working papers have been published, as yet the
authors have not granted permission for any attribution or reproduction.

One report on International Oil Companies (IOCs) commissioned by the
Baker Institute contains only four mentions of ‘strategy’ and does not mention
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‘strategic management’ at all; references are almost exclusively to industry
reports, country reports and trade journals (Jaffe and Soligo, 2007). Another
report on NOCs with regard to corporate citizenship contains nineteen
mentions of strategy but none of ‘strategic management’, despite the
perception of NOCs as key players in and shapers of the global oil market
(Chen, 2007). In Chen’s report, discussions of strategy were dominated by
national strategies although there was a focus on social responsibility as a
particular aspect of strategy within a broad socio-political context of
environmental considerations and human rights issues.

A third report, which proposed a model of the operation and development of
an NOC, contained a single mention of strategy, concerning the policy stance
that should be adopted towards NOCs (Hartley and Medlock, 2007).
However, Hartley and Medlock drew attention to the relationship between
company and owner, indicating that a principal-agent relationship could be
applied to the NOC context if the goal of the principal was altered to the
delivery of political objectives rather than maximization of shareholder wealth.
They proposed that because NOCs cannot fail in the same way as private
companies, managers’ motivation and behavior may be less susceptible to
control. Their interest in management issues, however, was limited to matters
of efficiency and did not include effectiveness (Hartley and Medlock, 2007).

In contrast, a report on Venezuela’s NOC did mention strategy, corporate
strategy rather than business strategy (Mares and Altamirano, 2007).
Strategy was briefly discussed in terms of political strategy for raising
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revenue, market diversification, and improved capability leading to improved
negotiations with foreign oil companies and joint ventures as a deliberate
internationalization strategy. Mares and Altamirano noted that the formal link
created in 2006 between NOC strategy and the national development plan in
order to limit earlier freedoms in fact encouraged continuing inefficiencies.
However, processes leading to the strategy are not examined; the report
assumes that strategy is determined by the government.

Overall, it can be said that these reports and case studies focus on oil
geopolitics rather than structures and processes which enable NOCs to
formulate and implement strategies.

However, the importance of strategy to NOCs was highlighted by Marcel and
Mitchell (2006, p.170) who asserted “Strategic thinking is a new imperative
for the national oil companies of the Middle East and Algeria”, arguing that
NOCs have a common strategy involving optimization of natural resource
development, making a positive financial contribution to their country’s
economy and increasing internationalization. Marcel and Mitchell also
highlighted the need for NOCs to prepare for possible future market
scenarios because the global oil market operates in supply and demand
cycle. They found that while some NOCs employed economists or corporate
planners, many NOCs relied on analysis of data from external sources. The
only established strategic planning processes they identified were at Saudi
Aramco which produced 5-year strategic investments that were updated
annually in a business plan (Marcel and Mitchell, 2006).
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Marcel and Mitchell reported there were “many strategic thinkers in the
NOCs” (2006, p.124) but noted a lack of clarity in many NOC missions
resulting from historical relationships between company and government:
“Within NOCs there is a constant struggle to find the right balance between
the national and commercial missions” or, as they termed them, the core and
non-core missions (Marcel and Mitchell, 2006, p.126). They argued that
OPEC quotas could in fact act as a constraint on strategy and strategic
management in NOCs; for example, a particular country might have to
choose between exceeding its quota or having spare capacity, neither of
these being an optimal decision.

Strategic management processes, whether in non-profit or for-profit
organizations, are concerned with identification and understanding of the
changes needed for sustainability and success, and of the implementation
and

managemenet

of

these

changes.

The

challenge

of

strategic

management is to meet the performance requirements of the present while
laying the foundation for future success (Fahey and Randall, 1994). In the
Libyan NOC companies, the dimension of public sector management has to
be taken into account through the adoption of a more processual approach to
strategic management in order to address the complexity of the geopolitical
relationships involved, with the government, with OPEC and with oil
companies involved in concessions and strategic alliances.

One proposal solution that has been put forward for handling the complexity
of strategic management in NOCs is that of an overall Balanced Scorecard
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(BSC) approach to performance management targeted on achieving strategic
objectives (Johnson and Beiman, 2007). The BSC approach was developed
in the early 1990s by Kaplan and Norton in order to encompass a range of
factors in performance management; financial, production, marketing, new
product or service development and organizational development (Kaplan and
Norton, 1996). The need to take an all-round view of performance and also to
take multiple stakeholder perspectives into account has been made more or
less possible by the application of information and communication technology
systems which have allowed senior managers to take a much more
comprehensive view of strategic management than ever before. The most
notable of the comprehensive systems is the balanced scorecard approach
developed in the early 1990s (Kaplan and Norton, 1996), and in order to
achieve a 'balanced' perspective. They report that the use of a BSC
approach increased cashflow at Mobil Oil (Johnson and Beiman, 2007, p.18)
and profitability at Texaco (ibid.) and also reported the effective use of the
BSC approach in state owned enterprises other than oil companies in
developing countries (ibid., p.21). Of the Chinese companies included in a
survey, over half had no process for managing strategy (ibid. p.90).

From the mid 1970s onwards there have been many reports on management
in privatisation of former state owned enterprises, such as Aharoni (1981),
Ring and Perry (1985) and Shirley (1998). However, privatisation is at the
present time an unlikely outcome for the Libyan NOC and therefore the focus
in this literature review remains clearly on the NOC context.
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Johnson and Beiman (2007) assert that governments have a fundamental
choice regarding strategy in state owned enterprises; they can allow each
one to produce its own strategy and take action only when performance is
out of step with government requirements, or they can determine the
overarching strategy within which the enterprises are expected to operate.
The researcher’s experience included a Master’s dissertation on international
strategic marketing in the Bani Walid carpet factory in which it was shown
that the Libyan government’s approach was to set the overarching strategy
for all its state owned enterprises.

Figure 2.17 gives an overview of the strategic management process in the
Libyan National Oil Corporation, showing the main stages in the formulation
and implementation of strategy and the influences on them in the Libyan
NOC. This is important because it clearly shows the link between the political
and overarching strategic dimensions of the strategy.
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Figure 2.17 Strategy formulation in the Libyan NOC
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Source: Adapted from Joyce, 2001 and Canadian Team, 2002 in Libyan context

107

2.8 Senior managers as strategists

This section begins by looking at the role and requirements of senior
managers in formulating and implementing strategy and then at the skills
development that may be needed for them to succeed in this area.

According to David (2007, p.xi) “Less room than ever for error exists today in
the formulation and implementation of a strategic plan” and strategic
management requires the “integration of different disciplines” (David, 2007,
p.5).

He argued that “Top managers have the best perspective to

understand the ramifications of strategy-formulation decisions; they have the
authority necessary to commit the resources for implementation” (David,
2007, p.6).
requires

He elaborated further, stating that strategy implementation

“personal

discipline,

commitment

and

sacrifice”

and

that

interpersonal skills, namely clear communication and strong motivation “are
especially critical for successful strategy implementation” (ibid.). Alsaed
(2000, p.29) supports David’s view that top management has full
responsibility for strategic management, although it is recognized that there
many be many strategists in an organization, “those who are involved in
development, implementation, evaluation and adjustment of strategy”
(Alkhafaji, 2003, p.35).

However, as Alkhafaji notes (2003, p.11), historically there was a tendency
for the Chief Executive Officer to be in change of strategy formulation and

108

implementation, whereas in more recent times boards of directors are
increasingly aware of the power that they hold and increasingly willing to use
that power. Strategy formulation continues to be the preserve of senior
managers who have the final say in the future direction of the enterprise
(Brown et al., 2005).

The question then arises of how senior managers are expected to gain the
necessary knowledge, skills and experience. According to Sloan (2006, p.36)
a lot of the learning involved in thinking strategically comes about informally,
for instance through experience, “outside work in a very nonlinear manner”,
therefore Sloan questions the role and usefulness of the many courses and
seminars on the market. Recent empirical evidence seems to reinforce this
view:

according

to

the

Global

Leadership

Forecast

2008/2009

(www.personneltoday.com), efforts from 2001 to 2008 to raise standards of
leadership in UK enterprises were not successful. Only two out of five leaders
said their opportunities for development satisfied them, the same in 2008 as
in 2001. Whilst fifty per cent of human resource directors surveyed said they
had a process for identifying talent and high potential, only around forty per
cent of them had a programme in place to harness and develop that
potential. In general, individual development was rated more highly than
standard in-house or external training or development courses. Modes of
delivery included a wide range of techniques such as mentoring, international
opportunity and overseas assignments, cross-divisional transfer, actionlearning, individually tailored programmes, peer group feedback, personal
development plans, coaching, exposure to other businesses and cultures,
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broad-based general manager development and customised in-house
programmes. These findings came from a summary of a "Grooming for the
board"

report

conducted

by

NB

Selection

Limited

(www.personneltoday.com).

Whilst the leadership initiative was at its height in the UK in 2005, a survey of
expenditure on development found that as much as four-fifths of
development budgets for management and leadership was spent on senior
managers or individuals designated for those role in future (Burgoyne, 2005).

These empirical findings raise questions about the theory underpinning
senior management development, its purpose and the appropriate process or
processes for fulfilling the development needs. Woodall and Winstanley.
(1998, p.10) suggested three categories of purpose – organisational,
management and personal development – related to the requirements of
business

strategy,

succession

planning,

career

planning

and

self-

empowerment (1998, p.11). They argue that the nature and extent of
management development is contingent upon the role and work being
undertaken, as well as on the company and culture, because these
determine the skills, knowledge and experience to be developed (1998, p.6974).

Although the empirical evidence points to individual coaching and mentoring,
one of the most influential theories has been that of action learning, which
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has been around since the 1920s and which provides an environment where
managers can learn from each other through sharing real-world problems
and, it is suggested, can be taken to a further level of learning and
development, that of

'critical realism'

(Burgoyne, 2009), although this

requires reflective practice which may or may not be appropriate to all
cultures. The benefit of action learning is that it offers a process for managers
to examine and address complex, non-routine situations for which there are
no ready-made answers. The theory behind action learning is that of Kolb’s
learning cycle (Kolb, 1984) which proposes learning through experience
followed by reflection, links with theory and drawing general principles from
experience and reflection, and testing what has been learned in unfamiliar
situations. Pedler (1997) describes the work of Revans who did much to
popularize action learning and adds to Revans formula linking learning with
programmed knowledge and questioning insight the need for implementation
of learning.

However, the tradition of MBAs and Doctorates as qualifications for top
management is not easy to change, although some business schools such
as Manchester have recognized the need to introduce practical projects into
MBA programmes alongside the theory. There is some evidence that senior
management development programmes are seeking to provide combinations
of more traditional education and training with organisational development
programmes (Mintzberg and Gosling, 2002).
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Despite the preference of senior managers for individually tailored
development, there are common elements in most of the provision such as
management and leadership styles and models, strategic analysis and
planning techniques. The most effective methods seem to be a combination
of action learning, mentoring and coaching (Horne and Jones, 2001; and
Megginson and Clutterbuck, 2005), and the summary framework developed
by Perren and Burgoyne (2002) identified strategic elements of development
programmes as vision, values, risk-taking, use of resources (financial and
physical), interpret information, make decisions, continuous improvements,
inspire, performance, strategic thinking and culture.

With regard to relating individual development to the enterprise as a whole,
Burgoyne (1999) proposed a scale, running from stage 1 where there was no
systematic management development to stage 6 where there was strategic
development of the management of corporate policy and management
development was fully integrated with company goals, values and systems.

2.8.1 Senior managers as strategists in the public sector

Changes over time in national or local public policy have the effect of making
“politics far more salient in the public sector than in private enterprise”, as
expressed by Rosenbloom (1998, p.13). The close and often direct
relationship with politics and policies involves financial resources and
budgetary limits which in turn will require senior managers in the public
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sector to have political skills and negotiating skills (Vigoda, 2002). The
implications for senior managers of what Vigoda (ibid, p.10) terms “limited
rationality as well as high constraints of time and resources on the
administrative process” are that they need not only the negotiating and
political skills but also flexibility in their approach to strategy. All but the most
senior officials will be involved at the level of corporate or business strategy
while the politicians will have the visionary strategy.

Following the shift to public management or new public management from
the 1980s onwards, a number of differences led scholars to identify certain
key differences between public administration and public management.
These included a focus on external relations rather than bureaucratic
procedures, a new use of management functions and techniques such as
planning and monitoring in place of socio-political values and an enhanced
role for middle managers in delivery. In addition, attention focused sharply
on economy and efficiency and on the narrowing of the private-public sector
gap (Vigoda, 2002, p.16). However, certain important differences persist, in
particular the emphasis on classical strategic analysis and planning (Joyce,
2000, p.19-20), in keeping with traditional organizations with very strong
roots in public administration and bureaucratic structures.

2.8.2 Senior managers as strategists in state owned enterprises

Thus far, it has been shown that strategy is more complex in the public than
the private sector and it has also been shown that strategy is more complex
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in NOCs than in many other enterprises because of the nature of the multiple
objectives they are often required to meet. This raises issues of whether
senior managers in state owned enterprises are in some way different as
strategists. Certainly they have to deal with multiple objectives and
perspectives, together with a range of organizational, professional and
technical relationships.

Joyce argued that strategic planning in the public sector was concerned with
“fitting the organization to its environment” (Joyce, 2000, p.20). In his view,
senior managers would carry out work on formulating the mission statement,
environmental analysis, resource audit, identify options and making
recommendations based on cost-benefit and risk analysis. Work undertaken
following strategy formulation would include preparing a range of plans linked
to performance indicators (Joyce, 2000, p.21).

This interpretation fits well with state owned enterprises and NOCs where
there are strong expectations by the government that they will respond to
both market pressures and socio-political priorities. This strongly suggests
that

some

strategic

management

will

follow

the

traditional

public

administration format of preparing documents to explain and expand political
strategies and OPEC strategy, but that there will also be operationally-led
contributions to strategy in particular from technical and professional senior
managers.
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2.9 Senior managers’ perceptions and their effectiveness

There

are

complex

relationships

between

senior

managers,

their

organizations and organizational strategies, their own role in strategic
management and their effectiveness. All these interact with each other and
all are reciprocal. Effectiveness is itself a complex feature in organizations
that cannot be explained by qualifications and skills alone. This section looks
at factors that influence individual managerial effectiveness, using a
framework from a study of managers in the public sector in Ghana (Analoui,
1998). It begins by considering what Analoui terms “parameters” of
effectiveness” … senior managers’ perception, skills and knowledge,
organizational criteria, motivation for effectiveness and constraints and
difficulties” (Analoui, 1998, p.301) before exploring the influence of interorganisational relationships and the dominant managerial paradigm.

It is noteworthy that managerial effectiveness in general has been the subject
of research from different angles; traditional (based on individual personality
and behaviours or organizational measures of income and outputs), and
competency-based (at the level of the individual or the organisation).
Scholars and practitioners have also take two different approaches which can
be broadly described as ‘universalistic’ and ‘contingency’ (Hamlin, 2004),
where the former assumes there exist criteria of managerial effectiveness
that apply to all management positions and the latter assumes that the
criteria of effectiveness will depend on the particular context and situation.
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Individual effectiveness has been related to personality, often using the five
factor

scale

of

neuroticism,

extraversion,

openness

to

experience,

agreeableness and conscientiousness, as for example in Judge et al. (2002).
It has also been addressed in terms of fulfilment of individual needs including
needs for respectful relationships (La Guardia et al, 2000), motivational
theories as in the classic McClelland and Boyatzis article (1982) and
competence (Dreyfus, 2008), although the competence-based approach, as
in Dreyfus, temds to concentrate on highly specific types of managers or
managerial work and roles such as research and development managers.

As a leading early scholar in this field, Boyatzis argue that effectiveness
needed consistent levels of attainment in the requirements of the job,
individual

competence

and

awareness

of

responsiveness

to

the

organisational environment (Boyatzis, 1982 p.13). Whilst some of his findings
remain relevant in the late 2000s, he distinguished between job levels of the
basis of entry, middle and executive so did not specifically address senior
managers in the way that recent studies have done (Boyatzis, 1982).

Managers’ ability to get things done and achieve results on time was seen as
vital, as were the abilities to get things done with and through people,
teamwork, delegation, motivating and receiving feedback (Analoui, 1998,
p.305). According to this study, senior managers recognize the extent of their
own and other managers’ effectiveness, and linked greater effectiveness with
increased “managerial know-how” (ibid.).
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Fifteen years earlier, Boyatzis (1998) had identified clusters of management
competences that included leadership, focus on others, human resources
management, goal and action, directing subordinates and specialised
knowledge. The findings from a 1998 study of senior managers in Ghana
included greater emphasis on communication and the importance of “good
planning skills, effective communication, good human relations, organizing
ability and supervisory skills”, with overall rankings in that order (Analoui,
2000, p.306).

Both these findings reflect the universalistic approach to managerial
effectiveness, which does not fully reflect the specialist aspects of certain
management posts and functions or roles, for instance knowledge
management, contracts management, director of

finance or senior

geophysicist. There was, however, a competency cluster called 'specialised
knowledge'

the

definition

of

competence

excluded

knowledge

and

concentrated on the individual's socio-psychological characteristics, traits,
motives and skills. Spencer and Spencer (1993) suggested competencies
have certain defining characteristics (1993, p.15): they are underlying
characteristics of an individual that are causally related to effective
performance, they can be used to predict behaviour in a broad range of
situations and tasks. Prahalad and Hamel (1990, p.79) however place
greater emphasis on the importance of competencies as the core skills,
knowledge and ‘know-how’ of the organisation that a key source of its
competitive advantage.
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Key individual characteristics are therefore perception, skills and knowledge,
including those pertinent to strategy such as networking skills (Kotter,
p.1982).

Organisational criteria include meeting targets, publications (for scientists),
self-discipline, achievement and self-motivation. Meeting targets was by far
the most important of these, as it had been for the senior managers in the
Ghana study (Analoui, 1998), salary, promotion and job satisfaction in
Romania

(Analoui,

2000)

and

challenging

and

interesting

work

(http://www.ashridge.org.uk). These findings seem to indicate that culture has
a bearing on motivational factors but this needs further investigation.

Other senior management perceptions that have been associated with their
effectiveness are the extent of constraints and difficulties and also career
choice and opportunities made. Reported studies points to the lack of
sufficient opportunities to increase effectiveness in the developing countries,
due to the various constraints and difficulties as a major source of frustration.

Inter-organisational relationships (IORs) have been shown to be important to
individuals (Oliver, 1990, p.241) and to facilitate implementation of strategy
(Kotter, 1982 and 1995). According to strategic choice theory, the future of an
enterprise depends on its managers and their competence (ibid). Freeman
(1994) interprets organizations as complex networks of relationships among
people who have stakes in organizational outputs and hence mutual
interests, emphasizing individual relationships. This was an important
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consideration for the current study because a great deal of business
conducted in Libya depends on personal contacts. Mitchell and Agle (1997)
propose that interorganizational relationships are about people creating value
for each other, and Agle et al (2008) develop this further in terms of different
stakeholder organizations. These relationships are important for the transfer
of technology and ‘know-how’ (Leenders and Blenkhorn, 1988).

From the NOC perspective and that of the public sector in general, there is
the need to develop and maintain relevant stakeholder relationships, not
least because both economic and political objectives must be fulfilled.

Senior managers’ perceptions are influenced by, and influence, the dominant
managerial paradigm. Although from the very different context of social work,
Capra (1996, p.6) defined a paradigm as “…a constellation of concepts,
values, perceptions and practices shared by a community, which forms a
particular vision of reality that is the basis of the way a community organizes
itself”. Whereas he applied his definition to the profession of social work, the
researcher believes that this is the most useful definition in the context of
Libya as a whole. Through the Third Universal Theory which sets out the
vision, values and overall systems for the country, Libya is consciously
attempting to establish new paradigms and so any impact of these needs to
be taken into account in research into Libyan companies.

The concept of the dominant managerial paradigm has a specific meaning in
the literature of management. In simple English, it means ‘the way things are
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traditionally done around here’ and can refer to the centralized, top-down
approach to management typically accompanied by an organization structure
of functional silos. It is also used to refer to the way management typically
operated before the advent of lean manufacturing, total quality management
(TQM) and a stakeholder perspective. In the case of multinational companies
(MNCs), the term ‘eclectic paradigm’ was created by Dunning (Devinney et
al: 2003, p.153) to try to link types of strategy with the choices available to
MNCs. Although there are different versions of paradigms that are emerging,
according to OECD (1995) there are clear trends which indicate that the
classical bureaucratic model is being replaced.

What is interesting about Libya is that the country has sought to create a new
paradigm for structuring and running the whole country (Al Gathafi, 2005), in
some respects an eclectic paradigm, attempting to draw from a variety of
sources the best options for Libya.

In terms of business, for example, the employer-employee relationship was
abolished, on the principle that equality required that no Libyan citizen could
hire another. This led to a situation where an individual could not set up an
enterprise and employ people but partnerships were approved. Workers’
committees were the means of encouraging participation in management of
some of Libya’s key companies (World Bank SEG, 2006, p.4).

Evidence from The Third Universal Theory and employment relationships
suggests that the managerial paradigm in use in Libyan state owned
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enterprises and NOC companies may merit careful exploration by the
researcher.

2.10 Public sector management

2.10.1 Public sector management and its development

“Public administration is a discipline in transition” (Vigoda, 2002, p.xvii), with
the exact nature of the transition depending on the purposes and functions it
is expected to fulfil, which in turn varies from country. There is broad
international agreement that public administration should meet the three
conditions of ‘value for money’ - economy, efficiency and effectiveness – with
developing countries generally sharing the these concerns. In Libya for
example, there are distinct moves towards a more market-based economy,
with reductions in food subsidies and financial incentives for experienced
public sector workers to start up enterprises on leaving their public sector job.

However, by its nature the public sector deals with a very wide variety of
stakeholders. For example, citizens may be also politicians, clients or
consumers and employees. Public sector organizations interrelate and
interact with each other. In the case of state-owned enterprises, individual
senior managers and public sector organizational structures may have the
ultimate managerial power and possibly also the power of leadership. In
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short, it shows a combination of political and organizational knowledge that is
typical of large bureaucratic organizations (Ferlie et al., 2007).

As if that is not enough of a challenge, as populations grow larger and older,
the expectations of public services continue to rise. However, in reality
financial and human resources are limited and even countries wealthy as a
result of oil revenues have to consider what happens to free health and
education, cheap petrol and diesel or specific subsidies once the influx of
wealth is ended. A target of generating enough profit to maintain a population
on interest alone is virtually impossible to achieve even in a country as rich in
oil reserves as Saudi Arabia.

A major element in public administration has related to its role in
implementing legislation and regulations and that its authority and reliance on
rules and procedures derives from the power of law (Kettl and Milward, 1996,
p.7). However, the public sector reaches beyond the purely political into
many social, socio-cultural or socio-political areas of life. It both embodies
and influences social norms and values, tradition and lifestyle, and ethics.
According to

Robbins et

al (2000), public administration includes

operationalising or managing the business of government, with particular
focus on strategic, financial and human resource management. Its two key
functions are development and administration of policy (ibid.).
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2.10.2 Public sector management and state owned enterprises

In most countries today, irrespective of their history, culture and current
position, public administration exists to implement government policy in a
particular field and is quite different from the arm’s length relationship of
enterprises that generate significant revenues and pay taxes to the
government to fund public services. State-owned enterprises, however, have
a different position, in particular those inside broader strategic organisations
such as OPEC. The relationship with government tends to be a close one,
almost ‘hands on’. For example, there are serious decisions to be taken in
respect of OPEC quotas if the country needs higher revenues to support its
public services, and this kind of decision which can only realistically be taken
at the highest political level. Through state owned enterprises, public
administration in Libya has a critical role to play in making the transformation
to a socialist market economy a reality.

In a study of one hundred and ten Greek state-owned enterprises, Lioukas et
al. (1993) identified several dimensions of control by the state over the
enterprise. These concerned “strategic business-boundary issues, pricing
decisions, resource acquisition and mobilisation issues” (Lioukas et al, 1993,
p.646). The study also highlighted factors that contributed to the level and
strength of control, namely size, the degree of dependence on the state for
resources and what Lioukas et al (ibid.) termed "political visibility". There was
a negative relationship between the intensity of control and market factors,
i.e. competition and unpredictability of demand. This has the potential to pull
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state owned enterprises in opposite directions at the same time, but in the
case of NOC companies, OPEC policies and quotas help to soften the impact
of market unpredictability and the researcher’s recent experience indicates
that the state may be more dependent on the NOC companies than the
companies are on the state.

There are many ways in which a state can exercise control over the
enterprises it owns. It can use legislation to create and – if necessary –
terminate its existence. It can in many cases exert control through either
partial or complete financing. A further control mechanism is that of having
the final decision in senior (or all) appointments. Another form of control of
particular relevance to the current study is setting the overall strategy and
objectives. To illustrate the range of control mechanisms, the ways in which
budgetary control can be exercised are summarized in the following diagram
taken from a 2002 Canadian report on a Russian Public Expenditure Project
(Canadian Team 2002, p.4 online at http://www.aucc.ca).
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Figure 2.18 Categories of control in state owned enterprises
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Political appointments to the Board can also provide effective control
because they provide a direct link to the government. At the same time these
appointments can provide a highly effective two-way communication channel.
In practice, a broad range of controls are available, several will be applied
and they will vary depending on the enterprise and the state concerned
(Ramamurti and Vernon, 1991).
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2.10.3 Public sector management in National Oil Companies

Unlike

straightforward

public

sector

organizations,

as

state-owned

enterprises producing a highly valuable global commodity, NOCs have to
both create public value and deliver optimum profits over a maximum timespan for their country. From the day they were established, their purpose was
more than producing oil and gas (McPherson, 2003).

In 2005, according to Hartley and Medlock (2007), NOCs controlled just
under four-fifths of world reserves, compared to ten percent by private
international oil companies (IOCs), seven percent by NOC-IOC joint ventures
and six percent by Russian oil companies. This not only places them in a
global market but also subjects them to the interactions of market forces with
political forces. The writer argues that this means their strategies will be more
complex than those of multinational oil companies and that expertise and
excellence in strategic management will be of critical importance.

The position of NOCs in the global economy is significant given that they are
responsible for ninety percent of oil reserves and some seventy percent of
production (Marcel and Mitchell, 2006; www.worldbank.org). Stevens (1998)
identified the impact of NOCs on international private oil companies,
compelling the latter to seek technological advances in order to achieve the
necessary strategic positioning and explored the strategic upstream and
downstream options available. However, although it is estimated that some
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sixty percent of remaining undiscovered reserves are situated in countries
with NOCs, a recent World Bank Report (www.worldbank.org) reported that
the majority of NOCs lack integrated refining and distribution capacity and
very few have downstream assets.

Despite their considerable control of reserves, it has been highlighted by
Marcel and Mitchell (2006, p.11) that NOCs face unprecedented challenges
from the combination of national political expectations and market demands
and they have to be competitive in both arenas: “The changes in industry
fundamentals and in broader macro-economic policy indicate the increased
probability of oil price spikes”.

Marcel and Mitchell (2006, p.9) questioned whether “the national operating
environment improves or reduces the national oil companies’ capacity to
respond to these external challenges” such as those presented by new
environmental regulations and alternative energy. They examined the
combined effects of national constraints and industry drivers on NOC
strategies, revealing differences in strategy and proposing that the definitions
of International Oil Company and NOC increasingly share approaches and
key features (ibid.). The World Bank study project number PI09169 was
conducted in the context of increasing numbers of NOCs in developing
countries, where they are often the political means of achieving a variety of
objectives other than maximizing government revenues, for example
employment of nationals and providing subsidies, such as food subsidies.
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Writing in 2005, they noted a lack of “scholarly interest in the mechanics and
forces animating the oil industry” (Marcel and Mitchell, 2006, p.9), partly
because oil was of less interest to academics than to politicians: “Whatever
the language, there has been little interest in studying national oil companies,
whose activities generate most of the regional governments’ revenues – not
to mention a large share of the world’s oil production. NOCs work mostly
behind the scenes.” (2005, p.10). This is in sharp contrast to the interest in
OPEC which in fact controls around ten per cent less than the NOCs (Sami,
1995).

They highlighted differences such as the varying proportion of national
ownership, and detailed reasons for establishing an NOC. Whereas Abu
Dhabi maintains the pre-NOC consortium, although the country holds a 50%
participation in onshore and offshore concessions and foreign companies no
longer receive a share of profits but instead receive a fixed margin per barrel,
Kuwait took full ownership. Algeria sought to control the pipelines, but Libya
sought what it regarded as a fair share of profits form the country’s natural
resources.

Differences of structure, competition, operations and markets

result in “different impact[s] on value creation” (World Bank, no date, p.4).

It can be argued that the nationalization movement in oil was started by Libya
in 1965 when it unilaterally reviewed oil prices for tax calculation purposes
(Marcel and Mitchell, 2006, p.34). Unilateral response was also the chosen
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approach of Arab OPEC countries when they set production quotas and
prices in the 1970s. The key role of NOCs was to maintain production and
exports according to specified limits until the desired acquisitions were
complete, so that by 1980 any oil-producing country that lacked an upstream
oil company established one.

This means that management of an NOC has to include oil industry
expertise, public administration expertise with a high level of political skill,
politicians and political advisers, and that these managers and leaders from
very different backgrounds and disciplines have to work together to formulate
and implement strategy.

This review has shown that, with the exception of geopolitical contributions,
there is a lack of literature specifically targeted on strategy in state-owned
enterprises; the political dimension of setting goals and objectives, together
with ownership of the strategy, is not addressed beyond widespread
recommendations that a private sector model should be adopted as far as
possible. This recommendation can be construed as ideological as much as
empirical, since it has been shown that there are elements of differing
approaches to strategy and its formulation and implementation that have
relevance to state owned enterprises. Moreover, it is unsurprising that a
commodity producer has a relatively stable market and increases stability
where it is possible to do so. In countries where the commodity producer’s
wealth generation provides the engine of economic and social development,
a Defender organization in a relatively stable market is likely to co-exist with
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a government with Defender organization characteristics seeking to retain its
position.

2.11 Conclusion

This chapter has examined literature relevant to the current study, an
investigation into senior managers’ perceptions of strategic management in
Libyan national oil companies. It provided the theoretical underpinnings that
determined the framework for the research and addressed the following
aspects of two of the research objectives. One of these objectives is to
ascertain how senior managers perceive their role in strategy and strategic
management, its purpose and the management techniques employed. The
other is to explore the role of the public sector in management of oil
companies.

The first section discussed the complexity of management in general and
briefly traced its historical development in terms of schools of thought. This
led on to an examination of managerial work and managerial roles, noting
that these may have changed over time and vary from one country and
culture to another. The added layer of complexity contained in the range of
operational, professional and strategic roles within a state owned enterprises
was highlighted.

Next it defined strategy and set out the main approaches to strategy,
attention turned next to strategic management in general and in state owned
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enterprises in particular. The working definition of strategy adopted for the
purposes of the current study was taken from Johnson et al. (2005, p9):

"Strategy is the direction and scope of an organisation over the long-term:
which achieves advantage for the organisation through its configuration of
resources within a challenging environment, to meet the needs of markets
and to fulfil stakeholder expectations".

Strategic management was discussed next. Four underlying approaches
were identified; classical, processual, evolutionary and systemic and it was
noted that the first three were operating to varying degrees in state owned
enterprises and NOCs. Strategy also differed by level and functional role
within the organisation, in particular between corporate and business
strategy. This section distinguished between the stage of strategy formulation
and strategy implementation and highlighted some of the key functions
involved in the different stage. It concluded with a brief consideration of the
Balanced Scorecard (BSC) approach as potentially useful in the context of
state owned enterprises and National Oil Corporations. This was followed by
an exploration of strategic management in state owned enterprises which
demonstrated the varying degrees of involvement by the state in actual
management and the ways in which the state can exercise control of the
enterprise.

The next step was to look at the role of senior managers as strategists and
what was required of them to fulfil that role. The key point to emerge here

131

was that in NOCs, politicians and, for OPEC members, OPEC effectively set
the strategy and senior managers’ role is to fit the organization to its
environment.

The next section highlighted the particular challenges facing senior managers
in state owned enterprises and the Libyan NOC as they face political and
market pressures at the same time over a long period and are subject to the
volatility of oil prices in the global market.
The section on senior manager’ perceptions and their effectiveness
highlighted the complex relationships between senior managers, their
organizations and organizational strategies, their own role in strategic
management and their effectiveness. It identified the main factors influencing
individual managerial effectiveness

as

their perceptions,

skills and

knowledge, organizational success criteria, motivation and constraints and
difficulties, before exploring the influence of inter-organisational relationships
and the dominant managerial paradigm. It also identified that managerial
effectiveness can be assessed from both individual and organizational
perspectives and that scholars disagree about whether the criteria of
managerial effectiveness are universalistic or dependent on the context of job
role and situation. Skills and knowledge identified as important by senior
managers were; planning, communication, human relations, organizing ability
and supervisory skills. Senior managers themselves were clear about the
difficulties they encountered (Analoui, 1998) and the frustrations they
encountered.
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The concept of the dominant managerial paradigm was then discussed, with
the significant points being that changes in the external environment leading
to internal organizational changes in a particular time period and country can
result in a new paradigm. Whilst scholars argue for different dominant
paradigms, Libya may exhibit a managerial paradigm that has not been
previously identified because the country itself operates to the framework laid
down in the third universal theory.
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Chapter 3: Research Framework

3.1 Introduction

A key objective of this chapter is to establish a frame of analysis for
explaining and understanding senior manager’s perceptions of strategic
management in Libyan oil companies that are part of the National Oil
Corporation. This chapter therefore outlines the context of oil companies and
OPEC, and synthesizes the findings of the literature on senior managers and
their perceptions before considering the main models of strategic
management in order to justify the selection of the model used as the basis
for the design of data collection instruments which were employed in the
fieldwork. The research framework for the current study has two main
dimensions, the first dealing with the approach to strategic management and
the second dealing with senior managers’ perceptions of that framework.

The main aim of the research is to explore senior manager’s perceptions of
strategic management processes in Libyan oil companies in the broader
context of oil companies in general and within the scope of OPEC.

The oil industry is highly complex, involving specialist and highly qualified
personnel in a range of disciplines and requiring considerable financial
resources and expensive equipment. Regulations governing the industry are
also complex, with particular concern for international standards of safety and
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quality. Evidence for this appears in all annual reports from major oil
companies such as BP4 Chevron5 or SaudiAramco6. The oil industry in 2010
comprises a number of extremely large private companies (‘supermajors’), a
number of smaller private companies and, in oil producing countries, a series
of nationalized oil companies created mainly from the 1970s onwards. The
privately owned supermajors are facing increasingly fierce competition from
national oil companies and their role in global production continues to change
(Marcel and Mitchell, 2006). While the supermajors continue to make
significant profits and to outstrip most NOCs in terms of technology,
professional scientific knowledge, skilled manpower and capital available for
development (Falola and Genova, 2005, p.58), they lack the access to the
natural resources of the National Oil Corporations who through membership
of OPEC control almost four-fifths of the world's oil reserves and more than
half of global oil exports giving it the role of key driving force in the global oil
markets. Oil exploration is extremely costly (CEC, 2009), requiring upfront
expenditure on surveys, test drilling and initial exploration with no certainty of
any financial return on the investment. OPEC was essentially created to
ensure fairer shares of oil revenues for producer countries and to bring a
degree of price stabilization to the market, in recognition of the key role of oil
revenues in promoting the diversification of member countries’ economies
(OPEC, 2006, p.24).
OPEC (2006) has concentrated on developing a long range strategy for all
OPEC member countries using a scenario planning approach. The Libyan

4

www.bp.com
www.chevron.com
6
www.saudiaramco.com
5
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National Oil Corporation is one of the organizations to benefit from this longrange strategy.
Figure 3.1 Strategy formulation in the Libyan NOC

Oil industry external
assessment and market
assessment: OPEC and
Libyan government

Libyan economy
internal and external
assessment:
Ministries and banks

Performance
and review

Vision

Operational plans

Mission

Project plans
Development of
strategic goals
Strategy formulation
for each goal

Performanc
e review

Individual companies
identify opportunities

Key:
Influence of NOC Board members appointed by Libyan government
Source: Adapted from Joyce, 2001 and Canadian Team, 2002 in Libyan
context
Figure 3.1 shows the influence of OPEC scenario planning and the economy
on the NOC.
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3.2 Senior managers and their perceptions

There

are

complex

relationships

between

senior

managers,

their

organizations and organizational strategies, their own role in strategic
management and their effectiveness (Myers et al., 1995; Bergstrom et al,
2008). All these interact with each other and all are reciprocal. Senior
managers’ perception is one indicator of their effectiveness together with
knowledge, skills, motivation, organizational criteria and difficulties and
constraints (Analoui, 1998). With the individual manager as the unit of
analysis, there are therefore two sets of factors at work; those related to the
context, and those related to characteristics of individual managers.

In terms of the context, certain factors would seem to affect perceptions of
strategic management, namely individual attitudes towards strategic
management, individual behaviour and company norms. In terms of the
individual manager, the picture is potentially more complex. Certainly career
history and experience are likely to have strong effects on perceptions, as is
education and in the case of a Libya, because of its exclusion from
international contacts for a period, age may also be relevant. Knowledge and
skills are likely to be affected by and have an influence on career history and
experience therefore all of these will be factors which need to be included in
the model pertaining to individual senior managers’ perceptions. Constraints
and difficulties and also career choice and opportunities have been shown to
exert an influence of perceptions in previous studies, therefore should also
be included. This gives a model for the individual dimension of eliciting
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perceptions as follows. Variables that attach to the individual manager are
age, gender, occupational level, education (level and type of qualification,
subject, place of study, individual response to education), training and
development (nature, extent, location), previous work experience (type,
length, location) and time spent in current post. Variables that are associated
with either or both the company and the wider socio-economic conditions are
constraints and difficulties. With regard to some of the variables potentially
influencing strategic management, these have been identified as the
approach taken, the effectiveness of the chosen approach, ambiguity,
complexity, change, company norms and external influence (such as that of
OPEC or falling demand for oil).

3.3 Models of strategic management

There are a number of important models of strategic management from
which one needs to be selected for use in the research. The first of these
was developed by Mintzberg (1994) and illustrates the design school of
strategic management. The literature review concluded that oil companies’
strategy exhibits certain characteristics of design school strategy, as shown
in figure 3.2.
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Figure 3.2

Design school strategy

Source: Mintzberg, 1994, p.37
This model has three stages; strategy creation, evaluation of options and
implementation of the chosen strategic option. However, this sequence has
been superseded in more recently developed models.

Recognizing that the assets of oil companies are significant both in terms of
the natural resources, especially for National Oil Corporations, and the plant
and equipment, there is a need for separate recognition of the strengths of
the company under the headings of assets, culture, resources (which can
include access to such resources as foreign capital) and capabilities.
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Different approaches to strategic management have developed over time.
Three particularly influential approaches were examined in the literature
review; the rationalist, evolutionary, and processual schools of strategic
management. It can be said that in general the rationalist school of strategic
management is related to the classical school of management and assumes
it is possible to find the one best strategy through a process of rational
decision making.

The evolutionary school in contrast assumed that decision making is not
always rational and that companies react to changes in their environments,
therefore the strategy may only be clearly visible in hindsight. The processual
school is different in that it places the emphasis on the process of creating
strategy. The underlying stages of strategy formulation and the tasks they
entail appear in similar terms in all four approaches, as illustrated by the
strategic management model of Wheelen and Hunger (2012) in figure 3.3.
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Figure 3.3

Strategic Management Model

Source: Wheelen and Hunger, 2012, p.27

It is argued by Wheelen and Hunger (2012) that this model applied to all
sectors. It includes scanning of the external and internal environments. The
strength of this diagram lies in the clarification of the tasks involved in each
stage; mission, objectives, strategies and policies in the strategy formulation
stage.
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Other approaches to strategic management that have been used in oil the
industry include scenario planning. The model of this process is shown
below. It should be noted that Schwartz (1996) describes the model of the
process

in

words

rather

than

diagrams

because

he

emphasizes

conversations and stories as appropriate to one example of a processual
approach to strategy.

Figure 3.4 The scenario development process

Source: Brummell and MacGillivray, scenarios2strategy.com 2011
The one model of strategic management based on research in oil companies
is that developed by Grant (2003) in his study of oil majors. Shown in figure
3.5, this model is driven by the annual planning cycle typical of many large
companies. Unlike the scenario planning approach, the forecasts, scenarios
and assumptions have been based on trends and built into the planning
guidelines (Grant, 2003. p.499) although it is certainly possible to derive
information from a scenario planning exercise and incorporate this into the
model in a similar way.
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Figure 3.5 Strategic planning cycle in private oil majors
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Source: Redrawn from Grant, 2003, p.499

The next significant model to be developed, shown in figure 3.6, emerged
from research by Karami (2007). The elements of this model that are
noteworthy are the development of the basic business idea before the
development of mission, objectives and strategies, which is appropriate to an
entrepreneurial setting that will in practice be based on identifying a gap in
the market. Whilst this may not apply to less entrepreneurial companies, it
offers clear links between Critical Success Factors (CSFs) at an early stage
and evaluation of performance which feeds back into the strategic
management process.

143

Conduct
SWOT
analysis
and
identify
CSFs
plan

Business

Policies

Strategies

Objectives

Mission

Develop:

plan

business

Implement
Evaluate
performance

earlier.

144

The next important consideration is how the models of strategy relate to the perceptions of senior managers discussed

Source: Redrawn from Karami, 2007, p.39

Assess internal
factors: assets,
expertise, abilities,
experience

Develop basic business idea:
Products/Services
Customer/Markets

industry environment

Analyze macro and

Figure 3.6 Strategy development model for Entrepreneurial SME

Figure 3.7 Factors influencing senior managers’ perceptions of
strategic management process

Source: Redrawn by the researcher

Figure 3.7 shows external factors influencing some of the personal
characteristics of senior managers which influence their own perceptions and
internal company factors. Perceptions are also directly influenced by external
factors and internal company factors. Senior managers’ perceptions then
have an effect on the process of strategic management which in turn leads to
the achievement of the company’s strategic objectives or goals.

At the time of the study, the most recent overall general model of strategic
management that could be applied in all sectors was the one developed by
Karami (2007) and represented in figure 3.8. This takes mission as the first
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step in strategy formulation and then moves logically through the main steps
of the stages of strategy formulation, implementation and evaluation with an
emphasis on the formulation stage. It is this model which is used as the
theoretical framework for the current study.

Figure 3.8

Mission as first step in strategy formulation
Mission

Internal environment

External environment

Long term objectives

Short term objectives

Feedback

Grand strategy

Operating strategies

Feedback

Policies

Implementation of strategy

Control and evaluation

Source: Adapted from Karami, 2007, p.14

Having examined the main models of strategic management and the factors
influencing senior managers’ perceptions, it is necessary to check that the
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selected model will assist in addressing the research objectives and
answering the research questions.

3.4 Research objectives

The overall aim of the research breaks down into the following objectives:
•

To explore senior managers’ awareness of and involvement in
strategic management processes employed in Libyan oil companies.

•

To identify whether or not there are aspects of strategic management
as perceived by senior managers that have worked well and why?,

•

To clarify the role and influence of the public sector in management of
oil companies.

•

To assess the possible implications of the research, including
identification of management development needs, for senior managers
of the oil companies as the whole.

3.5 Research questions

The main question is: How do senior managers of oil companies perceive
strategic management processes in Libya?

The research questions this study seeks to answer are: how individual senior
managers in Libyan oil companies perceive ‘strategy’ and ‘strategic
management’, how strategic management is applied in Libyan oil companies
and, from these, to identify the implications of the research findings for senior
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managers in other Libyan oil companies. The section on the approach to
strategic management sets out the framework to be used to address the
question of how strategic management is applied, while the section on senior
managers’ perceptions provides the framework for addressing the first
question.

3.6 Conclusion

The chapter has identified the key themes and models from the literature
review that directly relate to the objectives and research questions. It set out
the main models of strategic management in chronological order so that the
most appropriate framework to use to guide the fieldwork could be identified.
It concluded that the model developed by Karami (2007) shown in figure 3.8
was the most comprehensive model available that could take account of the
various stages of strategy formulation and strategic management at the
different levels that will be found in the oil companies. The current study has
also provided an opportunity to test the model in the context of oil companies,
specifically the Libyan National Oil Corporation. For this reason, the model
was chosen to provide the basis for designing the data collection
instruments. In the following chapters the relationships between the model
and the context of the study, the oil industry in Libya and the twelve
companies participating in this study, will be examined and the detailed
methodology generated from this research framework will be presented.
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Chapter 4: Oil Companies and NOC in Libya

4.1 Introductory Background

It is important to understand the background to the research and the context
in which the fieldwork was conducted. This chapter therefore gives a general
introduction and background to Libya, followed by an overview of oil
companies in general and OPEC in particular. It concludes with a more
detailed introduction to the Libyan National Oil Corporation and its
component companies.

4.1.1 The Geography of Libya

Libya possesses a distinctive geographical position in the centre of North
Africa and has a coastline of 1955 km long which borders the Mediterranean.
Its huge territory extends from the central Mediterranean coast of North
Africa to the hills of North Central Africa, from Tunisia and Algeria in the West
to Egypt in the East, and stretching to Nigeria, Chad and Sudan in the Gulf of
Sirte, a fairly shallow bay that penetrates over 200 miles into the continent.
Libya is 760,000 square kilometres in size, comprising mainly desert, and it is
considered the fourth largest country on the African continent. The country
occupies an important strategic position and is a link between Africa and
Europe. Its harbours, such as those of Benghazi, Tripoli and others, are
suitable for receiving ships all year round and are good outlets for trade with
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African countries such as Nigeria, Chad and Mali. This location makes Libya
an important link between Eastern and Western parts of the Arab world and
because of this, one can clearly see in Libya the meeting and mixing of Arab
and Muslim cultures. This important geographical fact makes the history of
Libya interconnected with Arab and Muslim history and also with the history
of the countries of the Eastern and Southern Mediterranean in general.
Therefore, Libya played an effective role in the political development of this
part of the world.

Figure 4.1 The geographical location of Libya

http://www.libyaninvestment.com 2010

Libya has some distinct geographic advantages: it can be considered as the
heart of the North African countries as a result of its strong strategic location
relative to Mediterranean countries such as Italy, Greece and Malta, which
are easily reached by sea from one of Libya’s principal ports. This enhances
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the possibilities arising from proximity to other North African countries such
as Tunisia and Morocco and Arab countries .This natural location will help
Libya to market its products more easily, not only because the distribution
channels are relatively short but also because the very fact that many of
these countries are quite near to each other creates the prospect of greater
control of products and operations.

Osland et al (2001) noted that an increasing number of firms are developing
strategies to enter and expand into foreign markets. At the same time, many
foreign

companies have

shown

themselves

eager

to

recommence

exploration and extraction of oil since Libya reopened this are of business,
even though the deals made when concessions are awarded are much
tougher than they were previously, with more of the profits as well as
knowledge transfer accruing to Libya and less to the foreign companies.

4.1.2 The Population of Libya

The population in Libya in 2009 was more than 6,300,000 with a growth rate
of 2.2% and an estimated birth rate of 25.13 births/1,000 population (CIA,
2010). By the end of 2012 the population in Libya reached 6,733,620 as
shown in the table below. The total Libyan population for each year from
2004 until 2012 is shown in the table below.
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Table 4.1 Libyan Population 2004-2012
Year

Total Population

2004

5, 631,585

2005

5, 765,563

2006

5, 900,754

2007

6,036,914

2008

6,173,579

2009

6, 324,357

2010

6,461,454

2011

6,500,000

2012

6,733,620

Source: CIA Factbook, Libya in the World, 2012

Population growth estimates are complicated by the fluctuating size of the
foreign workforce, skilled and unskilled, due to changes in economic
conditions and the political situation. The Central Bank puts the growth rate
for Libyan nationals at 3.9 per cent annually while the World Bank gives an
overall growth of 3.6 per cent annually between 2004 and 2010, one of the
highest growth rates in the world. Almost 50% of the population is under 15
years of age. In 2007, the Northern regions of Tripolitania and Cyrenaica
accounted for 80% of the population. Population density is over 50 per
square km in these two regions, while elsewhere it falls to less than one per
square km.
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4.2 Political Risk

Political risk is associated with losses when there is a conflict between the
goals of an organization and the goals of the host government. In early
definitions of political risk, it was frequently assumed that political risk was
synonymous with country risk, considering country risk as inclusive of
economical, financial and socio-political risks (Mitchell et al, 2011). This idea
was also expressed by Kennedy, who defined political and country risk
together as “the probability that events in the non-market (political, economic,
social) environment of business will cause financial, strategic, or personnel
losses to the firm” (Kennedy, 1993, p.1). However, this definition has required
further development in order to be of greater use to businesses and for
insurance purposes.

The widely used Dun and Bradstreet country risk indicator adopts a more
complex approach, using an index composed of four combined risk
categories, namely political risk, commercial risk, external risk and
macroeconomic risk. The importance of changes in international capital flows
has led to greater sophistication in measurement as well as a more general
assessment of the state of a country’s economy (Schroeder, 2008). Country
risk can include factors such as bureaucracy, quality standards, corruption,
democracy and ethnic tension as well as economic risk and financial risk,
some of which are clearly political while others are financial and some are
social. Moreover, at times there are specific issues such as international
liquidity.
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For the purpose of this study, it should be noted that the political system in
Libya prior to the revolution was a direct democracy system, The Authority of
the People or “Government by people” (The Third Universal Theory, 1977). In
fact, the direct democracy system in Libya was established in early 1977
when the Libyan leader, Muammar Gaddafi, as a leader of the revolution,
transferred absolute powers to the people and to the General People’s
Congress. In Libya, the Basic People’s Congress was designed on a
territorial basis and was the primary institutional vehicle through which men
and women in the street voice their opinions. These congresses had judicial
power to issue legislation, draw up economic plans, ratify agreements,
formulate public policies, and “elevate” as well as supervise committees. The
“non-basic congresses”, on the other hand, existed to integrate the
resolutions of the basic ones. There were also vocational congresses set up
in corporations, production units and other institutions. Apart from the local
‘Al-Mu’tamar al-Baladiya’ or the Municipal People’s Congresses, there was
the ‘Al-Mu’tamar al-Shaabi al-Amm’, which was the national coordinating
organ of all the people’s congresses. “All resolutions are thus eventually
made into binding public policies" (The Third Universal Theory, 1977). This
impacted strategy formulation in all state-owned enterprises in Libya
including oil companies because the General People’s Congress was where
social and economic policy was formally agreed and hence largely
determined the strategies. Consideration of political risk will include the effect
of the new political system in Libya on strategic management in the National
Oil Corporation.
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4.3 The Importance of Oil and Oil Companies

In 1951 Libya became an independent country and, following the discovery of
oil in 1958, the country was eventually able to transform its economy through
a long process of state-building including nationalization of the oil industry
(Vandewalle, 1998). Oil currently generates around four-fifths of government
revenue, one quarter of GDP and 95% of export earnings (CIA World
Factbook, 2011), which makes the Libyan economy primarily dependent on
revenues from the oil sector. It also makes the economy vulnerable to
changes in oil prices: for example, the 2009 fall in world hydrocarbon prices
adversely impacted government income from tax and therefore limited growth
in the economy (ibid.). However, Libya continues to attract international
interest and investment on account of its oil reserves, which in 2010 were
ranked ninth in the world behind Saudi Arabia (with an estimated
264,600,000,000 crude oil in barrels or bbl), Canada (with 175,200,000,000
bbl), Iran, Iraq, Kuwait, the United Arab Emirates and Venezuela (with just
under 98,000,000 bbl), and Russia (with 74,000,000 bbl). Libya’s proven oil
reserves were cited as 47,000,000,000 bbl (CIA World Factbook, 2010),
making it a player of global importance among the 204 oil-producing nations.

4.4 Oil companies world-wide

To begin with, large private oil companies dominated global oil production,
such as America’s Standard Oil Company in the late nineteenth and early
twentieth century, when it accounted for almost 90 percent of total American
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oil sales. However, in 1911, a Supreme Court decision ordered the monopoly
to be broken up into 34 smaller companies. Three of these companies Esso
(formerly Standard Oil of New Jersey), Mobil (Standard Oil of New York), and
Chevron (Standard Oil of California) later joined with Royal Dutch Shell,
British Petroleum, Texaco, and Gulf Oil to form a group that became known
as the Seven Sisters (Davis, 2006). Some of the Seven Sisters later merged
to form companies that were known as “supermajors”: these went on to
control the majority of global oil production until the end of the twentieth
century (Davis, 2006). When nationalized oil companies became strong in
the 1970s, having learned from partnerships with private firms, the Seven
Sisters and other major private producers survived by investing in less
traditional sources of oil in Alaska, the Gulf of Mexico and the North Sea.
Nowadays, however, the privately owned super-majors are increasingly
facing fierce competition from national oil companies and their role in global
production continues to change (Marcel and Michelle, 2006).

4.4.1 OPEC companies

The OPEC countries function as an association with each member country
given an export quota that fixes the maximum amount of oil they can sell to
other countries (Fattouh, 2007). This impact on global oil prices because
OPEC effectively controls over half of all oil traded internationally. For the
most part OPEC seeks to regulate prices on the world markets through
directly increasing or decreasing the amount of oil it supplies but it can also
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affect prices by marking announcements about forthcoming changes of
policy, although its power varies over time (Fattouh, 2007).

OPEC’s charter states other objectives that exceed pure self-interest,
stressing ensuring “the stabilization of prices in international oil markets with
a view to eliminating harmful and unnecessary fluctuations” (Marcel and
Mitchell, 2006, p.11). Amongst OPEC members’ objectives are: “That
members shall study and formulate a system to ensure the stabilization of
prices by, among other things, the regulation of production, with due regard
to the interests of the producing and consuming nations, and to the necessity
of securing a steady income to the producing countries, an efficient,
economic and regular supply of this source of energy to consuming nations,
and a fair return on their capital to those investing in the petroleum industry”
(Sami, 1995 in Shojai, 1995, p.85).

Contrary to individual NOCs, OPEC controls almost four-fifths of the world's
oil reserves and more than half of global oil exports giving it the role of key
driving force in the global oil markets (www.opec.com). Furthermore, the
objectives that are drawn up by the members who established it included a
fair rate of return on oil exports, price stabilization, and regulation of output.
Hence, the policies of the organization consider the interests of both the
producing and consuming countries.
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4.4.2 Non-OPEC companies

Non-OPEC companies consist of the private majors or ‘super-majors’
together with smaller function operators. For some thirty years from the oil
shock of the early 1970s they were able to balance production limits set by
OPEC with new discoveries but in the 2000s the cost of exploration has risen
significantly as sources of oil outside the OPEC countries tend to be more
difficult for access and extraction (Falola and Genova, 2005).

Non-OPEC companies continue to make significant profits and to exceed
most NOCs in terms of technology, professional scientific knowledge, skilled
manpower and capital available for development (Falola and Genova, 2005,
p.58; The Economist, 2011). Currently, these companies are seeking
partnerships, strategic alliances, joint ventures and concessions in order to
continue to generate profits through accessing sources of oil, but they are
increasingly obliged to do this through concluding agreements with the host
country and its NOC (Shojai, 1995; The Economist, 2011). Companies such
as BP and Shell have sought to develop strategies in respect of alternative
energy source such as biofuels, as shown in their annual reports from 2006
onwards (www.bp.com and www.shell.com). Their main focus remains where
their primary expertise in oil is located.

4.4.3 Arab OAPEC companies

Originally, the Arab Organization of Petroleum Exporting Countries (OAPEC)
formed a group of NOCs within OPEC. The countries included were Iran,
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Iraq, Kuwait, Qatar, Saudi Arabia, and United Arab Emirates. Since they
were either among the major producers or holding the most significant
reserves within OPEC, they had a critical role to play in increasing or limiting
production to try to bring a greater degree of stability to oil prices.

With regard to the Arab OPEC NOCs, oil exploration and extraction in Iraq
has been adversely influenced by the 1990 Gulf crisis and again more
recently by the Gulf war. Following that, Iraq felt the need to invite Arab and
foreign oil companies to import capital and technology to help develop its
production capacity. A number of Western companies have invited
themselves. Strategy and strategic management in the oil industry in Iraq is
therefore a very different matter from Saudi Arabia, which has a US
subsidiary, and is probably the most advanced in technology of the Arab
OPEC companies.

4.4.4 Libyan National Oil Corporation and Oil Companies belonging to the
NOC
According to OPEC, Libya is considered a non-Arab NOC (www.opec.com);
although Libya considers itself one of the founder members of OPEC. Libyan
oil companies operate the same principles as other OPEC companies, but in
general without the access to the inner circle enjoyed by founding members
and Arab companies. The Libyan NOC was formally established by the
Libyan government under law 21/1970 as a replacement for the earlier
General Libyan Institute for Petrol, which had started in 1968 under law
13/1968. The changes made in 1970 granted the NOC new and wider159

ranging authorities and activities to enable the organisation to be more
dynamic, flexible, and capable of adapting to future changes in the oil
industry.

According to Eauinat (2006), the main purpose of establishing the NOC was
to manage and control gas and oil production, at the same time encouraging
both Libyan and foreign oil companies to increase NOC production as well as
the profitability of with the overall aim of supporting Libya’s national economic
development. To this end, the main activities of NOC are:

1.

To propose or implement plans for the oil and gas sector, prepare
plans projects transfer in oil sector, formally approve plans and monitor
and control their implementation.

2.

To make recommendations for improving methods to achieve strong
revenue results year on year for the Libyan government to support the
national budget.

3.

To track the activities of Libyan oil companies and the foreign
companies associated with the NOC.

4.

To control and monitor oil production and export levels to meet Libyan
government requirements.

5.

To ensure that oil companies adhere to the standards and conditions
of oil and gas production in addition to check that export quantities
broadly meet targets.
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6.

To exercise oversight of all training needs and programmes for
national employees, ensuring that Libyan nationals are qualified to
participate fully in the oil industry, whether in Libyan or foreign oil
companies, as part of the Libyan oil nationalization policy.

7.

To

organise

international

conferences

and

symposiums

and

implement cooperation agreements in which NOC is involved.

4.4.5 The organizational structure for NOC

Within the NOC itself, there are 8 distinct departments, headed by the
Management Committee. The Chairman of the Management Committee
heads up one department which comprises the affairs committee office, the
advisors management committee office and the international cooperation and
energy information office. The General Manager of the NOC is responsible
for a department consisting of the General Manager’s affairs office, the legal
team, the internal management review team, and the team responsible for
the protection of health and safety and the environment. The third
department, General Management for exploration and production, comprises;
exploration management, production and development management, the
management of projects, investments and sharing agreements, the owners’
committee and chairmen's office and the Libyan Oil Institute. Next there is
the department of General Management for industry and marketing which
has five sections; oil industry management, oil and gas marketing
management, petrochemical production management, maritime transport
management

and

trade

management.
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The

department

of

General

Management for planning and information consists of planning and research
management, technical information management, IT, communications and
the central library. The department of General Management for Human
Resource Development consists of four management teams, responsible for
manpower, training and development, sustainability development and the
general management of exploration and production, together with a training
centre for the oil industry and a management technical development centre.
A further department deals with workers affairs, service and public relations
management and materials management (General Management for service
and managerial affairs). Finally, there is the department of General
Management for finance, which consists of the following sections; budgets
and cost control, sources of finance and insurance, monitoring company
accounts, general management for exploration and production and general
finance staff management.
The Libyan NOC encompasses twelve Libyan oil companies and twenty five
foreign oil companies, some of them fully owned such as Zawia, Sirt, Jowef,
Brega and Ras-Lanuf, in contrast to the joint ventures of Zueitina, Waha,
Veba (Alhoroge), Akakos (Repsol) and Mileta. The twenty five foreign oil
companies work as EPSA (Exploration and Production Sharing Agreements
companies) (http://en.noclibya.com.ly).

The structure of the Libyan NOC is shown in figures 4.2 and 4.3, which
illustrate the complexity of the NOC and its associates. The current study is
concerned with the strategy and strategic management of the companies
shown in these figures.
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Figure 4.2 Overview of Libyan National Oil Corporation

Source: http://www.libyaninvestment.com/libya_noc_libya_noc_n_co.php
Figure 4.3 Fully state owned enterprises in Libyan NOC

Source: http://www.libyaninvestment.com/libya_noc_libya_noc_n_co.php
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In order to provide background to the findings of the current study, brief
details of each of the fully-owned companies are given in the following
paragraphs.
Zawia Oil Company was established in 1974. Located by the sea, Zawia’s
main activities are refining crude oil, manufacturing and mixing asphalt, the
distribution of mineral oil, and the export and domestic supply of crude oil and
petroleum products.
Ras-lanuf Oil and Gas Company was established in 1982 for the purpose
of carrying out all operations of the oil refining industry and its derivatives,
production of petrochemicals and plastics, organic fibres and any industry or
work to achieve the implementation of the mentioned purposes and in
accordance with the plans set by the General Assembly of the company. Like
Zawia, Ras-Lanuf is located by the sea. The company operates the Ras
Lanuf Refinery and produces ethylene, petrochemicals and plastics.
Arabian Gulf Oil Company was established in 1971 to operate two oil
refineries, one in the Assrer field and the other in the city of Tobruk. The main
activity of the Arabian Gulf Oil company is exploration and it is located in East
Libya.
Sirte Oil Company was established in 1981. Its main activities are exploring
and producing oil and gas, transportation and marketing of natural gas, in
addition to services departments to support this vital facility.
Jowef Oil Technology Company was established in 1983, Jowfe is one of
the leading oil service companies in Libya. It offers a wide range of services
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and products, starting with the drilling fluids, materials and engineering to
support services such as mud cleaning equipment and drill stem testing.
Brega Refinery and Natural Gas Plant Brega is the oldest oil refinery in
Libya, having been on-stream since 1970, situated some 200 km to the west
of Benghazi. The company is responsible for the second-largest hydrocarbon
complex in the country, a complex which includes a petrochemical complex
and a gas plant producing liquefied natural gas (LNG). The company
supplies gasoline across an area reaching to Benghazi. However, the gas
plant has not been substantially upgraded since it came on stream in 1970
and it has been reported to require both repair and modernisation and repair.
This mean that the gas produced does not comply with modern global
standards and export is limited to a single regasification train in Spain.
Despite a deal being signed between Shell and Sirte Oil in 2005 to update
the gas plant, the project has been delayed on frequent occasions due to
organisational problems within NOC and subsidiary companies.
Brega Oil Marketing Company was established in 1971. The most
important core activities are marketing, distribution and transport of oil
products and complementary goods in Libya. Originally established as the
monopoly marketing and distribution organisation for petroleum products of
the Libyan state's share of oil and gas production in the country, it then
became the marketer and distributor of all products following nationalization
and prior to the revoluation was transferred to the commercial sector in Libya.
North Africa Geophysical Exploration (Nageco) was established in 1987
as a joint venture between the NOC and Western Geophysical of Canada. It
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subsequently became a fully owned NOC company in 2008. It performs a
highly specialized role, providing a full and complete seismic data acquisition
solution, using 3D and 2D crews, from programme design to field processing,
using leading edge equipment and expertise and emphasizing health, safety
and the environment. A new Processing Centre was opened in 2009.
National Oil Fields Company (NOFC): The National Catering Company for
Oil Fields and Terminals was established by the Libyan government in 1980
in order to undertake the provision of catering services and related support
services for workers. NOFC supplies fundamental services without which
operational activities cannot be performed, whether oil and gas exploration,
or production and processing. The company has always aimed to provide
and improve services through securing technical, specialized and highly
qualified national and foreign staff, a factor that enables its services to be
distinct and valued within the oil sector. The company manages and operates
cafes, canteens, rest houses and guest houses for many petroleum
companies. The company provides special services for diabetic patients and
others who required special meals preparation to suite their health conditions
by presenting hot or cold meals to whom their health condition requires that
according to physician directions to them and under their supervision and
provide all required materials.
National Oil Wells Company: This Company was established in 1987
located in Tripoli, and the main activities are drilling and maintenance of oil
wells in Libya and this company is controlled by the NOC.
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Figure 4.4 Joint ventures in Libyan NOC

Source: http://www.libyaninvestment.com/libya_noc_libya_noc_n_co.php

The joint ventures (JV) are:
ENI Oil Company a JV with Melita Oil Company
ENI Gas Company a second JV with Melita Oil Company
Zueitina Oil Company was established in Tripoli in 1986. Its principal
activities are oil and gas production and operation of oil fields, in addition to
management of oil operations in the area granted under concession
contracts subject to the conventions of sharing between the National Oil
Corporation and each of the "Occidental world" or American nationality, and
‘”OMV” or Austrian nationality in Libya. Zweitina also undertakes studies
related to oil and related engineering business.
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Alharouge Oil Company (previously Veba Oil Operation) can be said to
have started in 1955, when Mobil Oil began exploration in Libya. Due to the
large financial investments involved in exploration and development, Mobil
Oil signed a contract with the German Company Gelsenbrg AG (which was
later renamed Veba Oil Libya) to share exploration and production rights and
obligations. In 1987, the joint operator, Veba Oil Operations, was established
by the National Oil Corporation and Veba Oil Libya, to explore, develop and
exploit eight concessions, mainly located in central Libya’s Sirte basin. In
2002, Veba Oil Libya’s rights and obligations in these concessions were
acquired by Petro-Canada and two years later the company was renamed
Petro-Canada Oil Libya. In 2008 Veba Oil Operations was renamed Harouge
Oil Operations. In the same year, the NOC and Petro-Canada signed six new
Exploration and Production Sharing Agreements (EPSA) for the eight former
concessions, and agreed that Harouge Oil Operations should continue to
develop and exploit the oil fields in these concessions on behalf of the
owners. The exploration activities within the new contract areas were
assigned to be under Petro-Canada’s responsibility. In 2009, Harouge Oil
Operations was developing and producing petroleum from more than twenty
fields in five of the contract areas.
Current oil production potential from all fields is in excess of one hundred
thousand barrels per day. The crude oil is pumped from the various fields via
export pipelines to the coast to the Ras Lanuf Terminal, where it is stored in
13 tanks and loaded on tankers for export. Harouge is also responsible for
shipping of crude oil from fields operated by other operators, which results in
the Ras Lanuf Terminal handling about 450,000 barrels of oil per day and
168

servicing an average of 15 crude oil carriers per month on behalf of the NOC
and its international partners. Harouge Oil Operations employs over 2,000
employees based in offices in Tripoli and Benghazi, as well as in selfsufficient field camps at the oil fields in Amal, Ghani, Jofra, Tibisti and En
Naga, and at the terminal in Ras Lanuf.
Waha Oil Company Waha Oil Company was established in 1955 in Tripoli. It
is owned by the Libyan National Oil Corporation (NOC) and three
international companies have a stake in the operations: ConocoPhillips,
Marathon Oil, and Hess. Waha is the second largest oil producing company
in Libya, with the concession covering almost 13 million gross acres and
producing in the order of 340 million barrels a day in 2010, and is the largest
oil produced of all of the subsidiaries of the NOC. In early 2011, it employed
some 3,200 staff. Its predecessor company was severely affected by the
1986 US embargo because it relied mainly n US equipment and had no
access to spare parts, leading to a two-thirds fall in output by 2008. However,
there is an agreement among the stakeholding partners to rejuvenate the
plant and equipment. Furthermore, there are three significant development
projects under way: Faregh II, North Gialo and NC-98. 350,000 bpd. As well
as operating oil fields, Waha Oil also deals with considerable quantities of oil
for several other companies, sending oil through its production lines from the
Sirte Basin to the terminal at Sidra. Waha was affected by the revolution, not
least because of damage sustained at the port which broke the metering
system and fears that mines may have been laid there during the conflict.
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Akakos (Repsol) Oil Company was established in 1996 in Tripoli. One of
the largest oil companies operating in Libya, Akakus has pioneered, explored
and eventually developed two major blocks in the Murzuq Basin in the South
Western area of the Libyan Desert adjacent to the old city of Ubari. When all
JVs were required in April 2007 to adopt names which better reflected the
Libyan heritage, Akakoss took its name from the mountains in the south of
Libya. It is now a joint venture shared between Austria's OMV, France's
Total. Spain's Repsol and the Libyan National Oil Corporation (NOC). The
company operates two concessions in the Sahara desert; one, At the NC-186
field, the NOC has an 88% stake, with the remaining 12% held by Repsol. Oil
from the Akakoss fields is piped to to the Zawia Terminal.
Melita Oil Company Melitah Oil and Gas was established by the Libyan
government in 2008 in accordance with an agreement between the NOC and
Eni North Africa on 16/10/2007. This Agreement stipulated an amalgamation
of the assets and activities of both Eni Oil and Mellitah Gas, effective from
01/01/2008. Melita is assigned to manage and operate the Oil Operations of
the Concessions and also participates in meeting the needs of the domestic
natural gas consumption which feeds power generating stations.
In addition to the wholly owned companies and joint ventures, there are a
number of Exploration and Production Sharing Agreements (EPSA)
companies. The twenty five EPSA companies are shown in figure 4.5.
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Figure 4.5 EPSA companies

Source: http://www.libyaninvestment.com/libya_noc_libya_noc_n_co.php

The twenty five EPSA (Exploration and Production Sharing Agreements)
companies shown in figure 4.5 are: British Gas, Chinese Petroleum,
Petrocanada, GazProm, RWE, OXY Libya, TOTAL C.P.T.L, PETROMINA,
ENI North, ONGC, VERNEX, PETROBRAS, TOTAL E & P, STAT OIL,
JAPEX, NIPPON, Shell, TEIKOKU, SONATRACH, Chevron Texaco, INPEX,
Oil India, Woodside, Turkish Petroleum and Exxon Mobile.
The next figure illustrates the associates of Libyan NOC, showing their
involvement with foreign companies, usually based on the sale and purchase
of goods and services.
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It should be mentioned that the international links with Algeria and Bulgaria
and the agreements with SHELL and AGIP point towards increasing the
internationalisation of operations. For instance, in 2009, there were reports
that Libya was seeking to buy into the Italian NOC, ENI (Reed, 2008) and
also that the Libyan NOC was bidding to buy the UK’s second largest oil
refinery from Shell (Baxter, 2009). Thus, it can be said that there has been an
indication of the shift in strategy towards a more market-oriented view of the
oil industry and an added dimension to earlier approaches to relationships
with other companies such as strategic alliances. However, the impact of the
revolution of 2010-2011 has yet to be understood; early signs are that
international collaboration will continue, although government precoccupation
with achieving stability and minimizing conflict means that market orientation
of oil companies is less of a priority than generating income from oil revenues
to address current priorities.

4.5 The Importance of the Present Study

Studies about strategic management are abundant; however, little research
has been conducted on strategic management in oil companies, whether in
National Oil Corporations, NOC companies, the wider Libyan context or the
OPEC framework. Wheelen and Hunger (2000) stated that few management
writers were interested in strategy. This study has explored issues that might
lead to the development of strategic management and has contributed to the
efforts towards developing it. Strategic management researchers admit that
there are limitations in the strategic management field (Stoney and
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Winstanley, 2001). Hence, the current study has endeavoured to contribute
to existing knowledge about senior managers’ perceptions of strategic
management processes in general and the Libyan NOC as a case study in
particular.

4.6 Conclusion

In order to set the research into context in terms of country and industry, this
chapter has presented general background information about oil companies
and Libya. The chapter first gave general background and specific insights
into the geographical location of Libya as a country in the Mediterranean
area, including the implications of Libya’s location as a gateway between
Africa and Europe. This was followed by an examination of factors affecting
the importance of the oil industry and its revenues to Libya; the population of
the country and the concepts of political risk and country risk, which are
related to political, financial and socio-economic issues. The chapter then
investigated the importance of oil and briefly described the origin and history
of oil companies in general and of OPEC, the latter being one of the key
influential organizations in the Gulf region, Africa and the Mediterranean as
well as in the oil industry. Next, the chapter focused on Libyan National Oil
Corporation that comprises twelve Libyan oil companies before concluding
with a note on the importance of the study.

The following chapter, chapter five, will introduce the methodology used in
this study. This will describe and justify the research approach and
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techniques adopted in this study: quantitative (questionnaire) and qualitative
(interviews) and review of companies’ policies and records.
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Chapter 5 Research Design and Methodology

5.1 Introduction

According to Tharenou et al. (2007, p.16), “The researcher needs to ensure
that the design chosen suits the particular research question” and “issues of
design need to be carefully matched to the underlying purpose of the study”
(ibid., 2007, p.16-17). Furthermore, in order to identify the most appropriate
type of design, the researcher must focus clearly on the scope of the core
concepts, location, time frame, industry and/or company and unit of analysis
(De Vaus, 2001, p.27). In other words, there needs to be a clear focus and
good match at both theoretical and practical levels.

This chapter discusses the research methodology and methods selected to
generate answers to the particular research questions addressed in this
thesis. Purposes and definitions of research are set out, and research
methodologies and methods employed in research into management and
strategic management are discussed, together with the methodology specific
to the current study. Data collection methods and data analysis are
described, together with the sampling procedures. Potential difficulties and
limitations of the study are also highlighted together with a statement of how
they will be minimised. Issues concerning the academic rigour of this study
and research ethics are also discussed. “Whichever method of research
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design is used, data need to be reliable and valid, whether quantitative or
qualitative” (Tharenou et al., 2007, p.27).

5.2 Research Definitions and Purposes

5.2.1 Definitions of Research

Research is about the systematic search for information to inform
understanding and for solutions to problems. In its broadest sense, research
can be taken to mean any collection of facts and other information that will
help to advance knowledge (Collins English dictionary 2005, p.1379).
Research in business and management has been defined as undertaking
systematic research to find out things about management and business
(Saunders et al., 2007). A dictionary definition of research more appropriate
for an academic context is “a. the systematic investigation into and study of
materials, sources, etc., in order to establish facts and reach new
conclusions. b. an endeavour to discover new or collate old facts etc by the
scientific study of a subject or by a course of critical investigation” (Oxford
Concise Dictionary 1995; Oxford Dictionary 2000, p.1085). The Economic
and Social Research Council (ESRC) states, “Research is the application of
systematic techniques and methods in pursuit of answers to questions.
These questions and answers can be highly specific, or abstract and general,
depending on the type of research being undertaken, from basic to applied”
(http://www.esrcsocietytoday.ac.uk). The key word in all these definitions is
‘systematic’: there are, however, a number of ways in which systematic
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techniques and methods can be applied according to the philosophical
standpoint of the researcher, conventions of the academic community and
the purposes of the research.

5.2.2 Purposes of research

Being clear about the purpose of research is essential because, Crotty
(2007) argues, the research focus leads the researcher towards devising
appropriate methodologies and methods of preceding that will allow the
purpose to be fulfilled. Almost always, research starts with an issue or
problem that requires investigation or solution but is then refined to a sharper
focus and more specific purpose. In general, research can be said to be used
either to test or to generate theory. It can be descriptive, explanatory or
exploratory (Yin, 2003) and can also be used to evaluate policy. According to
Bryman and Bell (2007) research can be further categorized as analytical,
confirmatory

or

predictive,

critical,

applied

and

action

research

(http://www.oup.com), while Easterby-Smith et al. (1993) distinguish between
pure, applied and action research. Different specific purposes can and do
exist under each of these categories. The current study can be said to be
testing a particular theory of how strategies have been formulated and
applied, in the context of Libyan oil companies. It is therefore situated within
explanatory research and is an example of “theory verification research”
(Punch, 2005, p.30). It can also be said to be reviewing and synthesizing
existing knowledge about strategic management theoretical frameworks. In
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addition, it aims to make a contribution to the overall body of knowledge
concerning strategic management.

5.3 Research Aim, Objectives and Questions

The research objectives within the overall purpose and aim of this study
concern the exploration of senior managers’ awareness of, and involvement
in, processes of strategic management in Libyan oil companies. The principal
question concerns how senior managers in those companies perceive and
implement

strategic

management.

This

requires

investigating

and

understanding how the individual managers perceive ‘strategy’ and ‘strategic
management’ and how strategic management is applied in order to identify
the implications of the research findings for senior managers in other
comparable companies. The study focuses on senior managers within the
twelve companies that together constitute the National Oil Corporation of
Libya. In total, there were two hundred and fifty two managers at the level of
Department Head or above.

5.4 Overview of Research Approach

This study adopted a two-stage research design that employed both
quantitative and qualitative methods within a predominantly quantitative
approach. According to De Vaus (2001), decisions concerning research
design must be informed by consideration of two factors: the choice between
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theory testing and theory building; and the nature of the research questions
(De Vaus, 2001). As shown in the literature review, there was ample
literature to assist in developing a research model and hence a deductive
approach was adopted to test the selected model. Quantitative research
enables testing and validating already constructed theories therefore the
quantitative method was selected to provide the primary data collection
instrument and the qualitative method was employed to generate further data
to assist in explanation of the findings from the quantitative analysis. This
provided an understanding of the overall picture within a group of associated
companies while at the same time enabling the research to examine the
complexities of the situation in greater depth and investigate differing
perceptions among individual senior managers. Before discussing in detail
the research design employed in the current study, it is useful to explore the
particular debate concerning management research.

5.5 Research Methodology and Methods in Management

Specific difficulties are presented in management research by the contrasting
opinions among scholars and practitioners alike about whether the research
should be practical or theoretical or in some way combine these two
approaches (Bryman and Bell, 2007; Easterby-Smith et al., 2008).
Identification of an interesting or topical problem or situation is a typical focus
of much management research, which often leads researchers to adopt a
case study approach, although the academic school tends to prefer a more
quantitative approach, partly in order to achieve greater academic credibility
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and partly because the origins of one strand of management research can be
traced to the discipline of economics (Hoskisson et al., 1999). In the 1990s
the debate intensified; between 1995 and 1998, the British Academy of
Management (BAM) led extensive discussions among scholars and
practitioners about what BAM perceived as the widening gap between
management research and its user base of practitioners which was
accompanied by a reduction in its ability to influence policy and practice. The
outcome of these discussions was a paper by Tranfield and Starkey (1998,
p.345) who stated that the only real point of agreement “within the discipline
is that management research operates no single agreed ontological or
epistemological paradigm” and the issues remain unresolved.

To a large extent, the debate concerning management research reflects the
degree to which it can be considered applied research. Tranfield and Starkey
(1998) took the view that management research is applied research, pointing
out that much of its history and evolution was based on drawing
generalizations from particular instances of management or organization
behaviour. However, they were also careful to distinguish between what they
termed different modes of knowledge, defining the traditional knowledge
production by researchers as mode 1, in contrast to what they termed mode
2 which involved communication between different specialists and feedback
between theory and application. Tranfield and Starkey (1998) described
management research as soft, divergent and applied, therefore arguing that
mode 2 offered a truer reflection than mode 1 of the ontological position of
management research. This suggests a different philosophical outlook, or
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ontology, in respect of management research. Management researchers
should therefore be clear about the approach they take in their own studies in
order to justify their research not only to participating organizations and
individuals but also to the academic community and in terms of their research
focus. Although this can be said to be true of all types of research, as argued
by Crotty (2003, p.2) in his emphasis on epistemology and ontology (or
theoretical stance) as the first two essential stages in any research design, it
is especially important where there is as yet no consensus view of paradigms
or methodologies for undertaking research, as is still largely the case with
management topics and issues. The concept of management research as a
distinct field was clarified by Easterby-Smith et al. (1993) who noted that
although its origins lay in research traditions drawn from social sciences such
as education, psychology and sociology, it exhibited certain features that
influenced the nature and conduct of research. One of these was the time
constraints experienced by many managers which could potentially be
problematic in fieldwork. Another was the trans-disciplinary nature of the
knowledge involved in much management work, knowledge in areas such as
economics, sociology and statistics, a theme also highlighted by Tranfield
and Starkey (1998).

One result of these tensions between theory and praxis, and between a
single discipline and trans-disciplinarity (crossover and co-operation of
disciplines), has been the increasing use of what is termed multiple methods
research. Multiple methods rose in popularity during the 1980s and 1990s,
reaching a degree of academic acceptance in the 2000s. According to
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Krauss (2005), multiple methods can extend the breadth and depth of data
collection and hence deepen understanding. However, debate about the
merits of this approach continues, not least because definitions of multiple
methods and mixed methodology are still working towards a consensus
position. One of the simplest definitions is given by Jones (2004), who
describes it as a methodology with methods that have comparisons between
quantitative and qualitative data. This may entail qualitative and quantitative
data being collected at the same time and analyzed in a complementary
manner. (Tashakkori and Teddie, 1998) or it can involve sequential data
collection in various permutations (Creswell, 2009). Despite its increasing
acceptance in many fields and its active promotion in the International
Journal of Multiple Research Approaches, multiple methods remains a
developing field. Respected scholars such as Bryman (2004) have supported
multiple methods and what he termed multi-strategy research, arguing that
there are no fixed laws governing the links between ontology, epistemology
and research methods. His considered viewpoint is that quantitative and
qualitative approaches can complement each other (Bryman, 2008).

However, whilst he advocates for multiple methods as a research design in
its own right, he expresses concern to establish accepted criteria for quality
(Bryman, 2008). Creswell (1995) initially wrote in favour of multiple methods,
proposing four specific overall designs, but later asserted that multiple
methods had not stood the test of time (Creswell, 2004), possibly because he
was referring to his own four proposed designs that entailed mixed
methodology

in

all

stages

including
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the

underlying

ontology

and

epistemology. He has, however, since renewed his endorsement of the
approach with proposed refinements to his original proposals (Creswell and
Plano Clark, 2007). Three approaches to integration of quantitative and
qualitative data have been identified by Creswell and Plano Clark (2011),
namely connecting data, embedding data and merging data. They assert that
qualitative data such as text can be integrated with quantitative data in
several ways. This study integrates the data sets by reporting results
together, the quantitative results followed by quotes and supporting text that
further illuminate the quantitative results.

5.6 Research Methodology and Methods in Strategic Management

The development of approaches to strategic management research was
traced by Hitt et al. (1998) and Smith and Hitt (2005) who identified
progression from single case studies through heightened interest in
interaction between environmental influences and the organisation, and
thereafter strategic options and decision-making to generic business
strategies and corporate diversification strategy. Interest in strategic
management and associated research has grown steadily since the 1980s;
the research field has had a strong empirical base together with a tradition of
developing theory, formulating and testing hypotheses and demonstrating
findings in the form of statistically significant relationships, However, Boyd et
al. (2005) criticized the foundations of much strategic management research,
identifying errors in the underlying constructs and consequent inaccuracies in
statistical measurement, asserting that strategic management research
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required greater attention to methodologies and design in order to improve
the quantity and reliability of findings. On the other hand, there exists a
parallel tradition of single case studies, typically associated with strategic
marketing and the success of a particular company or Chief Executive
Officer. As a result of these trends, Foss (2007) and others anticipated a
further increase in the use of less traditional research designs and
methodologies would also gain popularity, with some form of multiple
methods combining quantitative with qualitative enquiry. Strong links with
economics were noted and attributed to the fact that any strategic
management scholars in fact have a background in economics (Foss, 2007).
A further point of interest highlighted by Foss (2007) is the oscillation over a
period of twenty years between researching strategic management at the
level of the individual senior manager or leader and the company or industry
level, with capabilities and competences being seen as an attribute either of
the individual or the enterprise. In general, strategic management research
has “demonstrated a preference for supra-individual levels of analysis,
whether capabilities/competencies/core competencies/ dynamic capabilities,
firm, group, or industry levels” (Foss, 2007, p.18). However, two recent
studies have focused on strategic management at the level of individual
managers as well as the organisation, one in private enterprise (Karami,
2007) and the other in Palestinian NGOs (non-governmental organisations)
(Samour, 2010).
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5.7 Research Design

A variety of viewpoints exists concerning the overall design or strategy of
research. Robson (2002), for example, used the term research strategy to
describe the general approach taken in an enquiry, noting that scholars have
categorized research strategies in a number of different ways. He also
highlighted the importance of research focus, and the associated
development of the research questions as part of the high-level design or
research strategy. Following from this, he highlighted the importance of
appropriate selection of methods, practical planning of the fieldwork phase
and the overall project, as well as details of data collection instruments and
report writing (Robson, 2002). This stance has been supported by De Vaus
(2001), who asserted that a research design should meet the requirement of
gathering and analyzing the evidence necessary for providing clear answers
to the research question or questions. The overall research design should
clearly show how all the component parts of the study will contribute to
providing the answers. De Vaus (2001, p.9-10) offered an interesting
distinction between research design and research method, classifying design
into four main categories which he terms

‘case study’, ‘experiment’,

‘longitudinal’ and ‘cross-sectional’. Rather than draw attention to ontology
and epistemology, he focused on the research question, arguing that
selection of the most appropriate type of design depended on such a focus,
in particular on the scope of the core concepts, industry and/or company,
time frame, location and unit of analysis (De Vaus, 2001). Some scholars
have defined research design more loosely as the researchers’ overall plan
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for answering the research questions, whereas Crotty (2003, p.2) argued
strongly for all research to incorporate philosophical considerations into its
design and specified four stages which he asserted were common to all
research, whatever the topic and nature of the investigation. These stages he
defined as: epistemology (the way or ways in which knowledge can be
uncovered and known), ontology (the philosophical viewpoint about the
nature of knowledge adopted by the researcher), methodology (overall
approach) and method (the instruments used to collect and analyze data). A
clear exposition of the ontology and epistemology that underpin a research
study could, Crotty argued, enable researchers to demonstrate their
academic rigour while improving their own research skills, and at the same
time readers could gain a better insight into, and understanding of, the
findings by being fully aware of the researcher’s view of the world. Readers
could concentrate on the content and its implications without spending
excess time and effort on uncovering the researcher’s ontological and
epistemological stance before being able to make a judgment about the
value of the actual research.

5.7.1 Ontology and epistemology

Ontology has been defined as assumptions about reality (Denzin and
Lincoln, 2000), how an individual views the world (Grix, 2001), or more
academically as the study of being that is concerned with the nature of
existence (Crotty, 2003). The extremes of the spectrum of beliefs and
assumptions about the nature of reality are characterized at one end by an
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external reality that exists independently of the human mind (Crotty, 2003),
which is variously referred to as positivist, scientific or quantitative, and at the
other end by a reality that consists only of the meaning ascribed by people to
facts and events, usually referred to as the interpretive or interpretivist
position. Characteristics of the extreme ends of the spectrum are shown in
Table 5.1.

Table 5.1 Characteristics of opposing worldviews: positivism and
phenomenology
Component
Worldview/
Weltenschaung/
Perception
of
the World
Objectives

Positivism
The social world is
separate from human
beings.
Objective
measures can be used to
investigate social reality.
Empirical
testing
of
theories by process of
verification or falsification
to
ascertain
general
principles.

Phenomenology
The social world exists due to
the interaction and actions of
human beings and human
beings are an integral part of it.

The understanding of how,
through their actions, members
of a social group act out
meanings, beliefs and their
created realities of the social
world.
Research
Hypothetical
deductive Process of understanding how
Methods
approach.
practices/praxis and meanings
are created by human beings as
they work towards common
goals.
Methods
of Sample surveys and Interviews and observations,
Data Collection questionnaires,
also also records/documents.
records/documents.
Methods
of Statistical models.
Description,
analysis
and
Analysis
interpretation of the social world
from
the
participants’
perspectives.
Role
of Provide information by To use their own ways of
Respondents
means of questionnaires/ explaining their experiences and
highly
structured concepts of the social world they
interviews
based
on inhabit.
frameworks prepared by
researcher.
Source: Adapted from Gray, 2009, p.23 and p.33 and Easterby-Smith, 2002.
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Differing typologies of ontology have been proposed, with differing
terminologies. For example, Guba and Lincoln (2005) identify ontologies that
range from positivist (external reality), through post-positivist (external reality
is probable but rarely certain), critical theory (reality shaped by values and
adopted over time) and constructivism (reality is locally constructed and
relative) to participatory (reality is created by a combination of an external
reality and human thought and feeling). In their terminology, the current study
adopted a positivist ontology, as there are realities external to the senior
managers such as oil prices, the wider global economy and capital assets
that may affect strategic management and hence the perceptions of the
formulation and application of strategic management by the senior managers
involved. The current study is necessarily concerned with exploring
perceptions from a range of different individual perspectives. However, it is
also the aim of the study to arrive at an overall position for the Libyan
National Oil Corporation, therefore a constructivist position will not be
appropriate for a full answer to the research question. Another classification
of research is the divide commonly referred to as quantitative versus
qualitative, which tends to equate quantitative with a positivist stance and
qualitative within an interpretivist one. Rather than concur with Neuman’s
assertion that quantitative methods are considered to be the most reliable
tools for ascertaining knowledge in an objective world (Neuman, 2000),
researchers in the 2000s have increasingly come to see them as belonging
to a larger set of reliable tools. Quantitative and qualitative perhaps more
accurately describe data, or approaches to the collection and interpretation of
data, without necessarily implying a particular ontology. However, since
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many scholars do equate a quantitative approach with positivist ontology, the
current study can be said to assume a positivist stance.

Epistemology

The word epistemology is derived from the Greek word for knowledge,
‘episteme’, and means the study of how knowledge is discovered. It deals
with the relationships between the types and source of knowledge in the
study and the researcher. A number of different epistemological positions
that can be taken by a researcher have been identified in the literature:
objectivist, which assumes that meaning exists outside the researcher and
the research participants, subjectivist, which adopts the view that the
researcher participates in a process of imposing meaning on the data
collected during the study, and a range of intermediary positions (Guba and
Lincoln, 2005). Until recently, there was general consensus among scholars
that epistemology, methodology and methods had to be coherent and
consistent in the sense that they belonged to a particular paradigm and that
paradigms could not be mixed together (Silverman, 2005). A paradigm has
been defined as a “basic belief system or world view that guides the
investigation” (Guba and Lincoln, 1994, p.105), alternatively, in the context of
research, as a framework of underlying assumptions that provide guidance
for researchers and research (Thompson and Perry, 2004). More recently,
scholars such as Boyd et al. (2005) have increasingly endorsed a pragmatic
approach. In the space of ten years, Guba and Lincoln in fact moved from a
position which largely endorsed the separation of and adherence to particular
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paradigms (Guba and Lincoln, 1994) to a more flexible approach and attitude
that documented the emerging confluences, perhaps providing an account of
the development of management research methods in the process (Guba
and Lincoln, 2005). Although Creswell (2009) has not retracted his assertion
that the same principles apply to any research design, he has first
acknowledged and later adopted a more flexible approach. He now proposes
a typology of quantitative, qualitative and multiple methods designs. In this
typology, quantitative is defined as the “means for testing objective theories
by examining the relationship among variables”, qualitative is defined as the
“means for exploring and understanding the meaning [people] ascribe to a …
human problem”, and multiple methods is termed “an approach to enquiry
that combines … both qualitative and quantitative forms” (Creswell, 2009,
p.4).

Another strand of this debate concerning research is the deductive-inductive
divide, where deductive is associated with testing a theory or hypothesis and
inductive is associated with the generation of theory from data. In practice,
and from a pragmatic point of view, both approaches are typically employed
in the completion of PhD research. The position adopted in the current study
is therefore a positivist and deductive one but one which benefits from the
use of multiple methods of data collection as shown in Figure 5.1.
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Figure 5.1 Research Design: data collection and analysis

Source: Drawn by the researcher
Both quantitative and qualitative approaches and methods have strengths
and weaknesses. Strengths of the quantitative approach include stating the
research problem in a very specific way (Frankfort-Nachmias and Nachmias,
1992), which leads to outcomes such as adherence to the aims of the
research, potentially arriving at more objective conclusions, testing
relationships between variables and testing theory as applied in practice. It
can also achieve higher levels of reliability of the findings because of
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statistical manipulation of the data and greater generalizability gathered data
due to large samples. However, quantitative methods also have weaknesses,
notably the potential for inadequate data and information about the context of
the research (a lack of thick, rich detail) and, associated with this, the risk of
omitting significant information that lies outside the scope of the strictly
determined research objectives but which may have a bearing on the
findings. One the other hand, a qualitative approach can explore issues of
ambiguity and complexity surrounding and influencing the research focus.
The strengths of qualitative methods include greater realism, greater
flexibility in the collection and analysis of data, and a greater capacity for
description and a holistic view. Identified weaknesses include the risk of
abandoning the research focus if the context changes, interpretations and
conclusions that may depend on the skills, knowledge and perspective of the
individual researcher and severe restrictions on the extent to which findings
can be generalized. Qualitative methods are also accused of lacking
reliability because, for example, interviews can be conducted slightly
differently as the researcher responds to the participant by asking different
questions: this also means that the data gathered can be inconsistent. The
current study aimed to take advantage of the strengths of both these
approaches.

5.8 Ethics and Research

Ethics constitute an important consideration in all research. The Economic
and Social Research Council (ESRC) framework for research ethics sets out
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six principles which must always be considered and must be addressed
when applicable to a particular study. These are:
■ Research should be designed, reviewed and undertaken to ensure integrity
and quality
■ Research staff and subjects must be informed fully about the purpose,
methods and intended possible uses of the research, what their participation
in the research entails and what risks, if any, are involved. Some variation is
allowed in very specific and exceptional research contexts for which detailed
guidance is provided in the policy Guidelines
■ The confidentiality of information supplied by research subjects and the
anonymity of respondents must be respected
■ Research participants must participate in a voluntary way, free from any
coercion
■ Harm to research participants must be avoided
■ The independence of research must be clear, and any conflicts of interest
or partiality must be explicit” (Research Ethics Framework, p.1)

Responsibility for ethical conduct of research in accordance with the relevant
principles lies with the researcher and the university or other research
institution involved. Many universities have a research ethics committee who
consider ethical issues implicit in the study and give their approval for the
research to proceed only after they are confident that the researcher has
satisfactorily addressed the issues. There are a number of different codes
and guidelines covering research ethics, but they all cover the same core
areas, namely respect for participants, respect for the research community
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and respect for the wider community. Bryman (2001) highlighted four
principal areas of concern: harm to participants, lack of informed consent,
respect for privacy, harm to researchers and the research community as a
whole. The current study ensured that the principle of no harm was observed.

Protecting the privacy, confidentiality and anonymity of participants, as far as
possible, is paramount, as is their right to voluntary participation on the basis
of full information. This is particularly true for senior managers in a politically
and economically highly sensitive context. Participants received an
introductory letter setting out the purposes of the research, the conditions of
privacy and anonymity and their right to non-participation. Their consent to
participate was formally sought. The term ‘participants’ is used in preference
to ‘research subjects’, in recognition of the contribution which they made to
the research. An additional layer of complexity was added by the need to
take permission from the appropriate Ministry in Libya and from the
companies themselves, again explaining the full purpose of the research in
an introductory letter, and then seeking individual permission from all the
companies individually.

The introductory letters set out the probable time commitment that their
involvement was likely to require; it was envisaged that thirty minutes for the
questionnaire and up to sixty minutes for the interview would be required and
requested. The head of each company received a slightly different letter
because a documentation review formed part of the research and therefore
the CEO was offered the opportunity to place an embargo on publication of
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any commercially or politically sensitive information for a period of between
three and five years, subject to the agreement of both the University of
Bradford and the company. In practice it would have been possible for the
researcher to simply take a letter from a higher authority to the companies as
blanket permission to work with all participants, but this would not have met
the ethical requirement for a full explanation that meets the condition of no
harm. Participants were also given the opportunity to withdraw from the study
if at any point they wished to do so: interviewees were asked at the start of
the interview if they were still happy to give their consent.

The researcher explained in the first letter, on the questionnaire and again at
the start of interviews that an individual participant could not be identified
because they would be given a code known only to the researcher and thesis
supervising team. They were advised that the supervising team might ask to
see the original data in order to assure themselves that the research was
authentic.

They were also told that they would be able to see research

findings and have an opportunity to ask for any potentially contentious
information to be removed if they considered that it breached their privacy or
confidentiality.

In addition, the researcher ensured compliance with Data Protection Act
requirement by keeping electronic material, audio recordings and any hard
copies in a secure, safe place for storage. This was in fact particularly
important for the companies involved: it was quite possible that some of the
senior managers and the companies they worked for felt threatened by the
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risk of information falling into the wrong hands because they operated in an
environment where intense international competition is the norm, as is
intense domestic political and economic activity. Avoiding harm to the
company meant that the researcher discussed and agreed with the CEO and
other senior managers what documentation was essential to the study and
how it would be used. The researcher was also aware of Intellectual Property
Rights as the company might have been providing information about their
future strategy that it was not commercially appropriate to reveal but which
might have been relevant to the research topic. Should such a case have
arisen, the researcher would have discussed matters with the company and
agreed how to proceed, informing the University as appropriate.

Furthermore, the principle of no harm was applied to the questionnaire by
ensuring that all the questions were relevant and appropriate to the research
and by collecting only such demographic data as was essential for analysis,
to avoid invading individual privacy. For example, marital status and number
of children were not relevant to the study, nor was it necessary to know how
participants felt about OPEC or Libyan in oil industry policies, and it was
possible to record age without recording the date of birth which could
perhaps have been linked to other data sets (ESRC, p.19). In terms of the
interviews, the researcher firstly sought the consent of participants to the
audio recording of interviews, gaining consent from all participants, and gave
interviewees the opportunity to review any audio recording or notes that were
part of their contribution. The researcher also specifically asked participants
not to name other people on recordings without having obtained their consent
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in advance to doing this. The researcher included on the consent form a
question about consent for storing audio recordings until the thesis was
passed. During data analysis and report writing, the researcher allocated
passwords to any electronic documents, ensuring that any computer or
laptop used was itself password protected. Moreover, the researcher
discussed and agreed with the company how to communicate regarding any
publication dates for articles if these were required by the thesis supervisor
(Keith-Spiegel and Koocher, 1998) because these permissions needed to be
included in the consent forms for top managers.

Respect for the companies involved was maintained by giving them the
chance to comment on emerging findings and early drafts of data analysis
reports. One ethical issue that could have affected both participants and
companies was the potential impact on their employment and social
standing, so extreme care, sensitivity and thorough discussion with those
involved was essential. In order to respect the research community, if at any
time the researcher considered that participants’ right to withhold data would
have been likely to compromise the quality of the research, the University of
Bradford would have been informed. One final consideration was reciprocity;
reciprocity concerns the balance of power between researcher and
researched, and how participants benefit in return for giving their time and
information to the researcher. Reciprocity concerns the quality of
interpersonal relationships during the fieldwork phase as well as the content
of the final report. The researcher was both an ambassador for the University
and the wider research community and also a source of useful information for
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the company. Awareness of this issue meant that the researcher carefully
planned every interaction and intervention and thought through the possible
directions and outcomes of these before carrying them out.

5.9 Methods of Data Collection

The methods of data collection were a survey questionnaire (quantitative
method) and semi-structured interviews (qualitative method). The factors that
influence senior managers’ perceptions of strategic management and that
therefore underpinned the design of both the questionnaire and the interview
guide were taken from the literature review. These are shown in schematic
form in Figure 5.2.

Figure 5.2 Factors investigated through the questionnaires and
interviews

6.8.2. Interview
Indeed there are many definitions for the term of interviewing and
questionnaire as usual when the researchers discuss terms of social science.
Source: Self
Source: Drawn by the researcher
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Questionnaires are particularly suitable for collecting large volumes of data
from a wide sample, a characteristic that makes the questionnaire one of the
most important types of data collection instruments in management research.
“Questionnaires are among one of the most used and valuable means of
data collection” (Lancaster, 2005, p.137). A well-constructed questionnaire
can minimise the potential for researcher bias and can help to keep
respondents’ answers focused very clearly on the research topic (Brace,
2008). Questions in self-administered questionnaires are intended to elicit
useful and valuable data that can be analysed either quantitatively or
qualitatively (Brace, 2008). Researchers frequently employ questionnaires as
a method of data collection in surveys (De Vaus, 2001) because of their
particular strengths. The advantages of using a survey questionnaire have
been summarized by Frankfort-Nachmias and Nachmias (2008) as:
inexpensive (especially when administered by email), greater likelihood of
participants’ anonymity, ease of access to participants and reduced likelihood
of researcher bias, together with the ability to reach much larger sample
populations. Questionnaires can be administered in a variety of ways; via the
internet, by post, by telephone, or by hand delivery and collection.

A telephone questionnaire would not have been appropriate in the current
study because participants could have been overheard at some point during
the call and their anonymity and privacy compromised (Saunders et al.,
2007). Therefore the researcher employed hand delivery and collection of
questionnaires in order to maximize response levels and minimize the risk of
lost or incomplete questionnaires.
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Questions were considered for inclusion under the following broad headings:
strategic management process (strategy formulation, implementation and
evaluation), views of senior managers in the Libyan National Oil Corporation
companies on the importance of strategic management in theory and in
practice, and differences between the perceptions of individual senior
managers and company perceptions. Overall, the questionnaire was
designed to test whether the Karami model of strategic management
(Karami, 2007) was used in the Libyan National Oil Corporation companies.
Design of the questionnaire was greatly facilitated by the work of previous
researchers, notably Karami (2003). Responses were mostly designed using
a Likert scale; responses for individual questions could take the form of a
scale from not important to highly important and from disagree strongly to
agree strongly, where 1 was not important or disagree strongly and 5 was
highly important or agree strongly, depending on the particular question
being asked. The complete questionnaire is attached for information (See
Appendix 1).

According to Ackroyd and Hughes (1981, p.66) an interview is defined as an
encounter between a researcher and a respondent in which the latter is
asked a series of questions relevant to the subject of research. The
respondent‘s answers constitute the raw data analyzed at a later point in time
by the researcher. It is acknowledged that the use of interviews in social
science can assist in the collection of relevant, valid and reliable data and
may also be useful as a preliminary activity in formulating research objectives
and questions (Saunders et al., 2007). Collis and Hussey (2003, p.167) state
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that interviews are “a method of collecting data in which selected participants
are asked questions in order to find out what they do, what they think or feel”.
It can be concluded that interviewing is a conversation between the
researcher, or one of his assistants and the respondent. The researcher asks
questions relevant to his research, subject, questions, objectives and
hypotheses to gain the respondents opinions, feelings, attitudes and
experiences, and the respondent answers.

The choice of interview for this study was semi-structured. Structured
interviews were considered to be too restrictive for senior managers who
were likely to, and used to, putting their own points across at the moment
they judged appropriate, whereas structured interviews are based on pre-set
questions with fixed wording, usually posed in a predetermined order.
Unstructured interviews allow the information to flow, whether directly
pertinent to the research topic or not. Whilst they have the advantage of
allowing interviewees to talk freely, they can be difficult for interviewers to
guide and control and can therefore miss out essential points of information.
For these reasons, it was decided to employ semi-structured interviews in the
current study. Semi-structured interviews offer the advantage of acting as a
framework to guide both the interviewer and interviewee by keeping the
interview ‘on topic’. At the same time they permit a degree of flexibility in the
wording and ordering of the questions. In addition any questions which seem
irrelevant or inappropriate with a particular interviewee can be left out and
additional questions included. This brings some of the key benefits of
qualitative research design (Robson, 2002) to the current study.
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A similar picture emerged when they were asked if there was a written
mission statement, but in this case more than half the senior managers
(59%) did not know if there was a written mission statement. In order to
illustrate how interview responses informed and enhanced data gathered
through the questionnaires, one senior manager said “We have a written
statement which says our mission is to maximize profit”. This theme was
further developed by a second manager who said “Our mission is to
maximize profits for the government so that Libyan people can have free
education, free water and hospitals. Also so that we can build the economy
for the future and Libya can compete in the world.”

A transcript of one of the interviews is attached as an example in Appendix 3.

5.10 Data Analysis

5.10.1 Quantitative Data Analysis

As suits a positivist and deductive approach, descriptive statistics were used
in analysis of the questionnaire responses, with inferences drawn from
supplementary data collected in interviews. SPSS (Statistical Package for
Social Sciences) was employed as the statistical package and facilitated the
production of basic descriptive statistics and the generation of the overall
picture of senior manager’s perceptions of strategic management.
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5.10.2 Qualitative Data Analysis

The data generated by the interviews did not lend itself to SPSS and nVIVO
was employed instead for the first three interviews, after which Excel
software for two reasons. Firstly, the dimensions of the data analysis were
determined by the structure of the questionnaire and qualitative data from the
interviews was intended to supplement those findings; this reduced the
potential benefits of nVivo that are obtained from coding and recoding to
develop groups and themes directly from the data. Following on from this,
Excel was easier and quicker to use because of the researcher’s relative
unfamiliarity with NVivo; the process of coding according to the existing data
analysis dimensions was determined by the researcher whichever method
was used. NVivo works on the basis of codifying and then analyzing content
(Robson, 2002), although it was recognized that any highly complex data
gathered through the interviews might require further analysis. With the
recent development of and improvement in nVIVO software, it has become
increasingly useful to analyze qualitative data using information and
communication technology. The data from three interviews was processed
using categorisation, tabulation and content analysis in order to ensure
analysis could be conducted across both sets of data. For both nVivo and
Excel analysis, in order to provide an authentic comparison of data generated
by quantitative and qualitative methods, transcripts were analysed, with
codes allocated on a line-by-line basis according to key words and phrases,
followed by development of descriptive themes which were compiled into
analytical themes. An inductive approach based on identification of
descriptive codes and analytical themes helped to confirm or refute the
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dimensions identified through the quantitative analysis. The use of data from
both questionnaires and interviews permitted a triangulation of data to draw
conclusions for this thesis. Triangulation is mainly a means of cross
validation when two or more distinct research methods are found to generate
comparable data (Moebius, 2002).

5.10.3 The sample

Selection of a sample is not necessarily straightforward and researchers may
have to take into consideration factors such as time and cost (Bryman and
Bell, 2003). Some scholars recommend a particular percentage as an
appropriate sample size, such as De Vaus (2001). It is widely accepted that
quantitative methods should be used with a larger sample size than
qualitative methods, and within the positivist and quantitative tradition, great
attention is often paid to achieving as close to large random samples as can
be achieved (Collis and Hussey, 2003) in order to reflect the characteristics
of the population as a whole. Statisticians and researchers alike point out that
larger samples also reduce the probability of error in results and their
generalizations.

However, when a particular group of people are identified as research
subjects, as is the case in the current study, the sample needs to be
purposive rather than random in order to maintain a clear focus on the
research questions and the data needed for the research.
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Therefore the sample for this study was a purposive one, comprising all the
senior managers in the twelve companies that together make up the Libyan
National Oil Corporation, a total of two hundred and fifty two senior
managers. Questionnaires were administered to all senior managers and one
or two individuals within the purposive sample selected for interview from
each company, depending on their availability as much as on their specific
position within the company and spread of companies. Every effort was
made to secure the participation of Chief Executive Officers while recognizing
that this would not always be possible because of their diary commitments.
Interviews with Department Heads were included where these were
considered to add dimensions and depth to the data.

The sampling frame of companies and number of managers in each
company is shown in Table 5.2
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Table 5.2 Study sampling frame

NO

Name of

Chairman

company

Deputy

Members of

General

Managing

Heads of

Chairman

management

Manager

Director

Departmen

committee

t

1

NOC

1

1

5

6

-

25

2

Zawia

1

-

4

-

-

18

3

Zuetina

1

-

5

-

-

12

4

Waha

1

-

4

-

-

14

5

Veba

1

-

5

-

-

13

1

-

5

-

-

14

(Alhroge)
6

Repsol
(Akakos)

7

Melita

1

-

5

-

-

20

8

Sirt

1

-

4

-

-

12

9

Ras-lanuf

1

-

5

-

-

12

10

Jowef

1

-

5

-

-

12

11

Arabian

1

-

5

-

-

12

1

-

5

-

-

12

Gulf
12

N O Fields

Source: Data Analysis
Table 5.2 shows the number of senior managers by grade in each of the
companies that constitute the Libyan National Oil Corporation. The sampling
frame consisted of two hundred and fifty two senior managers, of whom
seventy responded. Of the seventy who responded, twelve were selected for
interview on the basis of their roles, the variety of roles, and a spread from
different types of company within the Natinal Oil Corporation (exploration,
production, technical support, logistics, consultancy and support services).
The interviews allowed investigation in greater depth into key aspects of how
strategic management was applied in the National Oil Corporation.
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5.10.4 Pilot Study

“Do not take the risk. Pilot test first” (De Vaus, 1993, p.54). Essentially, the
reason for conducting a pilot study is to reduce risk. This can include testing
the validity and reliability of questionnaires, making sure that proposed
interview questions will generate the expected data, testing the feasibility of
time and travel logistics or the practicalities of administering a data collection
instrument – in short, checking almost every aspect of the planned full
fieldwork phase to ensure that it will run as smoothly as possible. Any
problems with data collection instruments need to be detected and corrected
before the major fieldwork starts. The pilot phase in the current research
consisted of administration of questionnaires to ten senior managers, some
of whom were postgraduate students, who did not form part of the final study
and interviews with three senior managers in a Libyan company outside the
oil and gas sector who again were not involved in the full study. In addition,
the questionnaire was reviewed and tested by six postgraduate students at
the University of Bradford who were specifically asked to comment on the
layout and whether they found the questions and format clear or confusing.
The interviews were all held in Libya and conducted in Arabic; these
generated lots of useful and relevant information and the interview guide
appeared to work well in its original form. Some of the servuy respondents
reported that they found the layout rather cramped in places but confirmed
that the questions were clear and easy to understand. Minor changes were
made to the layout to improve the ease of reading and completion.
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5.11 The research instruments

Two research instruments were designed for this research, a survey
questionnaire appropriate to the quantitative approach and an interview guide
to provided qualitative data in support of the quantitative findings. The role of
data collection instruments is to “elicit the information that is required that will
enable the researcher to answer the objectives” (Brace, 2008, p.7). A welldesigned questionnaire is one which meets the research objectives and
generates the answers to the research questions: the same holds true of a
well-designed interview guide. Therefore the design should draw on the
themes that have emerged from the literature review in order to identify the
areas and types of information that are needed to answer the research
questions. To ensure the research instrument will actually elicit the
information required, it should be trialled in a pilot phase. This section first
outlines how the questionnaire was designed and administered, then
describes the design process of the interview guide.

According to Oppenheim (2005), the function of a questionnaire is
measurement, therefore the researcher must be clear about what is being
measured. The current study concerns itself with senior managers’
perceptions of strategic management, using Karami’s model of strategic
management as an overall framework within which to situate those
perceptions. "Unless a researcher understands the information requirements
- what information is needed and how that information will be used - no
attempt should be made to construct a questionnaire. The effort would be a
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waste of time for the researcher and the results would be of little value"
(Peterson 2000, p.15). In addition, the researcher needs to keep in mind that
the structure of the questions themselves is important, as is the choice of
wording for individual questions and the order in which they are asked. As far
as possible, questions on the same topic were kept together in groups, where
appropriate questions on the same topic progressed from the general to the
specific and, if any questions on sensitive topics were to be asked, they
would be positioned towards the end of the questionnaire.

The first step was to identify the dimensions (broadly equating to sections)
from the literature review. These were categorized as perceptions of; strategy
and strategic management, formulation of strategic management (in the
selected company, National Oil Corporation), implementation of strategic
management in NOC, applicability of strategic management for NOC, factors
influencing strategic management processes in NOC and strategic
management influence on aspects of operations. The next step was to
identify the information requirements for each dimension and hence to draw
up a first draft of questions. In order to be able to interpret answers
accurately, it was important to know the respondent’s experience and
knowledge of the subject, therefore a section typically started with questions
to elicit this before moving onto questions about perceptions.

For example, questions 1 to 7 of section two on strategy formulation and
implementation asked specific questions about what the respondent knows of
what happens in their company and who is involved, such as:
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(Oppenheim, 2005, p.189) and the measurement of perceptions and attitudes
have much in common regarding senior managers’ views of strategic
management. The ratings 1-5 were used in a uniform manner through the
questionnaire, with 1 indicating the strongest response and 5 indicating the
weakest (for example in importance, frequency of use, agreement or impact),
so there was some variation on the strict application of Likert i.e. strongly
agree – strongly disagree. The labels on the scales were varied according to
whether the question was more factual or targeted directly at eliciting
perceptions. The decision to use an odd number, following Brace (2008),
reflected the possibility that some respondents could and would be neutral in
terms of some of their responses.

A highly structured questionnaire was preferred to a more flexible and open
format for this particular study, not only because it is more straightforward in
terms of analysis but it also took into account that the target respondents
were very busy senior managers in a pressurized environment with relatively
little time to respond to requests for research information. The used of
multiple choices and tick boxes made it easier for respondents to answer, as
well as facilitating data analysis. In particular, multiple choice and tick boxes
have been shown to work well when the questionnaires are self-administered
as in this study (Oppenheim, 2005). The questions and their order were
reworked several times; as Oppenheim (2005, p.112) observed, “Each
survey produces its own problems of question order”. After trialling the
questionnaire with a small sample of senior managers, it was decided that
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the data obtained was accurate and sufficient for meeting the purpose of the
research, and the final version is shown in Appendix A.

Questionnaires were self-administered, a choice which resulted from the
combination of extreme pressures under which the target sample of senior
managers worked and the practicalities of delivery, administration and
collection of questionnaires across a large geographical area. A response
rate of just under 30% from a sample of top managers was, under the
circumstances, very acceptable.

The data collected from questionnaires was quantitative because it was
aimed at identifying and clarifying the perceptions of strategic management
among two hundred and fifty two senior managers in the Ntional Oil
Corporation. The interviews were intended to support the questionnaire
findings with qualitative data which would deepen understanding, add
insights and potentially fill any gaps left by the questionnaire. The findings of
the thesis include quantitatively descriptive statistics from the data collected
through the questionnaires, employing applied statistics methods to present a
clear picture. Interview findings are used to illustrate the statistical
information and also used in the discussion of findings to add insights and
justify interpretations.

The interview guide was drawn up using the same theoretical framework and
literature review themes as the questionnaire, therefore the same dimensions
were adopted. However, the questions were open ended and hence allowed
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much more freedom of response. For example, in Section One: Strategy
formulation and implementation,
1. Please tell me about how strategy is formulated in your company.
Prompt for: process, people involved, main influences, documents and
records,review period, key people involved, your personal role
2. Next, I’d like you to tell me about how strategy is implemented.
Prompt for: process, people involved, main influences, documents and
records, review period, key people involved, your personal role
3. How does strategic management work in practice?
Prompt for: who gets involved, what happens if the strategy needs to
change/is changed, what happens if the strategy is not being
implemented, how senior managers deal with these situations?
Again, the interview guide, a full copy of which is shown in Appendix 2, was
trialled with management researchers and managers in companies other
than the Ntional Oil Corporation. In total, twelve interviews were conducted to
generate supporting data for the questionnaires.

5.12 Validity and Reliability

Validity refers to the extent to which a data collection instrument measures
what it is intended to. There are various types of validity, of which content
validity and statistical validity are under consideration here. A process of peer
review and review by expert academics was used to evaluate the content
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validity of the questionnaire, in terms of the match between the actual
questions and the research focus and scope. Pearson’s correlation
coefficient was applied to the questionnaire to test the statistical validity,
while Cronbach's alpha was used to test the reliability. The value for
Cronbach’s alpha was 0.85 compared with an acceptance figure of 0.7,
indicating a very good level of reliability.

5.13 Potential difficulties and limitations of the study

The time and travel involved in the full fieldwork phase was not expected to
present any major difficulties, and, according to the pilot study, the data
collection instruments would generate the expected and required data. The
limitations of the study were expected to be centred on the individual nature
of national oil corporation, and the consequence of this, that therefore
generalization of the findings must be treated with caution.

In fact, the fieldwork proved more challenging than the researcher had
anticipated for a number of reasons. Although access had been formally
granted by the Chairman of the NOC, the follow-up procedures took longer
than had been anticipated which caused pressures of time on the whole
fieldwork phase. Firstly, distribution of the questionnaires presented some
difficulties. It had been agreed with the NOC management committee that
committee members would distribute the questionnaires to their senior
managers with the aim of returning them to the researcher within a month. In
practice they experienced some difficulties themselves in distributing all the
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questionnaires because of normal pressures of work and collection of the
questionnaires. The researcher was able to, and indeed had to, use his own
network of contacts to complete the distribution and collection of
questionnaires.

Even once access had been granted for a small sample for the interviews, it
typically took a further week before the researcher could meet the participant
due to the pressures of work in the National Oil Corporation and all
participants were contacted three times. The commitments of CEOs meant
that it was particularly difficult to arrange and adhere to diarise appointments,
not least because in several cases they were called away to handle
emergencies. CEOs in the oil industry must respond to situations classified
as emergencies because of health and safety and environmental
considerations. In some cases, participants did not have the necessary
authority to provide any further information in response to some specific
questions. Due to the timeframe available for the fieldwork, together with the
restricted budget available to the researcher, the response rate was lower
than planned or desired. It should be noted, however, that a response rate of
30% is acceptable and adequate for this type of study.

One particular challenge for the researcher was to maintain sufficient
impartiality towards the research topic and to maintain an appropriate
distance from participants. This was achieved by concentrating on being an
active listener during the interview itself and then carefully transcribing and
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translating the exact words used by participants. Two of the interviews were
conducted in English and a further ten in Arabic.

5.14 Conclusion

This chapter has set the scene for the fieldwork phase, discussing the
research methodology and methods that address the research focus and
questions addressed in the current study. A brief examination of the
alternative methodologies and methods available for the conduct of
management research led to the identification of the most appropriate
methodology for investigating the perceptions of strategic management held
by senior managers in the companies of the Libyan National Oil Corporation
context is one of multiple methods within an overall positivist and deductive
stance and where the qualitative interviews and depth and richness to the
quantitative data from the questionnaire survey. Brief descriptions of data
analysis methods and sample selection were provided. The ethics involved in
this research were discussed, together with the action for ensuring ethical
compliance. This account of the development of methodology and methods
underpins the analysis of findings that follows.
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Chapter 6: Data Analysis

6.1 Introduction

In chapter five the research methodology selected for the current study was
discussed and justified, explaining why the principal data collection method
was a survey questionnaire and why this was supported by qualitative data
gathered through interviews. In this chapter, the data generated by the
responses to the questionnaires and interview questions is analyzed. The
aim of this chapter is to present the findings from the data analysis in
sufficient depth to enable meaningful discussion of findings in chapter seven.
To this end, the current chapter provides a detailed presentation of the
findings of the research into the senior managers’ perceptions of strategic
management in the Libyan National Oil Corporation. The results are the
analysis of the questionnaires employed in the current study and
administered to senior managers within the Libyan NOC and its constituent
companies, results which are supported by qualitative findings from the
interviews. Descriptive statistics are used to present data primarily on
demographic findings; firstly, descriptive statistics for the managers in the
sample, followed by statistics for the companies involved. The first section
sets out the statistical methods which were used in the analysis of the survey
questionnaire data. This is followed with the analysis of demographic data
about the senior managers and their company, while the majority of the
chapter is devoted to the data analysis of the various dimensions of the
questionnaire. The final section summarizes the whole chapter.
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6.2 General statistical tests

Completed responses were checked for completeness and accuracy before
any statistical tests were applied. The Kolmogorov-Smirnov was used to test
for 'goodness of fit' between a sample distribution and another distribution
(the normal distribution). The results indicated that the data was nonparametric, and this was confirmed by the Shapiro-Wilk test which also gave
results showing that the data did not conform to a normal distribution. This
means that parametric tests were not suitable for use with this data set.
Descriptive statistics were produced for all the survey questions, for the total
sample and also for the different job titles of senior managers. The
descriptive statistics included range (minima and maxima), means and
standard deviations.

6.3 Descriptive statistics on demographics

A total of seventy completed responses were received from the two hundred
and fifty two senior managers in the Libyan National Oil Corporation who
were invited to participate, a response rate of just under 30%. This section
presents the findings for the demographics of the sample, namely age and
gender distribution, educational qualifications, and number of years’
experience of management and strategic management. The statistical
analysis concentrates on frequencies, averages (modes and means as
applicable) and percentages in order to identify overall trends and patterns in
the responses, illustrating these with charts and tables where these aid
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understanding. Percentages are given where appropriate; however, where
the raw numbers are very small and mean little in percentage terms, for
example two women out of a total of seventy senior managers, the raw
numbers are used.

The job titles of the senior managers in the sample were as shown in Table
6.1.

Table 6.1 Senior managers by job title
Job title

Number

Chairman

3

Deputy Chairman

1

General Manager

6

Head of Department

41

Managing Director

0

Others

19

Total

70

Source: Data Analysis

The relative proportions of senior managers in the different posts are shown
in figure 6.1; it is clear that just under 60% of the sample were Heads of
Department. The 27% others were made up of diverse job titles including
strategic management adviser to Chairman, Human Resources Adviser,
Internal Consultant, External Consultant (two).
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Figure 6.1 Senior managers by job title

Senior Managers by Job Title
Chairman
4%
Others
27%

Deputy
Chairman
1%

General
Manager
9%

Managing
Director
0%
Head
of
Department
59%

Source: Data

Analysis

The sample was predominantly male, with only two female senior managers
out of the total of seventy as shown in figure 6.2.

Figure 6.2

Senior managers by gender

Senior managers by gender
3%

Female
Male

97%

Source: Data Analysis
Over eight out of ten managers were aged forty or above, with the mode
being fifty or above as shown in table 6.2 and figure 6.3 below. Respondents
were classified into four groups; group one (20-29 years), group two (30-39
years), group three (40-49 years) and group four (50 and above). The fact
that just over half the senior managers were fifty years old or more suggested
that they were likely to have considerable experience, as evidenced by
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responses to the question concerning experience. This confirms an earlier
finding that the age and total experience of senior managers are strongly
correlated but that older senior managers are more likely than their younger
counterparts to favour minimizing change (Karami, 2007). The age profile in
the current sample is noted as a possible cause for concern in 10-15 years’
time.

Table 6.2 Senior managers by age

Figure 6.3 Senior managers by

age

36

Senior managers by age
26

Age
20-29 years

1

30-39 years

7

40-49 years

26

50 or more

36

7
1
20-29 years

Source: Data Analysis

30-39 years

40-49 years

50 or more

Source: Data Analysis

Regarding total work experience, the mode was the 21-30 years experience
group (Table 6.3 refers). It has been argued that senior managers with
extensive experience of managerial work are more likely to attach importance
to formal strategy development and strategic management than senior
managers without such experience (Karami et al., 2006) and this is explored
later in the current chapter.
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Table 6.3 Senior managers by years of total work experience
Years of total work

Number of

experience

managers

10 years or less

Percentage
8

11.4%

11-20 years

10

14.3%

21-30 years

27

38.6%

31-40 years

21

30.0%

41 and over

4

5.7%

Source: Data Analysis
Whereas eight out of ten senior managers had more than twenty years’ work
experience in total, six out of ten had noticeably less experience of strategic
management (10 years or fewer) as shown in figures 6.4 and 6.5
respectively. This could be due to having only relatively recent exposure to
strategic management as a concept and discipline, since at the time of
writing it remains a young discipline, with much of its development having
occurred during Libya’s years of isolation. Equally, it could be due to the age
at which the senior managers were promoted into positions involving
strategic management.
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Figure 6.4 Senior managers by total work experience in years

Years of work experience

27
21

10

8

4

10 years or
less

11-20 years

21-30 years

31-40 years

41 - over

Source: Data Analysis
Figure 6.5 Senior managers by experience in years of strategic
management

Experience of strategic management
23
18

16
8
5

5 years or less

6-10 years

11-15 years

16-20 years

20 - over

Source: Data Analysis

Whereas sixty one managers had twenty one or more years’ experience of
work in total (with a mode of 21-30 years), 57 had 15 or fewer years’
experience of strategic management (with a mode of 6-10 years).

As expected for senior managers in a complex technical industry, the
educational qualifications were almost all at first degree level or above. In
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terms of the highest level of educational qualification, more than half were
educated to first degree level (the mode with forty individuals, 57% of the
sample), with just under a third have gained a master’s degree (28.5% of the
sample) and three people, fewer than 1% of the sample, having studied for a
doctorate (table 6.4 and figure 6.6 refer).

Table 6.4 Senior managers by highest educational qualification
Educational qualification
Secondary school

1

Diploma

6

Bachelor

40

Master

20

Doctorate

3

Source: Data Analysis
Figure 6.6 Senior managers by highest educational qualification

Educational Qualification

40

20

6

3

1
Secondary
school

Diploma

Bachelor

Master

Doctorate

Source: Data Analysis
It has been argued that the interesting characteristics of senior managers
include their education (Karami, 2007) in that education is typically
considered to signal an individual’s knowledge and intellectual ability, in
addition to indicating problem-solving ability. Another facet of education, the
academic subjects studied by respondents, showed that the mode was
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engineering, although the number of senior managers who had taken either
commerce or management was the same as those taking engineering, as
shown in table 6.5.
Table 6.5 Senior managers by subject of academic study
Subject of academic study
Engineering

20

Geology

5

Commerce

11

Management

9

IT

5

Law

5

Others e.g. Manpower Planning

15

Source: Data Analysis

The great majority had also participated in one or more formal management
courses, a total of fifty nine having done so compared with eleven who had
not (figure 6.7 refers).

Figure 6.7 Participation in formal management courses
Participated in formal managemnet
course
NO
16%

YES
84%

Source: Data Analysis
In response to the question about whether they had participated in specific
strategic management formal courses, the proportion was considerably
higher: 39 people replied that they had done so (56%).
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Table 6.6 Participation in formal strategic management courses
Have you ever participated in any formal strategic
management course?
Yes

39

No

31

Source: Data Analysis
To summarize the descriptive statistics for managers, all but two of the
seventy managers were male, forty two were heads of department and three
were chairmen of their companies. Just over half were aged fifty or above
and forty eight of them had twenty one or more years’ total work experience.
Their experience of strategic management was markedly less, although fifty
nine out of the total of seventy senior managers in the sample had
participated in a formal course on strategic management.

There follow the descriptive statistics for the companies, their date of
establishment, their principal activities, their size in terms of numbers of
employees on the payroll and their turnover.

6.4 Descriptive statistics for companies

In total, twelve companies were involved. Their date of establishment ranged
from 1970 or earlier to a point after 1991 and their principal activities ranged
from oil exploration and production through operating and management,
services to the oil industry, giving a good representative spread of the every
oil company operating within the Libyan National Oil Corporation.
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Most respondents (67%) did not answer the question about their company’s
annual turnover. This may have been because they were genuinely unaware
of the turnover or whether they preferred not to say, an option which was not
available to them in the multiple choice answers. However, of those who did,
six senior managers worked in companies with a turnover of less than
£100,000,000 while seventeen worked in companies where the annual
turnover exceeded £100,000,000. The responses to the question “How many
people are employed by your company?” indicated that the vast majority of
senior managers were employed in companies with a total workforce of
between 1000 and 4000, with the mode being between 2001 and 3000. It is
interesting that 20% of respondents were not aware of how many people
were employed in their company, despite the focus on strategic
management.

Table 6.7 Number of employees
How many people are employed by your company?
1000 or less

11

1001- 2000

16

2001-3000

22

3001-4000

6

More than 4000

1

I do not know

14

Source: Data Analysis

Fifty two of the seventy managers were employed in companies which were
involved in partnerships with foreign oil companies, suggesting that there
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should be some active participation in strategic management by those
managers.
Table 6.8 Senior managers involved in partnerships with foreign oil
companies
Partnerships with foreign companies
Yes

52

No

18

Source: Data Analysis

6.5 Descriptive statistics: dimensions of the questionnaire
The next set of descriptive statistics concern the remaining dimensions of the
questionnaire which are summarized below for clarity. The dimensions are
shown alongside the specific questions to which they relate and each
dimension is dealt with in turn in the reporting of descriptive statistics which
follows.

Table 6.9 Dimensions of the questionnaire
DIMENSION
P2 Perception of strategy and
strategic management
P3
Formulation
of
strategic
management in NOC
P4 Implementation of strategic
management in NOC
P5
Applicability
of
strategic
management for NOC
P6 factors influencing strategic
management processes in NOC
P7 strategic management influence
on aspects of operations
Source: Data Analysis
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Questionnaire items
Section 2, questions 1a and 1b and
question 7
Section 2, questions 2, 4, 9 and 11
Section 2, question 5 and Section
3, question 8
Section 2, questions 3 and 6 and
Section 3 questions 1 and 2
Section 3, questions 3a and 3b, 4,5
and 6
Section 3, question 9

6.5.1 Perception of strategy and strategic management (P2)

The questions that were asked to elicit data for this dimension were whether
the company had a written strategic plan and written mission statement, and
whether they had a systematic approach to strategic management.

Table 6.10 Written strategic plan
Written strategic plan
Yes
No
I don’t know
Source: Data Analysis

46
4
20

66%
6%
29%

Figure 6.8 Written strategic plan
.
Written strategic plan

Yes

No

I don’t know

29%

6%

65%

Source: Data Analysis
Two-thirds of the senior managers said their company had a written strategic
plan, although twenty out of the seventy (29%) said they did not know
whether their company had one or not. A similar picture emerged when they
were asked if there was a written mission statement, but in this case more
than half the senior managers (59%) did not know if there was a written
mission statement. Although it is essential to communicate the strategy, this
does not necessarily require a written statement. However, it is usual for
large corporations to treat the written strategy as a “comprehensive master
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plan” (Analoui, 2007, p.39), therefore wider dissemination of this document
would be expected to ensure that employees are working to the same goals.
As Jones (2008) points out, research has shown that relatively few
employees understand the strategy, which they are less likely to implement it.

Table 6.11 Written mission statement
Written mission statement
Yes
24
No
5
I don’t know
41

34%
7%
59%

Source: Data Analysis
Figure 6.9 Written mission statement
Written mission statement

Yes

No

I don’t know

0%
34%

59%
7%

Source: Data Analysis
The emerging picture was reinforced by respondents’ answers to the
question concerning a systematic approach to strategic management. Again,
more than half (53%) said that did not know if their company had a
systematic approach to strategic management, while 40% said yes and 6%
said no. The fact that so many senior managers said they did not know if
there was a systematic approach to strategic management in their company
suggests that there was no such approach since the various stages and
processes incorporated within the model proposed by Karami (2007) would
have involved some of these respondents at some point in the strategic
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management processes. The responses to this question are shown in Table
6.12 and Figure 6.10.
Table 6.12 Systematic approach

Figure 6.10 Systematic approach

Systematic approach to

Systematic approach to strategic management

strategic management
Yes

29

41%

No

4

6%

37

53%

I don’t know

Source: Data Analysis

Yes
No
I don’t
know

Source: Data Analysis

Considering the three elements of this dimension together, it can be said that
while two-thirds of the senior managers participating in the survey knew there
was a written strategic plan, fewer than half knew if there was a written
mission statement or a systematic approach to strategic management. The
implication is that in some cases at least (in up to 29% of the sample), there
is no perception of strategic management and that more half of the senior
managers surveyed perceived strategic management in terms of a written
plan and little, if anything, else.

These findings were supported by interview data. For example, one chairman
of a member company of the NOC commented that “The strategy is the
overall goals of the company which are identified by the National Oil
Corporation” (A2) while another stated that “senior managers are involved in
strategic decisions. That is because of the sensitivity of such decisions with
regard to the strategic issues” (A4). Together these statements indicate that
there is a tendency to restrict strategy formulation to a small number of senior
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managers, although a minority view holds that a wider range of departments
and people should be involved. Involvement of middle management in
integrative and emergent strategy processes and practices is increasingly
highlighted by scholars (Floyd and Wooldridge, 2000; Johnson et al., 2003).

6.5.2 Formulation of strategic management in NOC (P3)

To explore this dimension, senior managers were asked about how often a
long term strategic plan was prepared and about the key positions involved in
strategy formulation. They were also asked about the importance of various
factors to the future success of their company, long term business planning,
environmental scanning, quality of leadership and involving lower managers
in formulating, implementing and evaluation of business strategies. Their
responses were rated using a Likert scale in which 1=very important, 2=quite
important, 3=neutral, 4=not very important, and 5=not at all important. Finally,
managers were asked to rate the emphasis placed on several specific
planning activities in their company, rating them on a Likert scale (where
1=very strong emphasis, 2=strong emphasis, 3=moderate emphasis, 4=weak
emphasis and 5=no emphasis); mission statement, trend analysis, competitor
analysis long term plans, annual goals, short term action plans and ongoing
evaluation.

In response to the question concerning the frequency of preparation of long
term strategic plans, 61% of the sample did not reply, suggesting although
they were aware of the existence of a written strategic plan, they did not
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know how often these were produced. This reinforces the emerging view that
despite 59 of the senior managers in the sample having undertaken a formal
course in strategic management, relatively little appears to have been
effectively implemented to date. Thirteen of the senior managers (18.5% of
the sample) replied that a new long term plan was prepared every 3 years or
fewer, while a further 10 (14%) stated that this happened every 6-12 years.
Table 6.13 and Figure 6.11 summarize the responses to the question
concerning the frequency with which long term plans are prepared.

Table 6.13 Frequency of preparation of long term plan (Source: data
analysis)
0-3 Years

13

4-6 Years

4

6-12 Years

10

More than 12 years

0

No response

43

Source: Data Analysis
Figure 6.11 Frequency of preparation of long term plan (Source: data
analysis)

Frequency of preparation of long term strategic
plan
13

10

4
0-3 Y ears

4-6 Y ears

43

0
6-12 Y ears

Source: Data Analysis

234

More than 12
Y ears

No res pons e

In the interviews, most participants spoke of annual plans rather than long
term strategic plans. Two exceptions referred to a long term plan (A4 and A7)
within the context of National Oil Corporation.

Turning to the key positions involved in strategy formulation, the job titles
mentioned were grouped into ‘high’, ‘middle’ and ‘low’ where high is chairman
or deputy chairman, others are specialists and middle represents heads of
department. As expected from the role of professional in the industry that
was highlighted in the literature review, specialists such as geologists were
involved quite significantly. Interviews revealed that Exploration, Operations
and Reservoir departments consistently sought data from specialists and
used these in producing proposals submitted to NOC for possible inclusion in
the next year’s plan.

In fact the spread across high, middle and other key positions, was quite
even, with twenty seven senior managers (39%) identifying high level
managers, twenty (20%) stating middle level managers and twenty two
managers (33%) stating others. The grouping was necessary to allow
statistical manipulation using SPSS. Tabular and graphical summaries of the
responses are shown in table 6.14 and figure 6.12.
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Table 6.14

Key positions

Figure 6.12 Key positions
Key positions in strategy formulation

Managerial level Number %
High level
26 37%
Middle level
21 30%
Others
23 33%

27
23
20

High level

Source: Data Analysis

Middle level

Others

Source: Data Analysis

Further clarification of the P2 dimension (perception of strategy and strategic
management) was provided by contributions from senior managers who were
interviewed. Company chairmen were in agreement that strategy formulation
began with the submission of proposals from Heads of Departments
involved. One said:
“The strategy design starts by submission of proposals, the
proposals will be studied. Accordingly goals and resources
identified, budget set up and finally the strategy approved within
the company by the managerial committee. After that it will be
approved by the General Popular Committee before it becomes
ready for implementation” (A1).

This was confirmed by some other senior managers. For example:
“First, the specialized administrations concerned put strategy
proposals forward. This is applicable to all strategies whether
production related, training related strategy etc. The next step is
that the proposal is discussed in company meetings. After that the
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strategy is designed and sent to the National Oil Corporation
(NOC) for final approval” (A2).

However, the process was not always the same. A human resources
department of an oil company in partnership with another company stated
that the partner company was almost wholly responsible for designing the
strategy:
“Sometimes strategic planners gather information from us. Every
year the planning department distributes some forms for proposing
any projects but this mainly goes to operations and explorations.
For us as a supporting department we are not usually involved in
strategic planning to propose any projects… this mainly goes to
operations and exploration” (A3).

The next question that related to the dimension ‘Formulation of strategic
management in NOC’ (P3) concerned the importance of four key elements of
strategic management to the future success of their company. The relative
importance attached by senior managers to each of the factors in shown in
Table 6.15. Following on from responses concerning the key people involved
in the formulation of strategy, it is perhaps not surprising that one-third of
respondents perceived the involvement of lower managers in the processes
of formulating, implementing and evaluating business strategies to be not
very important or not at all important, or were neutral about its importance.

237

No
t

No
t

at

v er
yi

ra l

all
im
po
rt

mp
ort
a

ant
po
rt
im

Ne
ut

Ve
ry

Qu
ite

im
po
rta
nt

nt

an
t

Table 6.15 Perceived importance of factors to the future success of
their company

number %

number %

number %

number %

number

%

Long term business planning

45

64%

14

20%

5

7%

6

5%

0

0%

Environmental scanning

27

39%

29

41%

7

10%

4

6%

3

4%

Quality of leadership
Involving lower managers in
formulating, implementing
and evaluating business
strategies

42

60%

14

20%

10

14%

3

4%

1

1%

11

16%

26

51%

16

23%

4

6%

3

4%

Source: Data Analysis

Whilst 80% or more respondents said they thought long term business
planning was very or quite important, fewer senior managers considered
involving lower levels of management in the various stages of formulating,
implementing and evaluating business strategies to be important or very
important (67%). Nobody considered long term business planning to be not
at all important, although six out of the seventy managers considered it was
not very important and a further five were neutral in their response.

Respondents were then asked more specifically about the emphasis placed
on several particular planning activities in their company and the results
revealed that relatively little emphasis, and in some cases, no emphasis, was
placed on these activities (Table 6.16 refers).
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Table 6.16

%

number

%

A mission statement

1

1%

2

2%

10

14%

25

36%

32

46%

Trend analysis

1

1%

2

2%

16

22%

29

41%

22

31%

Competitor analysis

2

3%

7

10%

19

27%

25

36%

17

24%

Long term plans

1

1%

5

7%

14

20%

25

36%

25

36%

Annual goals
Short term action
plans

1

1%

3

4%

7

10%

27

39%

32

46%

2

3%

5

7%

7

10%

25

39%

31

44%

Ongoing evaluation

2

3%

3

4%

15

21%

23

33%

27

39%

Source: Data Analysis
It is clear that none of these planning activities was perceived to be
emphasized very strongly. Only competitor analysis, long term plans and
short term action plans were seen to be emphasized strongly and by a
relatively low number of senior managers (10%, 7% and 7% of the sample
respectively). In all cases, the great majority said there was little or no
emphasis on these planning activities; 82% for a mission statement, 72% for
trend analysis, 60% for competitor analysis, 72% for long term plans, 85% for
annual goals, 83% for short term action plans and 72% for ongoing
evaluation. The lack of emphasis on the external environment in terms of
trends and competitors suggests that senior managers’ main focus is
internal, in which case the corresponding lack of emphasis on annual goals
could be a cause for concern. However, it must be remembered that strategic
management is very new to most senior managers in the Libyan NOC and its
constituent companies. The internal focus was reinforced by most of the
senior managers who were interviewed; for example, one said “Our company
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monopolizes the oil market in Libya and in most cases determines oil prices”
(A4). In contrast, one senior manager highlighted the fact that Libya was
competing in the world.

To summarize the data analysis for the dimension P3, the formulation of
strategic management in NOC, six out of ten managers did not know how
often a long term plan was prepared, the managers involved in formulating
strategy are mainly top managers and specialists such as engineers and
geologists, and eight out of ten managers consider that long term business
planning is important or very important to the future success of the company.
In view of this last statement, it is somewhat perplexing that more senior
managers were not aware of how often a long term plan was prepared.
Reasons for this could include the fact that although eight out of ten have
received formal training in strategic management, they have not had
sufficient time or opportunity to apply what they have learned, because they
know intellectually that it is important but do not see any day to day
relevance. This interpretation is strengthened by the perceived lack of
emphasis on specific planning activities that relate to managerial focus.

6.5.3 Implementation of strategic management in NOC (P4)

In order to ascertain senior managers’ perception of the implementation of
strategic management in NOC, three specific questions were asked
concerning the main aim of strategy formulation in their company, the impact
of a systematic approach to strategic management on key aspects of
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planning and effectiveness and whether senior managers considered that a
systematic approach to strategic management could have more impact in the
future. The impact on specific aspects of the business concerned
organisational effectiveness, operational decision making, and developing
and implementing business plans.

Responses regarding the main aim of strategy formulation were free
responses to an open question. Senior managers mentioned profits,
profitability and productivity more than any other aims, although the goal of
maximizing revenue and profits in order to be able to afford more public
services for the Libyan people also came through strongly.
Although more than half of the respondents had said they did not know if
there was a systematic approach to strategic management, everyone in the
sample answered the question “If yes [there is a systematic approach to
strategic management], please indicate the impact of this approach on the
following aspects of the company (1=significant impact, 3=moderate impact,
5=no impact)”. Possible causes are that their recent strategic management
course led them to give a ‘correct’ answer in terms of what they had learned
or that they considered strategic management could have an impact if
applied systematically. The results are interesting: although it must not be
assumed that the responses represent what actually happens, they
nonetheless indicate perceptions, but perceptions of how things might be
rather than how they are. Responses are shown in are shown in Tables 6.16
to 6.19 and figures 6.13 to 6.15 on the following page so that they can be
directly compared. Overall, senior managers considered that s systematic

241

approach to strategic management had an impact or significant impact on
each of organisational effectiveness, operational decision making, and
developing and implementing business plans. Fifty five senior managers
(80% of the sample) considered it had an impact of operational decision
making, with thirty three managers (47%) saying it had a significant impact.
This can be interpreted as meaning they considered it had more impact on
operational decision making than on the other aspects of the company,
although twenty six managers also said that it had a significant impact on
organizational effectiveness.

The perceived impact on organizational effectiveness is reinforced by the fact
that there were fewer ‘moderate impact’ responses (12 or 17%) than for the
others: organizational effectiveness yielded 15 (21%) such responses, and
developing business plans and implementing business plans both yielded 18
(26%). Strategy and business planning may be seen as somewhat separate
by the respondents.
Table 6.17 Organisational
effectiveness
Number

Figure 6.13 Organisational
effectiveness
%

Impact on organisational effectiveness
26

Significant

22

impact

26

37%

Impact

22

31%

Moderate impact

15

21%

Little impact

2

3%

No impact

5

7%

15

5
2
Significant
impact

Source: Data Analysis

Impact

Moderate
impact

Source: Data Analysis

242

Little impact

No impact

Table 6.18 Operational
decision making
Number %

Figure 6.14 Operational
decision making
33

Impact on operational decision making

Significant

22

impact

33

47%
12

Impact

22

33%

Moderate impact

12

17%

3

Little impact

3

4%

No impact

0

0%

0
Significant
impact

Impact

Moderate
impact

Little impact

No impact

Source: Data Analysis
Source: Data Analysis

Table 6.19 Developing business plans Figure 6.15 Developing business
plans
Number %
Significant

26

impact

21

30%

Impact

26

37%

18

26%

Little impact

5

7%

No impact

0

0%

Impact on developing business plans

21
18

Moderate
impact

5
0
Significant
impact

Source: Data Analysis

Impact

Moderate
impact

Little impact

Source: Data Analysis
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No impact

Table 6.20 Implementing business plans

Figure 6.16 Implementing
business plans
Impact on implementing business
plans
30

Number %
Significant

19

impact

19

27%

Impact

30

43%

Moderate impact

18

26%

Little impact

2

3%

No impact

1

1%

Source: Data Analysis

18
2

Significant Impact
impact

Moderate Little
impact impact

1
No impact

Source: Data Analysis

There are a number of possible explanations for the variations in responses.
For example, strategy rather than a systematic approach to strategic
management could be seen to have a direct effect on the development and
implementation of business plans, and this would reflect the company
histories of long-term planning. Whereas nobody considered it had ‘no
impact’ on operational decision making, five managers (7% of the sample)
considered it had no impact on organizational effectiveness. This could
indicate that more, different or better decisions are made but these are not
carried through into action, or it could suggest that other factors are at work
which have a far greater impact on organisational effectiveness. As it stands,
the responses could even imply that the impact on operational decision
making is adversely affecting organizational effectiveness. There is some
evidence in the responses to the question about the potential future impact of
strategic management to support the earlier proposition that everyone in the
sample answered this question because some of them could see the
potential.
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Table 6.21 Could a systematic approach to strategic management have
more impact in the future?
Number
%
Yes

43

61%

No

1

1%

26

37%

I don’t know
Source: Data Analysis

The high proportion of senior managers saying they did not know if a
systematic approach to strategic management could have more impact in
future can be compared with the proportions answering the previous question
with ‘moderate impact’, ‘little impact’ and ‘no impact’. While 37% of the
sample said they did not know about the future impact of a systematic
approach, the percentages of replies in the moderate impact to no impact
range were 31% (organizational effectiveness), 21% (operational decision
making), 33% (developing business plans) and 30% (implementing business
plans), with an average of 28.75% and a range of twelve.

Taken together, these suggest that there is a strong perception that a
systematic approach to strategic management does have a strong impact
and that it could have a greater impact in future, but over one-third of the
senior managers in the sample have doubts about this. One of the senior
managers interviewed considered a systematic approach to strategic
management was vital for the future when Libya was competing on the global
stage (A6).
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6.5.4 Applicability of strategic management for NOC (P5)

Four questions were asked relating to the dimension of applicability of
strategic management for NOC, the first of which concerned the frequency
with which the company’s strategic plan was reviewed. The second question
identified the company mission in terms of maximizing revenue, increasing
market share, diversification, stakeholder satisfaction, customer satisfaction,
employee satisfaction, survival or any other purpose. The third question
sought to ascertain the perceived importance of specific facets of and steps
in strategic management; consideration of organisational structure in
developing business plans, the involvement of all organisational employees
in implementing strategy, the importance of costing programmes to strategy
implementation, the usefulness of standard operating procedures in
implementing strategy, and the flexibility of business plans to adapt to
organizational culture and unforeseeable circumstances. Responses were
required regarding the extent of agreement or disagreement using a Likert
scale (1=strongly agree, 2=agree, 3=neither agree nor disagree, 4=disagree,
5=strongly disagree). The final question in this section concerned the
perceived importance of five particular factors to the formulation of the
company business plan; internal strengths, weaknesses and resources of the
company, and external opportunities and threats. Again, responses were
required on a Likert scale from ‘very important’ to ‘not at all important’ (where
1=very important, 2=quite important, 3=neutral, 4=not very important, 5=not
at all important). The frequency with which strategic plans were reviewed
gives an indication of how seriously senior managers take strategic
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management. It is relatively unusual for a strategic plan to be reviewed
annually, although thirty one senior managers (44% of the sample) stated
this happened. However, thirty five respondents (50% of the sample) did not
answer this question, possibly because they were unaware of how often it
was reviewed. Again, this indicates a level of uncertainty about what strategic
management means to the respondents and their companies.

Table 6.22 Company strategic plan: frequency of review
Number
At least annually

%

31

44%

2-5 years

3

4%

More than 5 years

1

1%

35

50%

No response
Source: Data Analysis

Figure 6.17 Company strategic plan: frequency of review

Company strategic plan: frequency of
review
35

31
3
less than 1 year

2-5 years

1
More than 5
years

No response

Source: Data Analysis
According to interview responses, the strategic plan as reviewed as and
when necessary, although some of the replies indicated possible confusion
between strategy as ‘plan’ and strategy as ‘long term plan’ as in the following
example:
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“The strategy is reviewed through periodic meetings and can be
amended to fit with the long run plans and the potential of the
companies involved in the implementation” (A4).
Similarly, a second manager said “The revision of the strategy is done
through regular routine meetings, monthly reports and the company’s
financial report” (A2).

The next question in this dimension concerned the purpose of the company
mission and was asked in order to investigate links between mission and
other aspects of strategy and strategic management as well as to establish
how clear respondents were about the company mission. The responses are
set out in Table 6.23 and figure 6.18. Responses from interviewees were
very similar, with managers mentioning profits and maximimization of profits,
and with two mentioning the achievement of social goals.

Table 6.23 Purpose of company mission
To maximize revenue
To increase market share
Stakeholder satisfaction
Customer satisfaction
Survival
Diversification
Employee satisfaction
Others

Source: Data Analysis
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number
34
10
3
2
11
0
0
10

%
49%
14%
4%
3%
16%
0%
0%
14%

Aspects of applicability of strategic management

number

Organisational
structure should be
considered in
developing business
All organisational
employees are
implementers of
strategy
Costing programmes is
an important feature of
strategy implementation
Standard operating
procedures help to
implement business
strategy
Successful business
plans are flexible and
adaptable to
organisational culture
and unpredictable

%

number

%

number

38

54%

27

39%

5

28

40%

25

36%

34

49%

28

40%

5

34

49%

28

40%

32

46%

29

41%
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Table 6.24

number

number

0

0%

7 10%

0

4%

7%

1

1%

2

3%

5

7%

1

1%

2

3%

4

6%

3

4%

2

3%

Source: Data Analysis
Thirty four senior managers (64%) strongly agreed that organizational
structure should be considered in developing business plans, Thirty four
(49%) strongly agreed that costing programmes was an important feature of
strategy implementation and that standard operating procedures assist in
implementing business strategy. Thirty two (46%) also strongly agreed that
all organisational employees are implementers of strategy and twenty eight
(40%) strongly agreed that successful business plans are flexible and
adaptable to organisational culture and unpredictable circumstances. Taking
the strongly agree and agree categories together, the responses confirm that
these aspects of strategy and strategic management are perceived as
applicable to the Libyan NOC (table 6.25 refers).
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Table 6.25

Aspects of applicability of strategic management
Strongly agree and agree

Organisational structure should be

93%

considered in developing business plans
All organisational employees are

76%

implementers of strategy
Costing programmes is an important

89%

features of strategy implementation
Standard operating procedures help to

89%

implement business strategy
Successful business plans are flexible

87%

and adaptable to organisational culture
and unpredictable circumstances
Source: Data Analysis
There was one further question related to the applicability of strategic
management dimension, namely the importance of five factors in the
formulation of the company’s business strategies; the internal strengths and
weaknesses of the company, the company’s resources, and the external
opportunities and threats. Overall, the responses suggested that internal
factors were perceived as slightly more important than external ones.
A greater number of senior managers (60 respondents, 85% of the sample)
rated internal strengths as very important or important compared with the
other factors, where numbers of responses in the very important or important
categories were fifty one (72%), fifty four (77%), fifty three (76%) and fifty four
(77%) respectively for the internal weaknesses of the company, the
company’s resources, the external opportunities and the external threats. In
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addition, the numbers of senior managers rating external opportunities and
threats as not very important or not at all important were eight (11%) and ten
(14%) respectively.

Interview responses suggested that there was some uncertainty regarding
what was internal and what was external. NOC employees viewed their
employing organization and all its constituent companies as internal. The
following statement illustrates one way this was expressed: “Anyhow, if we
find it necessary to introduce change to our strategy we usually do so without
hesitation” (A1). This contrasts with a manager from one of the component
companies who said “Based on the regulations, policies and decisions made
by the NOC, the strategy is implemented according to phases. The NOC is
the dedicated authority that has the power to decide and approve the
strategy and the related budget” (A2). This second statement indicates a
relationship like that of a department and agency in England, in which the
former decides the strategy based on government policy and provides the
agency with the resources to write more detailed strategic plans and
implement them.

Although the sample size is too small and the company too context-specific
for results to be confidently extrapolated to a wide population, these figures
reinforce the findings related to stakeholders and customer focus and to the
usefulness of standard operating procedures; the focus of attention tends
toward the internal rather than the external. These findings are shown in
Table 6.26.
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Table 6.26 Importance of internal strengths, weakness and resources
and external opportunities and threats

number

%

number

%

number

%

38

54%

22

31%

8

11%

0

2%

2

2%

27

38%

24

34%

13

19%

3

4%

3

4%

35

50%

19

27%

8

11%

6

8%

2

2%

25
31

36%
44%

28
23

40%
33%

9
6

13%
8%

5
5

7%
7%

3
5

4%
7%

Source: Data Analysis

In summary, the findings for the dimension of applicability are that senior
managers perceive the company’s strategic plan as being reviewed at least
once a year, that the overarching purpose of the company mission is to
maximize revenue, that components of the strategic planning process are
applicable to the Libyan NOC, but the perceived applicability relates to
internal factors more strongly than to external ones.

6.5.5 Factors influencing strategic management processes in NOC (P6)

This dimension was addressed by four separate questions: the first asked
about perceived importance of factors determining industry strength, the
second about factors determining competitive advantage, the third asking
about the forces driving the company’s competitive positioning, the fourth
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regarding the forces affecting the company and the business and the fifth
concerning customer feedback.

The question concerning factors determining industry strength asked the
perceived important of; potential for growth, market share, financial stability,
efficiency of resource utilization, capacity utilization, productivity, flexibility
and adaptability and political stability. Again, this presented respondents with
a variety of external and internal factors and provided a comparison with their
perceptions of the importance of external and internal influences in
responses previously discussed. The two factors perceived to have the
greatest importance were capacity utilization and political stability. (See table
6.27).

Capacity utilization and political stability were perceived by 63 senior
managers (90% of the sample) to be very important or important, while
market share received most ‘not very important’ or ‘not at all important’
responses (17 managers, just under one quarter of the sample) as well as
receiving the lowest number of responses under very important or important.
Market share is perceived as having less importance in what is still a
monopoly situation and a state owned enterprise. The importance of the
Libyan government’s external relations with other countries was also
highlighted in the interviews.
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Table 6.27
strength

number

%
3%

number
1

%

29

41%

29

41%

9

13%

2

17

24%

2

31%

14

20%

7 10%

1%

29

37%

29

41%

9

13%

2

3%

4

6%

33

47%

28

40%

5

7%

3

4%

1

1%

41

59%

22

31%

6

9%

1

1%

0

0%

24

34%

28

40%

10

14%

6

9%

2

3%

36

51%

20

29%

5

7%

5

7%

4

6%

41

59%

22

31%

6

9%

1

1%

0

0%

10 14%

Source: Data Analysis
The remaining factors by decreasing numbers of responses in the very
important or important categories were; efficiency of resource utilization (61
respondents, 87%), financial stability and potential for growth (58
respondents, 82% of the sample for each) flexibility and adaptability (56
respondents, 80%) then productivity (52 senior managers or 74%). Political
stability and capacity utilization, together with efficiency of resource utilization
rather than productivity, are seen as determining industry strength.

A similar question on the factors determining competitive advantage sought
senior managers’ view on the perceived importance of HR capability,
superior product quality, risk of developing new plans, competitors' capacity,
technological know-how and senior managers' effectiveness.
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Table 6.28 Factors determining competitive advantage

number % number % number % number % number %

HR capability
Superior product quality
Risk of developing new plans
Competitors' capacity
Technological know -how
Senior managers' effectiveness

45 64%

14 20%

7 10%

4

6%

0 0%

33 47%

26 37%

7 10%

3

4%

1 1%

16 23%

26 37%

21 30%

4

6%

3 4%

18 26%

29 41%

15 21%

4

6%

4 6%

29 41%

31 44%

5

7%

3

4%

2 3%

46 66%

17 24%

3

4%

2

3%

2 3%

Source: Data Analysis
Of the factors perceived to determine competitive advantage, senior
manager’s effectiveness was rated very important by forty six respondents
(66%) and as very important or important by sixty three respondents (90% of
the sample). This was followed by technological know-how with twenty nine
senior managers (41%) rating this very important and a further thirty one
(44%) rating this as important. The factors perceived as the next most
important were superior product quality and human resource capability, each
with fifty nine very important or important ratings. Of the factors explored
here, the one perceived as least important overall was the risk of developing
new plans, with twenty eghit respondents (40% of the sample) saying this
was neutral, not very important or not at all important. The capacity of
competitors was of medium importance overall, placed slightly higher than
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the risk of developing new plans with forty seven senior managers (67%)
saying it was important or very important.

Views were sought about the extent to which certain forces were driving the
company’s competitive positioning, using a Likert scale where one was very
strongly, three was somewhat and five was not at all. The factors were; threat
of new entrants, bargaining power of buyers, threat of substitute products,
bargaining power of suppliers and rivalry among competing firms. The three
forces that emerged as driving competitive positioning were the bargaining
power of buyers, the bargaining power of suppliers and rivalry among
competing firms (figures 6.19 to 6.23 refer).

Figure 6.19 Threat of new entrants

Threat of new entrants
27
20

19

2
Very
strongly

2
Strongly

Somewhat

Not much

Not at all

Source: Data Analysis
The modal answer is ‘somewhat’ with twenty seven responses, and the
twenty replies saying that the threat of new entrants is a strong driving force
were offset by ninteen saying this had no influence on the company’s
competitive positioning.
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Figure 6.20 The bargaining power of buyers
Bargaining power of buyers
29
22
13
5
1
Very
strongly

Strongly

Somewhat

Not much

Not at all

Source: Data Analysis

Although the bargaining power of buyers received more ‘strongly’ responses
than any of the other options, with twenty nine senior managers saying it
strongly influenced their company’s competitive positioning, thirteen said it
had no influence and twenty two said the influence was ‘somewhat’. Possible
reasons for this include the fact that OPEC is seen as providing a cushion
against shocks in oil prices and the pride felt in the independence of the
Libyan oil industry.
Figure 6.21 The threat of substitute products
Threat of substitute products
29
15

15

6
Very
strongly

5
Strongly

Somewhat Not much

Not at all

Source: Data Analysis
The fact that twenty nine senior managers (41% of the sample) considered
that the threat of substitute products had no influence on the company’s
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competitive positioning indicates a high level of confidence that oil will be in
demand for many years to come from countries such as India and China.

Figure 6.22 The bargaining power of suppliers

Bargaining power of suppliers
23

19
12

11

5

Very
strongly

Strongly

Somewhat Not much

Not at all

Source: Data Analysis
As can be seen from figure 6.22 the bargaining power of suppliers is seen as
a strong influence, although as many senior managers think it has little or no
influence as think that it has a strong influence, while five think it influences
the company’s competitive positioning very strongly and ninteen consider it
does so somewhat.

The final driving force considered in this question was rivalry among
competing firms.

Figure 6.23 Rivalry among competing firms

Rivalry among competing firms
26
16

15
8

5
Very
strongly

Strongly

Somewhat Not much Not at all

Source: Data Analysis
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Rivalry among competing firms was perceived as the strongest driving force,
inasmuch as 5 senior managers rated this is ‘very strongly’ compared with 1
for buyers’ bargaining power and thirty one rated it a ‘very strongly’ or
‘strongly’ compared with twenty for the bargaining power of buyers. Overall,
however, there is not as much clarity about the patterns of perceptions
regarding the forces driving the company’s competitive positioning as there is
concerning the factors determining competitive advantage. The interview
data did not shed further light on this; National Oil Corporation senior
managers tended to say there was no competition, only priorities, in contrast
to some senior managers in the companies who had a very keen sense of
competing with other companies.

Respondents were also asked to state the extent to which the following
forces were currently affecting their company and the business in which they
compete (on a Likert scale ranging from 1=very strongly to 5=not at all);
economic trends, technological change, political and legal developments,
social and cultural trends and competitors. Figures 6.24 to 6.28 illustrate the
results (all information from data analysis).

Figure 6.24 Economic trends
26

Economic trends

21
11
7

Very strongly

Strongly

Somewhat

Source: Data Analysis
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Not much

5

Not at all

Forty seven respondents considered that economic trends were affecting
their company and the business in which they were competing either very
strongly or strongly, twenty six saying ‘very strongly’ and a further twenty one
saying’ ‘strongly’.
Figure 6.25 Technological change
Technological change
29

18
11

10

2
Very strongly

Strongly

Somewhat

Not much

Not at all

Source:
Data Analysis

Technological change showed similar responses to economic trends, with
forty seven respondents stating that technological change was affecting their
company and the business in which they were competing either very strongly
or strongly, eighteen saying ‘very strongly’ and a further twenty nine saying’
‘strongly’. This suggests that economic trends are perceived as having a
slightly stronger effect than technological change.

The third factor, political and legal developments, emerged as the strongest
factor, with fifty four senior managers (77%) saying that these affected the
company and business very strongly or strongly. The number of people
saying this factor had not much or no effect was the lowest, with 5
responses. These results are shown in figure 6.26.
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Figure 6.26

Political and legal developments

Political and Legal Developments
33
21
11

Very
strongly

Strongly

Somewhat

4

1

Not much

Not at all

Source: Data Analysis
Interestingly some senior managers declined to comment on the impact of
Libya’s economic agenda and social factors. One noted politely that:

“If the degree of social communication and interaction exceeds the
normal limit, it will influence the company’s performance,
especially the managerial committee. No doubt the economic
situation, government and competitors’ agenda, to a large extent,
influence the design of our strategy. That is why sometimes we
find it necessary to change our strategy” (A2).
The two remaining factors in this question were perceived as having less
effect. One was social and cultural trends as shown in figure 6.27.
Figure 6.27 Social and cultural trends
Social and cultural trends
26
17
11

10
6

Very strongly

Strongly

Somewhat

Source: Data Analysis
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Not much

Not at all

At the time the data collection took place, social and cultural trends were
perceived to be affecting the companies and business less than the factors
already described, although 37 senior managers (more than half the sample)
considered their influence to be strong or very strong.

Figure 6.28 Competitors
Competitors
19
16
11
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14
10

Strongly

Somewhat

Not much

Not at all

Source: Data Analysis
The final factor in this group and the one seen to have the least strong
influence was competitors.

The number of senior managers rating the influence as strong or very strong
was twenty seven, lower than the lowest of the other factors by almost 15%.
At the same time, a total of thirty three managers, almost half of the sample,
stated that external competitors had little or no influence.

The final question related to this dimension, factors influencing strategic
management processes in National Oil Corporation, asked if feedback was
received from customers. The results are shown in Table 6.29.
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Table 6.29 Feedback from customers
Is feedback received from customers?
Yes
No
I don’t know

29
33
8

Source: Data Analysis
There were four more senior managers who said they did not receive
feedback than managers who said they did. The apprant lack of interest in
customer satisfaction could be explained using qualitative data from the
interviews; several senior managers said simply that they had the best oil,
whether in Libya generally, in their particular company or in the world. One
specifically said of the oil produced by their company, “the ‘sharara’ type of
oil is characterised by high quality” (A2).

Summarizing the dimension of factors influencing strategic management
processes in NOC, the main influencing factors determining industry strength
were seen to be political stability and capacity utilization, together with
efficiency of resource utilization rather than productivity. Competitive
advantage was perceived to be determined primarily by senior managers’
effectiveness, followed by technological know-how, superior product quality
and human resource capability. Bargaining power of buyers and suppliers,
together with the rivalry of competitors (rivalry perhaps among NOC
companies rather than with external companies), were seen as the main
forces driving the competitive positioning of companies within the Libyan
NOC. The forces most strongly affecting the company and the business in
which it was operating at the time of the fieldwork were political and legal
developments, technological change and economic trends. However, fewer
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than half the sample received feedback from customers, which together with
the perception that competitors had little influence, supports findings in
previously reported dimensions that there is a tendency to look inwards
rather than outwards.

In contrast, strategic thinking as an element of strategic management has
been identified as of central importance to NOCs in the Middle East and
Algeria (Marcel and Mitchell, 2006) and Libya is no exception since it shares
their goals of optimization of natural resources and maximization of income to
improve social and economic conditions..

6.5.6 Strategic management influence on aspects of operations (P7)

The final dimension in this analysis was the influence of strategic
management on actual operations. Senior managers were asked to rate the
strength of the influence (1=very strongly, 2=strongly, 3=somewhat, 4=not
much, 5=not at all) regarding the following: .overall performance/profitability,
quality of products or services, adapting to environmental factor changes,
solving organisation problems, satisfying employees, changing organisation
culture, achieving the organisation’s objectives, reducing organisational
conflict and overall organisation effectiveness. They were also invited to add
any additional areas they thought were influenced by strategic management.
Respondents were asked to indicate how strongly they considered the
company’s strategic management approach had influenced nine specific
aspects of operations; overall performance / profitability, quality of products
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or services, adapting to environmental factor changes, solving organisation
problems, satisfying employees changing organisation culture, achieving
organisational objectives, reducing organisational conflict and overall
organisation effectiveness. There was a degree of consensus that the
company’s strategic management approach had had a strong or very strong
influence on all these aspects, as shown in Table 6.30.

Quality of products
or services
Adapting to
environmental factor
changes
Solving organisation
problems
Satisfying employees

%

number

%

all

ch

number

%

No
t

at

mu
No
t

So
m

ng
ly
St r
o

Ve
ry
str
on
gly
number

Overall performance/
profitability

ew
ha
t

Table 6.30 Influence of company’s strategic management approach
on aspects of operations

number

%

number

%

19

27%

35

50%

9

13%

3

4%

4

6%

23

33%

31

44%
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13%

2

3%

5
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17
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3

4%

3

4%

18

26%
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10
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6
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16
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4%

5

7%

13

19%
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8

11%

4
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8
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4%

6
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Changing
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Achieving
organisational
objectives
Reducing
organisational conflict
Overall organisation
effectiveness

Source: Data Analysis

The strongest influences of the strategic management approach appeared to
be on quality and reducing organisation conflict, with ‘very strongly’ the
response given by twenty three and twenty senior managers respectively.
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The lowest number of ‘very strongly’ votes was given to ‘changing the
organisation culture’. When the ‘very strongly’ and ‘strongly’ responses are
counted together, the picture changes a little, with fifty seven managers (81%
of

the sample) saying that strategic management impacts overall

organisation effectiveness, followed by fifty four (77% of the sample) stating
that strategic management impacts overall performance / profitability and
quality of products or services, and then fifty three (76% of the sample)
saying it influences solving organisation problems. However, some
respondents felt it had no influence at all, with twelve (17%) saying it had no
impact on changing organisation culture, ten (14%) saying it did not affect
overall organisation effectiveness and nine (13%) stating it had no effect on
achieving organisational objectives. The perceived weaker influence of
strategic management on the achievement of organization objectives was
borne out by the number of senior managers rating this influence as strong or
very strong, the second lowest number after ‘changing organization culture’
(43 in total or 61% of the sample).

It is essential to consider how this perceived influence of strategic
management on aspects of overall company links to other dimensions, for
which the results were presented earlier in this chapter. Within the dimension
of formulation of strategic management in NOC (P3), long term business
planning, environmental scanning and quality of leadership were viewed as
important or very important to the company’s future, with long term business
planning considered important by the greatest percentage (84%). However,
this was accompanied by a perception that links between strategic
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management and business planning activities were relatively weak. This is
consistent with the perceived weaker influence of strategic management on
the achievement of organization objectives.

Turning to P4 (the implementation of strategic management), whilst senior
managers considered that a systematic approach to strategic management
had an impact or significant impact on each of organisational effectiveness,
operational decision making, and developing and implementing business
plans, in particular on operational decision making, there was further
evidence that strategy and business planning were viewed as somewhat
separate. Findings from the survey questionnaire alone suggest several
possibilities; strategy and long-term planning – rather than a systematic
approach to strategic management - have a direct effect on the development
and implementation of business plans, or other factors have a far larger
impact on organisational effectiveness. Another possible interpretation is that
the influence of a systematic approach to strategic management is having a
negative effect on organizational effectiveness. However, there was an
overall perception that such an approach could possibly have a greater
impact in the future. This is consistent with the findings of P7 (strategic
management influence on aspects of operations) that there is an overall
strong influence of strategic management on organization effectiveness.

The

fifth

dimension

of

the

questionnaire,

applicability of

strategic

management for Libyan National Oil Corporation, confirmed the persistence
of structure, costings and standard operating procedures as essential
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components of business plans and strategy implementation, findings which
are consistent with the continuous process nature of many petroleum
operations and with the emphasis on compliance with regulations and safety
standards. However, the need for flexible and adaptable business plans was
recognized by 87% of the respondents, illustrating perhaps the tensions
between routine processes and a volatile operating environment.

The factors influencing strategic management processes in NOC (P6)
showed senior managers’ effectiveness to be perceived as the most
important factor, followed by technological know-how. This is consistent with
the relatively low influence of strategic management on the organization
culture (in P7), which is arguably influenced more by senior managers than
by any other single factor. This dimension also highlighted the importance
attached by 90% of senior managers to capacity utilization and political
stability, findings which are consistent with the relatively low perceived
influence of strategic management on adapting to environmental factor
changes and reducing organisational conflict in P7.

Finally, respondents were also asked about the extent to which they
considered previous experience of their current company and/or other
companies when they made the following types of decision; strategic
decisions, operational decisions, financial decisions, decision about the
effectiveness of the management and marketing decisions. They responded
to this using a Likert scale of frequency where 1=always, 2=often,
3=sometimes, 4=occasionally and 5=never.
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Table 6.31

%
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Strategic decisions
37

53%

22

31%

9

13%

1

1%

1

1%
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29

41%

9

13%

0
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1%
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15
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24%
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30%

15

21%

2

2%

5

7%

Operational decisions
Financial decisions
Effectiveness of the
management
Marketing decisions

Source: Data Analysis
The responses to this question were interesting because they revealed the
importance attached to previous experience in decision-making. Just over
half the sample (37 senior managers, 53% of the sample) always considered
previous experience when making strategic decision, and when the ‘always’
and ‘often’ categories are grouped together, these figures rise to 61
managers and 87% of the sample. So although strategic management has
been shown to be perceived as important and senior managers’
effectiveness is seen as a key determinant of competitive advantage, there
remains a strong reliance on previous experience in terms of strategic
decision-making.

Overall it can be said that in the Libyan National Oil Corporation strategy and
strategic management are driven by historical trends and previous
experience, focusing on internal elements while relying on OPEC and IOC
partners for data about the external environment. In contrast, some more
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strategically-minded NOCs such as Petrobras. Petronas and Saudi Aramco
have been working to create a pool of qualified workers and managers for the
future (KPMG, 2008), demonstrating that there is significant potential to apply
strategic management in the Libyan NOC in future.

6.6 Conclusion

This chapter has presented the descriptive statistics for managers and
companies in the study sample, followed by the descriptive statistics for the
dimensions of the questionnaire. Data were shown by the KolmogorovSmirnov and Shapiro-Wilk tests to be non-parametric. Statistical analysis
focused on frequencies, averages (modes and means as applicable) and
percentages in order to identify overall trends and patterns in the responses,
and used raw numbers where these were too small for their conversion to
percentages to add to meaning or understanding. The sample of seventy
managers who responded to questionnaires included three company
chairmen, and forty two heads of department. Two were women, slightly
more than half were aged fifty or above and forty eight had at least twenty
one years’ total work experience. Despite the great majority having
participated in a formal course on strategic management, experience of
strategic management was considerably less than total work experience.

Levels of awareness of the existence and application of strategic
management varied from 70% (written strategic plan) to 40% written mission
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statement). More than half did not know if their company had a systematic
approach to strategic management, indicating that such an approach was
unlikely to exist, and perceived strategic management as little more than a
written plan.

Key positions involved in strategy formulation included specialists such as
geologists in addition to high level managers, and some middle level
managers were also involved. However, 20% of respondents did not know
how many people were employed in their company and 67% did not answer
the question about annual turnover, reinforcing the existence of a narrow
view of strategy, although the lack of answers to the turnover question may
be due to a reluctance to share what they perceive as sensitive information.

Turning to perceptions of the formulation of strategic management, six out of
ten managers did not know how often a long term plan was prepared,
although eight out of ten managers stated that long term business planning
was important or very important to the future success of the company. It is
possible that despite eight out of ten senior managers having attended a
formal course in strategic management, there has been neither time nor
opportunity to apply their learning. They understand the importance but not
the day to day relevance.

Perceptions of the implementation of strategic management were that
strategy rather than a systematic approach to strategic management had a
direct impact on business plans, reflecting company traditions. There was
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some evidence that strategic management could have more impact in the
future,

indicating

an

understanding

of

the

potential benefits.

This

interpretation is supported by the clarity of responses about the company
mission. Overall, the findings for the dimension of applicability are that senior
managers perceive that their company’s strategic plan is reviewed at least
annually, that the overarching purpose of the company mission is maximizing
revenue and that components of the strategic planning process are
applicable to the Libyan NOC, more in relation to internal factors than
external factors.

The main factors influencing strategic management processes in NOC were
perceived as political stability and capacity utilization, together with efficiency
of resource utilization rather than productivity (factors determining industry
strength) and senior managers’ effectiveness (factor influencing competitive
advantage). Also perceived as important were technological know-how,
superior product quality and human resource capability. Bargaining power of
buyers and suppliers and competitor rivalry of competitors were seen as the
main drivers of competitive positioning. The strongest forces were political
and legal developments, technological change and economic trends. In
contrast, customer feedback was gathered from fewer than half the
respondents.

Long term business planning, environmental scanning and quality of
leadership were all perceived to be important or very important to the
company’s future, with four out of five senior managers considering long term
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business planning the most important. Links between strategic management
and business planning activities were seen as relatively weak, which is
evidence that the influence of strategic management on the achievement of
organization objectives is also relatively weak.

Senior managers viewed a systematic approach to strategic management as
having an impact first and foremost on operational decision making, also on
organisational effectiveness and business planning. Findings indicate that
strategy and long-term planning are predominant in directly influencing
business planning, and that other factors may have a greater effect on
organisational effectiveness. It could also be that a systematic approach to
strategic management is seen as negatively impacting organizational
effectiveness, despite the overall perception that such an approach could
have greater impact in the future. It was recognized that overall strategic
management has a strong influence on organization effectiveness.

Applicability of strategic management for NOC was perceived in terms of
structure, costings and standard operating procedures as integral to business
planning and implementation of strategy, as is to be expected in petroleum
operations, many of which are dependent on continuous process and
rigorous standards. Nonetheless, flexibility in business plans was perceived
as important.

Senior managers’ effectiveness was perceived as the main factor affecting
strategic management processes, followed by technological know-how. The
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overriding factors impacting the company and hence strategic management
were capacity utilization and political stability. Senior managers perceived
previous experience in decision-making to be very important: whilst strategic
management and senior managers’ effectiveness were seen as key to
competitive advantage, there was a continued reliance on experience in
terms of strategic decision-making.

275

Chapter 7: Discussion of findings

7.1 Introduction

The purpose of this study was to investigate how senior managers in the
companies comprising the Libyan National Oil Corporation perceive and
implement strategic management, including their perceptions of strategy, its
formulation and implementation. The exploration of senior management
perceptions of strategic management processes in Libyan oil companies
aimed to draw conclusions about what approach to strategic management
was most likely to be effective for Libyan oil companies in the coming years.
This has involved exploring senior managers’ awareness, and their
involvement in formulation, implementation, and evaluation processes of
strategic management. It has also entailed identification of aspects of
strategic management as perceived by senior managers that have worked
effectively and the reasons for this. The study has also aimed to clarify the
role and influence of the public sector in management of Libyan oil
companies and to assess the possible implications of the research, including
identification of management development needs, for senior managers of the
oil companies as the whole.

Strategic management and research into strategic management have
evolved over a quarter of a century. In view of the global interest in the oil
industry, it is somewhat surprising that there has been relatively little
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research interest in strategic management in National Oil Companies,
notwithstanding the fact they control almost 80% of the world’s proven oil
reserves (Marcel and Mitchell, 2006). Whilst considerable attention has been
paid to strategic management in literature and in empirical studies in the last
twenty years, including attention specifically to oil majors such as Shell and
BP, few research efforts have been directed to national oil companies until
recently. Discussion of the findings of the current study, as they seek to
answer the research questions, is therefore an important chapter. The
discussion is divided into sections corresponding to the research questions;
perceptions of ‘strategy’ and ‘strategic management’, application of strategic
management and implications of the findings. The section on the application
of strategic management covers the formulation and implementation of
strategic management, influences exerted on and by strategic management
and its overall applicability to Libyan NOC oil companies. Finally, the overall
implications are drawn together in a concluding section as answers to the
specific research questions.

The discussion compares the findings with those of other empirical studies
and with the model of strategy formulation proposed in the research
framework chapter as the basis for the conceptual model of strategic
management. It also needs to be recognized that since this thesis was
started, events in Libya have demonstrated all too vividly that in the oil
industry, major upheavals do happen occasionally, in this case a revolution,
and that the power of domestic and international politics is an environmental
force to be reckoned with. Before entering into discussion of the key findings,
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it is worth summarizing these findings in table form (Table 7.1) to keep them
fresh in the mind for the discussion.

Table 7.1 Key findings of data analysis
DIMENSION

P2 Perception
of strategy and
strategic
management

P3 formulation
of
strategic
management
in NOC

P4
Implementation
of
strategic
management
in NOC

P5 Applicability
of
strategic
management
for NOC

KEY FINDINGS
Senior managers acknowledged long term and high level
nature of strategy and strategic management, seeing
strategy as very much the preserve of senior management,
with respondents identifying their own clear roles within
processes according to their job titles and allocated
responsibilities. More were aware of a written statement of
strategy than of a written mission statement or systematic
approach to strategic management. Some evidence
indicated confusion between strategic and operational plans.
Strategy formulation was seen as a process of obtaining and
combining proposals from heads of department and other
senior managers that contributed to achieving company aims
and objectives set by the owners (NOC, company and other
partners). Proposals were welcomed but subject to NOC
Board level decisions regarding overall strategy and
associated budget.
Long-term planning was considered important and was used.
External environment was considered far less important than
in-country factors. Quality of leadership was thought highly
important, in contrast to the role of middle managers. The
twin influences of company and country were evident in the
main aim of strategy formulation; profitability and productivity
(company perspective) and maximizing revenue to fund
public services (country perspective).
Implementation of strategy was seen as having a moderate
impact on organizational performance. A systematic
approach to strategic management could have greater
impact in the future, although currently many senior
managers saw their role as high level supervision, ensuring
compliance with rules, regulations and budgets. Strategy was
considered most relevant to achieving maximization of
revenue.
Typically, strategy was reviewed through monthly reports, 6monthly technical meetings and exceptional Board meetings
for urgent matters.
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DIMENSION

P6
factors
influencing
strategic
management
processes
in
NOC

P7
strategic
management
influence
on
aspects
of
operations

KEY FINDINGS
Senior managers placed more importance on internal than
external factors, especially capacity utilization and political
stability. In the short term, history has proved them correct.
Social and cultural trends were seen as slightly less
influential, but social factors in terms of senior managers’
relationships/ networks were noted. OPEC helps to buffer
NOCs against external shocks, therefore buyer and supplier
influence and changes of strategic plan were seen as not
very important, unlike inter-company domestic rivalry.
Strategic management is perceived as partly applicable
(long-term planning, maximizing revenue, and maintaining
company position in the domestic market).
Overall, findings suggest that the fairly recent training in
strategy and strategic management had not had time to be
fully embedded in the oil companies, especially as there is a
substantial tradition of strategic planning rather than strategic
management in the oil industry worldwide. There remains a
strong tendency towards operational rather than strategic
management.

Source: Data Analysis

7.2 Discussion of findings
This section discusses the individual dimensions of the data analysis in more
depth and in the light of relevant literature including other research findings
and the implications for the Libyan National Oil Corporation.

7.2.1 Perceptions of ‘strategy’ and ‘strategic management’

Senior managers acknowledged the long term and high level nature of
strategy and strategic management, seeing strategy as remaining very much
as the preserve of senior management, in agreement with Hayes et al.
(2000) but in contrast with Mintzberg (1994), Analoui (2002) and the trend
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towards greater involvement of middle management in strategy formulation
identified by Johnson et al. (2008). Senior managers’ were clear about their
own roles according to job titles and allocated responsibilities, despite a
tendency to confuse strategic and operational plans; together with their
awareness of a written statement of strategy rather than a systematic
approach to strategic management as shown in tables 7.2 and 7.3. This
highlights a lack of understanding of the overall strategy process as
represented in Karami’s model (Karami, 2007).

Table 7.2 Written strategic plan
Written strategic plan
Yes
No
I don’t know
Source: Data Analysis

46
4
20

66%
6%
29%

Table 7.3 Systematic approach to strategic management
Systematic approach to strategic
management
Yes

29

41%

No

4

6%

37

53%

I don’t know
Source: Data Analysis

Also in contrast to Karami (2007), there was no evidence that younger
managers were more aware of the strategic orientation of the company.
Greater awareness was related to being in specific roles, mainly in the
corporate centre of the NOC, with awareness and understanding at the very
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top filtering down through the organisation chiefly as operational plans.
Despite the assertion by the Minister of Planning (Essaleh, 2010) that the
Libyan National Oil Corporation had developed a clear vision and a focused
and differentiated strategy of vertical integration based on an understanding
of changes in the environment, only the two most senior managers
interviewed referred to key elements of the strategy. Without a shared
understanding of the overall strategy, NOC companies and the overall
organization are vulnerable in times of change and in particular when there is
a change of leadership at the top of the organization.

Human resource management did not contribute to the strategy but followed
it, with no evidence that internal and external factors from environmental
scanning played any part in their planning; the conversation about human
resource management as a strategic partner (Garavan, 2007) had not yet
started in the Libyan NOC. This makes it difficult for NOC companies to
ensure they have the right human resources in place at the time when they
are needed, which increases the likelihood of being unable to fulfil the
revenue requirements of the government. As stated by Hamel and Prahalad
(1994), the ultimate resource available to an organization is human resource
therefore a strong and sustainable organization needs to be supported by a
strategic and robust approach to human resource management.
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7.2.2 Strategy formulation

Strategy formulation was seen as a process of obtaining and combining
proposals from heads of department and other senior managers that
contributed to achieving company aims and objectives set by the owners
(NOC, company and other partners). Proposals were welcomed but subject
to NOC Board level decisions regarding overall strategy and associated
budget. This approach is close to traditional corporate planning within the
rationalist approach to strategy which persists most strongly in public sector
organisations, and is consistent with the preparation and existence of
different levels of operational rather than strategic plans, in contrast to
Thompson and Strickland (2003) who asserted that strategic plans were
needed at the level of the business. However, corporation strategy was
formed and implemented at corporate level as identified by Analoui and
Karami (2003). Furthermore, whilst the existence of strategies for the industry
and business could be identified in response to the existence of a country
strategy, as suggested by White (2004), there was a general lack of clarity
about where they might be and what they might contain. A distinction
between strategic planning and formulation of corporate strategy was
identified by Kaplan and Beinhocker (2003) who considered strategic
planning and management to be concerned with a company’s state of
readiness to address the future. However, the National Oil Corporation
continues to draw heavily on historical data and existing relationships rather
than looking to the future, for instance leaving scenario planning to OPEC
instead of considering its own future under the scenarios presented.
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There was little evidence of scanning the environment, in contrast with the
findings of Analoui and Karami (2003); rather the focus was strongly on
internal rather than external factors, as shown in Table 7.4 which indicates
the low level of attention paid to trand and competitor analysis.

Emphasis on particular planning activities

%

number
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number
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Table 7.4

%

number

%

number

%

A mission statement

1

1%

2

2%

10

14%

25

36%

32

46%

Trend analysis

1

1%

2

2%

16

22%

29

41%

22

31%

Competitor analysis

2

3%

7

10%

19

27%

25

36%

17

24%

Long term plans

1

1%

5

7%

14

20%

25

36%

25

36%

Annual goals
Short term action
plans

1

1%

3

4%

7

10%

27

39%

32

46%

2

3%

5

7%

7

10%

25

39%

31

44%

Ongoing evaluation

2

3%

3

4%

15

21%

23

33%

27

39%

Source: Data Analysis

Furthermore, participants identified the strongest influence as the political
and economic environment which was determined by the head of the country
and his advisers.

Table 7.5

Strength of influence of political and legal developments

Very strongly

Strongly

Somewhat

Not much

Not at all

21

33

11

4

1

Source: Data Analysis
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Hence there was only partial perception of the first stage of strategic
management (figure 7.1) which limited the factors taken into account in
formulating strategy and hence limited the strategy itself.

Figure 7.1. The stages of strategic management

Analysis

Implementation

Formulation

Evaluation

Source: Adapted from Analoui and Karami, 2003, p.5 and Pitts and Lei, 1996
Internally, there was little evidence of integration of human resource and
business strategy, nor of strategy aimed at competing in markets other than
the domestic one which might have been expected according to Kaplan and
Norton (2008). The perceptions of strategy and strategic management were
much closer to Joyce (2001) who suggested that the classical rational
strategic management approach was appropriate to an emphasis on
performance delivery, generating income in the case of NOC companies, or
foresight-based strategy for developing capability. Certainly, Libyan NOC
companies were focused on generating income, but there was a lack of focus
on developing capability. Forecasting future requirements has been
considered essential to achievement of strategy (Analoui, 2007). Capability
development could be an element of what Stevens (2008) termed the
national mission of NOCs which was again articulated by the leader and
politicians beyond the scope of the current study and concerned protecting
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the country’s assets and retaining as much of the profits it generated for the
development of the country as a whole.
The visionary approach which could help direct a whole country (Vigoda,
2002) was, if located anywhere, probably in the mind and guidance of the
country’s leader as there had been very public differences between the
leader and the head of the NOC, Shokri Ghanem, concerning international
strategy. Given that the mission and vision were located in the leader and
surrounding politicians, there was a strong dependency on a single individual
for the core of strategy formulation. Unlike Joyce’s businesslike model, there
was no evidence that power was delegated or devolved to managers; urgent
issues were always dealt with at very senior level. This confirms the
difference in knowledge between politicians and NOCs and the tension
between policy and strategy for oil identified by Castellani and Marcel (2005).

The process was closest to the model of corporate planning identified in
private oil companies by Grant (2003). At the same time, there was some
awareness that the situation could and perhaps should be different, indicating
that a number of senior managers were, as individuals, thinking strategically
and behaving more in line with owner-managers of SMEs as shown in figure
7.2. “Oil companies in a global economy need to have strategic
management” (A6). NOCs in China and Russia are already operating
internationally, having formulated their strategies on the basis of wider
environmental scanning and future scenarios (Marcel and Mitchell, 2006); in
contrast, the Libyan NOC rejected a similar strategy proposed by a previous
Chair of the organization who was previously the Prime Minister, Shokri
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Ghanem. However, strategy formulation for any NOC requires an
international as well as a domestic perspective due to requirements such as
exports and strategic alliances for exploration (Marcel and Mitchell, 2006).

Figure 7.2 Relationships between personal characteristics, personal
objectives, vision and mission
Culture
Environment
Values

Industry
Analysis

Personal characteristics
of owner managers

Personal
objectives

Analysis of
organisational
resources

Vision

Mission

Attainable
objectives

Source: Adapted from Analoui and Karami, 2003, p.124

7.2.3 Application of strategic management

The section on the application of strategic management covers the
formulation and implementation of strategic management, influences exerted
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on and by strategic management and its overall applicability to Libyan Natinal
Oil Corporation oil companies.
Formulation of strategy was found to reflect the final model in the literature
review, reproduced below for ease of reference, although the influence of the
Libyan government extended further into the individual companies, not
ending with the National Oil Corporation.

Figure 7.3 Strategy formulation in the Libyan NOC:

Oil industry external
assessment and
market assessment:
OPEC and Libyan
government

Libyan economy
internal and external
assessment:
Ministries and banks

Performance
and review

Vision
Operational plans
Project plans

Mission

Development of
strategic goals
Strategy formulation
for each goal

Performance
review

Individual companies
identify opportunities

Key: Blue arrow indicates iInfluence of NOC Board members appointed by Libyan
government
Source: Adapted from Joyce, 2001 and Canadian Team, 2002 in Libyan context

In contrast to the balanced scorecard approach adopted by a number of large
organizations in recent years (Kaplan and Norton, 2001), there was a strong
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emphasis on the internal business and financial perspectives at the expense
of the customer perspective (which was almost invisible in the current study)
and the learning and growth perspective. However, the translation of high
level plans to operational plans at every level did in effect mean that
implementation of strategy was everyone’s job, as suggested by Kaplan and
Norton (1996) even if the individuals were unaware that this was the case.
The majority view that formulation and implementation were the remit of top
management, supported by rigorous monitoring of operations, bore out the
findings of Alsaed (2000). In accordance with Joyce (2000), strategic
management was applied in a similar way to its use in the public sector,
aimed at making the organization fitthe environment, the majority of strategy
drivers emanating from the government, with some operationally-led
contributions from professional and technical senior managers. Half the
participants were not aware how often the strategic plan was reviewed, while
almost as many theought it was reviewed once a year, as shown in Table
7.6. From this, it can be deduced that any application of strategic
management

was

rare,

not

least

because

strategy

and

strategic

management were considered to be highly sensitive. As one senior manager
commented:
“Strategic issues are extremely sensitive” (A4).
Table 7.6 Company strategic plan: frequency of review
Number
At least annually

%

31

44%

2-5 years

3

4%

More than 5 years

1

1%

35

50%

No response
Source: Data Analysis
288

The main role of senior managers was to provide information to assist the
Board of the NOC in taking strategic decisions. In practice, they were unlikely
to take critical decisions, which were seen as the preserve of Board
members. The domination of an internal focus may have been appropriate at
the time but may need to be reviewed in the aftermath of the revolution in
Libya. Relationships with other countries will require

renegotiation;

international joint ventures will almost certainly be needed to restore the oil
industry to full or near-full capacity. In the current study, despite the
involvement of some Libyan oil companies in joint ventures, the internal focus
dominated, in contrast with the findings of Samour (2010) who identified
56.0% of the sample of seventy non-governmental organizations (NGOs) as
having established a formally recognizable strategic management system
and hence concluded that they considered it important.

Strategic management includes the steps of strategy formulation such as
mission (Karami, 2007) analysis of the current internal and external
environments and the situation as a whole (Karami, 2007; Coulter, 2009),
and decisions on the strategies to be adopted (Coulter, 2009). It has been
shown that whilst heads of department and technical experts involved with
drilling and exploration operations played an important role in providing
information and submitting proposals for business activities, there was little
analysis of the external environment. It has also been shown that strategy
was actually formulated at NOC Board level with the final approval in the
form of budget approval being given by the government. It has also been
shown that strategies were implemented chiefly through annual operational
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plans. This is consistent with a rationalist approach to strategy, strategy as
intended strategy, a strategy that an organization has deliberately chosen to
pursue and is typically worked out in detail. An intended strategy is more
suited to a stable business environment, in accordance with the classical
school of management.

However, if the stage of strategy evaluation is defined as the examination of
how strategy has been implemented in addition to the outcomes (Coulter,
2009), this stage was not evident in the study. The likely explanation for this,
based on the researcher’s personal experience of living and working in Libya,
is that evaluation is not carried out systematically and when it is conducted,
evaluation rests with the politicians through the General Congress. This study
did not investigate whether such evaluation addresses issues of value for
Money and environmental concerns in addition to whether the policies are
having the desired effect on the country and its people.

Gordon and Stenvoll (2007), reporting on Statoil, refer to “drivers of NOC
strategy”, highlighting that strategies will to some extent reflect the stage of
maturity of the producing country’s oil and gas sector and identifying two “key
drivers to change” as, firstly, increasing constraints on wealth generation in
line with the maturity of the sector and, secondly, the impact of market cycles
together with the country performance of the sector (Gordon and Stenvoll,
2007, p.14). They infer this to mean that change is imposed on NOCs by
external factors rather than NOCs forecasting and preparing for change
(Gordon and Stenvoll, 2007, p.15). They highlight the potential importance of
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the distance between government and NOC (ibid., p.57) noting that Statoil,
whilst like other NOCs following government policy guidelines, has relative
freedom from having to constantly adjust its own strategy to meet short term
aims of domestic policies. However, even Gordon and Stenvoll’s report
references journals and news agencies, Statoil itself and the European
Surveillance Agency and fails to mention strategic management.

7.2.4 Applicability of strategic management for NOC

In contrast to the extent to which strategic management was actually applied,
the potential applicability is considerable. The strong emphasis on
maximization of revenue in comparison with other purposes of the company
mission illustrates the scope; increasing the NOC’s share of the global
market, diversification and employee satisfaction could all be included in a
more strategic approach.

Table 7.7 Purpose of company mission

To maximize revenue
To increase market share
Stakeholder satisfaction
Customer satisfaction
Survival
Diversification
Employee satisfaction
Others

Source: Data Analysis
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number
34
10
3
2
11
0
0
10

%
49%
14%
4%
3%
16%
0%
0%
14%

Unrest among workers may force the hand of some Libyan oil companies to
review their approach to strategic management. For example, when Waha
Oil tried to appoint a new chairman, workers went on strike because they
alleged the new appointee had been too close to Muammar al-Qadhafi. The
Finance and Oil Minister tried to dismiss the chairman, only to be opposed by
the Transitional National Council, leaving observers guessing the reasons for
the opposition. What was a political decision to resume normal oil operations
negatively affected the operations, so stakeholder relationships need to
figure more prominently in strategic management. Waha Oil, for instance, is
important because of its location in the Sirte Basin, where its pipeline network
serves production from many other important oilfields, and its port was the
biggest oil export hub in the country before the revolution, but the company
suffered considerable damage to facilities.

The implications of striking workers also extends to pay and conditions for
Libyan nationals who have long been underpaid and now find themselves
taking additional responsibility. Short-term handouts of extra pay will not
solve the problem longer term, therefore strategy formulation and
implementation will need to encompass pay and conditions. Security should
have been another essential component of strategy to attract foreign workers
and companies back to Libya quickly to help bring production back to prerevolution levels.

In the data analysis chapter, table 6.24 showed that some 80-90% of senior
managers considered that (in order of importance) organizational structure,
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standard operating procedures, costing programmes, flexible business plans
and all employees as implementers of strategy, were factors that resulted in
strategic management being applicable in Libya in the future.

7.2.5 Factors influencing strategic management processes in NOC

The strongest influences were exerted by capacity utilization, political stability
and, to a lesser extent, efficiency of resource utilization rather than
productivity, in Table 7.8.
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t

Perceived importance of factors determining industry

Potential for growth
Market share
Financial stability
Efficiency of resource
utilization
Capacity utilization
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Table 7.8
strength

number %
3%

number
1

%

29

41%

29

41%

9

13%

2

17

24%

2

31%

14

20%

7 10%

1%

29

37%

29

41%

9

13%

2

3%

4

6%

33

47%

28

40%

5

7%

3

4%

1

1%

41

59%

22

31%

6

9%

1

1%

0

0%

24

34%

28

40%

10

14%

6

9%

2

3%

36

51%

20

29%

5

7%

5

7%

4

6%

41

59%

22

31%

6

9%

1

1%

0

0%

10 14%

Source: Data Analysis
This reflects the focus on internal and domestic factors rather than external
drivers of strategy.
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The related question concerning factors determining competitive advantage
showed that senior managers’ effectiveness and HR capability were seen as
far more influential than product quality or other factors. The emphasis on
human resource capability contrasts with the way human resource planning
was accorded a secondary role in long-term planning. The lower emphasis
on superior product quality contradicts participants’ frequent references to the
quality of Libyan oil being its main competitive advantage. The importance
attached to senior managers' effectiveness, when this study has found they
rarely apply strategic management principles or processes, is somewhat
surprising.
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Table 7.9 Factors determining competitive advantage

number % number % number % number % number %

HR capability
Superior product quality
Risk of developing new plans
Competitors' capacity
Technological know -how
Senior managers' effectiveness

45 64%

14 20%

7 10%

4

6%

0 0%

33 47%

26 37%

7 10%

3

4%

1 1%

16 23%

26 37%

21 30%

4

6%

3 4%

18 26%

29 41%

15 21%

4

6%

4 6%

29 41%

31 44%

5

7%

3

4%

2 3%

46 66%

17 24%

3

4%

2

3%

2 3%

Source: Data Analysis

7.2.6 Strategic management influence on aspects of operations

The strongest influences of the strategic management approach were said to
be on quality and reducing organisation conflict. In contrast, it was not seen
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as having much influence on changing the organisation culture. Overall, it
can be said that strategic management was felt to have a moderate influence
on aspects of operations, since between 10% and 20% of senior managers
respondents considered it had no influence whatsoever on changing
organisation

culture,

overall

organisation

effectiveness

or

achieving

organisational objectives, as shown in Table 7.10..

Quality of products
or services
Adapting to
environmental factor
changes
Solving organisation
problems
Satisfying employees
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Table 7.10 Influence of company’s strategic management approach
on aspects of operations

number

%

number

%

19

27%

35

50%

9

13%

3

4%

4

6%

23

33%

31

44%

9

13%

2

3%

5

7%

17

24%

29

41%

18

26%

3

4%

3

4%

18

26%

35

50%

10

14%

6

8%

1

1%

19

27%

27

39%

16

23%

3

4%

5

7%

13

19%

26

37%

19

27%

8

11%

4

6%

16

23%

27

53%

8

11%

3

4%

6

9%

20

29%

29

41%

14

20%

2

3%

5

7%

18

26%

39

56%

3

4%

7

10%

3

4%

Changing
organisation culture
Achieving
organisational
objectives
Reducing
organisational conflict
Overall organisation
effectiveness

Source: Data Analysis

Therefore it can be said strategic management was not yet embedded in the
NOC and its constituent companies. Although maximization of revenue was
perceived by half the senior managers to be the purpose of the company
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mission, and strategic management was seen as impacting quality, the
Libyan NOC has not yet made the transition from ‘strategy-as-resourcedeployment’ to ‘strategy-as-aspirations-and-performance-goals’ (Grant, 2003,
p.506).
Having discussed the individual dimensions of the data analysis, attention
now turns to providing specific answers to the research questions posed at
the beginning of this study.

7.3 The research questions answered

This section provides answers to the three research questions:
1.

How do individual senior managers in Libyan oil companies perceive

‘strategy’ and ‘strategic management’?
2.

How is strategic management applied in Libyan oil companies?

3.

What are the implications of the findings of the research for senior

managers in other Libyan oil companies?

7.3.1 How individual senior managers in Libyan oil companies perceive

‘strategy’ and ‘strategic management’?
This study has shown that almost all senior managers in Libyan oil
companies perceived strategy as long-term planning, a perception which is
highly appropriate to the long lead times and costs involved in oil exploration
and drilling. With the exception of the two most senior managers, they did not
clearly perceive strategy as planning for future change; OPEC was
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responsible for scenario planning and the Libyan government was
responsible for setting political objectives and companies’ operating budgets.
There was no indication that senior managers thought they should take on
scenario planning and political stability was considered such an important
influence that no suggestions were made which could disrupt the processes.
Certain aspects of performance improvement such as quality were perceived
to benefit from a strategic management approach, although in general senior
managers accepted the situation in which they had minimal participation in
strategy formulation and carried out operational management and monitoring
roles at a senior level. The potential benefits of a strategic approach to
human resource management as a source of competitive advantage
(Analoui, 2007) were not recognized.

These perceptions informed the way in which strategic management was
applied in practice.

7.3.2 How strategic management is applied in Libyan oil companies?

The strategic planning process was close to the corporate planning cycle in
use in the oil majors as identified by Grant (2003). However, the lack of
environmental scanning in the domestic political environment and externally
showed an absence of certain key elements of strategic management. In
contrast to Wheelen and Hunger (1998) who included identification of
implications for resources as a key task in scanning the internal environment,
considerations of recruitment, training and human resource management
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formed part of the high level operational plans for companies. It has also
been shown that the fourth stage of strategic management according to
Wheelen and Hunger (1998), evaluation, was incomplete. Monitoring of
financial performance was the principal if not the only area of interest.

Findings have shown that senior managers in the Libyan NOC practise the
stages of strategic management in accordance with the view of the political
leadership, leaving senior managers in component oil companies with a weak
role in strategy formulation but a mandatory role in implementing strategy.
The stronger influence of government in setting national policies and
priorities and in allocating resources is accompanied by an emphasis on
annual operating plans rather than implementation of operating strategies
and policies. The combination of political appointments and experienced
managers on the NOC Board results in the top management team as a whole
having a lower than desirable level of strategic management knowledge.
Implementation of their strategy is delegated to the individual companies.

7.3.3 What are the implications of the findings for senior managers in
other Libyan oil companies?

In comparison with NOCs such as Saudi Aramco and Petrobras, the Libyan
National Oil Corporation is not fully capitalizing on its assets, neither the
capital nor the human assets. The Libyan NOC and its constituent companies
could adopt a similar approach to that of Saudi Aramco where top
management initiated a full strategic review that included a full environmental
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scan of global and regional trends, and identified the major challenges to the
business that the company is likely to encounter in the next twenty years.
Following the review, Saudi Aramco have also put in place a transformation
programme to address capability issues arising from the strategic review.
These issues include development of the next generation of senior managers
and development of a capacity to make well-informed decision much more
quickly. The strategy is summed up in the ‘2020 Strategic Intent’ which
clearly sets out a mission appropriate to a state-owned enterprise:

“In 2020, Saudi Aramco is the world’s leading integrated energy and
chemicals company, focused on maximizing its income, facilitating the
sustainable and diversified expansion of the Kingdom’s economy, and
enabling a globally competitive and vibrant Saudi energy sector.”
(www.saudiaramco.com)

Such an approach would affect the way in which Libyan oil companies go
about formulation and implementation of strategic management, moving
them to a more externally-focused approach and one which took greater
account of all stakeholders. This in turn would imply a requirement for senior
managers to be involved in developing the new approach, building on the
initial training delivered two to three years ago, but bringing the learning into
a real context to help to embed it in the individual companies and NOC. This
would help senior managers and therefore the companies to adjust the extent
of their reliance on previous experience in terms of strategic decision-making,
an important consideration given that there is no previous experience in more
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than four decades on which they can base some of the decision they will
face.
In future, strategic management will therefore also need to more formally and
systematically include innovation, to allow the companies to adapt more
easily to external influences and changes in the environment, human
resources

issues

and

strategies,

and

stakeholder

satisfaction,

as

recommended by Brown et al. (2005).

Pausing to consider the nature of the strategy, the internal focus of the NOC
contrasts with the approach of Gazprom which pursues the strategic
objective of becoming a leader among global energy companies through
developing its business abroad, and of the Chinese government which has a
clear long term strategy of overseas investment in countries rich in natural
resources such as oil and gas (Kvint, 2009). Qatargas actively contributed to
an Energy HSE Forum in October 2011, promoting environment and
stakeholder management in terms of having a societal license to operate,
demonstrating a very different but outward looking strategy and one which
recognizes the impact of global regulation on the oil and gas industry
(http://www.qatargas.com).

From this, there are implications for partner organizations in joint ventures
and alliances in terms of involving the Libyan NOC companies in strategy
formulation and strategic management when the political climate is conducive
for this to happen.
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7.3.4 Implications for senior managers in the Libyan NOC

This discussion has indicated that certain aspects of strategic management
in the Libyan NOC and constituent companies do not quite fit the Karami
model. Up until now, although little attention has been paid by Libyan NOC
and constituent companies to the external environment in comparison with
internal factors, senior managers have paid insufficient attention to internal
factors. For example, the resource-based view of a company can make an
important contribution to its strategy (Johnson and Scholes, 2001) and
indeed this study has sought to collect data at a level of detail which sheds
light on the practices and processes of strategic management. In view of the
country’s isolation for many years, the focus on factors internal to the
company and the country is unsurprising, but now that Libya seeks to rebuild
relationships with a range of countries, attention to external factors in the
country and to the international competitive environment may well have
increased importance.

Similarly the Libyan oil companies do not have a track record of, or a
systematic approach to, considering a range of future outcomes; they have
been reactive rather than proactive, exhibiting characteristics of emergent
strategy despite their stated formal strategic planning approach. Unlike
OPEC which has used a scenario development process to examine a range
of possible global futures, a few top managers in Libyan oil companies
concentrate on the national governmental planning process and timescale to
draw up strategic plans that reflect associated policy and priorities. The
dependence on the skills and knowledge of very few top managers for
301

strategy formulation may weaken the Libyan oil companies’ Boards when
there are changes, as commitment is more easily gained when changes are
understood by all top managers. Changes as part of the annual planning
process can be proposed by individual Libyan oil companies via their own
Board to the Board of the Libyan National Oil Corporation but occur much
more often in response to top-down directives. Changes during the annual
planning cycle are driven by the Board of the NOC.

Finally, there are implications for the theoretical model presented by Karami
(2007) in which mission is presented as the first step in strategy.

7.4 Karami’s model revisited

In accordance with Whittington's (2003) recommendation for research to
adopt a practice perspective with regard to strategy while at the same time
making connections with the formalities of strategic design, this discussion
has thus far focused on the data collected about what senior managers
actually do in order to generate practical knowledge about strategic
management. Attention now turns to discussion of the theoretical framework.
As mentioned in previous chapters, one aspect of this study was to test the
applicability of Karami’s model, in which mission is the first step in strategy
formulation, to the context and practices of the Libyan National Oil
Corporation and its constitutent companies.
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In order to test applicability, it is important to set the overall theoretical
context in terms of the three levels of strategy identified by Analoui and
Karami, (2003): corporate, business and functional. The findings showed that
the NOC Board, which included political appointments, determined the
corporate strategy and, as a consequence, the constituent oil companies
were effectively business units of the Libyan NOC. However, they did not
produce separate strategies, but proposed elements of strategy for their
company which might or might not be adopted. In one joint venture, the
Libyan company involved was responsible for implementing the strategy
determined by the partner company in line with the objectives and
boundaries set by the Libyan government when the agreement was signed.
The effect of the emphasis on top-down corporate strategy was to reduce the
scope of the strategic role of CEOs of the constituent companies. This in turn
affected the role of some senior managers, such as the human resources
adviser, who exercised a role in functional strategy but had no input to the
overall corporate strategy.

Consideration of the applicability of Karami’s model to the Libyan NOC
required comparison between the model and the data obtained in the study in
respect of the following stages and aspects of the strategic management
processes, hence testing the model, shown in figure 7.4, comprised several
stages:
•

Perceptions, awareness: Analysis and understanding of the strategic

situation
•

Strategy formulation: involvement and prepare appropriate strategies
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•

Strategy implementation: to put the strategies in practice way and to

be done.
•

Strategy control and evaluation: to assess and review the strategies to

improve them for future.

In the Libyan NOC companies, senior managers mostly have a medium level
of strategic awareness but have relatively little involvement in strategy
formulation. However, in spite of extensive and regular reporting of progress
against the operational plans created from the corporate strategy, there was
little evidence to show that the strategy itself was reviewed. Therefore, the
researcher proposes that modifications are required to Karami’s model to
enable it to fit the context of the Libyan NOC.

The three modifications to Karami’s model proposed in this study increase
the appropriateness of the model to state-owned enterprises in general as
well as to the Libyan NOC in particular and hence contribute to the
development of strategic management theory.

The first modification concerns the effectiveness of the management
Board team as a whole. Such effectiveness is required as a first step of the
proposed model because without an effective board in place, an organization
is unable to develop strategy and strategic management. The relevance of
vision and mission are dependent on the strategy formulation skills of the
NOC Board. An essential requirements for the Libyan NOC is having a team
of appropriately skilled and knowledgeable Board members in post in order to
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ensure that strategic objectives are appropriately set and evaluated within the
framework of the country’s economic and social policy and thus to improve
the contribution of the NOC to the achievement of the nation’s goals. Without
a strategic top team in position, the model as applied to any NOC lacks a key
first step. Therefore the researcher proposes that Board effectiveness is
included as the first stage of the model.

Secondly, findings showed a gap in understanding between the companies
implementing the annual plans and high level strategy as formulated by the
Board. The researcher proposes that medium term objectives are added to
bridge the gap between short term and long term objectives for oil companies
and to complement and strengthen delivery of those other objectives. Long
term objectives are exceptionally long in the oil industry, typically twenty five
years or longer in the case of drilling and exploration, therefore this additional
set of objectives is needed.

Finally the researcher discovered from a number of the research participants’
responses that they considered social responsibility to be an external factor
(located either in the minds of politicians or in the wishes of wider society or
both), therefore this has been included in the modified model under external
factors. Social

responsibility is a

particularly important factor in

environmental scanning as it is very closely associated with the well-being of
the Libyan population as well as with future sustainability of the economy and
the environment. This latter point may also apply to state-owned enterprises
in other developing countries.
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These three modifications are shown added to Karami’s model in figure 7.4.
Figure 7.4 Revisiting Karami’s Model

Source: Adapted from Karami, 2007, p.14

7.5 Conclusion

Senior managers’ perceptions of strategy and strategic management have
been shown to be close to long-range planning and corporate strategy, as
determined by political factors and imperatives. There is however a
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recognition that there are other approaches that could be more effective in
future years. Regarding the applicability of strategic management to Libyan
oil companies, whilst its usefulness in its current form was clearly
understood, there was less recognition that a different approach could be
even more useful, as the importance of external factors and stakeholder
relationships was not recognized. The inclusion of social responsibility within
external factors was highlighted as an important aspect of environmental
scanning.

The implications for oil companies in Libya are considerable, in particular in
view of the enormous changes that the whole country is experiencing. The
mission and vision have been continued to be set by the Transitional National
Council and thereafter the General National Congress. However, the key
players will in all probability need facilitation and support to enable them to
produce a meaningful statement that can be translated into company
strategies and policies, in preference to a simply aspirational statement.
However, at the level of the NOC and individual companies, a major effort of
training and development is required to enable them to produce business
strategies reflecting the corporate strategy in addition to what are currently
long term operational objectives.
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Chapter 8 Summary and conclusion

8.1 Introduction

This final chapter presents the conclusions of the study, reviewing and
summarizing the key points of the thesis as a whole. It shows how the
research aim and objectives were met and the research questions were
answered. Furthermore, the contribution to knowledge made by this study is
explained and potential areas for future research are identified.

In the first chapter, an introduction to the current study was provided, setting
out the background together with the research aim, objectives and research
questions. The overall aim was to explore senior managers’ perceptions of
strategic management processes in Libyan oil companies in order to draw
conclusions about what approach to strategic management would be most
likely to be effective for these companies over the next decade. This overall
aim led to the following objectives:
•

To explore senior managers’ awareness of and involvement in

strategic management processes employed in Libyan oil companies.
•

To identify whether or not there are aspects of strategic management

as perceived by senior managers that have worked well and why?
•

To clerify the role and influence of the public sector in management of

oil companies.
•

To assess the possible implications of the research, including

identification of management development needs, for senior managers and
oil companies as a whole.
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The first step in meeting these objectives was to conduct an extensive
literature review in order to understand the fields of strategy and strategic
management in greater depth and detail. Chapter two reviewed relevant
literature about theories and principles of management, strategy and
strategic management, its history and schools of thought. In addition, it
reviewed the main models of strategy and strategic management, examining
in some detail the role of managers and the importance of strategy and
strategic management to business and individual organisations and
managers. In particular it highlighted the nature of state owned enterprises as
a hybrid between public and private sector organisations, noting that neither
private no public sector approaches to strategy and strategic management
would necessarily suit a state-owned enterprise and indicating a probable
requirement for NOC companies to adopt certain features of both. The
complex operating environment of state-owned enterprises was also
examined, highlighting a further potential requirement for an approach that
encompassed the essential elements of the complexity and took account of
political as well as business considerations, including relationships.
The literature review discussed the complexity of management, tracing the
development of the classical, behavioural and systems schools of
management and identifying that the classical school was developed and
used at a time when operating environments were relatively stable. A
subsequent examination of managerial work and managerial roles outlined
how these, like the theoretical approaches to management, varied over time
and across countries and cultures. It was noted that differing types of
management roles existed within a state-owned oil company: operational,
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professional and strategic roles. The principal approaches to strategy and
strategic management were outlined, highlighting the distinction between
rationalist, evolutionary, systemic and processual theories. The working
definition of strategy selected for this study was:

"Strategy is the direction and scope of an organisation over the
long-term: which achieves advantage for the organisation through
its configuration of resources within a challenging environment, to
meet the needs of markets and to fulfil stakeholder expectations".
(Johnson et al., 2005, p.9)

It was observed that to varying extents strategic management in NOCs and
other state-owned enterprises showed characteristics of rationalist/classical,
evolutionary and processual approaches. The distinctions between levels of
strategy were classified as corporate, business and functional, showing how
these reflected level and function within the organisation. Attention was
drawn to the steps within the states of strategy formulation and strategy
implementation according to different scholars. Consideration was then given
to the role of senior managers as strategists and what was required of them
to fulfil that role, with the main implication for the role of senior managers in
NOC companies being that they were required to fit their organization to its
social context.

The pressures and challenges faced by senior managers in state owned
enterprises were examined, in particular the challenges posed by the
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combination of political and market pressures, a combination which is everpresent and in the case of an NOC is susceptible to fluctuations in the price
of oil in the global market.

An additional theme from the literature review was the relationship between
senior managers’ perceptions and their effectiveness, which also brought into
focus the complexity of relationships between senior managers, their
organizations and organizational strategies. All these influenced senior
managers’ individual roles in strategic management as well as their
effectiveness. Key factors affecting individual managerial effectiveness were
identified as their perception, skills and knowledge, and motivation together
with organizational factors which included organizational criteria, constraints
and difficulties. The literature reported that senior managers clearly
understood the difficulties and frustrations they faced in their work (Analoui,
1998). Reviewing the literature also posed questions about the dominant
managerial paradigm in relation to the interaction of changes in the external
and internal environments of an organization and in the context of the Libyan
NOC.

The third chapter set out the frame of analysis which was used as the basis
for designing the data collection instruments. Discussion and critical
evaluation of models of strategy and strategic management by Mintzberg
(1994),

Wheelen

and

Hunger

(2012),

Brummell

and

MacGillivray

(scenarios2strategy.com), Grant (2003), Analoui and Karami (2003) and
Karami (2007) indicated that the model of the general strategic management
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process developed by Karami (2007) was the most appropriate. In addition, a
model was presented by the researcher to illustrate the influence of internal
and external factors on personal characteristics of senior managers which
then affected their perceptions and actions, hence impacting the strategic
management process and the achievement of the strategic goals of the
organization. The fieldwork was therefore focused on the framework and
theories offered by Karami and Analoui (2003) and Karami (2007). This
helped to provide a clear frame of analysis and the language used in
discussing strategy and strategic management throughout the rest of the
thesis.

The following chapter, chapter four, detailed the background to the
companies involved in the study, in order to set the context for the
presentation of the data analysis in chapter six. The chapter briefly described
the varied functions of the twelve wholly-owned companies and central
organization which made up the Libyan Natinal Oil Corporation, noting they
ranged from exploration and drilling through distribution to training and
development. Joint venture operations were also mentioned as were
associate foreign companies

Following the establishment of the frame of analysis, chapter five set out and
justified the chosen research design, methodology and data collection
instruments. The two-stage research design involving questionnaires and
semi-structured interviews was justified in terms of a positivist and deductive
approach. A total of seventy senior managers in twelve companies

312

responded to the questionnaires and a selection of twelve managers were
interviewed

to

gather

supporting

data

for

the

findings

from

the

questionnaires. The questionnaires were based on seven dimensions
distilled from the range of potential variables identified during the literature
review. The seven dimensions of strategy and strategic management
addressed by the questionnaire were: perception of strategy and strategic
management (P2), formulation of strategic management in NOC (P3),
implementation of strategic management in NOC (P4), applicability of
strategic

management

for

NOC

(P5),

factors

influencing

strategic

management processes in NOC (P6), and strategic management influence
on aspects of operations (P7).

8.1.1 Reflection on the research design and process

Reflection upon the research process revealed that the research design and
data collection methods were appropriate to this study, generating the data
required to meet the research objectives. The time available for senior
managers to participate in the semi-structured interviews was severely
constrained by the demands of their roles therefore the selection of
questionnaires as the preferred main method of data collection was justified
in practice as well as by the research design theory. However, it was
recognized that a fuller answer to the research question concerning the
implications for senior managers would have benefited from more in-depth
exploration during the interviews and from a more directly targeted training
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needs analysis in order to ensure that management development needs of
senior managers were correctly identified.

8.2 Presentation of findings

Having set the scene in chapter five, chapter six presented the descriptive
statistics and data analysis under the seven dimensions of strategy and
strategic analysis. This section summarizes these findings and then shows
how the research objectives were met, identifying the specific conclusions
that were reached under each of the objectives.

Concerning perceptions of strategy and strategic management, senior
managers recognized the long term, high level nature of strategy and
strategic management. The majority perceived strategy to be the preserve of
the most senior level of management, typically identifying their job roles as
contributing to implementation and, to a lesser extent, providing information
to be used in long term planning. More were aware of a written statement of
strategy than of a written mission statement or systematic approach to
strategic management. Some evidence indicated confusion between
strategic and operational plans.

The implementation of strategic management in NOC took

the

form

of

implementation of long-term plans which were prepared in a context where,
despite the overall framework for strategic management being one of a
classical, rationalist approach, the external environment was considered far
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less important than in-country factors. Wherease the role of middle managers
was understood to be one of implementation, the quality of leadership was
considered very important. The twin influences of company and country were
evident in the main aim of strategy formulation; profitability and productivity
(company perspective) and maximizing revenue to fund public services
(country perspective).

With regard to the applicability of strategic management, implementation of
strategy was seen as having a moderate rather than a significant impact on
organizational performance. Typically, strategy was reviewed through
monthly reports, 6-monthly technical meetings and exceptional Board
meetings for urgent matters. Despite the acknowledgement that a systematic
approach to strategic management in the future could result in greater
impact, many senior managers interpreted their role in terms of high level
supervision, aimed at ensuring compliance with budgets, rules and
regulations. The relevance of strategy was considered to related to achieving
maximization of revenue.

Senior managers identified the principal factors influencing strategic
management processes in NOC companies as internal rather than external
factors. In particular they stressed the importance of capacity utilization and
political stability and, in the short term, history has proved them correct.
Although social and cultural trends were seen as slightly less influential, it
was recognized that senior managers’ relationships and social networks
could disrupt organizational performance if they were used inappropriately.
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OPEC helps to buffer NOCs against external shocks, therefore buyer and
supplier influence and changes of strategic plan were seen as not very
important, unlike inter-company domestic rivalry. Strategic management is
perceived as partly applicable (long-term planning, maximizing revenue, and
maintaining company position in the domestic market).

Overall, findings concerning the influence of strategic management on
various aspects of operations suggest that the training already received in
strategy and strategic management had not had sufficient time to be fully
embedded in the oil companies, especially in view of the substantial tradition
of strategic planning rather than strategic management in the oil industry
worldwide. There remained a strong tendency towards operational rather
than strategic management.

In the following paragraphs, these findings are presented in relation to the
research objectives in order to illustrate how the objectives were met.

Objective 1: To explore senior managers’ awareness of and involvement in
strategic management processes employed in Libyan oil companies.

In the Libyan NOC companies, senior managers’ awareness of and
involvement in strategic management processes was relatively limited, in
particular their knowledge and understanding of strategic management in
terms of the business environment. Strategy formulation, implementation and
evaluation were not fully embedded in the oil companies at the time of the
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study. This is attributed to the top-down approach to strategy formulation;
although individual companies submitted proposals to the corporate level of
the NOC, it was clear that political and other strategic imperatives were
determined at NOC Board level. Furthermore, the repeated assertion that
strategy was reviewed monthly is consistent with a strategic planning cycle
approach as described by Grant (2003). Strategy formulation was seen to be
a function of the highest level of management; two-thirds of senior managers
were aware that a written statement of strategy existed, but under half knew
of the existence of a written mission statement or systematic approach to
strategic management. The finding that more than half of participants (53%)
said that did not know if their company had a systematic approach to
strategic management, while 40% said yes and 6% said no, reveals a lack of
knowledge and, furthermore, strongly indicates the absence of a systematic
approach. The stages and processes in the model proposed by Karami
(2007) would have involved some of these respondents at some point in the
strategic management processes, therefore unlike findings from research into
SMEs (Karami, 2007), the companies that comprise the Libyan NOC cannot
be said to have a systematic approach to strategic management.

In addition, according to the levels of strategy model in Analoui and Karami
(2003), it was evident that constituent companies were acting as business
units and producing operating plans to implement the high level strategy
rather than business strategies since the process was an annual one.
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Although many respondents stated that they had a role in the formulation and
implementation of strategy, interview data reinforced the view that in many
cases, their role was limited to providing information and implementing
aspects of the corporate strategy. There was a lack of involvement in
environmental scanning. They tended to see themselves as high level
supervisors whose function was to ensure compliance. Their perception that
implementation of strategy mainly involved monitoring and supervision,
alongside ensuring that rules and regulations were followed and budgets
adhered to, confirmed the tendency in all companies towards operational
rather than strategic management.

Objective 2: To identify whether or not there are aspects of strategic
management as perceived by senior managers that have worked well and
why.

Strategic management as long-term planning to achieve the aim of
maximizing revenue was considered useful and effective. A strong focus on
in-country factors, predominantly government policies and comparison with
other companies within the Libyan NOC, meant that the potential importance
of external factors was not recognised. The most important factors impacting
the company and hence strategic management were capacity utilization and
political stability. The powerful influence of the Libyan NOC Board resulted in
the quality of leadership being assessed as highly important, indicating that
the effectiveness of strategic management depended on the abilities of Board
members, a finding consistent with the assertion by Castellani and Marcel
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(2005) that there is a gap in knowledge between government and NOCs.
Implementation of strategy was seen as having a moderate impact on
organizational performance, although it was recognized that a systematic
approach to strategic management could have more influence. Despite
scholars asserting that for the most part strategic management exerts a
positive influence on performance (Joyce and Woods, 2001; Hunger and
Wheelen, 2001; Karami, 2007), prior to the revolution in Libya, for practical
purposes in the NOC and component companies this was concentrated in
one or two individuals. Overall, including among senior managers who had
attended a course in strategic management, strategic management was not
perceived to make a difference, a viewpoint which reflected disinterest and
frustration due to their limited involvement.

Objective 3: To clarify the role and influence of the public sector in
management of oil companies.

The influence of the public sector was identified in three specific areas.
Firstly, there was an emphasis on compliance with rules and regulations
which did not refer to standards such as quality management or health and
safety in the industry. Hence it is deduced that rules were followed for their
own sake as in traditional bureaucratic organizations. Secondly, the
processes of strategy formulation were also essentially bureaucratic, a form
of top-down annual corporate planning which accepted contributions from
individual companies as and when it was judged appropriate to do so.
Thirdly, the processes of strategy formulation were driven by a long-term
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strategic vision which was developed and owned by politicians, an example
of the model of strategic management in the public sector which was termed
visionary by Joyce (2001). A less desirable factor was the turbulence which
could result from a sudden change of strategy at political level.
However, none of the strategic management tools which have been
considered by academics and reesarchers to be more relevant in the public
sector were in use. For example, with the exception of the government, no
attention was paid to other stakeholders including customers through tools
such as stakeholder mapping (Johnson and Scholes, 2001). There was
minimal interest in stakeholder satisfaction, other than the satisfaction of the
government, as owners of the business. The concept of the value chain was
absent, although it has been suggested as appropriate for use in the public
sector (Bryson, Ackermann and Eden, 2007).

In accordance with Ring and Perry (1985), political constraints imposed on
almost all the constituent companies of the Libyan NOC restricted their
strategic choices and operations, not least because the NOC authorized and
released the annual operating budget. However, this study found no
evidence that public sector policies and the associated strategy for the
Libyan NOC were actually evaluated. Implementation was closely monitored
but programme evaluation according to specific evaluation criteria was not
found.

In sum, the role and influence of the public sector in the management of
Libyan NOC companies was essentially control of the whole state-owned
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enterprise through setting economic and social policy, hence determining the
strategy for the oil companies and setting the budgets, also through regular
and frequent monitoring of implementation and expenditure. In keeping with a
traditional public sector approach, senior managers attached high importance
to previous experience in strategic decision-making rather than to tools and
techniques of strategy and strategic management.

However, a number of participants saw senior managers’ effectiveness as
key to competitive advantage, although this was more likely to be interpreted
in individual oil companies as competitive advantage within the domestic
market rather than in terms of international competition.

Objective 4: To assess the possible implications of the research, including
identification of management development needs, for senior managers of the
oil companies as a whole.

The first implication, in view of the results of a 2010 study which identified the
positive influence of strategic management in developing the capability of an
organization (Samour, 2010), is that strengthening strategic management in
Libyan NOC oil companies is likely to be a critical factor in assuring a
sustainable future as they seek to recover from the effects of the fighting and
revolution.

The urgency and importance of strengthening strategic management
capability was highlighted by the following findings:
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Although

most

senior

managers

had

had

training

in

strategic

management, they had had little opportunity to apply what they had
learned, with political imperatives and the attendant need to maximize
revenue being the determining factor of their strategy and operations. Inyear achievement of production targets and control of expenditure were
seen as key elements of operating plans rather than achievement of an
overall strategy. Senior managers’ effectiveness was perceived as the
main factor affecting strategic management processes, followed by
technological know-how.

Strategy was seen to be formulated through a combination of heads of
department proposals and other senior managers’ contributions directed at
achieving the aims and objectives determined by the owners of the
company, whether NOC, the individual company or partners. There was a
lack of clarity about the frequency with which strategic plans were
produced, and about the differences between strategic and operational
plans, although strategy was considered to be the role of senior
management and not to involve many individuals in the organization.
Although long-term planning was considered important by 80% of
respondents, the overwhelming areas of focus were profitability and
productivity from the company perspective, and, from the country
perspective, maximizing revenue to fund public services. Hence overall
understanding of strategy and strategic management was generally poor.
In

contrast,

individual

companies
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exhibited

an

understanding

of

competition in terms of other Libyan oil companies and saw this
competition as a stronger driving force than buyer power, pointing to fairly
intense domestic rivalry and a strong political dimension to the companies
themselves. This was not the perception of the NOC, indicating a gap in
knowledge and understanding between the corporate level and the
business units.

The second implication is that a review should be undertaken of strategic
management processes in Libyan NOC companies in order to create
business strategies which are strongly linked with corporate level strategy
and which clarify the contributions of each company to the overall strategy in
a way which helps all the companies to see the external environment and
visualize the Libyan NOC as a player in a global market.

Any such review should give consideration to the links between
government economic and social policies, NOC strategy and the NOC
Board. Improvements to linkages could help in three distinct areas. One
area concerns increased participation by senior managers in strategy
formulation which would assisting in gathering information and generating
options to ensure the best possible choices of strategy are made from the
point of view of the company as well as the government. A second area is
strategy evaluation where there is almost no visible activity; in view of the
large sums of money involved in both government spending programmes
and oil company budgets, a formal evaluation could be conducted once
every five years. The third area relates the gap in knowledge of strategy
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and strategic management between government and the NOC Board; joint
participation of senior managers and a number of politicians in the review
could serve as the first step towards closing the gap.
Another implication for the practice of strategic management concerns
corporate social responsibility as an element of strategy. Although in Europe
corporate social responsibility is generally regarded as a voluntary effort to
integrate social and environmental issues with business operations and
particularly with stakeholder relationships (Carroll and Buchholtz, 2009),
government policy is a form of social responsibility that drives state-owned
enterprises. All strategy is contextual and strategic management needs to
suit the context (Rainey, 2009). For Rainey, this means that the context
influences how strategy and strategic management are understood in
addition to the behavior and actions of strategic leaders. Moreover, each
context contains characteristics and challenges which direct and constrain
strategic thinking. It is therefore important for strategic leaders to fully
understand the context and, bearing in mind that strategy concerns the future
of their organisation, they also need to recognize when it is necessary to
change the context and how to effect the required changes (Raiiney, 2009).
In the case of NOCs, strategic leaders must be drawn from both industry and
political backgrounds.

In sum, discussion of the findings in chapter eight revealed that some, but by
no means all of the findings were in accordance with previous studies, almost
certainly because of the particular nature of a state-owned oil enterprise.
Comparison of Karami’s model with the findings showed that there were
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three key points of difference which could be used to strengthen the
applicability of the model to the Libyan NOC and to other state-owned
enterprises. These were: the Board as a whole (hence all individual
members) to have the required elements of managerial effectiveness to
formulate and implement appropriate strategies; environmental scanning of
external factors to include social responsibility of the enterprise; and mediumterm objectives as a way of helping to hold together short term objectives and
the very long-term view and to improve the chances of successful delivery of
the strategic objectives.

8.3 Contribution of this study to theory and practice

This study represents an important contribution to the study of strategic
management, from both a theoretical and practical standpoint. From a
theoretical standpoint, it is a groundbreaking study at PhD level about
strategic management in a National Oil Company.

From a theoretical standpoint, the model of strategic management proposed
by Karami (2007) has been contextualized in the Libyan NOC. Without a
shared understanding of strategy formulation and implementation, a Board
consisting of industry experts and politicians cannot clearly formulate a
mission, vision or strategies to deliver country goals. Hence the existence of
a Board which has the required capability and effectiveness should be
considered the first step in strategy formulation and strategic management.
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The strategy and the skills of the senior managers developing the strategy
cannot be artificially separated.

Furthermore, the study has proposed that environmental scanning of external
factors should formally include government policies so that the link between
the business and politics and between goals and budgets is very clear. This
helps to spread understanding of the strategy throughout the individual
companies.

The contribution to practice follows from these additions to strategic
management theory. NOC Board level managers need to be equipped with
the appropriate skills and knowledge so that the Board functions as an
effective team. Intensive development courses or working seminars are
required to enable them to do so, with the modified Karami model used as a
starting point for sharing understanding. Board members are extremely busy
people, therefore high level academic courses are not appropriate. However,
changes of Board membership present opportunities for intensive workshops.
Shared skills and understanding could be disseminated to senior managers
in the constituent companies by incorporating strategy workshops into the
annual planning cycle.
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8.4 Limitations of the current study and suggestions for further
research

Limitations include the particular nature of each NOC, which makes
extrapolation of findings extremely difficult. The study focused on senior
managers in the state-owned oil enterprises in Libya which are considered to
be public sector rather than private sector oil businesses. This means that for
NOCs which have more of a private sector approach and greater freedom to
set their own strategies, some important approaches to strategy and strategic
management are absent from this study which may be of greater relevance
and applicability.

A second limitation was the conduct of the fieldwork just before the radical
changes brought about by the events of 2011 in Libya. It has not been
possible to assess as yet what impact these events may have had on the
NOC and its component companies.

A further important limitation is the lack of in-depth information about how the
NOC Board develops the initial Mission and Vision. Pressures of work in
addition to political pressures make it difficult to interview Board members
and the sensitivity of much of the information itself means that a complete
picture would in any event be difficult to obtain.

In the light of the findings of the study and these specific limitations, a
number of areas for future research are recommended as follows:
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Firstly, it would be extremely interesting to conduct comparable studies in at
least two other state-owned oil enterprises to identify whether the situation is
Libya is shared more widely and whether other NOCs adopt similar or
different approaches to strategy and strategic management.

Secondly, it would be helpful to try to explore links between external
environment scanning and performance, and between different components
of a strategy such as human resources, marketing and business. An action
research approach could be especially revealing as well as useful if the
opportunity arises in post-revolution Libya.

Thirdly, further research is recommended into the development needs of
senior managers, including Board members. This would include more
detailed identification of the range of knowledge and skills required, a training
needs analysis and generation and assessment of options for meeting the
development needs of present and future senior managers, but would be set
within the wider remit of strategic human resources management.

This study has highlighted a lack of awareness of strategic management
processes among senior managers in the Libyan NOC. In addition it has
found that ideas and practices of strategic management have not been
applied to any great extent, since strategy is the preserve of a small number
of the most senior managers. This has resulted in a situation where the
emphasis is on annual operational plans and operational management within
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a strategic planning cycle that is rarely articulated or shared. Some of the
difficulties have been attributed to the nature of state owned enterprises as
hybrids of public and private sector organisations, noting that neither private
nor public sector approaches to strategy and strategic management are
necessarily fully appropriate to a state-owned enterprise like the Libyan NOC
and indicating a probable requirement for NOC companies to adopt certain
features of both. Strategic management needs to embrace both political and
business considerations, and address the relationship between these two.

To summarize how the research objectives were met, a thorough literature
review which paid particular attention to theoretical models highlighted key
themes which were addressed in the data collection instruments: strategy
formulation, strategy implementation, strategic management and factors
influencing senior managers’ effectiveness.

Chapter 3, leading to a full description and justification of the chosen
research design, methodology and data collection instruments in the next
chapter. This was followed by a chapter detailing the background to the
companies involved in the study, in order to set the context for the
presentation of the data analysis in chapter six. The data analysis focused on
descriptive characteristics of the data gathered such as frequencies and
percentages, illuminating these with qualitative data. The findings were
further examined with reference back to the research questions and
objectives.
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Senior managers’ awareness of and involvement in strategic management
processes (strategy formulation, implementation and evaluation) was shown
to be severely limited because strategy and strategic management were the
responsibility of a very few top managers producing corporate level strategy.
Business unit strategies at individual company were also limited because
corporate level strategies were translated into annual operating plans rather
than business level strategies. Implementation of strategy was chiefly
perceived as monitoring and supervision of outputs, budgets and rules and
regulations.

The aspect of strategic management which had worked well was long-term
planning to maximize revenue. Capacity utilization and political stability were
seen to be the two most influential factors. Strategic management was
understood to have the capacity to improve performance in the future but at
the time of the study was considered not to make a difference, a viewpoint
which reflected disinterest and frustration due to senior managers’ limited
involvement.

The role and influence of the public sector was considerable, partly in terms
of an overall organisational model of bureaucracy, but mostly because
strategy was set in the light of a political top-down steer. However, the
strategy did not appear to be subject to any formal evaluation and certainly
not to any independent evaluation.
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The main implication of the findings is that strategic management required
strengthening in order to bring the business and political dimensions closer
together, to make the whole operation more effective. It was recommended
that in order to achieve this, a review of strategic management processes in
the Libyan NOC including wholly-owned and JV companies should be
undertaken in order establish a strategy process that would enable links to be
strengthened.

Any such review should give consideration to the links between government
economic and social policies, NOC strategy and the NOC Board.
Improvements to linkages could help in three distinct areas. Furthermore, the
gap in knowledge of strategy and strategic management between
government and the NOC Board should start to be addressed through joint
workshops between senior managers and appropriate politicians.

An additional important implication for the practice of strategic management
concerns corporate social responsibility. Whilst all strategy is contextual and
strategic management needs to suit the context, strategic leaders must be
drawn from both industry and political backgrounds but must also jointly
address social responsibility in a consideration of external factors during
environment scanning at the start of strategy formulation.

Modifications to Karami’s model which would apply to the Libyan NOC
context were: Board effectiveness in terms of strategic management was a
necessary first step in the whole process, external factors should include
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social responsibility and medium-term objectives were required to glue
together short term objectives and the very long-term view in order to
enhance the probability of successful delivery of the strategic objectives.

In view of the unsettled political climate following the revolution in Libya, the
next five to ten years are unlikely to see any great change in strategic
management in the NOC. The organisation will continue to adopt a primarily
Defender stance within the overarching strategy of OPEC, long-range
planning to assure revenue will remain a priority and tensions between
political and business objectives will persist as long as politicians and political
appointments to the Board continue to change without appropriate induction
or strategic management development. The findings and recommendations
of this study will therefore remain relevant for some years to come.
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Appendix A
A questionnaire for senior managers in National Oil Corporation in
Libya
‘‘An exploration into senior managers’ perceptions of strategic
management:
Libyan National Oil Corporation’’
The main purpose of this research is to explore senior managers’ perceptions
of strategic management processes in National Oil Corporation in Libya.
Could you please take 20 minutes of your valuable time to answer the
following questions and return it in the envelop provided to: Abdallah Enbaia
Atamna, Doctoral Programme, Pemberton Building, University of Bradford,
Bradford BD7 1DP, UK.

Section One: Demographic Profile
1. Company name and address:
…………………………………………………………………………………
……….………………………………………………………………………
Telephone....…….........................……..Fax:……............................…
E-mail address:……………………………………........................……….
2. Please indicate your job title within the company :
Chairman

Deputy chairman

General manager

Head of department

Managing Director

Other, please specify ……………………………..

3. Gender:

 Female

 Male

4. Please indicate which age group you belong to :



20 - 29 years
40-49 years

30-39 years
50 or more
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5. Please indicate how many total years of work experience you have






10 years or less
11-20 years
21-30 years
31-40 years
41 - Over

6. Please indicate how many years of work experience at strategic
management level you have






5 years or less
6-10 years
11-15 years
16-20 years
20 - Over

7. Please indicate your highest level of educational qualification (tick one
box)
 Secondary school
 Bachelor

 Diploma

 Doctorate

 Master

8. Your main subjects of academic study for example petroleum
engineering, management
Engineer
 Geology
 Others

 Commercial
 management

IT
 low

9.
A. Have you ever participated in any formal management course?
 Yes
 No
If yes please name up to three
B. Have you ever participated in any formal strategic management
course?
 Yes  No
10. How many people are employed by your company?
1000 or less

2001-3000
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 More than 4000

1001-2000

 3001-4000

 I do not know

11. What was the total turnover of the company in the last financial year?
 Less than 100,000,000  More than 100,000,000

 Others

12. What are the principal activities of the company?
 Oil production Operate & managing  services
 Exploration
 others
13. When was this company established? ………………………..
1970 or before
not know

1971-1980

1981-1990

1991or after

14. Are you aware of any partnerships with foreign companies?
 No

 I do

 Yes

15. A) If yes mention the name...

Section Two: Strategy formulation and implementation
1. Does your company have formal ;
A) Written strategic plan?

 Yes

 No  I do

not know
B) Written mission statement?  Yes

 No I do not know

2. How often is a long term strategic plan in your company prepared?
 0-3 months

4-6 months

 6-12 months
 More than 12 months

3. How often is your company’s strategic plan reviewed?
 Less than1 months

 2-5 months

More than 5 months

4. Who are the key positions involved in strategy formulation in your
company?
 High level  Middle level

 others

5. Who are the key positions involved in strategy implementation in your
company?
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 High level  Middle level

 others

6. What is the purpose of the mission of your company?
 To maximize revenue
 To increase market share
 Stakeholder satisfaction
 Customer satisfaction

 Survival
 Diversification
 employee satisfaction
 other, specify …………..

7. Does your company have a systematic approach to strategic
management?
 Yes

 No  I do not know

8. a. If yes, please indicate the impact of this approach on the following
aspects of the company (1=significant impact, 3=moderate impact
5=no impact)
1

2

3

4

5

a) Organisational effectiveness











b) Operational decision making











c) Developing business plans











d) Implementing business plans 









b. Do you think systematic approach to strategic management could
have more impact in the future?
 Yes

 No

 I do not know

9. Please indicate the importance of the following to the future success of
your company (1=very important, 2=quite important, 3=neutral, 4=not
very important, 5=not at all important)
1

2

3

4

5

a) Long term business planning











b) Environmental scanning











c) Quality of leadership











d) Involving lower managers in 
formulating, implementing and
evaluation of business strategies
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10. To what extent do you consider previous experience of your company
and/or other companies when you make the following types of
decision
(1=always, 2=often, 3=sometimes, 4=occasionally, 5=never)
1

2

3

4

5

a) Strategic decisions











b) Operational decisions











c) Financial decisions











d) Effectiveness of the management









e) Marketing decisions











11. This question asks about the emphasis placed on several specific
planning activities in your company.
(1=very strong emphasis, 2=strong emphasis, 3=moderate emphasis,
4=weak emphasis, 5=no emphasis)
1
2
3
4
5
a) A mission statement











b) Trend analysis











c) Competitor analysis











d) Long term plans











e) Annual goals











f) Short term action plans











g) Ongoing evaluation











Section Three: Application of strategic management
1. Please indicate your agreement or disagreement with each of the
following statements by ticking the box that best represents your
view.
(1=strongly agree, 2=agree, 3=neither
4=disagree, 5=strongly disagree)
1
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agree
2

nor
3

disagree,
4

5

a) Organisational structure should be considered in
developing business plans
 







b) All organisational employees are implementers
of strategy
 







c) Costing programmes is an important feature of
strategy implementation










d) Standard operating procedures help to
implement business strategy











e) Successful business plans are flexible and  
 

adaptable to organisational culture andunpredictable circumstances
2. How important are the following factors in formulating your
company’s business strategies? (1=very important, 2=quite
important, 3=neutral, 4=not very important, 5=not at all important)
1

2

3

4

5











b) Internal weaknesses of the company 









c) Internal resources of the company











d) External opportunities of the company 









e) External threats to the company









a) Internal strengths of the company



3. Please indicate the importance of the following factors by ticking
the box which best represents your view (1=very important, 2=quite
important, 3=neutral, 4=not very important, 5=not at all important)
I) Factors determining industry strength
1

2

3

a) Potential for growth











b) Market share











c) Financial stability











d) Efficiency resource utilization











e) Capacity utilization
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4

5

f) Productivity











g) Flexibility and adaptability





















h) Political stability

II) Factors determining competitive advantage
1

2

3

4

5

a) HR capabilities











b) Superior product quality











c) Risk of developing new plans









d) Competitors’ capacity











e) Technological know-how



















f) Senior managers’ effectiveness 

4. To what extent do the following forces drive your company’s
competitive
positioning?
(1=very
strongly,
2=strongly,
3=somewhat, 4=not much, 5=not at all)
1

2

3

4

5

a) Threat of new entrants











b) Bargaining power of buyers











c) Threat of substitute products











d) Bargaining power of suppliers 









e) Rivalry among competing firms 









5. To what extent are the following forces currently affecting your
company and the business in which you complete? (1=very
strongly, 2=strongly, 3=somewhat, 4=not much, 5=not at all)

a) Economic trends
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1

2

3

4

5











b) Technological change











c) Political and legal developments









d) Social and cultural trends











e) Competitors











6. Do you receive any feedback from customers about your products
and / or services?
 Yes

 No  I do not know

7. If yes, how do you react to comments from your customers?
…………………………………………………………………………………
8. Please rate the overall success of the implementation of the
business strategy in your company (1=very successful,
2=successful, 3=neutral, 4=not very successful, 5=not successful)

a) Achievement of intended outcomes

1

2

3

4

5



































b) Achievement of expected financial results

c) Implementation within expected timescale

d) Implementation within forecast budget


9. Please indicate how strongly you consider the company’s strategic
management approach has influenced the following aspects of
your operations (1=very strongly, 2=strongly, 3=somewhat, 4=not
much, 5=not at all)
1

2

3

4

5

a) Overall performance/profitability











b) Quality of products or services
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c) Adapting to environmental factor changes










d) Solving organisation problems











e) Satisfying employees











f) Changing organisation culture











g) Achieving organisation’s objectives











h) Reducing organisational conflict











i) Overall organisation effectiveness











j) Other (please specify)











Would you like to know about the results of this survey?
(If yes, please enclose your business card) Yes

No 

Thank you very much for your help and co-operation in completing
the survey
PhD student: Abdallah Atamna
E-mail: ameatamn@student.bradford.ac.uk
Principal supervisor: Prof. Farhad Analoui
E-mail: f.analoui@bradford.ac.uk
Tel: +441274233958
University of Bradford, DES, Pemberton Building, Bradford, BD7 1DP, UK
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Appendix B Questionnaire in Arabic

ﻗﺳﻡ ﺍﻟﺩﺭﺍﺳﺎﺕ ﺍﻷﻗﺗﺻﺎﺩﻳﺔ ،ﺟﺎﻣﻌﺔ ﺑﺭﺍﺩﻓﻭﺭﺩ – ﺑﺭﻳﻁﺎﻧﻳﺎ
ﺍﺳﺗﺑﻳﺎﻥ ﻟﺩﺭﺍﺳﺔ ﺣﻭﻝ ﻭﺗﺻﻭﺭ ﻣﺩﺭﺍء ﺍﻹﺩﺍﺭﺍﺕ ﺍﻟﻌﻠﻳﺎ ﻟﻺﺩﺍﺭﺓ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺑﺎﻟﻣﺅﺳﺳﺔ ﺍﻟﻭﻁﻧﻳﺔ
ﻟﻠﻧﻔﻁ ﺑﻠﻳﺑﻳﺎ ﻭﻛﺫﻟﻙ ﺍﻟﺷﺭﻛﺔ ﺍﻟﺗﺎﺑﻌﺔ ﻟﻬﺎ

ﺃﺧﻲ ﺍﻟﻛﺭﻳﻡ ،ﺃﺧﺗﻲ ﺍﻟﻛﺭﻳﻣﺔ :ﺗﻬﺩﻑ ﻫﺫﻩ ﺍﻟﺩﺭﺍﺳﺔ ﺇﻟﻰ ﻓﻬﻡ ﻭﺗﺻﻭﺭ ﻣﺩﺭﺍء ﺍﻹﺩﺍﺭﺍﺕ ﺍﻟﻌﻠﻳﺎ ﻟﻺﺩﺍﺭﺓ
ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺑﺎﻟﻣﺅﺳﺳﺔ ﺍﻟﻭﻁﻧﻳﺔ ﻟﻠﻧﻔﻁ ﻓﻲ ﻟﻳﺑﻳﺎ ،ﻭﻣﻥ ﺃﺟﻝ ﺇﻧﺟﺎﺯ ﻫﺫﻩ ﺍﻟﺩﺭﺍﺳﺔ ﺃﺭﺟﻭ ﺃﻥ ﺗﻣﻧﺣﻭﻧﺎ  20ﺩﻗﻳﻘﺔ
ﻣﻥ ﻭﻗﺗﻛﻡ ﺍﻟﺛﻣﻳﻥ ﻟﻺﺟﺎﺑﺔ ﻋﻠﻰ ﺍﻷﺳﺋﻠﺔ ﺍﻟﺗﺎﻟﻳﺔ ﻭﺇﻋﺎﺩﺗﻬﺎ ﻓﻲ ﻣﻅﺭﻭﻑ ﺣﺳﺏ ﺍﻟﻌﻧﻭﺍﻥ ﺍﻟﻣﺩﺭﺝ ﻓﻲ ﺃﺧﺭ ﺍﻻﺳﺗﺑﻳﺎﻥ
ﻭﻹﻯ ﺇﺳﺗﻔﺳﺎﺭ ﺃﺭﺟﻭﺍ ﺍﻻﺗﺻﺎﻝ ﺑﺎﻷﺥ ﺍﻟﺑﺎﺣﺙ ﺣﺳﺏ ﺍﻟﻌﻧﻭﺍﻥ ﺍﻟﻣﻭﺟﻭﺩ ﻓﻲ ﺍﺧﺭ ﺍﻷﺳﺗﺑﻳﺎﻥ  ،ﺑﺭﻧﺎﻣﺞ ﺍﻟﺩﻛﺗﻭﺭﺍﻩ ،
ﺟﺎﻣﻌﺔ ﺑﺭﺍﺩﻓﻭﺭﺩ  ،ﻣﺩﻳﻧﺔ ﺑﺭﺍﺩﻓﻭﺭﺩ ،ﺍﻟﻣﻣﻠﻛﺔ ﺍﻟﻣﺗﺣﺩﺓ ،ﺁﺧﺫﻳﻥ ﺑﻌﻳﻥ ﺍﻻﻋﺗﺑﺎﺭ ﺃﻥ ﻫﺫﻩ ﺍﻟﺑﻳﺎﻧﺎﺕ ﻭﺍﻟﻣﻌﻠﻭﻣﺎﺕ ﻟﻥ
ﺗﺳﺗﺧﺩﻡ ﺇﻻ ﻷﻏﺭﺍﺽ ﺍﻟﺑﺣﺙ ﺍﻟﻌﻠﻣﻲ ﻓﻘﻁ.

ﺍﻟﻘﺳﻡ ﺍﻷﻭﻝ  :ﺍﻟﺩﻳﻣﻭﻏﺭﺍﻓﻳﺔ )ﺍﻟﺑﻳﺎﻧﺎﺕ ﺍﻟﺷﺧﺻﻳﺔ(

 .1ﺇﺳﻡ ﺍﻟﺷﺭﻛﺔ ﻭﻋﻧﻭﺍﻥ.........................................ﺭﻗﻡ ﺍﻟﻬﺎﺗﻑ...............................
ﺍﻟﺑﺭﻳﺩﺍﻟﻣﺻﻭﺭ...........................................................................................................
ﺍﻟﺑﺭﻳﺩ ﺍﻹﻟﻛﺗﺭﻭﻧﻲ................................................................................................
 .2ﺍﻟﻭﻅﻳﻔﺔ..................................................................:
 ﺭﺋﻳﺱ ﻣﺟﻠﺱ ﺍﻹﺩﺍﺭﺓ

 ﻣﺳﺎﻋﺩ ﺭﺋﻳﺱ ﻣﺟﻠﺱ ﺍﻹﺩﺍﺭﺓ  ﻣﺩﻳﺭ ﻋﺎﻡ

 ﻣﺩﻳﺭ ﺇﺩﺍﺭﺓ
 .3ﺍﻟﺟﻧﺱ :

 ﻣﺩﻳﺭ ﺇﺩﺍﺭﻱ

 ﺫﻛﺭ

 ﻣﻭﻗﻊ ﺍﺧﺭ

 ﺃﻧﺛﻲ

 .4ﺍﻟﻌﻣﺭ20-29  :ﺳﻧﻪ

 39-30

 50  49-40ﺳﻧﻪ ﺍﻭ ﺃﻛﺛﺭ

 .5ﺳﻧﻭﺍﺕ ﺍﻟﺧﺑﺭﺓ:
 10ﺳﻧﻭﺍﺕ ﻓﺄﻗﻝ  11ﺇﻟﻰ 21  20ﺇﻟﻰ 30


 41 40 – 31ﺳﻧﺔ ﺍﻭ ﺃﻛﺛﺭ

 .6ﺳﻧﻭﺍﺕ ﺍﻟﺧﺑﺭﺓ ﻓﻲ ﻣﺳﺗﻭﻯ ﺍﻹﺩﺍﺭﺓ ﺍﻻﺳﺗﺭﺍﺗﻳﺟﻳﺔ:
 5ﺳﻧﻭﺍﺕ ﻓﺄﻗﻝ

 6ﺇﻟﻰ 10

 11ﺇﻟﻰ  16 15ﺇﻟﻰ  20  20ﺳﻧﻪ ﺍﻭ ﺃﻛﺛﺭ

 .7ﺍﻟﻣﺅﻫﻝ ﺍﻟﻌﻠﻣﻲ:
 ﺍﻟﺛﺎﻧﻭﻳﺔ ﺍﻟﻌﺎﻣﺔ  ﺩﺑﻠﻭﻡ  ﺑﻛﺎﻟﻭﺭﻳﻭﺱ )ﺍﻟﺩﺭﺟﺔ ﺍﻟﺟﺎﻣﻌﻳﺔ ﺍﻷﻭﻟﻰ(  ﻣﺎﺟﺳﺗﻳﺭ  ﺩﻛﺗﻭﺭﺍﻩ
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 .8ﺍﻟﺗﺧﺻﺹ ﺍﻷﻛﺎﺩﻳﻣﻲ:
ﻫﻧﺩﺳﺔ ﺟﻳﻭﻟﻭﺟﻳﺎ  ﺗﺟﺎﺭﻱ  ﺇﺩﺍﺭﺓ  ﺗﻘﻧﻳﺔ ﻣﻌﻠﻭﻣﺎﺕ  ﻗﺎﻧﻭﻥ  ﺍﺧﺭﻯ

 .9ﺃ -ﻫﻝ ﺗﻠﻘﻳﺕ ﺩﻭﺭﺓ ﺗﺩﺭﻳﺑﺔ ﻓﻲ ﻣﺟﺎﻝ ﺍﻹﺩﺍﺭﺓ ؟

ﻻ

 ﻧﻌﻡ

ﻻ

ﺏ -ﻫﻝ ﺗﻠﻘﻳﺕ ﺩﻭﺭﺓ ﺗﺩﺭﻳﺑﺔ ﻓﻲ ﺍﻹﺩﺍﺭﺓ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻲ؟  ﻧﻌﻡ
 .10ﻛﻡ ﻋﺩﺩ ﺍﻟﻘﻭﻱ ﺍﻟﻌﺎﻣﻠﺔ ﺑﺷﺭﻛﺗﻛﻡ ؟ :
  1000ﺍﻭ ﺃﻗﻝ
 4000-3001

 3000-2001 2000-1001
 ﻻ ﺃﻋﺭﻑ

ﺃﻛﺛﺭ ﻣﻥ 4000

 .11ﻛﻡ ﻛﺎﻥ ﺃﺟﻣﺎﻟﻲ ﺍﻟﻌﻭﺍﺋﺩ ﺍﻟﻣﺎﻟﻳﺔ ﻟﻠﺳﻧﺔ ﺍﻟﻣﺎﺿﻳﺔ ؟ :
ﺃﻗﻝ ﻣﻥ 100,000,000

 ﻻ ﺃﻋﺭﻑ

ﺃﻛﺛﺭ ﻣﻥ 100,000,000

 .12ﻣﺎﻫﻲ ﺍﻷﻧﺷﻁﺔ ﺍﻷﺳﺎﺳﻳﺔ ﺍﻭ ﺍﻟﺭﺋﻳﺳﻳﺔ ﻟﺷﺭﻛﺗﻛﻡ ؟ :
 ﺍﺳﺗﻛﺷﺎﻑ

ﺍﻧﺗﺎﺝ ﻧﻔﻁ

ﺇﺩﺍﺭﺓ ﻭﺗﺷﻐﻳﻝ

 ﺍﺧﺭﻱ

ﺧﺩﻣﺎﺕ

 .13ﻣﺗﻲ ﺗﻡ ﺗﺄﺳﻳﺱ ﺍﻟﺷﺭﻛﺔ ؟ :
 1970ﺃﻭ ﺃﻗﻝ 1981-1971

1990-1981

 1991ﺍﻭ ﺑﻌﺩ

 .14ﻫﻝ ﺍﻧﺕ ﻋﻠﻲ ﻣﻌﺭﻓﺔ ﺑﺎﻟﺷﺭﻛﺎﺕ ﺍﻷﺟﻧﻳﺔ ﺍﻟﻣﺷﺎﺭﻛﺔ ﻣﻌﻛﻡ؟

 ﻧﻌﻡ

 ﻻ ﺃﻋﺭﻑ

ﻻ

ﺑﻧﻌﻡ
ﺍﻹﺟﺎﺑﺔ
ﻛﺎﻧﺕ
 .15ﺇﺫﺍ
ﺃﺳﻣﺎﺋﻬﺎ..................................................................................................

ﺍﻟﻘﺳﻡ ﺍﻟﺛﺎﻧﻲ ) :ﺻﻳﺎﻏﺔ ﻭﺗﻁﺑﻳﻕ ﺍﻷﺳﺗﺭﺍﺗﻳﺟﻳﺔ(
 .1ﻫﻝ ﺷﺭﻛﺗﻛﻡ ﺗﻣﺗﻠﻙ ﺭﺳﻣﻳﺎ ً:
 ﻧﻌﻡ

ﺧﻁﺔ ﺇﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻣﻛﺗﻭﺑﺔ:
ﺭﺳﺎﻟﺔ ﻣﻛﺗﻭﺑﺔ:

ﻻ

 ﻧﻌﻡ

ﻻ

 ﻻ ﺃﺩﺭﻱ
 ﻻ ﺃﺩﺭﻱ

 .2ﻛﻡ ﻁﻭﻝ ﺍﻟﻔﺗﺭﺓ ﺍﻟﺯﻣﻧﻳﺔ ﺍﻟﺗﻲ ﺗﺣﺿﺭ ﻓﻳﻬﺎ ﺍﻟﺧﻁﺔ ﺍﻷﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻓﻲ ﺷﺭﻛﺗﻛﻡ؟ )
  0ﺍﻟﻰ  3ﺷﻬﻭﺭ   6-4ﺷﻬﻭﺭ

  12-6ﺷﻬﺭ

 ﺃﻛﺛﺭ ﻣﻥ  12ﺷﻬﺭ

 .3ﻛﻳﻑ ﻏﺎﻟﺑﺎ ﺗﻘﻭﻣﻭﺍ ﺑﻣﺭﺍﺟﻌﺔ ﺍﻟﺧﻁﺔ ﺍﻷﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺑﺷﺭﻛﺗﻛﻡ؟)
 ﺳﻧﺔ ﻓﺄﻗﻝ   5-2ﺳﻧﻭﺍﺕ

ﺷﻬﺭﺍً(.

ﻓﺗﺭﺓ ﺯﻣﻧﻳﺔ(.

 ﺃﻛﺛﺭ ﻣﻥ  5ﺳﻧﻭﺍﺕ

 .4ﻣﺎﻫﻲ ﺍﻟﻣﺳﺗﻭﻳﺎﺕ ﻭﺍﻟﻣﻭﺍﻗﻊ ﺍﻟﺭﺋﻳﺳﻳﺔ ﺍﻷﺩﺍﺭﻳﺔ ﺍﻟﺗﻲ ﺗﺷﺎﺭﻙ ﻓﻲ ﺻﻳﺎﻏﺔ ﺍﻷﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻓﻲ ﺷﺭﻛﺗﻛﻡ؟
ﺍﻟﻣﺳﺗﻭﻱ ﺍﻷﻋﻠﻰ
.5

 ﺍﻟﻣﺳﺗﻭﻱ ﺍﻷﻋﻠﻰ ﻭﺍﻟﻣﺗﻭﺳﻁ

 ﺍﺧﺭﻭﻥ

ﻣﺎﻫﻲ ﺍﻟﻣﺳﺗﻭﻳﺎﺕ ﻭﺍﻟﻣﻭﺍﻗﻊ ﺍﻟﺭﺋﻳﺳﻳﺔ ﺍﻷﺩﺍﺭﻳﺔ ﺍﻟﺗﻲ ﺗﺷﺎﺭﻙ ﻓﻲ ﺗﻁﺑﻳﻕ ﺍﻻﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻓﻲ ﺷﺭﻛﺗﻛﻡ؟
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ﺃﺫﻛﺭ

 ﺍﻟﻣﺳﺗﻭﻱ ﺍﻷﻋﻠﻰ ﻭﺍﻟﻣﺗﻭﺳﻁ

ﺍﻟﻣﺳﺗﻭﻱ ﺍﻷﻋﻠﻰ

 ﺍﺧﺭﻭﻥ

 .6ﻣﺎ ﻫﻲ ﺍﻟﻐﺎﻳﺔ ﺍﻟﺭﺋﻳﺳﻳﺔ ﻟﺭﺳﺎﻟﺔ ﺷﺭﻛﺗﻛﻡ ؟
 ﺗﻌﻅﻳﻡ ﺍﻟﻌﻭﺍﺋﺩ ﺍﻟﻣﺎﻟﻳﺔ

 ﺍﻻﺳﺗﻣﺭﺍﺭ ﻓﻲ ﺍﻟﺑﻘﺎء

ﺭﺿﺎ ﺍﻟﻣﺳﺗﻔﻳﺩﻳﻥ
ﺣﺩﺩ..........................

 ﺭﺿﺎ ﺍﻟﻌﺎﻣﻠﻳﻥ

 ﻟﺯﻳﺎﺩﺓ ﺣﺻﺗﻬﺎ ﻓﻲ ﺍﻟﺳﻭﻕ


ﺭﺿﺎ ﺍﻟﻌﻣﻼء

 .7ﻫﻝ ﺷﺭﻛﺗﻛﻡ ﺗﻣﺗﻠﻙ ﻣﺩﺧﻝ ﻣﻧﻬﺟﻲ ﻟﻺﺩﺍﺭﺓ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ؟

 ﻧﻌﻡ

ﺍﻟﺗﻧﻭﻳﻊ

 ﻏﻳﺭ ﺫﻟﻙ ﻣﻥ ﻓﺿﻠﻙ
 ﻻ ﺃﺩﺭﻱ

ﻻ

 .8ﺇﺫﺍ ﻛﺎﻧﺕ ﺷﺭﻛﺗﻛﻡ ﺗﻣﺗﻠﻙ ﻣﺩﺧﻝ ﻣﻧﻬﺟﻲ ﻟﻺﺩﺍﺭﺓ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ؟
ﺃ -ﺇﺫﺍ ﻛﺎﻧﺕ ﺍﻹﺟﺎﺑﺔ ﻋﻠﻰ ﺍﻟﺳﺅﺍﻝ ﺍﻟﺳﺎﺑﻕ ﺑﻧﻌﻡ ﻭﺿﺢ ﺇﺫﺍ ﻣﺎ ﻛﺎﻥ ﻫﻧﺎﻙ ﺗﺄﺛﻳﺭ ﺃﻭ ﺇﻣﻛﺎﻧﻳﺔ ﺗﺄﺛﻳﺭ ﻋﻠﻲ ﻣﺎ ﻳﻠﻲ:
 =1ﺗﺄﺛﻳﺭﻫﺎﻡ

 = 3ﻣﺗﻭﺳﻁ

 = 5ﺗﺄﺛﻳﺭ ﻣﻧﺧﻔﺽ

x

ﺍﻟﻔﻌﺎﻟﻳﺔ ﺍﻟﺗﻧﻅﻳﻣﻳﺔ

5 4 3 2 1

x

ﺍﻟﻔﻌﺎﻟﻳﺔ ﻓﻲ ﺍﺗﺧﺎﺫ ﺍﻟﻘﺭﺍﺭ ﺍﻟﺗﻧﻔﻳﺫﻱ

5 4 3 2 1

x

ﺗﻁﻭﻳﺭ ﺍﻟﺧﻁﺔ ﺍﻷﺳﺗﺭﺍﺗﻳﺟﻳﺔ

5  4  3  2  1

x

ﺗﻁﺑﻳﻕ ﺍﻟﺧﻁﺔ ﺍﻷﺳﺗﺭﺍﺗﻳﺟﻳﺔ

5  4  3  2  1

ﺏ -ﻫﻝ ﺗﻌﺗﻔﺩ ﺍﻥ ﺍﻟﻣﺩﺧﻝ ﺍﻟﻣﻧﻬﺟﻲ ﻟﻺﺩﺍﺭﺓ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺳﻳﻛﻭﻥ ﻟﻪ ﺗﺄﺛﻳﺭ ﺃﻛﺛﺭ ﻓﻲ ﺍﻟﻣﺳﺗﻘﺑﻝ؟


ﻧﻌﻡ

 ﻻ ﺃﺩﺭﻱ

ﻻ

 .9ﺇﻟﻲ ﺃﻱ ﺩﺭﺟﺔ ﺍﻟﻌﻧﺎﺻﺭ ﺍﻟﺗﺎﻟﻳﺔ ﺗﻌﺗﺑﺭ ﻣﻬﻣﺔ ﺑﺎﻟﻧﺳﺑﺔ ﻟﻣﺳﺗﻘﺑﻝ ﻧﺟﺎﺡ ﺷﺭﻛﺗﻛﻡ:
=1ﺃﻫﻣﻳﺔ ﻋﺎﻟﻳﺔ ﺟﺩﺍً = 2ﺃﻫﻣﻳﺔ ﻋﺎﻟﻳﺔ = 3ﺃﻫﻣﻳﺔ ﻣﺗﻭﺳﻁﺔ

 =4ﺃﻫﻣﻳﺔ ﻣﻧﺧﻔﺿﺔ

= 5ﺃﻫﻣﻳﺔ ﻣﻧﺧﻔﺿﺔ ﺟﺩﺍً

 xﺗﺧﻁﻳﻁ ﺍﻷﻧﺷﻁﺔ ﻟﻔﺗﺭﺓ ﻁﻭﻳﻠﺔ ﺍﻷﺟﻝ

5 4 3 2 1

 xﻣﺳﺢ ﺍﻟﺑﻳﺋﺔ )ﺍﻟﻭﻋﻲ ﺑﺎﻟﻭﺿﻊ ﺍﻟﺣﺎﻟﻲ(

5 4 3 2 1

 xﻧﻭﻋﻳﺔ ﺍﻭ ﺟﻭﺩﺓ ﺍﻟﻘﻳﺎﺩﺓ

5 4 3 2 1

 xﻣﺷﺎﺭﻛﺔ ﺍﻟﻣﺳﺗﻭﻳﺎﺕ ﺍﻹﺩﺍﺭﻳﺔ ﺍﻟﺩﻧﻳﺎ ﻓﻲ ﺗﺻﻣﻳﻡ ﻭﺗﻁﺑﻳﻕ ﺍﺳﺗﺭﺍﺗﻳﺟﻳﺎﺕ ﺍﻷﻋﻣﺎﻝ
2 1

3

5 4

 .10ﺇﻟﻲ ﺃﻱ ﻣﺩﻱ ﺗﺄﺧﺫﻭﻥ ﺑﻌﻳﻥ ﺍﻻﻋﺗﺑﺎﺭ ﺍﻟﺧﺑﺭﺓ ﺍﻟﺳﺎﺑﻘﺔ ﻭ ﺍﻟﺷﺭﻛﺎﺕ ﺍﻷﺧﺭﻱ ﺍﻟﻣﺷﺎﺑﻬﺔ ﺣﻳﻧﻣﺎ ﺗﺻﻧﻊ
ﺍﻟﻘﺭﺍﺭﺍﺕ ﺍﻟﺗﺎﻟﻳﺔ :
x

ﺍﻟﻘﺭﺍﺭﺍﺕ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ

2 1

3

5 4

x

ﺍﻟﻘﺭﺍﺭﺍﺕ ﺍﻟﺗﺷﻐﻳﻠﻳﺔ

2 1

3

5 4

2 1

3

5 4

x

ﺍﻟﻘﺭﺍﺭﺍﺕ ﺍﻟﻣﺎﻟﻳﺔ
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x

ﻓﻌﺎﻟﻳﺔ ﺍﻹﺩﺍﺭﺓ

2 1

3

5 4

x

ﺍﻟﻘﺭﺍﺭﺍﺕ ﺍﻟﺗﺳﻭﻳﻘﻳﺔ

2 1

3

5 4

 .11ﻣﺎﻫﻲ ﺩﺭﺟﺔ ﺍﻟﺗﺭﻛﻳﺯﻭﺍﻟﺗﺄﻛﻳﺩ ﻋﻠﻲ ﺃﻫﻣﻳﺔ ﺃﻧﺷﻁﺔ ﺍﻟﺗﺧﻁﻳﻁ ﻓﻲ ﺷﺭﻛﺗﻛﻡ.
=1ﺃﻫﻣﻳﺔ ﻋﺎﻟﻳﺔ ﺟﺩﺍً = 2ﺃﻫﻣﻳﺔ ﻋﺎﻟﻳﺔ = 3ﺃﻫﻣﻳﺔ ﻣﺗﻭﺳﻁﺔ

 =4ﺃﻫﻣﻳﺔ ﻣﻧﺧﻔﺿﺔ

= 5ﺃﻫﻣﻳﺔ ﻣﻧﺧﻔﺿﺔ ﺟﺩﺍً

x

ﺭﺳﺎﻟﺔ ﺍﻟﺷﺭﻛﺔ

2 1

3

5 4

x

ﺗﺣﻠﻳﻝ ﺍﻷﺗﺟﺎﻩ

 2 1

3

5 4

x

ﺗﺣﻠﻳﻝ ﺍﻟﻣﻧﺎﻓﺱ

 2 1

3

5 4

x

ﺍﻟﺧﻁﻁ ﻁﻭﻳﻠﺔ ﺍﻷﺟﻝ

2 1

3

4

5

x

ﺍﻷﻫﺩﺍﻑ ﺍﻟﺳﻧﻭﻳﺔ

2 1

3

4

5

x

ﺍﻟﺧﻁﻁ ﻗﺻﻳﺭﺓ ﺍﻷﺟﻝ

2 1

3

4

5

x

ﺍﻟﺗﻘﻳﻳﻡ ﺍﻟﻣﺳﺗﻣﺭ

2 1

3

4

5

ﺍﻟﻘﺳﻡ ﺍﻟﺛﺎﻟﺙ  ) :ﺗﻁﺑﻳﻕ ﺍﻹﺩﺍﺭﺓ ﺍﻻﺳﺗﺭﺍﺗﻳﺟﻳﺔ (
ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ؟
ﺍﻹﺩﺍﺭﺓ
ﻟﻙ
ﺗﻌﻧﻲ
* ﻣﺎﺫﺍ
.......................................................................................................
 .1ﻣﻥ ﻓﺿﻠﻙ ﺍﺧﺗﺭ ﺍﺣﺩﻱ ﺍﻟﺟﻣﻝ ﺍﻟﺗﺎﻟﻳﺔ ﻭﺍﻟﺗﻲ ﺗﻣﺛﻝ ﻭﺟﻬﺔ ﻧﻅﺭﻙ ﺑﻭﺿﻭﺡ:
 =1ﻣﻭﺍﻓﻕ ﺑﺷﺩﺓ

x

 =2ﺃﻭﺍﻓﻕ

 =3ﻣﺣﺎﻳﺩ

 =4ﻻ ﻣﻭﺍﻓﻕ

= 5ﻻﻣﻭﺍﻓﻕ ﺑﺷﺩﺓ

ﺍﻟﺗﻁﻭﻳﺭ ﺍﻟﺗﻧﻅﻳﻣﻲ )ﺍﻟﻬﻳﻛﻠﻳﺔ  ،ﺍﻟﺗﺣﻠﻳﻝ ﺍﻟﻭﻅﻳﻔﻲ ،ﻭ ﺍﻟﻭﺻﻑ ﺍﻟﻭﻅﻳﻔﻲ (

ﻻ ﺑﺩ ﺃﻥ ﻳﺅﺧﺫ ﺑﻌﻳﻥ ﺍﻻﻋﺗﺑﺎﺭ ﻋﻧﺩ ﻭﺿﻊ ﺍﻟﺧﻁﺔ
x

5 4 3 2 1

ﻛﻝ ﻣﻭﻅﻔﻲ ﺍﻟﻣﺅﺳﺳﺔ ﻳﻧﺑﻐﻲ ﺃﻥ ﻳﺷﺎﺭﻛﻭﺍ ﻓﻲ ﺗﻁﺑﻳﻕ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ
5 4 3 2 1

x

ﺍﻟﺗﻛﻠﻔﺔ ﻋﻧﺻﺭ ﺃﺳﺎﺳﻲ ﻓﻲ ﺗﻁﺑﻳﻕ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ

x

ﻭﺟﻭﺩ ﺗﻌﻠﻳﻣﺎﺕ ﻭﻣﻌﻳﺎﺭﻳﺔ ﻳﺗﻡ ﺍﻟﺭﺟﻭﻉ ﺍﻟﻳﻬﺎ ﻓﻲ ﺗﻁﺑﻳﻕ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ

5 4 3 2 1

5 4 3 2 1
x

ﺍﻟﺧﻁﺔ ﺍﻟﻧﺎﺟﺣﺔ ﺗﻛﻭﻥ ﻣﺭﻧﺔ ﻟﺗﺗﻭﺍءﻡ ﻣﻊ ﺍﻟﺛﻘﺎﻓﺔ ﺍﻟﺗﻧﻅﻳﻣﻳﺔ ﻭﺍﻟﺗﻐﻳﺭﺍﺕ ﻓﻲ ﺍﻟﻅﺭﻭﻑ
5  4  3  2  1

 .2ﻣﺎﻫﻲ ﺃﻫﻣﻳﺔ ﺍﻟﻌﻧﺎﺻﺭ ﺍﻟﺗﺎﻟﻳﺔ ﻓﻲ ﺻﻳﺎﻏﺔ ﻭﺗﻁﺑﻳﻕ ﺇﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺷﺭﻛﺗﻛﻡ:
=1ﺃﻫﻣﻳﺔ ﻋﺎﻟﻳﺔ ﺟﺩﺍً = 2ﺃﻫﻣﻳﺔ ﻋﺎﻟﻳﺔ = 3ﺃﻫﻣﻳﺔ ﻣﺗﻭﺳﻁﺔ

 =4ﺃﻫﻣﻳﺔ ﻣﻧﺧﻔﺿﺔ
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= 5ﺃﻫﻣﻳﺔ ﻣﻧﺧﻔﺿﺔ ﺟﺩﺍً

x

ﻧﻘﺎﻁ ﺍﻟﻘﻭﺓ ﺍﻟﺩﺍﺧﻠﻳﺔ ﻓﻲ ﺍﻟﺷﺭﻛﺔ

5  4  3  2  1

x

ﻧﻘﺎﻁ ﺍﻟﺿﻌﻑ ﺍﻟﺩﺍﺧﻠﻳﺔ ﻓﻲ ﺍﻟﺷﺭﻛﺔ

5 4 3 2 1

x

ﺍﻟﻣﻭﺍﺭﺩ ﺍﻟﺩﺍﺧﻠﻳﺔ ﻓﻲ ﻟﻠﺷﺭﻛﺔ

5 4 3 2 1

x

ﺍﻟﻔﺭﺹ ﺍﻟﺧﺎﺭﺟﻳﺔ ﻟﻠﺷﺭﻛﺔ

5 4 3 2 1

x

ﺍﻟﺗﻬﺩﻳﺩﺍﺕ ﺍﻟﺧﺎﺭﺟﻳﺔ ﻟﻠﺷﺭﻛﺔ

5  4  3  2  1

 .3ﻣﺎﻫﻲ ﺃﻫﻣﻳﺔ ﺍﻟﻌﻭﺍﻣﻝ ﺍﻷﺗﻳﺔ ﻣﻥ ﻭﺟﻬﺔ ﻧﻅﺭﻙ؟
=1ﺃﻫﻣﻳﺔ ﻋﺎﻟﻳﺔ ﺟﺩﺍً = 2ﺃﻫﻣﻳﺔ ﻋﺎﻟﻳﺔ = 3ﺃﻫﻣﻳﺔ ﻋﺎﺩﻳﺔ  =4ﻟﻳﺳﺕ ﻣﻬﻣﺔ  = 5ﻟﻳﺳﺕ ﻣﻬﻣﺔ ﺍﻁﻼﻗﺎ

x

ﻣﻌﺩﻝ ﺍﻟﻧﻣﻭ

5  4  3  2  1

x

ﺳﻭﻕ ﺍﻷﺳﻬﻡ ﻭﺍﻟﻣﺷﺎﺭﻛﺔ

5  4  3  2  1

x

ﺍﻷﺳﺗﻘﺭﺍﺭ ﺍﻟﻣﺎﻟﻲ

5  4  3  2  1

x

ﻛﻔﺎءﺓ ﺍﺳﺗﺧﺩﺍﻡ ﺍﻟﻣﻭﺍﺭﺩ

5  4  3  2  1

x

ﺍﻷﻧﺗﺎﺟﻳﺔ

5  4  3  2  1

x

ﺍﻟﻣﺭﻭﻧﺔ /ﺍﻟﺗﻛﻳﻑ

5  4  3  2  1

x

ﺍﻻﺳﺗﻘﺭﺍﺭ ﺍﻟﺳﻳﺎﺳﻲ

5  4  3  2  1

x

ﻗﺩﺭﺍﺕ ﺍﻟﻣﻭﺍﺭﺩ ﺍﻟﺑﺷﺭﻳﺔ

5  4  3  2  1

x

ﺟﻭﺩﺓ ﺍﻟﺧﺩﻣﺔ

5 4 3 2 1

x

ﺧﻁﺭ ﻭﺿﻊ ﺧﻁﻁ ﺟﺩﻳﺩﺓ

5  4  3  2  1

x

ﺍﻟﻘﺩﺭﺓ ﺍﻟﺗﻧﺎﻓﺳﻳﺔ

5 4 3 2 1

x

ﺍﻟﺩﺭﺍﻳﺔ ﺍﻟﺗﻛﻧﻭﻟﻭﺟﻳﺔ

5  4  3  2  1

x

ﻓﻌﺎﻟﻳﺔ ﻣﺩﺭﺍء ﺍﻹﺩﺍﺭﺍﺕ ﺍﻟﻌﻠﻳﺎ

5  4  3  2  1

 .4ﺇﻟﻲ ﺃﻱ ﻣﺩﻱ ﺍﻟﻘﻭﻯ ﺍﻟﺗﺎﻟﻳﺔ ﺗﻘﻭﺩ ﺷﺭﻛﺗﻛﻡ ﺗﻧﺎﻓﺳﻳﺎ ً:
 = 1ﻣﺭﺗﻔﻊ ﺟﺩﺍ

=2ﻣﺭﺗﻔﻊ

 =3ﻣﻌﺩﻝ

 = 4ﺃﻗﻝ ﻣﻥ ﺍﻟﻣﻌﺩﻝ  =5ﺿﻌﻳﻑ

x

ﺗﻬﺩﻳﺩ ﺍﻟﺷﺭﻛﺎﺕ ﺍﻟﺟﺩﻳﺩﺓ ﻓﻲ ﻧﻔﺱ ﻣﺟﺎﻝ ﺍﻟﺧﺩﻣﺔ

5  4  3  2  1

x

ﺍﻟﻘﻭﺓ ﺍﻟﺗﻔﺎﻭﺿﻳﺔ ﻟﻠﻌﻣﻼء

5  4  3  2  1

x

ﺗﻬﺩﻳﺩ ﺍﻟﻣﻧﺗﺟﺎﺕ ﺍﻟﺑﺩﻳﻠﺔ

5  4  3  2  1

x

ﺍﻟﻘﻭﺓ ﺍﻟﺗﻔﺎﻭﺿﻳﺔ ﻟﻠﻣﻭﺭﺩﻳﻥ

5  4  3  2  1

x

ﺍﻟﺗﻧﺎﻓﺱ ﺑﻳﻥ ﺍﻟﺷﺭﻛﺎﺕ ﺍﻟﻣﺗﻧﺎﻓﺳﺔ

5  4  3  2  1
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 .5ﺇﻟﻰ ﺃﻱ ﻣﺩﻯ ﺍﻟﻘﻭﻯ ﺍﻟﺗﺎﻟﻳﺔ ﺗﺅﺛﺭ ﺣﺎﻟﻳﺎ ﻋﻠﻲ ﺷﺭﻛﺗﻛﻡ ﻭﻛﺫﻟﻙ ﺍﻷﻋﻣﺎﻝ ﺍﻟﺗﻲ ﺗﻘﻭﻡ ﺷﺭﻛﺗﻛﻡ ﺑﺈﻛﻣﺎﻟﻬﺎ؟
=2ﻣﺭﺗﻔﻊ

 = 1ﻣﺭﺗﻔﻊ ﺟﺩﺍ

 = 4ﺃﻗﻝ ﻣﻥ ﺍﻟﻣﻌﺩﻝ  =5ﺿﻌﻳﻑ

 =3ﻣﻌﺩﻝ

x

ﺍﻻﺗﺟﺎﻫﺎﺕ ﺍﻻﻗﺗﺻﺎﺩﻳﺔ

5  4  3  2  1

x

ﺍﻟﺗﻐﻳﺭ ﺍﻟﺗﻛﻧﻭﻟﻭﺟﻲ

5  4  3  2  1

x

ﺍﻟﺳﻳﺎﺳﻳﺔ ﻭﺍﻟﺗﻁﻭﺭﺍﺕ ﺍﻟﻘﺎﻧﻭﻧﻳﺔ

5  4  3  2  1

x

ﺍﻻﺗﺟﺎﻫﺎﺕ ﺍﻻﺟﺗﻣﺎﻋﻳﺔ ﻭ ﺍﻟﺛﻘﺎﻓﻳﺔ

5  4  3  2  1

x

ﺍﻟﻣﻧﺎﻓﺳﻳﻥ

5  4  3  2  1

 .6ﺑﺣﻛﻡ ﻣﻭﻗﻌﻙ ﺑﺎﻟﺷﺭﻛﺔ ﻫﻝ ﺗﺳﺗﻠﻡ ﻓﻲ ﺍﻱ ﺗﻌﻠﻳﻘﺎﺕ ﺍﻭ ﻣﻼﺣﻅﺎﺕ ﻣﻥ ﺍﻷﻁﺭﺍﻑ ﺍﻟﻣﻌﻧﻳﺔ ﺑﺻﻳﺎﻏﺔ ﻭﺗﻁﺑﻳﻕ
ﺍﻷﺳﺭﺍﺗﻳﺟﻳﺔ؟
 ﻧﻌﻡ

 ﻻ ﺃﺩﺭﻱ

ﻻ

،
ﻧﻌﻡ
ﺍﻟﺟﻭﺍﺏ
ﻛﺎﻥ
 .7ﺇﺫﺍ
ﺗﻌﻠﻳﻘﺎﺗﻬﻡ؟........................................................

ﻳﻣﻛﻥ

ﻛﻳﻑ

ﻋﻠﻰ

ﺍﻟﺭﺩ

 .8ﻣﺎﻫﻭ ﻣﻌﺩﻝ ﺍﻟﻧﺟﺎﺡ ﺍﻟﻌﺎﻡ ﻟﺗﻁﺑﻳﻕ ﺇﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺍﻟﻌﻣﻝ ﻓﻲ ﺷﺭﻛﺗﻛﻡ
 =1ﻧﺟﺎﺡ ﻛﺑﻳﺭ ﺟﺩﺍً

= 2ﻧﺟﺎﺡ ﻛﺑﻳﺭ

 =3ﻧﺟﺎﺡ ﻣﺗﻭﺳﻁ

 =4ﻧﺟﺎﺡ ﻣﺣﺩﻭﺩ

 =5ﻓﺷﻝ

x

ﺗﺣﻘﻳﻕ ﺍﻷﻫﺩﺍﻑ ﺍﻟﺗﻲ ﺗﻡ ﺗﺣﺩﻳﺩﻫﺎ

5  4  3  2  1

x

ﺗﺣﻘﻳﻕ ﺍﻟﻧﺗﺎﺋﺞ ﺍﻟﻣﺎﻟﻳﺔ ﺍﻟﻣﺗﻭﻗﻌﺔ

5  4  3  2  1

x

ﺍﻟﺗﻁﺑﻳﻕ ﻓﻲ ﻏﺿﻭﻥ ﺍﻟﺟﺩﻭﻝ ﺍﻟﺯﻣﻧﻲ ﺍﻟﻣﺗﻭﻗﻊ

5  4  3  2  1

x

ﺍﻟﺗﻁﺑﻳﻕ ﺿﻣﻥ ﺍﻟﻣﻳﺯﺍﻧﻳﺔ ﺍﻟﻣﺗﻭﻗﻌﺔ

5  4  3  2  1

 .9ﻭﺿﺢ ﻟﻧﺎ ﻓﻳﻣﺎ ﺃﺫﺍ ﻛﻧﺕ ﺗﻌﺗﺑﺭ ﺑﺷﺩﺓ ﺇﻥ ﻣﻧﻬﺞ ﺍﻹﺩﺍﺭﺓ ﺍﻷﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻗﺩ ﺃﺛﺭﻋﻠﻲ ﺍﻟﺟﻭﺍﻧﺏ ﺍﻟﺗﺎﻟﻳﺔ ﻓﻲ
ﻋﻣﻠﻳﺎﺕ ﺷﺭﻛﺗﻛﻡ :
 = 1ﻓﻌﺎﻝ ﺟﺩﺍً

 =2ﻓﻌﺎﻝ

 =3ﻣﻌﺗﺩﻝ

 = 4ﻏﻳﺭ ﻓﻌﺎﻝ  =5ﻏﻳﺭ ﻓﻌﺎﻝ ﻋﻠﻰ ﺍﻹﻁﻼﻕ

x

ﺍﻷﺩﺍء ﺍﻟﻌﺎﻡ ﻟﻠﺷﺭﻛﺔ  /ﺍﻟﺭﺑﺣﻳﺔ

5  4  3  2  1

x

ﺟﻭﺩﺓ ﺍﻟﺧﺩﻣﺔ ﺍﻭ ﺍﻟﻣﻧﺗﺞ

4  3  2  1

5

x

ﺍﻟﺗﻛﻳﻑ ﻣﻊ ﺍﻟﺗﻐﻳﺭﺍﺕ ﻓﻲ ﻋﻭﺍﻣﻝ ﺍﻟﺑﻳﺋﺔ

4  3  2  1

5

x

ﺣﻝ ﻣﺷﻛﻼﺕ ﺍﻟﺷﺭﻛﺔ

4  3  2  1

5

x

ﺇﺭﺿﺎء ﺍﻟﻌﺎﻣﻠﻳﻥ ﺑﺎﻟﺷﺭﻛﺔ

4  3  2  1

5

x

ﺗﻐﻳﻳﺭ ﺍﻟﺛﻘﺎﻓﺔ ﺍﻟﺗﻧﻅﻳﻣﻳﺔ ﻟﻠﺷﺭﻛﺔ

4  3  2  1

5

x

ﺗﺣﻘﻳﻕ ﺍﻷﻫﺩﺍﻑ

4  3  2  1

5
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5  4  3  2  1

ﺗﻘﻠﻳﻝ ﺍﻟﺻﺭﺍﻉ ﺍﻟﺗﻧﻅﻳﻣﻲ ﺩﺍﺧﻝ ﺍﻟﺷﺭﻛﺔ

x

5  4  3  2  1

ﻓﻌﺎﻟﻳﺔ ﺍﻟﺷﺭﻛﺔ ﺑﺷﻛﻝ ﻋﺎﻡ

x

) ﻏﻳﺭ ﺫﻟﻙ ﻣﻥ ﻓﺿﻠﻙ ﺣﺩﺩ

x

(
ﻻ

 ﻧﻌﻡ

 ﻫﻝ ﺗﺭﻏﺏ ﻓﻲ ﻣﻌﺭﻓﺔ ﻧﺗﺎﺋﺞ ﻫﺫﻩ ﺍﻟﺩﺭﺍﺳﺔ؟.16
ﺷﻛﺭﺍ ﺟﺯﻳﻼ ﻟﻣﺳﺎﻋﺩﺗﻛﻡ ﻭﺍﻟﺗﻌﺎﻭﻥ ﻣﻌﻧﺎ ﻓﻲ ﺇﺳﺗﻛﻣﺎﻝ ﺍﻻﺳﺗﺑﻳﺎﻥ
ﺃﻭ ﺍﻷﺗﺻﺎﻝ ﺑﻛﻼ ﻣﻥ

PhD student: Abdallah Enbaia Atamna
E-mail: ameatamn@student.bradford.ac.uk
Principal supervisor: Prof. Farhad Analoui
E-mail: f.analoui@bradford.ac.uk
Tel: +441274233958
University of Bradford, DES, Pemberton Building, Bradford, BD7 1DP, UK
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Appendix C Interview Guide

Introduction: purpose of the research, interviewer’s position, right to
withdraw from the interview, privacy, anonymity, confidentiality. (These
will be explained to the participants prior to conducting interview)

Section One: Strategy formulation and implementation
1. Please tell me about how strategy is formulated in your company
Prompt for: process, people involved, main influences, documents and
records, review period, key people involved, your personal role
2. Next, I’d like you to tell me about how strategy is implemented.
Prompt for: process, people involved, main influences, documents and
records, review period, key people involved, your personal role
3. How does strategic management work in practice?
Prompt for: who gets involved and when, what happens if the strategy
needs to change/is changed, what happens if the strategy is not being
implemented, how senior managers deal with these situations
4. What purpose does strategy formulation fulfil in your company?
5. What purpose does strategy implementation fulfil in your company?
6. What purpose does strategic management fulfil in your company?
7. What difference do you consider strategic management makes to a
company like yours?
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8. Is there anything you would like to do differently?
Probe: any areas arising in answers to the first 6 questions

Section Two: External Influences
9. What external factors have the most influence on your company’s
strategy?
Prompt

for:

SWOT,

industry-wide

factors,

competitive

advantage/competitive positioning
10. How is the company’s strategy influenced by the wider social and
economic agenda?
11. Please tell me about any factors which positively influence your
effectiveness as a strategic manager
12. Are there factors which adversely affect your effectiveness as a
strategic manager?
13. What, if anything, could be done to help senior managers become
more effective as strategic managers?
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Appendix D Interview guide in Arabic

ﺩﻟﻳﻝ ﺍﻟﻣﻘﺎﺑﻼﺕ
ﻣﻘﺩﻣﺔ  :ﺍﻟﻐﺭﺽ ﻣﻥ ﻫﺫﺍ ﺍﻟﺑﺣﺙ ،ﺍﻟﻣﻭﻗﻊ ﺍﻟﻭﻅﻳﻔﻲ ﻟﻠﺷﺧﺹ ﺍﻟﺫﻱ ﺳﺗﺟﺭﻯ ﻣﻌﻪ ﺍﻟﻣﻘﺎﺑﻠﺔ ،ﻭﺍﻟﺣﻕ ﻓﻲ ﺍﻻﻧﺳﺣﺎﺏ
ﻣﻥ ﺍﻟﻣﻘﺎﺑﻠﺔ ،ﻭﺍﻟﺧﺻﻭﺻﻳﺔ ،ﻋﺩﻡ ﺍﻟﻛﺷﻑ ﻋﻥ ﻫﻭﻳﺗﻪ  ،ﻭﺍﻟﺳﺭﻳﺔ) .ﺳﻳﺗﻡ ﺷﺭﺡ ﻫﺫﻩ ﻟﻠﻣﺷﺎﺭﻛﻳﻥ ﻗﺑﻝ ﺇﺟﺭﺍء
ﺍﻟﻣﻘﺎﺑﻠﺔ(

ﺍﻟﻘﺳﻡ ﺍﻷﻭﻝ  :ﺻﻳﺎﻏﺔ ﻭﺗﻧﻔﻳﺫ ﺍﺳﺗﺭﺍﺗﻳﺟﻳﺔ
 .1ﻣﻥ ﻓﺿﻠﻙ ﻋﺭﻑ ﺍﻷﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻭﺇﺷﺭﺡ ﻟﻲ ﻋﻥ ﻛﻳﻔﻳﺔ ﺻﻳﺎﻏﺔ ﺍﻷﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻓﻲ ﺍﻟﺷﺭﻛﺔ ﻣﻥ ﺣﻳﺙ
:ﻋﻣﻠﻳﺎﺗﻬﺎ ،ﺍﻷﺷﺧﺎﺹ ﺍﻟﻣﻌﻧﻳﻳﻥ ﺑﻬﺎ  ،ﻭﺍﻟ ﺗﺄﺛﻳﺭﺍﺕ ﺍﻟﺭﺋﻳﺳﻳﺔ ﻟﻬﺎ ﻭﺍﻟﻭﺛﺎﺋﻕ ﻭﺍﻟﺳﺟﻼﺕ ﺍﻟﻣﺗﻌﻠﻘﺔ ﺑﻬﺎ ،ﻣﺩﺓ
ﻣﺭﺍﺟﻌﺗﻬﺎ ،ﻭﺍﻷﺷﺧﺎﺹ ﺍﻟﺭﺋﻳﺳﻳﻳﻥ ﺍﻟﻣﺷﺎﺭﻛﻳﻥ ﻓﻳﻬﺎ ،ﻭﺩﻭﺭﻙ ﺍﻟﺷﺧﺻﻲ ﻓﻳﻬﺎ.
 .2ﺃﻭﺩ ﻣﻧﻙ ﺃﻥ ﺗﺧﺑﺭﻧﻲ ﻋﻥ ﻛﻳﻔﻳﺔ ﺗﻧﻔﻳﺫ ﺍﻻﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺑﺷﺭﻛﺗﻛﻡ ﻣﻥ ﺣﻳﺙ :ﻋﻣﻠﻳﺎﺗﻬﺎ ،ﻭﺍﻷﺷﺧﺎﺹ ﺍﻟﻣﻌﻧﻳﻳﻥ
ﺑﻬﺎ ،ﻭﺍﻟﺗﺄﺛﻳﺭﺍﺕ ﺍﻟﺭﺋﻳﺳﻳﺔ ﻟﻬﺎ ﻭﺍﻟﻭﺛﺎﺋﻕ ﻭﺍﻟﺳﺟﻼﺕ ﺍﻟﻣﺗﻌﻠﻘﺔ ﺑﻬﺎ ،ﻣﺩﺓ ﻣﺭﺍﺟﻌﺗﻬﺎ ،ﻭﺍﻷﺷﺧﺎﺹ ﺍﻟﺭﺋﻳﺳﻳﻳﻥ
ﺍﻟﻣﺷﺎﺭﻛﻳﻥ ﻓﻳﻬﺎ ،ﻭﺩﻭﺭﻙ ﺍﻟﺷﺧﺻﻲ ﻓﻳﻬﺎ.
 .3ﻣﻥ ﻓﺿﻠﻙ ﻋﺭﻑ ﺍﻹﺩﺍﺭﺓ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻭﺇﺷﺭﺡ ﻟﻲ ﻋﻥ ﻛﻳﻔﻳﺔ ﻋﻣﻝ ﺍﻹﺩﺍﺭﺓ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻓﻲ ﺍﻟﻣﻣﺎﺭﺳﺔ
ﺍﻟﻌﻣﻠﻳﺔ ﻣﻥ ﺣﻳﺙ  :ﺍﻟﻣﺷﺎﺭﻛﻳﻥ ﻓﻳﻬﺎ ؟ ،ﻭﻣﺗﻲ ؟ ،ﻣﺎﺫﺍ ﻳﺣﺩﺙ ﺇﺫﺍ ﺍﻻﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺑﺣﺎﺟﺔ ﺇﻟﻰ ﺍﻟﺗﻐﻳﻳﺭ ﺍﻭ ﺗﻐﻳﻳﺭﺕ؟
،ﻣﺎﺫﺍ ﻳﺣﺩﺙ ﺇﺫﺍ ﻟﻡ ﻳﺗﻡ ﺍﺟﺭﺍء ﺗﻧﻔﻳﺫ ﺍﻻﺳﺗﺭﺍﺗﻳﺟﻳﺔ؟  ،ﻛﻳﻑ ﺳﻳﺗﻌﺎﻣﻝ ﻣﺩﺍﺭ ﺍﻹﺩﺍﺭﺍﺕ ﺍﻟﻌﻠﻳﺎ ﻣﻊ ﻫﺫﻩ ﺍﻟﺣﺎﻻﺕ؟
 .4ﻣﺎ ﺍﻟﻐﺭﺽ ﺍﻟﺫﻱ ﻳﺣﻘﻘﻪ ﺻﻳﺎﻏﺔ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻓﻲ ﺷﺭﻛﺗﻛﻡ؟
 .5ﻣﺎ ﺍﻟﻐﺭﺽ ﺍﻟﺫﻱ ﻳﺣﻘﻘﻪ ﺗﻧﻔﻳﺫ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻓﻲ ﺷﺭﻛﺗﻛﻡ؟
 .6ﻣﺎ ﺍﻟﻐﺭﺽ ﺍﻟﺫﻱ ﺗﺣﻘﻘﻪ ﺍﻹﺩﺍﺭﺓ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻓﻲ ﺷﺭﻛﺗﻛﻡ؟
 .7ﻣﺎﻫﻭ ﺍﻻﺧﺗﻼﻑ ﺣﺳﺏ ﻣﺎﺗﻌﺗﺑﺭﻭﻧﻪ ﻭﺍﻟﺫﻱ ﺳﺗﺟﻌﻠﻪ ﺍﻹﺩﺍﺭﺓ ﺍﻹﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﻟﺷﺭﻛﺗﻛﻡ؟
 .8ﻫﻝ ﻫﻧﺎﻙ ﺷﻲء ﺗﺭﻳﺩ ﺍﻟﻘﻳﺎﻡ ﺑﻪ ﺑﺷﻛﻝ ﻣﺧﺗﻠﻑ؟
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ﺍﻟﻘﺳﻡ ﺍﻟﺛﺎﻧﻲ  :ﺍﻟﺗﺄﺛﻳﺭﺍﺕ ﺍﻟﺧﺎﺭﺟﻳﺔ

 .9ﻣﺎ ﻫﻲ ﺍﻟﻌﻭﺍﻣﻝ ﺍﻟﺧﺎﺭﺟﻳﺔ ﺍﻟﺗﻰ ﻟﻬﺎ ﺗﺄﺛﻳﺭ ﺃﻛﺑﺭ ﻋﻠﻰ ﺍﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺷﺭﻛﺗﻛﻡ؟
ﻣﻥ ﺣﻳﺙ :ﻧﻘﺎﻁ ﺍﻟﻘﻭﺓ ﻭﻧﻘﺎﻁ ﺍﻟﺿﻌﻑ ﻭﺍﻟﻔﺭﺹ ﻭﺍﻟﺗﺣﺩﻳﺎﺕ ﻟﻠﺷﺭﻛﺔ  ،ﺍﻟﻌﻭﺍﻣﻝ ﻋﻠﻰ ﻣﺳﺗﻭﻯ ﺍﻟﺻﻧﺎﻋﺔ  ،ﺍﻟﻣﻳﺯﺓ
ﺍﻟﺗﻧﺎﻓﺳﻳﺔ /ﺍﻟﻭﺿﻊ ﺍﻟﺗﻧﺎﻓﺳﻲ
 .10ﻛﻳﻑ ﺗﺄﺛﺭﺕ ﺍﺳﺗﺭﺍﺗﻳﺟﻳﺔ ﺷﺭﻛﺗﻛﻡ ﺑﺎﻟﻣﺳﺎﺣﺔ ﺍﻻﺟﺗﻣﺎﻋﻳﺔ ﻭﺍﻷﺟﻧﺩﺓ ﺍﻻﻗﺗﺻﺎﺩﻳﺔ؟
 .11ﻣﻥ ﻓﺿﻠﻙ ﻭﺿﺢ ﻟﻧﺎ ﺃﻱ ﺍﻟﻌﻭﺍﻣﻝ ﺍﻟﺗﻲ ﺗﺅﺛﺭ ﺇﻳﺟﺎﺑﺎ ﻓﻰ ﻓﻌﺎﻟﻳﺗﻙ ﻛﻣﺩﻳﺭ ﺍﺳﺗﺭﺍﺗﻳﺟﻲ
 .12ﻫﻝ ﻫﻧﺎﻙ ﻋﻭﺍﻣﻝ ﺗﺅﺛﺭ ﺳﻠﺑﺎ ﻋﻠﻰ ﻓﻌﺎﻟﻳﺗﻙ ﻛﻣﺩﻳﺭ ﺍﺳﺗﺭﺍﺗﻳﺟﻲ؟
 . 13ﻣﺎﺫﺍ  ،ﺇﺫﺍ ﻛﺎﻥ ﻫﻧﺎﻙ ﺃﻱ ﺷﻲء ﻳﻣﻛﻥ ﺍﻟﻘﻳﺎﻡ ﺑﻪ ﻟﻣﺳﺎﻋﺩﺓ ﻣﺩﺭﺍء ﺍﻹﺩﺍﺭﺍﺕ ﺍﻟﻌﻠﻳﺎ ﻟﺗﺻﺑﺣﻭﺍ ﺃﻛﺛﺭ ﻓﻌﺎﻟﻳﺔ
ﻛﻣﺩﺭﺍء ﺍﺳﺗﺭﺍﺗﻳﺟﻳﻳﻥ؟
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Appendix E Permissions and approvals

393

394

395

Appendix F Libyan NOC structure
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Appendix G Prime Minister’s approval of the NOC Board
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Appendix H Letter seeking permission from the Chair of the NOC

Bradford University
Department of DES
Bradford
UK
15/10/2011
Dr Shokri Ghanem, Chairman, The Chairman of Libyan NOC, Tripoli, Libya
Dear Dr. Ghani,
Please allow me to introduce myself. My name is Abdallah Enbaia Atamna
and I am a PhD student undertaking research into strategic management at
the University of Bradford. My particular topic of interest is senior managers’
perceptions of strategic management in the various companies within the
Libyan National Oil Corporation. I have chosen this topic because I
understand its potential importance to the future economic development of
Libya and also because I hope that the findings and final report will be useful
to senior managers in the Libyan National Oil Corporation.
I am seeking your permission to carry out research in the form of
questionnaires to the senior managers in each company and also an
interview with one senior manager from each company. I expect that the
questionnaires will take about 20 minutes to complete and that the interviews
will last approximately 30 minutes. I hope to be able to carry out this research
between November 2010 and February 2011, if that period will be convenient
for yourself and the Libyan National Oil Corporation. I would be most grateful
if you could let me have your response within the next three weeks. If you
require any further information, please do not hesitate to contact me by email
at: ameatamna@yahoo.com or ameatamn@student.bradford.ac.uk or the
principal

supervisor

for

this

study,

Prof.

Farhad

Analoui

at

f.analoui@bradford.ac.uk who is based at the University of Bradford, DES,
Pemberton Building, Bradford, UK, and BD7 1DP.
Yours sincerely
Abdallah Atamna
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