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This research can be gathered under the general heading of Cybernetics (the study of organisational structure) which subsumes Systems Thinking. The researcher believes that multinational companies can be considered as complex systems, with emergent behaviour. Most existing studies and models have been conducted from a Western perspective and are set in the context of simpler organisational structures. There is no knowledge of a synthesis of three systemic methodologies (Soft System Methodology, System Dynamics and Viable Systems Modelling) to non-western, comprehensive regional intergovernmental organisations, such as the GCC, has been previously attempted which addresses a gap in knowledge. 

The global economy has seen the rise of many multinational organisations and it is important that these are organised and managed in the most effective and efficient manner. The optimal organisational structure for such organisations is not known and there is no definitive method for doing the analysis Two possible (and contrasting) scenarios are a centrally controlled organisation with limited autonomy for the members or a looser federation of autonomous states with a nominal controlling body. Examples of the former are the United States of America and the European Union whilst the Swiss Federation is an example of the looser configuration. This is therefore a fertile area for research to examine possible organisational structures and to develop viable organisational models in other locations, settings or contexts (Asian, Middle Eastern, South American).  This is a gap in knowledge that this research addresses.

The purpose of this research is to discover if three major systemic tools can be efficiently and usefully employed to analyse multinational institutions.  The GCC was selected as a case study.  One reason for this selection is that it is very difficult, if not impossible, to obtain reliable information for such large multinational organisations.  Due to the position of the researcher in the hierarchy of the GCC, it was possible to obtain data that would have been difficult for others to obtain which itself is a contribution to knowledge. 

The SSM was used to create a clear picture of the purpose/identity of the organisation and to identify inherent difficulties in the existing organisational structure of the GCC. The VSM was chosen as a more detailed diagnostic tool and was used to construct a model of the existing organisational structure. The VSM model was then used to suggest changes to alleviate the problems raised in the SSM analysis. One such issue was the possibility of the GCC acting as a supranational entity.  To do so would entail a radical structural transformation which is outside the remit of this research but the qualitative aspect of SD (using causal diagrams to explore “what if “situations) was used to investigate this possibility. 
 
The results demonstrated that this combination of the three systemic tools was a reliable method to tackle the problems of multinational organisations. It can serve as a guide for the GCC and other similar organisations in effectively coping with complexity. In particular, the present study can help managers re-shape the organisations they are running to form new organisational structures that are anchored on autonomy and flexibility rather than on traditional hierarchical structures which are rigid and thus, are rendered incapable of coping with the dynamically- changing environment.
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[bookmark: _Toc57021021]Nomenclature: Concepts and Acronyms.

Concepts

	The System Paradigm 
This is an alternative paradigm to the scientific paradigm which originated with the work of   Descartes, Galileo and Newton.  It is a holistic, non-deterministic, teleological system
	System Thinking
This is a general term that includes the principles inherent in the System paradigm, Principles used   in this thesis are those of synthesis, feedback, non-linear behaviour, recursion and emergent behaviour.  
	Cybernetics
This began in the 1940’s as an attempt to formulate general laws of organisation which would apply to both men and machines. It relies heavily on the System paradigm but has extra concepts such as self -regulation


Acronyms

	SSM  - Soft Systems Methodology
The soft system methodology (SSM) was created by Peter Checkland at Lancaster University.  This is an attempt to move from a “hard” system approach (HSM)  “ which is a well-defined, deterministic objective  situation to a broader more loosely defined “soft” situation which permits interpretation and non-deterministic behaviour. 

	SD - System Dynamics
This stems from the work of Jay Forrester at MIT. It uses both qualitative and quantitative modelling and is most useful for policy formulation and strategic thinking.

	VSM - Viable Systems Modelling VSM
This is the work of Stafford Beer, a British cybernetician, who created an ideal organisational structure that is designed to survive i.e. adapt to environmental changes.

GCC – The Gulf Cooperative Council
This is a multinational organisation formed by the six Gulf states
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[bookmark: _Toc57021023]1.1 Context of the work
The global economy has seen the rise of many multinational organisations and it is important that these are organised and managed in the most effective and efficient manner. (Twarowska et al 2013) A multinational organisation can be defined as an institution with branches, offices or production facilities in more than one country. It is widely accepted that any firm that derives at least one quarter of all its business abroad is considered a multinational organisation. However, if all that foreign business comes purely from exports and the company has no offices, premises or production facilities abroad, it is not a multinational. According to the United Nations, the largest 100 multinational organisations control about 40% of global trade. (https://marketbusinessnews.com/financial-glossary/multinational-company/).
The optimal organisational structure for multinational organisations has been debated as long as they have existed.  Two possible (and contrasting) scenarios are a centrally controlled organisation with limited autonomy for the members or a looser federation of autonomous states with a nominal controlling body. (Moscardini et al 2020) Examples of the former are the United States of America and the European Union whilst the Swiss Federation is an example of the looser configuration. Such structures reflect the identity of the organisation which will be one of the topics for investigation in this research. 

[bookmark: _Toc57021024]1.2 The Gulf Cooperation Council (GCC)
The Gulf Cooperation Council (GCC) is an example of a multinational organisation. It is composed of six autonomous countries, namely: Bahrain, Oman, Kuwait, Qatar, Saudi Arabia and the United Arab Emirates (UAE) which are shown in figure 1.1 below.   The six states have many features in common.  They all follow the same religion and share a common culture and language.  They all have large hydro-carbon reserves which forms the basis of a carbon intensive production industry. They all have a harsh, dry and humid climate and scarce water resources. There are however political differences as demonstrated by the current blockade of Qatar by Saudi Arabia and the UAE. Nevertheless, the GCC may be considered as a multinational organisation (Arouri & Rault, 2010). 
[image: Related image] 
[bookmark: _Toc57021174]Figure ‎1.1 The Composition of the GCC
The founding charter of the GCC “The Cooperation Council for the Arab States of the Gulf|” stipulates that the objectives of the GCC are to facilitate “coordination, cooperation and integration between” member states “in all fields.” Specifically, the founding charter enumerates the following objectives of the GCC: 
1. To deepen and strengthen relations, links and areas of cooperation now prevailing between their peoples in various fields.
2. To formulate similar regulations in various fields including the following:
     	 a. Economic and financial affairs
    	 b. Commerce, customs and communications 
                           c. Education and culture 
3. To stimulate scientific and technological progress in the fields of industry, mining, agriculture, water and animal resources; to establish scientific research; 
4. to establish joint ventures and encourage cooperation by the private sector for the good of their peoples. (The Cooperation Council for the Arab States of the Gulf, 1981). 
While the first two objectives are very general in scope, the last two objectives focus on the integration of economic policies of member states. In the words of its first Secretary-General when the Charter of the Gulf Cooperation Council was signed ...  “signing of the Charter was accompanied by the adoption by the heads of state of a working paper that laid down the basis for economic integration” (The Cooperation Council for the Arab States of the Gulf, 1981) .There was also a concluding political declaration that defined the foreign policy of the Gulf Cooperation Council
The most salient points of the economic and the political declarations were the emphasis on the integration in all economic fields and on convergence in foreign policy. Immediately thereafter the draft unifying economic agreement was initialled ... it will change the face of the Gulf by transforming it from separate markets and parochial concerns to a large single common market, in which the Gulf nationals can move freely, with full freedom of ownership of properties, and with all the privileges accorded to the nationals of the receiving member state. (Bishara, 1982). 

[bookmark: _Toc57021025]1.3 Motivation for the study
The researcher has been employed at a high rank at the GCC for many years and became aware of a dissonance between the objectives of the GCC (outlined in the charter above) and its current practice. The researcher decided that it was in the interest of the GCC (and to his own career advantage) to understand the reasons for this dissonance. The initial question in the researcher’s mind was “ are the current problems solely the result of external political pressures or can they be traced to the existing organizational structure of the GCC” This was the motivation to begin the research which involved understanding the inherent problems of large organisations and the realization of how organizational structure is a key factor in organizational behavior (Systems Thinking and Cybernetics)

[bookmark: _Toc57021026]1.4 Development of the research programme
The researcher submitted a research proposal to the university which was accepted and an expert in this field was appointed Director of Studies. (DoS) who is a cybernetician. Working together, a gap in knowledge was identified (see below in 1.5) and a research programme was submitted and approved by Cardiff Metropolitan University. The first task of the research was to precisely pin down the identity and purpose of the GCC. A particular issue of interest was whether it is  a loose arrangement of autonomous bodies or a supranational entity?  It was soon realised that the traditional organisational hierarchical model (which is still used by many large organisations) is now considered a rather outdated and unsatisfactory. (Cyert 1963, Coase 1937, Assimakopoulus & Dimitriou, 2006). Thus, a new way of approaching this problem was needed and guided by the experience and advice of the Director of Studies (DoS), the researcher began to study the theory of Cybernetics. (the study of organisational structure) A cybernetic maxim is that "structure determines behaviour" and the “most efficient” structural composition of such bodies is difficult to ascertain.. (Patrick 2011, Low & Salazar 2011). To fully understand Cybernetic theory, one has first to master a way of thinking called Systems (as opposed to Scientific) thinking. In this thesis the word “ system”  is used to describe an entity which is composed of many components which interact with each other. A complex system is defined as a system whose behaviour is intrinsically difficult to model due to the dependencies, competitions, relationships, or other types of interactions between their parts or between it and its environment. (Abbot 2018) Systems that are "complex" can also have distinct properties that arise from these relationships, such as nonlinearity,  emergence, spontaneous order, adaptation, and feedback loops, among others. (Mittal et al, 2018). Examples of complex systems are Earth's global climate, organisms, the human brain, infrastructure such as power grid, transportation or communication systems, social and economic organizations (like cities), an ecosystem, a living cell, and ultimately the entire universe. Because such systems appear in a wide variety of fields, the commonalities among them are themselves an area of research. Current work indicates that multinational companies can be considered as complex systems in the above sense. An example is the Teal organisation (further discussed in 2.2) which  uses an emerging organizational paradigm that advocates enabling employee autonomy and to adapt as an organization grows. (Laloux 2014). This use of the expression “complex system” must not be confused with complexity theory or Chaos Theory (which is not covered in this thesis).  
Concomitant with the rise of systems thinking, several systemic tools have been developed such as Autonomous Agency theory, cellular automata, control theory, Systemics, Soft Systems, System Dynamics, Dependency theory, Hierarchy theory, World Systems Theory. (Siddaway et al 2019, Pettigrew et al 2006, Eden & Ackermann 2014). One task was to decide which of these tools would be of the most use in the study. Due to the complex nature of human behaviour, it is not enough to seek out and apply purely empirical methods for organisational change. (Stowell, 2009). After a comprehensive literature search and guided by the DoS, the researcher selected three of the most common approaches: the work of Forrester (System Dynamics), Checkland (Soft Systems Analysis) and Beer (the Viable System Methodology) and the research investigated whether  and, if so, how they could be combined together to form a new approach for tackling the problem of large organisations.(Bersin 2017)

[bookmark: _Toc57021027]1.5 Gaps in Knowledge
An apparent gap in knowledge was initially suggested by the DoS and following his advice, the researcher attended two Cybernetic conferences in the UK. Here, the researcher met many consultants who were investigating organisational structure and was given many leads. Following these leads, the researcher made an extensive literature review which  uncovered a considerable body of published research on various aspects of organisations covering such issues as the development of the Japanese model (The Toyota Way 2014, Shingo  1984, 1989), operational excellence (Wren & Bedeian 2009, Satell. 2015, Shook, 2018, Trevor & Varcoe 2017, Hyken 2015) business ethics (Schein 2010, Hartman et al 2018) leadership (Senge, 1990, Weiss 2014) and companies of the future (Lister 2018, Cohan 291)  This has confirmed the original  suspicion that although there is a wealth of examples of best organisational theory and practice for large multinational organisations, there is little on how to do a structural investigation, identify inherent problems, identify and find the appropriate data or evaluate any changes to such an organisation. To the knowledge of the researcher, there is no documented account of an integrated approach (using these tools) that address the questions posed in section 1.2. In particular, there is no agreed approach that helps managers re-shape the organisations they are running to form new organisational structures that are anchored on autonomy and flexibility rather than on traditional hierarchical structures which are rigid and thus, are rendered incapable of coping with dynamically- changing environments. This need for a new approach to understand large organisations then defines a “gap in knowledge”  (Initially, the researcher used the words “new methodology’ but changed it to “new approach” as on reflection “methodology” was thought to have too many deterministic connotations.) The identified gap is actually a “systemic gap” i.e. it is a gap in relationships rather than in expertise in individual knowledge. To close this gap. a new approach is needed which can be described as  “braided learning” Braided learning is a metaphor for learning where knowledge is not enhanced serially but by interweaving different expertise and techniques together into a coherent whole. This term “braiding” is thought more appropriate than “synthesising” which implies “merging”. “Braiding” implies that the expertise is valued independently but intertwined.  The gap is  “the journey not the destination” (van Foerster 1996)
A second gap in knowledge was that most existing studies and models have been conducted from a Western perspective. There is a considerable scope for further examination of organisational structures and implications for the development of viable organisational models for many more types of organisations and in many other locations, settings or contexts such as Asian, Middle Eastern, South American etc.   (Nie et al 2017)
The third gap is that the GCC staff, although aware that their organisation is not functioning well, have no knowledge of what precisely is wrong and how to correct it.  By using the GCC as a case study, the researcher was able to assemble a comprehensive knowledge of the workings of the GCC and present it to the Supreme Council which after approval will be disseminated to the staff.

[bookmark: _Toc57021028]1.6 Aim and Objectives
The general purpose of this research is to understand the nature and scope of the problems facing large organisations which can cope with the shift from stable to more turbulent and complex scenarios and cope with environmental and political changes. The specific aim is to develop an approach for identifying inherent problems, finding data and evaluating any changes to a large organisation. This will be done by braiding together three current major systemic methodologies (Soft System Methodology, System Dynamics Methodology and Viable Systems Methodology). Each methodology is important in its own right.  The process can be compared to composing music for a trio.  There are three voices, each with a different pitch, tone, syncopation and words. The composer weaves (or braids) them to produce a single outcome which is a harmonious and presumably beautiful sound.  The new approach generated by this research can thus be considered a braiding.  The skill required is the skill with which the strands are braided.  Different braids are needed for different circumstances, there is no universal braid.  The approach to each organisation, although using the same strands, will be different but it will provide a comprehensive view of an organisation covering all aspects. It will enable the practitioner to diagnose such organisations (in the sense of looking for flaws or deficiencies in their organisational structure) and then suggest new organisational structures to remedy these flaws.
To test the approach the GCC has been selected as a case study.  Three reasons for this selection are:
· the GCC is a complex system, based on a “loose arrangement of sovereign/independent states cooperating within an organization for a common purpose.” (Nonneman 2005)
· to satisfy the career motivation of the researcher 
· normally, for large multinational organisations, it is very difficult, if not impossible, to obtain reliable information Because of the position of the researcher in the hierarchy of the GCC, it is possible to obtain enough data for the study. This raises the problem of participant -observation which is discussed in section 1.6 and in more detail in section 3.5.1.
To satisfy the specific aim the following objectives have been identified.
1. To gain an understanding of the identity and purpose of the GCC,
2. To identify the problems inherent in the current GCC using SSM.
3. Use the VSM to construct a organizational model of the GCC  
4. To demonstrate how the VSM can be used to suggest improvements in the organisational design of the GCC
5. To demonstrate how System Dynamics can be used in System Four as a tool to forecast consequences of organisational change in the GCC.
6. To draw general conclusions from the GCC case study for any multinational company.

[bookmark: _Toc57021029]1.7 Structure of the Thesis 
The dissertation has been structured into eight chapters:  
Chapter One sets out the context for the research, identifies the motivation for the research, the gap in knowledge and aims and objectives of the research project. 
Chapter 2 contains the literature review relevant to the methodological approaches that are important to the present study, namely: Systems Thinking, Cybernetics, Organisational Structure, the Soft Systems Methodology (SSM), System Dynamics (SD), and the Viable Systems Methodology (VSM). 
Chapter 3 covers the approach and the procedures used to address the research questions. This includes a discussion of the conceptual framework, the research philosophy adopted, the overall research design or strategy employed, the methods of data collection and analysis used and the research procedures followed.  It discusses the data collection methods, especially the use of participant-observer data. The limitations of the study and ethical considerations are also addressed in this chapter. 
Chapter 4 contains all the data collected from the various sources.  This includes the data required for the Rich Picture and the Root definition. It also discusses how the collected data were analysed. It includes a discussion of the type of data collected and the results of data analysis. It then presents the results of the analysis for the first three stages of the seven stages version of the SSM It constructs a rich picture and a root definition. Seven problems are identified
Chapter 5 covers the use of the VSM methodology to address the problems of the GCC identified in the Rich Picture.  This involves the following: identifying the system in focus, identifying the various VSM systems and their variety balances and constructing a Viable Systems Model of the current state of the GCC.  
Chapter 6 uses the qualitative aspect of System Dynamics to speculate what would be the effects if the GCC assumed a supranational role. This forms the System Four of the VSM
Chapter 7 examines the consequences of changes to the organisational structure of the existing version of the GCC 
Finally, Chapter 8 discusses (1) how the research aims and objectives of this study were met; (2) the contribution to knowledge and (3) a discussion of future research. It also includes reflective assessment of the work.

[bookmark: _Toc57021030][bookmark: _Toc370595738][bookmark: _Toc506134254]Literature Review
[bookmark: _Hlk505360245]This chapter provides a critical review of academic literature relevant to the present study, focusing on systems thinking, cybernetics, soft systems methodology (SSM), system dynamics (SD), and viable systems model (VSM).
[bookmark: _Hlk14608148]    
[bookmark: _Toc57021031]2.1 Systems Thinking
[bookmark: _Toc57021032]2.1.1 Definition of a System
The word “system” has several different meanings in English. Dictionary definitions include:
· It means “how to” – one has a system for playing Roulette, one uses the ACOL bidding system in Bridge.  
· It means a set of rules and regulations – one tries to beat the system. 
· Something to do with computers or machines – there is a systems problem. A typical communication system could consist of a microphone, cable and amplifier. A good feedback system for a conference would necessitate the design, distribution and analysis of a questionnaire. 
None of these definitions apply. A starting definition is provided by von Foerster (1981)
A system is a collection of parts where the parts are interdependent and the whole has properties that are not inherent in the parts.  The parts themselves can be independent but they cannot independently contribute to the systems behaviour.
The differences between a system and a machine can be very subtle.  (von Langsdorf 1826) Consider an archetypal machine – the clock. It has independent parts and they depend on each other in the sense that they must be the right size and quality. It is the preciseness of this interdependency that makes a good clock.  Also, a clock has the property of telling time which none of its parts have.  Therefore, according to the above definition a clock is a system – a mechanical system. In the same way,  a car can be considered as a mechanical system with the property of motion which is not displayed by any individual parts. (Steven et al 2001, Uicker 2003)
POSIWID - the purpose of a system is what it does-  is a systems thinking heuristic coined by Stafford Beer.  He considers this to be “a basic dictum, standing for bald fact, which makes a better starting point in seeking understanding than the familiar attributions of good intention, prejudices about expectations, moral judgment, or sheer ignorance of circumstances”. (Beer 2002) 
 A modified definition is therefore:
A system is a collection of parts assembled for a purpose where the parts are interdependent and the whole has properties that are not inherent in the parts.  The parts themselves can be independent but they cannot independently contribute to the systems behaviour (researcher)
Thus, the idea of a purpose is an essential aspect of a system. But don’t machines also have purpose. Every machine is designed for a particular purpose and fulfils it. We must continue our search.
One difference between a system and a machine is that one has unpredictable states and the other has predetermined states.  To address this, a third attempt at a definition,  by the researcher,  is:
A system is a collection of parts assembled for a purpose where the parts are interdependent and the whole has properties that are not inherent in the parts.  The parts themselves can be independent but they cannot independently contribute to the systems behaviour.  The system can, itself, exhibit unpredictability as can its parts. 
 A final definition, which is the one adopted by this research, is taken from Russell Ackoff:
“A system is a set of parts where no single part has an independent effect on the whole. The way that a part affects the system depends on what the other parts are doing at that time.  Thus, a system is a whole that cannot be divided into independent parts. 
The essential properties of a system derive out of how its parts interact and not on how they act taken separately The defining properties of any system are properties of the whole which none of its parts have When the whole is disassembled, it loses its essential properties and so do all of its parts In any system, when one improves the performance of the parts taken separately, then the performance of the whole does not necessarily improve and frequently gets worse It’s the way the parts fit together determine the performance of a system”  (Ackoff 1994)
“Emergent properties’ represent one of the most significant challenges for the engineering of complex systems. They can be thought of as unexpected behaviours that stem from interaction between the components of an application and their environment. Searle (1989) compares it to the relationship between water molecules and water’s macroscopic abilities. An individual water molecule is not wet: Wetness is an emergent ability of water molecules, when they are organized in a certain way. Ice is, for example, not wet.  In some contexts, emergent properties can be beneficial as  users can adapt products to support tasks that designers never intended but they can also be harmful for example if they undermine important safety requirements. There is, however, considerable disagreement about the nature of ‘emergent properties. Johnson (2018) summarizes several alternate views of ‘emergence’.  Some include almost any unexpected properties exhibited by a complex system. Others refer to emergent properties when an entity exhibits behaviours that cannot be identified through its functional decomposition. In other words, the system is more than the sum of its component parts. 
[bookmark: _Toc57021033]2.1.2 Systems Thinking
There is a wide diversity in working definitions of systems thinking found in extant literature, they can nonetheless be circumscribed under certain dominant attributes which include the following: (1) a framework (Senge, 1990); (2) a skill (Senge, 1990; Richmond, 1993); (3) an approach (Mingers & White, 2010; Ferrat, 2014); (4) a holistic view (Senge, 1990; O’Connor & McDermott, 1997); (5) an analytical tool that looks at interrelationships amongst subsystems (Senge, 1990; Mingers & White, 2010; Oosterwal, 2010; Ferrat, 2014); and a paradigm shift (Senge, 1990; O’Connor & McDermott, 1997; Mingers & White, 2010). Table 2.1 presents a summary of these results.


	Author
	Working Definition
	Ascriptions Made to Systems Thinking

	

Senge (1990)
	“A framework for seeing interrelationships rather than things, for seeing patterns rather than static snapshots. It is a set of general principles spanning fields as diverse as physical and social sciences, engineering and management.”
	A framework. A skill
A holistic view. An analytical tool that looks at interrelationships amongst subsystems
A paradigm shift

	
Richmond (1993)
	A set of skills needed for the competent use of simulation software to facilitate  dynamic thinking, closed-loop thinking, generic thinking, structural thinking, operational thinking, continuum thinking and scientific thinking
	A set of skills. An analytical tool that looks at interrelationships amongst subsystems

	O’Connor & McDermott (1997)
	“[…] Systems thinking looks at the whole, and the parts, and the interconnection among the parts, studying the whole in order to understand the parts. It is the opposite of reductionism.”
	A holistic view
A paradigm shift

	Oosterwal (2010)
	Investigates “complex problems by understanding the dynamic interdependencies and causal relationships associated with systems issues.”
	An approach

	Mingers and White (2010)
	Involves “viewing the situation holistically, as opposed to reductionistically, as a set of diverse interacting elements within an environment
	An approach. An analytical tool that looks at  interrelationships amongst subsystems
  A paradigm shift

	Ferrat (2014)
	An approach that is based on the general systems theory which posits that “a system consists of interacting subsystems, a system with its subsystems exists within a larger environment, and systems seek multiple goals.”
	An approach
An analytical tool that looks at  inter-relationships amongst subsystems



[bookmark: _Toc419678815][bookmark: _Toc487191429][bookmark: _Toc57096169]Table ‎2.1 Summary of the Results of Literature Review Related to the Systems Thinking Concept   Source: Created by the Researcher

[bookmark: _Toc57021034]2.1.3 The System Thinking paradigm
To deal with Systems, a new paradigm is needed which is called the System Paradigm..There is no agreed precise definition of the Systems Paradigm.  (Frank & Waks, 2001; Cabrera, Colosi & Lobdell, 2008; Kiani, Mirzamohammadi & Hosseini, 2010, Ferrat, 2014). Senge (1990) defined the systems paradigm as “a framework for seeing interrelationships rather than things, for seeing patterns rather than static snapshots. It is a set of general principles spanning fields as diverse as physical and social sciences, engineering and management.” In essence, therefore, Senge (1990) regarded the systems paradigm as providing a skill that helps an individual: (1) look at feedback and processes of change instead of taking snapshots; and (2) consider interrelationships rather than linear cause -effect chains. Similarly, Richmond (1993) defined it as a set of skills needed for the competent use of simulation software to facilitate dynamic thinking, closed-loop thinking, generic thinking, structural thinking, operational thinking, continuum thinking and scientific thinking.
Within the context of organizational learning, Senge (1990) elucidated that the system paradigm involves “a shift of minds from seeing parts to seeing wholes, from seeing people as helpless reactors to seeing them as active participants in shaping their reality, from reacting to the present to creating the future.” Senge (1990) explained that the differences in mental models explained the rationale behind the subjectivity involved in looking at the same thing yet interpreting it differently. These mental models are “deeply ingrained-assumptions, generalizations, or even pictures and images that influence how we understand the world and how we take action.” As a result, mental models place a limit on the ability of an individual to change due to the likelihood of most people to become “drawn to take in and remember the information that reinforces existing mental models” The Systems Paradigm affords individuals a flexible language that enables the expansion and reshaping of our ordinary ways of thinking insofar as complex issues are concerned.
[bookmark: _Toc57021035]2.1.4 System Behaviour
Boulding 1956) suggested different levels of systemic behaviour.
1 -The level of the static structure, or frameworks, "whose accurate description… is the beginning of organized theoretical knowledge in almost any field "
2.-The level of clockwork -simple dynamic systems with predetermined, necessary motions. Such a system may reach a position of stationary equilibrium, or it may not – there are plenty of examples of explosive dynamic systems"
3.-The level of the control mechanism or cybernetic system in which the transmission and interpretation of information is an essential part of the system such as a thermostat.
4.-The level of the "open system" or self-maintaining structure. This is the level at which life begins to differentiate itself from not-life. However, "Something like an open system exists, of course, even in physicochemical equilibrium systems", wherein "structures maintain themselves during a throughput of electrons. "
5.-The genetic-societal level, which is typified by the plant. "The outstanding characteristics of these systems are first, a division of labour among cells to form a cell-society with differentiated and mutually dependent parts… and second, a sharp difference between the genotype and the phenotype, associated with the phenomenon of equifinal or "blueprint" growth".
6.- The animal level, "characterized by increased mobility, teleological behaviour and self-awareness". As we ascend the scale of animal life, behaviours become more diversified, complex and coherently integrated.
7.-The human level: "… the individual human considered as a system… In addition to all, or nearly all, of the characteristics of animal systems, man possesses self-consciousness, which is something different from mere awareness". Self-reflexivity is "… bound up with the phenomenon of language and symbolism "
8.-The level of social organizations. "The unit of such systems is not perhaps the person - the individual human as such – but the "role"- that part of the person which is concerned with the organization or situation in question"
Like any other classification, Boulding’s one can be questioned.  Seidal (2013) believes that the question facing a social system theorist is what to treat as the basic elements of a social system. “The sociological tradition suggests two alternatives: either persons or actions.”   Still today, much systems thinking discussion  the actor-oriented viewpoint: a social network is a set of physical actors who communicate with each other with the activity-oriented view: a social system (say a tennis club, or choir) is a set of logical roles, to be played by actors. If the actors in a social network having ever-shifting aims, and act in any way they choose, there is no describable system. When the actors in a social network play general roles and follow general rules, then that group realises a social system. Honey-bees do this when they follow rules (which they inherit) to watch another bee’s dance, read the message and find the pollen. (Zimmer 2012) The same social system can be realised by different social networks – there are many beehives, football teams and choirs. Moreover, one social network can act as several social systems – its actors can play unrelated roles in (say) a football team and a choir. (Strauss 2013) It is however to be noted that, after over 60 years, there is still general acceptance of Boulding’s levels and his work was used by Bertalanffy (1969) in the development of General Systems theory This research is examining multinational institutions which would come under Boulding’s eighth category.
[bookmark: _Toc57021036]2.1.5 Cybernetics
The science of Cybernetics arose from the conferences sponsored by the Joshua Macey Foundation and ran from 1941 – 1960. Their aim was to pursue meaningful communication across all scientific thinking and thus to provide an integrated framework that would unite Science. The first conference, which was entitled “Feedback Mechanisms and Circular Causal Systems in Biological and Social Systems”, was attended by an unprecedented network of great minds at the time and included Norbert Weiner who coined the word “Cybernetics”(Weiner 1948)  The word is taken from the Greek word “kubernētikós” meaning steersman.   
	The original cyberneticians were also Systems Thinkers and the two subject areas have much in common. In general, cybernetics uses system thinking to explore problems of organisation.  Its central theme as exemplified by the title of Weiner’s publication is that there are be general laws that govern organisation just as there are general laws (such as the conservation of energy) that govern Physics.
Cybernetics is the science of effective organization (Beer, 1979)
	A basic cybernetic principle is that “structure determines behaviour” (Beer,1984) Structure is a stable form of interactions that allow people to operate together as a whole in embodied systems, people are constituted as roles.  These roles transform disembodied relationships (meaning) into embodied relationships (identity, content and structure) One function of an economist is to determine the prevalent economic structure. This requires knowledge, erudition and experience. 
	A branch of cybernetics, sometimes referred to as management cybernetics, was developed by Stafford Beer in the 1970’s. It used all the system thinking concepts but added some extra.  Major additions were the use of Ashby’s law of Requisite Variety and the concept of recursion which are fully discussed in section 2.3 (Ashby,1956). This then morphed into the Viable Systems Methodology (VSM) which is fully discussed in section 2.5
[bookmark: _Toc57021037]2.1.6 Second Order Cybernetics
	Another offshoot of general cybernetics is called “Second Order Cybernetics” which was developed by Von Foerster (1981). The difference was in the position of the observer.  In the previous versions of cybernetics (first order), the observer was outside the system “looking in.”  This provided an “objective view” and was (and is) a dominant feature of scientific methodology.  Von Foerster showed that such a stance was impossible, and every observer created the environment he was working in and was himself created by that environment.   Thus, all analysis is subjective and there exists a self-referential feedback loop : A implies B and B implies A. This is an interpretivist viewpoint and has repercussions in the area of participant-observation which is discussed fully in section 3.5. The conclusions are that all theories are subjective and there is no such thing as an objective truth. It means that the strong interconnections between teacher and learner must be carefully analysed and taken into consideration especially when designing assessment.  (Brier & Glanville 2002)  When analysed in detail, all perspectives have in common a central theme of circularity which is discussed further in the reflection section 8.3 
The Cybernetic methodology used in this thesis is the Viable System Methodology.
[bookmark: _Toc57021038]2.1.7 Summary
Due to the comprehensiveness of the scope of the working definition put forth by Senge (1990) as evidenced by his various ascriptions to systems thinking (see Table 2.1), as well as its applicability to organisational learning, the present study adopts Senge’s (1990) definition of systems thinking. It also adheres to the belief that cybernetic laws exist and govern all organisations
[bookmark: _Toc57021039]2.2 Structure of Large Organisations
The concept of “Teal” comes from a theory of developmental stages in the structure of organisations, The roots of this sequence are in the work of many years of deep research into how people think, how they define their priorities, and how these evolve as their life conditions evolve. (Graves 1966) They were then renamed “teal” by Frederic Laloux (2014) and are often known as Spiral Dynamics (Beck & Cowan 1996). The stages of organisational development are denoted by colours from the first hunter-gatherers (Beige) through tribes (Purple), (Red) warlord bands, towns and cities (Blue), to a technological-industrial economy (Orange) and the human-oriented response of modern social democracies (Green).  
In the core text that Beck and Cowan (ibid) wrote are several chapters that examine how organizations change, how the different stages of development show up in organizational behaviour and how we can work with the complex mix of people and functions that are present in order to support their effective working and their continued emergence into higher-functioning stages
An Evolutionary-Teal organization exhibits many properties of a Complex Adaptive System
· It has a purpose of its own, distinct from the purposes or objectives of its members,
· It consists of a number of elements (members or teams),
· The elements interact, in a non-linear way, to achieve the purpose of the system,
· The interaction and relationships between elements are based on a few simple rules or guiding principles,
· The nature of the relationships and number of interactions between the elements result in emergent behaviour - the behaviour of the system is not the sum of the behaviours of the elements,
· The elements produce and use signals and information (sensing) from both external and internal environments and react accordingly,
· There is no central control,
· The elements self-organize, that is, change the relationships between themselves to adapt to changes in the environment,
· The elements learn from history, and from the environment, and adapt accordingly to ensure the survival of the system.
Teal organizations are run by self-managing teams. These teams consist of workers who each fulfil certain roles, including functional and managerial duties. All decisions are made using a simple advice process and/or a conflict resolution process when appropriate. There is no centralized control. Values are no longer given perfunctory attention but are actually lived in how people behave in the organization. Everyone listens to the organization’s purpose and takes action accordingly while sensing for changes in the environment. Out of these collective actions, the behaviour of the organization emerges.
There is now a further addition to this list which can be termed “Algorithmic Management”. This is the type of management exhibited by companies such as Uber, AirBnB and Deliveroo and is being adapted by many more. (Chen & Foley 2019, Mohl,ann 2019) Whereas classic manufacturing would be ensuring competitive advantages through the extensive utilization of self-controlled, knowledge-based and sensor enabled production, operations would be getting “smarter”, employees would have to possess new skills for adopting new technologies within human-machine and human-system environment. The organisational driver for algorithmic management is the ability of a factory to self-organise virtually without human input. This is a form of extreme decentralisation. In the last 40 years a trend towards decentralising factory control has been clearly recognisable and this is now being pushed to the extreme, (Scheer 2015).
The ideas behind the Teal development have attracted criticisms (Hassan 2015)  Laloux is accused of  reflecting his own cultural values and his own ethnocentric prescriptions for what it means to be a healthy organization. Their normative and neutral truth, as the rational-scientific product of human evolution aligned with the natural laws of “living systems.”  is questioned. The researcher notes with interest the connection of the seventh (most recent) stage to Systems Thinking

[bookmark: _Toc57021040]2.3 Soft Systems Methodology (SSM)
This section examines the utility of SSM as a methodological approach in addressing complex organisational issues. (Baskerville et al, 2009) The literature review focuses on essential aspects of SSM which includes the fundamental nature of SSM, its suitability in organisational contexts, as well as the criticisms against it. (Pidd, 2003). All data and information used in this section was gathered from textbooks and peer-reviewed journals. 
[bookmark: _Toc370595739][bookmark: _Toc506134255][bookmark: _Toc57021041]2.3.1 Definition and Goal of Soft Systems Methodology (SSM) 
According to Hindle (2011), SSM is a methodology with various purposes, and is applicable in any complex situation. He described the SSM as an “open-ended learning cycle where the users supply the ideas and where users “apply systems-based conceptual language.” He likened SSM to an actor who resists attempts at classification by taking on various roles or a novel that extends across established genres However, Jackson (2006) argued that despite the capacity of such properties to afford SSM with flexibility and power, its identity can be difficult for non-practitioners to grasp.  . Thus, SSM can be frustrating for students and non-practitioners “who want to know what it is and what they can use it for.” Hence, for a deeper understanding of SSM, a review that deals with its definition and function or purpose is required.
Researchers used different perspectives in describing SSM due to its immense relevance to various disciplines (education, management, hospitality industry, healthcare, social science, soft operations research, engineering, project management),   resulting in the lack of a univocal definition. (Hardman et al, 2011) Some researchers considered SSM as a methodology that aims to bring about improvement in problematical social contexts. For instance, Bulow cited in Turner, 2008,) described SSM as “a methodology that aims to bring about improvement in areas of social concern by activating in the people involved in the situation, a learning cycle which is ideally never ending.” Platt and Warwick (1995, p.19) referred to SSM as being concerned with human activity systems and dealing with “problem formulation at the strategic level.” Tsoi (2004, p. 1027) elucidated that SSM is “a learning process which aims at improvement and tries to solve a complex and problematical human situation.  It may be used to determine the source information which needs to support the planning activities for information and management problems.” Checkland and Poulter (2006) defined SSM as an organised approach of dealing with social situations that are perceived to be problematical. Maqsood, Finegan and Walker (2006, p. 94) explained that SSM “encourages users to focus more on the fuzzy ill-defined areas of problems like the human interaction and cultural perspectives, ultimately viewing humans as components.”

	Overarching Theme / Idea
	Author / Researcher
	Definition / Goal or Function of SSM

	

Utility in the improvement of a problematical social situation
	Bulow (1989, cited in Turner, 2008)
	SSM is a “methodology that aims to bring about improvement in areas of social concern by activating in the people involved in the situation, a learning cycle which is ideally never ending.”

	
	Platt and Warwick (1995, p.19)
	SSM is concerned with human activity systems and dealing with “problem formulation at the strategic level.”

	
	Tsoi (2004, p. 1027)
	SSM is “a learning process which aims at improvement and tries to solve a complex and problematical human situation.”

	
	Checkland and Poulter (2006)
	SSM is an organised approach of dealing with social situations that are perceived to be problematical.

	
	Maqsood, Finegan and Walker (2006, p. 94)
	SSM focuses on the “fuzzy ill-defined areas of problems like the human interaction and cultural perspectives, ultimately viewing humans as components.”

	

SSM as an analytical tool that is used for evaluating an extant system and its potential for improvement
	Kayrooz & Trevitt (2005, p. 341)
	SSM is “a way of analysing the context of the research study. It comprises a range of interactions involving the context, the ideal envisaged and the interaction between the context and the ideal.”

	
	Checkland  & Poulter (2006)
	The task involved in SSM “is to create a model of a purposeful activity system viewed through the perspective of a pure, declared worldview, one which has been figured as relevant to this investigation.”

	
	Jackson (2006)
	SSM is helpful to project managers serving as holistic doctors who are required to address organisational problems.

	
	Steinfort (2010)
	SSM is useful in gaining more understanding of the antecedents of project management.

	SSM as an experiential learning activity
	Bergvall-Kareborn (2002) 
	SSM as a cyclic learning system

	
	Checkland and Poulter (2006)
	SSM as a framework and a set of tools for analytical work, whose ideas and conclusions must come from the users themselves.

	
	Tsoi (2004)
Somerville &  Howard (2008)
	A unique characteristic of SSM is the application of action research wherein the researcher also actively participates in the development process

	
	
Stowell (2009, p. 883)
	SSM is concerned with “seeking understanding through experience and learning as this kind of approach to investigation makes the process of learning itself prime rather than seeking a solution.”   

	
	Hindle (2011, p.32)
	 SSM is used in “tackling complex situations through the experiential learning of a group of participants.” 

	


Utility of  SSM in organisational contexts
	Ho & Sculli (1994)
	SSM helps in examining a wide variety of organisational issues.

	
	Somerville and Howard (2008, p. 257)
	 “SSM is well known for its contributions to organisational learning.”

	
	Jacobs (2004, p. 147, cited in Staadt, 2012)
	 “SSM can be a valuable compliment to other techniques and approaches that address organisational change issues.”

	
	Staadt (2012)
	 SSM facilitates coping with the dynamic and behavioural complexity within public sector organisations.


[bookmark: _Toc370593465][bookmark: _Toc506134375][bookmark: _Toc57096170]Table ‎2.2 Results of the Comparative Analysis of the Different Views of Authors / Researchers on the Definition and Goal or Function of SSM Source: Created by the Author
Other researchers considered SSM as an analytical tool that is used for evaluating an extant system and its potential for improvement. Hence, SSM is predominantly used in project management. Kayrooz & Trevitt (2005, p. 341) defined SSM as “a way of analysing the context of the research study. It comprises a range of interactions involving the context, the ideal envisaged and the interaction between the context and the ideal.” They explained that the main goal of SSM is to delineate the existing system and the interrelated conditions in which such system occurs, in order to determine both barriers and capacities for change and evaluate the possibility of improvement. Checkland and Poulter (2006) explained that “the task is to create a model of a purposeful activity system viewed through the perspective of a pure, declared worldview, one which has been figured as relevant to this investigation.” Within the context of project management, Jackson (2006) argued that SSM is helpful to project managers serving as holistic doctors who are required to address organisational problems. Moreover, Steinfort (2010) claimed that SSM is particularly useful in gaining more understanding of the antecedents of project management.
Still, other researchers conceptualised SSM as an experiential learning activity. For instance, Bergvall-Kareborn (2002) viewed SSM as a cyclic learning system.  Checkland and Poulter (2006) described SSM as a framework and a set of tools for analytical work, whose ideas and conclusions must come from the users themselves. In this case, researchers are required to go their own way to some extent and subsequently produce a variety of analytic outputs. Tsoi (2004), and Somerville and Howard (2008), argued that the application of action research wherein the researcher also actively participates in the development process is a unique feature of SSM.   Stowell (2009, p. 883) defined SSM as an approach that is concerned with “seeking understanding through experience and learning as this kind of approach to investigation makes the process of learning itself prime rather than seeking a solution.”   Hindle (2011, p.32) explained that SSM is used in “tackling complex situations through the experiential learning of a group of participants.” 
[bookmark: _Toc370595740][bookmark: _Toc506134256]Various researchers described SSM in terms of its utility in organisational contexts. Ho & Sculli (1994) emphasised that SSM helps in examining a wide variety of organisational issues that include organisational design, information system studies and performance evaluation. Somerville and Howard (2008, p. 257) explained that “SSM is well known for its contributions to organisational learning”, and whose constitutive elements “produced a highly collaborative, interactive, and 'voiced' approach.” Jacobs (2004, p. 147, cited in Staadt, 2012) argued that “SSM can be a valuable compliment to other techniques and approaches that address organisational change issues.” In terms of public sector organisations, Staadt (2012) claimed that their close connection to governments and the acquisition of soft systems thinking skills will facilitate coping with the dynamic and behavioural complexity within these organisations. Table 2.1 presents a comparison of the different views of researchers on the definition and goal or function of SSM.
[bookmark: _Toc57021042]2.3.2 Stages and Versions of SSM
Platt and Warwick (1995) argued that while most people consider the ‘Checkland methodology’ or the seven stages to be the SSM, in principle, however, SSM encompasses “a range of methodologies developed to deal with different situations.” Jackson (2010) suggested that the choice of the specific type or version of SSM should heavily depend on the purpose of the study. Hence, a review of literature relevant to the different versions of SSM was carried out in order to inform the selection of the SSM version that will be used in the present study and provide valuable insight into the conceptual framework that would be best suited for the present study. 
Checkland (2000, 2010), Al Rasheed (2011) and Staadt (2012) explained that the evolution of SSM can be historically separated into four distinct segments, namely:  blocks and arrows, which was developed in 1971; seven stages, which was introduced in 1981;  two streams, which was introduced in 1988; and  four main activities, which was introduced in 1990. However, the discussion will focus on the more prominent and widely-used models such as the seven stages and the four main activities which are considered applicable to a wide variety of problematical human activity systems (HAS) (Platt & Warwick, 1995). 
Furthermore, according to Checkland (2000), the blocks and arrows version of SSM focuses on implementing change, rather than on improving the system. With reference to the two streams version of SSM, Sankaran, Tay and Orr (2009) pointed out that it focusses on two distinctive, mutually- influencing streams of analysis, namely: (1) the cultural stream of analysis; and (2) the logic-based stream of analysis, which recognised the important role of history in human affairs. However, he argued that the two streams version of SSM “omits the dividing line between the world of the problem situation and the systems thinking world.”
2.3.2.1 Seven Stages Version of SSM
Ho and Sculli (1994), Platt and Warwick (1995), Checkland and Scholes (1990), Checkland (2000), Baskerville, Pries-Heje and Venable (2009), and  Cassidy and Cassidy (2012),  enumerated the seven stages of the Checkland (1981) methodology shown in Figure 2.1.
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[bookmark: _Toc370594533][bookmark: _Toc506134430]
[bookmark: _Toc57021175]Figure ‎2.1 The Seven Stages of SSM  Source: Checkland and Scholes (1990)
Beckford (2002) claimed that although the description of the seven stages starts at stage 1, any other starting point would produce an equally valid result. According to Beckford (2002), Checkland (2000) and White (2012), although SSM can be carried out by the members of the organisation, it may also be undertaken by a problem solver who is often a consultant hired by the organisation. Various scholars have enumerated the stages involved in the seven stages version of SSM. 
· Stage 1: Situation Considered Problematic
Ramadhan, Sensuse & Arymurthy (2012), pointed out that the first stage consists of problem identification, which Beckford (2002) explained, involves the investigation of the problem situation and the collection of information through observation by evaluating formal data, and through interviews. 
· Stage 2: Problem Situation Expressed
Page (2008), Davis (2009), Staadt (2012), and White (2012) maintained that the second stage involves the expression of the problem situation as a rich picture that would help the researcher gain an understanding of the situation. According to Beckford (2002), this stage involves the creation of a representation of the problem situation as experienced by the participants. Sankaran, Tay and Orr (2009) emphasised that these first two stages enable the researcher to identify a problem situation, find out more about the situation, and then express it. Moreover, Beckford (2002, pp. 290-291) explained that   the first stages, “taken together lead the participants to define a number of themes or systems which they need to examine. These can usefully be thought of as processes within the overall organization studied.”
· Stage 3: Root Definitions of Relevant Systems
Page (2008), Ramadhan,  Sensuse & Arymurthy (2012), Staadt (2012) explained that the third stage involves formulating concise statements about the purpose of the various systems or processes, called ‘root definitions’. The ‘root definition’ presents an ideal view of what the relevant system ‘ought’ to achieve and is refined through the use of six principal elements and six key questions. According to  Davis (2009) and Ramadhan,  Sensuse & Arymurthy (2012), these six principal elements and six key questions are embodied in the CATWOE analysis which is a mnemonic code for: Customers,   who are the immediate beneficiaries or victims of the system; Actors,   who are the  people who  undertake the activities in the system; Transformation, which  is the core of the human activity system; Weltanschauung or worldview, which is what makes sense of the root definition being developed; Ownership, which pertains to the person with the authority to decide on the future of the system; and Environment, which pertains to the wider environment. 
· Stage 4: Deriving Conceptual Models
Ramadhan, Sensuse & Arymurthy (2012) elucidated that the fourth stage involves the construction of conceptual models by using the root definitions to redesign the activities (the transformation process), in order to overcome the limitations of current transformations. Platt and Warwick (1995) emphasised that the conceptual models will help identify the minimum required activities for the organisation and represent the relationships between the activities. Platt and Warwick (1995) further warned that the conceptual models must be derived from the root definitions alone and not be influenced by knowledge of the ‘real world.’  Sankaran, Tay and Orr (2009, p. 183) maintained that “a line separates stages 1 and 2 from stages 3 and 4 to indicate that the researcher has moved from the real world to a systems thinking world.” 
· Stage 5: Comparing Conceptual Models with the Real World
According to Checkland (2000), Page (2008), Staadt (2012) and White (2012), the fifth stage involves the comparison of the conceptual model(s) with the real world. Platt and Warwick (1995) asserted that the conceptual model(s) must be compared with the real world in order to determine and subsequently highlight possible changes in the real world and subsequently facilitate the formulation of recommendations for change. Hence, as Baskerville, Pries-Heje and Venable (2009) pointed out, the fifth stage is represented by a shift back from systems thinking to the real world. 
· Stage 6: Defining Feasible, Desirable Changes
[bookmark: _Hlk32495114]The sixth stage, as pointed out by Page (2008) and Ramadhan, Sensuse & Arymurthy (2012), involves making changes to the model (s) in order to accommodate the interests of the actors. Baskerville, Pries-Heje and Venable (2009) extended this description by elaborating that the sixth stage takes into account whether the identified areas for improvement are acceptable and thus, can be eventually integrated into the organisational culture.
· Stage 7: Taking Action
The seventh stage involves taking action to improve the situation by implementing the model (s) and ultimately fixing the problem (Page, 2008, Ramadhan, Sensuse & Arymurthy, 2012).  According to Platt and Warwick (1995) and Baskerville, Pries-Heje and Venable (2009),  the seventh stage requires the determination of the scope of the action, who is supposed to take action, what kinds of actions must be taken,  in which particular areas must action be taken, and when to take action. 
2.3.2.2 Four Main Activities or Four Stages Version of SSM
Delbridge (2008), Hindle (2011) enumerated the four stages of the SSM framework to be as follows:  
· Stage 1: Finding Out About a Problematical Situation
According to Delbridge (2008), the first stage is an opportunity to display extant processes, viewpoints and issues. Within the context of project management, Hindle (2011) explained that this stage helps determine how strategic or operational a project of interest might become. Delbridge (2008) used interviews with stakeholders to determine their viewpoints. Hindle (2011) emphasised that the plurality of worldviews within the team or organisation becomes apparent during this stage. In order to identify the problematical situation, a ‘rich picture’is usually the primary tool used, but other qualitative or quantitative data might also be included.  Delbridge (2008) maintained that the identified problematical situation serves as the basis for the selection of relevant purposeful activities. 
· Stage 2: Building Purposeful Activity Models (PAM)  
The second stage of this particular version of SSM consists of the creation of purposeful activity models, which, according to Hindle (2011, p.33), involves developing alternative views of the situation, exploring creative future scenarios, and drilling “down into specific organizational processes.” Kotiadis and Robinson (2008) explained that in using a stand-alone SSM, the common practice entails developing several root definitions and then building PAMs within an intervention. Checkland (1989) provided both extensive guidance on how to use the SSM tools such as CATWOE analysis, root definition, performance measures in order to construct relevant PAMs.
· Stage 3: Exploring the Situation
Delbridge (2008) elucidated that the third stage involves the use of the PAMs as a basis for debate that will help identify the following: (1) desirable and culturally- feasible action that is envisaged to improve the situation; and (2) accommodation amongst conflicting viewpoints and interests in order to enable action to be taken.  Hindle (2011, p. 34) pointed out that this stage is largely discursive since it attempts to build “agreement and action plans to take the situation forward”, which can be “achieved by reviewing steps 1 and 2 and encouraging a process of accommodation.”
· Stage 4: Defining Action to Improve the Situation
Delbridge (2008) claimed that the fourth stage involves identifying the action that must be taken or implemented, based on the results obtained from the debate in the preceding stage. Feather & Sturges (2003, p. 586) noted that “introducing change will of course modify or transform the problem situation and so the whole methodological cycle can in principle begin again.” This was supported by  Staadt (2012) who  highlighted that the four main activities of SSM  (or the four stages version of SSM), form a learning cycle which Checkland and Poulter (2010) asserted, could be best undertaken by the people within the identified problem situation and is ideally, a continuous, never-ending process. Figure 2.2 below presents a diagram of the four main activities of SSM.  
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[bookmark: _Toc370594534][bookmark: _Toc506134431][bookmark: _Toc57021176]Figure ‎2.2 Principles Involved in the Four Stages Version of SSM 
Source: Checkland (2000).
2.3.2.3 Comparative Analysis of the Seven and the Four Stages Versions of SSM
Checkland (2000, p.19) argued that the seven stages model of SSM is resilient because it is “easy to understand as a sequence which unfolds logically.” However, he emphasised that this particular version of SSM, despite its popularity with initial teaching purposes, “has a rather mechanistic flavor and can give the false impression that SSM is a prescriptive process which has to be followed systematically, hence its fall from favour.” Furthermore, Checkland and Holwell (1998; cited in Sankaran, Tay and Orr, 2009) claimed that the seven stages version of SSM is regarded as a Mode 1  type of enquiry which is  similar to a consultancy framework wherein an outsider is hired to address the problems of the organisation. According to Turner (2008):
Mode 1 is seen as an 'intervention' into the problem situation, and the underlying intentions are to provide those coming from outside the organisation carrying out the 'enquiry' with further insight into SSM itself and those from within the organisation who own the problem with a good idea of how to go about improving the 'problem situation'. (Turner, 2008, p.39).
On the other hand, Checkland and Holwell (1998; cited in Sankaran, Tay and Orr, 2009), argued that the four stages version of SSM is the more sophisticated version compared to the seven stages version, in terms of its function as a sense-making device.  Moreover, it adopts a Mode 2 type of enquiry, which Turner (2008) elaborated below:
A Mode 2 'enquiry' is a much less formal use of SSM that is often carried out by a 'systems practitioner' from within the organisation, with the objective of improving a 'problem situation' by learning more about the root causes of the problem itself. This 'would-be problem solver' would normally have a deep understanding of the organisation's culture and values. In many instances, the driving force behind the 'enquiry' is the need to bring about a significant organisational change in the face of 'events' taking place in the organisation's operating environment. (Turner, 2008, p.39). 
Sankaran, Tay and Orr (2009) argued that novices are more inclined to use Mode1 type of enquiry, while more experienced users prefer the Mode 2 type of enquiry, despite the challenge associated with the latter. Kreher (1994; cited in Turner, 2008) explained that Mode 1 is associated with using SSM to do a study and Mode 2 as using SSM to do work in the 'real world'.  In the same vein, Baskerville, Pries-Heje and  Venable (2009, p.3)  stressed the difference between the seven  and the four stages versions of SSM by claiming that the former is “more accessible to the novice, with more specific activities in the  stages and less generalized iteration” than the latter. Table 2.2 shows the summary of differences between the seven stages and four stages models of SSM.
[bookmark: _Toc370595741][bookmark: _Toc506134257]2.3.2.4 The SSM and HSM Dichotomy 
As Pollack (2007) has highlighted in his work, the differences between SSM and HSM have crucial implications at the context of both theory and practice. Hence, a review of literature that examines SSM and HSM is considered essential for the present study due to their potential theoretical and practical implications to the present study. Moreover, such review will highlight the specific characteristics of SSM that is applicable for addressing organisational issues, which is the focus of the present study. Furthermore, a review of literature that deals with the dichotomy of SSM and HSM would help determine if SSM should be used exclusively in the present study, or used in combination with HSM and other approaches in order to develop a truly sound methodological framework. 
A significant body of literature traces the heritage of SSM to systems engineering. However, contemporary SSM is more closely associated with Checkland’s (1981, 1989) concept of SSM which aims to guide organisational intervention or change (Ho & Sculli, 1994).  Checkland (2010) and Staadt (2012) separation of contemporary SSM from systems engineering was brought about by the discovery by Checkland and his colleagues that the systems engineering approach could not be applied to complex management solutions. Ho and Sculli (1994) argued that the type of systems methodology that was closely associated with systems engineering is based on the “paradigm of goal-seeking, optimizing, and predict and control”; and has a preponderance for treating human factors in a mechanical manner.
Feather & Sturges (2003, p. 584) buttressed the aforementioned views and asserted that  SSM was introduced as a result of  “the failure of the systems engineering (SE) approach to cope with the subtleties of human situations of the kind with which managers, of all kinds and at all levels, have to cope.” Feather & Sturges (2003), Checkland (2000), Checkland and Poulter (2006, 2010) Hindle (2011) and Staadt (2012) argued that  SSM, as opposed to HSM,  regards any perceived problem in the world to be  always subjective. Feather & Sturges (2003), and Checkland and Poulter (2006, 2010) argued that in this context, SSM does not focus on the problem or the system that needs to be fixed, but rather on the following aspects: (1) on the worldviews, which compels people to view some facets of their situations as problematical; and (2) on a process that facilitates the undertaking of coherent purposeful action. 
Various scholars classified this as ‘hard systems’ methodology,  which, according to Checkland and Poulter (2006) and Checkland (2010), relied too heavily on the availability of a specific objective and a clear problem definition, resulting in its inherently- limited capacity to address the more less- structured  problems in human organisations. Ho and Sculli (1994) claimed that HSM presupposes that the world is mechanistic, in that it involves systems that can be modeled or engineered; and that reality is in itself, objective, regardless of who is looking into the situation.   Ho and  Sculli (1994) explained that in ill-structured organisational problems, the task of selecting an objective is largely dictated or influenced by powerful interests and thus, cannot be facilitated by a mechanized method.. Ramadhan, Sensuse and Arymurthy (2012) asserted that HSM is suitable for positivistic research

	Criteria
	 Seven Stages Version of SSM 
	Authors 
	 Four Stages Version of SSM 
	Authors 

	Ease of  understanding
	“Easy to understand as a sequence which unfolds logically.”
	Checkland  (2000, p.19)
	More sophisticated version compared to the seven stages version, in terms of its function as a sense-making device.
	Checkland and Holwell  (1998 cited in Sankaran, Tay and Orr, 2009)

	Salient Features / Characteristics
	“Has a rather mechanistic flavor and can give the false impression that SSM is a prescriptive process which has to be followed systematically, hence its fall from favour.” 
	Checkland (2000, p. 19)
	Has fewer activities but with more generalized iteration.
	Baskerville, Pries-Heje & Venable  (2009)

	

Mode of Enquiry
	Mode 1 Similar to a consultancy framework, seen as an intervention, more formal.
Uses  SSM to do a study
	Kreher (1994; cited in Turner, 2008)
Checkland and Holwell  (1998 cited in Sankaran, Tay and Orr, 2009); and 
Turner (2008) 
	Mode 2
Less formal use of SSM; 
Carried out by systems practitioners; or by people from within the organization. 
Uses SSM to do work in the 'real world'.
	Turner (2008);

Sankaran, Tay &  Orr (2009) 

Baskerville, Pries-Heje and  Venable (2009

	Expertise of  Users / Researchers
	


Novice 
	Turner (2008);
Tay & Orr (2009); 
Baskerville, Pries-Heje and  Venable (2009)
	More experienced / knowledgeable with SSM 
	Baskerville, Pries-Heje and  Venable (2009)

Sankaran, Tay &  Orr (2009)


[bookmark: _Toc57096171]Table ‎2.3 Summary of Differences between the Seven and Four Stages Versions/ Models of SSM Source: Created by the Author. 
Pollack (2007, p.267), with reference to the research philosophy associated with the soft and hard paradigms, asserted that HSM is more closely associated with “a positivist epistemology, deductive reasoning and quantitative or reductionist techniques, attributes which are often associated with rigour and objectivity”; while SSM is more closely associated with “an interpretive epistemology, inductive reasoning, and exploratory, qualitative techniques, which emphasise contextual relevance rather than objectivity.” In addition, Pollack (2007, p.267) explicated that HSM has the following features, namely:   (1) an efficient, expert-led delivery; (2) control against predetermined goals; and (3) an interest in the underlying structure. On the other hand, SSM has the following characteristics, namely: (1) an emphasis on learning and participation, (2) facilitated exploration of projects; and (3) an interest in the underlying social process. Hindle (2011, p. 32) further elucidated that while SSM still uses systems models and applies the concept of a “purposeful activity system,”  contemporary SSM approach is now more aligned towards  addressing complex situations “through the experiential learning of a group of participants, rather than the design of a man-machine system.”  
The SSM – HSM dichotomy was also highlighted by Johnson (2008) who asserted that it is impossible to move from hard to soft systems thinking which, according to Staadt (2012), countered the positivist paradigm in project management as highlighted in the works of Bredillet (2004) and Pollack (2007). According to Johnson (2008, p. 798), HSM assumes that “people are passive observers of the system, […] it reflects a philosophy of ontology (i.e. that what exists can be represented)” it furthers the goal of making the system effective and is anchored on a set of well-defined specifications. On the other hand, SSM, as Johnson (2008, p. 798) argued, “assumes that people actively construct and interpret elements of the system […], it reflects a philosophy of epistemology (i.e. how people know and understand”, it aims to improve the system and is anchored on vague specifications which makes it suitable for addressing ill-defined or ill-structured problems.  Ramadhan, Sensuse and Arymurthy (2012) supported these views and emphasised that SSM is suitable for interpretive research. 
However, Mingers (2004) and Staadt (2012) argued that SSM and HSM can work together, and that an equal appreciation of both approaches will lead to a more critical systems thinking approach. In the same vein, Davis (2009) asserted that within the broad field of systems thinking, a continuum with the HSM at one end and the SSM at the other, exists.  Checkland and Holwell (1998, p.23) further argued that any piece of research consists of “a particular set of linked ideas” which are subsequently employed in the methodology to examine a particular area of interest. Similarly, Jackson (2010) pointed out that once the key organisational problems have been identified, a choice of suitable methodologies must be made in order to address the problematic situation. Staadt (2012, p.56) emphasised that such research process facilitates deeper understanding of the “framework of ideas, the methodology and the area of interest.” 
Hence, the stream of literature discussed above, specifically those contributions that highlighted and rationalised the need for the use of several methodologies – that is, SSM used in combination with other research approaches, only accentuate the fact that the dichotomy between SSM and HSM is a false one. Moreover, this particular stream of literature supports the view that a mixed-methods approach provides more rigour and validity to the research findings, compared to a single methodological approach As Yin (2009, 63) explained, mixed methods research enables investigators to deal with more complex research questions and facilitates the collection of “a richer and stronger array of evidence than can be accomplished by any single method alone.” Riccucci, (2010) asserted that triangulation, or mixed methods, is particularly valuable in applied fields because it offers flexibility in finding solutions to practical, real-world problems. For instance, Greene (2007, 65), pointed out that mixed methods are crucial for applied fields because the “work takes place in consequential sites of life and work.” Similarly, Tashakkori and Teddlie (2003, p. 679) asserted that mixed methods are well suited in research studies “where practical decisions stress the utility of multiple data sources for decision-making purposes”, since applied fields “often require multiple methods to understand complex social phenomena.” Moreover, Greene (2007) argued that mixed methods serve as a link between the demands for qualitative and quantitative approaches and are very applicable to social inquiry. 
Table 2.3 presents a matrix of the results of the comparative analysis of the views of various researchers / authors regarding the dichotomy between SSM and HSM. 
[bookmark: _Toc57021043]2.3.3 Utility of SSM in Organisational Contexts 
The existing situation within the GCC had to be understood since it may constitute a hindrance to necessary improvements. A key consideration in the diagnosis or examination of the current situation of the GCC is the use of an appropriate methodological framework. Thus, a review of extant literature that delves on the suitability of SSM in organisational contexts is required. The applicability of SSM in diagnosing organisational problems has been heralded by various researchers. For instance, Ho and Sculli (1994), Somerville and Howard (2008); Staadt (2012); and White (2012) claimed that SSM has been widely used in examining a wide variety of organisational issues that include organisational design, information system studies and performance evaluation.
	Dichotomy  in SSM and HSM
	Authors
	Authors’ Views

	    True
	    Ho & Sculli (1994)
	SSM guides organisational intervention or change.  HSM is based on the “paradigm of goal-seeking, optimizing, and predict and control”; and treats human factors in a mechanical manner.

	True
	Checkland (2000), Checkland and Poulter (2006, 2010) Hindle (2011) Staadt (2012)
	SSM regards any perceived problem in the world to be always subjective.
HSM could not be applied to complex management solutions.

	True
	Feather & Sturges (2003), and Checkland and Poulter (2006)
	HSM focuses on the problem or the system that needs to be fixed objectively.SSM focuses on worldviews and on the  process that facilitates the  undertaking of coherent purposeful action

	True
	Hindle (2011)
	SSM is more aligned towards addressing complex situations through the experiential learning. HSM is more of a purposeful activity system.

	True
	Bredillet (2004 Pollack (2007),  Ramadhanet al (2012)
	SSM is well-suited for interpretive research.
HSM is well-suited for positivist research.

	False
	Mingers (2004),  Jackson (2010) and Staadt (2012)
	SSM and HSM can work together, and that an equal appreciation of both approaches will lead to a more critical systems thinking approach.

	True 
	Pollack (2007, p. 267)
	HSM is aligned with: “a positivist epistemology, deductive reasoning and quantitative or reductionist techniques, attributes which are often associated with rigour and objectivity”
HSM has the following features: 
(1) An efficient, expert-led delivery; (2) control against predetermined goals; and (3) an interest in the underlying structure.
SSM is aligned with: “an interpretive epistemology, inductive reasoning, and exploratory, qualitative techniques, which emphasise contextual relevance rather than objectivity.” 
SSM has the following features: (1) an emphasis on learning and participation, (2) facilitated exploration of projects; and (3) an interest in the underlying social process.

	
True
	
Johnson (2008)
	It is impossible to move from hard to soft systems thinking.
SSM presupposes that people are active participants in the construction and interpretation of the elements of the system. It is based on epistemology.HSM assumes that people are passive observers of the system. It is based on ontology. 

	False
	Davis (2009)
	A continuum between HSM and SSSM exists. 


[bookmark: _Toc370593467][bookmark: _Toc506134377][bookmark: _Toc57096172]Table ‎2.4 Results of the Comparative Analysis of Authors’ Views Regarding the Dichotomy of SSM and HSM.
According to Checkland (1989, 2010)  SSM is can deal with a diverse  range of  legitimate perceptions of the same problem where  the incompleteness of each perception of reality can be challenged by alternative viewpoints through debate and  discussion amongst concerned parties which will result in a more in-depth understanding of the problem. 

Checkland (2000) maintained that the imperative of utilising SSM in organisational contexts can be attributed to the capability of SSM to provide the potential to mediate or intervene in real-world situations with the use of primary task systems and to examine mental processes with the use of issue-based systems. In addition, Staadt (2012) claimed that SSM can be regarded as embodying the basis for investigations into the human level,   which requires constant improvement and learning in a dynamically- changing environment. Stowell (2009, p. 893) asserted that SSM and “its application over the past 30 years or so (Checkland, 1999), has provided many valuable insights into the practical nature of subjective research and what this means for participation.” 
Staadt (2012) claimed that the research methods commonly adopted for SSM includes both case study research and  action research.  With reference to case studies, Yin (2003) explained that evidence for case studies can be generated from six different sources. Langley and Royer (2006) underscored the importance of personal research stories and reflexivity which supervenes a growing trend in organisational research. Staadt (2012) argued that the transformation towards an epistemology based on constructivism was a result of further observation which clearly showed that organisational problems perceived at the beginning are better considered as what Checkland (2000) described to be part and parcel of a problem situation which cannot be addressed or resolved with the introduction of a new tool since the root of the problem situation lies much deeper. This was later buttressed by Jackson (2010) who explained that problems which appeared to be significant at the beginning may be superseded with new ones during the course of the investigation. In this case, Staadt (2012) pointed out that SSM is a dominant methodology that is well suited to messy social situations that commonly shape complex organisations. Indeed, Checkland and Poulter (2010, p. 191) argued that “SSM is an approach that is useful for tackling problematical, messy situations of all kinds.”
With reference to action research, Greenwood and Levin (2007, p.101) maintained that action research is not merely a method, but more of a manner  of working cooperatively in order to carry out social research processes “to enhance liberating social change processes.” In a prior study, Checkland and Holwell (1998) explained that the cycle of action commences when the researcher adopting SSM has laid down the framework of ideas to be explored in the research undertaking.  Sankaran, Tay and Orr (2009, p. 186) explained that SSM and action research (AR) are closely related since “SSM itself was developed through an interpretative AR project looking into situations existing in the real world.” According to Checkland and Holwell (1998, pp. 22-23), the important elements of AR “are a collaborative process between researchers and people in the situation; a process of critical inquiry”; which “focus on social practice and a deliberate process of reflective learning”. However, they also argued that conventional AR lacks a desired “in-advance intellectual framework of ideas” which negatively affects the rigour of AR. 
The use of SSM in project management has also been highlighted. According to Pollack (2007), a significant body of research has indicated  that success factors focus on human relationships because a myriad of developmental problems are anchored at the cultural level. Many projects lack effective communication with relevant stakeholders who are not members of the project team and thus focus on technology instead of on human relations.  This focus on a technical solution to a management problem is a major factor influencing the failure of projects. Hence, within the context of project management, SSM is considered a suitable tool for meeting the current demand for a deeper understanding of the social processes involved any given project. 
[bookmark: _Toc370595743][bookmark: _Toc506134259][bookmark: _Toc57021044]2.3.4 Weaknesses of the SSM
Jackson (2010) asserted that all systems approaches including SSM have various strengths and weaknesses.  In his earlier contribution, He also claimed that SSM has been criticised because of its difficulty to obtain compromise especially when decisions are made by powerful people who are strongly influenced by their own vested interests. Moreover, Stowell (2009) claimed that problems arise when the researcher becomes an active part of the situation. He also pointed out that the SSM researcher has to face criticisms related to the “omnipotence of the scientific paradigm within western society.” As such, the SSM researcher has to deal with various issues such as expectations, his specific role, the effects of “a subjective interpretation of results, the influence of the methods used and the rigour in which research was carried out” (Stowell, 2009, p. 883). Hindle (2011) supported these views and elaborated that criticisms against SSM are narrowly focused on the limitations of the interpretive philosophy that support the methodology. As Jackson (2000) emphasised:
What the critics of SSM are essentially arguing is that just as hard systems thinking has a limited domain of effective and legitimate application, so too does SSM. If it is impossible to achieve genuine consensus through open and free participation, if there is fundamental conflict, if Weltanschauungen refuse to shift, if power determines the outcome of debate, then SSM cannot be properly employed in these situations (Jackson 2000, p. 269).
However, although subjectivity can be considered a weak philosophy, it nevertheless, has very strong implications. In addition, Stowell (2009) argued that the SSM researcher can effectively address such criticisms by: (1) making explicit, the notion of worldview or Weltanschauung; (2) selecting the most appropriate methodological approach; (3) applying the chosen methodological approach “in a logically-coherent manner without compromising the subjectivity upon which it is based” (p. 885); (4) evaluating the research process; (5) identifying the research boundaries; and (5) addressing the issues of participation and power.  
Furthermore, Hindle (2011, p.32) underscored the pragmatic assumptions that underpin the use of SSM in organisational contexts by enumerating the following arguments for its use:  (1) that managers are often faced by unique, complex, and dynamic social and political situations which involve “interacting perceptions of reality”; (2) that managers, in reality, do not typically encounter well-defined problems or implement clearly defined decisions. The complex situations that managers face have been previously described by Checkland and Poulter (2006), thus: 
We all live in the midst of a complex interacting flux of changing events and ideas which unrolls through time. We call it “everyday life,” both personal and professional […]. The complexity of problematical situations in real life stems from the fact that not only are they never static, they also contain multiple interacting perceptions of “reality.” (Checkland and Poulter 2006).
Hindle (2011) professed that a manager’s role is unlike that of a systems’ engineer tasked of meeting the operational challenge of attaining a goal or building some detailed system, but rather, one that is influenced by cultural, political and strategic factors. As documented in prior literature, managers bear the responsibility of leading the future (Ackoff, 1981) and promoting participation which makes use of first- hand or tacit knowledge within the organisation (Eden & Ackerman 1998;  Rosenhead & Mingers, 2001). Hindle (2011) argued that it is in this context that the use of SSM as an experiential learning process becomes imperative. 
[bookmark: _Toc370595744][bookmark: _Toc506134260][bookmark: _Toc57021045]2.3.5 Studies that Used SSM as Methodological Approach 
The importance of including recent research contributions that delved on the use of SSM in the review of literature cannot be undermined. Such necessity is attributable to the fact that these research studies provide important insights regarding the utility of extant research designs in approaching the research questions, and in achieving the main aim and objectives of the present study. Several research studies conducted recently, highlighted the utility of SSM in diagnosing the issues affecting an organisation. These studies either used SSM as a stand-alone methodology, or used SSM as the guiding methodology, in combination with other approaches such as cybernetics, focus groups,   action research and case study, in order to address the existing organisational problems and subsequently improve the situation. 
2.3.5.1 SSM as the Sole Methodological Approach
SSM has also been used to create a network which provides coordination and increased strength amongst the agents of sustainable development in Finland to gain understanding the fuzzy, wicked problems related to consumption. SSM, in this particular research study, was used as an inclusive and experimental method that served as a suitable base for design mechanism “through supporting participation of different stakeholders and inclusion of subjective dimensions such as beliefs, viewpoints and values with fresh insights” (Alaca, 2011, p.3). Findings of the study indicate that SSM was useful in the creation of a generic network model which combined the stakeholders in its design and encouraged a paradigm shift towards a more sustainable global development perspective. With the use of SSM as the sole methodological approach, He was able to identify the relevant stakeholders for the networking design,  who were mainly academic institutions of design, business and engineering disciplines, serving  as the leading actors tasked with the  monitoring  and coordination of the network. However, a key limitation of this particular research study is its prescriptive nature. He acted as a consultant for the networking team and merely recommended courses of action that must be taken in order to enhance coordination amongst the members. This type of enquiry ran counter to the ‘experiential learning’ component of SSM.  Thus, to a limited extent, such contribution is deemed useful for the present study because it showed the manner by which SSM can be used to identify the relevant stakeholders of the networking team, who came from various disciplines and therefore, have diverse interests and perspectives. This diversity in interests and viewpoints resulted in the establishment of a rather complex team. Similarly, due to the complex nature of the organisational structure of the GCC, the use of SSM by Alaca (2011) can serve as a sound methodological basis for the present study since it will serve as a framework by which GCC’s relevant stakeholders or actors can be accurately identified. As Nonneman (2005, p. 147) argued, the GCC is a complex system, since it is based on a “loose arrangement of sovereign/independent states cooperating within an organization for a common purpose.”
2.3.5.2 SSM with Cybernetics
Poage, Donohoe and Lee (2011, p.3) used a combination of SSM and cybernetics in order to examine the issues related to the use of technology and human performance of US’ Next Generation Air Transportation System’s  (NextGen) “en-route controller workstation in the mid-term timeframe (i.e. around 2018).” With the use of the seven stages version of SSM, the manner by which technology and human performance could work synergistically, was clearly understood. The SSM process helped lay down the benefit-creating mechanism under NextGen which included information about the benefits of the new capability and how the benefits can be fully harnessed or obtained. The use of SSM and cybernetics helped assure that technology and human performance are fully integrated by addressing the requirements for each at the same time; and technology and human performance synergistically work together in order to generate the desired benefits. In particular, SSM helped identify the desired benefits of automated conflict resolution advisories and what is needed to generate such benefits. However, a key limitation of this contribution is that similar to the work undertaken by Alaca (2011); it was highly prescriptive in nature and lacked the ‘experiential learning ‘component of SSM. Moreover, the evaluation stage of SSM was omitted, as no evaluation process was undertaken to examine the effectiveness of the new automation model.  Although this research study delved on the issue of automation and is more inclined towards systems engineering, it nevertheless provided a discussion of how SSM can help examine the issues of human performance with reference to the use of technology. Hence, this research contribution, albeit in a rather limited extent, can help inform the methodological framework of the present study since it explored the principles of SSM and cybernetics, which are the same approaches that will be explored in the present study. 
2.3.5.3 SSM with Case Study 
Delbridge (2008) provided a selective but detailed description of the use of the four stages model of SSM in a case study of a UK Law firm regarding its adoption of a library science information service (LIS). he included the conduct of interviews with 42 legal and information practitioners within the SSM framework. He concluded that SSM, in combination with a case study approach, can be effectively used to structure learning in various situations. This contribution is relevant to the present study because it presented a summary of each methodological process within the four stages SSM model and included illustrations of the outcomes of each process. Moreover, it provided conclusions which highlighted the practical application of the SSM framework in a broader study context. Hence, the present study can gain valuable methodological insight hiswork - in particular, from the detailed illustrations of the SSM process as well as from the outcomes related to the emergent themes in the investigation. The limitation of the study is that it was conducted to evaluate how the UK law firm could have implemented the LIS in a more effective manner with the use of SSM, since the activities that could be supported by the LIS were clearly identified using the SSM approach. Hence, study findings are not generalisable beyond the case presented. 
2.3.5.4 SSM with Cybernetics and Case Study
“The philosophy behind SSM in (a) the construction of models of purposeful human activity, (b) the use of differing perspectives ("Weltanschauungen") to inform model building and (c) the comparison of models with the real world to facilitate learning, offer a generic methodology which covers most if not all systems applications. It offers the basis for the coherent expression of systems ideas seen as necessary by Checkland (1991)” 
As Checkland points out in a review of one of Beer's books, VSM is a model and SSM can "cheerfully accommodate the VSM model". (Checkland 1986). It can be used to inform model building in SSM. Thus SSM can be used to interpret the VSM and to explore its considerable complexity. The VSM used with SSM provides a model which addresses organisation structure; as it has the potential of offering "operational usability with a clear theoretical base" and stands alone in doing so. The VSM is grounded in rational system thinking and is "machine-like" (Checkland 1980) and "instrumental" (Checkland 1985), which gives it its power as a model. Organisations must deliver; they must be goal-seeking, but must be many other things as well. However use of SSM to interpret and explore the VSM removes the need for very detailed analysis which often characterises the VSM and helps understand the variety of human responses so much needed in real organisational practice
Similarly, White (2012) investigated the application of cybernetics to problem definition of a project. It was found that the addition of cybernetic principles to problem definition methods can make the latter more powerful. White demonstrated this view by enhancing SSM with cybernetic principles and applying the resulting methods to a case study of the London Ambulance Service (LAS) which was considered to be the world’s largest ambulance service in 1991. White (2012) applied SSM to the development of the LAS system and subsequently formulated two root definitions which were used in describing the system from different perspectives and were anchored in the goals set by the LAS. These were “to create a command and control system that enables appropriate resources to be dispatched and to arrive” within the set time limits; and to reduce the need for human intervention by the system in handling the majority of resource allocations, with human operators rehired for only the most complex situations.”  White (2012) used CATWOE analysis in order to define the problem and used cybernetic principles in order to model all possible behaviours for the LAS, the requisite variety and control, feedback mechanisms and mechanisms to prevent delays.  White (2012) concluded that with the use of SSM in addition to the application of cybernetic principles, a clearer understanding of the LAS system dynamics and LAS system development problems was achieved. This particular contribution is useful for the present study because it extensively discussed the various steps that were taken in order to determine all possible behaviours , variety required for regulation, feedback, and delay necessary to save the LAS from “the chaos that occurred” when it first operated (White, 2012). Hence, this research study could inform the conceptual framework of present study. This is because SSM was in this case, used as deductive conceptual framework in defining LAS development. Moreover, the LAS, like the GCC, is a public-sector organisation. Thus, to some extent, there could be similarities in their organisational characteristics. However, a major limitation of this study is that it took a ‘reactive’ standpoint by only exploring the LAS system dynamics and its system development problems and failed to include investigations into how to transform it into a more efficient organisation. In this case, it lacked the ‘action’ component of the SSM framework. 
2.3.5.5 SSM with Focus Group Discussions 
Ramadhan, Sensuse and Arymurthy (2012), proposed a methodology for a development of a generic e-government system that is based on SSM and focus group discussions (FGD). The proposed methodology aimed to accommodate the various social interactions that strongly influence the success of e-government systems. In their work, they provided a detailed discussion of the properties or characteristics of SSM that make it suitable for diagnosing problematical social interactions and a justification on  the suitability of using  FGD in the second (problem situation expressed)  and sixth (change) stages of the seven stages version of SSM. Moreover, they provided an in-depth discussion of systems thinking, the difference between SSM and HSM, and the evolution of SSM. A major drawback of this particular study is that it was very descriptive and lacked critical analysis. However, the present study could benefit from the detailed discussion of SSM and subsequently derive methodological insight from it. 
2.3.5.6 SSM with Action Research  
Soft systems methodology (SSM) is well established as a vehicle for action research, particularly in programmes initiated at Lancaster University. It is now sufficiently well known, in academic circles at least, to be considered as a candidate methodology for a wide range of social science research projects. (Rose 1997)
Baskerville et al (2009) proposed and evaluated a soft systems approach to design science research by combining: (1) the commonly- used research approach to design science that is based on the ‘design, build-artifact and evaluation process’; and (2) an iterative SSM. They adapted SSM into a soft design science methodology by expressing the activities involved in the seven stages model of SSM in the language of parallel  soft design science activities. In order to analyse how the research process might have been improved with the use of the methodological approach, They evaluated the research process of   a project that examined the diffusion and adoption of information technology (IT) at Danske Bank, in terms of the proposed methodological framework, using an action research approach. Findings indicate that the combination of SSM and action research showed potential success as a methodology in future studies relevant to design science research. This research study is relevant to the present study because it showed how SSM can be used as a guiding methodology in combination with action research to improve the research design of a project.  However, this study had two key limitations.  It analysed a hypothetical application of SSM and the combination of SSM with action research resulted in increased complexity which had to be addressed by the researchers. 
2.3.5.7 SSM with Case Study and Action Research 
In order to demonstrate the utility of systems thinking in redesigning a public housing provider with a problematic situation, Staadt (2012) used SSM as the guiding methodology in combination with case study and action research approaches in attempting to describe the effects  of negative internal socio-political arrangements on the further development of a public housing organisation in France. Hestressed that the use of such pluralistic approach helped in fully addressing the different phases of research involved “within a power-laden environment.” In particular, Staadt (2012) used SSM’s four activities as the main basis of the research process. These four activities consisted of the following:
· the starting activity which involved identifying a problem situation which takes into account both cultural and political considerations;
· modeling of purposeful activities relevant to the previously identified problem situation; 
· creation of a structured debate that revolves around the idea of feasible and desirable change; and 
· improvement of the situation. 
[bookmark: _Toc370593468][bookmark: _Toc506134378]He asserted that the structured debate afforded accommodations between conflicting interests, thereby enabling action to be taken to address the problematic situation.   He concluded that within the context of the project -oriented public organisation, the SSM approach was a valuable tool in examining the problematic situation. The usefulness of the SSM approach was demonstrated by the feasibility and desirability of the learning cycle, despite the risks posed by organisational politics. However, although the intervention failed to bring about major changes within the organisation, it nevertheless “revealed a multitude of insights and a valuable methodological approach” (Staadt, 2012, p. 62). This work is highly relevant to the present study because like the public housing organisation in France which is the setting of the said study, the GCC is shaped and driven by activities that are influenced by social and political factors as well. Al-Rasheed (2004, p.4)  emphasised that “the newly created GCC states have had many border disputes among themselves since its creation, reflecting not only the arbitrary nature of territorial claims but also the fuzziness of social and cultural boundaries between them.” Moreover, with reference to the use of SSM as the main methodological approach to be employed, Staadt (2012) argued that the choice was largely based on his tenure as an employee of the said public housing organisation. Thus, the methodology employed followed a participant-observation approach and is further boosted by the experience gained within the organisation. In the same vein, this researcher is currently working with the GCC and the potential of readily obtaining profound insight into organisational issues and influencing factors in the external environment of the GCC is considered to be high.  Table 2.4 below presents the summary of findings of research studies that used SSM as a methodological approach, including their relevance to the present study. 

	How SSM was Used in the Study
	Author (s) /  Researcher (s)
	Study Findings
	Limitations of the Study
	Relevance to the Present Study

	Used SSM as a stand-alone methodology
	Alaca (2011)
	SSM helped identify the relevant stakeholders for the networking design for sustainability. 
	
Had prescriptive nature; lacked critical analysis 
	Shows how SSM can be used to increase coordination amongst a diverse group of team members. Organisational complexity is also a characteristic of the GCC. 

	Adapted SSM  into a soft design science methodology with action research
	Baskerville, Pries-Heje and Venable (2009)
	The combination of SSM and action research indicated potential success as a methodology in future studies relevant.
	It used a hypothetical application of SSM; and a combination of SSM with action research resulted in increasedcomplexity which had to be addressed by the researchers. 
	It is relevant to the present study because  it showed how SSM can be used: (1) as a guiding methodology;   and (2) in combination with action research to improve the research design of a project.  Hence, it can be used to inform the conceptual and methodological framework of the present study. 

	Combined SSM with cybernetics
	Poage, Donohoe and Lee (2011)
	SSM with cybernetics helped identify the desired benefits of automated conflict resolution advisories and what is needed to generate such benefits
	Highly prescriptive in nature and lacked the ‘experiential learning’ component of SSM
	Limited relevance to the present study.However, it provides sound methodological insight through a detailed discussion of the principles of SSM and cybernetics.

	Combined SSM with case study 
	Delbridge (2008)
	SSM, in combination with a case study approach, can be effectively used to structure learning in various situations.
	Study findings are not generalisable beyond the case presented
	It is highly relevant to the present study because it provided detailed illustrations of the SSM process as well as outcomes related to the emergent themes in the investigation.

	Combined SSM with cybernetics and case study
	White (2012)
	SSM enabled a clearer understanding of the London Ambulance System (LAS) system dynamics and LAS system development problems.
	It lacked the ‘action’ component of the SSM framework by only exploring the LAS system dynamics and its system development problems. 
	It is relevant to the present study because it could inform the conceptual framework of present study.
Since the LAS and the GCC are both complex, public-sector organisations, they experience similar organisational problems. 

	Combined SSM with focus group discussions
	Ramadhan, Sensuse and Arymurthy (2012)
	SSM with focus group discussions helped accommodate the various social interactions that strongly influence the success of e-government systems
	It was very descriptive and lacked critical analysis.
	It is relevant to the present study because it offered a detailed discussion of SSM and focus group discussions.
It can provide methodological insight to the present study.

	Combined SSM with cybernetics and action research
	Staadt (2012)
	SSM combined with cybernetics and action research helped in fully addressing different phases involved within an organisation involving socio- political factors
	The intervention failed to bring about major changes within the organisation.
	 It is highly relevant to the present study because like the public housing organisation in France which is the setting of the said study, the GCC is shaped and driven by activities that are influenced by social and political factors


[bookmark: _Toc57096173]Table ‎2.5 Summary of Findings of Recent Research Studies that Focused on the Use of SSM as a Methodological Approach
[bookmark: _Toc57021046]2.3.6 Critical Review of SSM Literature
The literature review highlights the lack of a single, universal definition of SSM due to its relevance to various disciplines. In particular, SSM is often described in terms of its functional definitions. For some authors, SSM is viewed in a more general context which emphasises its utility in the improvement of a problematical social situation (Bulow 1989, cited in Turner, 2008; Platt & Warwick, 1995; Tsoi, 2004; Checkland & Poulter, 2006; Maqsood, Finegan & Walker, 2006). Other researchers regard SSM as an analytical tool that is used in evaluating and subsequently improving an existing system (Kayrooz & Trevitt, 2005; Checkland & Poulter, 2006), in project management (Jackson, 2006; Steinfort, 2010). SSM is also considered by some researchers as an experiential learning activity (Bergvall-Kareborn, 2002; Tsoi, 2004; Somerville & Howard, 2008; Stowell, 2009; Hindle, 2011). Furthermore, some authors highlighted its utility in addressing organisational issues (Somerville & Howard, 2008; Jacobs, 2004, p. 147, cited in Staadt, 2012; Staadt, 2012). Thus, overall, in trying to conjure an overall, consolidated definition of SSM based on the results of this literature review, perhaps it would be an excellent attempt at conjecture if one would define it in terms of its various functional definitions- that is, SSM can best be viewed in terms of its functions. Results of the review suggest that researchers considered SSM as an analytical tool used to analyse and subsequently improve problematical social or organisational situations, wherein the researcher becomes actively involved in the experiential learning process. 
The review also highlights the differences between the two more commonly-used versions of SSM, namely: the older seven stages version and the newer four main activities or four stages version. The seven stages version of SSM comprise of more activities and are thus easier to understand. For this reason, they are preferred by novices. The four stages version, is considered more sophisticated as a sense-making tool. Moreover, it is preferred by more experienced practitioners and people from within the organisation. These findings help inform the choice of the specific SSM model applicable for the present study. In particular, the seven stages version appears to be the more appropriate version for the present study since the researcher has just recently joined the GCC and thus, cannot assume a solid ‘insider’ stance due to the relatively short tenure in the organisation. The simplicity of the seven stages version as a sense-making device is deemed applicable to the present study because it can sufficiently provide an idea of how to go about improving the 'problem situation' in the GCC. Moreover, the level of analysis required for the present study need not go beyond the evaluation the effectiveness and applicability of the models in generating a more viable organisational structure for the GCC. In contrast, the four stages version is aimed at producing a significant organisational change by implementing the models.
With reference to the dichotomy between SSM and HSM,   results of the review clearly show the current academic debate surrounding the mutual exclusiveness the two approaches. Some scholars have argued that the two approaches are mutually exclusive based on the research philosophy underpinning each approach. That is, SSM being anchored on interpretive epistemology, inductive reasoning, and exploratory, qualitative techniques on the one hand; and HSM, being anchored on positivist epistemology, deductive reasoning and quantitative or reductionist techniques on the other (Bredillet, 2004; Pollack, 2007; and Ramadan, Sensuse & Arymurthy, 2012). In addition, various researchers have asserted that the dichotomy could be due to: the objectivity / subjectivity of the research process associated with each paradigm (Feather & Sturges , 2003;  Checkland & Poulter, 2006, 2010);  or the role of the researcher, either passive observer or an active participant (Johnson, 2008; and  Hindle, 2011); or the fundamental nature of each paradigm (Ho & Sculli, 1994; Feather & Sturges , 2003;  Checkland & Poulter, 2006, 2010; Hindle, 2011;  and Staadt , 2012). However, other scholars have argued that the dichotomy between SSM and HSM is false, owing to the observation that both paradigms can work together (Mingers, 2004; Jackson, 2010; and Staadt, 2012) and that a continuum between the two paradigms exists (Davis, 2009). Overall, a critical evaluation of the arguments in the light of empirical evidence and theoretical ground would result in a definitive conclusion that the dichotomy between SSM and HSM is indeed false. For instance,  research evidence suggests that SSM in combination with cybernetics, is a sound methodological approach that can be used in examining the integration of human performance and technology (Poage)  and  in defining organisational problems (White , 2012). Furthermore, as emphasised by several scholars, the use of a mixed- methods approach is applicable to studies that need to address complex research questions (Yin, 2009) and is suitable in applied fields (Teddlie, 2003; Greene, 2007; Riccucci, 2010) especially this that are engaged in social inquiry (Greene, 2007). These findings suggest the attractiveness of using a combination of SSM and other approaches such as cybernetics and case study, to serve as the methodological framework of the present study. 
Results of the literature review indicate the strong agreement of scholars regarding the utility of SSM in organisational contexts. The usefulness of SSM in addressing organisational issues were attributed to many factors:
· its alignment with certain features of managerial problems (Checkland, 1989, 2010);
·  its capability to provide the potential to mediate in real-world situations (Checkland, 2000); and
· its applicability to investigations into the human level (Staadt, 2012). 
Thus, it has been used in both case study research (Jackson, 2010; Staadt, 2012); (2) action research (Checkland & Holwell, 1998; Greenwood & Levin, 2007; Sankaran, Tay and Orr, 2009); and project management research (Pollack, 2007). These findings indicate the suitability of using SSM in diagnosing organisational issues and improving organisational performance. Hence, these findings buttress the justification for the choice of SSM as a methodological approach for achieving a clear understanding of the identity and purpose of the GCC, which is one of the objectives of the present study. 
With reference to the criticisms against SSM, results of the review indicate that such criticisms heavily focus on: 
· the subjective nature of SSM (Stowell, 2009; Hindle, 2012); 
· the influence of socio-political factors on the results (Jackson, 2009); and
· the difficulty of achieving consensus and compromise (Jackson, 2009). 
However, these weaknesses can be effectively addressed by employing research techniques that would add rigour to the analysis such as: the explicit use of the Weltanschauung notion, the careful selection of the most appropriate methodological approach and undertaking an evaluation of the research process (Stowell, 2009). Moreover, results of the review highlight the pragmatic assumptions underpinning the use of SSM, despite its subjectivity. These findings suggest that although SSM is largely based on an interpretive research philosophy, it nevertheless has various practical implications, especially within the context of organisational management. Hence, these findings again, indicate the applicability of SSM as a methodological framework for the present study. Moreover, these findings can provide valuable guidance as to the manner by which the issue of rigour, validity and subjectivity can be addressed in the present study. 
Results of the literature review document the effectiveness of using SSM as a methodological approach in various studies. Moreover, the effective use of SSM in combination with other approaches as a methodological framework has also been highlighted by various researchers. SSM has been used in combination with:  case study research (Delbridge, 2008), action research (Baskerville, Pries-Heje& Venable, 2009), cybernetics (Poage, 2011), focus group discussions (Ramadhan, Sensuse and Arymurthy, 2012), with cybernetics and case study (White, 2012), and with both case study and action research (Staadt, 2012). Although the relevance of these studies to the present study varies greatly, each study, nevertheless, provides valuable methodological insights to the present study. These insights can help inform the conceptual and methodological framework of the present study. In particular, the work of Delbridge (2008) which combined SSM with a case study approach provided detailed illustrations of the SSM process as well as outcomes related to the emergent themes in the investigation. In addition, the study conducted by Staadt (2012) which combined SSM with cybernetics and action research, presented similarities in terms of the nature organisational characteristics of the GCC, since the focus of the study was a public housing organisation in France. Since both organisations are shaped and driven by activities that are influenced by social and political factors, the present study can draw important methodological insights from the work of Staadt (2012). In the final analysis, however, there seems to a lack of studies that delve on organisations in the Middle East, much less a complex organisation such as the GCC, which is laden with diverse political interests.  Hence, the application of SSM in a nonwestern, comprehensive regional intergovernmental organisation like the GCC can be considered highly original. This study then, hopes to fill such gaps in literature and contribute to the extant theory on SSM. 
[bookmark: _Toc370595746][bookmark: _Toc506134262][bookmark: _Toc57021047]2.4 System Dynamics (SD) Modelling
[bookmark: _Toc370595747][bookmark: _Toc506134263]A review of literature related to SD is deemed imperative because it is one of the effective modelling approaches used in diagnosing complex management problems and in predicting impacts of change.(System Dynamics Society, 2009)   In addition, the present study intends to use SD modelling to forecast future scenarios of the organisational problem of the GCC that will be identified later on in Chapter 4.
[bookmark: _Toc57021048]2.4.1 Definition of SD
Several authors regarded SD to be closely linked to the quantitative paradigm. For instance, Richmond (1993) described System Dynamics as a set of skills required for the competent use of simulation software, which includes the following: dynamic thinking, closed-loop thinking, generic thinking, structural thinking, operational thinking, continuum thinking and scientific thinking.  Linder (2008) viewed SD as a mathematical modelling approach invented by Jay Forrester at MIT in the 1950s who applied engineering feedback concepts to model and diagnose the more complex problems he found in management.  Kiani, Mirzamohammadi and Hosseini (2010, p.84) described SD as a powerful methodology and computer-aided simulation modelling technique, which was able to handle feedback loops, delays and  “mix them deliberately with on hand experiences and data about the system.” Within the context of public administration, Riccucci (2010) maintained that SD relies on mathematical reasoning and involves the use of computer-based modelling methods to help achieve policy consensus in complex dynamic environments. In particular, it relies on information-feedback structures, or loops, to make the most out of decision-making processes. Wang, Wang and Chen (2012, p.271) defined SD as “a quantitative method for studying complex systems based on feedback control theory”, which “takes advantage of computer simulation technologies known as social laboratory.”  
[image: ]
[bookmark: _Toc57021177]                                      Figure ‎2.3 Typical Stock and Flow Model

Figure 2.3 shows a typical stock and Flow or Systems Dynamics modelling in its quantitative phase.  Here the stock is population represented by a rectangle.  The flows are births and deaths and there are two constants, birth rate and death rate. It is System Dynamic theory that everything is either a stock,flow or constant. It is not always obvious what is a d stock or a flow. In some examples Velocity could be a stock whereas in others it could be a flow
On the other hand, several authors associated SD with the qualitative paradigm.(Patton, 1990) For example, Wolstenholme (1990; cited in Kennedy, 2011, p. 127) defined SD as a “rigorous method for qualitative description, exploration and analysis of complex systems in terms of their processes, information, organizational boundaries and strategies.” Senge (1993) considered SD as the most important ‘fifth discipline’ in organizational learning that integrates four other disciplines.  In this regard, Senge (1993) viewed systems thinking as a skill which enables one to look at feedback and processes of change instead of snapshots; and to view interrelationships rather than linear cause -effect chains.  Furthermore, Pollack (2007, p.235) elucidated that SD is “associated with an interpretive epistemology, inductive reasoning, and exploratory, qualitative techniques, which emphasize contextual relevance rather than objectivity.” Such paradigm focuses on participation, learning, and facilitated exploration (Pollack, 2007). Besiou, Stapleton & Van Wassenhove (2012) described SD as an effective modelling methodology for generating insights into problems of dynamic complexity and policy resistance with the use of a case study approach
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[bookmark: _Toc57021178]Figure ‎2.4 Typical Causal loop

Figure 2.4 shows a simple causal model for the previous example.  Here we see two feedback loops – one positive and one negative.  Again it is a fundamental tenet of System Dynamics that these are the only two types of feedback that exist
Burandt (2011) explained that the quantitative perspective came about as a result of Forrester’s (1969) concepts of industrial dynamics and system dynamics. Burandt (2011, p. 52) elaborated that such concepts adopt a strict quantitative paradigm and are often associated “with the use of simulation software.” Richmond (1993) later introduced the concept of systems thinking and expanded the use of simulation software by the addition of flowcharts and a graphic user interface. 
On the other hand, the qualitative perspective was introduced by Vester (1989, cited in Burandt, 2011). Vester’s (1989) concept of SD is commonly used in system –oriented management approaches as a methodology that is employed for modelling and analysing systems without the use of a simulation software. Gomez and Probst (1995, cited in Burandt, 2011) explained that Vester’s (1989) concept of SD only relies on the use of  flowcharts in identifying a system's core drivers, feedback loops and certain  components of system dynamics in order to  infer possibilities of managing the system that is being investigated or examined. Ossimitz (2000, cited in Burandt, 2011) argued that although Senge's systems thinking originated from the quantitative branch, it has subsequently been developed into the idea of qualitative organisational learning.
However, a debate regarding which paradigm is better - quantitative or qualitative, has emerged during the late 1970s. (Higgs, 2001). For some authors such as Coyle (1977) and Richardson and Pugh (1981), the quantitative paradigm is an effective means to simulate the dynamics of a given problem and from which an understanding of the system can be generated into policies in order to improve and enhance the behaviour of the system in question. Coyle (2000) explained that this view emphasises the importance of quantified simulation in the field of policy analysis. Coyle further asserted that for some scholars, “quantified simulation is the sine qua non of policy analysis.”  However, Wolstenholme (1999) and Besiou, Stapleton & Van Wassenhove (2012) argued that the qualitative paradigm is an effective precursor to simulation. Furthermore, Coyle highlighted the importance of using the qualitative paradigm in gaining a better understanding of the problem in question by claiming that there is great value in system description using diagrams. He further documented the applicability of the qualitative SD model in generating policy insights and identified five roles for qualitative models. These roles were: (1) they simplify the description of very complex problems; (2) they effectively show relationships between items in the model; (3) they facilitate the easy identification of feedback loops which help explain system behaviour; (4) they help “identify the wider contexts of a modelling task” (p.240); and (5) they serve the basis for a quantified model. In addition, Coyle explained that a major drawback of the quantitative paradigm is that when modelling hard variables, there are certain quantification difficulties that must be addressed by the researcher.  However, Richardson (1999) took on a more balanced view and asserted that both paradigms have advantages and limitations and that the researcher must know when to ‘map’ and when to ‘model’.  Table 2.5 below presents a summary of the various definitions of SD found in extant literature, including the associated paradigm and corresponding authors. 


	Definition of SD
	Paradigm
	Author (s)

	A set of skills required for the competent use of simulation software.
	Quantitative
	Richmond (1993)

	Mathematical modelling approach used to model and diagnose the more complex problems in management.
	Quantitative
	Linder (2008)

	Computer-aided simulation modelling technique that can take feedback loops, delays, effective factors, and their interactions into consideration and “mix them deliberately with on hand experiences and data about the system.”
	Quantitative
	Kiani, Mirzamohammadi and Hosseini (2010, p.84).

	Relies on mathematical reasoning the use of computer-based modelling methods.
	Quantitative
	Riccucci (2010)

	“A quantitative method for studying complex systems with feedback control theory.
	Quantitative
	Wang, Wang and Chen (2012, p.271)

	A “rigorous method for qualitative description, exploration and analysis of complex systems in terms of their processes, information, organizational boundaries and strategies.”
	Qualitative
	Wolstenholme (1990; cited in Kennedy, 2011, p. 127)

	It is “associated with an interpretive epistemology, inductive reasoning, and exploratory, qualitative techniques, which emphasize contextual relevance rather than objectivity.”
	Qualitative
	Pollack (2007, p.235)

	SD is methodology that is employed for modelling and analysing systems without the use of simulation software and relies on flowcharts instead.
	Qualitative
	Vester (1989, cited in Burandt, 2011)


[bookmark: _Toc370593469][bookmark: _Toc506134379][bookmark: _Toc57096174]Table ‎2.6 Summary of SD Definitions, Associated Paradigm and Corresponding Author(s) Source: Created by the Researche
[bookmark: _Toc57021049]2.4.2 Functions and Applications of SD
A review of literature that deals with the various functions and applications of SD is deemed highly relevant to the present study (Gary et al, 2008) . Furthermore, such review helps highlight the possible areas where the SD methodology could be best applied. Hence, a review of this particular stream of literature helps facilitate the determination of the level of utility of the SD methodology in forecasting future scenarios of the organisational problem of the GCC. 
Sanderson and Gruen (2006, p.22) asserted that SD models are used for predicting the manner by which the impacts of decisions will become clearer over time, especially when there may be “vicious or virtuous circles of cause and effect”, resulting in “stable or unstable behaviour of the system as a whole – or parts of it.”  Oosterwal (2010, p. 45) articulated that SD brings the interdependencies of complex business systems together in an understandable and compelling manner. In particular, systems thinking attempts to investigate “complex problems by understanding the dynamic interdependencies and causal relationships associated with systems issues.” In terms of policy formulation, Trailer and Garsson (2005) elucidated that within complex systems, SD modelling facilitates the segregation of single variable adjustments for evaluation. Thus, as they expressed, the SD method provides “policy-makers a means of testing alternative policies to determine their potential impact.”  Similarly, Janamanchi (2011) pointed out that SD modelling focuses on the non- linear behaviours of system variables to provide useful insights for policy formulation. The applicability of SD in a diverse range of areas has also been documented by Sterman (2000), Kiani, Mirzamohammadi and Hosseini (2010), and Janamanchi (2011). According to Kiani, Mirzamohammadi and Hosseini, SD is suitable for use in designing both corporate and public sector policies and is applicable to any dynamic system, with any time and scale. In a prior work, Sterman (2000) maintained that SD has been used by various industries, from aircraft to zinc.  Kiani, Mirzamohammadi and Hosseini asserted that SD has been applied in the following areas: corporate planning and policy design, public management and policy, energy and the environment, theory development in the natural and social sciences, dynamic decision making, complex nonlinear dynamics, and biological and medical modelling. 
Within the context of project management, Godlewski, Lee and Cooper (2012) argued that SD is well suited to addressing important issues or problems. These could be failure to achieve initial cost and schedule objectives or failure of progress estimates to meet set targets both which would have  negative impacts of engineering performance on construction performance.  But they also claimed that SD offers advantages related to network and task-based project analysis and cost estimation methods. This would be primarily due  to its handling of the causal relationships and feedback loops as well as providing a framework for simulating phenomena and for testing ‘what-if conditions’ in different scenarios. 
Within the context of public policy issues, Ghaffarzadegan, Lyneis and Richardson (2011) argued that the SD methodology is well suited for addressing public policy issues due to their inherent characteristics which make traditional approaches ineffective in addressing them. In the same vein, Kennedy (2011) has documented that SD can positively influence the development of a more comprehensive understanding of government and public policy issues as it has has the capability to model both generic and specific public policy issues and evaluate competing solutions. It can take into account the various stakeholders who are involved in public policy which enables the creation of widely-applicable models.  
Although the aforementioned literature has highlighted the utility of SD in public policy issues, Riccucci (2010, p. 75) argued that SD is not very useful when it comes to public administration because it is considered an outlier in the field and “is somewhat generic and boutique-ish”. Moreover, Riccucci (2010, p. 75) claimed that “one rarely finds articles on system dynamics in public administrative journals.” This view which highlights the seeming lack of practical use of SD in the area of public administration has been buttressed by Ghaffarzadegan, Lyneis and Richardson (2011) who asserted that SD is not currently employed in government policy making in the US.  According to the data  gathered by the System Dynamics Society (2009), the system dynamics publications database in 2008  contained  as few as 94 entries with the phrase ‘public policy’ out of more than 8800 total entries. The low rate of utilisation of SD in the field of public administration has been elucidated by Forrester (2007, p. 361) who opined that “the failure of system dynamics to penetrate governments lies directly with the system dynamics profession and not with those in government.” Thus, although SD presents unique benefits in the field of public administration, its low rate of utilisation, as pointed out by Ghaffarzadegan, Lyneis and Richardson (2011), is largely attributable to the failure of the SD community to discuss how the contribution of SD to policy formulation and development might be heightened.
Within the context of complex systems, Han et.al. (2009) asserted that the SD model is considered a favored top-down model that is well suited for the investigation of socioeconomic driving forces and the simulation of complex organisations. Moreover, Han et. al. emphasised that SD has the ability to predict the resulting system change for each “what if” scenario, which is deemed useful in evaluating “and recommending policy decisions.” Besiou, Stapleton & Van Wassenhove (2012, p. 82) pointed-out that SD captures “the interaction of different actors in a system in response to the increasing complexity of organizational objectives and outcomes.”
Within the context of strategy, Gary et. al. (200838) highlighted that SD enables the identification of the manner by which decision making can facilitate dynamics and can lead to optimum organisational performance. In particular, four promising paths for SD research were identified namely: individual and team decision making, bootstrapping decision rules, variation in resource accumulation and implementation strategies, and in the dynamics of competitive rivalry. Table 2.6 below shows the functions of SD in various areas or disciplines and the corresponding authors. 
[bookmark: _Toc370595749][bookmark: _Toc506134265][bookmark: _Toc57021050]2.4.3 Core Nature of SD
A review of literature that focuses on the fundamental nature of SD is considered imperative for the present study because it bears practical implications to the present study. In particular, such review will highlight the inherent qualities of SD that are useful in identifying ‘what-if scenarios’ that are vital for the evaluation of organisational problems affecting the GCC. Furthermore, results of the review of this particular stream of literature will help guide the present research on how to build an SD model which will be used to evaluate and predict the impacts of the ‘what –if’ scenarios of the problematical situation (s)  in the GCC that will be identified later on in chapter 4. 


	Area/ Discipline Where SD was Applied 
	 Function of SD
	Author (s)

	Multidisciplinary
	SD models are used for predicting how impacts of decisions will become clearer over time.
	Sanderson and Gruen (2006)

	
	SD is suitable for use in designing both corporate and public sector policies and is applicable to any dynamic system, with any time and scale.
	Kiani, Mirzamohammadi and Hosseini (2010)

	Business Management
	SD brings the interdependencies of complex business systems together in an understandable manner. 
	Oosterwal (2010)

	Policy Formulation (Public and Private Sectors)
	SD method provides “policy-makers a means of testing alternative policies to determine their potential impact."
	Trailer and Garsson (2005, 

	
	SD has the ability to predict the resulting system change for each “what if” scenario, which is deemed useful in evaluating “and recommending policy decisions.”
	Han et. al. (2009)

	
	SD models help “address some of the most pressing challenges that policymakers face.”
	Ghaffarzadegan, Lyneis & Richardson, 2011,

	
	SD modelling focuses on the non- linear behaviours of system variables to provide useful insights for policy formulation.
	Janamanchi (2011)


	
	SD can positively influence the development of a more comprehensive understanding of government and public policy issues.
	Kennedy (2011)

	 Project Management 
	SD is well suited to addressing important issues or problems in project management.
	Godlewski, Lee and Cooper (2012)

	
Organisational Management 
	SD model is considered a favored top-down model that is well suited for the investigation of socioeconomic driving forces and the simulation of complex organisations.
	Han et. al. (2009)

	
	SD captures “the interaction of different actors in as system in response to the increasing complexity of organizational objectives and outcomes.”
	Besiou, Stapleton & Van Wassenhove (2012,

	Strategy 
	SD facilitates the identification of the manner by which decision making can facilitate dynamics and can lead to optimum organisational performance.
	Gary et. al. (2008)


[bookmark: _Toc370593470][bookmark: _Toc506134380][bookmark: _Toc57096175]Table ‎2.7 Summary of Functions of SD in Various Areas or Disciplines and the Corresponding Authors Source: Created by the Researcher

Sanderson and Gruen (2006), Kiani, Mirzamohammadi and Hosseini (2010), and Besiou, Stapleton & Van Wassenhove (2012) enumerated the steps in building an SD model, namely: (1) problem articulation, (2) formulation of the causal model, (3) formulation of the simulation (stock and flow) model, (4) testing, and (5) evaluation.  Sanderson and Gruen (2006) explained that the first step starts with the creation of an iconic version of the model
According to Sanderson and Gruen, the iconic version needs to show the manner by which the behaviour of some components of the systems can be influenced or affected by the state of the other components. hey further explained that the system boundary should be drawn up and should delineate the endogenous variables (or those components considered to be inside the model) from the exogenous variables (or those components that lie outside the model). During this step, They argued that the model builder needs to draw the boundary wide enough for the most important loops to be within the model.  However, in a prior contribution, Sterman (2000) and Besiou, Stapleton & Van Wassenhove (2012) referred to this step as problem articulation which involves the definition of the problem, key variables and time horizon; as well as the study of the historical behaviour and the most likely behaviour of key concepts in the future.
As pointed out by Kiani, Mirzamohammadi and Hosseini (2010), the second step, involves the development of maps of causal structure. This is followed by the formulation of the simulation model, which, according them and Hosseini (2010), involves the determination of the decision rules, parameters, and initial conditions.  The succeeding step largely consists of the testing of the simulation model. This step, as pointed out by Kiani, Mirzamohammadi and Hosseini, involves doing serious tests in order to ensure “that the model works correctly and effectively.” Besiou, Stapleton & Van Wassenhove (2012) supported this view and explained that multiple tests are required in order to establish the validity of the SD model. The final step is the evaluation of the model. Within the context of policy formulation, Kiani, Mirzamohammadi and Hosseini (2010, p.87) elucidated that the final step involves the examination of the following: “changes in environmental conditions (scenarios), policy options and their interactions, and sensitivity of policies under different scenarios.” Figure 2.5 presents a diagram of the steps required in creating an SD model. 

[bookmark: _Toc370594536][bookmark: _Toc506134433][bookmark: _Toc57021179]Figure ‎2.5 Steps in Building an SD Model     Source: Created by the Researcher.
[bookmark: _Toc370595750][bookmark: _Toc506134266][bookmark: _Toc57021051]2.4.4 Related Studies that Used SD Methodology  
In order to gain further methodological insight into the use of the SD methodology in forecasting future or ‘what-if’ scenarios of the organisational problem plaguing the GCC, a review of literature relevant to research studies that employed the SD methodology in predicting the impacts of decisions and change, is therefore of vital importance to the present study. This stream of literature could help inform the specific SD methodology that would be well suited to the present study, that is, a choice from either   a quantitative or qualitative paradigm; and from either a small SD model or a large one, with various disaggregated variables. In addition, a review of related studies would enable the clarification of the prerequisites of effective SD models, which is envisaged to help the present study in terms of the creation of an accurate and reliable forecasting model for the identified problem of the GCC. Hence, in this subsection, results of the review of two studies are presented. One of these studies was conducted by Ghaffarzadegan, Lyneis and Richardson (2011) regarding the use of SD in addressing policy problems ;   while the other one was carried out by Besiou, Stapleton & Van Wassenhove (2012), revolving around the use of SD in addressing the problem in humanitarian operations.
Ghaffarzadegan, Lyneis and Richardson (2011) reviewed the advantages of using small SD models in dealing with public policy issues. First they enumerated five characteristics or qualities of public policy problems that make it difficult to address using traditional approaches. These characteristics, include policy resistance, the need for and cost of experimentation, the need to achieve consensus between diverse stakeholders, and overconfidence; and the need to have an endogenous perspective. Next, they reviewed two small SD models which generated important public policy insights. The first model that was reviewed was an adaptation by Alfeld and Graham (1976) of Forrester’s (1969) version of Urban Dynamics. The second model, on the other hand, was the swamping insight model developed by Zagonel et al. (2004) which was used to evaluate welfare policy in New York.  
In the first model, Alfeld and Graham (1976, cited in Ghaffarzadegan, Lyneis & Richardson , 2011, p.28) developed a model based on Forrester’s (1969) Urban Dynamics, which presented the “interactions between the housing, business, and population sectors of an urban system” in a  disaggregated manner, containing at least nine major stock variables. The aims of the original model were: “ to  understand the causes of urban decay, evaluate existing policy responses, and generate discussion regarding what form more successful policies might take” (Ghaffarzadegan, Lyneis & Richardson, 2011, p. 28). Ghaffarzadegan, Lyneis and  Richardson (2011) developed a more simplified version of the model which contained only three stock variables which corresponded to the three sectors in Forrester’s (1969) model, namely: housing, business, and population sectors. The new version of the SD model showed “the main behavior mode of growth, stagnation and decay” and “how the feedback structure of an urban system can endogenously generate stagnation and then decay” (Ghaffarzadegan, Lyneis & Richardson, 2011, p. 29). In particular, the new version of the SD model described how an exogenous increase in the number of available jobs through a government jobs program in New York, can affect the main behavior mode of growth, stagnation and decay in the region. By examining the impacts of two feedback loops, they) were able to show the following:  
· the rise in the number of available jobs is positively correlated to the increased attractiveness of the region;
· the higher number of available jobs and the greater attractiveness of the region, cause a corresponding increase in the population that counteracts the positive gains from new employment opportunities: 
· the initial expansion in the number of available jobs slightly diminishes the need to create more businesses, leading to a reduction “in the number of jobs available through normal means, thereby undermining any gains in unemployment
One of the key findings of the study is that the new version of the SD model successfully addressed a major public policy problem, by effectively communicating a clearer understanding of the complex nature of urban systems. 
In the second SD model, Ghaffarzadegan, Lyneis and Richardson (2011) modified the swamping insight model developed by Zagonel et. al. (2004). The original version of the model was aimed at addressing state-level policy-making issues related to Temporary Assistance to Needy Families (TANF), which was established in order to eradicate the need of providing lifetime federal support for indigent families in the US. In the new version of the SD model. They examined the effects of two important feedback loops and the influence of different scenarios for “load on employment support capacity” on “probability of recidivism.” Ghaffarzadegan, Lyneis and and they  found that the new version bears the potential of helping policymakers in various ways such as:to formulate “a holistic view of their problem”;to gain a more in-depth understanding of “counterintuitive lessons from the model”. To conduct tests to ascertain better policies for implementation in the real world; and generate insight about the endogenous causes or sources of policy failure. 
Ghaffarzadegan, Lyneis and Richardson also enumerated and briefly discussed the common characteristics of small SD models that make them suitable for modeling public policy problems.  The feedback approach helps policy makers generate or gain a more in-depth understanding of the manner by which policy resistance arises. In particular, as evidenced by the new version of the model, small SD models bear the capacity for challenging “common beliefs about how systems work by revealing feedback loops that can exacerbate the situation, thereby facilitating learning for even the most overconfident users” (Ghaffarzadegan, Lyneis & Richardson, 2011, p. 38). With reference to the aggregate approach, aggregation contracts or diminishes the size of the model, thereby reducing “the cost of developing and running models” and facilitating further experimentation. With reference to the simulation approach they elucidated that it affords the opportunity to carryout experiments, provides learning environments for policymakers, and helps to establish consensus around difficult policy problems. With reference to the small model size, they claimed that it facilitates “exhaustive experimentation through parameter changes” since interactions amongst different parameters can be easily examined using small SD models. Moreover, they maintained that findings from the experiment “can be fully and easily understood by policymakers”, since a short exposition provides a holistic view of the problem. However, the use of SD models also generated some limitations. For instance, they explained that small SD models may fail to include all causal links, either observed or interpolated. Moreover, small SD models may direct modellers to undervalue the role of some feedback loops which may in reality, be of crucial importance. Small SD models, according to Ghaffarzadegan, Lyneis and Richardson (2011) may also impede operational thinking and modelling.
The aforementioned studies highly relevant to the present research because it focused on the use of SD in addressing public policy problems. In particular, the said study offers invaluable methodological insight to the present study, because at the heart of the GCC’s mandate is policy coordination. According to Barnett and Gause (1998, p. 176), the role of the GCC centered on the development of ‘a set of norms and procedures for dealing with internal disputes and coordinating policies towards external actors that took [GCC states] beyond the parameters of a modest alliance and pushed them toward a more binding framework.’ This was supported by Pinfari (2009, p.4) who echoed that the GCC was initially established “as little more than a forum for policy coordination.” 
Besiou, Stapleton & Van Wassenhove (2012) conducted a study of an international humanitarian organisation (IHO) based in Haiti,  in order to  showcase  the utility of SD in capturing the complexity of humanitarian systems, and  the capacity of the SD methodology to predict the long-term effects of decisions. In order to achieve these objectives. They presented the initial stages of developing a model for field vehicle fleet management (VFM) in IHO. The SD model that the researchers developed effectively dealt with a basic business process and at the same time, examined the three field VFM systems used by IHO, namely: centralised, hybrid and decentralised. The quantitative SD model also incorporated the strengths and weaknesses of real field VFM systems. Moreover,   with the use of the SD model, the researchers were able to calculate the appropriate fleet size to fulfil the needs of the various IHO programs over a period of 40 years. The researchers were also able to estimate the amount of donations needed to operate and maintain the fleet for relief and development programs for the same period of 40 years. The researchers found that: the centralised system required fewer vehicles and donations to fulfil the IHO’s program needs. The SD model was effectively used to test the impact of alternative scenarios in terms of the replacement age of the vehicles on the overall system and it accurately represented the complexity of the system, thereby enabling IHO decision makers to try and explore different courses of action. However, this study had a key limitation which is related to the difficulty in gathering data. Hence, the accuracy of the model is questionable to a certain extent. This is because the researchers used crude estimates based on over three years of research in fleet management in the humanitarian sector, instead of the actual data of the particular IHO being studied. Despite such weakness, however, this research study is deemed highly relevant to the present study because it shows the manner by which SD can effectively offer decision makers of humanitarian agencies with a methodology to simulate and predict the impacts of alternative decisions.  The area of humanitarian affairs and intervention is an important mandate of the GCC. Lacey and Benthal (undated) emphasised that the GCC has a charity sector which actively participates in international relief and development aid, with non-Muslim agencies and upholds or observes generally-accepted standards of conduct and policy. Hence, the study conducted by Besiou, Stapleton & Van Wassenhove (2012) could provide methodological guidance to the present study in terms of the use of SD in identifying and testing ‘what-if’ scenarios of the problematical situation of the GCC.  
Table 2.7 presents the summary of the study findings, study limitations, relevance to the present study, and the corresponding researchers.  In order to gain a more in-depth understanding of SD, a critical review of literature related to the various definitions of SD was undertaken. Results of the review suggest that the various definitions in extant literature highlight the utility of SD models in: (1) predicting effects of decisions over time; (2) modelling and diagnosing complex management problems; and (3) demonstrating the dynamic interdependencies and causal relationships related to systems issues. Two dominant paradigms emerged from the review related to the definitions of SD, namely: the quantitative and the qualitative paradigms. The quantitative paradigm as espoused by Richmond (1993), Linder (2008), Kiani, Mirzamohammadi and Hosseini (2010), Riccucci (2010) and Wang, Wang and Chen (2012), uses mathematical reasoning and computer-aided simulation as bases for building the SD model. 
[bookmark: _Toc57021052]2.4.5 Critical Review of System Dynamic Literature
In order to gain a more in-depth understanding of SD, a critical review of literature related to the various definitions of SD was undertaken. This showed that the various definitions in extant literature highlight the utility of SD models in predicting effects of decisions over time and its ability to model and diagnose complex management problems. A major benefit was its ability to show the dynamic interdependencies and causal relationships related to systems issues. Two dominant paradigms emerged related to the definitions of SD, namely: the quantitative and the qualitative paradigms. The quantitative paradigm as espoused by Richmond (1993), Linder (2008), Kiani, Mirzamohammadi and Hosseini (2010), Riccucci (2010) and Wang, Wang and Chen (2012), uses mathematical reasoning and computer-aided simulation as bases for building the SD model. The qualitative paradigm, as advocated by Vester (1989), Wolstenholme (1990), and Pollack (2007), uses flowcharts, interpretive epistemology, SD model. Within the context of the present study, the qualitative paradigm of SD modelling appears to be more suitable compared to the quantitative paradigm. This is because the qualitative paradigm addresses the need to preclude quantification difficulties; and allows for the streamlining and simplification of complex or difficult problem by allowing for the easy identification of feedback loops thereby clearly explaining system behaviour. 
The literature also showed that SD has been used in business systems, both private and public  policy making and analysis, project management, organisational management and strategy. This indicate that SD modelling is well suited to the present study, particularly in the areas of policy formulation and decision making, as well as in the processes involved in the GCC’s programs and projects inductive reasoning, and exploratory, qualitative techniques as bases for building the 
Another finding was related to the fundamental nature of SD which indicated that the key feature of SD (which makes it especially useful for forecasting ‘what if scenarios’ of the problem) rests in the use of feedback loops which can provide insight into the behaviour of the system.. The definition of systems boundary, and the delineation of the endogenous from the exogenous system components are critical.  
The literature review suggests that SD modeling is well-suited to the present study because it can be used to predict future scenarios that deal with the processes involved in the humanitarian operations of the GCC. However, the aforementioned studies were conducted in the Western Hemisphere. Hence, there is a lack in SD studies that are focused on the Middle Eastern Context. Indeed, there remains a considerable scope for further examination of the utility of SD in forecasting future scenarios of problems plaguing organisational structures situated in many other locations, settings or contexts, such as in the Middle East. Hence, this study hopes to address such gaps in literature
[bookmark: _Toc370595752][bookmark: _Toc506134268][bookmark: _Toc57021053]2.5 Viable Systems Model (VSM)
This section is an important component of the literature review, because similar to the need of undertaking a review of literature related to SSM and SD, a critique of literature that delves on the VSM is likewise deemed imperative. This is because like SSM and SD, VSM is one of the methodological approaches that will be used in the present study to diagnose the structural mechanisms or current organisational design of the GCC. (Perez-Rios, 2008) This review of literature on VSM is to provide critical discussion and important methodological insight for the present study, particularly in chapter five where a viable model for the GCC is developed. 
[bookmark: _Toc370595753][bookmark: _Toc506134269][bookmark: _Toc57021054]2.5.1 Definitions of VSM
Cybernetic theory posits that for organisations to achieve viability, they must be able to adapt and respond to environmental changes by changing their structures accordingly (Carson, 2008). This notion of interaction between components of the system as influencing factors of organisational behaviour is essential to the concept of VSM (Beer, 1985).  The development of the VSM is attributed to Stafford Beer (1979, 1981 and 1985) who used several cybernetic principles, Flood (1999, p. 38) defined VSM as a model that “stipulates rules whereby an organisation is, 'survival-worthy'-it is regulated, learns, adapts and evolves. It is an organisation constructed around five main management functions, namely: “operations, co-ordination, control, intelligence and policy.” These functions were named System 1,2,3,4 and 5 by Beer to avoid any hierarchical dominance. These are discussed in section 2.5.2.2
Beer (1971), Beckford (2002), Espejo (2003), Gmür, Bartelt and Kissling (2010), and Herrera, et al. (2011) emphasised that although the VSM is a general model used in examining any given type of a viable system, it is most frequently applied to the area of human activity organisations such as corporations, firms or governments. Similarly, Golinelli (2010), and Barile and Polese (2010) claimed that VSM has been more frequently applied to corporate management as a relational approach. Espejo(1999, p.661), however argued that VSM is useful “in many organisations large and small, in the public and private sectors.” They also asserted that by focusing on the resources and relationships required to support the viability of an organisation, as opposed to focusing on its formal structure, VSM overcomes “the traditional over-emphasis on hierarchical relationships.” This view was buttressed by Herrera, et al. (2011, p.2) who argued that VSM transforms the perspective of the traditional management model which is largely based on command and control, wherein a control system is “designed as a pyramid and such decisions are disaggregated in a top-down manner at different structural levels.” The VSM, according to Herrera, et al. (2011), as inspired and influenced by the biological organisation, transforms such hierarchy through structural recursion

	Author (s) /  Researcher (s)
	Study Findings
	Limitations of the Study
	Relevance to the Present Study

	Ghaffarzadegan, Lyneis and Richardson (2011)
	Small SD models successfully addressed a major public policy problem, by effectively communicating a clearer understanding of the complex nature of urban systems. 
Small SD models helped policymakers: (1) formulate “a holistic view of their problem”   
(2) gain a more in-depth understanding of “counterintuitive lessons from the model” (p.36) ; 
(3) conduct tests to ascertain better policies for implementation in the real world and (4) generate insight about the endogenous causes or sources of policy failure. 
	Small SD models may:
(1) fail  to include all causal links, either observed or interpolated; 
(2) direct modellers to undervalue the role of some feedback loops which may  be of importance; 
(3) impede operational thinking and modelling.
	Highly relevant to the present study because it focused on the use of SD in addressing public policy problems which is applicable in the case of the GCC, whose mandate is focused on policy coordination. 

	Besiou, Stapleton & Van Wassenhove (2012)
	The SD model can be effectively used to test the impact of alternative scenarios.
The SD methodology accurately represented the complexity of a given system, thereby enabling decision makers to try and explore different courses of action.
	The accuracy of the SD model is questionable to a certain extent because the researchers used only crude estimates for the raw data. 
	shows the manner by which SD can effectively offer decision makers of humanitarian agencies with a methodology to simulate and predict the impacts of alternative decisions.  


[bookmark: _Toc370593471][bookmark: _Toc506134381][bookmark: _Toc57096176]Table ‎2.8 Summary of Study Findings and Limitations of Related Studies, Their Relevance to the Present Study, and the Corresponding Researchers Source: Created by the Researcher

Espejo, R. & Reyes, A. (2011) elucidated that the underlying assumption of the VSM is that viable organisations exist when people in organisations can develop strategies for collaboration, subsequently helping them cultivate a group identity amidst environmental changes.  As such, the VSM had been used in diagnosing existing organisational structures and for designing new ones. Aside from Beer’s (1979) seminal work, the utility of the VSM in the diagnosis and design of organisations has been highlighted in prior studies (Espejo & Harden, 1989; Flood & Jackson, 1991; Barile & Polese, 2010; Gmür, Bartelt & Kissling, 2010; Herrera, et al., 2011;   Espejo & Reyes, 2011; Rios, Suarez & Jimenez, 2012). As Gmür, Bartelt and Kissling (2010, p. 1642) expressed, the VSM is a “very efficient tool for diagnosis and design of organisational structures and the identification of systemic strengths, weaknesses and possibilities for improvement.”  Table 2.8 below presents the different definitions and constructs of VSM, the overarching theme and the corresponding authors.
	Overarching Theme
	Definition / Notion / Construct of VSM
	Author (s)

	Five main management functions of VSM 
	A model that “stipulates rules whereby an organisation is, 'survival-worthy'-it is regulated, learns, adapts and evolves. It is an organisation constructed around five main management functions-operations, co-ordination, control, intelligence and policy.”
	Flood (1999, p. 38)

	Principles of  VSM
	The VSM “is an observer-dependent, general model of any organization”, which is “concerned with mechanisms of adaptation, communication and control.”
	Beckford (2002, p. 267)

	Analytical tool or framework for diagnosing and improving organisational structures. 
	VSM is considered a powerful tools for studying and modelling organisational structures.
	Espejo etal (1999) and Assimakopoulus(2006)

	
	It is “a powerful tool to steer interactions in directions that produce effective structural mechanisms” thereby facilitating the diagnosis of the structural mechanisms used by an enterprise which subsequently serves as a platform for organisational design.
	Espejo (2003, p.3)

	
	It is “an innovative and effective framework for analysing organizational structures” to help organisations cope with complexity.
	Gmür, Bartelt and Kissling (2010)



	VSM nullifies focus on hierarchical relationships in traditional management models
	It is a “very efficient tool for diagnosis and design of organisational structures and the identification of systemic strengths, weaknesses and possibilities for improvement.” 
	Gmür, Bartelt and Kissling (2010, p. 1642)

	
	VSM is a tool that “tracks the interactions and relationships of a complex enterprise, identifying the necessary and sufficient subsystems of an organization that make it self-regulating and able to exist independently.” 
	Sneed and Kilmer (2012, p.16)

	
	VSM is a general model used in examining any given type of a viable system; it is most frequently applied to the area of human activity organizations such as corporations, firms or governments.
	Beer (1971), Bowling & Hoverstadt (1999), Beckford (2002), Espejo (2003), Gmür et al(2010), and Herrera, et al. (2011) Golinelli (2010), and Barile and Polese (2010)

	
	VSM had been used in diagnosing existing organisational structures and for designing new ones.
	Espejo et al (1999);  Espejo & Harden (1989); Flood & Jackson (1991)Perez Rios (2008); Barile & Polese (2010) ; Gmür et al (2010); Herrera, et al. (2011);   Espejo & Reyes, 

	
	VSM transforms the perspective of the traditional management model which is largely based on command and control.
	
Herrera, et al. (2011, p.2)


[bookmark: _Toc57096177]Table ‎2.9 Different Definitions and Constructs of VSM, Overarching Theme or Thrust and Author(s)
[bookmark: _Toc370595754][bookmark: _Toc506134270][bookmark: _Toc57021055][bookmark: _Toc370593472][bookmark: _Toc506134382]2.5.2 Core Nature of the VSM
The VSM is often referred to as “management cybernetics” and as the name suggests rest heavily on cybernetic principles (Beer, 1984, 1985 & 2000; Beckford, 2002, Barile & Polese, 2010; Pfiffner, 2010; Thompson et.al., 2011). The most important of these are now discussed. Beckford (2002, p. 267) defined the VSM “is an observer-dependent, general model of any organization”, which is “concerned with mechanisms of adaptation, communication and control.” Espejo (2003), and Assimakopoulus & Dimitriou (2006) maintained that the VSM is considered one of the most powerful tools for studying and modeling organisational structures. Espejo (2003, p.3) considered the VSM as “a powerful tool to steer interactions in directions that produce effective structural mechanisms” thereby facilitating the diagnosis of the structural mechanisms used by an enterprise which subsequently serves as a platform for organisational design. Gmür, Bartelt and Kissling (2010, p. 1628) defined VSM as “an innovative and effective framework for analysing organizational structures” to help organisations cope with complexity.  Sneed and Kilmer (2012, p.16) considered the VSM as a tool that “tracks the interactions and relationships of a complex enterprise, identifying the necessary and sufficient subsystems of an organization that make it self-regulating and able to exist independently.” 
2.5.2.1 Recognition of the systems principle
Beer (1981, 1984 & 1985) explained that any system possesses emergent properties that are kept or demonstrated by none of its parts, and that each part has properties not possessed by the whole system. Beckford (2002) emphasised that researchers must attempt to address the whole organization or system of interest, not just the parts. He further elaborated that within the context of quality management, the definition of any given organisation must be expanded beyond its legal boundaries to take into consideration, its suppliers, distributors of the product or service, and its customers. As pointed out by Beckford (2002, p. 266), “this approach reflects the demands of the ISO 9000:2000 standards and enables supplier development strategies to be coherent with the quality strategy of the organization itself.”  The importance of recognising the system principle has been buttressed by Pfiffner (2010, p. 1617) who argued that the VSM nullifies or voids the traditional, yet contrived and factitious “separation between organizational structure and organizational processes”, as the VSM tends to align itself according to the organisation which has no knowledge of this contrived and factitious separation.
2.5.2.2 The role of the observer in defining a system, its purpose(s) and its design
As elucidated by Beer (1968, 1984 & 1985), and Beckford (2002), the role of the observer in defining a system, its purpose(s) and its design is of outmost importance in designing a VSM. This is because the observer or the researcher must carefully recognize that they are responsible for choosing what defines the organization. Beckford (2002) highlighted that although this guarantees them freedom in generating definitions, they must nevertheless accept responsibility for the outcomes. This is a direct offshoot of the work of Heinz van Foester and is known as “second order cybernetics” (Heylighen et al, 2001).  This has a direct connection to participant-observation (which is a source of information) which is discussed extensively in the methodology chapter (see section 3.5.1)
2.5.2.3 The ‘black box’ principle
Beer (1984 & 1985) highlighted that this principle stipulates or posits that no complex system can be completely known and understood, but that researchers or managers of the organisation can learn to control the system by skilfully dealing with the inputs and monitoring the effect on outputs. This, as Beer (1984 & 1985) expressed, can be achieved without entering the ‘black box’. Beckford (2002, p.266) maintained that the ‘black box principle’ should be set off in contrast from the traditional management approaches “which call for detailed analysis and description of the organization at every level from a pseudo-omniscient manager at the peak of an organizational hierarchy.”
2.5.2.4 The principle of self-regulation
Beer (1984 & 1985) expressed that this principle is in cognizant of the inherent quality of a complex system which may be expected to demonstrate a degree of self-regulation. According to Beckford (2002), this self-regulation is a direct result of the feedback loops within the organisation and between it and its environment. This view was supported by Pfiffner (2010, p. 162) who expressed that the establishment of the VSM as a common language in any organisation is tantamount to “the establishment of some kind of a genetic code with the character of the model over the whole”, which when used by managers in observing organisational behaviour, will serve as the impetus for the stimulation of self-organising forces. Moreover, as explained in a prior work by Conant and Ashby (1970), the principle of self-organisation can be endogenously established or built through the organisation’s genetic code, since cybernetics principles dictate that systemic regulation depends to a great extent, on the inherent model of that particular system.
2.5.2.5 The concept of recursion
Recursion, in the Viable System sense, means that the same principles of organisation are embedded at different levels of the structure. As an illustrative example, one can think of the Russian Matryushka dolls whose perfect copies of the same doll fit inside each other. In a sense, it means that viable systems are embedded inside viable systems.  This means that many of the functions and relationships recur at each level and that the parts are the same as the whole. Recursion gives the ability to have a holistic view while at the same time concentrating on certain system. So when dealing with a problem it is important to sketch the system in focus as a series of nested viable systems, this enables the understanding of every aspect of the system in focus. Each level consists of complete viable systems which are whole and must function as autonomous entities. (Beer, 1984)
2.5.2.6 The law of requisite variety.
In the mechanised world, complexity can be roughly equated with size i.e. the more parts there are, the more complex it is.  In a systems world, the complexity resides not in size but in the connections between the parts. Thus, a very small system can still be highly complex. As an example, a marriage.  is between two people so has only two parts, but experience shows that because of the myriad factors connecting these parts with each other, it can be a very complex system indeed! (Boulding 1956)
In the 1960’s, Lorentz (1963) discovered non-linear behaviour which was given the name “Chaos Theory.”  Cybernetics was aware of such a concept but named it variety - the number of states an entity can assume.  In general, if one considers n objects then there are a possible 2n different states.  Seven objects thus generate a variety of 1024. In any organisation, the thing to be controlled has a certain variety and the controller has normally a smaller variety.  Control is simply ensuring that these varieties balance by attenuating one and amplifying the other.   Ross Asby insisted that only variety can absorb variety and formulated what is commonly known as Ashby’s Law of Requisite Variety. “the variety of the controller must equal the variety of the controlled “(Asby 1956)
Thus, organisational problems are basically problems of variety engineering. Beckford (2002, p. 266) argued that this principle assumes that “to be effective, the variety of the controller (the management function) must be equal to that which is controlled (the organization). Variety, in cybernetics, is a measure of the number of possible states of a system.” 
Beer took this idea and from it enumerated four principles of organisation that must be satisfied by any viable system (Beer 1985)  
· First Principle of Organization, “managerial, operational and environmental varieties, diffusing through an institutional system tend to equate; they should be designed to do so with minimum damage to people and cost” (Beer, 1985, p. 30).
· Second Principle of Organization posits that the four directional channels carrying information between the management unit, the operation, and the environment must each have a higher capacity to transmit a given amount of information relevant to variety selection in a given time than the originating subsystem has to generate it at that time
· Third Axiom of Management posits that “the variety disposed by System Five (policy) equals the residual variety generated by the operation of the Second Axiom
· Fourth Principle of Organization which posits that: “the operation of the first three principles must be cyclically maintained through time without hiatus or lags” 
These four principles are widely used in this research.
2.5.2.7 Systems or Management Functions of the VSM.
The five management functions are incorporated into five systems called System 1,2,3,4 and 5.  These are the essential components of a Viable System.  Beer claims that he derived them from a study of the human body and named his first  book “the Brain of the Firm” An important axion of the Viable system methodology is that no entity can be viable if it is missing one of these systems and conversely the presence of these systems is essential for the viability (survival ) of an organisation. These systems must be balanced according to the four principles listed above and so applying the VSM entails a identifying these five systems and studying their variety connections.
A significant body of literature is devoted to  these five management functions or systems of the VSM. For instance, Leonard (2000), Assimakopoulus and Dimitriou (2006), and Herrera et.al. (2011), pointed out that the VSM affords a model of the operational characteristics of a viable system, and is essentially comprised by five management functions, namely: implementation, coordination, control, intelligence, and policy. However, other authors such as Gmür, Bartelt and Kissling (2010) and Sneed and Kilmer (2012), referred to these functions as:  (a) primary operational organizational units which are termed system 1’s; (b) super-ordinate coordination or system 2’s; (c) super-ordinate executive management or system 3; (d) long-term sustainable development or system 4; and (e) normative management of the entire organisation or system 5. Sneed and Kilmer (2012) emphasised that:  systems 1-3 comprises the short-term operational management level in terms of the implementation of the super-ordinate or most important goals of the organisation;  system 4 encompasses the long-term strategic management; and system 5 encompasses normative management which involves the long-term development of the organisation’s values. 
Assimakopoulus and Dimitriou (2006); and Herrera et.al. (2011) explained that the implementation function (system 1) pertains to the primary activities which generate products or services that represent the identity of the system. On the other hand, the coordination function (anti-oscillatory) (system 2), as explained by Herrera et.al. (2011),  and Sneed and Kilmer (2012),   corresponds to the coordination amongst  primary activities which is not necessary attained following  a top-down  approach  that is typical of a  hierarchic management system. Instead, in a VSM, primary activities can be coordinated in a centralized or distributed manner as a result of cooperation and information exchanges. They elaborated that the coordination function is largely an administrative function that involves “balancing the output, implementing consistency, and minimizing any oscillations” thereby ensuring “that operations run smoothly and serve as the information conduit” that  facilitates  effective management  of the system components. The control function (system 3), as explained by Herrera et.al. (2011), involves the regulation of the organisation which ensures the ‘auto-organisation’ of the system. Gmür, Bartelt and Kissling (2010) referred to this particular function as ‘super-ordinate management’ which influences the implementation function as a whole and ensures coherent business operations by means of the coordination function. The intelligence function (system 4), as explained by Herrera et.al. (2011), ensures system adaptability by establishing the link between primary activities and their respective environment. He further explained that in order to achieve system adaptability, this particular function should be capable of “treating the information which comes from the environment, with the objective to anticipate perturbations.” In the same vein, Gmür, Bartelt and Kissling (2010) elucidated that this function involves the strategic comprehension of the environment, including the trends, strengths and weaknesses; and  the intelligent use of the understanding of the environmental context in the  positioning of the organisation and in anticipating perturbations. Finally, the policy function (system 5), as noted by Gmür, Bartelt and Kissling and Herrera et.al  is largely comprised by the organisational culture, and reflects the goals and activities of the organisation as a whole. This function, according to, “keeps the system objectives at the different recursive levels.” Herrera et.al. (2011, p. 5)
According to Gmür, Bartelt and Kissling (2010) and Sneed and Kilmer (2012), the repetitive and nested features of the VSM are what essentially make up its fundamental nature. Moreover, they argued that the repetitive and nested aspects of the VSM enable managers to deal with each recursive layer of an organisation using the same methodology and tools. They emphasised that because of these features, the researcher can examine and analyse an organisation in a manner by which the practical value of the model is generated, without affecting the inherent complexity of the organisation. However, Gmür, Bartelt and Kissling (2010) cautioned that the requirements of the model must be fully satisfied in order for the functional logic of the VSM to add value to the the control function (system 3) within which the organisation operates. In particular, they explain that the five systems must be placed in an operative relationship to one another in order to gain “a shared understanding of the common routines for operational action within the organization.” This is because “from a cybernetic point of view, value creation is not to be comprehended as being one dimensional; for example, value supplements the economic dimension with social and ecological ones.” Figures 2.6 and 2.7 present diagrams of a typical VSM.  
Phal and Newnes (2007) were able to distil the list of the five subsystems of the VSM model from many different parts of Beer’s (1984, 1985 & 2000) contributions.  These subsystems include the following: (1) structural physical elements which include the elements to be controlled and provide the initial direction of movement; (2) information systems, which harmonise relationships amongst the structural physical elements; (3) the autonomic command centre, which is responsible for overall operations and distribution of the internal functions of the structural physical elements and the information systems; (4)  the centre for planning and foresight and integration of the structural physical elements, information systems, and the autonomic command centre with the outside world; and (5)  the overall command or control centre, “which balances all other functions and demands.” This subsystem and is the so-called 'heart' or brain of the firm (Phal & Newnes, 2007, p. 167).  

[image: ]
[bookmark: _Toc370594537][bookmark: _Toc506134434][bookmark: _Toc57021180]Figure ‎2.6 Diagram of a Typical VSM Source: Espejo, Bowling & Hoverstadt (1999, p. 28).
[image: ]
[bookmark: _Toc370594538][bookmark: _Toc506134435][bookmark: _Toc57021181]Figure ‎2.7 Another Representation of the VSM  Source: Thompson et.al. (2011)
[bookmark: _Toc370595755][bookmark: _Toc506134271]2.5.2.8 Related Studies that Used VSM as a Methodology.
According to Pffifner (2010), the theory of the VSM has been intensively discussed in academic circles. He argued that there was seemingly little understanding of its practical application, as well as related difficulties and success factors. Furthermore, He emphasised that only by an extensive discussion of the practical application of the VSM that new insights into the model can be gained and practical value generated.  Indeed, most of what has been discussed in literature delved on the theory of the VSM itself, as espoused by Beer (1972, 1979, 1984, 1985 & 2000). Hence, it is imperative that a review of literature relevant to recent research studies that centre on the use of VSM in organisational contexts be undertaken. Furthermore, this stream of literature is highly relevant for the present study because it could help inform the use of the VSM in the present study through its offer or provision of invaluable methodological insight. Hence, in this subsection, results of the review of two studies are presented. The first study was conducted by Gmür, Bartelt and Kissling (2010) who developed a VSM model of the Swiss Youth Hostel Association (SYHA), which is a non-profit organisation. The second study was conducted by Rios, Suarez and Jimenez (2012) who created a VSM of the University of Coruńa in Galicia, Spain. 
Gmür, Bartelt and Kissling (2010) applied the VSM in diagnosing the organisational structure of the Swiss Youth Hostel Association (SYHA) in order to determine if its organisational structure can qualify it to develop sustainably within the context of its complex environment and to generate value in its super-ordinate sphere. They used information gathered from three interviews with its top management, and from internal documents such as articles, mission statement and process plans to develop the case study of the SYHA. They provided an in-depth discussion of the processes or steps undertaken in building the VSM of the SYHA, from the application of the different stages of the VSM to the SYHA, to the analysis and description of the different triggered changes and the potential for further improvement, to the evaluation of the VSM. They found that the VSM affords “a useful, innovative and effective reference framework for analysing the organisational structure of an organisation from a multidimensional cybernetic perspective, on the strength of which managers can cope more efficiently and substantially with complexity.”  However, an important limitation of this study is the missing direct link between the normative level of system 5 and the operational level or system 1. 
This research study is highly relevant to the present study because it provides practical insight into the use of the VSM in the diagnosis of the organisational structure of the GCC and in the development of a more viable model. Gmür, Bartelt and Kissling (2010) extensively discussed the following: (1) the subsystems that comprise the VSM of the SYHA; (2) the recursion levels identified in the organisational structure of the SYHA, and in its strategic and operational management; (3) the generation of the normative framework; (4) the recursion levels in its coordination and monitoring instruments; (5) the insights and changes triggered by the VSM-based diagnosis; and (6) evaluation of the VSM model. Such in-depth discussion of the important aspects of the VSM provides invaluable methodological insight to the present study. 
In diagnosing the current organisational structure of the University of Coruńa in Galicia, Spain, and in subsequently designing a more viable structure with the use of a VSM, Rios, Suarez and Jimenez (2012) carried-out a four-stage methodological process. The first stage entailed obtaining a clear idea of the university’s identity and purpose. This was followed by the identification of the organisation’s vertical structure, through “complexity unfolding”, wherein the environment is broken down into sub-environments, and further into sub-sub-environments; and the organisation is likewise broken down into sub-organisations, and further into sub-sub-organisations. This particular process resulted in a set of recursion levels. The third stage involved the analysis of the vertical levels based on the various components comprising each level. The fourth stage involved the review of the degree to which the different organizations are linked at the recursion They found that the use of the VSM which featured a recursion levels- key factors matrix helped generate an integrated and “holistic view of the intervention.”  They concluded that the VSM has the potential to adequately provide the needed support to managers and leaders of organisations for coping with the complexity that their respective organisations face, “by guiding the processes of their diagnosis and design.” However, the major limitation of this study is that they had to resort to the use of VSM software because of the difficulty that they encountered in visualizing the numerous matrices produced in the various recursion levels. 
The work of Rios, Suarez and Jimenez is highly relevant to the present study because it showed the exact process undertaken when applying the VSM to diagnose the organisational problem of the University of Coruńa and subsequently design a more variable model of the organisation that is envisioned to guide the strategic decisions and actions of its top management. They presented clearly and in a very logical fashion, the manner by which the recursion levels- key factors matrix was utilised to identify the actions that need to be implemented at the different recursion levels. Table 2.9 below shows the summary of the study findings, study limitations, relevance to the present study, and the corresponding researchers.

	Author (s) /  Researcher (s)
	Study Findings
	Limitations of the Study
	Relevance to the Present Study

	Gmür, Bartelt and Kissling (2010). 
	The VSM affords “a useful, innovative and effective reference framework for analysing the organisational structure of an organisation from a multidimensional cybernetic perspective, on the strength of which managers can cope more efficiently and substantially with complexity” (p. 1627).
	
There was a missing direct link between the normative level of system 5 and the operational level or system 1. 
	It is highly relevant to the present study because it provides practical insight into the use of the VSM in the diagnosis of the organisational structure of the GCC and in the development of a more viable model.

	Rios, Suarez and Jimenez (2012)
	The VSM which featured a recursion levels- key factors matrix helped generate an integrated and “holistic view of the intervention (p.291).

The VSM has the potential to adequately provide the needed support to managers and leaders of organisations for coping with the complexity that their respective organisations face, “by guiding the processes of their diagnosis and design” 
	The researchers had to use VSM software because of the difficulty that they encountered in visualizing the numerous matrices produced in the various recursion levels.
	It is highly relevant to the present study because it showed the exact process undertaken by the researchers    in applying the VSM to diagnose the organisational problem of the University of A Coruńa and subsequently design a more variable model of the organisation that is envisioned to guide the strategic decisions and actions of its top management.


[bookmark: _Toc57096178]Table ‎2.10 Summary of Study Findings and Limitations of Related Studies, Their Relevance to the Present Study, and the Corresponding Researchers Source: Created by the Researcher
[bookmark: _Toc370595760][bookmark: _Toc506134276]Results of the review of literature indicate that there is an almost univocal definition of the VSM which points to its utility in diagnosing organisational structures and in designing a more viable version. The various functional definitions of the VSM revolved around the following themes: the five main management functions of VSM; the principles of VSM; use of the VSM as an analytical tool or framework for examining organisational structures; the utility of the VSM in nullifying the focus on hierarchical relationships in traditional management models. Hence, a significant body of literature alluded to the use of the VSM as an analytical tool in diagnosing and improving organisational structures. 
Numerous contributions have discussed the principles of the VSM, namely:  (1) the role of the observer in defining a system, its purpose(s) and its design; (2) recognition of the systems principle; (3) the ‘black box’ principle; (4) the principle of self-regulation; and (5) the law of requisite variety. In the same vein numerous authors have also provided extensive discussion regarding the five systems or management functions of the VSM, namely: (a) primary operational organizational units or system 1; (b) super-ordinate coordination or system 2; (c) super-ordinate executive management or system 3; (d) long-term sustainable development or system 4; and (e) normative management of the entire organisation or system 5. Several authors have also covered the five subsystems of the VSM, namely: 1) the structural physical elements; (2) information systems; (3) the autonomic command centre; (4) the centre for planning and foresight; and (5) the overall command or control centre. 
  Results of the literature review regarding studies that used VSM in diagnosing and improving organisational structures suggest that the VSM is a very useful tool or framework that can be used by managers or leaders of organisations in examining their respective organisational structures and in designing more viable models. The findings of both studies that were critiqued highlighted the requirement for the following: (1) collecting sufficient information to build a case study for the organisation of interest; (2) accurately identifying the recursion levels and criteria; and (3) effectively addressing the difficulty of having numerous recursion levels and recursion criteria. Nevertheless, these studies are relevant to the present study because they can provide invaluable methodological insight regarding the use of the VSM in diagnosing and in improving the design of the organisational structure of the GCC. However, there appears to be a dearth in studies that focus on a complex public sector organisation like the GCC. Hence, this study hopes to address such apparent gap in literature. 
[bookmark: _Toc57021056]2.6 Conclusions 
This chapter presented the results of the review of literature related to the methodological approaches that are relevant to the present study, namely: soft systems methodology (SSM), system dynamics (SD), and viable systems model (VSM). Furthermore, it provided a brief discussion of the results of the review of literature relevant to performance measurement.  Thus, this chapter successfully provided a discussion of the results of the critical review of academic literature relevant to the theoretical disciplines underpinning the aforementioned approaches and subsequently identified the relevant themes and main concepts in extant literature that can be utilised for the present study. 
The first section of this chapter presented the results of the review of extant literature that deals with SSM. In particular, it covered the results of literature review pertaining to the following topics: (1) the various definitions and functions of SSM, (2) the different stages and versions of SSM; (3) the SSM and hard systems methodology (HSM) dichotomy; (4) the utility of using SSM in organisational contexts; (5) criticisms against SSM; and (6) studies that used SSM as a methodological approach. 
The second section of this chapter presented the results of the  review of literature that deals with system dynamics (SD) , including the following topics: (1) different  definitions of SD; (2) functions and applications of SD; (3) core nature of SD; and (4) related studies that used SD methodology for forecasting ‘what-if’ scenarios of the problem of interest. 
Finally, the third section of this chapter discussed the results of the review of literature that deals with VSM, which included the following topics: the definition of VSM, the fundamental nature of VSM and the recent studies that used VSM as a methodological approach for diagnosing organisational problems and improving such problematical situations to create more viable models. 
The following chapter will provide a discussion of the methodology of the present study which includes the conceptual framework that was adopted based on the results of the literature review. It will also include justification for the chosen methodological approaches. It will also provide a discussion of the research philosophy adopted in the present study and the specific methodological processes undertaken by the researcher to achieve the aim and objectives of the present study. 
[bookmark: _Toc370595761][bookmark: _Toc506134277][bookmark: _Toc57021057]Methodology
[bookmark: _Toc370595762][bookmark: _Toc506134278][bookmark: _Toc57021058]3.1 Introduction 
[bookmark: _Hlk505361056]This chapter presents a critical discussion regarding the conceptual framework for the research, possible research philosophies and research design, methods of data collection and analysis. It ends by clearly stating what procedures and design were undertaken, the limitations of the study and how ethical considerations were addressed in this study. 
Cohen et al. (2000, p. 73) argue that the design of a study is strongly influenced by the notion of ‘fitness for purpose’ - “the purposes of the research determine the methodology and design of the research.”  Hence, an effective research design is one that seeks and attempts to attain the research aim and objectives by adopting   the most appropriate research methods. As highlighted by Khan (2008, p. 69), “selecting a design for a study essentially involves selecting the most appropriate methods or techniques to solve the particular problem under investigation.” Failure to do so would result in generating study findings that tend to be “blurred, questionable or unscientific” (Khan, 2008, p. 69). This chapter presents an in-depth discussion of the manner by which the aim and objectives of the present study were achieved with the use of a well-suited research methodology. 
[bookmark: _Toc370595763][bookmark: _Toc506134279][bookmark: _Toc57021059]3.2 Choosing the Conceptual Framework
The researcher decided to use the first six stages of the SSM methodology as a template for the conceptual framework of this research. It also assumes a mode 1 type of enquiry (Kreher, 1994; cited in Turner, 2008) which is when the underlying intention is to provide researchers from within the organisation (the participant-observer),  an understanding of how best to improve a problematical situation. These intentions contrast with the  driving force behind a mode 2 type of enquiry that is associated with the four stages version of SSM,  which, according to Turner (2008, p.39), rests on “the need to bring about a significant organisational change in the face of 'events' taking place in the organisation's operating environment.” Since the implementation of the VSM model is beyond the scope of the present study, then the mode 1 type of enquiry is deemed more suitable for the present study. The role of a participant observer is discussed in section 3.5.1. 
The general aim of the present study as detailed in chapter one is:
to further the understanding of the structural identity of multinational bodies by braiding together the strengths of three major existing systemic tools using the GCC as a case study.
Accordingly, the effectiveness of the new approach is not is the individual application of the three systemic tools but in the manner of their “braiding.” The application of SSM provides a clearer picture of the problem enabling a better understanding of the specific “identity” of the organisation.  The VSM will use its diagnostic ability to identify organizational deficiencies in the structure and then to suggest structural changes to correct these deficiencies. SD is presented as a mechanism that is employed in the System Four of the VSM, providing a means of discussing “what-if” scenarios. This whole process addresses the objectives outlined in Chapter One.  Figure 3.1 is a diagrammatic portrayal of this framework
[bookmark: _Toc370594539][bookmark: _Toc506134436]The first three stages of the conceptual framework (Chapter 4) involve the Soft Systems Methodology. 
· Stage One involves the identification of the problematical situation in the organisation with the use of information gathered from formal data and qualitative methods. (Checkland & Scholes, 1990; Checkland, 2000, Beckford, 2002, Ramadhan, Sensuse & Arymurthy, 2012, Staadt, 2012, White, 2012). 
· Stage 2 involves the expression of the problem situation as a rich picture in order to facilitate a more in-depth understanding of the problematical situation by the researcher (Checkland & Scholes, 1990; Page, 2008; Davis, 2009; Staadt, 2012; White, 2012).  
· Stage 3  involves developing succinct statements about the purpose of the various systems or processes, called ‘root definitions’ which can be  formulated through a particular mnemonic – the CATWOE mnemonic, which stands for  customers, actors, transformation, Weltanschauung, owners,  and environment (Checkland & Scholes, 1990; Harper, Randall &  Rouncefield, 2000; Davis , 2009;  Ramadhan,  Sensuse & Arymurthy , 2012).  
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[bookmark: _Toc57021182]Figure ‎3.1 Conceptual Framework of the Present Study
                 Source: Created by the Author and Adapted from Checkland’s and Scholes’ (1990).
The final three stages use the GCC as a case study as an example of the new approach to diagnose large organisations involving a braiding together of SSM, VSM and SD.
· Stage Four involves the creation of a conceptual model (chapter five) which is a Viable System Model.  Qualitative System Dynamics is used in the development of a system four. 
· Stage Five examines the System four of the VSM and shows how Qualitative System Dynamics (Causal Loop Modelling) is a useful tool.  (chapter six) 
· Stage Six (chapter seven) suggests ways of correcting the structural deficiencies that have been identified and suggesting desirable changes that could be made to the model.  
The line separating stages 1 and 2 from stages 3 and 4 is drawn to indicate that the researcher has transposed from the ‘real world’ to a ‘systems thinking world’ (Checkland, 2000; Sankaran, Tay & Orr, 2009; Cassidy & Cassidy, 2012). 
[bookmark: _Toc370595764][bookmark: _Toc506134280][bookmark: _Toc57021060]3.3 Research Philosophy 
This section presents a discussion of the research philosophy adopted in this study. As will be gleaned later, the research philosophy used during data collection was interpretivism. However, in the data analysis, the positivist paradigm was used. Figure 3.2 presents key aspects of this study.

Aim and Objectives
Research Philosophy 
Conceptual Framework
Research Strategy
SSM in combination with cybernetics, using a case study approach. 
Aim:  To diagnose the current organisational design of the GCC and subsequently develop more viable models.  
Interpretivist in SSM and data collection; and positivist in data analysis and construction and testing of suggested conceptual model (VSM)
SSM adapted from Checkland’s and Scholes’ (1990) Seven Stages Version of SSM. 

[bookmark: _Toc370594540][bookmark: _Toc506134437][bookmark: _Toc57021183]             Figure ‎3.2  Summary of Key Aspects of the Present Study   Created by the Researcher
[bookmark: _Toc370595765][bookmark: _Toc506134281][bookmark: _Toc57021061]3.3.1 Interpretivism that is Grounded on Phenomenology and Hermeneutics 
This study used an interpretivist research philosophy in diagnosing the current organisational design of the GCC and subsequently developing more viable models.  Within the context of social research, interpretivism is a type of epistemological framework that is closely aligned to constructionism, but is in direct opposition with positivism (Thomas, 2004). Epistemology, on the other hand, is the direct opposite of ontology. Whereas ontology is associated with the nature of reality, epistemology is closely linked with the process by which that knowledge of reality is determined (Bucker, 2003). In other words, as Keeney (1979) explains, epistemology addresses the following questions: (1) How do we know what we know? and (2) What are the basic assumptions and premises that influence perception? Bateson (1979, p. 87) describes epistemology as a framework that is “always and inevitably personal.”
[bookmark: _Hlk32500871]The epistemological framework encompasses constructivism, interpretivism and positivism. (Bucker, 2003). Orlikowski and Baroudi (1991) describe interpretive studies as being aligned with social constructivism. Schwandt (1994) provides a description of constructivism and interpretivism in the following manner:
Constructivist, constructivism, interpretivist, and interpretivism are terms that routinely appear in the lexicon of social science methodologists and philosophers…. The world of lived reality and situation-specific meanings that constitute the general object of investigation is thought to be constructed by social actors. That is, particular actors, in particular places, at particular times, fashion meaning out of events and phenomena through prolonged, complex, processes of social interaction involving history, language and action (Schwandt, 1994, p.118).
Schwandt (1994) elucidated the difference between interpretivism and constructivism in terms of their intellectual underpinnings and in terms of the manner by which they treat matters of knowing and being. He emphasised that interpretivism is aligned with phenomenology and hermeneutics, which, according to Paterson and Higgs (2005, p. 343) is “the theory and practice of interpretation.”  Schwandt (1994) elaborates that as opposed to interpretivism which is considered to be a reaction against natural science, constructivism promotes a contrary view that what individuals regard as objective knowledge and truth is a result of perspective. Urquhart (2001, p. 247) supports this view and further explains that in constructivism, the pluralistic nature of reality is highlighted and is taken to be “the product of complicated discursive practices.” As Higgs (2001, p.49) explains, the central goal of the interpretive paradigm:
is to seek to interpret the world, particularly the social world, (and where) knowledge ... comprises constructions arising from the minds and bodies of knowing, conscious and feeling beings ... generated through a search for meaning, beliefs, and values, and through looking for wholes and relationships with other wholes. (Higgs, 2001, p.49).
	Since the present study uses SSM as one of the systemic tools, then the overarching research philosophy used was interpretivism which is grounded in hermeneutics and phenomenology. Brocklesby (1995) asserts that SSM is rooted and grounded in the hermeneutic/ phenomenology/ interpretive tradition and is largely used as an epistemological tool to help bring about a deeper understanding of the problematical situation. As Brocklesby (1995, p.71) suggests, SSM aims to improve current practices and understanding of situations “through participants’ self- reflective enquiry.” According to Stowell (2009), SSM is philosophically aligned to phenomenology. As Patton (1990, p. 68) suggests, phenomenology has been referred to as a philosophy, a paradigm and a methodology, and has been equated with qualitative methods of research. According to Husserl (1970; cited in O'Donoghue & Punch, 2003, p. 45), phenomenology means describing things as one “experiences them, and this means a turning away from science and scientific knowledge and returning to the 'things themselves.” Earlier on, Berger and Luckmann (1967; cited in Urquhart, 2001, p.247) have described phenomenological studies as being “concerned with the subjective and intersubjective meanings” of what “people create, as they interact with the world around them.” 
[bookmark: _Hlk32501171]	Similar to the studies conducted by Delbridge (2008), Baskerville, Pries-Heje and Venable (2009), Alaca (2011), Poage, Donohoe and Lee (2011), Ramadhan, Sensuse and Arymurthy (2012), Staadt (2012),  and White (2012) that used SSM as the guiding methodology,  the interpretivist paradigm which serves as the research philosophy of the present study is also heavily anchored on hermeneutics in addition to phenomenology. According to Boell and Cecez-Kecmanovic (2010), hermeneutics deals with the process of developing interpretive understanding or Verstehen. Within the context of organisational management, hermeneutics is considered “an approach to the human world that endeavours to recover and interpret the meanings of human actions from the historical-cultural point of view of the individuals performing them” (Krasemann, 2005, p. 182). Thachankary (1992, p. 204) claims that: 
[...] hermeneutical thinkers share a common concern to resist the notion of a wordless and timeless source of insight. Human understanding always takes place within an emerging linguistic framework evolved over time in terms of historically conditioned concerns and practices. In summary, hermeneutics makes the point that language and history are always both conditions and limits of our understanding. (Thackary, 1992,).
Thus, within the context of the present study, hermeneutics was selected as an appropriate research approach since the research aim was to interpret how people understand the identity and organisational design of the GCC to be able to develop more viable models. This researcher further argues that professional practice entails understanding the organisational design of the GCC and ascertaining the problematical situation besetting it which goes beyond the simple application of theoretical knowledge; that the context and setting of the study can be better studied through an interpretive lens compared to an empirical lens; and that hermeneutics is an interpretive approach that is useful for studying and understanding the GCC’s organisational design within the historical-cultural perspectives of the participants involved in this study. 
	The interpretivist philosophy due to its salient feature of being inherently phenomenological and hermeneutic in nature, has been deemed well-suited for the present study because it affords an understanding of how participants view the world, create meanings and create interpretations (Neuman, 1997).  Such approach is considered germane to   the present study as it attempts to examine the current organisational structure of the GCC; identify any problematical situations and subsequently improve them by recommending more viable models of the organisation. Furthermore, the problem identification and expression which encompass stages 1 and 2 of the SSM required an explicit ‘real world’ view of the study participants in reference to their own understanding of the problematical issues besetting the GCC.  Thus, the philosophical view adopted in the present study is essentially that the participants’ beliefs regarding the problematical situation in the GCC and how it can be improved, can be taken to be interpretations or varying constructions of such beliefs. The interpretive paradigm was appropriate for addressing the research questions of the study namely: (1) What are the identity and organisational goals of the GCC? (2)  What are the recursion levels inherent in the organisational structure of the GCC? (3) What is the VSM best suited for the GCC? Furthermore, the interpretive paradigm was appropriate for addressing the phenomenon under investigation: the organisational structure of the GCC. This phenomenon is an integral part in the human world and therefore requires a human sciences paradigm and research strategy to address it richly and effectively. Such opportunity is afforded by the interpretive paradigm. 
[bookmark: _Toc57021062][bookmark: _Toc370595766][bookmark: _Toc506134282]3.3.2 Positivism 
	By analyzing the content analysis of participants’ interview responses and testing of the suggested models of the GCCa positivist approach was adopted. According to various scholars such as  Kolakowski (1972),  Wacquant (1994), and  Wysienska and  Szmatka (2002),  positivism, in its broadest sense, pertains to the theory of knowledge that  emphasises that the pursuit of causal explanation  must be carried out  through inductive generalisation; and  that the only  type of  logically- valid knowledge available is that of science  anchored on observation. Thus, as Halfpenny (1982, p.115) explains: 
In this point positivism is identical with traditional empiricism: positive (as opposed to theological and metaphysical) knowledge is empirical knowledge, which is the only sound (or scientific), knowledge because observation (or more generally experience) is the only sound source of knowledge. (Halfpenny, 1982, p.115). 
	Feather and  Sturges (2003, p. 180) argue that  positivism has been called 'the invisible philosophy of science' as a result of the positivists’ claim that it  is solely a scientific approach which  seeks to ignore philosophical issues . Within the context of sociocybernetics, positivism is considered to be   the dominant research paradigm (Yolles, 2004).  The discipline of sociocybernetics is an important facet of the present study since it highlights the notion of a system as a conceptual bridge between the sociology of organisations and organisational efficiency (Parra-Luna, 1997). These aspects, namely:  the sociology of organisations and organisational efficiency are areas of concern that the present study deals with, albeit, in varying degrees or levels of analysis. Buckley (1998; cited in Geyer & Van Der Zouwen, 2001, p.1), describes sociocybernetics as “the application of first-order and especially second-order cybernetics to the social sciences, and their further development within the social sciences.” Arnopoulos (2001, p. 37) explains that sociocybernetics encompasses “a hierarchy of mechanic, organic, and symbolic systems” and operates in all spheres of life, thereby highlighting that the combination of physics, politics, and cybernetics produce a confluence of deterministic, random, and voluntaristic factors to  provide a systemic and systematic understanding of reality. In this respect, Arnopoulos (2001, p. 37) gives the following analogy: “as a successful airplane flight must abide with the laws of aerodynamics, an effective sociocybernetic exercise must abide by the laws of sociophysics.”   Thus, positivism assumes that statements arising from a theory should be positive and testable (Yolles, 2004). 
Positivists are inclined to view: (1) reality independent from any observer; and (2) events as representations of any observer-independent data which consider ‘facts’ as embodiments of a single objective ‘reality’ (Yolles, 2004). Positivists, as described by Zhang et al. (2012, p. 1067) are inclined to uphold the ontology of realism which posits that “the world is objective and external to the mind.”  Hence, the positivist tradition espouses that the values and views of the researcher have no bearing on “what was studied, how it was studied, what was analyzed, what theories were chosen as competing explanations, and how it was reported: Science was scientific by definition” (Britt, 1997, p. 13).  Within the context of such ontology, scientific data and theories are used to investigate and subsequently uncover the truths existing in reality (Zhang et al., 2012). Table 3.1 below summarises the differences between positivism and interpretivism as the research philosophies used in the present study.3.4 Research Design: SSM with Cybernetics and Case Study


	Theory of knowledge
	Positivism
	Interpretivism

	Preferred conceptions of:
	
	

	The human world
	Set of natural objects
	Set of human meanings

	Theory of human behaviour/action
	Behaviourism
	Symbolic interactionism

	Relation between structure and action
	Explain actions in terms of structures
	Explain structures in terms of actions

	Knowledge
	General, nomothetic, universal
	Particular, contextual

	Data
	Given, found
	Constructed through participants’ interview responses

	Method of securing data

	Questionnaires
	Data construction via interpretation (interviews)

	Causal emphasis
	External to internal
	Internal to external

	Prediction
	Based on forecasts of “what –if scenarios’ of the identified organisational problem of the GCC
	Based on understanding of typical behaviour in typical situations

	Research strategies
	First order Cybernetics 
	Second order Cybernetics   SSM with case study

	Research methods
	structured observation, 
	Unstructured interview, participant observation

	Analytical method
	Statistical analysis
	Hermeneutics

	Methodological problems
	Internal validity, contextualization
	Generalization, replication

	Symbol/image
	Hard Systems 

	Soft Systems 


[bookmark: _Toc370593474][bookmark: _Toc506134384][bookmark: _Toc57096179]Table ‎3.1 Summary of Differences between Positivism and Interpretivism as Employed in the Present Study Source: Created by the Researcher and Adapted from Thomas (2004)
[bookmark: _Toc370595767][bookmark: _Toc506134283]Within the context of the present study, the positivist paradigm was only used in the content analysis of the individual responses of the study participants in the problem identification and expression (stages 1 and 2) of the SSM. For the purpose of the present study, content analysis is considered “a research technique for making replicable and valid inferences from texts (or other meaningful matter) to the contexts of their use” (Krippendorff, 2004, p. 18). White (2012) elucidates that the goal of content analysis is “to identify that person's perspective on the topic.” The use of positivist paradigm was especially evident in the manner by which this researcher employed analytical constructs, or rules of inference, to move from the text to the answers to the research questions. White explains that the two domains, the texts and the context, are logically independent, and the researcher draws conclusions from one independent domain (the texts) to the other (the context). 
[bookmark: _Toc57021063]3.4 Research Design
[bookmark: _Hlk32501787][bookmark: _Hlk32501727]As mentioned in the aim, the research intends to use a case study approach. According to Mcgee (2007, p. 69), a research design “is the plan that a researcher develops for conducting their research.” A research design is used to effectively address a research question and must therefore be developed with that particular goal in mind (Rugg & Petre, 2007). Yin (2003) elucidates that an exploratory research design is particularly useful in exploring those situations where the outcomes are unclear. Mcgee (2007, p.69) explains that exploratory research is appropriate or well-suited “if very little” is known about the research topic, since the aim of this type of research is to generate “foundational knowledge on the topic.” Furthermore, Mcgee (2007) elaborates that a qualitative case study approach using interviews may be the best research design for a study that attempts to gather and record in-depth information about individual experiences, or experiences of selected groups of people. 
The research design is shown in figure 3.3



[bookmark: _Toc57021184]                 Figure ‎3.3 Summary of the Research Design of the Present Study Source: the Researcher
The present study used an exploratory research design to address the research questions. Specifically, SSM, which is considered as an analytical tool used to analyse and subsequently improve problematical social or organisational situations (Bulow 1989, cited in Turner, 2008; Platt & Warwick, 1995; Tsoi, 2004; Kayrooz & Trevitt, 2005; Checkland & Poulter, 2006; Maqsood, Somerville & Howard, 2008; Staadt, 2012); was used in combination with a case study approach.  In addition to SSM and the case study approach, the present study also used a major cybernetic tool (VSM)  
System dynamics principles are highly useful in identifying and modelling complex management problems especially in predicting the impacts of decisions over time. Causal models show the dynamic interdependencies and causal relationships of the system. In constructing the SD model, the qualitative paradigm, as advocated by Wolstenholme (1990), and Pollack (2007) which uses flowcharts, interpretive epistemology, inductive reasoning, and exploratory, qualitative techniques as bases for building the SD model, was employed by this researcher. This is because within the context of the present study, the qualitative paradigm of SD modelling is considered to be more suitable compared to the quantitative paradigm. The qualitative SD paradigm addressed the requirement to rule out quantification difficulties; and subsequently facilitated the streamlining and simplification of complex problems. In the present study, the qualitative SD paradigm helped in clearly explaining system behaviour. 
The effectiveness of the  use of SSM as the guiding methodology in combination with other approaches such as cybernetics and case study approach in identifying problematical situations in organisations and developing more viable models  has been documented in recent empirical studies such as those conducted by Delbridge (2008),  Poage, Donohoe and Lee (2011), Staadt (2012) and White (2012). Moreover, these empirical studies highlighted the effectiveness of combining SSM with other methodological approaches such as cybernetics and case study in order to provide a more critical thinking framework.  In particular, the present study drew salient methodological insight from the contribution of White (2012) which enhanced SSM with cybernetic principles and applied the resulting methods to a case study of the London Ambulance Service (LAS).  
Moreover, as has been highlighted in the results of the literature review, once the problematical situation affecting the organisation has been identified, suitable methodologies must be subsequently selected in order to address the problem that has already been identified (Jackson,  2010). A combination of methodological approaches is termed a mixed methods approach.
[bookmark: _Hlk4313370]The origin of a mixed methods approach goes back to the 1950’s (Campbell and Fisk, 1959) where is was thought that as both methods had their individual weaknesses, combining them might neutralise their relative weaknesses. Burke at al (2007) define mixed-methods research as an integration of “elements of qualitative and quantitative research approaches (e.g., use of qualitative and quantitative viewpoints, data collection, analysis, inference techniques) for the purposes of breadth and depth of understanding and corroboration.” Klingner and Boardman (2011) elucidate that “mixed-methods research can help to establish cross-context patterns of regularity and determine unique within-site variables.” Silverman (2006) suggests the use of a combination of quantitative and qualitative research methods since it “increases the effectiveness of addressing the research questions.” Additionally, Greene (2007) argues that the use of mixed methods further strengthens the rigour of the research process. Mixed- methods, thus, has been deemed well suited for the present study since it is focused on the exploration of the problems affecting the GCC.  
Mixed Methods can be applied to the research approach taken as a whole.  Individually, each systemic tool can be used in both ways: -qualitatively and quantitatively. The SSM used a qualitative approach when it took a holistic view of the problem but used quantitative tools to elicit information such as questionnaires A VSM can again use both qualitative and quantitative tools. There is considerable debate amongst managerial cyberneticians about the overall nature of the VSM.  The diagnostic stage is subjective and thus can be argued to be qualitative, but the variety engineering and implementation is quantitative.  System Dynamics also uses both qualitative and quantitative approaches.  The causal loop modelling (shown in Chapter Six) is certainly qualitative and is intended to show the interconnections of the system and identify any counter-intuitive behaviour.  The Stock and flow models (sometimes called System Dynamic models) are quantitative and process numbers producing graphs or tables. This work only uses the causal models and does not develop any System Dynamic models...
A major handbook by Tashkarie & Teddie (2010) gave a thorough description of the strengths and weaknesses of a mixed approach.  By “mixed methods” it is meant that a combination of quantitative and qualitative methods are used. Both are very useful. 
· Qualitative methods provide a broad picture of what is happening, and which factors affect other ones.  They are very useful in getting “a feel” for the problem. They are interested in answering the questions “why” and “how” 
· Quantitative research focuses more on the ability to complete statistical analysis.  With quantitative studies, each respondent is asked to respond to the same questions: Surveys and questionnaires are the most common technique for collecting quantitative data. Data can qualitative ( i.e. open-ended in the sense that responses cannot be predicted) or quantitative  (where the responses fall under a prescribed range such as the Likert scale used in questionnaires). 
According to De Vaus (2002), “qualitative methods are often regarded as providing rich data about real- life people and situations and being more able to make sense of behaviour and to understand behaviour within its wider context.” Furthermore, Denscombe (2007) maintain that qualitative data are closely linked with “strategies of research such as ethnography, phenomenology and grounded theory, and with research methods such as interviews, documents and observation.” The use of qualitative research in the present study is hence justified by the use of the SSM as the guiding methodology in combination with case study and action research. The present study used qualitative techniques to fulfil the various stages of the SSM and which consisted of the use of researcher notes for the participant – observation and semi-structured interviews. 
In addition, the present study also used a quantitative research approach in collecting and analysing data from a five -point Likert -type scale type of survey questionnaire. In addition to semi-structured interviews, survey questionnaire was used for the present study because as Bell (2010) asserts, it affords a fast yet economic way of determining information from a relatively large sample. 
The aim of this research is to braid together a new approach for understanding multinational bodies. To do this, it was needed to use both the qualitative and quantitative aspects of the SSM, SD and the VSM.  This justifies the use of “mixed methods” to describe the overall approach.
Since the present study adopts SSM as the guiding or dominant methodology, then as Checkland (2001) recommends, a specific approach relevant to this research undertaking must be created. Hence, the research methods or approaches adopted for the present study were case study, SD analysis, and VSM. A case study has been defined by Yin (1984; cited in Patton & Appelbaum, 2003, p. 60) as an empirical enquiry that explores and investigates “a contemporary phenomenon within a real-life context where the boundaries between phenomenon and context are not clearly evident, and in which multiple sources of evidence are used.”  It typically combines data collection methods which include interviews, archival searches, observation and questionnaires (Eisenhardt, 1989).  Lee (2003, p. 181) defines a case study   as “an in-depth, multifaceted investigation of a particular object or theme where the object or theme gives it its unity.”  The theme of the present study focuses on the current organisational structure of the GCC and the development of more viable models; consequently, the case study centred on the collection of data from study participants and from both internal and external sources pertaining to the current organisational design of the GCC. Thus, the case study approach was the principal method of data collection and comparison used to develop categories, structures, and causal mechanisms. Moreover, the case study approach facilitated a more holistic study of structures and causal mechanisms of the GCC “by supplying information from a number of different data sources over a period of time” (Lee, 2003, p. 181). 
According to Yin (2003) and Eisenhardt and Graebner (2007), evidence for case studies can come from various sources such as interviews, survey data, archival data, observations, and ethnographies. The sources that were used for the case study, SD analysis and VSM approaches used for the present study were: participant-observation, archival data or documents, and interviews. The use of various sources of data increased the credibility of the data collected for the present study. As Yin argues, “a hallmark of case study research is the use of multiple data sources, a strategy which also enhances data credibility.”  Furthermore, the present study employed a single, holistic case study with embedded units, which is considered a powerful design due to its ability to set the enquiry at sub-units that are situated within a larger case (Eisenhardt & Graebner, 2007). Within the context of the present study, the sub-units were the interviewees who are GCC organisational actors from different hierarchical levels; while the larger case is the GCC itself. In this case, the data were analysed across all of the subunits (cross-case analysis). This served as the ground for engaging in rich analysis which helped illuminate the case, since “it is unlikely that these varied informants will engage in convergent retrospective sensemaking and/or impression management” (Eisenhardt & Graebner, 2007, p.28). Thus, the holistic case study design with embedded units using cross-case analysis facilitated rich data analysis and helped limit, if not eliminate bias. 
[bookmark: _Toc370595768][bookmark: _Toc506134284][bookmark: _Toc57021064]3.5 Data Collection Methods 
Data was needed in different forms for the three systemic tools. 
[bookmark: _Hlk14184380]For the SSM, it was essentially interpretivist and included the following collection methods:
· Participant-Observer knowledge
· Data from published sources. 
· Archived Documentation 
· Questionnaires and Interviews.
The VSM used the data gathered by thee SSM and was influenced by the role of the researcher as a participant-observer. The causal modelling in chapter 6 relied mainly on literature and participant observation. For the Causal modelling (System Dynamics) the data was primarily from secondary sources.
[bookmark: _Toc370595769][bookmark: _Toc506134285]The data collection methods are discussed for each tool in the appropriate chapter. 
[bookmark: _Toc57021065]3.5.1 Participant-Observer
[bookmark: _Hlk32502126][bookmark: _Hlk32502153]In the middle ages, Galileo founded the scientific method where hypotheses were formed, experiments carried out and results were deduced.  This is still used today  for example in the PDCA process employed by Toyota (Plan-Do-Check-Act) (Liker 2004) The debate was exacerbated by the early work on the foundations of Quantum Mechanics where it was realized that because of the small size of the entities being examined, the measuring apparatus would influence the result. (Luhmann 1995) Thus, the measurer was not independent of the measured. This was taken up by the cybernetician, von Foerster classic paper (1960) where he argued that systems are intrinsically unpredictable and will always expand beyond the frames of reference adopted by the observers to model their behavior. This led to the term “second order cybernetics” which is the study of observing “observed systems” rather than the observed systems themselves. This stimulated the debate regarding participant-observer which was subsequently taken up by Pask, (1969) and Maturana. (1980) This term is used when the gatherer of the information is part of the system in which the information resides.  The question is whether in such a situation, the results obtained can be regarded as reliable in the sense of free from bias.
Anthropological and sociological studies have been using participant -observation for over a century especially as a central data collection method in ethnographic research. (Dewalt and Dewalt, 2002) Besides observation, an ethnographic study can be centrally based on open-ended narrative, or life history interviews, which can also be called ‘ethnographic interviews’ (Heyl, 2007). Most often, however, ethnographers supplement what they learn through participant observation by interviewing people who can help them understand the setting or group they are researching. It can be useful to interview a variety of people at various points of an ethnographic research. In their ethnographic research on female entrepreneurship, Bruni et al. (2004) made several formal and informal interviews during their fieldwork with the people working in the companies chosen for the study. In business research (such as this study) the extent of participation can vary. At the one end, a researcher can make short visits to the site (Eriksson et al., 2008). At the other end, the researcher shares the everyday life and activities of the people in the chosen setting which could mean working in the organization studied, for instance. This helps in developing an ‘insider’s view’, which means to experience and feel what it is like to be part of the group studied. Experiencing a site from the inside is what necessitates the participant part of observation. Simultaneously, however, there is always an observer side to this process. The challenge is to combine participation and observation in a way that enables understanding of the site as an insider while describing it to the outsiders (Wolcott, 1995). The extent to which it is possible for a researcher to become a full participant in the culture they are studying depends on the nature of the setting being observed. For example, Ram (1999) used his own ethnic background as one basis for choosing field sites (small companies) where he could become a full member of the group studied. Business researchers have also offered to work for the company that they have studied in order to gain an ‘insider view’ (Watson & Clark 1994). Being a participating member of the group studied develops a ‘working knowledge’ that enables a good understanding of the culture studied (Rosen,1991). 
At the same time, there are risks associated with becoming “too close” to the study group. A famous case is that of Margaret Mead who was studying Samoan culture and lived with the Samoans for a whole year. Her main hypothesis has since been refuted as it is claimed that Mead was misled in her interpretation. (Freeman 1983) The Mead episode encapsulates the whole issue of participant-observation. In one sense, the experience of doing   and “walking the walk” is a seemingly sensible and indeed sometimes unique way of understanding but the immersion into the experience can limit objectivity.  One criticism of Mead was that her unique position in the tribe, her position of privilege, corrupted her findings.
[bookmark: _Hlk32502320][bookmark: _Hlk32502365]Observation methods are useful to researchers in a variety of ways. They provide researchers with ways to check for nonverbal expression of feelings, determine who interacts with whom, grasp how participants communicate with each other, and check for how much time is spent on various activities (Schmuck, 2006). Also, researchers who are participant -observers can be aware of the tensions in the system and elicit responses amongst interviewees which they would not share with an outsider. They would also know when opinions are just not true and be aware of distortions or inaccuracies in the responses. (Marshall & Rossman, 1995).
[bookmark: _Hlk32502184]DeWalt and DeWalt (2002) believe that "the goal for design of research using participant observation as a method is to develop a holistic understanding of the phenomena under study that is as objective and accurate as possible given the limitations of the method" (p.92). They suggest that participant observation be used as a way to increase the validity of the study, as observations may help the researcher have a better understanding of the context and phenomenon under study. Validity is stronger with the use of additional strategies used with observation, such as interviewing, document analysis, or surveys, questionnaires, or other more quantitative methods. Participant observation can be used to help answer descriptive research questions, to build theory, or to generate or test hypotheses (DeWalt & DeWalt, 2002).
When designing a research study and determining whether to use observation as a data collection method, one must consider the types of questions guiding the study, the site under study, what opportunities are available at the site for observation, the representativeness of the participants at that site, and the strategies to be used to record and analyse the data (DeWalt & DeWalt, 2002). 
Participant observation has several advantages over other data collection methods. (DeMunck & Sobo ,1998) It  gives access to the culture that is being observed and provides the opportunity to gather a holistic picture that covers intentions, behaviours, of the informants as well as  giving the opportunity  to participate in the events that emerge. It also improves the quality of data collection and interpretation and facilitates the development of new research questions or hypotheses (DeWalt and DeWalt, 2002).
There are also disadvantages of using participation as a method mainly that the researcher may take too much notice of “key” informants who may be unreliable. The Mead controversy illustrates how different researchers gain different understanding of what they observe, based on the key informant(s) used in the study. Problems related to representation of events and the subsequent interpretations may occur when researchers select key informants who are similar to them or when the informants are community leaders or marginal participants (DeMunck & Sobo, ibid). To alleviate this potential bias problem, Bernard (1994) suggests pretesting informants or selecting participants who are culturally competent in the topic being studied.
[bookmark: _Hlk32502420]Bernard (1994) lists five reasons for including participant observation in cultural studies, all of which increase the study's validity:”
1. It makes it possible to collect different types of data. Being on site over a period of time familiarizes the researcher to the community, thereby facilitating involvement in sensitive activities to which he/she generally would not be invited.
2. It reduces the incidence of "reactivity" or people acting in a certain way when they are aware of being observed.
3. It helps the researcher to develop questions that make sense in system they are investigating
4. It gives the researcher a better understanding of what is happening in the system and lends credence to one's interpretations of the observation. Participant observation also enables the researcher to collect both quantitative and qualitative data through surveys and interviews.
5. It is sometimes the only way to collect the right data for one's study “
The embedment of the researcher (participant-observer) in the GCC structure enabled all of Bernard’s reasons to be fulfilled. As stated above, many different types of data were gathered which was a safeguard against bias or “herd mentality”. The position of the researcher enabled him to see the bigger picture which informed his approach and, as stated previously, in some cases it was only because of his position in the GCC that some data could be accessed.
Johnson and Sackett (1998) discuss how participant observation can generate an erroneous description when the data gathered is based on the researcher's individual interest rather than being representative of what is actually happening.  To alleviate this problem, they advocate the use of systematic observation procedures to incorporate rigorous techniques for sampling and recording behaviour that keep researchers from neglecting certain aspects of culture. Their definition of structured observation directs who is observed, when and where they are observed, what is observed, and how the observations are recorded, providing a more quantitative observation than participant observation. 
[bookmark: footnoteanchor_1]DeWalt and DeWalt (2002 suggest that participant observation be used as a way to increase the validity of the study, as observations may help the researcher have a better understanding of the context and phenomenon under study. Validity is stronger with the use of additional strategies used with observation, such as interviewing, document analysis, or surveys, questionnaires, or other more quantitative methods. Participant observation can be used to help answer descriptive research questions, to build theory, or to generate or test hypotheses (DeWalt and DeWalt, ibid)
The researcher recognises that there are biases associated with being a participator-observer. One potential major bias could be termed “the authoritarian bias” and is where the responders give answers to a person in authority that they think is what the person in authority wants. The answer to this is that the person in authority should be aware that this could happen and because of his experience and knowledge of the system will be aware that this is happening.  He is in fact making an internal triangulation between his knowledge, and the primary and secondary data. The other potential major bias could be termed the “institutional bias”.  This is when the researcher as part of the system could have the biases that are inherent in the system.  It is a variant of Russell’s “Barber paradox” Again the answer to this is having the awareness that it could be happening.  In fact, in the evaluation stage discussed in Chapter Seven, this happened when the replies to the questionnaire were deemed to be unreliable. The researcher used his participant-observer status to spot this and delve deeper by conducting interviews.
To conclude this discussion, the researcher is well aware of the pros and cons of being a participant-observer and it is the fact that he is aware of it that minimises its effects.  He has also triangulated all information between experience- primary and secondary sources
[bookmark: _Toc57021066][bookmark: _Toc370595770][bookmark: _Toc506134286]3.5.2 Data from published sources 
A researcher needs to systematically develop and refine initial ideas, usually starting with a good understanding of the related literature. One must therefore be clear what information is needed. The research questions will determine who will be surveyed and what you will ask them. The first step (which was the goal of the SSM) was to learn about why and how the GCC was founded and what is its present organisational structure. This was achieved by accessing the many communiques and reports of the GCC   such as The Cooperation Council for the Arab States of the Gulf, GCC Working Papers, Rules of Procedures of the Commission. To understand the problems of large organisations, there also exist many case studies which are referenced and consulted. Examples are Abdulla, 1999, Al Makhawi 1990. Al-Motairy 2011, Al-Rasheed, 2004, Anthony 1986, Barnett 1998,  Bishara 1982, Lawson 1999, Legrenzi, 2002 & 2006), Ramazani 1988,  Sandvwick 1987, Schaefer 2013 and Tashjian 2013.  (As mentioned in chapter one, most of the case studies describe the consequence of certain actions but do not address the approach involved.  However, useful clues can be gleaned especially as regarding what “not to do”.) These communiques and reports were especially useful for stages 1,2 and 6 giving what could be termed “the traditional perception.” In particular, there is much published material in the role of the GCC concerning warfare ( Bregman 2000, Cordesman, 1997, Dean 2004, Deutsch 1957, Gulsha 1991, Hamzawy & Clark 2010, Koch, 2010. Kupchan, 2010, Lacey & Benthal, 2012,  Maddy-Weitzman 2010, Mooney 2007, Middle East Economic Digest,1993,  Partrick 2011, Peterson 1986, Pinfari 2009 Zacher,1979) which was a rich source of material for the System Dynamic analysis. 
[bookmark: _Toc57021067]3.5.3 Archival Documents
Archival research is research involving primary sources held in an archives, a Special Collections library, or other repository. Archival sources can be manuscripts, documents, records (including electronic records), objects, sound and audiovisual materials, or other materials.(Research Studies 2019)  Combining different research strategies is a powerful form of triangulation because, as Welch (1999) ) outlines, 'the flaws of one method are often the strengths of another; and by combining methods, observers can achieve the best of each while overcoming their unique deficiencies.'  As Denzin suggests, archival sources have the potential to compensate for some of the limitations of interview data. Archival sources generally have three advantages over interview data: they are more detailed, less obtrusive, and less contingent. (Denzin 1989) 
Since the inception of the GCC, minutes have been kept for every meeting held in the GCC which provides a wealth of information These are not in the public domain so are inaccessible to an outsider but due to the fact that the researcher has been working at the GCC for more than ten years and has risen to a senior rank in the organisation, he is able to access these documents.  By both being a participant-observer in the GCC and the researcher conducing the study, allowed these roles to feed of each other and are an essential element of the research. The researcher calls the information in these documents “the official perception.” These documents detail how the GCC is actually functioning and so were very useful for the VSM analysis. 
[bookmark: _Toc57021068]3.5.4 Interviews and Questionnaires,
The two main data collection methods were face-to-face interviews and a questionnaire. Using face-to-face interviews has a number of advantages and disadvantages. Some benefits are: 
· The presence of an interviewer allows for complex questions to be explained, if necessary, to the interviewee. 
· Interviews can generally be longer than when self-completion techniques are used as interviewees are less likely to be put off by the length or to give up halfway through. 
· There is more scope to ask open questions since respondents do not have to write in their answer and the interviewer can pick up on non-verbal clues that indicate what is relevant to the interviewees and how they are responding to different questions. 
· Visual aids can also be used in the face-to-face situation. 
· The interviewer can control the context and the environment in which the interview takes place. For instance, the interviewer can make sure that the questions are asked and therefore answered in the correct order and that the interview takes place in an appropriate setting which is conducive to accurate responses. (Phellos et al 2011)
There are, however, some problems with face-to- face approaches: 
·  The cost (including time) associated with face-to-face interviews can limit the size and geographical coverage of the survey. 
·  Interviewers can introduce bias, which will affect the reliability of responses. Such bias might emerge from the way in which questions are asked, or in the personal characteristics of the interviewer, or in respondents’ wish to give socially desirable responses. For instance, there tends to be an over-reporting of voting activity and of participation in voluntary activities in data gathered through interviews. (Phellos et al ibid)
Self-completion questionnaires have the advantage of being cheap but are more suited to issues where there are only a few questions that are relatively clear and simple in their meaning, and the choice of replies can be limited to fixed categories. They are especially useful in surveying people who are dispersed over a wide geographical area, where the travelling demands on an interviewer would be excessive. Questionnaire are regarded as positivist as they elicit “facts”
The purpose of the research interview is to explore the views, experiences, beliefs and/or motivations of individuals on specific matters. They are believed to provide a 'deeper' understanding of social phenomena than would be obtained from purely quantitative methods, such as questionnaires. Interviews are, therefore, most appropriate where little is already known about the study phenomenon or where detailed insights are required from individual participants. They are also particularly appropriate for exploring sensitive topics, where participants may not want to talk about such issues in a group environment. (Gill et al 2008) There are three fundamental types of research interviews: structured, semi-structured and unstructured. Structured interviews are, essentially, verbally administered questionnaires, in which a list of predetermined questions are asked, with little or no variation and with no scope for follow-up questions to responses that warrant further elaboration. Consequently, they are relatively quick and easy to administer and may be of particular use if clarification of certain questions are required or if there are likely to be literacy or numeracy problems with the respondents. However, by their very nature, they only allow for limited participant responses and are, therefore, of little use if 'depth' is required. Conversely, unstructured interviews do not reflect any preconceived theories or ideas and are performed with little or no organisation.  Unstructured interviews are usually very time-consuming (often lasting several hours) and can be difficult to manage, and to participate in, as the lack of predetermined interview questions provides little guidance on what to talk about (which many participants find confusing and unhelpful). Their use is, therefore, generally only considered where significant 'depth' is required, or where virtually nothing is known about the subject area (or a different perspective of a known subject area is required). Semi-structured interviews consist of several key questions that help to define the areas to be explored, but also allows the interviewer or interviewee to diverge in order to pursue an idea or response in more detail.  The flexibility of this approach, particularly compared to structured interviews, also allows for the discovery or elaboration of information that is important to participants but may not have previously been thought of as pertinent by the research team.
                  Guidelines for determining non-probabilistic sample sizes are virtually non- existent.(Guest et al 2011)  Purposive samples are the most commonly used form of non-probabilistic sampling, and their size typically relies on the concept of “saturation,” or the point at which no new information or themes are observed in the data. Although the idea of saturation is helpful at the conceptual level, it provides little practical guidance for estimating sample sizes, prior to data collection, necessary for conducting quality research. There is little literature providing no description of how saturation might be determined and no practical guidelines for estimating sample sizes for purposively sampled interviews Based on the data set, saturation can occur within the first twelve interviews, although basic elements for meta-themes can be present as early as six interviews. (Ryan et al 2003)). Morse’s (1995) comments succinctly sum up the situation; she observed that “saturation is the key to excellent qualitative work,” but at the same time noted that “there are no published guidelines or tests of adequacy for estimating the sample size required to reach saturation.
The present study used purposive sampling in the selection of interview participants. This type of sampling technique is well-suited for the present study since the goal is to collect data from people working with the GCC, as they are deemed knowledgeable of the current organisational design of the GCC and the problems affecting it.  As pointed out by Tongco (2007, p. 147), the purposive sampling technique is a type of non-probability sampling that is most appropriate for investigating or studying “a certain cultural domain with knowledgeable experts within.” The inherent bias in the selection of study participants that is associated with purposive sampling increases the degree of its efficiency and robustness. Tongco (2007) further recommends the careful selection of study participants or informants since “the choice of the purposive sample is fundamental to the quality of data gathered; thus, reliability and competence of the informant must be ensured.” 
[bookmark: _Hlk32502539]Even though the input of the researcher as a participant-observer is considered justified, every step must be taken to avoid bias in the interviewing technique. Recognising the existence of such possible biases will help to avoid them. A new theory of Economics called Behavioural Economics (developed by Kahneman and Tvorsky) proved to be extremely useful in this area.  The following biases are taken from the book “Thinking fast and Slow”. (Kahneman 2011) 
[bookmark: _Hlk32502596]“(a) Confirmation Bias: This is a tendency for humans to seek out information that supports a pre-conceived belief about the applicant that has been formed prior to the interview. (Phillips and Dipboye, 1989). This means interviewers look to confirm a possibly shallow impression they may have formed of the candidate pre-interview, as opposed to having a more open outlook on the candidate’s abilities in this area.
[bookmark: _Hlk32502630](b). Affective Heuristic: This is where interviewer’s decisions are influenced by quick and superficial evaluations, such as: the level of attractiveness of a candidate, race, gender, background, etc.—none of which are relevant to the candidate’s suitability for the role. (Postuma et al, 2002). One study found that applicant obesity actually accounted for 35 percent of the variance in hiring decisions.
[bookmark: _Hlk32502693](c). Anchoring: This is a tendency for interviewers to place an arbitrary anchor of expectation of a candidate, which then influences their evaluation of the candidate. For example, candidates who had a high anchor of expectation were evaluated more favorably than those with a low anchor scale.(Peeters 1995)
(d). Intuition: a huge part of the candidate evaluation process is based on intuition as there is not enough data to objectively test every area of the candidate’s fit to the culture and demands of the job. The problem is that intuition is not reliable, as it is thought to be susceptible to factors not related to the hiring decision such as emotion, memory, etc.”
[bookmark: _Hlk32502791](e). Studies have shown that allowing enough time to do evaluations increases accuracy and reduces gender bias (Bauer et al, 2002). Time must be allocated to read interview materials and take notes.
The researcher studied these biases carefully and thoroughly and made every effort to avoid them in the interviews.
To ensure the quality of data to be gathered, this researcher developed the inclusion criteria for choosing the sample. These criteria revolve around the participants’ knowledge of the GCC which include the following considerations: (1) residency or tenure with the GCC; and (2) professional activity. Specifically, to be included in the study, informants or participants must have been  working with the GCC for two years or more already  and are thus,  knowledgeable with  the interaction of the different components of the organisational structure of the GCC, the processes, the organisational climate and the environment. As shown in Figure 1.2  which is the organisational chart of the GCC, there are five key components of the organisational structure, namely: (1) the Supreme Council which is comprised by the head of each member State; (2) the Consultative Commission of the Supreme Council, which is comprised by five members from each of the member State; (3) the Dispute Settlement Commission which is comprised by members appointed by the Supreme Council on an ad-hoc basis; (4) the Ministerial Council which is comprised by the  Foreign Ministers of all the member States; and the (5) the Secretariat General, which is comprised by one Secretary General, ten Assistant Secretaries-General, Directors-General and all subordinate employees  (The Cooperation Council for the Arab States of the Gulf, Undated ) which total approximately 700. [footnoteRef:1] [1:  The total number of all subordinate employees working at the office of the Secretariat General was obtained from internal data supplied by the head of the administrative personnel. ] 

In order to ascertain if the prospective participants would satisfy the selection criteria, this researcher asked the head of the administrative personnel at the office of the Secretariat General for a list of all GCC employees who have been working with the organisation for  two  or more years and who have been given responsibilities relevant to the functional structure of the General Secretariat which  “covers a number of specialized and supportive areas like political, economic, military, security, humanitarian,  and environmental affairs; finance and management, strategic dialogue and negotiations, intellectual property rights [..]” (The Cooperation Council for the Arab States of the Gulf, Undated). In addition, since those GCC personnel  occupying the strategic apex and middle line of the organisational structure, such as those belonging to the: Supreme Council, The Consultative Commission of the Supreme Council, and The Ministerial Council,  were difficult to contact due to their limited availability owing to the nature of their responsibilities as  stipulated in the GCC Charter of 1981 (The Cooperation Council for the Arab States of the Gulf, 1981), the selection of prospective study participants was  limited to the GCC employees belonging to the office of the General Secretariat.
Questionnaires were used in the evaluation stage described in Chapter Six. Study participants were requested to indicate their responses to the items in the questionnaires based on the five-point Likerd rating scale: (1) Strongly Disagree; (2) Disagree; (3) Neutral; (4) Agree; and (5) Strongly Agree. To ensure the reliability of the items in the questionnaire, a Cronbach’s Alpha analysis was conducted. In terms of the analysis of statistical data, Likert scales “fall within the ordinal level of measurement” which require the use “of the median or the mode as the measure of central tendency” and of non-parametric tests such as chi squared, Spearman’s Rho, or the Mann–Whitney U-test since parametric tests require data of interval or ratio level” (Jamieson, 2004) – thereby necessitating the use of a quantitative approach. 
[bookmark: _Toc370595771][bookmark: _Toc506134287][bookmark: _Toc57021069]3.5.5 Data Analysis
3.5.5.1 Content Analysis
Conceptual (or content)  analysis begins with identifying research questions and choosing a sample or samples. (Conway 2006, Bryman 2011, Kimberley 2016) Once chosen, the text must be coded into manageable content categories. The process of coding is basically one of selective reduction. By reducing the text to categories consisting of a word, set of words or phrases, the researcher can focus on, and code for, specific words or patterns that are indicative of the research question. 
Wilkinson and Birmingham (2003) explain that content analysis is often used “as a powerful research tool to determine, from the content of a message, sound inferences concerning the attitude of the speaker or writer.”  According to Huckin (2004),  content  analysis is  a process  of “identifying, quantifying, and analyzing of specific words, phrases, concepts, or other observable semantic data in a text or body of texts with the aim of uncovering some underlying thematic or rhetorical pattern running through these texts.” Pope, Mays and Popay (2007) define content analysis as “an approach to the analysis of documents and texts (which may be printed or visual), that seeks to quantify content in terms of predetermined categories and in a systematic and replicable manner.”
The present study adopted a conceptual analysis whereby a particular concept is “selected, coded, and counted for its presence in a text or corpus (set of texts)" For instance, a particular concept in the present study, which is the problematical situation at the GCC, was chosen, coded and its frequency count obtained. However, prior to undertaking content analysis, this researcher have already defined the categories of interest in advance in order to facilitate the coding of the same data in the same manner by multiple assessors. 
The software chosen for the content analysis is ATLAS Build V. This software accepts documents as input and will perform certain tasks.  The researcher identifies “codes” These codes are quotations which could be sentences or phrases.  They are highlighted in the document that is to be input in the same way as one would highlight a phrase in a printed version of the document. 
Any segment of data that is of interest or may help answer a research question can be identified as quotations. There can be as many quotations as desired, and each quotation can be of any size (from just one word to full pages of text).
ATLAS Build V then allows the researcher to easily see all the quotations associated to any code. It will show all of the associated quotations (including the document each quotation comes from as well as any comments you may have written on the quotations). Thus, one can see how many quotations are associated to each code. 
3.5.5.2 Identification and Analysis Feedback Loops in the SD 
Besiou, Stapleton and Van Wassenhove (2012) define a feedback loop in the following manner:
A feedback loop is a succession of causes and effects such that a change in a given variable travels around the loop and comes back to affect the initiating variable. If an initial increase (or decrease) of a variable in a feedback loop ultimately results in an effect of the same variable in the same direction, then the feedback loop is identified as a positive (self-reinforcing) feedback loop. If an initial increase (or decrease) of a variable ultimately results in an effect of the same variable in the opposite direction, then the feedback loop is identified as a negative (balancing) feedback loop (Besiou, Stapleton &  Van Wassenhove, 2012, p. 81).
Kennedy (2011) further elaborates on the concept of the feedback loop and maintains that there are two types of feedback loops commonly associated with the SD methodology, namely: (1) reinforcing loops; and (2) balancing loops. A reinforcing loop, as Kennedy (2011) points out, is a structure that generates feedback in such a way that the values of the variables in the system either all increase or all decrease continually. The balancing loop, on the other hand, takes care of the limiting factor or variable (Kennedy (2011). 
In terms of the present study, the feedback loops from the SD methodology were reflective of the features that the GCC exhibits which include relationships between subsystems and the broader system. These were formed by the participant but then discussed in depth with officials in the GCC (see chapter four)
[bookmark: _Toc370595772][bookmark: _Toc506134288][bookmark: _Toc57021070]3.6 Research Procedures
To satisfy the objectives from chapter one, the research procedures undertaken for the present study were grouped into three main parts, namely: (1) identification of the organisational problems affecting the GCC; (2) construction of the conceptual models; and (3) future scenarios for the GCC..
[bookmark: _Toc370595773][bookmark: _Toc506134289][bookmark: _Toc57021071]3.6.1 Identification of the Organisational Problems Affecting the GCC
The identification or diagnosis of the problematical situations affecting the GCC was accomplished using the first three stages (stages 1-3) of the SSM framework developed by Checkland’s and Scholes’ (1990). 
 Stage 1: Problem Situation or Area of Concern Unstructured
The first stage of the seven stages of SSM involves the identification of the problematical situation in the organisation through basic or preliminary research. In order to identify the problems besetting or affecting the GCC, this researcher used data obtained from participant –observation This was undertaken in February 2011 with the aim of learning more about the GCC when this researcher accepted his new appointment with the said organisation.  This has now has constituted the ‘early finding out’ phase of the problem situation of the GCC.  This researcher focused on exploring the social, political and cultural factors affecting the GCC in order generate or gain a deeper understanding of the context.
Stage 2:  The Problem Situation Expressed
Two tranches of Semi-structured interviews were conducted with the selected participants in order to gain an understanding of the organisational structure, processes, human issues, and flows inherent in the GCC. Results of the content analysis of data gathered from interviews, as well as analysis of data from participant-observation and secondary research were used in expressing the problematical situations affecting the GCC. These were expressed in the form of a ‘rich picture’. This stage consisted of building representations of the problem situations as they were experienced by the study participants. In this stage, this researcher created visual diagrams of all the interactions, issues, and tasks that were representative of the problematical situations in the GCC, based on the results of the interviews, participant-observation and secondary data. This rich picture provided a view or an insight into the current state or situation of the GCC.  Stages 1 and 2 taken together, led to the definition of a number of themes which needed to be examined within the context of the GCC. 
Stage 3: Formulation of Root Definition of Relevant Systems
In stage 3, this researcher has moved the focus from the ‘real world view’ to an idealised or conceptual world view. This was carried out through the identification of relevant alternative systems through the formulation of root definitions using the CATWOE mnemonic (Checkland & Scholes, 1990). As a result, this researcher used the CATWOE mnemonic to come up with the following framework for generating the root definitions: C: customers of the GCC or the interest groups who are the beneficiaries or victims within or without the GCC who are affected by the activities carried out in the GCC; A: actors who carry out the activities in the GCC; T: the transformation process, whereby the inputs to the GCC are transformed into defined outputs;  W: the Weltanschauung or perspective from which the root definition was seen;  O: the owners of the GCC who have the authority to cause the GCC to cease to exist; and E: the environmental on the GCC that were relatively difficult to influence and modify 
[bookmark: _Toc370595774][bookmark: _Toc506134290][bookmark: _Toc57021072]3.6.2 Using the VSM
The conceptual model consists of a VSM.  This adopted a four-stage methodological process, similar to the one followed by Rios, Suarez and Jimenez (2012) in creating a VSM of the University of Coruńa in Galicia, Spain.  The first step was the identification of the subsystems that should comprise the VSM of the GCC.  This step entailed obtaining a clear idea of the GCC’s identity and purpose. This was successfully carried out through the analysis of data gathered from secondary sources. This was followed by the identification of the GCC’s vertical structure through complexity unfolding, whereby the structure of the GCC was broken down into sub-organisations, and further into sub-sub-organisations; and the environment in which it operates was similarly down into sub-environments, and further into sub-sub-environments. After the vertical structure has been determined, the extant recursion levels in the GCC were subsequently identified. This was initially carried out with the use of the recursion levels -key factors matrix. However, the use of various recursion criteria for each recursion level resulted in very complex structures which were difficult to understand due to the high level of complexity in their visualisation. 
Next, an analysis of the vertical levels based on the various components comprising each level was undertaken. This step entailed an examination of the diverse vertical levels developed in the previous step. At each vertical level, the components that comprise it were analysed, namely: (1) the specific environment of the level being examined; (2) the specific organisation in the GCC (departments) whose activities will be linked to the specific environment of the selected level; and (3) the management related to the specific organisation being studied. This further necessitated the undertaking of a detailed analysis of the elements that the VSM considered important for ensuring the viability of the GCC. Thus for each of the following elements:  implementation, coordination, control, intelligence and policy, this researcher confirmed the following, namely: :  (1) that the said element was existing in the GCC; (2)  that such element has the capacity to carry out its function; and (3) that it actually carries out its function. 
This was followed by a review of the extent to which the different organisations were linked at the recursion levels. Based on the results of the review, the new VSM of the GCC was constructed.  Figure 3.4 presents the procedures employed in constructing a VSM for the GCC.
 
    Purpose of the GCC
Identify the 
 System-in-focus
Identification of the five systems and their variety balances
Assemble the VSM
Examination of linkages at other recursion levels


[bookmark: _Toc370594542][bookmark: _Toc506134439]
[bookmark: _Toc57021185]         Figure ‎3.4 Procedures Followed in Constructing the VSM of the GCC    Source: The Researcher
[bookmark: _Toc57021073]3.7 Verification of the models
There are three major ways of drawing conclusions: - deduction, induction and abduction. The terms “deduction” and “induction” are well known. 
· Deduction is when a general situation is observed and from that, particular patterns are inferred. This is popularised by the stories of Sherlock Holmes.  From a general observation of a person’s clothes, Holmes could deduce his profession, religion, marital status and even his social habits. 
· Induction is the reverse.  Here one starts with particular examples and from them postulates a general principle or rule. It is often used in mathematics where first one proves that if some state has a particular quality, then so does the next and the next and thus for all states 
· Abduction lies between the two. (Pierce,1890).   If a model is structurally sound and does not behave abnormally, then, if precise and correct inputs are fed into the model and skilled practitioners accept that the outcomes are reasonable, abduction can be used to declare that the model is valid.  Deduction proves that something must be. Induction shows that something is operative; Abduction merely suggests that something may be. It uses the premises that if there is a surprising occurrence, B, and if A were true then B would be a matter of course, then there is every reason to suspect that A is true. 
Peirce explains the structure of abduction in his account of Kepler’s discovery of the elliptical orbits of the planets—“the greatest piece of (abductive) reasoning ever performed”—as a series of steps, each responding to an inductive failure to fit the data precisely, in which, using the resources of analogy and the constraint of conserving the quantitative successes already achieved, as well as insights from the nature of the failure itself, a simpler hypothesis is replaced with a more complex hypothesis (Peirce ibid). On the other hand, such a conservative procedure sometimes becomes stymied, and a greater abductive leap may lead out of the impasse, just as Copernicus’s qualitative solar-centric hypothesis overthrew the very basis of the Ptolemaic geocentric system, which itself had undergone centuries of conservative abductive changes.  
Abductive reasoning posits that an explanation is valid if it is the best possible explanation of a set of known data. The best possible explanation is often defined in terms of simplicity and elegance (often known as Occam's razor). Abductive evaluation is common practice in hypothesis formation in science; moreover, Peirce claims that it is a ubiquitous aspect of thought: It was Peirce's own maxim that "Facts cannot be explained by a hypothesis more extraordinary than these facts themselves; and of various hypotheses the least extraordinary must be adopted." After obtaining results from an inference procedure, one may be left with multiple assumptions, some of which may be contradictory. Abductive evaluation is a method for identifying the assumptions that will lead to a goal
The ideas of abductive reasoning were taken up fifty years later by Polanyi (1945) with his work on tacit knowledge. Tacit knowledge can be defined as skills, ideas and experiences that people have but are not codified and may not necessarily be easily expressed (Chugh, 2015). With tacit knowledge, people are not often aware of the knowledge they possess or how it can be valuable to others. Effective transfer of tacit knowledge generally requires extensive personal contact, regular interaction and trust. This kind of knowledge can only be revealed through practice in a particular context or social network. To some extent it is "captured" when the knowledge holder joins a network or a community of practice. In his later work The Tacit Dimension he made the assertion that "we can know more than we can tell." (Polanyi 1966).  He states not only that there is knowledge that cannot be adequately articulated by verbal means, but also that all knowledge is rooted in tacit knowledge. The key to acquiring tacit knowledge is experience. Without some form of shared experience, it is extremely difficult for people to share each other's thinking processes. 
[bookmark: _GoBack]Tacit knowledge has been described as "know-how" – as opposed to "know-that" (facts). This distinction is usually taken to date back to a paper by Gilbert Ryle, given to the Aristotelian society in London in 1945. Ryle (2009) argues against the (intellectualist) position that all knowledge is knowledge of propositions ("know-that"), and the view that some knowledge can only be defined as "know-how" has therefore, in some contexts, come to be called "anti-intellectualist.   Ryle’s primary epistemological questions concerned the relationship between the tasks of philosophy and the tasks of natural science, and his conclusion was a kind of epistemological pluralism which distinguished between a knowledge of how to do things which is connected with capacities and dispositions, and a knowledge that certain facts, or theorems are true.  Ryle is not always clear about the relations between these two types of knowledge, sometimes reversing the scientist’s claim by insisting that “knowing-how” is the primary form of knowledge, and is, in fact, a condition of any “knowing-that”. (McIntyre 2017) 
[bookmark: _Toc57021074]3.8 Limitations of the Present Study
As was pointed out by various scholars, the criticisms against SSM, which was used as the guiding methodology for the present study, were heavily anchored on the limitations associated with the interpretive philosophy supporting the methodology (Jackson 2010; Stowell, 2009; Hindle, 2011). Indeed, the interpretivist approach is not without its problems, with the main issue   being that the researcher can never be ‘objective. This is due to the fact that the researcher becomes the primary 'instrument' of the enquiry. It is considered very likely that the researcher’s “subjective views, beliefs and values will inevitably intrude, not only by distorting their interpretation of the data but actually determining the very data that the researcher obtains” (Fish & Coles, 2005, p. 208). Furthermore, since the arena for organisational / social enquiry is the organisation/ social situation itself, then a study of this nature is often carried out in natural settings, as opposed to it being carried out in controlled, laboratory settings. In this case, variables cannot be controlled leading to the unpredictability of the entire research process. The interpretivist approach is also faced with the problem of the generalisability of the findings. In particular, an important question often asked relevant to this approach is “in what ways can research into social situations (with all their context specificity) ever be generalized to other people or situations?” (Fish & Coles, 2005, p. 208). The present gather data to address the research questions, the present study used a diverse range of secondary sources such as books, journals, policy documentation and official, internal documents from the GCC. In addition, this researcher carried out   interviews with selected GCC employees who provided their opinion on various topics discussed in this study. However, there were some methodological issues encountered during the course of data collection. 
One key methodological concern is the subjectivity of the data arising from the interpretivist nature of the research philosophy adopted, and from the inherently subjective nature of the SSM framework itself.  During the interviews conducted for the present study, it was an imperative requirement that the confidentiality of some information provided by the study participants be protected.  While in some of the interviews, it was possible to ask questions relating to the organisational problems affecting the GCC, the information provided still had to be corroborated with information obtained from earlier interviews and from documentary evidence. Furthermore, some study participants were willing to speak candidly off the record and even pointed out where their interpretation of observed phenomena diverged away from those explicitly stated in GCC press reports. 
Moreover, interview data are typically influenced by a confluence of personal factors related to the need for discretion, personal interests, reputations, political convenience, and rivalries. This confluence of factors converges to affect what might possibly be learnt from those who are knowledgeable of the GCC’s organisational structure and culture, as well as its decision and policy making framework.  Indeed, data collection through interviews requires a set of delicate skills anchored on the process of triangulation.
[bookmark: _Hlk32503104]To effectively address the aforementioned methodological issues encountered during the course of data collection and to add rigour to the research findings, this researcher employed the following research techniques, namely: (1) the use of the Weltanschauung notion; (2) increasing the level of recoverability and authenticity of the findings; and (3) evaluating the research process as suggested by Stowell (2009). In the application of the Weltanschauung notion, study participants were encouraged to openly talk about their individual appreciation of the situation. In this manner, the world views were challenged by the participants’ examination of their own views. The conversations which resulted from the application of the Weltanschauung notion resulted in a more in-depth understanding of which preconceptions helped or hindered each study participant’s view of a particular aspect of their version of the ‘real world.’ Hence, this researcher encouraged discussions in order to expose each study participant’s individual system of interest. Stowell (2009, p. 884) explains that “the outcome of such activity is intended to be the consideration of ideas for purposeful action that might bring improvement to the situation and contribute to knowledge for action rather than a solution.” In this case, the conversations between the study participants and this researcher become a shared history of knowledge that allowed both parties (i.e. the study participants and this researcher) to understand each part in terms of the whole, and vice versa, in what was referred to by Vickers (1968) as a ‘fusion of horizons.’ 
This researcher endeavoured to increase the level of recoverability and authenticity of the findings by adopting the mnemonic PEARL developed by Champion and Stowell (2001, 2003; cited in Stowell, 2009), which was intended for supporting reflection on the research process. The PEARL mnemonic stands for the following: (1) P: Participants (who are involved, why they are involved, what their role in the present study is; who were excluded from participation in the study, and why); (2) E: Engagement (how will the participants engage, identification of the boundary between study participants and those that were not selected to participate ; description of the environmental influences in which engagement takes place); (3) A: Authority (formal authority associated with the role , influences from the environment); (4) R: Relationships (insights into the commodity of power and control strategies that were used and managed between participant groups; and ( 5)  L:  Learning (theoretical and practical outcomes; and judgement about the manner by which this was attained).  This researcher used the PEARL mnemonic to reflect of the entire process of enquiry and subsequently gain a deeper understanding of the context and culture of the GCC which were intended to promote the credibility of the research process adopted for the present study
Finally, to address the inherent subjectivity of the SSM framework and the interpretivist approach, this researcher declared in advance how the research was to be conducted. This researcher carefully thought of the most effective way to carry out the research and consistently evaluated the research process by using the mnemonic FMA developed by Checkland and Scholes (1990). The FMA mnemonic stand for: (1) F: Framework of ideas; (2) M: Methodology for enquiry; and (3) A: Area of concern (Checkland & Scholes, 1990).
Figure 3.5 presents the framework used by this researcher in checking on the manner by which the research was planned or has been carried out.  F or the framework of ideas helped this researcher not just think about the epistemology but to also focus on the notion of Weltanschauung and the underlying philosophical influences. The A or area of interest was clearly stated in the introduction and in other parts of this research undertaking. In addition, this researcher has clearly delineated the area of interest by establishing the research boundary of the present study 
Theory 
Apply declared methodology 
Contribute 
A: 
Area of Concern 
M: Methodology for enquiry 
Enables  Choice
F: Framework of ideas 

 	                                         
[bookmark: _Toc370594545][bookmark: _Toc506134440][bookmark: _Toc57021186]Figure ‎3.5 Framework for Checking and Carrying out the Research Adopted by this Researcher
[bookmark: _Toc370595779][bookmark: _Toc506134295][bookmark: _Toc57021075]3.9 Ethical Considerations
[bookmark: _bookmark220]After obtaining ethical approval for this study, a written consent was requested from the GCC, to allow this researcher to conduct the study and the interviews. A covering letter explaining the nature and purpose of this study was sent to each of the study participants, together with a copy of the informed written consent. This researcher ensured the confidentiality and anonymity of all study participants and explicitly stated both in the covering letter and during the interviews that information will only be used for the present study; and that no personal data or information will be divulged in anyway. Moreover, the interviewees were informed that their participation in the present study is voluntary and that they can leave at any time during the conduct of the study, if they so desired.
[bookmark: _Toc57021076]3.10 Summary of the thread
The aim of the research is to braid together three known systemic methodologies into a unified approach for understanding the workings and structure of large organisations. This chapter identifies the philosophy that is to be used and sets up a conceptual framework which relates the aims and objectives to a research strategy.  Second Order cybernetics places the observer at the centre of activities thus the role of the researcher as a participant observer is most important.  There is a significant section 3.5.1 devoted to this issue. The major philosophy is then an interpretivist one although the use of a questionnaire and the content analysis tool could be regarded as more positivist. Figure 3.3 gives the research design where it can be seen that the VSM is the central strand.  Information gleaned from the SSM is  used as a starting point for the VSM.  The “System Four” of any viable system model is concerned with looking ahead, trying to anticipate future events.  System Dynamics, especially the qualitative aspect of it, (Causal loop modelling) is shown be a useful tool for this purpose. A section (3.7) is devoted to verification which uses the abductive approach of C..S Pierce. Objective verification is not possible in the time frame of the project.

[bookmark: _Toc57021077]Using the SSM tool

The purpose of this tool was to arrive at a comprehensive view of the identity of the GCC. How it was formed? What were its original intentions and what difficulties exist in its operations?  As mentioned in chapter three, the data collection methods included the following:
· Participant-Observer knowledge
· Data from published sources
· Archived Documentation 
· Questionnaires, Interviews.
[bookmark: _Toc57021078]4.1 Participant-observer Knowledge 
[bookmark: _Hlk54691999]The benefits and disadvantages of participant-observation have been thoroughly discussed in section 3.5.1 and there is a substantial section in chapter eight which reflects on this issue. As regards this case study, the researcher commenced work at the GCC in January 2011 as the Deputy Director of the Secretariat General. This is the largest section of the GCC consisting of eight departments employing around 700 staff from a total of 1100.  He has been at the heart of decision making at the GCC for almost ten years which has allowed him to gain profound insight into the organisational issues affecting the GCC which contributed greatly to the VSM analysis. The researcher (as a participant) soon became aware of a dissonance between the objectives of the GCC (outlined in the charter) and its current practice. The researcher decided that it was in the interest of the GCC (and to his own career advantage) to understand the reasons for this dissonance. This was his motivation to begin the research. The first stage of the research design was to “precisely determine the situations or areas of concern.” This involved observing how the staff dealt with their day to day work by following specific activities from inception to completion. The focus included   allocation of tasks, duplication of tasks, looking for unnecessary bureaucratic procedures and talking to staff about their problems. (perceived or actual) His access to the workings of the Secretariat General provided a ready-made platform for an observation base and this was augmented by the fact that he also participated in several of the consultative committees of the Supreme Council.  (the Committee for Financial, Economic and Trade Cooperation, the committee for Industrial Cooperation, the Oil Committee and the Dispute committee.). This gave a comprehensive working knowledge of the workings and structure of the GCC. The process was to carefully write down all observations at the end of each day for a period of six months. These notes were recorded in a project diary and collated at the end of each month.  They were also supplemented by reading GCC minutes and reports. This access to archival documents was an important part of the data collection and was only possible because of his participant-observer status. The ability to ground the research by relating to what was happening in reality played a crucial role in the research. 
[bookmark: _Toc57021079]4.2 Data from published sources
[bookmark: _Toc57021080]4.2.1 The identity of the GCC
Results of the analysis of data gathered from secondary research indicate that traditional perceptions on the identity of the GCC highlight the dominance of political, economic and defense motives as the key driving forces behind the establishment of the GCC. For instance, Legrenzi (2002) explained that the GCC was established in May 25, 1981 as an institutional alliance for the integration of the political, defense and foreign policies of the following Gulf States: Saudi Arabia, Bahrain, Oman, Qatar, United Arab Emirates and Kuwait. Thus, Legrenzi (2002, p. 25) viewed the GCC “as a military alliance as well as a regional organization that is aimed at fostering political and economic integration.” In the same vein, Dean (2004, p.1318) defined the GCC as “providing the means for realizing co-ordination, integration and co-operation in all economic, social and cultural affairs” of the member-states. Nonneman (2005, p. 147) considered the GCC as a “loose arrangement of sovereign/independent states cooperating within an organization for a common purpose” whose legal political framework is that of a “comprehensive regional inter-governmental organization.” Ramazani (1988) explained that the traditional perception of the reason why the GCC was established was to integrate the member states’ similar political and economic systems, and social values; and to address security concerns.  
The same view was echoed by Al-Motairy (2011) who elucidated that the GCC is an embodiment of the member-states’ goals of : (1) becoming a regional economic power by consolidating their common markets; and (2) achieving collective security by forging cooperation in the military  and establishing a defense planning council. Partrick (2011, p.5) provided a more comprehensive definition of the GCC by alluding to it as a “cooperative council (majlis Al-Ta’wuun) of the states of the Arabian Gulf” which serves as “a platform upon which the political leaderships of six neighbouring states seek to cooperate or collaborate in areas of common interest.”  
Although Low and Salazar (2011) precluded the security / defense dimension in their definition of the GCC, they nevertheless viewed the GCC as an economic and political group with its roots in the politico-economic events that occurred in the Middle East in the 1970s such as the 1970 oil crisis and the 1979 Iranian Revolution. Hence, political events, in this context, can be taken to include a security / defense dimension. Indeed, Western observers have emphasised security concerns as the primary impetus for the establishment of the GCC, despite the lack of its direct allusion or explicit reference in the GCC’s foundation charter (Al Makhawi, 1990; Koch, 2010). 
Several scholars considered the establishment of the GCC as an ad hoc reaction to the political events prevalent in the Gulf region during the time of the GCC’s founding rather than a well-contemplated initiative (Koch, 2010, Tashjian, 2013). For instance, Al Makhawi (1990, p. 141) defined the GCC as “a vehicle for cooperation, with the overriding purpose of preserving the existing political structure of the Gulf in the face of the revolutionary Islamic fundamentalist movement sweeping across the region.” In the same vein, Peterson (1986, p. 218) viewed the  establishment of the GCC as  a response to the call by the Kuwaiti Crown Prince Shaikh Jabir al-Ahmad al-Sabah in May 1976  for the “establishment of a Gulf Union with the object of realizing cooperation in all economic, political, educational and informational fields.”  Koch (2010, p.26)  asserted that  the GCC’s establishment “was the direct result of a deteriorating regional security environment” in the region as exemplified by “the Iranian Revolution of 1979, the Soviet invasion of Afghanistan at the end of 1979 and the outbreak of the Iran-Iraq War in September 1980.”  Partrick (2011, p.4) pointed out that the GCC was  created “as an alliance of politically like-minded states which sought to cooperate in the face of perceptibly increasing security threats” such as the Iraq and Iran conflict.  Similarly, Tashjian (2013, p. 4) regarded the founding of the GCC as a reaction to regional political crises such as the Iran- Iraq War and the massive campaign for the Iranian- inspired expansionist Islamic Revolutionary ideologies by extremists, rather than a “calculated rational initiative.” However, a rather disparate view regarding the motive for the creation of the GCC was expressed by Ramazani (1988) who argued that the GCC was established out of a common security concern of the monarchical regimes of the member states following the Iranian Revolution which spawned anti-royalist sentiments in the region
The literature highlights the dominance of political, economic and defence motives as the key driving forces behind the establishment of the GCC. For instance, Legrenzi (2002) explained that the GCC was established in May 25, 1981 as an institutional alliance for the integration of the political, defence and foreign policies of the following Gulf States: Saudi Arabia, Bahrain, Oman, Qatar, United Arab Emirates and Kuwait. Thus, Legrenzi (2002, p. 25) viewed the GCC “as a military alliance as well as a regional organization that is aimed at fostering political and economic integration.” In the same vein, Dean (2004, p.1318) defined the GCC as “providing the means for realizing co-ordination, integration and co-operation in all economic, social and cultural affairs” of the member-states. Nonneman (2005, p. 147) considered the GCC as a “loose arrangement of sovereign/independent states cooperating within an organization for a common purpose” whose legal political framework is that of a “comprehensive regional inter-governmental organization.” Ramazani (1988) explained that the traditional perception of the reason why the GCC was established was to integrate the member states’ similar political and economic systems, and social values; and to address security concerns.
The same view was echoed by Al-Motairy (2011) who elucidated that the GCC is an embodiment of the member-states’ goals of: (1) becoming a regional economic power by consolidating their common markets; and (2) achieving collective security by forging cooperation in the military and establishing a defence planning council. Partrick (2011, p.5) provided a more comprehensive definition of the GCC by alluding to it as a “cooperative council (majlis Al-Ta’wuun) of the states of the Arabian Gulf” which serves as “a platform upon which the political leaderships of six neighbouring states seek to cooperate or collaborate in areas of common interest.”
Although Low and Salazar (2011) precluded the security / defence dimension in their definition of the GCC, they nevertheless viewed the GCC as an economic and political group with its roots in the politico-economic events that occurred in the Middle East in the 1970s such as the 1970 oil crisis and the 1979 Iranian Revolution. Hence, political events, in this context, can be taken to include a security / defence dimension. Indeed, Western observers have emphasised security concerns as the primary impetus for the establishment of the GCC, despite the lack of its direct allusion or explicit reference in the GCC’s foundation charter (Makhawi, 1990; Koch, 2010).
Several scholars considered the establishment of the GCC as an ad hoc reaction to the political events prevalent in the Gulf region during the time of the GCC’s founding rather than a well-contemplated initiative (Koch, 2010, Tashjian, 2013). For instance, Al Makhawi (1990, p. 141) defined the GCC as “a vehicle for cooperation, with the overriding purpose of preserving the existing political structure of the Gulf in the face of the revolutionary Islamic fundamentalist movement sweeping across the region.” In the same vein, Peterson (1986, p. 218) viewed the establishment of the GCC as a response to the call by the Kuwaiti Crown Prince Shaikh Jabir al-Ahmad al-Sabah in May 1976 for the “establishment of a Gulf Union with the object of realizing cooperation in all economic, political, educational and informational fields.” Koch (2010, p.26) asserted that the GCC’s establishment “was the direct result of a deteriorating regional security environment” in the region as exemplified by “the Iranian Revolution of 1979, the Soviet invasion of Afghanistan at the end of 1979 and the outbreak of the Iran-Iraq War in September 1980.” Partrick (2011, p.4) pointed out that the GCC was created “as an alliance of politically like-minded states which sought to cooperate in the face of perceptibly increasing security threats” such as the Iraq and Iran conflict. Similarly, Tashjian (2013, p. 4) regarded the founding of the GCC as a reaction to regional political crises such as the Iran- Iraq War and the massive campaign for the Iranian- inspired expansionist Islamic Revolutionary ideologies by extremists, rather than a “calculated rational initiative.” However, a rather disparate view regarding the motive for the creation of the GCC was expressed by Ramazani (1988) who argued that the GCC was established out of a common security concern of the monarchical regimes of the member states following the Iranian Revolution which spawned anti-royalist sentiments in the region.
Table 4.1 presents a summary of the various perceptions (from literature) regarding the identity of the GCC showing the dominant theme for its establishment. The official perceptions on the establishment of the GCC ( by which is meant the perceptions of the founders) tend to refute the traditional perception by scholars that the GCC was created as an ad-hoc reaction to political (e.g. Iranian Revolution and anti-royalist sentiments) and economic ( e.g. oil crisis) events, and security issues ( e.g. Iran-Iraq war) affecting the Gulf region during the 1970s, which necessitated the cooperation of the six member states and the integration of their policies (Al Makhawi, 1990; Peterson, 1986; Koch, 2010; Low & Salazar, 2011; Partrick , 2011; Tashjian, 2013). According to the official statement of the GCC Secretariat-General, the establishment of the GCC was not a result of the prevailing events or an ad-hoc reaction to them, but a representation of shared “historical, social and cultural reality” (The Cooperation Council for the Arab States of the Gulf, Undated). Furthermore, the GCC Secretariat-General asserts that the sublime objectives of the GCC, as expressly stated in its charter’s preamble, are centred on the cooperation between the member states as a result of their possession of common qualities and systems based on “the creed of Islam, faith in a common destiny” and the sharing of a singular goal (The Cooperation Council for the Arab States of the Gulf, Undated). Below is the excerpt of the GCC Secretariat-General’s official release regarding the rationale for the founding of the GCC:
	The decision was not a product of the moment but an institutional embodiment of a historical, social and cultural reality. Deep religious and cultural ties link the six states, and strong kin relations prevail among their citizens. All these factors, enhanced by one geographical entity extending from sea to desert, have facilitated contacts and interaction among them, and created homogeneous values and characteristics. Therefore, while, on one hand, the GCC is a continuation, evolution and institutionalisation of old prevailing realities, it is, on the other, a practical answer to the challenges of security and economic development in the area. It is also a fulfilment of the aspirations of its citizens towards some sort of Arab regional unity. (The Cooperation Council for the Arab States of the Gulf, Undated).


	Main Theme
	Author (s)

	

   Integration
	Ramazani (1988)
	Legrenzi (2002)

	
	Established to integrate the member states’ similar political and economic systems, and social values; and to address security concerns.
	A military alliance as well as a regional organization that is aimed at fostering political and economic integration.

	Security concern of the monarchical regimes
	Ramazani (1988)

	
	Established out of a common security concern of the monarchical regimes of the member states following the Iranian Revolution which spawned anti- royalist sentiments in the region.

	

      


    Cooperation
	  Nonneman (2005, p. 147
A “loose arrangement of sovereign/independent states cooperating within an organization for a common purpose” whose legal political framework is that of a “comprehensive regional inter- governmental organization.”
	  Al-Motairy (2011)
An embodiment of the member-states’ goals       of:(1) becoming a regional economic power by consolidating their common markets; and (2) achieving collective security by forging
cooperation in the military and establishing defence planning council.
	 Partrick (2011, p.5)
A “cooperative council  of  states of the Gulf” which serve as “a platform  upon which the political leaderships of six neighbouring states seek	to collaborate in areas of common interest.”

	    Ad-hoc reaction to political events
	     Koch (2010, p.26)
	Tashjian (2013)

	
	“Direct result of a deteriorating regional security environment.”
	A reaction to regional political crises

	
	    Peterson (1986, p. 218
A response to the call by the Kuwaiti Crown Prince Shaikh Jabir al-Ahmad al-Sabah in May 1976 for the “establishment of a Gulf Union with the object of realizing cooperation in all economic, political, educational and informational fields.”
	Al Makhawi (1990
“A vehicle for cooperation, with the	overriding purpose	of preservingthe existing	political structure of the Gulf in the face of the revolutionary Islamic fundamentalist movement sweeping	 across the region
	Partrick (2011)
An alliance of politically like-
minded states which sought to cooperate in the face of perceptibly increasing security threats”

	Ad-hoc reaction to economic and political events
	Low and Salazar (2011)    An economic and political group with its roots in the politico-economic events.


[bookmark: _Toc57096180]     Table ‎4.1 Summary of Traditional Perceptions Regarding the Establishment of the GCC. Source: Researcher
On February 4, 1981, Saudi Foreign Minister Prince Saud Al-Faysal issued a 
press statement to journalists emphasising that the founding of the GCC was largely based on the desire of the member states to “deepen and develop cooperation and coordination among them in all fields in a manner that brings good, development and stability to their peoples”; as well as on the following considerations: “special relations,” “joint characteristics,” “joint creed,” “similarity of regimes,” and “unity of heritage” (Ramazani , 1988, p. 1). On February 14, 1981, an Al-Jazirah news correspondent asked Saudi Interior Minister Prince Nayif regarding his views concerning the founding of the GCC. In response, Prince Nayif maintained that the intention of the member states “is to establish complete cooperation in all fields – political, economic, security, unity of jurisdictions- on the basis that the Islamic Shariah is the fundamental source of our legislation and system” (‘The Decision to Establish the Gulf Cooperation Council,’ 1981).


	Theme
	Author (s)

	Not an ad-hoc reaction but the institutionalisation of shared beliefs and similar characteristics.  Cooperation	   
and Coordination
	The Cooperation Council for the Arab States of the Gulf (Undated)
A representation of shared “historical, social and cultural reality.”
	Saudi Foreign Minister Prince Saud Al-Faysal (1981; cited in
Ramazani, 1988)
Established to “deepen and develop cooperation and coordination among them in all fields in a manner that brings good, development and stability to their peoples.”
	Prince Nayif (cited in ‘The Decisionto Establish the Gulf Cooperation Council,’ 1981).
The intention was to “establish complete cooperation in all fields – political, economic, security, unity of jurisdictions- on the basis that the Islamic Shariah is the fundamental source of our legislation and system.”


[bookmark: _Toc57096181]Table ‎4.2 Official Perceptions Regarding the Establishment of the GCC
The official statements regarding the founding of the GCC highlight the desire of the member states to advance close cooperation amongst them in all areas, especially in the economic and social fields (Al Makhawi, 1990). For instance, the founding charter of the GCC commits the member states to the attainment of “coordination, integration and interdependence” (tashseeq, takamal, wa tarabit) in all fields (Partrick, 2011, p. 5). In addition, both traditional and official perceptions regarding the founding of the GCC repeatedly alluded to the dominant themes of cooperation and coordination as, the main drivers for the integration of the member states into a regional organisation despite the debate about the manner by which the GCC was established - either as an ad hoc reaction or a well- contemplated initiative (Prince Nayif , 1981, cited in ‘The Decision to Establish the Gulf Cooperation Council,’ 1981; Saudi Foreign Minister Prince Saud Al-Faysal , 1981, cited in Ramazani, 1988, p. 1; Peterson , 1986; Ramazani; 1988; Al Makhawi , 1990; Legrenzi, 2002; Nonneman, 2005; Al-Motairy, 2011; Partrick , 2011; The Cooperation Council for the Arab States of the Gulf , Undated). This subsequently sets the stage for the exploration of the meanings of the terms ‘cooperation,’ ‘coordination’ and ‘integration’ which were repeatedly used in the charter and official statements — within the context of the GCC.
An analysis of the objectives of the GCC reveals that while the first two of its objectives were stated in a very general context, the latter two were particularly focused on the pragmatic manner by which integration amongst the member states may be further solidified (Al Makhawi, 1990). Such practical approach to integration became one of the distinguishing characteristics of the GCC which sets it apart from other prior attempts aimed at creating regional organisations in the Arabian context (Al Makhawi, 1990; Legrenzi, 2002). Another distinguishing attribute of the GCC is its extreme asymmetric nature as exemplified by the different capabilities of the member states and the varying commitments they acceded to (Legrenzi, 2002).
Analysing such characteristics from the lens of integration theories, it is clear that the neorealism theory is the most suitable theoretical paradigm that can be used to explain the integration of the member states resulting in the establishment of the GCC. Neorealism posits that states are regarded fundamental rational unitary actors in the international system and that power is the central analytical concept (Legrenzi, 2002). Hence, for the neorealist, the politics of regionalism is akin to politics of alliance formation (Legrenzi, 2002). Furthermore, Gilpin (cited in Keohane, 1986, pp.304-305) enumerated three assumptions considered common to all realists, namely: (1) that international affairs are by nature, conflictual; (2) that “the essence of social reality is the group rather than the individual, and particularly the conflict group, whether tribe, city-state, kingdom, empire, or nation-state”; and (3) that the most important human motivation in all political life rests in power and security.
Hence, the neorealism perspective explains the reasons for actions, and as pointed out by Hentz (2003, p. 195), “neorealism is preoccupied with the consequence rather than the cause of structure” and that “rational choice is concerned with the reasoning behind actions.” The agency principle of the neorealism paradigm was elucidated by Legrenzi (2002, p. 23) as follows:
There is no essential difference between economic and political regionalism. Sub-regional integration is the response of weak states to security threats by potential hegemonic powers. Additionally, the presence of a ‘core’ power within the organization is often emphasized. Little or no importance is given to regional awareness. (Legrenzi, 2002, p. 23).

Thus, within the confines of neorealism Legrenzi (2002) argues that neorealists were correct in placing emphasis on the geopolitical context of the member states – in particular, the presence of common adversaries such as Iran and Iraq, and the presence of a hegemonic power that is Saudi Arabia.
In terms of the structural formation of the GCC, as tacitly expressed in its founding charter, the nature of integration of the GCC weaves a path whereby greater cooperation amongst member states is forged through pragmatical integration with the aim of gradually increasing fortification of inter-state ties (Al Makhawi, 1990). Hence, as pointed out by Al Makhawi (1990, p. 36): “no unified state was established; no joint government was proposed; no comprehensive political union was formed; no instant meshing of economic system was mandated; and no surrender of sovereign prerogatives was forced.” Rather, integration was largely based on commonality and shared characteristics of the member states. Furthermore, as stated in its charter, cooperation is expected of the sovereign states who share broadly identical political systems and cultural traditions, and with “ties of special relations, common characteristics and similar systems founded on the creed of Islam” (Partrick, 2011, p.2). Within the GCC context, member states share a common language, religion and geography; and possess a collective culture as well as similar social structures and systems of government (Sandvwick, 1987). Analysing such structural formation of the member states into a single regional group from the lens of integration theories, it is apparent that the theory of constructivism can be used to best explain the integration process. According to Legrenzi (2002, p. 24), the theory of constructivism posits that regionalism is “based on regional awareness, a shared sense of belonging to a particular regional community.” In addition, integration is considered to be underpinned by ideational forces rather than by material incentives. Sub-regional integration is anchored on the harmony of values related to political decision making (Legrenzi, 2002). This sense of community, or what Deutsch (1957, p. 123) alludes to as “compatibility of major values,” is a prerequisite for the establishment of security communities and regional cooperation. As such, any earnest effort aimed at cooperation and integration requires the imbibition “of national and ideological affinity that goes well beyond expediency and rationally calculated self-interest” (Abdulla, 1999, p. 161). Indeed, it has been widely acknowledged that states that share common characteristics have a predilection for cooperation. Within the context of the GCC states, as pointed out by Abdulla (1999, p. 161), “their political and ideological affinity is, quite simply, exceptional.”
[bookmark: _Toc57021081]4.2.2 Absence of a Supranational Tool
Several authors have attributed the integration problems of the GCC to the intrinsic nature of its establishment as a regional cooperation of member states, as opposed to a union or a supranational institution. For instance, Peterson (1988, p. 229, cited in Abdulla, 1999, p. 156) asserted that after a careful evaluation of the economic achievements of the GCC, “it cannot be said that the GCC economic program has transcended national sovereignty.” This view was echoed by Low and Salazar (2011,
p. 28) who argued that while the GCC, as a group was successful in terms of its capability to provide economic and political stability for the Gulf region (see, for example, the economic and political integration achievements of the GCC enumerated in Table 4.3 and Table 4.4, respectively) it remains to be seen, however, if indeed “country-driven competition will preclude complementarity.”
Low and Salazar (2011) further elucidated the challenges that the GCC should effectively address with particular reference to economic integration of the member states, thus:
The key challenge for the GCC is to remain true to the original promise of integration. For economies of scale and scope to succeed, a complementary production export platform is necessary. In practice, it is hard to coordinate national plans so they balance with GCC-centric pursuits in cooperative competition for efficiency, productivity and effectiveness. The GCC has a responsibility given its hydrocarbon resources and monetized wealth, to finesse and help resolve internal conflict so as to contribute to regional and global stability. It is in a unique position to play this role as it straddles the East-West and North-South divides and because of its wealth and Arab-Muslim identity. Low & Salazar (2011, p. 28).
To demonstrate the negative impacts of GCC’s decentralised national-level policy implementation, Low and Salazar (2011, p. 34) elucidate that with respect to global crisis management, the GCC Secretariat General theoretically possesses “the mechanisms for cross-country policy coordination and monetary integration.” However, it lacks crisis management mechanisms which resulted in each member state responding individually to cope with the financial crisis. For instance, after October 2008, Qatar and the UAE ceased following US interest rates, while Kuwait and Saudi Arabia reduced its “benchmark discount rate several times” (Low & Salazar, 2011, p. 38).
Within the context of economic integration, Low and Salazar (2011, p. 38) assert that although the use of national execution processes upholds sovereignty and flexibility, the absence of “explicit processes and mechanisms” on the other hand, “have left integration shallow and implementation lax.” In addition, Low and Salazar (2011) highlight that with reference to the 1981 Economic Agreement, its implementation and follow-up were left to the respective bureaucracy of each GCC member state, resulting in the rather restricted manner of implementation wherein only the legalistic dimensions became the sole focus of enforcement, due to the absence of supranational tools. In the same vein, although additional safeguards were infused into the 2001 version of the Economic Agreement which essentially consisted of mandating the Secretariat General to follow-up its implementation, the overarching framework for implementation remains to be a type of decentralised implementation through the national systems. As such, “processes for deeper integration remain elusive” (Low & Salazar, 2011, p. 38).
With reference to political integration, Koch (2010, p.28) explains that the Joint Défense Agreement which was formulated with the aim of devising a framework for collective defense based on the premise that “any aggression against a member state would be considered as aggression against all the GCC states” (see Table 4.4), “has scarcely progressed beyond limited cooperation and consultation.” In terms of military cooperation, GCC’s objective to use the Joint Défense Agreement for the pursuit of a unified defense policy remains to be distant (Koch, 2010). This was largely due to the fact that each state maintains full control over its “security and defense policy and acts almost exclusively according to its national interests and national strategy” (Koch, 2010, p. 28). This view was supported by Partrick (2011, p.3) who emphasised that “the GCC remains to be a cooperative alliance of states whose agreements have not fundamentally compromised their sovereignty, nor were ever intended to.” As a result, the GCC can be considered successful as a cooperative platform for its attempt at advancing national interests, but nevertheless “limited in its ability to encourage states to reconceptualize those interests substantially” (Partrick, 2011, p.3).
Nonneman (2005, p. 147) maintained that in contrast to the European Union (EU) which possesses intergovernmental and supranational elements of integration, the GCC does not aspire to establish a supranational institution such as the European Commission or “a decision-making process in which aspects of sovereignty are shared through, for example, qualified majority voting.” Partrick (2011, p.5) further explained that the GCC “was never intended to be a supra-governmental body, nor is it likely to become one.” Thus, as was previously mentioned in subsection 4.2.1.1 of this thesis which tackles the traditional perceptions regarding the identity of the GCC and the rationale for its creation, Nonneman (2005, p. 147) regarded the GCC as a “loose arrangement of sovereign/independent states cooperating within an organization for a common purpose” whose legal political framework is that of a “comprehensive regional inter-governmental organization.”
However, this researcher views Nonneman’s (2005) statement partially exaggerative because results of the participant-observation data would reveal that although the aim of the GCC in the long run is unity, and as stipulated in its 1981 Charter, the GCC has been working on the principle of ‘cooperation’ as the name clearly indicates; not as a ‘union’. As such, all member states acknowledge the need for clear segregation between sovereignty/independence versus the cooperation/integration objectives throughout the decision-making and policy formulation process. This principle is known and ‘clearly arranged’ rather than ‘loosely arranged’ by member states; and it is internally communicated openly from the experience of this researcher.
It is natural for member states that are part of regional or international cooperation schemes to pursue their national interest when contributing to regional/international policy formulation. In the case of the GCC, the member states have identified a wide ‘cooperation and integration domain.’ In some part of this domain, the GCC states have identified areas through which sovereignty could be shared. For example, at the political front, member states have ‘clear arrangements’ around common position/single voice toward key regional and global issues. In other part of that domain, the GCC states have limited the cooperation to ‘exchange of information.’
Hence, what is apparently lacking in terms of the pursuit for regional cooperation and integration is a supranational tool that would serve as an execution arm in the GCC. Its negative impact on the effectiveness of the GCC in various areas such as those highlighted by Low and Salazar (2011) for economic integration, and by Koch (2010) and Partrick (2011) for political integration, cannot be undermined. Thus, the conclusion to be drawn from the preceding discussion is that the GCC has been unable to integrate fully. Koch (2010) traced such inability to the lack of a supranational authority:
For one, the GCC has constraints built into the organization’s development, some of which have been there by design. The main constraints are the lack of a supranational authority in effect providing the organization with no sovereignty or political independence, and the lack of any kind of authorization that can demand the compliance of member states on any matter. Because the GCC see themselves as young nation-states that only recently, historically speaking, obtained their independence, there has always existed a high degree of resistance to giving up on its sovereignty. As Louise Fawcett has succinctly noted: “Sovereignty was a prize to be nurtured, not one to be sacrificed on the altar of a pan-Arab movement, or one that extolled the virtues of integration.” In that context, it has always been easier to come to an agreement to what Peterson and Smith refer to as “low politics” on issues such as economics and welfare promotion rather than “high politics” where questions of national sovereignty are involved. (Koch, 2010)
[bookmark: _Toc57021082]4.2.3. Economic Integration
The premium placed by the GCC on economic integration cannot be undermined. Indeed, the Economic Affairs section is placed directly below the department of the Secretariat - General, and in equal standing with the Political Affairs section (Gulshan, 1991). Such premium is highlighted in the final communiqués of the meetings of the GCC Supreme Council (Legrenzi, 2006). In order to facilitate the achievement of its economic objectives, GCC member countries signed the 1981 Economic Agreement which was aptly called The Unified Economic Convention of GCC Countries (Legrenzi, 2006). This particular agreement which was signed in November 1981, serves as the foundational GCC charter that assimilates the desire of the member states to “develop, extend, and enhance economic ties with one another” (Low & Salazar, 2011 p. 6). The agreement specifies coordination and cooperation in the following areas: (1) movement of funds, individuals and economic activities; (2) trade; (3) financial cooperation; and (4) technical cooperation in science and technology and in research (Low & Salazar, 2011). Another economic agreement was signed by the member countries in 2001 which essentially expanded the areas by which GCC nationals should be treated equally which was subsequently referred to as ‘economic nationality’ (Low & Salazar, 2011). The 2001 Agreement serves as the framework for the formulation of a customs union, and a common market and currency (Legrenzi, 2006; Low & Salazar, 2011). In addition, the 2001 Economic Agreement is considerably a more comprehensive version of the 1981 Economic Agreement as it: (1) stipulates more provisions in terms of developmental integration encompassing the following areas: industry, electricity, communications, agriculture, hydrocarbon, tourism, health, education, transport, communication and information technology; (2) encourages public- private sector partnerships; (3) unifies professional standards; and (4) catalyses the rate of exchange of information relevant to labour market (Low & Salazar, 2011). Furthermore, the 2001 Economic Agreement mandated the Secretariat General to facilitate compliance with set timelines and supervise settlement of disputes (Low & Salazar, 2011).
The first three articles of the 1981 Economic Agreement prescribe the establishment of a free trade area in March 1983 (Legrenzi, 2006; Low & Salazar, 2011). This has been considerably one of the most important achievements of the GCC in terms of its economic objectives (Legrenzi, 2006). According to Anthony (1997; cited in Lawson, 1999, p. 12), thanks to the 1981 Economic Agreement, “the level of intra-GCC commerce, starting from a low base of approximately 3% of their total external trade, has experienced a six-fold increase.” Similarly, in evaluating the effectiveness of both 1981 and 2001 Economic Agreements, Low and Salazar (2011) asserted that the volume of intra-GCC trade increased from less than US$6 billion in 1983 to US$20 billion in 2002, registering Compound Annual Growth Rates of (CAGR) of approximately 6.2%.
In the same vein, in January 2008, a GCC Common Market was established with the aims of: creating a single market, increasing production efficiency and promoting more efficient resource utilisation (The Cooperation Council of the Arab States of the Gulf - Secretariat General, 2009; Low & Salazar, 2011). With this framework, the GCC is envisaged to enhance its negotiating position in international economic forums, and afford equal opportunities for GCC nationals including participation in the real estate business, making investments, freedom of movement between member states, and acquisition of education and health benefits (Low & Salazar, 2011). With the implementation of the GCC Common Market, the following benefits were achieved by the member states: (1) joint duty collection; (2) joint importation of pharmaceuticals and food products; (3) exemption of industrial inputs from custom duties; (4) facilitation of factor and product flows; and (5) enhancement of medical tourism and other service sectors resulting from increased intra-GCC travel (Low & Salazar, 2011, p. 23).
From the point of view of the generation of economic benefits, the GCC Common Market is expected to produce significant results such as: (1) a fourfold increase in intra GCC trade ; (2) increase in international trade arising from a single point of entry for goods; (3) increased mobility of factors of production such as labour and capital;(4) greater economies of scale; (5) more mergers and acquisitions; (6) increased productivity; (7) lower production costs; and (8) lower transaction costs (Low & Salazar, 2011). Sector-specific arrangements which were implemented through the economic agreements generated positive outcomes. For instance, a common agriculture policy which aims to enhance food security, optimise water utilisation and boost private sector participation, paved the way for the creation of joint venture projects in the following areas: manufacture of poultry and dairy equipment, seed and poultry production, fishing ground surveys, and palm date research and development (Low & Salazar, 2011). With reference to standardisation and metrology, the Supreme Council ratified the transformation of the Saudi Arabia Standards Organization (SASO) into the GCC Specifications and Measures Organization (GSMO) in 1982. In 1998, the GSMO reported its approval of approximately 1000 unified standards for the GCC. 
In addition, it signed a Memorandum of Understanding with the European Commission (EC) in 1996 for the establishment of a Standards Cooperation Programme which was envisaged to incorporate telecommunications standards into the said program of cooperation (Legrenzi, 2006). In the same vein, economic policies relevant to the hydrocarbon industry generated positive results with respect to marketing, training of labour forces, and avoidance of “excessive replication in the refining sector” (Legrenzi, 2006, p. 11).  Table 4.3 presents the summary of economic integration of the GCC, their goals and their achievements.

	Economic Integration

	Goall
	Initiatives Undertaken
	Achievement(s)

	Facilitate economic coordination and cooperation amongst member states
	
1981 Economic Agreement
	Coordination and cooperation were effected in the following areas: (1) movement of funds, individuals and economic activities; (2) trade; (3) financial cooperation; and (4) technical cooperation in science and technology and in research.
Increased intra-GCC commerce
Creation of joint venture projects in different sectors

	Expand the coverage of the 1981 Economic Agreement Serve as the framework for the formulation of a customs union, and a common market and currency
Establish a common market mandate to the Secretariat General in order to facilitate compliance with set timelines and	supervise settlement of disputes between member states
	




2001
Economic
Agreement
	Establishment of a GCC Common Market
Establishment of a GCC Customs Union
Set the preconditions for a Monetary Union
Creation of joint venture projects in various economic sectors
Unification of standards
More effective marketing and training of labour forces in the hydrocarbon industry

	Facilitate the achievement of the following: joint duty collection; join importation of pharmaceuticals and food products; exemption of industrial inputs from custom duties; a revitalised factor and product flows; and a  more enhanced medical tourism and a more energised service sector resulting from increased intra-GCC travel
	


The GCC Common
Market
	A fourfold increase in intra GCC trade
Increase in international trade arising from a single point of entry for goods;
increased mobility of factors of production such as labour and capital;
greater economies of scale; more mergers and acquisitions increased productivity
lower production costs lower transaction cost


[bookmark: _Toc57096182]Table ‎4.3 Summary of the Economic Integration Initiatives of the GCC, its Goals and the Results
[bookmark: _Toc57021083]4.3 Using Archival Documentation
The founding charter of the GCC (The Cooperation Council for the Arab States of the Gulf, 1981) stipulates that the objectives of the GCC are to facilitate “coordination, cooperation and integration between” member states “in all fields.” Specifically, the founding charter enumerates the following objectives of the GCC: 
· To effect coordination, integration and inter-connection between Member States in all fields in order to achieve unity between them.
· To deepen and strengthen relations, links and areas of cooperation now prevailing between their peoples in various fields.
· To formulate similar regulations in various fields including the following:
	Economic and financial affairs
	Commerce, customs and communications
	Education and culture
· To stimulate scientific and technological progress in the fields of industry, mining, agriculture, water and animal resources; to establish scientific research; to establish joint ventures and encourage cooperation by the private sector for the good of their peoples. (The Cooperation Council for the Arab States of the Gulf, 1981). 
When the Charter of the Gulf Cooperation Council was signed ... that signing of the Charter was accompanied by the adoption by the heads of state of a working paper that laid down the basis for economic integration. There was also a concluding political declaration that defined the foreign policy of the Gulf Cooperation Council. The most salient points of the economic and the political declarations were the emphasis on the integration in all economic fields and on convergence in foreign policy. Immediately thereafter the draft unifying economic agreement was initialled (Koch 2010, Legrenzi, 2002, 2006) ) it will change the face of the Gulf by transforming it from separate markets and parochial concerns to a large single common market, in which the Gulf nationals can move freely, with full freedom of ownership of properties, and with all the privileges accorded to the nationals of the receiving member state. (Bishara, 1982, Ramazani, 1988).
Figure 4.1 shows the organisational structure of the GCC which consists of the following: (1) the Supreme Council; (2) the Consultative Commission of the Supreme Council; (3) the Dispute Settlement Commission; (4) the Ministerial Council; and the (5) the Secretariat- General (The Cooperation Council for the Arab States of the Gulf, undated). As explained in Article Two of the Bylaws of the Supreme Council of the Arab Gulf Cooperation Council (“Bylaws of the GCC”, 1981), membership of the Supreme Council shall consist of the heads of the member states Using Archival documents, the original organisation of the GCC was at follows.
[bookmark: _Toc57021084]4.3.1.  Organisation of the GCC
United Arab Emirates
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Qatar

Saudi Arabia 
Oman
Kuwait
The Supreme Council’s Bureau

Consultative Committees
The Ministerial Council

Foreign Ministers of all the Member States (6 members)
The Ministerial Council’s Office

Ministerial Council Chairman, Secretary- General,
Heads of the working subcommittees.
(4)
Supreme Council
Comprised by the head of member States

(6 members)
















	Secretariat General
       Director
Assistant Director

	
	

	Departmental Heads
            (8)


	
	

	
	Administrative staff
            (700)
	





[bookmark: _Toc57021187]Figure ‎4.1 Organisational Structure of the GCC Showing the Five Committees Comprising the Consultative Commission of the Supreme Council, the Composition of the Supreme Council’s Bureau and the Ministerial Council’s Office   Source: Created by the Researcher.
4.3.1.1 The Supreme Council
The Supreme Council’s jurisdictions as detailed in Articles Four and Eight of the bylaws include the following: (1) establishment of technical committees by selecting the members from nominees of member states who are considered experts in the respective committees’ field of work; (2) delegation to one or two committee members of the task of studying a particular topic or subject and requiring the drafting, submission and distribution of a relevant report amongst the members of the Supreme Council (“Bylaws of the GCC”, 1981). With the invitation of the Secretary- General, members of the Supreme Council typically convene for a regular session every year and may additionally hold extraordinary sessions upon the request of any of its members, provided that such request is seconded by another member (“Bylaws of the GCC”, 1981).  At the start of each session, the Supreme Council has the prerogative to create relevant committees based on what is included in the agenda prepared by the Ministerial Council and subsequently refer “any of the matters included in the agenda to the committees, based on their specialisation for study and reporting” (“Bylaws of the GCC”, 1981, p. A8). Furthermore, the Supreme Council has the prerogative to suspend or even adjourn the meeting, postpone discussion and end the discussion of the issue at hand.
With reference to the creation of technical committees, the Supreme Council has the power to appoint its members from amongst the specialist citizens of member states and delegate to them, the task of “offering consultation in the preparation and implementation of the Supreme Council’s programs in certain fields” (“Bylaws of the GCC”, 1981, p. A12).  However, the committees cannot discuss issues not referred to them by the Supreme Council, nor can they draft recommendations on any issue listed on their agenda, but whose adoption, however, “entails a financial commitment by the council before they receive a report from the Secretary- General on the financial and administrative effects pertaining to the adoption of these recommendation” (“Bylaws of the GCC”, 1981, p. A12). In this case, policies to be implemented by the GCC depend to a great extent, on the recommendations of the Ministerial Council and its technical committees and on the suggestions of the Secretary- General regarding what should be included in the agenda of the technical committees.
4.3.1.1.1 The Consultative Commission of the Supreme Council
The Consultative Commission of the Supreme Council is one of the decision- making bodies of the GCC which is composed of five committees. Each committee is in turn, composed of five members from each of the member state (The Cooperation Council for the Arab States of the Gulf, Undated). The committees, which are shown in Figure 3.4 to be directly reporting to the Supreme Council are as follows: (1) the Committee for Economic and Social Planning which is responsible for devising and coordinating “joint action in economic and social planning to achieve homogeneity among the national economic plans […] (GCC Working Paper, 1981, p.A10)”; (2) the Committee for Financial, Economic and Trade Cooperation which is responsible for coordinating:
(a) financial and monetary cooperation amongst member states, as well as trade exchange by lifting customs barriers amongst member states and applying total exemption from custom duties levied against domestic products of member states, and (b) transport and communication by facilitating cooperation on sea and land transport and communications ; (3) the Committee for Industrial Cooperation  which is responsible for the coordination of industrial activity amongst the member states by formulating policies to “bring about industrial transformation in the member states on the basis of an integration that insures the highest benefit to each state” (GCC Working Paper, 1981, p.A13); (4) the Oil Committee which is responsible for policy coordination relevant to the oil industry as well as for coming up with an unified oil policy; and (5) the Committee for Social and Social and Cultural Services which is responsible for devising “scopes for joint action in the fields of education, health, labour, social affairs and culture […]” (GCC Working Paper, 1981, p.A13).
An analysis of the GCC Working Paper (1981) which tackles the various responsibilities of the aforementioned committees would reveal that they are primarily responsible for the formulation of policies that are deemed relevant to the scope of each committee’s mandate. For instance, the Committee for Economic and Social Planning is mandated to formulate policies pertaining to the economic integration of the member states, as well as those policies relevant to social planning in order to achieve homogeneity of member states with respect to social issues (GCC Working Paper, 1981, p. A12). The Committee for Financial, Economic and Trade Cooperation is mandated to standardise laws and regulations relevant to the financial and economic integration of the member states by coordinating their various banking and monetary policies in order to come up with a standard Gulf currency and to facilitate external cooperation “in the field of extending international and regional aid for development” (GCC Working Paper, 1981, p. A12). In the same vein, the Committee for Industrial Cooperation is mandated to formulate policies pertinent to the establishment of integrated programs “for training and technical, vocational and artisan rehabilitation on all levels and at all stages among the member states” (GCC Working Paper, 1981, p. A13). Similarly, the Oil Committee is mandated to formulate a unified oil policy that encompasses all stages of hydrocarbon production from drilling and refining to marketing and pricing, as well as transporting and exploitation (GCC Working Paper, 1981, p. A13). Finally, the Committee for Social and Cultural Services is mandated to formulate homogeneous policies relevant to the integration of the following fields of member states: education, health, labour, social affairs and culture (GCC Working Paper, 1981, p. A13). Since the Consultative Commission receives its mandate directly from the Supreme Council, it does not possess a permanent monitoring mandate similar to that of the Secretariat-General (Suominen, 2013). Table 4.4 below presents the five committees comprising the Consultative Commission of the Supreme Council and their respective key mandates.

	Committees Comprising the Consultative Commission of
the Supreme Council
	Committee for   Economic and Social Planning
	Committee for Financial, Economic and Trade Cooperation
	
Committee for Industrial Cooperation
	

Oil Committee
	
Committee for Social and Cultural Services

	






Responsibilities
	Formulation of policies pertaining to 
economic integration of 
member states as well as those policies relevant to social planning
	Coordination of various banking and monetary policies in order to come up with a standard Gulf currency and to facilitate external cooperation.
	Formulation of  policies pertinent			to establishment of integrated programs “for training	and technical, vocational and artisan rehabilitation on all levels and at all stages
	Formulation of a unified oil policy that encompasses all stages of hydrocarbon production
	Formulation of homogeneous policies relevant to the integration of the following fields of
member states: education, health, labour, social affairs and culture


[bookmark: _Toc57096183]Table ‎4.4 Summary of Key Responsibilities of the Consultative Commission of the Supreme Council.  
4.3.1.1.2 The Dispute Settlement Commission
The Commission for the Settlement of Dispute is another policy decision-making body comprised by “an appropriate number of citizens not involved in the dispute” (“Rules of Procedures of the Commission for the Settlement of Disputes”, 1981, p.174). It is a temporary body that is convened by the Supreme Council on an ad-hoc basis “in accordance with the nature of the dispute between member states” (Suominen, 2013,
p. 168). Members of the Commission are selected by members of the Supreme Council and are mandated to: (1) help resolve disputes between member states; and
  “address differences of opinion with reference to “the interpretation or execution of the Cooperation Council Charter” (“Rules of Procedures of the Commission for the Settlement of Disputes”, 1981, p.176). As explained in Article Five of the “Rules of Procedures of the Commission for the Settlement of Disputes” (1981) which delves on the mechanisms pertaining to the Commission’s meetings and internal procedures, the meeting of the Commission is deemed valid only if all the members are present. Furthermore, each party to the dispute shall send representatives to the commission who are in turn, delegated the responsibility “to follow proceedings and present their defense” (“Rules of Procedures of the Commission for the Settlement of Disputes”, 1981, p.176).
According to Article Nine of the “Rules of Procedures of the Commission for the Settlement of Disputes” (1981), the recommendations issued by the commission shall be made in accordance with the GCC Charter, the precepts of Islamic Shariah, and international laws and practices. Recommendations made by the commission will then be submitted to the Supreme Council for approval. However, in cases wherein an interim action is needed pending the submission of the final recommendations of the commission, the Supreme Council has the authority to such action (“Rules of Procedures of the Commission for the Settlement of Disputes”, 1981). Table 4.5 presents the different decision-taking and decision-making bodies of the GCC and their respective responsibilities.
4.3.1.2 The Ministerial Council
The Ministerial Council which is comprised by the foreign ministers of each member state is responsible for the implementation of policy decisions of the Supreme Council (Anthony, 1986). Members of the Ministerial Council convene in ordinary sessions every three months and in extraordinary sessions at the request of any member state and the support of such request by another member state (“Rules of Procedures of the Ministerial Council”, 1984). The Ministerial Council has the mandate to create working committees whose members come from member states, and assign them tasks related to the study of matters included in the agenda. Furthermore, the Secretariat-General is tasked to organise the technical secretariat and the subcommittees of the Ministerial Council, as well as prepare pertinent documents related to the Council’s recommendations and resolutions (“Rules of Procedures of the Ministerial Council”, 1984). Members of the Ministerial Council can vote to: suspend the meeting, adjourn the meeting or postpone and end the discussion of the matter on hand (“Rules of Procedures of the Ministerial Council”, 1984).
According to Suominen (2013, p. 169), the Ministerial Council has ultimate oversight of the monitoring and analysis of the policy formulation and implementation processes, being the “primary destination for reports from the Secretariat-General either directly or via the technical ministerial committees.” As such, the Ministerial Council is considered the “central actor in the monitoring process” as it is the recipient of input from the Secretariat-General and the ministerial committees, and “responsible for determining policy direction for approval by the Supreme Council” (Suominen, 2013, p. 169).
4.3.1.2.1 The Ministerial Council’s Office
Similar to the Supreme Council Office or Bureau, the Ministerial Council’s Office is composed of the following: The Ministerial Council Chairman, the Secretary- General, and the heads of the working subcommittees (“Rules of Procedures of the Ministerial Council”, 1984). The responsibilities of the Ministerial Council’s Office are to coordinate the Council’s work and that of its subcommittees; to “supervise the drafting of the resolutions passed by the Council” (“Rules of Procedures of the Ministerial Council”, 1984, p. 170); the preparation of the Supreme Council’s draft agenda (Bylaws of the GCC, 1981) and to make policy recommendations / propositions (Suominen, 2013).
4.3.1.2.2 Preparatory, Working, and Technical Committees of the Ministerial Council
The Chairman of the Ministerial Council has the mandate to form preparatory committees comprising of delegates from member states. These committees are tasked to study matters included in the agenda of the session of the Ministerial Council. They are also given the prerogative to consult with experts if deemed necessary. They are also required to meet at least three days prior to the opening of the session of the Ministerial Council upon the invitation of the Secretary- General (“Rules of Procedures of the Ministerial Council”, 1984).
Similarly, the Ministerial Council has the prerogative to form working committees that will be required to perform specific tasks assigned by the members of the Council. Each committee is required to elect a Chairman or rapporteur who in turn, will be responsible for submitting a report to the Ministerial Council regarding the work assigned to them (“Rules of Procedures of the Ministerial Council”, 1984. The primary tasks of the technical secretariat and the subcommittees are as follows: (1) receiving and distributing documents, reports, resolutions and recommendations of the Ministerial Council; (2) drawing up and distributing minutes and daily bulletins; and (3) carrying out other assigned tasks (“Rules of Procedures of the Ministerial Council”, 1984).
4.3.1.3 Secretariat-General
Appointed by the Supreme Council, the Secretary-General is responsible for the preparation of studies pertinent to the promotion of coordination and cooperation amongst member states. It is also responsible for “integrating plans and programmes for common action by member states” and for overseeing the various administrative and financial regulations of the GCC (Anthony, 1986, p. 389).Article Fifteen of the Charter of the GCC (Charter of the GCC, 1981) enumerates the following key functions of the Secretary-General, namely: (1) preparation of periodic reports on the progress of work of the GCC; (2) preparation of the GCC’s budget and closing accounts; (3) preparation of the agenda and draft resolutions to be submitted to the Ministerial Council; (4) making recommendations to the Chairman of the Ministerial Council about convocations and extraordinary sessions of the Ministerial Council; and (5) nomination of the Assistant Secretaries- General.
The Secretariat is further divided into different operational sectors such as the General Office, Economic Affairs, Political Affairs, Military Affairs, Legal Affairs, Finance and Administrative Affairs, Patent Bureau, Human and Environment Affairs, Internal Auditing Unit, Office of the Secretary-General, Telecommunications Bureau and Information Centre (Anthony, 1986; Suominen, 2013). The Secretariat has a permanent monitoring and reporting mandate.


	Decision	– Taking Body
	Responsibility
	Decision – Making Body
	Responsibility

	





The Supreme Council
	Creation of technical committees;
Delegation to one or two committee members of the task to study a particular topic;
Approval of draft resolutions and policies.
	The Consultative Commission of the Supreme Council
	Formulation of policies that are deemed relevant to the scope of each committee ’s mandate

	
	
	


The Ministerial Council
	Delegation of tasks related to the study of matters included in the agenda.
Preparation of the
Supreme Council’s draft agenda.
Make policy recommendations propositions to the Supreme Council

	
The Ministerial Council
	Implementing policy decisions of the Supreme Council; Creation of working committees;
	
The Ministerial Council’s Office
	Coordinating the Council’s work and that of its subcommittees;
Supervising the drafting of the resolutions passed by the Ministerial Council

	
Supreme Council Office or Bureau
	Responsible for reviewing the resolutions passed by the Supreme Council
	 Preparatory Working, and Technical Committees of the Ministerial
Council
	Study matters included in the agenda of the
session of the Ministerial Council. Submit reports to the Ministerial Council

	
	
	



Secretariat- General
	Preparation of the
agenda and draft resolutions submitted to the Ministerial Council.
Making recommend actions to the Chairman of Ministerial Council about convocation and extraordinary sessions of Ministerial Council.
Permanent policy
monitoring mandate

	
	
	Commission for the Settlement of Disputes
	Help resolve disputes between member states.
Address differences of opinion in terms of interpretation    or
execution of the GCC
Charter


[bookmark: _Toc57096184]Table ‎4.5 Summary of the Responsibilities of the Decision-Taking and Decision-Making Bodies of the GCC
[bookmark: _Toc57021085]4.4 Questionnaires and Interviews
The results from the research in sections 4.1-4.3 gave the researcher a general idea of the problems inherent in the current format of the GCC.  To confirm that these were indeed relevant problems, the following procedure was followed.
The researcher as a executive in the GCC for many years had extensive knowledge of the system but to avoid preconceptions used a series of questionnaires and interviews as a double check on his conceptions. He thus achieved a triangulation between personal observations, staff interviews and extant documents (literature).
[bookmark: _Toc57021086]4.4.1 First round of Semi-structured interviews
Figure 4.1 shows the current organisational structure of the GCC The eight departments of the Secretariat-general are Political Affairs, Negotiations, Military Affairs Economic Affairs, Economic and Development Affairs, Financial and Administrative Affairs, Legislative and Legal Affairs, Coordination and Follow-up. There are also four consultative committees from The Ministerial Office i.e. the Committee for Financial, Economic and Trade Cooperation, the committee for  Industrial Cooperation, the Oil Committee and the Dispute committee...To cover all activities, the researcher contacted the thirteen heads to participate in a semi-structured interview. Four agreed from each of the Secretariat General. .(Military Affairs Economic and Development Affairs, Financial and Administrative Affairs, Legislative and Legal Affairs) and the four chairs of the consultative committees. This is a small sample for interviews, but it was comprehensive as it covered all aspects of the GCC’s work, and the interviewees had much experience.  As discussed in chapter three guidelines for determining non-probabilistic sample sizes are virtually non- existent. (Guest et al 2011) and saturation can occur with as little as six interviews. (Ryan et al 2003). Morse’s (1995) comments infer that it is not the sample size but the saturation that is important. This requirement was satisfied. Another factor to be appreciated is that the GCC was not working efficiently, staff were stressed and over-worked thus it was extremely difficult to persuade staff to allocate time and think carefully about issues. 
[bookmark: _Hlk54692076]Before embarking on the interviews,  two pilot inter views were undertaken. (Majid et al 2017) Pilot  studies  are useful  procedures  as  preparation  of  a  full-scale  study,  regardless  of  paradigm  (Tashakkori  & Teddlie,  2003). It  can  be  employed  to  address  potential practical  issues  in  the  research procedures (Van Teijlingen & Hundley, 2002) and trying out the questions. Moreover, in   Castillo-Montoya’s  (2016) pilot study, she   found   that interview   protocols   could   be strengthened  through  piloting  the  interviews. It  can  help  identify  if  there  are  flaws,  or limitations  within  the  interview  design  that  allow  necessary  modifications  to  the  major  study (Kvale,  2007).  
[bookmark: _Hlk54692142]The interviews consisted of fifteen questions which are listed in Appendix A1 (English translation) The taped interviews were transcribed into a word file and analysed by the researcher. Three representative transcripts are shown in Appendix A2.  After studying the responses, they were adjudged to be too general possibly because not enough time had been allocated to the interviews. Using content analysis software to search through the transcripts, the most common themes were identified which could then be used to form the basis of a second longer in-depth interview with the same interviewees. The interviews lasted 30 minutes, were conducted in Arabic and with the permission of the interviewee, were taped.  
[bookmark: _Toc57021087]4.4.2 The Second Round of Interviews
To understand the first interviews more deeply, a second tranche of interviews was given to the same sample. Even this was difficult to organise as these Heads of Departments and chairs of committees are very busy people. The second interviews were informal and open ended in format but concentrated on the eight issues that had come out of the first interviews which are:
1. Understaffed Secretariat- General Office 
2. National interests placed above GCC interests
3. Many retirable employees at the Secretariat-General Office
4. It takes a long time to resolve disputes and implement policies 
5. Fragmentation in policy making
6. Duplication of responsibilities by the different committees
7. Absolute power given to the Supreme Council to Take Decisions
8. Absolute power given to the Supreme Council in approving draft resolutions.
They were conducted in Arabic and recorded, each interview taking around two hours. The possibility of bias was recognised, and steps taken to avoid this as discussed in chapter three. Transcripts of the recordings were made and subject to the content analysis software. This whole process took almost a year.  The content analysis with coding is shown in Appendix A3.
[bookmark: _Toc57021088]4.4.3 Questionnaire
The semi-structured second round of interviews had confirmed the existence of problems inherent in the GCC. This confirmation was from a small but representative sample of staff from the Secretariat general and the Ministerial Office.  To see if these views were held more generally, it was decided to use a questionnaire and illicit the views of more staff.  
[bookmark: _Hlk54692316]One of the main primary data collection instruments is the survey questionnaire. Modes of data collection by questionnaire vary in the method of contacting respondents, in the vehicle of delivering of the questionnaire, and in the way in which questions are administered. These variations can have different effects on the accuracy and quality of the data obtained. (Bowling 2005) There are at least four steps involved in answering questionnaires, which make cognitive demands on respondents: comprehension of the question, recall of requested information from memory, evaluation of the link between the retrieved information and the question, and communication of the response. (Panelo et al 2018) The method chosen was by email and the questionnaire was designed as suggested by Bowling (ibid). The participants were to submit the completed survey to the Office of the Secretariat General after one month.
The questionnaire consisted of three questions on each of the seven topics identified in the interviews.
· Establishment of a supranational body for dispute resolution and standardization 
           of economic and political agreements
· Abolition of duplicate committees formed on ad hoc basis and replacing them 
           with a permanent committee whose members are experts and will be truly    
           representative of all GCC members states.
· Undertaking a systemic account of the implementation process
· Development of a uniform implementation programme:
· Formulation of a dispute resolution programme
· Standardization of Economic and Political Agreements
· Recruitment of rank and file employees.
There are 200 staff employed in the external offices of the GCC and this would give an alternative perspective. The researcher sent emails to all these 200 employees. Research indicates that a sample size of 100 would give a 10% confidence interval and a sample size of 200 would give 7% confidence interval. (Niles 2006, Creative Research Systems 2003)   This gave the researcher the confidence to proceed. In reality, only 40% (83) of the employees agreed to participate in the study.  
The full  questionnaire is shown in Appendix A4 and the results are summarised in tables 4.6 – 4.12. In most cases, the questionnaire reinforced the opinions from the interviewees. This can be taken as encouraging in the sense that no new opinions were generated and that the list of complaints could be taken as representative. 


	
	Establishing a supranational body will help the GCC do what it is required to do.
	Establishing a supranational body is required to enable the organisational structure of the GCC to work more  effectively.
	Establishing a supranational body is one of the best ways to meet the higher- level goals within which the GCC must operate.

	Valid
Missing
Median
Percentiles 25
50
75
	
	
68
0
5.00


5.00
5.00
5.00
	
68
0
5.00


5.00
5.00
5.00
	
68
0
5.00
                      
5.00
5.00
5.00

	
	
	
	
	

	
	
	
	
	


[bookmark: _Toc57096185]Table ‎4.6 Statistics for the Desired Change: ‘Establishment of a supranational body for dispute
                                        Resolution and standardization of economic and political agreements
	
	Abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively.
	Abolishing duplicate committees and replacing them with a permanent committee is required to help the GCC allocate its resources more effectively.
	Abolishing duplicate committees and replacing them with a permanent committee is one of the best ways to meet the higher-level goals within which the GCC must
operate.

	Valid
Missing
	
	68
	68
	68

	
	
	0
	0
	0

	Median
	
	5.00
	5.00
	4.00

	
	25
	5.00
	5.00
	4.00

	Percentiles
	50
	5.00
	5.00
	4.00

	
	75
	5.00
	5.00
	5.00


[bookmark: _Toc57096186]Table ‎4.7 Statistics for the Desired Change: ‘Abolition of duplicate committees formed on adhoc basis and replacing them with a permanent committee whose members are experts and will be truly representative of all GCC members states.’
	
	A systemic account of the implementation process will help the GCC do what it is required to do.
	A systemic account of the implementation process is required to help the GCC allocate its resources more effectively.
	A systemic account of the implementation process is one of the best ways to meet the higher-level goals
within which the GCC must operate.

	Valid
Missing
	
	68
	68
	68

	
	
	0
	0
	0

	Median
	
	5.00
	5.00
	5.00

	
	25
	5.00
	5.00
	5.00

	Percentiles
	50
	5.00
	5.00
	5.00

	
	75
	5.00
	5.00
	5.00


[bookmark: _Toc57096187]          Table ‎4.8 Statistics for the Desired Change: ‘Undertaking a Systemic Account of the Implementation 
Process
	
	Development of a uniform implementation programme will help the GCC do what it is required to do more effectively.
	Development of a uniform implementation programme is required to help the GCC allocate its resources more effectively.
	Development of a uniform implementation programme is one of the best ways to meet the higher-level goals within which
the GCC must operate.

	Valid
Missing
Median
	68
	68
	68

	
	0
	0
	0

	
	5.00
	5.00
	5.00

	
	25
	5.00
	5.00
	5.00

	Percentiles
	50
	5.00
	5.00
	5.00

	
	75
	5.00
	5.00
	5.00


[bookmark: _Toc57096188]                                 Table ‎4.9 ‘Development of a Uniform Implementation Programme’Table
	
	Formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively
	Formulation of a dispute resolution programme is required to help the GCC resolve conflicts more efficiently
	Formulation of a dispute resolution programme is one of the best ways to meet the higher-level goals 


	Valid
Missing
Median
                        25
Percentile              50
                        75
	68
	68
	68

	
	0
	0
	0

	
	4.00
4.00
4.00
4.00
	4.00
4.00
4.00
5.00
	5.00
5.00
5.00
5.00


[bookmark: _Toc57096189]Table ‎4.10 Statistics for the Desired Change: ‘Formulation of a Dispute Resolution Programme’
	
	Standardization of economic and political agreements will help the GCC do what it is required to do more effectively.
	Standardization of economic and political agreements is required to help the GCC attain regional integration
	Standardization of agreements is one of the best ways to meet the higher-level goals within which the GCC
must operate

	Valid
Missing
Median
                        25
Percentile              50
                        75
	68
	68
	68

	
	0
	0
	0

	
	5.00
5.00
5.00
5.00
	5.00
4.00
5.00
5.00
	5.00
4.00
5.00
5.00


[bookmark: _Toc57096190]Table ‎4.11 Statistics for the Desired Change: Standardization of Economic and Political
	
	Recruitment of more rank and file employees will help the GCC do what it is required to do more effectively.
	Recruitment of more rank and file employees is required to help the GCC attain regional integration more efficiently 
	Recruitment of more employees is one of the best ways to meet the higher-level goals for
the GCC.

	Valid
Missing
Median
                        25
Percentile              50
                        75
	68
	68
	68

	
	0
	0
	0

	
	5.00
5.00
5.00
5.00
	5.00
4.00
5.00
5.00
	5.00
5.00
5.00
5.00


[bookmark: _Toc57096191]            Table ‎4.12 Statistics for the Desired Change: Recruitment of More Rank and File Employees
[bookmark: _Toc57021089]4.4.4 The Third Set of Interviews.
[bookmark: _Hlk54692203]It is important that the issues identified in the first two interviews and the questionnaire are thoroughly understood so it was decided to do a final round of interviews. As the previous interviews had been with chairs and heads of departments, for these interviews, the researcher decided to move to a lower rank of employee to avoid management bias. The researcher finally succeeded in interviewing 10 further employees after a difficult selection procedure. It is impossible to totally avoid selection bias, so the decision was made to include staff who were known to strong opinions about the organisation of the GCC.  This would mean that if bias existed, it was against the present organisational structure and although not necessarily true would certainly highlight deficiencies. It is accepted that this selection was a subjective judgement, but this awareness helped to make it as “fair” as possible. The interviews were open ended and covered the same seven topics as the questionnaire.  As before the interviews were in Arabic and (with the participants permission) taped.  The tapes were then transcribed to a word file. Data gathered from the interviews were then content- analysed using ATLAS (see appendices). The results are shown in Appendix A5.
The final data set was thus collected from a wide variety of sources. 
1. The researcher who was party to the decision-making process
2. Two interviews with departmental heads and chairs of committees
3. A questionnaire issued to external staff
4. A third interview with lower ranking staff
5. Minutes of meetings were consulted
6. Any published material was consulted
The following tables contain a resume of the responses from the interviews. It is realized that more interviews and a larger questionnaire would have yielded more information, but the researcher thought the results obtained corresponded to a reasonable approximation of the current working practices in the GCC.


4.4.4.1 Do you think that establishing a supranational body will help the GCC do what it is required to do more effectively and efficiently? Why or why not?

	Question
	Representative Response
	Anonymized Quotes

	How can one transform the GCC into a more efficient organization in terms of its goals of economic and political integration,
	There should be full cooperation amongst member countries of the GCC.
	“I think there should be full cooperation amongst member states.”
“The countries who are members of the GCC must first forget their nationalism and
place the interest and well-being of the Gulf region above its national agenda

	
	Amend the GCC charter
	 I would go for a structural reform of the GCC which would change the 1981 charter itself

	
	Undertake major
	“I think that the GCC must institute

	
	changes.
	a lot of major changes


[bookmark: _Toc57096192]Table ‎4.13 Table Interview Responses
Do you think that establishing a supranational body will help the GCC do what it is required to do more effectively and efficiently? Why or why not? all interviewees perceived that the creation of a supranational body will help the GCC do what it is required to do more effectively and efficiently. Table 4.15 shows the results 

	Question
	Representative Response
	Anonymized Quotes

	
Do you think that establishing a supranational body will help the GCC do what it is required to do more effectively and efficiently? Why or why not?
	
Yes, a supranational body will help the GCC do what it is required to do more effectively and efficiently.
	“Yes. It is needed. It will help harmonise everything. Integration can be achieved more successfully than without it. With a supranational body, the collective interests will supersede national issues and interests of each country.”
Yes, it is what is needed if we are to resolve issues related to national pride and the carrying out of national agenda ahead of the interests of the GCC- that is to effect a full integration of economic and political policies.


[bookmark: _Toc57096193]                         Table ‎4.14 Interview Responses for Topic One Source: Created by the Researcher
4.4.4.2 Do you think abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently? Why or why not? 
All interviewees felt that abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently. Table 4.16 shows the results for topic 2 from 4.3.4


	Question
	Representative Response
	Anonymized Quotes

	


Do you think abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently? Why or why not?
	 


Yes, abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently.
	“Yes, duplicate committees working on the same tasks and having duplicate responsibilities should be abolished immediately.”
“This is because duplicate committees are only a nuisance and they prolong or delay the work to be done and use a lot of GCC funds.”
“Of course. Abolishing duplicate committees will help speed up every process required in        the       drafting, approval	and
implementation of GCC agreements. It will help save time, effort and resources for the GCC…so yes, abolishing duplicate committees	and replacing them with a permanent committee will help the GCC do what it is required to do more   effectively 


[bookmark: _Toc57096194]                   Table ‎4.15 Interview Responses for Topic 2   Source: Created by the Researcher
4.4.4.3 Do you think a systemic account of the implementation process will help the GCC do?  What it is required to do more effectively and efficiently? Why or why not?
All interviewees felt that a systemic account of the implementation process will help the GCC do what it is required to do more effectively and efficiently. Table 4.17 shows the results for topic 3 from 4.3.4

	Question
	Representative Response
	Anonymized Quotes

	Do you think a systemic account of the implementation process will help the GCC do what it is required to do more effectively and efficiently? Why?
	
Yes, a systemic account of the implementation process will help the GCC do what it is required to do more effectively and efficiently
	“Yes. That is what we need right now, in order to know what impedes the implementation of agreements and what speeds them up so that implementation is faster and more successful and effective.”
“Yes, this is what is needed to effectively evaluate the implementation process of the GCC.”


[bookmark: _Toc57096195]                            Table ‎4.16 Interview Responses for Topic 3 Source: Created by the Researcher
4.4.4.4 Do you think the development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently? Why or why not? 
All interviewees perceived that the development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently. Table 4.18 shows the results for topic 4 from 4.3.4


	Question
	Representative Response
	Anonymized Quotes

	Do you think the development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently? Why or why not?
	Yes, development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently.
	“This will help the GCC do what it is required to do more effectively because it would mean a fair and equal treatment of countries insofar as compliance to these laws is concerned.”
“It will hasten the attainment of a full integration of political and economic agenda of GCC member countries.”
“Yes, the development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently, mainly because it will make the implementation of policies equal…no one will be given preferential treatment.”


[bookmark: _Toc57096196]Table ‎4.17 Interview Responses for Topic 4
4.4.4.5 Do you think the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently? Why or why not? 
All interviewees perceived that the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently. It shows the results for topic 5 from 4.3.4
	Question
	Representative Response
	Anonymized Quotes

	Do you think the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently? Why or why not?
	Yes, the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently.
	 “There will be less possibility for polarity or taking sides with conflicting or disputing countries. There will be peace in the region and hence, greater economic growth.”
“A dispute resolution programme definitely is needed for the GCC to do its mandate of economic and political integration of gulf countries more effectively. This is because a conflict-free region is a more economically developed region.”


[bookmark: _Toc57096197]Table ‎4.18 Interview Responses for Topic 5
4.4.4.6 Do you think that standardization of economic and political agreements will help the   GCC do what it is required to do more effectively? Why or why not? 

All interviewees perceived that standardization of economic and political agreements will help the GCC do what it is required to do more effectively. Table 4.20 shows the results for topic 6 from 4.3.4


	Question
	Representative Response
	Anonymized Quotes

	




Do you think that standardization of economic and political agreements will help the GCC do what it is required to do more effectively? Why or  why not?
	





Yes, standardization of economic and political agreements will help the GCC do what it is required to do more effectively
	“A set of standardized economic and political agreements will facilitate faster economic development and political cooperation because all member
countries will have to follow and enforce the same agreements and policies
“Yes, everything should be standardised. This will ensure that every member of the GCC will adhere to and enforce the same conditions specified in the ratified agreements.
“The benefits that can be derived from the standardization of economic and political agreements will be greater economic and political cooperation among member states.”


[bookmark: _Toc57096198]Table ‎4.19 Interview Responses for topic 6
4.4.4.7 Do you think that recruitment of more rank and file employees will help the GCC do what it is required to do more effectively and efficiently? Why or why not? 
All interviewees perceived that standardization of economic and political agreements will help the GCC do what it is required to do more effectively. Table 4.21 shows the results for topic 7 from 4.3.

	Question
	Representative Response
	Anonymized Quotes

	    
	
Yes, I think that recruitment of more rank and file employees will help the GCC do what it is required to do more effectively and efficiently
	“Yes, I think that recruitment of more rank and file employees will help the GCC do what it is required to do more effectively and efficiently because they will help in the faster rate of working, leading to improved overall performance of the GCC. We need more people working for us because
there are a lot of responsibilities to be done.” Yes, we should recruit more rank and file employees to make things – all activities easier to do. We need more employees because we are understaffed. This understaffing slows down everything […].


[bookmark: _Toc57096199]Table ‎4.20 Interview Responses for Topic 7
4.4.4.8 Are there any more thoughts that you would like to add regarding the evaluation of the   conceptual models 
Eight out of the ten interviewees were able to express their views; whilst the remaining two respondents opted not to respond to the question. Table 4.22 shows the results for this extra question.

	Question
	Representative Response
	Anonymized Quotes

	





Are there any more thoughts that you would like to add regarding the evaluation of the conceptual models?
	





Yes. The changes highlighted in the conceptual models will help make the GCC more efficient and effective.
	“The conceptual models will make the GCC more effective and efficient in achieving its integration goal.”
“Yes, these desired changes in the models are what are needed by the GCC to make it a more effective and efficient organisation.”
“As I have pointed-out in my answers to your questions, there should be a supranational body, a permanent committee instead of duplicate ones formed on adhoc basis, a uniform implementation programme, a dispute resolution programme, and the agreements should be standardized. There should also be more employees to have a smoother and faster  operations at the GCC.”


[bookmark: _Toc57096200]Table ‎4.21 Interview Responses for extra question
A summary of the final list is as follows:

	Themes Explored
	                            Results of Content Analysis

	

Organizational Problems of the GCC
	Placing of national interests of the member states over those of the collective interests of the GCC; Understaffed General Secretariat Office; Aging and retirable employees working at the General
Fragmentation in policy making and implementation; Slow progress of dispute resolution; duplication of responsibilities by	the	different committees; Absolute power vested in the Supreme Council in the approval of draft resolutions and in policy decision taking

	
      Effects of Problems
	Delay in the policy making and implementation processes;
Difficulty in reaching consensus for dispute resolution Differential implementation of policies by member states.


[bookmark: _Toc57096201]Table ‎4.22 Results of the Content Analysis of Interview Transcripts Relevant to the Organisational Problems of the GCC and Their Effects from Third Interview.
This series of interviews together with selected reading and personal experience formed the basis for devising a rich picture.  Several issues were identified:
The first issue concerned the whole purpose or identity of the GCC.  Was it intended to be a supranational body that formulated policy (especially dispute resolution) or is it set up to be an association of six independent states which could not assume this role? 

Accepting the GCC “as it is” various areas of its performance were criticized:
(1) fragmentation in policy making and implementation 
(2) duplication of responsibilities by the different committees; 
(3) an understaffed General Secretariat Office;
(4) ad-hoc decision making 
(5); slow implementation of policy; 
(6) lack of authorisation that can demand compliance of member states
[bookmark: _Toc57021090]4.5 Forming a Rich Picture
The questionnaire, interviews plus the participant-observer knowledge led the researcher to form the Rich Picture shown in Figure 4.2.

[image: ]

[bookmark: _Toc57021188]Figure ‎4.2 Rich Picture

[bookmark: _Toc57021091]4.6 Establishing a Root Definition
This section involves the structuring of the root definition of the GCC using the CATWOE mnemonic which stands for customers, actors, transformation, worldview or Weltanschauung, owners and environmental constraints (Checkland & Scholes, 1990).   The formulation of the root definition of the GCC constitutes the third stage of the SSM.  This process is based on the following: results of a final interview, analysis of internal GCC documents, and participant-observation.  This  interview was with the same ten staff as the third interview in section 4.3.4. They were asked questions about Customers, Actors, Transformations, World View, Obstacles and Environment. The results are in Appendix A6. Table 4.23 presents the resulting components of the CATWOE mnemonic based on the aforementioned data sources.
	
	 CATWOE Mnemonic
	Data Sources

	
	Interview Results
	Internal GCC Documents
	Participant- Observation

	Customers
Interest groups who are the beneficiaries within or without the GCC who are affected by the activities carried out in the GCC
	All citizens of member-states
	All citizens of member countries or states- Bahrain, Kuwait, Oman, Qatar, Saudi Arabia,  UAE
	All citizens of the six member-states

	Actors 
Those who carry out the activities in the GCC
	GCC officials and employees
	GCC employees, from high ranking officials to rank and file staff 
	All GCC officials  employees

	Transformation Or How inputs to the GCC are transformed into defined outputs
	Formulate and implement policies and regulations. 

	Formulate and implement policies and resolutions. 
	Formulate and implement policies, resolutions and agreements.

	Worldview or Weltanschauung

Perspective from which the root definition was seen
	GCC was established to achieve cooperation and closer ties of member countries to attain economic and political integration for economic and political stability. 
	“To effect coordination, integration and inter-connection
between Member States in all fields in order to achieve unity
between them” (The Cooperation Council for the Arab States of the Gulf, Undated). 
	GCC was established to integrate the economic and political systems of the member states and promote cooperation amongst them in all areas specified in the GCC Charter (1991). 

	Owners
Owners of the GCC who have the authority to cause the GCC to cease to exist
	Members of the Supreme Council
	Members of the Supreme Council
	Members of the Supreme Council

	Environmental constraints on the GCC that were relatively difficult to influence and modify
	Limits set by the GCC Founding Charter
	Limits set by The Cooperation Council Charter
	Limits set by the GCC Charter


[bookmark: _Toc57096202]Table ‎4.23 CATWOE Mnemonic Generated from Various Sources of Data
From this analysis, the following root definition for the GCC emerged:
 
The GCC was established by the Emirs of the seven Gulf states with the purpose establishing cooperation and closer ties of its member countries to attain economic and political integration for economic and political stability. Its function is to formulate relevant policies and sees to it that they are implemented accordingly. It is constrained by the politics and economics of the states.
[bookmark: _Toc57021092]4.7 Summary of Chapter Four
This chapter has undertaken a rigorous data collection that triangulated primary and secondary data with consolidated participant-observer experience.  From this has emerged a Rich Picture and a Root definition – stages 1, 2 and 3 of the conceptual framework shown in figure 4.2    Two problems were identified.  The first is whether the GCC has the structure and capability to act as a supranational body.  The second issue raised by the Rich Picture is to address the following current operational problems that have been identified.  These are: 

(1) fragmentation in policy making and implementation 
(2) duplication of responsibilities by the different committees; 
(3) an understaffed General Secretariat Office;
(4) ad-hoc decision making 
(5); slow implementation of policy; 
(6) lack of authorisation that can demand compliance of member states








[bookmark: _Toc57021093]Using the VSM 
Understanding a multicultural, multinational institution is by its very nature a difficult task.  Basic questions arise such as “Where does one start”, “How does one proceed” and “What is one trying to ascertain.”  The researcher, who is a Cybernetician and uses System Thinking, is cautious of analysis, as by its nature, a system cannot be divided into independent parts.  
This is one reason why Stafford Beer developed the Viable System Methodology (VSM) in the 1970’s.. He fully documented the process in a series of ten books (listed in the Literature Review). This chapter describes the use the VSM methodology to explore the organisational structure of the existing GCC. The VSM rests on the premise that the role of management and its subsequent organisational structure is to control variety. The model examines roles not people and posits a viable organisation will control variety through five subsystems which obey four axioms of management through six communication channels.  The presence and proper functioning of the five subsystems and six channels are the necessary and essential conditions for any system to be viable (Schwaninger, 2004).  This requirement outlines the starting point for a VSM diagnosis. 
Familiarising oneself with the theory of variety control is a precondition to building such a model. It cannot be determined in the beginning of the study how the process will evolve, and one step will guide the next (Espinosa and Walker 2006). For this purpose, practical sources such as Beer (1985) or Beckford (1995) are valuable in addition to the study of real-life examples of VSM applications. Qualitative research provides an in-depth insight into a situation or system (Brocklesby and Cummings 1996). It reveals the various perspectives, motives, expectations and goals of diverse stakeholders (Miller and Glassner, 2002; Espejo, R. and Gill, A. 2004). Consequently, qualitative research techniques are best suited to “feed” the viable system model with rich information. such as, by using interviews. (Luna-Reyes (2003, 2005) VSM and qualitative methods are combined in an iterative feedback loop, whereby viable system methodology provides the guiding framework for data collection and analysis which subsequently helps to construct the viable system model.
A VSM  of  the  investigated  system  needs  to  be  generated  and compared with the generic VSM (Devine 2005). The comparison will show to what extent the five subsystems and six channels exist and are capable of fulfilling their responsibilities. This comparison highlights shortcomings in the system under investigation and allows recommendations for improvement (Leonard, 2007). The VSM diagnosis requires the generation of a model of the studied system but little is written about the field methods for generating such a model. (Flood 1990) 
However, knowing the theory is only a part of the research journey, its application is equally important. For this, the researcher has been guided by the following:
a. Although many sources are quoted above, there is no better source for practical application than the process described in the eighth book of Stafford Beer entitled “Diagnosing the System”, (Beer 1985). This is a practical handbook or guide as how to do a VSM analysis. It is the source for almost all VSM publications. This was used by the researcher as a template for his investigation but supplemented by work of other well-known cyberneticians (Espejo, 1989, Leonard 2008, Schwaninger 2006).
b. The researcher discussed with and was guided his Director of Studies (DoS) who is a recognised    expert in VSM.  The DOS was consulted at every stage and his comments and criticisms helped to produce the final version that is presented in this thesis.
c. Through the extensive network of the DoS, the researcher was introduced to other practitioners in the field. The researcher found them very helpful and had many one to one discussions about their (and his) work. In particular, the researcher would like to mention Malik Enterprises based at St Gallen in Switzerland.  These are the major deliverers of VSM today, and they have a floor devoted to the work of Stafford Beer.  It was fascinating to see his original plans and documents for the Chilean experience (Beer 1999) and was a major encouragement for the researcher.
Data Collection
In large complex organisations (of which the GCC is an example), it is almost impossible to obtain data unless one is familiar with the processes that take place in the organisation, is capable of access to all documents, aware of bottlenecks and has the opportunity to communicate with all staff. The researcher was uniquely placed to achieve these tasks.  The contents of this chapter are therefore mainly based on primary data consisting of practitioner-observer analysis of both tacit and explicit knowledge backed up by the SSM analysis described in chapter four.. Use is also made of secondary data such as published work and the minutes of all decision making (Archival).   The knowledge can be classified procedural and understanding
· Procedural knowledge came from some references but mainly from following the template of Beer. This also required a thorough understanding of the theory of the VSM
· Understanding concerns the present organisational structure of the GCC which came from the Root definition and participant observation
The veracity of the model produced is important and the method employed uses the work of C.S Pierce on “Abduction.” (Pierce 1890) which is described in section 3.7 In this chapter, the researcher has followed the process developed by the creator of VSM, skilled practitioners have sanctioned this process and the resulting organisational model appears to be reasonable and accepted by the institution (GCC). He has tried to capture the tacit knowledge of the GCC.  For these reasons, the researcher would submit that the chapter is abductively correct.	
There are five well defined stages in applying the VSM which are shown below. (Beer 1996, Leonard 2009, Hildebrand et al 2015)    This is the procedure which will now be followed. As stage three consists of 6 steps, the whole procedure can be described as a five-stage process or a ten-step process.
The first stage is to establish the purpose of the GCC which has been done using the SSM methodology and is covered in chapters 2,3 and 4
The second stage is to identify the system-in-focus. (section 5.1.)
The third stage will be completed using the following steps 
(1) Identification of the System Ones 
(2) Discussion of the System Ones and the Four Principles of Organisation
(3)   Identification of various system Two’s and their anti-oscillatory functions
(4)   Identification of System Three and its variety balancers
(5)   Identification of System Four and its variety balancers
(6)   Identification of System Five and its variety balancer
These are covered in sections 5.2 – 5.7
The fourth stage assembles the model at the recursion level “system-in-focus” (section 3.8)
The fifth stage examines different recursion levels (described in section 5.9)
Section 5.10 discusses the GCC as a supranational body and section 5.11 is a summary of the activities.   There are many diagrams to accompany this chapter but for ease of reading, several have been placed in Appendix B 
[bookmark: _Toc57021094]5.1 Stage Two: Identification of the System – in – Focus
Based on the results of the analysis of data gathered from interviews, participant- observation and secondary sources, the organizational objectives of the GCC and its identity were clearly established. This resulted in the Rich Picture, shown in figure 4.2 and the following root definition.  
The GCC is a political, economic, social, regional cooperation organization owned by the leaders of the GCC member states established to “effect coordination, integration, and interconnection among members states in all fields in order to achieve unity among them” by formulating and implementing relevant policies, resolutions and agreements in accordance with the legal instruments and limits set by its Charter.
Following the  recommendation of Beer (1985)  that “the best plan is to consider a trio of viable systems at any one time; the organization we wish to study, that within which it is contained, and the set of organizations contained by it – one level of recursion down.” Figure 5.1 shows this trio of viable systems within the context of the GCC. The viable system within which the GCC is embedded is ‘the regional institutions in the Gulf region.’ This constitutes the outermost box. Next to this is the middle box which contains the GCC, which is the System- in- Focus. Lastly, the third box contains the viable systems that the GCC embeds, namely: the Supreme Council, the Ministerial Council, and the Secretariat General.
[bookmark: _Toc57021189]Figure ‎5.1 Three Levels of Recursion.  Source: Created by the Researcher


   A Regional Institution for the Gulf Region
     

The GCC
     Three Councils


The six steps of stage three are now followed to explore the organisation of the GCC using the viable system methodology.

[bookmark: _Toc57021095]5.2 Stage Three. Step One:  Identification of the System Ones 
System Ones are the part of the GCC which “do the work”. Three system Ones were identified which are now described in more detail.
[bookmark: _Toc57021096]5.2.1 The Supreme Council
This is an unusual choice for a System one as the Supreme Council would normally be considered a System Five.  It must be remembered that it is the function or role that is important in the VSM and an entity can have more than one role. The same people can also belong to more than one subsystem.  The supreme council can be regarded as a system one in the sense that it sets the agenda for the operations but as we shall see later it also functions as a system five.
The SSM identified the environment in which the Supreme Council of the GCC operates as the economic and political forces that affect the Gulf region. This environment has a high variety which must be attenuated.  To do this, the system one operations must therefore deal with the following:
· standardisation of the economic and political laws of member states in order to effect integration and promote cooperation. 
· drafting of economic and political agreements, resolutions and polices relevant to the integration and cooperation of GCC member states as stated in the GCC founding Charter. This is done as the need for relevant laws, resolutions and policies arises based on the directive of the Supreme Council.
Primary data souces from the SSM identified the present ‘management’ function of the Supreme Council as a System One to consist of 
1) the evaluation and approval of draft resolutions and policy recommendations submitted by the Ministerial Council,
2) the approval of the rules of procedure of the Commission for the Settlement of Disputes and nomination of its members,
3) assigning committees to study important issues referred by the Ministerial Council and Secretariat- General. 
[bookmark: _Toc57021097]5.2.2 The Ministerial Council
Similar to the Supreme Council, the environment in the case of the Ministerial Council consists of the high variety of economic and political forces operating in the Gulf region. As a system one, the Ministerial Council must attenuate this variety. Primary data sources from the SSM  identified the present management function  of the Ministerial Council to consist of:
1) determining policy direction for approval by the Supreme Council since only those matters that are recommended by the committees are the ones that will be taken up in the ministerial meetings. Subsequently, only those matters included in the agenda will be submitted to the Supreme Council for evaluation and approval. 
2) recommending draft resolutions and policy instruments to the Supreme Council.

[bookmark: _Toc57021098]5.2.3 Secretariat–General
The environment in which the Secretariat-General operates is the same one that encompasses the Supreme Council and the Ministerial Council. Primary data sources from the SSM identified the present management function  to consist of:
1) integrating plans and programmes for common action by member states. 
2) preparation of studies pertinent to the promotion of coordination and cooperation amongst member states;
3) preparation of agenda and draft resolutions to be submitted to the Ministerial Council. 

[bookmark: _Toc57021099]5.3 Stage Three. Step 2: The System Ones and the Four Principles of Organisation
[bookmark: _Toc57021100]5.3.1 The First principle
As stated in section 2.5.2.6, the first Principle of Organization, is that “managerial, operational and environmental varieties, diffusing through an institutional system should tend to equate; they should be designed to do so with minimum damage to people and cost” (Beer, 1985).  This must now be investigated for the GCC.
Two instances in the present management functions of the Supreme Council are identified as “issues” by the Rich Picture were dispute resolution and duplication of committees.
For dispute resolution, the Supreme Council lacks effective variety engineering since it according to its charter, it does not have any kind of authorization that can demand compliance of member states. Furthermore, the Commission for the Settlement of Disputes is only formed at an ad-hoc basis and at the behest of the members of the Supreme Council. The Cooperation Council for the Arab States of the Gulf” ( 1982). These defects prevent the requisite variety from being attained. It also lacks effective variety engineering when it comes to the creation of committees comprising the Consultative Commission of the Supreme Council since they perform functions similar to those carried out by the preparatory and technical committees of the Ministerial Council thereby resulting in the duplication of responsibilities delegated to the various committees. (Bishara 1982) Hence, the present structure suggests that the Supreme Council, as an embedment of the GCC, has requisite variety ONLY to some extent. Its present structure allows effective variety engineering in terms of its pursuit of the standardisation of economic and political laws of member states in order to effect integration and promote cooperation. However, it lacks effective variety engineering when it comes to dispute settlement and the creation of associated committees. Thus, it fails to fully satisfy the First Principle of Organization.
As identified in section 4.3.1.2.2, the Ministerial Council is responsible for recommending draft resolutions and policy instruments to the Supreme Council. The primary data from the SSM identified that this was highly selective and thus it also fails to fully satisfy the First Principle of Organization.
The researcher is the deputy director of the Secretariat general and is well aware that its operations and management of the Secretariat-General are hampered by its aging and understaffed workforce. Thus, the Secretariat-General does not have requisite variety of workforce handling its operations and management. The primary data suggests that the Secretariat-General, as an embedment of the GCC, has requisite variety only in terms of the performance of its operational activities and the assumption management functions relevant to permanent policy monitoring and oversight of administrative and financial regulations of the GCC. Thus, the Secretariat- General fails to fully satisfy the First Principle of Organization. 
To summarise, all three system ones fail to  fully satisfy the first principle of organisation. This  will be addressed in chapter 7
[bookmark: _Toc57021101]5.3.2 The Second principle
The second Principle of Organization posits that the four directional channels carrying information between the management unit, the operation, and the environment must each have a higher capacity to transmit a given amount of information relevant to variety selection in a given time than the originating subsystem has to generate it at that time. This is now examined for the three system ones.
5.3.2.1 The Supreme Council
According to Beer (1985, p. 37), “the management of the system-in- focus, called the Senior Management, is IN PRINCIPLE unable to entertain the variety generated by anyone (never mind all) of its subsidiary viable systems that constitute System One.” Hence, the indiscriminate intervention of senior management in the finer managerial details of the embedded elements of ‘System One’ does not have requisite variety and is therefore, in opposition to the First Principle of Organization. In the case of a modern organization, the fundamental variety balancers include corporate and legal requirements. Beer (1985, p.38) elucidates that legally, ‘System One’ is bound into the parent System - in- focus by its Articles of Association, and by all the provisions of the Companies’ Act that concern affiliation.” Within the context of the embedded elements of ‘System One’ of the GCC, namely: The Supreme Council, the Ministerial Council and the Secretariat-General, these legal requirements are embodied in the Articles of the GCC Charter (1981) which specifies the rules of procedure for these departments.
According to Beer (1985), “the Resource Bargain is the ‘deal’ by which some degree of autonomy is agreed between the Senior Management and its junior counterparts.” In the case of the Supreme Council, which is a ‘System One’ of the system – in – focus,  the interviews and questionnaires showed that the senior management (members of the Supreme Council) does not afford autonomy to the Commission for the Settlement of Disputes and to its associated committees. With respect to the Consultative Commission, its members are chosen by members of the Supreme Council based on their qualification and experience. (Bylaws of the GCC,” 1981) Moreover, they receive their directive from the Supreme Council regarding their areas of concern when it comes to policy formulation. They are given autonomy regarding the policies that they would recommend to the Supreme Council. However, the Supreme Council still has the prerogative to approve or otherwise reject their policy propositions. With respect to the Supreme Council’s Bureau, it is given autonomy by members of the council to review resolutions that they approved and adopted. With respect to its associated committees and the Commission for the Settlement of Disputes, the Supreme Council affords no autonomy to these bodies since they are formed based on the directive or behest of the Supreme Council. Furthermore, according to the “Bylaws of the GCC” (1981):
The committees cannot discuss any issue unless it is referred to them by the council. The committees also cannot adopt any recommendations on any issue that is listed on their agenda and whose adoption entails a financial commitment by the council before they receive a report from the secretary general on the financial and administrative effects pertaining to the adoption of these recommendations (“Bylaws of the GCC,” 1981, p. A8).
With the rather restricted autonomy afforded by the Supreme Council to the Consultative Commission and the total withholding of autonomy to its associated committees and the Commission for the Settlement of Disputes, it would be clear that this particular embedded element of System One (the Supreme Council) has a resource bargain that is facilitated by unilateral edict. However, the council affords complete autonomy to the Supreme Council’s Bureau to review approved and adopted resolutions. Hence, the level of autonomy that the council affords is variable, depending on the nature of the tasks carried out by its sub departments.
Accountability, which is the governing mode of management of resource bargaining (Beer, 1985), is effected through the submission of draft policies made by the Consultative Commission and of reports made by its associated committees, the Commission for the Settlement of Disputes to the Supreme Council and the Supreme Council’s Bureau. The complete autonomy afforded to the Supreme Council’s Bureau and the rather restricted autonomy afforded to the Consultative Commission (amplifiers) and the transmission of draft policies and reports to the Supreme Council (attenuator) are the acts of regulation that constitute the strategies that offer requisite variety. In addition, the Supreme Council allocates resources (attenuator) for the remuneration of the members of it subsystems which forms part of the budget of the General-Secretariat (“Rules of Procedures of the Commission for the Settlement of Dispute”, 1981).
Beer (1985, p. 42) elucidates that “channels are in place to contain the variety of information flow and of data transmission.” In the case of the Supreme Council, channels that carry information amplify towards the environment. Hence, these channels carry information contained in its policies and agreements towards the citizens of the GCC member states whose channels are focused on adherence to established policies and ratified agreements (attenuation). The Second Principle of Organization posits that:
The four directional channels carrying information between the management unit, the operation, and the environment must each have a higher capacity to transmit a given amount of information relevant to variety selection in a given time than the originating subsystem has to generate it at that time. Beer (1985).
Hence, there is a time element involved in the analysis of whether or not the four directional channels of the Supreme Council possess a higher capacity to transmit information in a given time than the originating subsystem has in creating the said information in that particular time. The Consultative Commission, which is one of the originating subsystems, prepares draft policies to be submitted to the Supreme Council for approval, which convenes only once a year. With respect to the Commission for the Settlement of Disputes, it hands over its recommendations directly to the Supreme Council for appropriate action (“Rules of Procedures of the Commission for the Settlement of Dispute”, 1981). Finally, the Supreme Council’s Bureau reviews the implementation of approved policies and submits its report annually to the Supreme Council, in time for its annual convocation schedule.
Thus, with respect to the subsystems of the Supreme Council, namely: The Consultative Commission, the Commission for the Settlement of Disputes and the Supreme Council’s Bureau, the Supreme Council satisfies the Second Principle of Organization. This is because the Supreme Council has a higher capacity to transmit information in the form of approved resolutions, policies, agreements and reports to the GCC member states at a given time compared to the capacity of its subsystems to generate such information at that time. Figure B1 Appendix B presents the fundamental variety balancers of the Supreme Council and the channel capacity levels of the four directional channels carrying information. These have been identified by the researcher in his role as participant-observer
5.3.2.2 The Ministerial Council
The Ministerial Council is another ‘System One’ of the GCC. It is bound into the GCC or the parent system – in – focus through the GCC Charter (1981). This charter details  that the Resource Bargain is struck between the senior management and the Ministerial Council in the following manner: the senior management gives autonomy to the Ministerial Council to create working committees and subsequently assign them tasks relevant to the study of matters included in the agenda. The Cooperation Council for the Arab States of the Gulf” ( 1982). In addition, the senior management gives autonomy to the Ministerial Council to come up with the draft agenda for the Supreme Council meetings. The senior management also gives autonomy to the Ministerial Council to oversee, monitor and evaluate the policy formulation and implementation processes. In return, the Ministerial Council, through the Ministerial Council’s Office assumes accountability for the following: (1) coordination of its work and that of its associated subcommittees; (2) supervision of the drafting of resolutions; and (3) proposition of policies and resolutions. In addition, its preparatory, working, and technical committees assumes accountability for the drawing up and distribution of minutes and daily bulletins as well as pertinent reports. (“Bylaws of the GCC,” 1981).
The provision of autonomy to the Ministerial Council by the senior management has a higher channel capacity because it is already specified in the Articles of the GCC Charter (1981); compared to its assumption of accountability through the submission of reports, draft agenda and resolutions. In terms of the channel capacity of the Ministerial Council for transmitting variety between management and operations, the preparation of reports and draft resolutions and agenda by its associated committees and the Ministerial Council’s Office which occurs every three months, has a higher channel capacity compared to the submission of these documents to the senior management whose members convenes only once a year. In terms of the channel capacity of the Ministerial Council for transmitting variety between its operations and the environment, the information channels have a higher capacity to transmit information to the member states compared to the rate at which such information in the form of policies and agreements are complied with by the member states. Thus, with respect to the subsystems of the Ministerial Council, namely: The Ministerial Council’s Office and the preparatory, working, and technical committees - the Ministerial Council satisfies the Second Principle of Organization. This is because the Ministerial Council has a higher capacity to transmit information in the form of approved resolutions, policies, agreements and reports to the GCC member states at a given time compared to the capacity of its subsystems to generate such information at that time. Figure B2 Appendix B presents the fundamental variety balancers of the Ministerial Council and the channel capacity levels of the four directional channels carrying information. These have been identified by the researcher in his role as participant-observer
5.3.2.3 The Secretariat-General
The Secretariat- General is another ‘System One’ of the GCC. Similar to the Supreme Council and the Ministerial Council, it is bound into the GCC or the parent system – in
– focus through the GCC Charter (1981). This charter The Cooperation Council for the Arab States of the Gulf” ( 1982). details that the Resource Bargain is struck between the senior management and the General- Secretariat in the following manner: the senior management gives autonomy to the General- Secretariat in the preparation of studies  relevant  to  the  integration  of  the  member  states,  in  overseeing  the implementation of administrative and financial regulations of the GCC, and in forming the technical secretariat and the subcommittees of the Ministerial Council. In return, the Secretariat- General, assumes accountability for the following: (1) preparation of periodic reports on the progress of work of the GCC; (2) preparation of the GCC’s budget and closing accounts; (3) preparation of the agenda and draft resolutions to be submitted to the Ministerial Council; (4) making recommendations to the Chairman of the Ministerial Council about convocations and extraordinary sessions of the Ministerial Council; and (5) nomination of the Assistant Secretaries- General.
Similar to the Ministerial Council in terms of the provision of autonomy by senior management, the Secretariat-General has a higher channel capacity because it is already specified in the Articles of the GCC Charter (1981), compared to its assumption of accountability through the preparation of periodic reports, draft agenda and resolutions, and drafting of recommendations to the Ministerial Council. In terms of the channel capacity of the Secretariat-General for transmitting variety between management and operations, the preparation of periodic reports, draft agenda and resolutions, and the drafting of recommendations to the Ministerial Council which occur all year round, have a higher channel capacity compared to the submission of these documents to the senior management whose members convene only once a year. In terms of the channel capacity of the Secretariat-General for transmitting variety between its operations and the environment, its information channels have a higher capacity to transmit information to the member states compared to the rate at which such information in the form of policies and agreements are complied with by the member states. (“Bylaws of the GCC,” 1981).
Hence, with reference to the subsystems of the Secretariat-General, namely: the different operational sectors, and the subordinate employees, it satisfies the Second Principle of Organization. This is because the Secretariat-General has a higher capacity to transmit information in the form of reports to the GCC member states at a given time compared to the capacity of its subsystems to generate such information at that time. Figure B3 Appendix B presents the fundamental variety balancers of the Secretariat- General and the channel capacity levels of the four directional channels carrying information. These have been identified by the researcher in his role as participant-observer
[bookmark: _Toc57021102]5.3.3 Third Principle of Organization
According to Beer (1985), the Third Principle of Organization posits that: “whenever the information carried on a channel capable of distinguishing a given variety crosses a boundary, it undergoes transduction; the variety of the transducer must be at least equivalent to the variety of the channel.”
A transducer carries a message across a boundary. Within the context of an organizational setting, individuals operating at the organizational boundaries must be aware of the prevalent languages and distinctions on both sides of the boundaries for them to be considered effective transducers (Leonard, 1990).  The identification and understanding of these transducers is a major piece of work by the researcher. It used secondary data in the form of the charters and bylaws of the GCC. It also took full advantage of the role of the researcher as a participant observer. He was a participant for the secretariat general transducers and an observer for the other two system ones) A final source of data were the relevant minutes of meetings that were held. These minutes are now in the public domain but could be accessed by the researcher in his managerial role. The following subsections will discuss the different transducers that populate the three System Ones of the GCC
5.3.3.1 Transducers of the Supreme Council
Transducers of messages that cross the boundary of the Supreme Council’s operations going into its management consist of the rapporteurs of committees who are tasked to study issues assigned to them by the Supreme Council. In addition, members of the technical committees that were formed by the Supreme Council for consultation relevant to program preparation and implementation (“Bylaws of the GCC”, 1981) also act as transducers in this case. They code the messages into reports submitted to the Supreme Council and into draft agenda used during meetings or convocations of the members of the Supreme Council. On the other hand, transducers of messages that cross the boundary of management going into its operations consist of the results of the review of adopted resolutions, as well as the approved agenda, resolutions, agreements and policies. These messages are decoded by the members of technical and other committees reporting to the Supreme Council, the Supreme Council’s Bureau and the Secretary–General. Figure 5.2 shows the different transducers of the Supreme Council  (identified by the researcher)  that cross the boundary between its operations and management.
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[bookmark: _Toc57021190]Figure ‎5.2 Transducers between the Supreme Council Operations and Management.
Source: Created by the Researcher

There are also transducers between the system one and its environment. The researcher identified the following: (1) key economic and financial indicators of member-states of the GCC; (2) military intelligence data of member-states of the GCC; and (3) accomplishment reports of member-states relevant to their compliance to the various GCC economic and political agreements. These transducers decode messages for the members of the Consultative Commission and associated committees who turn them into: (1) draft economic and political / military agreements; (2) draft policies and resolutions; and (3) research studies commissioned by the Supreme Council. On the other hand, transducers from the operations of the Supreme Council into the environment consist of the members of the Consultative Commission and associated committees who report directly to the members of the Supreme  Council. The messages they decode become the economic, political / military agreements, policies and resolutions that are implemented in the member states. The information decoded by the above-mentioned transducers are carried by official data-producing agencies in the GCC member states and by information channels from the Supreme Council operations going out into the environment. Figure 5.3 shows the transducers of the Supreme Council (identified by the researcher) crossing the boundary between its environment and operations
Accountability transducers of the Supreme Council consist of the accountability mechanisms (see Figure 6.5) prescribed in the different rules of procedures set for the Consultative Commission, the Commission for the Settlement of Disputes, the various committees formed at the behest of the council members, and the Supreme Council Bureau. On the other hand, transducers that cross the boundary from senior management to management consist of the management strategies of the Supreme Council  such as the preparation of studies and review and approval of draft resolutions and agreements


 Economic, political / military agreements, policies and resolutions
Members of the Consultative Commission and associated committees reporting directly to the members of the Supreme Council
Draft economic and political / military agreements, policies and resolutions; research studies


[bookmark: _Toc57021191]Figure ‎5.3 Transducers between the Supreme Council Operations and its Environment .Source:Researcher
5.3.3.2 Transducers of the Ministerial Council
The activities of the Ministerial Council identified in section 5.3.1 will need the following transducers 
· the members of the preparatory and working committees, rapporteurs of committees reporting directly to the members of the Ministerial Council, and the Secretariat-General or his representative. They code the messages into suggestions about matters to be included in the draft agenda; as well as into studies about issues referred by the Secretariat-General. 
· the draft agenda and agreements, and policy recommendations that will be submitted to the Supreme Council. These messages are decoded by the members of technical and other committees reporting to the Ministerial Council, as well as by the Secretary –General who spearheads the preparation of the draft agenda and relevant reports. 
Figure 5.4 shows the different transducers of the Ministerial Council (identified by the researcher) that cross the boundary between its operations and management.
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[bookmark: _Toc57021192]Figure ‎5.4 Transducers for the Ministerial Council and Operations and Management Source: Researcher

Similar to the case of the Supreme Council, transducers between the environment and the operations of the Ministerial Council include economic and financial indicators, military intelligence reports and reports of member-states. The transducers decode messages that make up the policy recommendations, proposals, research studies and draft agenda that are submitted to the Supreme Council for approval.  Extra transducers consist of the members of the Council’s Secretariat and subcommittees. The messages they decode become the information released in the media, and the approved proposals, resolutions, agreements and policies that are released in the member states. Figure 5.5 shows the different transducers of the Ministerial Council (identified by the researcher) that cross the boundary between its operations and the environment 
[image: ]
[bookmark: _Toc57021193]Figure ‎5.5 Transducers between the Ministerial Council and its Environment and Operations Source: Researcher
5.3.3.3 Transducers of the Secretariat-General
Similar research was made for the secretariat General but this was made easier by the role of the researcher in this System One. Full use was made of secondary data but the experience of the researcher played a more prominent role that in the previous two cases. The transducers were carried out by the secretariat General and his staff and consisted of 
decoding the messages into the following: (1)  studies and proposals; (2) periodic reports about the work of the GCC; (3) draft press releases of the Ministerial Council; and (4) draft administrative and financial regulations revolving around the growth of the GCC.   They also decode messages that comprise the draft agenda, resolutions, and policy recommendations that are submitted to the Ministerial Council for approval.  Figure 5.6 shows the different transducers of the Ministerial Council (identfied by the researcher) that cross the boundary between its operations and management. 
Transducers between the environment and the operations of the Secretariat-General include economic and financial indicators, military intelligence reports, and accomplishment reports of member-states. These transducers decode messages that comprise the policy recommendations, proposals, research studies and draft agenda made by the Office of the Secretariat-General that are submitted to the Ministerial Council for approval. On the other hand, transducers from the operations of the Secretariat- General that cross the boundary of the environment consist of the Secretary-General and his staff, the Assistant Secretaries- General, and all subordinate employees. The messages they decode ultimately become part of the press releases, approved proposals, resolutions, agreements and policies, and reports about the GCC that are circulated in the member-states. 
[image: ]
[bookmark: _Toc57021194]Figure ‎5.6 Transducers of the Ministerial Council Crossing the Boundary between its Operations and Management Source: Researcher

Transducers between the environment and the operations of the Secretariat-General include economic and financial indicators, military intelligence reports, and reports of member-states. These transducers decode messages that comprise the policy recommendations, proposals, research studies and draft agenda made by the Office of the Secretariat-General that are submitted to the Ministerial Council for approval. On the other hand, transducers from the operations of the Secretariat-General that cross the boundary of the environment consist of the Secretary-General and his staff, the Assistant Secretaries- General, and all subordinate employees. The messages they decode ultimately become part of the press releases, approved proposals, resolutions, agreements and policies, and reports about the GCC that are circulated in the member-states. Figure 5.7 shows the different transducers of the Secretariat-General (identified by the researcher) that cross the boundary between its operations and environment
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[bookmark: _Toc57021195]Figure ‎5.7 Transducers of the Secretariat- General Crossing the Boundary between its Environment and Operations.Source: Created by the Researcher
On the other hand, transducers that cross the boundary from senior management to management consist of the management strategies of the Secretariat-General such as: (1) arranging for the convocation of the members  of the Supreme Council and the Ministerial Council; (2) preparation of studies and proposals, periodic reports about the work of the GCC, draft press releases of the Ministerial Council and draft administrative and financial regulations; (3) assumption of permanent oversight of policy implementation of the GCC.The resource channels between each of the three system ones of the GCC and senior management (although by unilateral edict), transmit permissions through the amplifiers that justify the operations of each system one. Therefore, their channels have adequate variety which conveys the data that select this requisite variety (Second Principle of Organization). Finally, the transducers of the three system ones utilise coding mechanisms effectively (Third Principle of Organization). This is because the design of accountability transducers and channels conform to the variety attenuation already encompassed by their management strategies.
[bookmark: _Toc57021103]5.3.4 Fourth Principle of Organization
According to Beer (1985, p. 55), the Fourth Principle of Organization assumes that: “the operation of the first three principles must be cyclically maintained through time without hiatus or lags.” This principle highlights the requirement for communication and response to be quick enough to cope with the rate of changes affecting the organization. Thus, management in this context, “has to be a continuous process” (Hilder, 1995, p.28). Beer (1985, p. 56) elucidates that “the general dynamics of the System-in-focus derive from the vertical axis.” The vertical command axis is considered to possess independent access to each management box. Furthermore, Beer (1985) explains that:
The channels shown are the resources-being-applied (according to various rules and programmes), and the continuous accountability for them, which between them form a homeostatic loop, and the intervention channel — which issues legal and other corporate commands. This second input to System One may also be regarded as a loop, closed this time by mere obedience (Beer, 1985, p. 56).
As shown in Figure B4 in Appendix B, the general dynamics of the Supreme Council consist of conducting further studies made on draft agenda, resolutions and researches recommended by the Ministerial Council; convocation of Supreme Council Members approval of draft resolutions, agreements, policies and rules of procedure recommended by the Ministerial Council; and delegating authority to the Ministerial Council to implement approved resolutions, agreements, policies and rules of procedure.
In addition, the management boxes of the Supreme Council consist mostly of planning, staffing, directing and controlling functions such as: (1) assigning experts to conduct studies and draft resolutions; (2) assigning staff to schedule, oversee and manage Supreme Council meetings; and (3) delegation of responsibilities to staff to support the approval function of the Council as well as its policy monitoring mandate. In terms of resource bargaining, accountability takes the form of the submission of reports, schedules and other pertinent documents; while senior management allocates resources needed to effectively undertake the aforementioned management activities. This is done through unilateral edict because senior management also constitutes the Supreme Council – they are one and the same.
However, since the Supreme Council does not have requisite variety of dispute resolution and establishment of associated committees which leads to the duplication of responsibilities with those of the associated committees of the Ministerial Council, then the Supreme Council also fails to satisfy the Fourth Principle of Organization.
As shown in Appendix B Figure B5, the general dynamics of the Ministerial Council consist of conducting further studies on researches, draft resolutions and agenda either already undertaken by the Secretariat-General or novel ones; convocation of Ministers; recommending proposals, draft resolutions and agreements and agenda to the Supreme Council; and implementation of approved resolutions, agreements and agenda. On the other hand, the management boxes of the Ministerial Council generally consist of planning and staffing functions such as assigning experts to conduct studies and draft resolutions, and assigning staff to schedule, oversee, manage Council meetings and monitor the implementation of approved resolutions and agreements. A resource bargain is struck between the Ministerial Council management and senior management through the submission of reports, schedules and other relevant internal documents, and through the allocation of resources.
As shown in Appendix B Figure B6, the general dynamics of the Secretariat-General consist of preparation of administrative reports, plans and budgets; conducting research studies pertinent to the promotion of coordination and cooperation amongst member states; preparation of draft resolutions, agreements and policies to be submitted to the Ministerial Council; and arranging meetings of the Ministerial and Supreme Councils. On the other hand, the management boxes of the Secretariat- General generally consist of staffing, directing and controlling functions such as assigning staff to create administrative reports, plans and budgets, and schedule the convocation of Ministers and members of the Supreme Council; and assigning experts to conduct studies as well as draft resolutions, agreements and policies. The resource bargain is struck between the management of the Secretariat-General and senior management in the same manner as in the case of the Ministerial Council
However, the Secretariat-General fails to fully satisfy the First Principle of Organization because it does not have requisite variety in terms of its human resources due to its aging and understaffed workforce. As a result, the Secretariat-General also fails to satisfy the Fourth Principle of Organization.
[bookmark: _Toc57021104]5.4 Stage Three. STEP 3: Identification of System Twos
According to Beer (1985, p. 71), an oscillation occurs if after “failing to settle down in homeostatic equilibrium, a dynamic system over-corrects itself continuously.” Thus, “because every element is continuously trying to adjust to every element, nothing ever settles down” (Beer, 1985, p. 65). To counteract an oscillation, it must be damped with the use of system two, which has been defined by Beer (1985, p. 66) as “the viable system’s anti-oscillatory device for System 1. Table 5.1 summarises the oscillations the system ones of the GCC and the sources of the information..

	
System One
	
Oscillations
	
Source of Data

	












Supreme Council
	Issues with Presidency
Dissenting vote
Confusion on issues included on the agenda
	Bylaws of the GCC
Bylaws of the GCC
Consultation with technical committees as provided for by the Bylaws of the GCC

	
	Problem with the appointment of the Secretary-General
	GCC Charter

	
	Confusion regarding policies adopted
	List of approved policies, resolutions and agreements maintained by the Supreme Council’s Bureau

	
	Disputes states between
Member states
	 
	Policies on dispute resolution, International Laws and Practices, the GCC Charter and
Principles of Islamic Sharia

	
	Non-uniform implementation of policies
	List	of	approved	policies, resolutions		and	agreements
maintained by the Supreme Council’s Bureau

	
	Differences of opinion as to the interpretation or execution of the GCC Charter
	Policies set by the Commission for the Settlement of Disputes

	
	Meetings and internal procedures of the Commission for the Settlement of Disputes
	Procedures required to conduct the Commission’s Affairs prepared by the Secretariat- General

	


Ministerial Council
	Postponement of the meeting
	Rules of Procedures Ministerial Council
	of
	the

	
	Inclusion of additional items on the agenda
	Rules of Procedures Ministerial Council
	of
	the

	
	If council chairman is party to an outstanding dispute
	Rules of Procedures Ministerial Council
	of
	the

	
	Dissenting opinions of council members
	Rules of Procedures Ministerial Council
	of
	the

	
	Non-uniform implementation of approved policies
	List	of	approved	policies, resolutions and agreements

	



Secretariat-General
	Confusion on budgetary allocations
	Budget schedule

	
	Confusion on the vast scope of work undertaken by the GCC
	List of accomplishments

	
	Growth and expansion of the GCC
	Administrative	and	financial regulations

	
	An important GCC concern suddenly arises
	By laws of the GCC, Rules of Procedures of the Ministerial Council, regarding the holding of extraordinary sessions

	
	Problem with appointing assistant secretaries-general and deputies
	By laws of the GCC

	
	Conflicts in scheduling
meetings	of	Supreme and Ministerial Councils
	Administrative	/	internal regulations, timetable


[bookmark: _Toc57096203]Table ‎5.1 Oscillations of System Ones of the GCC and The Respective Activities That Seem to Exert Damping effects.  Source:  Researcher
A system two - as opposed to anti-oscillatory activities listed in the table above, manifests the following intrinsic characteristics, namely: (1) it reflects managerial policies and decisions, but does not make them; (2) it is considered authoritative throughout System One “because it does not seize authority, but is gratefully accepted as a service”; (3) it “is rigid in routine circumstances and is therefore a most convenient variety attenuator”; and (4) it “is flexible whenever an element of System One is under duress” (Beer, 1985, p. 69). Moreover, a system two lacks command functions, but at the same time, possesses anti-oscillatory functions.
The red rectangles in Figure B7 Appendix B show three system twos (A, B and C) and their respective functions. These three system twos are dependent on the senior management, since they deal with the whole of the Supreme Council, as system one. Furthermore, they are associated with a generally variety-attenuating environment (Beer, 1985). 
The elemental subsystems of the Supreme Council, namely: The Consultative Commission of the Supreme Council, the Supreme Council’s Bureau, and the Dispute Settlement Commission, each has a role in the horizontal axis and a duty to conduct operations in their respective environments. Furthermore, each of them must: (1) “obey the dictates of the corporate intervention”; (2) “operate within the terms of the resource bargain”; (3) “acknowledge the squiggly-line relationships with the operations” of the other elemental subsystems of the Supreme Council; and (4) “note whatever environmental intersects impinge on freedom of action” (Beer, 1985, p. 64).
As shown in Figure B7 Appendix B, the senior management is the Supreme Council while System Two, A, is the shared understanding of the requirements for integration and cooperation of member states; System Two, B, is the knowledge of policy implementation and monitoring; and System Two, C, is the understanding of international laws and practices, the GCC Charter and the Principles of Islamic Sharia
Figure B8 Appendix B which presents the System Twos of the Ministerial Council, shows that senior management is the Supreme Council; while the elemental subsystems are the following: (1) preparatory committees; (2) working committees; and (3) the Ministerial Council’s Office. It also shows that System Two, A, is the expert knowledge of matters on the agenda by members of the preparatory committees who serve as consultants of the members of Ministerial Council; while System Two, B is the knowledge of protocol and procedures for deliberations by members of the working committees who are assigned tasks related to deliberations during Ministerial Council meetings; and System Two, C, are the schedules of Council members and subcommittees that serve as a guide for members of the Ministerial Council’s Office in directing session proceedings and in coordinating the work of the Council and the subcommittees.
Figure B9 Appendix B, which presents the System Twos of the Secretariat-General, shows that senior management is the Supreme Council; while the elemental subsystems are the following: (1) the Office of the Secretary-General; (2) the different operational sectors; and (3) the staff. There are also three systems twos, namely: System Two, A, which is the knowledge of policy monitoring by members of the Office of the Secretary- General; System two, B, which is the knowledge of prevailing conditions in their assigned sectors by members of the various operational sectors; and System Two, C, which is standardization of forms and statistics by the administrative staff.
It is therefore clear from Appendix B (Figures B7, B8, B9) that the system twos of the respective elemental subsystems facilitate the fulfilment of the Fourth Principle of Organization by cyclically maintaining the operation of the first three principles of organization without lags or hiatus.
[bookmark: _Toc57021105]5.5 Stage Three. STEP 4: Identification of System three 
According to Beer (1985, p. 84), the First Axiom of Management posits that “the sum of horizontal variety disposed by all the operational elements EQUALS the sum of vertical variety disposed on the six vertical components of corporate cohesion.”
It was shown in the last section, that “the elemental units of each system one are proliferating variety on the horizontal axis of the diagram” (Beer, 1985, p. 81). However, the following components serve as vertical constraints on the freedom of variety proliferation: (1) the corporate intervention; (2) the resource bargain; (3) the operational linkages; (4) the environmental intersects; and (5) system twos (anti- oscillation) (Beer, 1985). These vertical constraints are part of the organizational management design.
According to Beer (1985), corporate intervention, the resource bargain, and system twos are designed to filter management information. However, as Beer (1985) asserts, the important issue to consider is the ability of senior management to absorb the variety proliferated by the horizontal elements of each system one. This is where ‘audits’ become another vertical constraint which senior management, by agreement with each system one management, can utilise to restore requisite variety by penetrating “straight to the operations themselves” (Beer, 1985, p 832)
System Three facilitates “the internal and immediate functions of the enterprise” or its day-to-day management” (Beer, 1985, p. 86). In addition, system three is responsible for the anti-oscillatory functions of system two, although it does not undertake it (Beer, 1985). “It is different from system one because it surveys the System as a totality — which the component horizontal elements are not placed to do”; and it differs from system two “because it exerts authority on the central command channel” (Beer, 1985,
p. 81). The following are the characteristics of activities associated with system three: sporadic, variety, intra-operational, and 'task force' in nature (Beer, 1985). 
As shown in Appendix B Figure B10, system three rules (R1, R2, R3, R4 and R5) which are found under the box with the Roman numeral ‘1’ represent the interventions that enable the GCC senior management (i.e. the Supreme Council) to discharge its legal responsibilities. All of these rules are explicitly stated in the Bylaws of the GCC (1981) and the Charter of the GCC (1981). For instance, these are rules : (R1) specifying the length of tenure and appointment of the Secretary General and its staff ; (R2) mandating the Secretariat-General to prepare the GCC budgets and closing accounts (R2); (R3) related to staff recruitment and selection ; (R4) related to the training of staff; and (R5) related to the preparation of the “draft of administrative and financial regulations commensurate with the growth of the Cooperation Council and its expanding responsibilities” (Charter of the GCC, 1981, p. 6).
The resource bargains which are “the arrangements made to distribute resources and obtain accountability for them” (Beer, 1985, p. 89) are also are found under the box with the Roman numeral ‘1’. These include the following: (P1) succession planning program; (P2) financial planning and analysis system; (P3) human resources policies and procedures; (P4) training system; and (P5) proposal development system.
The anti-oscillatory activities which can be found linked with system two (Roman numeral 2) are anchored on consensus rather than on dictat management (Beer, 1985). These activities include the following: (A) shared knowledge of the rules for succession; (B) feedback and adjustment processes required to ensure that the GCC is on the right financial path in order to effectively accomplish its goals; (C) GCC guidelines on staff recruitment and selection; (D) personnel training and development guidelines; and (E) knowledge of financial requirements based on forecasted financial statements. The audits or system three-star activities which are ad-hoc, high-variety activities, are also consensual in nature. These include the following: (V) succession planning; (W) financial planning and control; (X) personnel policy; (Y) method of recruiting and training; and (Z) funding allocations. It has now been established that: (1) it is the GCC’s system ones - the Supreme Council, the Ministerial Council, and the Secretariat-General - which produce the viable system; (2) system twos are required “to damp the oscillatory behaviour inherent in the structure of system one”; and (3) system three plays the “role     observing the One-Two complex from the privileged position of (intrasystemic) omniscience” (Beer, 1985, p. 92).
The GCC’s system three is able to assume the aforementioned role of observing the One-Two complex through the possession of following components, namely: (1) the partakers in resource bargaining, the allocation of resources, the accountability loop;
(2) the supportive management activities needed to administer the A, B, C, D, E activities of System Two; and (3) the supportive management that help initiate and conduct the V, W, X, Y and Z activities of System Three Star (Beer, 1985). 
The supportive management activities needed to administer the A, B, C, D, E activities of System Two include those activities that are centred on: (A) identifying the required competencies, identifying and assessing potential candidates, and formulating learning and development plan; (B) cost analysis, budgeting, capital resources management, cost - benefit and cost-effectiveness analysis; (C) staffing requirements;(D) employee training and development needs and preferences; (D) application of financial accounting standards, respectively.
The supportive management that help initiate and conduct the V, W, X, Y and activities of System Three Star include the following: (V) gap analysis and workforce data; (W) reports of past financial performance and targets; (X) past and prevailing human resources practices, present challenges, and employee needs; (Y) acquisition, deployment and retention; and (Z) identified funding requirements.
[bookmark: _Toc57021106]5.6 Stage Three. STEP 5 Identification of System Four
The Second Axiom of Management posits that “the variety disposed by System Three resulting from the operation of the First Axiom Equals the variety disposed by System Four” (Beer, 1985, p.118). System 4, as Beer (1985) and Hilder (2005) point out, fulfills the intelligence function of the organization and thus requires a thorough understanding of the total environment upon which the organization in question (or the system-in-focus) is embedded. According to Beer (1985, p.80), “the environment of the System-in-focus is not the sum of System One environments.” Therefore, the environment of the GCC is not the sum of the environments of the Supreme Council, or the Ministerial Council, or the Secretariat-General- each taken separately. Beer (1985, p.107) elucidates that “the environment of System One is (by definition) the environment of the existing operational enterprise, whereas the environment of the whole System-in-focus belongs in another level of recursion.” The environment of the whole System-in-focus “is beyond the capability of System 1 units, since these concerns themselves with only a sub-set of this total environment” (Hilder, 2005, p. 37). On the other hand, System Three fulfils the control function of the organization and forms part of Senior Management which is in turn, responsible for coping with the bigger environment – the total environment upon which the organization operates (Beer, 1985). Thus, while System Three constitutes what Beer (1985) describes as the inside- and-now, System Four, on the other hand, constitutes what Beer (1985) describes as the outside-and-then. Table 5.2 presents the activities of System Four of the GCC which are envisaged to guarantee adaptation to the future.
Beer (1985, p. 115) argues that “SYSTEM FOUR is not only concerned to manage the outside-and-then, but to provide self- awareness for the System-in-focus.” In the case of the GCC, the model of its System Four (see Figure 5.8) is embodied in a model of the whole organization (the GCC). In particular, the need for political integration and economic cooperation are the variety proliferated by the GCC environment. Such variety, in turn, is attenuated by the operations (i.e. policy formulation and implementation) of the GCC. The policies formulated and implemented, which embody the variety proliferated by GCC operations, are then attenuated by the management of the GCC through its workforce. Figure 5.8 shows the key features of System Four. It presents a model of System Four activities discussed above being embodied in a model of the GCC as a whole. Arrow A indicates the upward filtering through System Three of the account of the inside-and-now. Arrow B, on the other hand, indicates the manner by which the System Four model of itself arrives in a model of the whole System-in-Focus (i.e. the GCC). 

	Activity
	Unit Responsible
	THEN
	Concern

	Creation	and
implementation of unified policy formulation and implementation processes
	Supreme Council, the Ministerial Council, and the Secretariat- General
	5 years
	A (high priority)

	Establishment of a complementary production export platform
	Supreme Council, the Ministerial Council, and the Secretariat- General
	5 years
	A (high priority)

	Introduction of a common currency
	Supreme Council, the Ministerial Council, and the Secretariat- General
	Current (1-
3 years)
	A (high priority)

	Hiring more staff for the Secretariat-General’s Office
	Supreme Council, the Ministerial Council, and the Secretariat- General
	3 years
	B

	Establishment	of
mechanisms	and processes to eliminate duplicate committees
	Supreme Council, the Ministerial Council, and the Secretariat- General
	5 years
	A (high priority)

	Retiring aging staff
	Supreme Council, the Ministerial Council, and the Secretariat- General
	3 years
	B

	Establishment	of
mechanisms to speed-up approval of draft resolutions
	Supreme Council, the Ministerial
Council, and the Secretariat- General
	5 years
	A (high priority)


[bookmark: _Toc57096204]              Table ‎5.2 Activities of System Four of the GCC   Source: Created by the Researcher
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[bookmark: _Toc57021196]Figure ‎5.8 Key Features of System Four. Source: Beer (1985, p. 116)

The System Three and System Four homeostats need to satisfy the four Principles of Organization. As such, there needs to be an appropriate channel capacity (Second Principle of Organization), as well as requisite variety in the transducers (Third Principle of Organization), and the general dynamics of the GCC (Fourth Principle of Organization). Furthermore, the GCC needs to possess an equation of variety (First Principle of Organization) as it diffuses through the GCC’s institutional system. The GCC also needs to satisfy the First Axiom of Management which posits that “the sum of horizontal variety in System One is absorbed by the sum of (the six channels of) vertical variety” (Beer, 1985, p. 118). Hence, the GCC seems to only partially satisfy this requirement. Indeed, intelligent adaptation (System Four) cannot be achieved without an understanding of the organization as it currently exists (System Three). The thick curved arrows between System Three and System Four serve as indicators of “the very rich interaction that needs to exist between these two functions” (Hilder, 2005, p. 39). Although results of the semi-structured interviews are proof of an appreciable understanding by selected employees of the GCC as it currently exists, the required intelligent adaptations of the GCC are, unfortunately, not fed back through System Three in order to be implemented. Thus, the capability of the GCC to adapt to change and environmental perturbations remains questionable 
In the final analysis, results of the assessment of GCC’s System Four would suggest that based on the design of variety handling, it failed to fully satisfy the Second Axiom of Management which posits that “the variety disposed by System Three resulting from the operation of the First Axiom equals the variety disposed by System Four.” For within the context of the GCC, the variety disposed by its System Three appears to be more that that disposed by its System Four. This would lead to the failure to plan for the future due to ambiguity resulting largely from the lack of information. As Beer (1985, p.120) asserts, “every attenuation of variety risks the loss of vital information, or the introduction of ambiguity.” In order to remedy the lack of a working Three-Four homeostat which serves as GCC’s adaptation mechanism, the GCC should consider employing more effective strategic planning initiatives. Such machinery is envisagedto hold steady the various variety balances that serve to match the rate at which such balances operate to restore equilibrium with the mean rate of environmental perturbations.

[bookmark: _Toc57021107]5.7 Stage Three. STEP 6: Identification of System Five 
According to Beer (1985, p. 130), the Third Axiom of Management posits that “the variety disposed by System Five equals the residual variety generated by the operation of the Second Axiom.” Again, the Second Axiom of Management posits that “the variety disposed by System Three resulting from the operation of the First Axiom Equals the variety disposed by System Four” (Beer, 1985, p.118).
The intelligence function or the System Four of any given organization does not exist in a vacuum (Hilder, 2005). This can be attributed to the fact that every organizational ethos arises from its overall policy making entity which Beer (1985) refers to as the organization’s System Five. It is envisaged to fulfil the following roles, namely: (1) to provide a logical closure to the viable system; and (2) to monitor the homeostat between System Three (the inside-and-now) and System Four (the outside-and-then). While its first aforementioned role “effectively defines the identity and ethos of the organization” such as “its personality and purpose”; its second role helps maintain “the balance between the management of here-and-now and the management of out there and the future (Hilder, 2005, p. 41). In addition, Beer (1985), elucidates that systems 3, 4, and 5 deal with the outside-and-then and is metasystemic or over and above systems 1, 2 and 3. In addition, System Five attenuates System Three by acting as a variety sponge by virtue of organisational ethos.
Within the context of the GCC, its System Five is comprised by members of the Supreme Council who are the respective heads of member states, namely: Abdullah bin Abdulaziz Al Saud (King of Saudi Arabia), Sheikh Sabah IV Al-Ahmad Al-Jaber Al- Sabah (Emir of Kuwait), Sheikh Khalifah Bin Zayed Al Nahyan (President of United Arab Emirates), Abdullah bin Nasser bin Khalifa Al Thani (Prime Minister of Qatar), Khalifa bin Salman Al Khalifa (Prime Minister of Bahrain), and Qaboos bin Said Al Said (Sultan of Oman). The Supreme Council is a decision-taking body that wields immense powers when it comes to the creation of relevant committees, delegation to one or two committee members of the task to study a particular topic, approval of draft agenda and resolutions, settlement of disputes between member states, and the allocation of resources. In the CATWOE mnemonic, the Supreme Council was referred to as the ‘owners of the GCC who have the authority to cause the GCC to cease to exist’ in effect highlighting its behest powers (see Table 4.8). Such absolute powers in various areas has been granted to the Supreme Council by virtue of the provisions of the GCC Charter of 1981 (The Cooperation Council for the Arab States of the Gulf, 1981).
Furthermore, as previously discussed in section 5.8, the variety disposed by GCC’s System Three appears to be more that that disposed by its System Four. The Supreme Council soaks up any variety left unbalanced by the operation of the System 3 - System 4 homeostat. The Supreme Council (as the GCC’s System Five) maintains the System 3-4 homeostat in the following manner: With reference to System Three, the Supreme Council attenuates variety proliferated by System Three by virtue of the provisions of the GCC Charter of 1981 (The Cooperation Council for the Arab States of the Gulf, 1981) that grants it absolute powers to take decisions relevant to the aforementioned areas. With reference to System 4, the Supreme Council determines the types of environmental filters that it deems legitimate. For instance, the Supreme Council convenes the Commission for the Settlement of Dispute on an ad-hoc basis, thereby determining that it is only a temporary subsystem whose members meet based on the degree of the need for convocation and “in accordance with the nature of the dispute between member states” (Suominen, 2013, p. 168). In this case, the environmental filters are the level of need for convocation and the nature of dispute between disagreeing member states. These environmental filters have been determined by the Supreme Council and were stipulated in the Charter of 1981 (The Cooperation Council for the Arab States of the Gulf, 1981).
Beer (1985, p. 132) points out that “System Five ‘masterminds’ a metasystem called 3-4-5, the outside-and-then management.” By shifting the window on the set of recursions of the GCC one level up, the metasystem 3-4-5 now becomes System One of the GCC. Rightfully so, the Supreme Council is one of the System Ones of the GCC because it is a viable system in that “it is able to maintain a separate existence” (Beer, 1985, p.1). According to the Law of Cohesion, “the System One variety accessible to System Three of Recursion x equals the variety disposed by the sum of the metasystems of Recursion y for every recursive pair” (Beer, 1985, p. 132). The Law of Cohesion, according to Beer (1985) is actually the First Axiom of Management expressed in the language of the System –in – Focus. Hence, all viable systems such as the Supreme Council possess a mechanism for satisfying the Law of Cohesion which takes the form of the algedonic signaling system (Beer, 1985; Hilder, 2005). The algedonic signals function to: (1) monitor the signals passing from System One to System Three; and (2) facilitate reception by System One, of a direct emergency signal once an emergency condition is detected, subsequently waking it up and prompting it to “request emergency action” by Systems Three and Four. However, Hilder (2005, p. 43) explains that “algedonic signaling systems can be designed to automatically alert higher-level management to a serious problem, but only after first notifying System 1 management and giving them a chance to resolve the trouble.” Examples of algedonic signals of the GCC include the following: (1) political instability in the Gulf region; (2) economic crisis in the Gulf region; (3) border disputes between member states; (4) disparity in implementation of approved resolutions as well as political and economic instruments by member states; (5) dissension of a member state regarding the adoption of a common currency which has already been approved; and (6) problems with resource allocation. The Supreme Council is alerted of serious algedonic signals through the holding of emergency meetings as provided for in the GCC Charter of 1981 (The Cooperation Council for the Arab States of the Gulf, 1981).
[bookmark: _Toc57021108]5.8 Stage Four A Viable System Model of the GCC as a system-in-focus
It has been identified that the input transducers of the higher variety bloc include the requisite variety of the key economic and financial indicators of member GCC states. The output transducers in the same bloc include the requisite variety of the economic and political agreements that are required.  The variety attenuators from the higher variety bloc going to the lower variety bloc include draft economic and political agreements; a mechanism for dispute resolution; and the expertise of committee members for the entire GCC (to avoid duplication of function with the associated committees of the Ministerial Council). The input transducers of the lower variety bloc include the requisite variety of: approved agreements; the interpretation of dispute cases; and translating results of studies into changes. The corresponding output transducers include a systemic account of the implementation process; upheld decisions for disputes; and proposed economic and political policies for standardization. The amplifiers from the lower variety bloc going to the higher variety bloc include the requisite variety of the implementation programme; the dispute resolution programme; and standardized laws and regulations. Each of these amplifiers feed into the input transducers of the higher variety bloc, thereby exhibiting cyclical dynamics.
Figure B11 in Appendix B shows the completed Viable System Model of the GCC as a System-in-focus.  The viable systems of the GCC include the Supreme Council, the Ministerial Council and the Secretariat –General. The relevant Articles of the Charter of the GCC (1981) stipulate the operations and management of each division.
· The embedments of the Supreme Council include the Consultative Commission of the Supreme Council; the Supreme Council’s Bureau; and the Dispute Settlement Commission. 
· The embedments of the Ministerial Council include the Ministerial Council’s Office and its Preparatory, Working, and Technical Committees. 
· The embedments of the Secretariat –General include the different operational sectors such as the General Office, Economic Affairs, Political Affairs, Military Affairs, Legal Affairs, Finance and Administrative Affairs, Patent Bureau, Human and Environment Affairs, Internal Auditing Unit, Office of the Secretary-General. 
With reference to variety attenuation, the operations of the Supreme Council through the standardisation of economic and political laws of member states that facilitate integration and promote cooperation, attenuates the high variety of economic and political forces in the environment. On the other hand, its management amplify the lower level of variety of economic and political forces that justify the need for economic and political cooperation and integration resulting from the attenuation by the operations of the Supreme Council. Similarly, the operations of the Ministerial Council attenuate the high variety of environmental forces through the creation of preparatory and technical committees tasked to study matters included in the agenda. Its management, on the other hand, amplifies the variety of economic and political agreements and policy instruments by its assumption of the oversight role in the monitoring and analysis of the policy formulation and implementation processes. Finally, the operations of the Secretariat-General attenuates the variety proliferated by the environment by integrating the different programmes for common action by member states. Its management amplifies the variety attenuated by its ‘operations’ through its permanent policy monitoring role and the overseeing of the various administrative and financial regulations of the GCC. However, the Supreme Council, the Ministerial Council and the Secretariat –General do not have an equation of variety (First Principle of Organization) in some aspects of their respective operations and management activities.
With reference to system two (anti-oscillatory devices) and in the context of the Supreme Council, its systems twos include the following: 
· shared understanding of the requirements for integration and cooperation of member states; 
· knowledge of policy implementation and monitoring; and 
· an understanding of international laws and practices, the GCC Charter and the Principles of Islamic Sharia. 
In the context of the Ministerial Council, its system twos include 
· the expert knowledge of schedules of Council members and subcommittees. 
· knowledge of policy monitoring by members of the Office of the Secretary-General; knowledge of prevailing conditions in their assigned sectors by 
members of the various operational sectors
· standardization of forms and statistics by the administrative staff.
In the context of the Secretariat general, the system twos include:
· shared knowledge of the rules for succession;
· feedback and adjustment processes required to ensure that the GCC is on the right financial path in order to effectively accomplish its goals;
· GCC guidelines on staff recruitment and selection; 
· personnel training and development guidelines; and
· knowledge of financial requirements based on forecasted financial statements. 
On the other hand, system three-star interventions which are sporadic and high variety in nature, include succession planning; financial planning and control; personnel policy; and recruiting and training.
With reference to the GCC’s system three, these include the following
· the rules that facilitate the discharge of the legal responsibilities of the senior management of the GCC as stipulated in the Bylaws of the GCC (1981) and the Charter of the GCC (1981)
· the resource bargains; and
· the anti-oscillatory activities that are linked with system two. 
In addition, system three of the GCC is able to observe the One- Two complex by actively partaking in resource bargaining, allocation of resources and the accountability loop. With reference to the GCC’s system four or its outside-and-then, the GGC seems to fail to feed back the required intelligent adaptations, thereby delimiting its capability to adapt to change and environmental perturbations. 	
The System Four activities of the GCC are grouped into major areas (Figure 5.9) which are “inter-related by their common implication in the response stem” of the GCC (Beer, 1985, p. The figure shows the manner by which these major areas overlap. For instance, effective policy implementation depends, to a large extent, on the relevance and suitability of policies formulated in view of the attainment of the goals of the GCC such as political integration and economic cooperation. In the same vein, effective policy formulation and implementation are heavily anchored on the quality of GCC’s workforce. Hence, these thrusts into the future overlap, thereby indicating the requirement for collaboration...

Workforce/ HRM Management
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Policy Implementation
Economic  Cooperation
Political Integration

      
[bookmark: _Toc57021197]   Figure ‎5.9 Major Area Groupings of the System Four Activities of the GCC  Source: Researcher
[bookmark: _Toc57021109]5.9 Stage FIVE  Further levels of recursion 
Sections 5.2 – 5.8 detail the workings of the system -in-focus. As mentioned in Beer (1985) this is the middle level of recursion (recursion 1) – there is a level up (recursion 0) and a level down (recursion 2). These are shown in figure 5.10				
Recursion level zero is shown in figure 5.1 and has been discussed in section 5.1.  
Recursion level one is the system in focus which has been fully analysed
At recursion level two, each of the system ones of the system-in-focus (the GCC) is itself a viable system with its own five subsystems. There are thus three full viable systems at this level – the Supreme Council, The Ministerial Council and the Secretariat-General. A common error in a badly organised organisation is that decisions are taken at the wrong level of recursion i.e.  the decision is taken at a higher level which robs the lower level of responsibility. 
At recursion level two, the focus shifts to the embedded systems in the system ones of the higher recursion.
[bookmark: _Toc57021110]5.9.1 The Supreme Council.
The new system ones at this level are: 
(1) the committee which decides on the submission schedule for draft reports and resolutions; 
(2) the committees that checks that policies and agreements are adhered to.
The system three supplies resources for these committees and appropriate system twos attenuate variety between them.  There is a system four that takes note of the information emanating from the system-in-focus and a system five that coordinates the decisions between system three and four. 

Staff in system three, four and five at this level can also be in the corresponding systems in the system-in-focus (as the VSM emphasizes roles not people) but their responsibilities and decision making in the two levels of recursion are different. 
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[bookmark: _Toc57021198]Figure ‎5.10 Different levels of Recursion
In the case of these committees, there is a new environment.  Requisite variety can be achieved by attenuating this environment to the level that the operations of the preparatory and technical committees can handle. This requires forming a team which can handle the specific tasks. At the same time, the management of the preparatory and technical committees amplify the variety of economic and political agreements and policy instruments by recommending appropriate draft resolutions and policy instruments. 
In terms of the channel capacity of the new system ones to transmit variety between its management and operations, the drafting of reports and resolutions and scheduling the agenda - has a higher channel capacity compared to the submission of these documents to the System-in-focus which acts as the GCC’s senior management, whose members convenes only once a year. In terms of the channel capacity of this new system one, for transmitting variety between its operations and the environment, the information channels have a higher capacity to transmit information to the member states compared to the rate at which such information in the form of policies and agreements are complied with by the member states.
In addition, transducers of the of messages that cross the boundary of the Supreme Council’s operations going into its management consist of the members of the preparatory and working committees, rapporteurs of committees reporting directly to The members of the Ministerial Council, and the Secretariat-General or their representatives. On the other hand, transducers between the environment and the operations of the Supreme Council include instructions and directives from the system-in-focus. These transducers operating at the organizational boundaries of the GCC are aware of the prevalent languages and distinctions on both sides of the boundaries.
Thus, the new system ones successfully attain requisite variety through the following ways: 
· by employing management strategies that attenuate the high variety of information from the System-in-focus and their respective operations resulting in homeostasis and subsequently satisfying the First Principle of Organization; 
· by transmitting permissions between the: (a) resource channels of the preparatory and technical committees and the Ministerial Council’s Office; and (b) senior management, using the amplifiers that justify the operations of the preparatory and technical committees and the Ministerial Council’s Office, resulting in their channels having adequate variety, thereby subsequently satisfying the Second Principle of Organization; and 
· by the utilisation of coding mechanisms by the transducers of the Ministerial Council, thereby satisfying the Third Principle of Organization. 
However, the Supreme Council fails to fully satisfy the First and Fourth Principles of Organization because it does not have requisite variety when it comes to the monitoring and analysis of the policy formulation and implementation processes as evidenced by the decentralised implementation through the national systems 
[bookmark: _Toc57021111]5.9.2 The Ministerial Council
Figure 5.10 also shows the model of the Ministerial Council of the GCC at recursion number two. At this level of recursion, the focus shifts to the embedded systems that make up the Ministerial Council, namely: (1) the preparatory and technical committees; and (2) the Ministerial Council’s Office. In the case of these committees, there is a new environment which is the System-in-focus.  The handling of requisite variety, the channel capacity of the new system ones to transmit variety between their management and operations, the preparation of reports, research studies, draft resolutions and draft agenda and transducers all follow the same pattern and logic as in the case for the Supreme Council.
[bookmark: _Toc57021112]5.9.3 The Secretariat General
Figure 5.10 also presents the model of the Secretariat-General at recursion level two. At this level of recursion, the focus shifts to the embedded systems that make up the Ministerial Council, namely: (1) the preparatory and technical committees; and (2) the Ministerial Council’s Office. In the case of these committees, there is a new environment which is the System-in-focus.  The handling of requisite variety, the channel capacity of the new system ones to transmit variety between their management and operations, the preparation of reports, research studies, draft resolutions and draft agenda and transducers all follow the same pattern and logic as in the case for the Supreme Council
Thus, the new system ones successfully attains requisite variety through the following ways: 
(1) by employing management strategies that attenuate the high variety of information from the System-in-focus and their respective operations resulting in homeostasis and subsequently satisfying the First Principle of Organization; 
(2) by transmitting permissions between the: (a) resource channels of the preparatory and technical committees and the System Three; and (b) senior management, using the amplifiers that justify the operations of the preparatory and technical committees and the Ministerial Council’s Office, resulting in their channels having adequate variety, thereby subsequently satisfying the Second Principle of Organization; and 
(3) by the utilisation of coding mechanisms by suitable transducers, thereby satisfying the Third Principle of Organization. 
However, the VSM at this level fails to fully satisfy the First and Fourth Principles of Organization because it does not have requisite variety when it comes to the monitoring and analysis of the policy formulation and implementation processes as evidenced by the decentralised implementation through the national systems.
[bookmark: _Toc57021113]5.10 The GCC as a supranational body
The GCC has been found to be implicated in the following compromises of purpose: Firstly, the goal of a full economic integration remains unmet and hence becomes one of selective integration as evidenced by the lack of a complementary production export platform, difficulty in coordinating national plans so they balance with GCC-centric pursuits, and the absence of “explicit processes and mechanisms”. Secondly, and in the same vein, the goal of a full political integration has not been achieved resulting in limited cooperation and consultation amongst member states. The question of becoming a supranational body is summarised in table 5.3
The VSM analysis as shown that the GCC does not have the requisite variety to make supranational decisions.  In fact, its present structure precludes this.  To do so would require an alternative structure where the six member states are themselves the system ones of a new structure and a new system five would be needed.  It is discussed further in section 8.3 The required transformations for the GCC to be able to become a more viable organisation are identified at this stage: 
· the time required to approve draft resolutions is reduced by 10%, year on year; 
· committees performing duplicate activities or responsibilities are dissolved; 
· there is a supranational tool; 
· the time required to resolve disputes amongst member states is reduced by 100%;
· there is a 100% uniform implementation of resolutions, policies and agreements in all member states;
· there are more and younger employees at the Office of the General Secretariat; 
· the time required to implement policies is reduced by 10%, year on year; and
· well- coordinated policy formulation and implementation processes are in place.


	Problematical Situation Face by the GCC
	Lack of a supranational tool

	

Findings from SSM
	from secondary data analysis
	GCC member states find it difficult to
Coordinate national plans and ensure
that they balance with GCC-centric pursuits within the domains of collaborative competition for economic efficiency and productivity.
The lack of a supranational tool, leaves each state responsible for maintaining full control over its security and defence policy

	
	from primary data analysis
	National interests of the member states are placed over and above those of the collective interests of the GCC.

	Findings from VSM Modelling
	The requisite variety of a supranational
body is one of the key variety
attenuators coming from the higher
variety bloc going to   lower variety bloc

	



Findings from SD Analysis
	The lack of a supra national tool and the
placing of national interests of the member states over and above those of the collective interests of the GCC were the problems articulated in the SD model.
The ‘supranational tool’ loop is a reinforcing feedback loop, implying that as the need for the attainment of economic integration goals increases, so does the prerequisite for the establishment of a supranational tool above what it would otherwise have been.

	
Findings from the Evaluation Conceptual Models
	Establishing a supranational body will help the GCC do what it is required to
do more efficiently and effectively


[bookmark: _Toc57096205]Table ‎5.3 Summary of Findings from SSM andVSM
[bookmark: _Toc57021114]5.11 Summary of Chapter Five
This chapter followed in detail the five stages of the research design. A detailed diagnostic of the GCC as a system-in-focus was undertaken and the variety balances were carefully examined.  It was found that the three system ones failed to satisfy the first (and. thus the fourth) principle of organisation.  There were also problems with the system 3-system 4 homeostat.  


[bookmark: _Toc57021115]Using the System Dynamic methodology
                        
 The previous chapter constructed a viable system model of the GCC. The variety balances between the systems was analysed especially system four. System Four is often termed (the “looking outside” system.  Its function is observe what is happening in the environment and try and identify scenarios of the future with their subsequent effect on system Three (the resource provider)  It is thus concerned very much with “what-if” scenarios which is a major use of System Dynamics. Management and decision-making processes within a composite system includes many stakeholders, accompanied with different attitudes that are related through several feedback loops. Consequently, the adoption of the broad approach of systems thinking and the utilisation of the System Dynamics methodology offer a good framework for the evaluation of different behaviours.  In general, systems thinking enables a clear representation of process, structure and method in which effects can be derived from causes, and the dynamics of decision-making can be appropriately explained. Another advantage of the System Dynamics methodology is its ability to handle can also handle “soft variables” 
The benefits of System Dynamic modelling is that it enables one to spot any counter intuitive effects that may come about by making changes. The counterintuitive behaviour of social systems is exemplified when “our attempts to stabilize the system destabilize it” (Sterman, 2000). Indeed, the unexpected dynamics of social systems often result in “policy resistance, the tendency for interventions to be delayed, diluted or defeated by the response of the system to the intervention itself (Meadows, 1982; cited in Sterman, ibid). Policy resistance arises due to the general lack of understanding regarding the entire scope of feedbacks running the system. As the state of the system becomes altered as a result of the intervention, stakeholders are likely to react to restore the balance that has been perturbed by such intervention. In addition, an intervention is likely to trigger certain side effects (Sterman, ibid). 
System Dynamics has both a qualitative and a quantitative aspect. The qualitative part involves identifying key variables and producing causal loop diagrams which identify existing feedback loops (both obvious and counter intuitive).  The quantitative part is to use these diagrams to produce a stock-and flow or system dynamic model.  These models can then be populated with data and graphs and tables can be produced showing behaviour over time. In this chapter, only the qualitative approach will be used to show any possible counter intuitive behaviour that may occur.

[bookmark: _Toc57021116]6.1 The use of the System Dynamics Modelling in this research
A major problem with the GCC was the confusion at the heart of its identity. It was formed as a collection of six member states with a common purpose (which has been modelled using the VSM) but many tasks could only be achieved if it were a supranational body. This would involve a major reorganization.   The issue has been explored in section 4.3.4 and Table 6.1 summarises the views from the third semi-structured interviews, participant observation and secondary research. 
               This chapter shows how the use of qualitative System Dynamics (causal loop modelling) can be used effectively by a system four.  A further step (after getting agreement on the causal models) would be to build a full System Dynamics model, insert data and then look at the consequences.  This final step was not part of this research. 
	The example selected to illustrate the use of System Dynamics in this research is to investigate the consequences of changing to a supranational body.  If the GCC reorganised itself to become a supranational body (as outlined in chapter seven) then there would be consequences.  System Dynamics asks the question “what would happen if…?” thus it is a suitable tool to address such a problem. The approach thus looks at an organisation it terms of its past (the SSM), its present (the current organisational structure using the diagnostic aspect of the VSM) and its future  (using the variety engineering aspect of the VSM and the causal loops of SD)  important in the context of this application for system four.
Qualitative System Dynamics uses reference modes to show the development of a problem over time. These can then be used as a reference for the behaviour of the system.  All reference modes used in this chapter are obtained from published secondary sources backed by archival references and participant-observation.

	Sources of Data

	Quotes	from	semi- structured interviews
	Participant- observation
	Secondary research

	


“Since the GCC is made up of six different countries, they are subject to following their own interests in implementing policies. “
	The GCC has been working on the principle of ‘cooperation’ as the name clearly indicates; not as a ‘union’. As such, all member states acknowledge the need for clear segregation between sovereignty /independence versus the cooperation/integration objectives throughout the decision- making and policy formulation process.
	


“It cannot be said that the GCC economic program has transcended national sovereignty” Peterson (1988,) cited in Abdulla, 1999,

	“There should be a mechanism that will transcend the interest of the Gulf region or the GCC above the sovereign or national interests of the
members of the GCC.”
	This principle is known and ‘clearly arranged’ rather than ‘loosely arranged’ by member states; and it is internally communicated openly from the experience of this researcher.
	
“The key challenge for the GCC is to remain true to the original promise of integration (Low & Salazar (2011, p. 28).”

	“Although the GCC has achieved cooperation in various areas, there are issues that have been treated differently by member countries. There is a laxity a Differential implementation of policies by each country.”
	Member states have identified a wide ‘cooperation and integration domain.’ In some part of this domain, the GC states have identified areas through which sovereignty could be shared. In other parts, the GCC states have limited the cooperation to ‘exchange of information.’
	over its “security and defence policy and acts almost exclusively according to its national interests and national strategy” (Koch, 2010, p. 28). The GCC is a “loose arrangement of sovereign /independent states cooperating within an organization for a common purpose” 


[bookmark: _Toc57096206]Table ‎6.1 Summary of Findings from the Semi-Structured Interviews, Participant- Observation and Secondary Research.
[bookmark: _Toc57021117]6.2 Identification of key areas which would need to be addressed by the GCC in its role as a supranational body
In terms of political agreements, there were no formally codified political commitments included in the 1981 Charter. However, there were public expressions made by the respective ministers of member states regarding the GCC’s desire for collective defence. Such a desire was later manifested in the GCC Joint Defence Agreement of 2001 that promotes the collective defence and regards any aggression against a member state to be tantamount to aggression against all the other GCC states. The GCC, to some extent had successfully attained the preservation of regional security and stability in the 1980s. . 
The 1981 Economic Agreement or the Unified Economic Convention of GCC Countries which serves as the foundational GCC charter stipulates the need for member states to forge and further fortify existing economic ties with one another including trade, financial and technological cooperation.  A subsequent Economic Agreement was ratified in 2001 which included equal treatment of GCC nationals, the formulation of a customs union and a common market and currency. It also looked at integration in industry, electricity, communications, agriculture, hydrocarbon, tourism, health, education, transport, and communication and information technology. Both agreements paved the way for sector-specific arrangements such as a common agriculture policy and the creation of joint venture projects in various sectors which subsequently generated positive economic outcomes. (Low & Salazar 2002) 
 Another issue arising from the implementation of the economic agreements was the implementation of the GCC Common Market which facilitated joint duty collection; joint importation of pharmaceuticals and food products; exemption of industrial inputs from custom duties; facilitation of factor and product flows; and enhancement of medical tourism and other service sectors resulting from increased intra-GCC travel (Low & Salazar, 2011, p. 23). 
 Findings from the analysis of the achievements of the GCC’s economic goals suggest that there has been a considerable six-fold increase in intra-GCC trade starting from a low base of approximately 3% of their total external trade (Anthony, 1997; cited in Lawson, 1999). Indeed, intra-GCC trade volume increased from less than US $6 billion in 1983 to US $20 billion in 2002, which is equivalent to nearly 6.2% compound annual growth rates (Low & Salazar, 2011).
[bookmark: _Toc57021118]Two main areas are selected for causal analysis – dispute resolution and economic agreements which are further divided into Intra GCC trade, Common Tariffs and Currency Unification. The first was selected because the workings of the Dispute resolution committee is an area flagged up by the Rich Picture and economic integration is one of the initial aims in the founding Charter. These four areas are used as examples to show the power of the System Dynamics methodology

6.2.1 Dispute Resolution
Archival research and secondary data have revealed the history of GCC interventions over the past fifty years. 
	
	Conflict
	Correlates of War
	Other

	1
	Israeli vs. Palestinians (1967 - )
	CW
	

	2
	UAE vs. Iran – Abu Musa and Tunbs (1971-)
	
	BO

	3
	Iran-Iraq War (1980-1988)
	IS
	

	4
	**Oman vs. Yemen (1982 – 1987)
	
	BO

	5
	** Bahrain vs. Qatar (1982 -1995)
	
	BO

	6
	Iraq vs. Kurds & Shiites (1985-1993)
	CW
	

	7
	Iraq-Kuwait – Gulf War (1990-1991)
	IS
	

	8
	**Qatar vs. Saudi Arabia (-1997)
	
	BO

	9
	Iraq vs. KDP Kurds (1996)
	CW
	

	10
	Qatar failed coup (1996)
	
	CR

	11
	Third Gulf War (2003-)
	/IS/
	CR

	12
	Iran nuclear facilities crisis
	
	

	13
	*Lebanon presidential crisis (2007-2008)
	
	CR


[bookmark: _Toc57096207]                               Table ‎6.2 Gulf and Middle East Conflicts and GCC Interventions 
Notes: (1) italics: GCC interventions; (2) single asterisk (*) contributed to success; (3) double asterisk (**): primary cause of success; (4) correlates of war (> 1,000 deaths) – IS: Interstate wars, CW -:civil/ethnic wars, Others (<1,000 deaths);(5) BO-boundary demarcation crisis/boundary war; (6) CR-political or diplomatic crisis / low intensity wars.  Source: Pinfari (2009) 

Table 6.2 above showed a summary of the Gulf and Middle Eastern conflicts and the respective GCC courses of action.. Figure C1 Appendix C shows the time horizon of Gulf and Middle East conflicts from 1967 to present As shown in these tables , the GCC participated in the mediation of seven regional or sub-regional conflicts since 1981, namely: (the civil/ethnic war between Israel and Palestine (1967 to present) ; the boundary demarcation crisis between the UAE and Iran-Abu Musa and Tunbs (1971 to present) ; the boundary demarcation crisis between Oman and Yemen (1982-1987); the boundary demarcation crisis between Bahrain and Qatar (1982-1995); the boundary demarcation crisis between Qatar and Saudi Arabia; the Iran nuclear facilities crisis (2002-present) and the political crisis during the Lebanon presidential crisis (2007-2008). These data indicate that the GCC has effectively contributed to the success of the mediation efforts on four occasions, namely: in the boundary demarcation crisis between Oman and Yemen, between Bahrain and Qatar, between Qatar and Saudi Arabia, and in the Lebanon presidential crisis. This record of success constitutes approximately 57% of all mediation efforts expended by the GCC (Pinfari, 2009). Pinfari (2009, p. 15) claims that there is in fact, a lack of “evidence of the GCC having succeeded in mediating in major inter-state conflict in the Gulf since 1981.” This is due to the GCC’s sub-sub-regionalism and tilted neutrality which Pinfari (2009, p. 15) describes below: The defence of Kuwait during the 1990-91 war also brings to the surface once again the potential clashes between conflict resolution and collective security duties for regional or sub-regional organisations that exclude relevant regional actors from their membership. Barnett and Gause (1998: 180) note that ‘the GCC stood behind Kuwait from the outset’ of the crisis and provided military support through the joint military force ‘Peninsula Shield’ […] (Pinfari, 2009, p. 15).
Despite the success of GCC’s mediation efforts in the descalation of conflicts in 1982-1987 (Oman/Yemen dispute), 1982-1995 (Bahrain/Qatar dispute), and 1997 (Qatar/Saudi Arabia Dispute), the Bahrain/Qatar dispute took a long time to resolve, and required the assistance of the International Court of Justice. This clearly shows that even if the GCC member states Bahrain and Qatar were the relevant actors in the conflict, the difficulty in resolving the dispute fortifies Koch’s (2010, p. 28) view that each GCC member state maintains full control over its “security and defence policy and acts almost exclusively according to its national interests and national strategy” (Koch, 2010, p. 28).
However, a deeper analysis of the details of these mediation efforts  would suggest that such efforts are “less impressive than data may suggest” (Pinfari, 2009).The resolution of some of the conflicts were effected through outside mediation. For instance, the resolution of the Bahrain and Qatar conflict over the ownership of Hawar Island (Makhawi, 1999). In addition, the GCC sought the help of the International Court of Justice to settle the dispute (Koch, 2010) resulting in a ruling that afforded Qatar the sovereignty over Zubarah, Janan island and Fasht ad- Dibal, and gave Bahrain sovereignty over the Hawar islands and Qit’at Jaradah. Furthermore, the International Court of Justice “fully established a set of maritime boundaries and legal rights-of-passage” (“Case Study: Bahrain, Qatar and the International Court of Justice”, 2013). Furthermore, in the case of disputes between a GCC member state and a non- member state, the GCC shows bias for member states.
Results of the mediation efforts of the GCC in the seven regional or sub- regional conflicts since 1981 were not 100% successful. Four disputes could be termed successful whereby GCC intervention in the remaining three conflicts were considered unsuccessful. Table 6.3 below summarises this research.

	Conflict
	Type of Conflict
	Intervention
	Outcome of Intervention

	Israeli vs. Palestinians
(1967 -)
	Civil /Ethnic War
	Fahd Plan (1982)
	Plan was rejected by Israel. Intervention was a failure.

	Oman/Yemen Dispute (1982-1987)
	Boundary Demarcation Crisis
	Diplomatic mediation by Kuwait and the UAE
	Intervention was primary cause of success as dispute was resolved and both countries exchanged ambassadors.

	


Bahrain/Qatar Dispute (1982
-1995)
	


Boundary Demarcation Crisis
	Diplomatic mediation by Saudi Arabia on Diwal Shoal
dispute (1986)
	Intervention was primary cause of success resulting in the re-establishment of the pre- war status quo.

	
	
	Diplomatic mediation by Saudi Arabia on Harwar
Island dispute (1987)
	Referred dispute resolution to the International Court of Justice. There was a re-establishment of diplomatic relations in
1997. The International Court of Justice made a fair ruling that afforded sovereignty of Bahrain and Qatar over contested areas.

	Qatar/Saudi Arabia dispute (1997)
	Boundary Demarcation Crisis
	Diplomatic mediation
	Intervention was primary cause of success
resulting in the descalation of conflict.

	UAE/Iran Dispute - Abu Musa (1971-)
	Boundary Demarcation Crisis
	Establishment of a tripartite commission (1999)
	Intervention was a failure due to Iran’s rejection.

	Iran Nuclear Facilities Crisis
	Political or Diplomatic Crisis
	Diplomatic mediation by Qatar in 2006.

	Just a symbolic action. Iran’s acceptance had no significant impact on the process of negotiations.

	Lebanon presidential crisis (2007-08)
	Civil /Ethnic War
	Diplomatic mediation by Qatar 
	Although GCC intervention contributed to success, significant mediation efforts were contributed by the Arab League.


[bookmark: _Toc57096208]Table ‎6.3 Summary of GCC Intervention in Regional or Sub-Regional Conflicts from 1981 up   to 2008  Source: Created by the Researcher from Data Obtained from Pinfari (2009)
As Pinfari (2009) explains:
The GCC failed to portray itself as a credible ‘neutral’ mediator even in minor crises involving member states and Iran. In 1999, Iran rejected the mediation commission proposed by the GCC to solve the dispute over Abu Musa and the Turfts islands after one member of the commission had broken his neutrality by speaking in favour of the UAE. The mediation activity of Qatari diplomacy during the ongoing international crisis over the Iranian nuclear programme, backed by the GCC ministerial meetings in December 2005 and May 2006, was welcomed by Iran’s National Security Chief Ali Larijani, but has been largely symbolic and has not helped ease the severity of the crisis 
[bookmark: _Toc57021119]6.2.2 Economic Issues
The placing of national interests of the member states over and above those of the collective interests of the GCC has also been evident in the differential implementation of the 1981 and 2001 economic agreements (Low & Salazar, 2011). Extensive literature searches ((Tashiian, 2013, Zacher, 1979. Maddy-Weitzman, 2010, Kupcham 2010, Gulsan, 1991, Hamzawyet al, 2010, Dean 2004, Deutsch, 1957, Bowker & Bowker, 1996) highlight the lack of integration / standardization mechanisms and processes as evidenced by the manner by which member states operationalize their commitments — at varying speeds and extent of operationalization.  Table 6.4 summarizes the features and outcomes of these economic agreements. 

	Economic Agreement
	Features
	Outcomes

	








1981 Economic Agreement
	Freer trade in goods in GCC member states
	Steep rise in intra GCC trade. However, customs departments of member states demand certificates for commodities resulting in delays and double payment of custom duties.

	
	Coordination of trade 
	Problems in the flows of trade

	
	
IImplementation of a common tariff
	In 1983, a common tariff ranging from 4% to 20% was levied on imports.UAE and Oman failed to comply within the September 1983 deadline of tariff implementation because the levy decreased domestic commerce.
Member states protected domestic markets from foreign competition.  Intra GCC trade remains limited.

	
	National treatment of all GCC citizens
	Mechanisms and processes for equal treatment of nationals remain unclear.

	
	Unification of key trade regulations
	Unification of regulations was left to the national agencies of member states to protect
national sovereignty.

	











2001 Economic Agreement
	

Establishment of a GCC Customs Union
	Introduced in 2003, it stipulates the gradual to full implementation of 5% common external tariff for products imported outside the GCC.
In the 2008 review, it was found that proper procedures and mechanisms for customs revenue collections were lacking.
Member states failed to standardize regulatory instruments.

	
	Expansion of the GCC Common Market
	Member states failed to standardize	regulatory instruments.

	
	


Currency unification
	In 2004, the 2010 deadline was set for the establishment of a monetary union and a common currency.
In 2008, an interim central bank was formed.
In 2009, Oman opted out of the monetary union.
In 2010, UAE withdrew from the monetary union.

	
	Developmental integration
	Member	states	failed	to standardize legal instruments.

	
	Human resources development
	In 2005, equal treatment of GCC citizens was extended to government hiring, social insurance and pensions. GCC member states implemented policies and regulations at varying speeds and varying scope and depth.

	
	Integration of basic infrastructure and telecommunications
	Economic nationalism persists, hampered by weak transportation and communication infrastructure. Lack of unified legislation for e- commerce


[bookmark: _Toc57096209]Table ‎6.4 Summary of the Key Features and Outcomes of the 1981 and 2001 GCC Economic Agreements Source: Created by the Researcher Using Data from Low & Salazar (2011)
[bookmark: _Toc57021120]6.3 Qualitative Investigation.
			To effectively represent the problematical situation affecting the GCC as a system, Sterman (2000) recommends the use of causal loop diagrams. Sterman (2000) points out that causal loop diagrams are used to elicit and capture the mental models of the participants; and use these to capture the important feedbacks that are the cause (s) of the problem.   The process for building these models is as follows:
1. The researcher read extensively the minutes and files in the GCC archives concerning past behaviour. This was to familiarise himself with all the issues
2. The researcher in his role as deputy director in the Secretariat general consulted colleagues on the latest developments.
3. These were the basis for the reference modes
4. Using this knowledge the researcher constructed preliminary causal models.
5. These models were discussed with heads and chairs of relevant committees and amendments made
6. The final causal models are the ones shown below.
[bookmark: _Toc57021121]6.3.1 Dispute Resolution 
Figure 6.1 below shows the reference mode for the de-escalation efforts expended by the GCC compared to the success of such efforts from 1982 up to 2008. This is taken from published documents. (Pinfari, 2009, Makhawi, 1999, Koch, 2010) As shown in the figure, the efforts expended by the GCC to de-escalate the Gulf and Middle East conflicts were consistently higher than the success of such efforts. Thus, GCC efforts to de-escalate such conflicts were not 100 percent successful.

[image: ][image: ] De-escalation efforts by GCC
Success of GCC de-escalation efforts
 
Number of Gulf and Middle East Conflicts

[image: ][image: ]                             1982                                                                                              20082008

[bookmark: _Toc57021199]   Figure ‎6.1 De-escalation Efforts Expended by the GCC 1982 to 2008  Source: Researcher
Similarly, Figure 6.2 shows the reference mode for the successfully resolved conflicts with the aid of outside mediation compared to the resolved conflicts through GCC mediation alone from 1982 to 2008. As shown in the figure, the number of successfully resolved conflicts with the aid of outside mediation was higher compared to the number of resolved conflicts through GCC mediation alone.
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[bookmark: _Toc57021200]Figure ‎6.2 Resolved Conflicts with the Aid of Outside Mediation vis-a-vis Resolved Conflicts through GCC Mediation Alone from 1982 to 2008 Source: Created by the Researcher

		Figure 6.3 shows the causal loop diagram produced by the researcher ((according to the procedure outlined in 6.3)) which is designed to explore the low level of success for the GCC in resolving conflicts in the Gulf region. The researcher is a member of the Dispute Committee and therefore has first-hand experience of the issues involved in settling disputes. The causal model is his subjective mental model of such a situation.  As such, this model can be questioned for truth, but this is not the purpose of the exercise.  This model is simply to demonstrate how causal modelling is used


[image: ]


[bookmark: _Toc57021201]Figure ‎6.3 Causal Loop Diagram Illustrating the Reinforcing Loop Polarity of the Need for Supranational Tool in the Dispute Resolution Source: Created by the Researche
		As shown in the figure, the GCC charter, through the relevant provisions stipulated therein, promotes regional security and stability in the Gulf region. This positively contributes to the overall peace process in the Gulf. However, the peace process is negatively influenced by the nationalism and sovereignty of each member state since each GCC member state maintains full control over its defence policy and acts according to its own interests (Koch, 2010). In the same vein, such issue of nationalism and sovereignty negatively influences the mediation efforts of the GCC and further necessitates the help of outside mediation to effectively resolve the conflicts. Hence, the link between outside mediation and de-escalation efforts of the GCC has a negative polarity. The establishment of a supranational tool is envisaged to increase the rate of success of GCC efforts. The polarity of the entire loop is positive. This implies that the success of dispute resolution is heavily influenced by the issue of nationalism and sovereignty.  This it would be only be possible to establish and effective supranational body if these national interests were suppressed. This would involve a different System Five to the one exists at present.
[bookmark: _Toc57021122]6.3.2 Economic Issues
As mentioned in section 4.1, the researcher is a member of several consultative committees. Three if which (the Committee for Economic and Social Planning, the Committee for Financial, Economic and Trade Cooperation, the Committee for Industrial Cooperation) are relevant to this section. For each of the following three issues, the procedure was for the researcher to devise his own causal model and then to present it to each committee for discussion.  Figures 6.4. 6.6 and 6.8 are the modified versions of the causal models that were agreed by selected GCC staff to represent a “reasonable” model of the situation.  The absolute truth of each model is not the issue, they are to show the power of the methodology.

6.3.2.1 Intra GCC Trade
[image: ]Figure 6.4 shows the reference mode for the impact of the GCC economic agreements on the rate of intra-GCC trade and on the unification of trade policies of member states. 
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[bookmark: _Toc57021202]Figure ‎6.4 Impact of Economic Agreements on the Rate of Intra-GCC Trade and Unification of Trade Policies from 1981 to 2014 Source: Created by the Researcher

As shown in the figure, the rate of intra-GCC trade (as represented by the blue line) increased initially but declined after some time due to the negative flows of trade. The negative flows of trade were largely a result of delays in customs clearance and double payments of custom duties. Customs departments of member states demanded certificates for commodities which led to the delays. Since member states protected domestic markets from foreign competition, unification of trade regulations was left to the national agencies of member states to protect national sovereignty. Hence, although initially, there was unification of key trade policies, the implementation of these policies became fragmented in the long run (see red line)
Figure 6.5 shows the causal loop diagram produced by the researcher (according to the procedure outlined in 6.3) designed to examine the causes of the limited intra-GCC trade despite the implementation of trade regulations that are aimed at achieving the economic integration goals as stipulated in the GCC Charter. The figure shows a causal loop diagram consisting of four loops. The first loop is the ‘supranational tool’ loop showing the positive feedback loop that links the following variables: 
· implementation of GCC Charter relevant to the economic agreements;
· the goal of economic integration;
· supra national tool; and 
· economic regulation. 
[image: ]
[bookmark: _Toc57021203]Figure ‎6.5 Causal Loop Diagram Illustrating the Feedback Loops Relevant to Intra-GCC Trade   Source: Researcher
This loop is a reinforcing feedback loop since its polarity is positive. This implies that as the need for achieving the economic integration goals rises (the cause), the requirement for the establishment of a supranational tool also increases above what it would otherwise have been (the effect). Similarly, as the requirement for the establishment of a supranational tool becomes fulfilled, economic regionalism becomes increasingly more achievable above what it would otherwise have been.
	The second loop is the ‘intra-GCC trade loop’ showing the negative feedback loop linking the following  variables economic integration goals; trade regulations; intra-GCC trade;  customs clearance of member-states; payment of customs duties; prices of domestic commodities; and establishment of a supranational tool. This particular loop is a balancing feedback loop since its polarity is negative. This implies that as the level of the implementation of trade regulations is increased (the cause), the rate of intra-GCC trade also increases above what it would otherwise have been (the effect). As the level of intra-GCC trade increases, the rate of customs clearance also increases above what it would otherwise have been. This is because although intra-GCC trade increases, “the customs departments of the member countries demanded certificates for commodities at the borders, resulting in delays and double payment of custom duties” (Low & Salazar, 2011). 
	As a result of the double payment of customs duties, the prices of commodities also increase (positive feedback link). Hence, member states are inclined to protect their own interests and implement GCC economic agreements in varying degrees and scope, depending on their national strategy (negative feedback). Thus, as the prices of commodities increase		The third loop is the ‘GNP loop’ showing the negative feedback loop linking the following variables: prices of domestic commodities; economic growth of individual member states or countries; economic nationalism; and supranational tool. This loop is a balancing feedback loop since its polarity is negative. This implies that as the prices of domestic commodities increase (the cause), the economic growth of individual member states or countries decreases below what it would otherwise have been (the effect). As a result, the level of economic nationalism of each individual member state also increases. The impacts of the increase in the prices of domestic commodities and in the level of economic nationalism of individual member states can be counteracted by the establishment of a supranational tool. The absolute polarity of the loop of these three variables is negative showing the causes of the slow economic growth of individual member states — the increase in the prices of domestic commodities and in the level of economic nationalism of individual member states and the effect, which is the need for a supranational tool
The fourth loop is the ‘economic nationalism loop’ showing the positive feedback loop linking the following variables: (1) supranational tool; (2) economic regionalism; and (3) economic nationalism. This reinforcing loop indicates that as the establishment of a supranational tool is effected to enforce the integrative trade policies of the GCC, the level of economic nationalism of individual member states decreases (negative polarity of the link); while the level of economic regionalism increases (positive polarity of the link)

6.3.1.2 Common Tariff
Figure 6..6   shows the reference mode for the impact of the GCC economic agreements on economic unification and economic nationalism from 1981 to 2014. 
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[bookmark: _Toc57021204]Figure ‎6.6 Reference Mode for the Impact of Economic Agreements on Economic Unification and Economic Nationalism from 1981 to 2014 Source: Created by the Researcher
The figure shows that as the various provisions of the economic agreements were being implemented from 1981 up to 2014, the level of economic unification increased initially, but gradually dropped due to the failure of member states to standardize legal instruments. Member states implemented policies and regulations at varying speeds and at varying scope and depth. In terms of economic nationalism, after the 1981 economic agreements were implemented, there was a decrease in economic nationalism. However ,economic nationalism increased due to the propensity of member states to protect their own economic interests and sovereignty. 
Figure 6.10 produced by the researcher (according to the procedure outlined in 6.3)) shows the causal loop diagram for limited intra-GCC trade as a result of the implementation of a common tariff that was stipulated in the economic agreement
As shown in the figure, it has two loops, namely: (1) the ‘common tariff loop’; and (2) the ‘economic nationalism loop.’ 
The ‘common tariff loop’ is a reinforcing loop which indicates that the polarity of the loop is positive. This implies that as the enforcement of a common tariff is delayed, the rate of economic growth of individual member states decreases. As a result, the level of economic nationalism increases in the absence of a supranational tool. 
Similarly, the ‘economic nationalism loop is a reinforcing loop which indicates that the polarity of the loop linking the following variables is positive:
common tariff; (2) the rate of economic growth of individual member states; (3) customs clearance; (4) customs duties; (5) prices of domestic commodities; and (6) economic nationalism. This reinforcing loop implies that as the imposition of a common tariff gets delayed, intra-GCC trade decreases below what it would otherwise have been. Although customs clearance becomes faster and the payment of customs duties is lower below what it would otherwise have been, this still leads to economic nationalism as the tariff rates becomes variable, depending on the national economic goals and strategy of each member state.
[image: ]
[bookmark: _Toc57021205]Figure ‎6.7 Causal Loop Diagram Illustrating the Feedback Loops Relevant to the Enforcement of a Common Tariff Source: Created by the Researcher

6.3.1.3 Currency Unification
Figure 6.8 shows the reference mode for the achievement of economic goals of the GCC Achievement of economic goals
Economic
Agreements

1981
Years
                            2014

[bookmark: _Toc57021206]Figure ‎6.8 Reference Mode for the Achievement of Economic Objectives from 1981 to 2014   Source: Researcher

Figure 6.9 produced by the researcher (according to the procedure outlined in 6.3) shows the causal loop diagram designed to explore the impacts of the delay in the enforcement of a unified currency in the achievement of the goal of the GCC to integrate the economies of all member states. 

[image: ]
[bookmark: _Toc57021207]Figure ‎6.9 Causal Loop Diagram Illustrating the Feedback Loops Relevant to the Delay in the Implementation of Currency Unification’ Source: The researcher.
This ‘currency unification loop’ is a negative feedback loop which implies that the delay in the implementation of a unified currency is negatively linked to the monetary policy of each member state. As a result, the rate of intra-GCC trade decreases leading to the adoption of less effective pricing system that increases the transaction costs and ultimately, decreases the level of economic integration
As shown in the figure, the goal of economic unification was achieved for a while, sometime after the implementation of the 1981 economic agreements. However, true economic unification was not achieved in the succeeding years due to several reasons such as the protection of domestic markets from foreign competition; the dominance of economic nationalism over regionalism; the  implementation of policies and regulations at varying speeds and varying scope and depth; and  customs departments of member states demanded certificates for commodities resulting in delays and double payment of custom duties (see Table 6.4).  
                     
[bookmark: _Toc57021123]6.4 Review of the System Dynamic Analysis
Despite the utility of the causal loop diagram in capturing the dynamic hypothesis; and communicating the important feedbacks that are thought to be responsible for the problem, the causal loop diagram also bears some limitations (Sterman, 2000). A key limitation of the causal loop diagram is that it can never be comprehensive in the sense that it fails to distinguish between stocks and flows. Another key limitation is that some loops need to be specified in more detail (Sterman, 2000).
Furthermore, within the context of the present study, the issue of policy resistance becomes an important concern. As Sterman (2000, p. 189) points out, policies directed at alleviating the symptoms of a problem usually fail because they trigger compensating feedbacks, feedbacks that undercut the intended effects of the policy.” In the present study, the formulation and subsequent implementation of legal instruments and provisions in its Charter that call for: 
(1) the establishment of a supranational tool and;
(2) that specify which areas in the political and economic integration blueprint should supersede national sovereignty, considering that this is a ‘cooperation council’ as opposed to a ‘union — can be considered as a policy that is directed at the symptom of difficulty — that is, fragmentation in the implementation of political and economic agreements that are designed for the integration of member states both politically and economically.
The compensating loops are thought to arise due to the variable responses of actors who are motivated by their own goals and agenda to “changes in the state of the system in such a way as to offset the intended effects of the policy” (Sterman, 2000, p. 189). Sterman (2000, p.189) warns that despite the seeming weakness of each individual loop, the combined effect can nonetheless completely compensate “for any policy directed at a problem.”  As Forrester (1969, pp.9-10; cited in Sterman, 2000, p.
190) asserts:
In the complex system the cause of a difficulty may lie far back in time from the symptoms, or in a completely different and remote part of the system. In fact, causes are usually found, not in prior events, but in the structure and policies of the system…Conditioned by our training in simple systems, we apply the same intuition to complex systems and are led into error. As a result, we treat symptoms, not causes. The outcome lies between ineffective and detrimental…If the attempted solution intensifies the problem, wrongly attributed to another source, the organization will likely redouble its corrective action, producing more difficulty and pressure for still more remedial action. A destructive spiral becomes established. (Forrester, 1969, pp.9-10; cited in Sterman, 2000, p. 190).
However, within the context of the present study, the compensating loops will no longer be considered since the responses of other actors that will potentially create the “destructive spiral” as a result of the likelihood of the GCC to: 
(1) redouble its corrective action; and 
(2) produce more difficulty and pressure for still more remedial action, already lies outside of the scope of the present study. 
This is because of the following reasons: 
· the aim of the present study is to diagnose the current organisational design of the GCC and subsequently develop more viable models; and
· the research objectives related to SD modelling are to construct an SD model for forecasting future scenarios of the GCC, and to evaluate the effectiveness and applicability of the models in generating a more viable organisational structure for the GCC. 
a) Thus, the evaluation of the aptness of the model to the identified problem of the GCC was not done in terms of the identification of compensating feedbacks that might have otherwise implied policy resistance, but rather by the use of the criteria proposed by Checkland (2000) in evaluating conceptual models, namely: Efficacy: Will the organisational structure of the GCC do what is required? Will it work? 
b) Efficiency: What resources will be required to enable the organisational structure of the GCC to work?  Effectiveness: Is this the best way to meet the higher level goals within which the GCC must operate? 
Hence, the actual extent of policy resistance to the proposed SD model as a solution to the identified problem already lies outside the scope of the present study.
[bookmark: _Toc57021124]6.5 Conclusions
This chapter has shown the powerful insights that the qualitative aspect of System Dynamics (causal modelling) can generate.  The area of interest was the effects of becoming a supranational body which places the collective interests of the GCC over the national ones.  The VSM analysis has shown the way to achieve this but the system dynamics methodology then analyses the consequences of such a decision
To enable the formulation of the problem dynamically and to show the development of the problem over time, a reference mode was established. For the problem related to political integration, the time horizon that ranged from 1967 – 2008 was chosen. A summary of the outcome of GCC intervention in regional or sub- regional conflicts from 1981 up to 2008 was presented in Table 6.3 which showed that the mediation efforts of the GCC in the seven regional or sub-regional conflicts since 1981 were not 100% successful. 
Causal loop diagrams for dispute resolution, intra-GCC trade, common tariff, and currency unification were constructed. Results of the analysis indicate the following:
1. For dispute resolution, the causal loop diagram (fig 6.5) illustrates that the link between outside mediation and de-escalation efforts of the GCC has a negative polarity, thereby implying the prerequisite for the establishment of a supranational to increase the rate of success of GCC efforts. In addition, the causal loop diagram shows that the polarity of the entire loop is positive, thereby implying that the feedback loop of dispute resolution is influenced by the issue of nationalism and sovereignty. It also implies that there is a need to establish a supranational tool to gain more successful results.
2. For intra-GCC trade, the causal loop diagram (see Figure 6.8) illustrates that the ‘supranational tool’ loop is a positive feedback loop that links the following variables: implementation of GCC Charter relevant to the economic agreements, the goal of economic integration; supra national tool, and economic regulation. Since this loop has a positive polarity, it is a reinforcing feedback loop, implying that as the need for the attainment of economic integration goals increases, so does the prerequisite for the establishment of a supranational tool above what it would otherwise have been.
3. For the common tariff, the causal loop diagram (figure 6.10) shows two loops- the ‘common tariff loop’ and the ‘economic nationalism loop.’ The ‘common tariff loop’ which has a positive polarity which implies that a delay in the implementation of a common tariff results in a slow trajectory of economic growth of member states. Thus, the lack of a supranational tool leads to economic nationalism. In the same vein, the ‘economic nationalism loop’ which is a reinforcing loop, shows that the delay in the implementation of a common tariff results in the decreased rate of intra-GCC trade over time, and as the tariff rates become variable, economic nationalism sets in.
4. For currency unification, the causal loop diagram (see Figure 6.12) has a ‘currency unification loop’ which is a negative feedback loop that implies that the delay in the implementation of a unified currency is likely to negatively affect the monetary policy of each member state.
The chapter shows the role that System Dynamics can play in the policy formulation of system four. The causal models are produced by the researcher and checked with colleagues at the GCC.  They are included to show the power of the methodology.















[bookmark: _Toc57021125]Recommendations

This chapter is the final stage in the braiding process. It uses the VSM model of the GCC (from chapter five) and then suggests improvements to the variety management that will help to alleviate these deficiencies.  To address these features, the VSM structure (from chapter five) is matched with the VSM template to reveal where the variety has not been effectively controlled. This uses the knowledge of the researcher (as a participant in the organisation of the GCC) and his observational and deductive skills (as an observer)   
            The Rich Picture (from the SSM) identified six outstanding issues addressed in the current structure of the GCC which will now be individually addressed.
· fragmentation in policy making and implementation 
· duplication of responsibilities by the different committees; 
· an understaffed General Secretariat Office;
· ad-hoc decision making 
· slow implementation of policy; 
· lack of authorisation that can demand compliance of member states.

[bookmark: _Toc57021126]7.1 General Comments on the present structure of the GCC
An analysis of both secondary data (internal and external GCC documents) and primary data (survey and semi-structured interviews) using the SSM methodology has been completed. Findings from this preliminary investigation helped illuminate the dilemma concerning the true identity of the GCC – was it a supranational body or a cooperation council whose goal is to promote economic and political integration and cooperation amongst its members. The research indicated a strong desire for it to act as a supranational body but the subsequent VSM analysis revealed that it was not structurally equipped to do so. 
The second stage of the methodology consisted of expressing the problem situation in a Rich Picture. The data used for this stage was also obtained from the primary data obtained from semi -structured interviews and on the analysis of various official documents of the GCC, as well as from the results of participant-observation. As shown in Table 4.3, the GCC was established out of a shared set of commonalities which include language, culture, government system, and Islamic principles. In addition, Table 4.3 shows that although to some extent, the GCC’s political and economic integration goals have been successfully achieved; there are still some aspects of the economic and political cooperation agreements that are not yet implemented. Such lacklustre and insipid implementation has been attributed to the lack of a supranational tool and the ceding of collective interests to issues of sovereignty of each member state. The rich picture also identified six operational problems with the current workings of the GCC which will be addressed in this chapter.
The third stage of the SSM involved formulating a root definition. Findings from the data analysis were used to construct the following root definition of the GCC using the CATWOE mnemonic as a guide: 
The GCC is a political, economic, social, regional cooperation organisation owned by the leaders of the GCC member states established to “effect coordination, integration, and interconnection among members states in all fields in order to achieve unity among them” (The Cooperation Council for the Arab States of the Gulf, Undated), by formulating and implementing relevant policies, resolutions and agreements in accordance with the legal instruments and limits set by its Charter.
Chapter five described the fourth stage which was a VSM analysis of the current organisational structure of the GCC. Hilder (1995, p. 36) states that “an organization’s authoritarianism can be measured by comparing the variety exerted by System 1 management to that exerted by System 3.” As Beer (1985) points out, the First Axiom of Management posits that all of the requisite variety on the horizontal axis must be capable of absorption by System 3. Within the context of the GCC, each System One’s variety (i.e. the Supreme Council’s, the Ministerial Council’s and the Secretariat-General’s), appears to be wholly absorbed by System Three.  The excessive centralization of control by members of the Supreme Council (who are, in this case, also the senior management) on the Ministerial Council and the Secretariat-General can be attributed to the absolute powers vested in the Supreme Council as expressly stipulated in the Bylaws of the GCC (1981), especially when it comes to the creation of technical committees, approval of the agenda and draft recommendations, including those related to the settlement of disputes, and allocation of resources. The GCC is “required to act by its proper inputs and the perturbations that assail it” (Beer, 1985, p.99). This is where cognitive dissonance sets in, since the GCC seems to fail to fulfil its intended purpose.  The GCC is thus, implicated in the following compromises: Firstly, the goal of a full economic integration remains unmet and hence becomes one of selective integration as evidenced by the lack of a complementary production export platform, difficulty in coordinating national plans so they balance with GCC-centric pursuits, and the absence of “explicit processes and mechanisms” (Low & Salazar, 2011, p. 38). Secondly, and in the same vein, the goal of a full political integration has not been achieved resulting in limited cooperation and consultation amongst member states.
According to Beer (1985, p. 102), the term ‘autonomy’ is defined as “the freedom remaining to the management on the horizontal axis to manage.” In terms of the Supreme Council, it is completely autonomous since it is free to perform  management functions connected with staffing (e.g. the creation of technical committees; delegation to one or two committee members of the task to study a particular topic); approval of draft resolutions and policies, approval of the rules of procedure of the Commission for the Settlement of Disputes and nomination of its members, approval of the budget; and planning (e.g. setting of goals and objectives and the vision and mission of the GCC, and strategizing). On the other hand, the Ministerial Council and the Secretariat –General are not autonomous when it comes to performing the aforementioned management functions. All their management decisions are contingent upon the approval of the members of the Supreme Council. These power arrangements illustrate the high degree of authoritarianism in the GCC by the Supreme Council who acts as the senior management at the same time.

[bookmark: _Toc57021127]7.2 The System Ones of the GCC
To address the difficulties revealed by the Rich Picture, changes are needed in the three system ones of the system-in-focus:- the Supreme Council, the Ministerial Council and the Secretariat General. 
[bookmark: _Toc57021128]7.2.1 The Supreme Council
Figure 7.1 shows how the Supreme Council should deal with variety between blocs, along channels, across transducers and how the whole process exhibits cyclical dynamics. The input transducers of the higher variety bloc include the requisite variety of key economic and financial indicators of member GCC states; disputes to be resolved; and the required research studies to be undertaken. The output transducers in the same bloc include the requisite variety of: required economic and political agreements; dispute resolution process; and committees created for further research. The variety attenuators from the higher variety bloc going to the lower variety bloc include the requisite variety of: draft economic and political agreements; dispute resolution; and expertise and representation of committee members for the entire GCC (to avoid duplication of function with the associated committees of the Ministerial Council).  This schema has been produced by the researcher to counter the deficiencies identified in chapter five. 

[image: ]

[bookmark: _bookmark157][bookmark: _Toc57021208]          Figure ‎7.1   VSM of the Supreme Council of the GCC.  Source: Researcher.

[bookmark: _Toc57021129]7.2.2 The Ministerial Council
Figure 7.2 presents the model of the Ministerial Council at recursion zero which shifts the focus on the attainment of requisite variety by the Ministerial Council’s Office (which is an embedment of the Ministerial Council).
[image: ]
[bookmark: _Toc57021209]Figure ‎7.2 Model of the Ministerial Council of the GCC at Recursion Number Zero Source: Researcher
The input transducers of the lower variety bloc include the requisite variety of approved agreements; interpretation of dispute cases; and translating results of studies into changes. The corresponding output transducers include systemic account of the implementation process; the upholding of decisions for disputes and proposed economic and political policies for standardization. The amplifiers from the lower variety bloc going to the higher variety bloc include the requisite variety of a uniform implementation programme; a dispute resolution programme; and standardized laws and regulations. Each of these amplifiers feed into the input transducers of the higher variety bloc, thereby exhibiting cyclical dynamics
The Ministerial Council can successfully attain requisite variety through the following ways:
· by employing management strategies that attenuate the high variety of information from the environment and their respective operations resulting in homeostasis and subsequently satisfying the First Principle of Organization; 
· by transmitting permissions between the: 
(a) resource channels of the preparatory and technical committees and the Ministerial Council’s Office; and 
(b) senior management, using the amplifiers that justify the operations of the preparatory and technical committees and the Ministerial Council’s Office. This will result in their channels having adequate variety, thereby subsequently satisfying the Second Principle of Organization; and 
· by the utilisation of coding mechanisms by the transducers of the Ministerial Council, thereby satisfying the Third Principle of Organization. 
The requisite variety can be obtained by a better monitoring of policy formulation and implementation processes and reviewing the draft agenda that will be submitted to the Supreme Council for approval. On the other hand, its management function which includes the allocation of resources, the selection of experts who will undertake research studies and the assignment of areas for study and research, amplify the variety attenuated by the operations of the Ministerial Council’s Office. This schema has been produced by the researcher to counter the deficiencies identified in chapter five. 
[bookmark: _Toc57021130]7.2.3 The Secretariat General
Figure 7.3 shows the suggested model of system two and three star for the Secretariat General’s Office. It shows system two which is concerned with the regulation of oscillatory behaviour and system three-star channel which represents intervention in actual operations. System two activities of the Secretariat General’s Office include the following: 
shared knowledge of the rules for succession; 
feedback and adjustment processes required to ensure that the GCC is on the right
financial path in order to effectively accomplish its goals; 
GCC guidelines on staff recruitment and selection; 
personnel training and development guidelines; and 
knowledge of financial requirements based on forecasted financial statements. 
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[bookmark: _Toc57021210]Figure ‎7.3 Model of System Two and Three Star of the Secretariat General’s Office Source: the Researcher
On the other hand, system three-star interventions which are sporadic and high variety in nature, include succession planning, financial planning, control; personnel policy; (methods of recruiting and training; and funding allocation
The importance of the Secretariat- General as a subsystem of the GCC has been discussed briefly in the VSM modelling process, hence buttressing the findings from the SSM with respect to the importance of the Secretariat- General in regulating the operations of the GCC. In the discussion of the different subsystems of the GCC, the Secretariat- General’s scope of duties were identified to be as follows: responsible for integrating the different programmes for common action by GCC member states; assumption of a permanent policy monitoring role and oversight of the various administrative and financial regulations of the GCC; preparation of the agenda and draft resolutions to be submitted to the Ministerial Council; scheduling and facilitation of convocations of members of the Supreme and Ministerial Councils and emergency meetings; and formulation and submission of policy recommendations by the different operational sectors to the Ministerial Council
Findings from the evaluation of the conceptual models highlight the need for recruiting more rank and file employees for the Secretariat- General, thereby buttressing the findings from the SSM and the VSM. Some of the anonymised quotes gathered from the semi-structured interviews for the evaluation of the conceptual models include the following: (1) “This will help expedite the processing of all tasks of the GCC, especially that of the General Secretariat’s office which is currently under staffed. Also, most employees are of retirable age. The GCC needs more young blood to join its ranks.”; This schema has been produced by the researcher to counter the deficiencies identified in chapter five. 
[bookmark: _Toc57021131]7.3 Addressing the areas identified by the Rich Picture
The Rich Picture identified that the following areas needed to be addressed.
fragmentation in policy making and implementation 
duplication of responsibilities by the different committees; 
an understaffed General Secretariat Office;
ad-hoc decision making 
slow implementation of policy; 
lack of authorisation that can demand compliance of member states
We now analyse how the VSM model could be improved to address these questions
[bookmark: _Toc57021132]7.3.1 Fragmentation in Policy Formulation and Implementation
The Rich Picture (constructed by the SSM methodology) indicates that fragmentation in policy formulation is a key organisational problem of the GCC. This fragmentation in policy formulation results in a considerable delay in the policy making and implementation processes. It also results in difficulty in dispute resolution.

Table 7.1 summarises the findings from SSM, VSM and SD analysis on the fragmentation in policy formulation and implementation as a key organisational problem of the GCC. As shown in the table, findings from the SSM analysis regarding the identification of the fragmentation in policy formulation and implementation as a key organizational problem of the GCC have been strongly supported by findings from VSM and SD modelling, as well as by the findings from the evaluation of the conceptual models.



	Problematical Situation Face by the GCC
	Fragmentation in policy formulation and implementation

	

Findings from SSM
	from Rich picture
	It is a major organisational problem of the GCC that results in the delay in policy formulation 

	
	From Root definition
	The Supreme Council and the Supreme Council’s Office assume the role of a policy and decision- taking body, whilst the Consultative Commission of the Supreme Council and its associated committees, the Ministerial Council and its associated committees, the Ministerial Council’s Office, the Dispute Settlement Commission and the GCC
Secretariat- General all assume the role of a decision and policy- making support body

	Findings from VSM Modelling
	The Supreme Council facilitates resource bargain through unilateral edict. The excessive centralization of control by members of the Supreme Council.


[bookmark: _Toc57096210]Table ‎7.1 Summary of the Findings SSM, VSM, and SD Analysis on the Fragmentation in Policy Formulation and Implementation as A Key Organisational Problem of the GCC  Source:Researcher
The Supreme Council, which is a decision-taking body, is responsible for the creation of technical committees since it holds the power to appoint its members from amongst the specialist citizens of member states. The Supreme Council Office or Bureau is in turn, responsible for reviewing the resolutions passed by the Supreme Council. The Ministerial Council is responsible for the implementation of policy decisions of the Supreme Council. These decision-taking bodies can alter the activities of the GCC and can commit to resource allocation. Indeed, the Supreme Council has been identified in the CATWOE mnemonic as the ‘owners’ of the GCC who have the authority to cause the GCC to cease to exist. In addition, the committees cannot discuss issues not referred to them by the Supreme Council, nor can they draft recommendations on any issue listed on their agenda.
The VSM model highlights the GCC’s lack of an equation of variety (First Principle of Organization) as it diffuses through the GCC’s institutional system as evidenced by the absolute power vested in the Supreme Council in the approval of draft resolutions and in policy decision taking. This lack of an equation of variety negatively impacts on the general dynamics of the GCC (Fourth Principle of Organization). Thus, it needs to satisfy the First Axiom of Management which posits that that all of the requisite variety on the horizontal axis must be capable of absorption by System 3. When applied in the context of the GCC, the variety of each System One - the Supreme Council, the Ministerial Council and the Secretariat-General are greatly needed to provide requisite variety on the horizontal axis. However, they (the requisite variety) appear to be wholly absorbed by System Three, implying the excessive centralization of control by members of the Supreme Council.	
The Supreme Council, as one of the viable systems of the GCC, occupies a metasystemic position and masterminds the 3-4-5 metasystem called the outside-and- then management. In addition, it comprises System Five, which is situated above system four and which represents policy taking. Furthermore, the identified System Four activities which are grouped into major areas include the creation and implementation of a unified policy formulation and implementation process. However, this area cannot be fully satisfied due to the problem in the fragmentation in policy formulation.
	Findings from the evaluation of the conceptual models support all the other findings (i.e. gathered from SSM and VSM) regarding the fragmentation in policy formulation and implementation. In particular, findings from the evaluation suggest the need for a systemic account of the implementation process and the establishment of a uniform implementation programme for the GCC to be able to do what it is required to do more effectively and efficiently. A systemic account of the implementation process is envisaged to help in the monitoring and effective evaluation of the implementation process of the GCC. On the other hand, a uniform implementation programme is deemed valuable in hastening the attainment of a full integration of political and economic agenda of GCC member countries

[bookmark: _Toc57021133]7.3.2 Duplication of Responsibilities by the Different Committees
The Rich Picture (constructed by the SSM methodology) indicates that there is a duplication of responsibilities by the different committees.. For instance, the Consultative Commission of the Supreme Council has five associated committees that are comprised respectively by the following: Committee for Economic and Social Planning, Committee for Financial, Economic and Trade Cooperation, Committee for Industrial Cooperation, Oil Committee, and Committee for Social and Cultural Services. Each committee is essentially a decision-making body that has its own mandate provided for in the GCC Charter. For instance, the Committee for Economic and Social Planning is mandated to formulate policies pertaining to the economic integration of the member states, as well as those policies relevant to social planning. The Committee for Financial, Economic and Trade Cooperation has been given the mandate to coordinate the banking and monetary policies of member states in order to more effectively facilitate external cooperation and to establish a standard Gulf currency (i.e. Monetary Union). The Committee for Industrial Cooperation is mandated to develop policies related to the establishment of integrated programs for technical and vocational training. The Committee for Social and Cultural Services is mandated to formulate homogeneous policies for education, health, labour, social affairs and culture of all GCC member states. The Supreme Council however, has the sole authority to appoint the committee members and to allocate the necessary resources for their convocation or assembly. These committees do not have a permanent monitoring mandate, but are merely consultative in nature. The Ministerial Council is also given the mandate to establish preparatory committees comprising of delegates from member states. These committees are mandated to study matters included in the agenda of the session of the Ministerial Council, which are however, largely comprised by the policies formulated by the committees formed by the Consultative Commission of the Supreme Council. Hence, there is a clear duplication of responsibilities delegated to the associated committees formed by the Consultative Commission of the Supreme Council and those established by the Ministerial Council.
Table 7.2 shows the summary of findings from SSM, VSM, and SD analysis, and the evaluation of conceptual models with respect to the duplication of responsibilities by the different committees. As shown in the table, findings from the SSM analysis regarding the identification of duplication of responsibilities by the different committees a key organizational problem of the GCC have been strongly supported by findings from VSM modelling, as well as by the findings from the evaluation of the conceptual model.




	Problematical Situation Face by the GCC
	Duplication of responsibilities by the different committees

	

Findings from SSM
	from Rich picture
	There is a clear duplication of responsibility delegated to the associated committees formed by the Consultative Commission of the Supreme Council and those established by the Ministerial Council.

	
	From Root definition
	The Ministerial Council and its associated committees, the different operational sectors under the Secretariat- General, and the Consultative Commission of the Supreme Council were shown to share the same mandate to study formulate and make policy recommendations

	

Findings from VSM Modelling
	The Supreme Council lacks effective
Variety engineering when it comes to the creation of committees comprising the Consultative Commission of the Supreme Council


[bookmark: _bookmark250][bookmark: _Toc57096211]Table ‎7.2 Summary of Findings SSM, VSM, and SD Analysis and the Evaluation of Conceptual Models with Respect to the Duplication of Responsibilities by the Different Committees	
These findings from the SSM are supported by the analysis of the results of the VSM modelling process. In the suggested VSM construction, it was found that the Supreme Council fails to fully satisfy the First Principle of Organization. This is because despite its possession of effective mechanisms for variety engineering with respect to the standardisation of economic and political laws of member states, it still lacks requisite variety when it comes to dispute resolution and the creation of associated committees which leads to the duplication of responsibilities. In particular, results of the analysis of the System Ones of the GCC suggest that the Supreme Council lacks effective variety engineering when it comes to the creation of committees comprising the Consultative Commission of the Supreme Council since they perform functions similar to those carried out by the preparatory and technical committees of the Ministerial Council thereby resulting in the duplication of responsibilities delegated to the various committees. These findings became the basis for the prescription of activities of System Four of the GCC which are envisaged to guarantee adaptation to the future. One of these activities is the establishment of mechanisms and processes to eliminate a duplicate committee, which is a high priority. In addition, the proposed VSM of the GCC includes the requisite variety of expertise and representation of committee members for the entire GCC (to avoid duplication of function with the associated committees of the Ministerial Council) as a key variety attenuator from the higher variety bloc going to the lower variety bloc .
All findings indicate that there is a need to abolish duplicate committees and subsequently replace them with a permanent committee whose members are experts and who will be truly representative of all GCC members’ states. This is to enable the GCC to do what it is required to do more effectively. 
[bookmark: _Toc57021134]7.3.3 Understaffed General Secretariat Office with Aging and Retiring Employees
[bookmark: _bookmark251]The VSM model from chapter five revealed that the operations of the Secretariat-General’s Office attenuate the variety proliferated by the environment by integrating the different programmes for common action by the GCC member states. The management function of the Secretariat-General’s Office was found to amplify the variety attenuated by its ‘operations’ through its permanent policy monitoring role and the overseeing of the various administrative and financial regulations of the GCC. It is the staff of the Secretariat-General’s Office who decodes messages of transducers that cross the boundary between the environment and the operations of the Secretariat-General. These transducers include economic and financial indicators, military intelligence reports, and accomplishment reports of member-states. These transducers allow staff to turn into policy recommendations, proposals, research studies and draft agenda. The staff decode messages and turn these into press releases, approved proposals, resolutions, agreements and policies, and reports about the GCC that are circulated in the member-states. These transducers must ensure that adequate variety is transmitted (second Principle of Organisation) and also the coding mechanisms are utilised effectively (Third Principle of Organisation). Both these requirements can only be met by a sufficient well-trained staff.
The Secretariat-General’s Office possess most of the system twos which are referred to by Beer (1985, p. 66) as “the viable system’s anti-oscillatory device. As shown in Figure 5.16, App B, the Secretariat-General’s Office possess the following anti- oscillatory devices: System Two, A, which is the knowledge of policy monitoring by members of the Office of the Secretary-General; System two, B, which is the knowledge of prevailing conditions in their assigned sectors by members of the various operational sectors; and System Two, C, which is standardization of forms and statistics by the administrative staff.
The Secretariat General’ Office undertakes the different supportive management initiatives required to administer the activities of System Two (i.e. the anti-oscillatory devices) which include identifying the required competencies, identifying and assessing potential candidates, and formulating learning and development plan. It is also the staff of the Secretariat General’ Office who perform supportive management activities of System Three Star Thus, the Secretariat- General’s Office has been found to successfully regulated GCC operations and management through the effective use of system twos (antioscillatory activities) and the three-star channels.

	Problematical Situation Face by the GCC
	Understaffed general Secretariat genera with aging, retiable staff

	

Findings from SSM
	from Rich picture
	Findings highlighted the need for Recruiting more rank and file 
employees for then Secretariat- General for the GCC to be able to 
become a more effective and efficient organisation

	
	From Root definition
	The Secretariat- General is important in regulating the operations 
of the GCC. However, the problem of an understaffed General 
Secretariat Office with aging and retirable employees was not identified.

	Findings from VSM Modelling
	The  Secretariat –General does not have requisite variety (First
 Principle of Organization) in some aspects of its respective operations and 
management activities, two of the prescribed activities of System 
Four include the following: (1) “Hiring more staff for the 
Secretariat- General’s Office”; and (2) “Retiring aging staff.”


[bookmark: _Toc57096212]Table ‎7.3 Summary of Findings SSM, VSM, and SD Analysis and the Evaluation of Conceptual Models with Respect to the Problem of an Understaffed General Secretariat Office with Aging and Retirable Employees
Table 7.3 shows the summary of these findings. But the analysis of the major area groupings of System Four activities of the GCC shows that effective policy formulation and implementation are heavily anchored on the quality of GCC’s workforce. The Office of the Secretariat –General does not have an equation of variety (First Principle of Organization) in some aspects of its respective operations and management activities. In particular, although the Office of the Secretariat-General has been found to fully satisfy the First Axiom of Management which posits that “the sum of horizontal variety disposed by all the operational elements EQUALS the sum of vertical variety disposed on the six vertical components of corporate cohesion” (Beer, 1985, p. 84), it nevertheless failed to satisfy the First and Fourth Principles of Organization due to its lack of requisite variety in terms of human resources since its operations and management are hampered by an understaffed workforce
[bookmark: _Toc57021135]7.3.4 Progress of Dispute Resolution
It has been found that the progress of dispute resolution was attributable to the issue of nationalism and sovereignty of each member state; and the lack of a supranational tool. Table 7.4 presents the summary of findings from the SSM and VSM analysis with respect to the slow progress of dispute resolution.
Findings from the analysis of secondary data indicate that this problem is a key organisational problem of the GCC that hampers the attainment of political integration, as well as of regional peace and security. The slow progress is attributable to the provisions in the GCC Charter regarding the rules of procedures of the Commission for the Settlement of Disputes. For instance, Article Five of the “Rules of Procedures of the Commission for the Settlement of Disputes” (1981) which delves on the mechanisms pertaining to the Commission’s meetings and internal procedures, stipulate that the meeting of the Commission is deemed valid only if all the members are present. In addition, recommendations made by the commission will then be submitted to the Supreme Council for approval. The Supreme Council also has the mandate to undertake interim action when needed pending the submission of the final recommendations of the commission. However, the Supreme Council convenes only once a year. As a result, there is a slow progress of dispute resolution.
The VSM indicates that the Supreme Council lacks effective variety engineering since it does not have any kind of authorization that can demand compliance of member states. In addition, it has been found that the Commission for the Settlement of Disputes is only formed at an ad-hoc basis and at the behest of the members of the Supreme Council. In this case, the requisite variety of disputes to be resolved is not attained. In terms of the resource bargain, the Supreme Council does not grant autonomy to the Commission for the Settlement and therefore facilitates a resource bargain by unilateral edict 

	Problematical Situation Face by the GCC
	Slow progress of dispute resolution

	

Findings from SSM
	from Rich picture
	Slow progress of dispute resolution is a key organisational problem of the GCC that hampers the attainment of political integration, as well as of regional peace and security.

	
	From Root definition
	Study participants felt that the progress of dispute resolution is slow.

	


Findings from VSM Modelling
	Support findings from SSM.
Since the Dispute Settlement Commission is only formed on an ad-hoc basis and at the behest of the members of the Supreme, time lags during the resolution of disputes between. member states have occurred.
In terms of the resource bargain, the Supreme Council does not gran autonomy to the Commission for the Settlement and therefore facilitates a resource bargain by unilateral edict. The requisite variety of disputes to be resolved is not attained.


[bookmark: _Toc57096213]Table ‎7.4 Summary of Findings From SSM, VSM, and SD Analysis and the Evaluation of Conceptual Models with Respect to the Problem of the Slow Progress of Dispute Resolution.  Source: Created by the Researcher

The following activities have also been found to exert damping effects on the oscillation of system one (i.e. disputes between member states): policies on dispute resolution, international laws and practices, the GCC Charter and principles of Islamic Sharia. Since the Dispute Settlement Commission is only formed on an ad-hoc basis and at the behest of the members of the Supreme, time lags during the resolution of disputes between member states have occurred.
Findings of the VSM are buttressed by the findings from the survey for the evaluation of the conceptual models. One of the desired changes prescribed for the GCC to be able to become a more effective and efficient organisation is the development of a dispute resolution programme. All study participants felt that such action will help the GCC do what it is required to do more effectively; and help the GCC resolve conflicts more efficiently and economically. In addition, study participants felt that the formulation of a dispute resolution programme is one of the best ways to meet the higher-level goals within which the GCC must operate
[bookmark: _Toc57021136]7.3.5 Slow implementation of policy
The Rich Picture (constructed by the SSM methodology) indicates that policy formulation and implementation is slow. The Ministerial Council which is a decision-making body and which is responsible for the implementation of policy decisions of the Supreme Council, convenes only every three months (“Rules of Procedures of the Ministerial Council”, 1984). The Ministerial Council possesses ultimate oversight of the monitoring and analysis of the policy formulation and implementation processes, being the “primary destination for reports from the Secretariat-General either directly or via the technical ministerial committees” (Suominen, 2013, p. 169). It is the considered as the “central actor in the monitoring process” and is “responsible for determining policy direction for approval by the Supreme Council” (Suominen, 2013, p. 169). On the other hand, the Supreme Council which is a decision-taking body and which has the sole authority and dictat to approve proposals, resolutions, and policy recommendations by the Ministerial Council, convenes only once a year (“Rules of Procedures of the Ministerial Council”, 1984). Such low frequency of convocation by the Ministerial Council, and more importantly, by the Supreme Council, results in the slow progress of policy formulation and implementation.
These findings from the analysis of secondary data were supported by the findings from the analysis of primary data. Anonymised quotes gathered during the semi- structured interviews for the organisational problems of the GCC include the following: (1)” The Supreme Council whose members meet only once a year has the sole authority to approve draft resolutions. This is problematical because it takes a long time for the Supreme Council to approve draft resolutions already recommended by the members of the Ministerial Council.”; (2) “It takes so long to act on issues and important matters because of the slow process of arriving at solutions. From the time the resolutions are developed up to the time they are approved by the Supreme Council and implemented by the Ministerial Council – the time it takes is so long.”  Table 7.5 presents the summary of findings from the SSM and VSM analysis with respect to the problem of slow policy formulation and implementation.




 

	Problematical Situation Face by the GCC
	Slow Policy Formulation and Implementation


	

Findings from SSM
	from Rich picture
	Low frequency of convocation by the Ministerial Council, and more importantly, by the Supreme Council, results in slow progress of policy formulation and implementation.
The lack of a supranational tool and the Fragmentation in policy formulation have been found to significantly contribute to the slow progress of policy formulation and
implementation

	
	From Root definition
	Study participant felt that it takes a long time for the Supreme Council to approve draft Resolutions already recommended by the members of the Ministerial Council because the Supreme Council convenes only once  year, .it takes a long time to formulate and approve proposed agreements, policies

	Findings from VSM Modelling
	The problem of slow policy formulation and Implementation is a direct result of the other identified problems.



[bookmark: _Toc57096214]Table ‎7.5 Summary of Findings SSM, VSM, and SD Analysis and the Evaluation of Conceptual Models with Respect to the Problem of Slow Policy Formulation and Implementation Source: Researcher
Findings from the construction of the suggested VSM for the GCC indicate that the problem of policy formulation and implementation is a direct result of the other aforementioned problems. It is in this sense that the GCC seems to fail to fully do its intended purpose, thereby subsequently leading to what Checkland (1985, p.99) referred to as cognitive dissonance which can be resolved by making a comparison between the declared purpose and the purpose implied from the results that the GCC produces with the use of a comparator. Due to cognitive dissonance, the GCC has been implicated in the following compromises of purpose:
· the goal of full economic remaining unmet due to the lack of a complementary production export platform, difficulty in coordinating national plans so they balance with GCC-centric pursuits, and the absence of “explicit processes and mechanisms” (Low & Salazar, 2011, p. 38); and 
· the goal of a full political integration remains unattainable due to the problem of sloe policy formulation and implementation
The  SD analysis buttress the findings from the VSM which emphasise that the problem of slow that policy formulation and implementation is a result of the ‘real problems’ that include the lack of a supra national tool and the placing of national interests of the member states over and above those of the collective interests of the GCC. As shown in Table C2 Appendix C which presents a time horizon of the outcomes of the 1981 and 2001 economic agreements, the goal of full economic integration remains elusive. For instance, the implementation of the 1981 Economic Agreement was slow and lax. Unification of economic regulations was left to the national agencies of member states to protect national sovereignty. Although currency unification was stipulated in the 2001 Economic Agreement, up until now, it has not been enforced Findings from the survey for the evaluation of the conceptual models indicate that study participants felt that the following desired changes must be undertaken to be able to transform the GCC into a more effective and efficient organisation: 
· a systemic account of the implementation process; 
· development of a uniform implementation programme; and 
· standardization of economic and political agreements. . 
[bookmark: _Toc57021137]7.3.6 Lack of authorisation that can demand compliance of member states
Findings from secondary data highlight the lack of explicit implementation processes and mechanisms which have left the implementation of agreements lax and slow. In addition, the implementation of each agreement was left to the respective bureaucracy of each GCC member state, resulting in a decentralized implementation framework through the respective the national systems. Findings from the analysis of secondary data reveal that GCC member states find it difficult to coordinate national plans and ensure that they balance with GCC-centric pursuits within the domains of collaborative competition for economic efficiency and productivity.
Similar to the fate of economic agreements, the implementation of the Joint Defence Agreement failed to progress beyond the point of limited cooperation and consultation. Hence, the pursuit of a unified defence policy remains futile. Findings from the review of literature attribute the failure to implement the Joint Defence Agreement is the result of allowing each state to be responsible for maintaining full control over its “security and defence policy and acts almost exclusively according to its national interests and national strategy” (Koch, 2010, p. 28).
Overall, findings from the analysis of secondary data indicate that there is a decentralized national-level policy implementation which renders deeper economic and political integration an impossibility. Such findings were buttressed by the results of the analysis of primary data which were gathered through interviews. Findings from the interviews indicate that national interests of the member states are placed over and above those of the collective interests of the GCC. In effect, the trajectory of economic and political integration and cooperation is slowed down.
These findings from the analysis of secondary data are buttressed and strongly supported by the findings from the analysis of primary data obtained from the interviews and in the VSM diagnosis of the GCC. In the VSM diagnosis, findings indicate that the GCC does not have an equation of variety (First Principle of Organization) as it diffuses through the GCC’s institutional system. The requisite variety of a supranational body for dispute resolution and uniform implementation of ratified agreements is one of the key variety attenuators coming from the higher variety bloc going to the lower variety bloc.  These findings are summarised in Table 7.6 below

	Problematical Situation Faced by the GCC
	Lack of Authorisation


	

Findings from SSM
	from Rich picture
	  GCC member states find ii difficult to coordinate national plans
and ensure that they balance with GCC-centric pursuits within the domains of collaborative competition for economic efficiency and productivity. The lack of authorisation, leaves each state responsible for maintaining full control over its security and defence policy.

	
	From Root definition
	
National interests of the member states are placed over and above
those of the collective interests of the GCC.

	Findings from VSM Modelling
	The requisite variety of authorisation is one of the key variety
Attenuators coming from the higher. variety bloc going to the lower variety bloc


[bookmark: _Toc57096215]Table ‎7.6 Summary of Findings from SSM, VSM and SD Analysis Regarding the Lack of authorisation 
[bookmark: _bookmark248][bookmark: _bookmark252]The analysis of the System Ones indicated that the Supreme Council does not have effective variety engineering with respect to dispute resolution due to the lack of authorization that can demand compliance of member states. Furthermore, the Commission for the Settlement of Disputes is only formed at an ad-hoc basis at the behest of the Supreme Council. In this case, the requisite variety of disputes to be resolved is not attained. Similarly, the Ministerial Council, as an embedment of the GCC, has been found to possess an effective variety engineering with respect to the determination of policy direction for approval by the Supreme Council and the recommendation of draft resolutions and political integration goals, there were public expressions made by the respective ministers of member states regarding the GCC’s desire for collective defence. Such desire was later manifested in the GCC Joint Defence Agreement of 2001 that promotes the collective defence and regards any aggression against a member state to be tantamount to aggression against all the other GCC states
[bookmark: _Toc57021138]7.4 Summary
To address the question: “How can the systemic tools help to address the inherent problems in the GCC”, a VSM model of the GCC was constructed based on the root definition (drawn from the analysis of the various data sources), using the CATWOE Mnemonic. A cybernetic diagnostic enquiry of the GCC was undertaken following the steps recommended by Beer (1985) detailed in the introduction to chapter five. 
This chapter has suggested ways of rectifying these deficiencies.
1. [bookmark: _bookmark254]The GCC Councils, namely, the Supreme Council, the Ministerial Council and the Secretariat-General all possess mechanisms relevant to variety engineering. However, the Supreme Council fails to fully satisfy the First Principle of Organization due to its lack in requisite variety in terms of dispute resolution and the creation of associated committees which often results in the duplication of responsibilities. The first principle of Organization posits that “managerial, operational and environmental varieties, diffusing through an institutional system tend to equate; they should be designed to do so with minimum damage to people and cost” (Beer, 1985, p. 30). In the same vein, the Ministerial Council fails to fully satisfy the First Principle of Organization due to its lack in requisite variety with respect to the monitoring and analysis of the policy formulation and implementation processes. The Secretariat-General also fails to fully satisfy the First Principle of Organization because it does not have requisite variety in terms of human resources, as its operations and management are hampered by an understaffed workforce
2. In terms of the Second Principle of Organization, which posits that: The four directional channels carrying information between the management unit, the operation, and the environment must each have a higher capacity to transmit a given amount of information relevant to variety selection in a given time than the originating 
subsystem has to generate it at that time” (Beer, 1985, p. 45), findings from the VSM modelling process suggest that Supreme Council satisfies the Second Principle of Organization since the four directional channels of the Supreme Council have a higher capacity to transmit information in a given time than the originating subsystem has in  creating the said information in that particular time Similarly, the Ministerial Council satisfies the Second Principle of Organization since the resource bargain is struck between the Supreme Council (senior management) and the Ministerial Council. The Ministerial Council has also been found to have a higher capacity to transmit information at any given time compared to the capacity of its subsystems to generate such information at that time. In the same vein, the Secretariat- General has been found to satisfy the Second Principle of Organization since it has a higher capacity to transmit information at any given time compared to the capacity of its subsystems to generate such information.
3. In terms of the Third Principle of Organization which posits that: “whenever the information carried on a channel capable of distinguishing a given variety crosses a boundary, it undergoes transduction; the variety of the transducer must be at least equivalent to the variety of the channel” (Beer, 1985, p. 47), the Supreme Council, the Ministerial Council and the Secretariat-General have all been found to satisfy the said principle because all of them possess the transducers of messages that cross the boundary of its operations going into its management, as well as between the environment and its operations.
4. In terms of the Fourth Principle of Organization which posits that:
   “the operation of the first three principles must be cyclically maintained through time without hiatus or lags” (Beer, 1985, p. 55), 
  The Supreme Council has been found to fail in satisfying this principle because it undertakes operations which in some cases are strongly connected, and in some cases, are loosely coupled. In the same vein, the Ministerial Council and the Secretariat-General have also been found to fail in satisfying the Fourth Principle of Organization. They have been found to lack effective variety engineering in some aspects of their respective operations and management activities.
5. [bookmark: _bookmark255]In terms of the First Axiom of Management which posits that “the sum of horizontal variety disposed by all the operational elements EQUALS the sum of vertical variety disposed on the six vertical components of corporate cohesion” (Beer, 1985, p. 84), findings suggest that the Supreme Council, the Ministerial Council and the Secretariat-General all failed to satisfy it because the horizontal variety generated by these GCC councils are NOT equal to the variety of their audit channel minus the varieties attenuated by the corporate intervention, the resource bargain, the operational linkages, the environmental intersects and the system twos.
[bookmark: _Toc487191192][bookmark: _Toc8801942][bookmark: _Toc31785471]These models are deemed the best VSM models for the GCC because they were based on the results of the diagnostic enquiry and reflected the desired changes that should address the following identified problems: slow dispute resolution, duplication of responsibilities by the different committees, the absolute power vested in the Supreme Council in the approval of draft resolutions and in policy decision taking, and an understaffed General Secretariat with aging employees. 















[bookmark: _Toc57021139]Conclusion

The aim of this chapter is to bring together the different threads of the research, give a critical evaluation of what has been done and to consider to what extent the purpose of the study has been met. The chapter also discusses the lessons learned during the course of this research. its contribution to knowledge and recommends possible further actions in the future.
[bookmark: _Toc57021140]8.1. Accomplishment of general aim
The specific aim is to develop an approach for identifying inherent problems, finding data or evaluating any changes to a large organisation. This will be done by a braiding together of three current major systemic methodologies (Soft System Methodology, System Dynamics and Viable Systems Modelling) Figure 8.1 shows the conceptual framework for the approach.


Creation of a Rich Picture of the area of concern 

Precisely identify areas of concern 


Root definitions of relevant areas
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Diagnosis of problem areas
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Real World 
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[bookmark: _Toc57021211]Figure ‎8.1 Conceptual Framework

From studying the outcomes of the case study, the approach can be considered successful and therefore the aim was satisfied. The case study problem was typical of what the approach was designed for. It presented a situation where there was clearly a problem but whose precise nature was not clear.  Thus, the first stage was to define the problem in a more specific way which was the function of the SSM. (stages 1 -3 of the approach). These were the most open-ended stages and SSM is specifically designed to cope with such situations. The outcome of the SSM was the production of a Rich Picture and a Root Definition which became the starting point for the VSM. Once the structural deficiencies were revealed then chapter seven suggested several ways to improve the structure. Again, this cannot be encapsulated in a set of steps but requires understanding of social and cultural sensibilities as well as satisfying Beer’s four laws of organisation. The final stage of the approach was to use Systems Dynamics to look at the feasibility and potentialities of the VSM generated solutions. This could be via the qualitative tool (Causal Loop models) or the quantitative tool (system dynamic models). To progress to the quantitative tool requires substantial practice and this thesis was satisfied to use the qualitative tool which was enough to satisfy objective six. Thus, objectively, the approach succeeded in its aim which was the analysis of a large company. 

[bookmark: _Toc57021141]8.2 Achievement of Objectives
The previous section has shown how the general aim has been satisfied. To satisfy these aims several objectives were identified which are considered in turn.

· To gain an understanding of the identity and purpose of the GCC,
· To identify the problems inherent in the current GCC using SSM.
· To construct a viable organizational model of the current GCC using VSM.
· To use the VSM to suggest improvements in organisational design of the GCC 
· To demonstrate how System Dynamics can be used as a tool to forecast consequences of organisational change in the GCC.
· To draw general conclusions from the case study for any multinational company.
[bookmark: _Toc57021142]8.2.1 To gain a understanding of the identity and purpose of the GCC
To answer the first research question: What is the identity of the GCC? both traditional and official perceptions regarding the identity of the GCC and the rationale for its creation were investigated using secondary data obtained from extant literature and from internal GCC documents. Traditional perceptions on the identity of the GCC point to political, economic and defence motives as the key drivers for the creation of the GCC. Furthermore, traditional perceptions relevant to the integration goals of the GCC attribute its establishment to the key objective of integrating the member states’ similar political and economic systems, and social values; and of addressing security concerns (Ramazani, 1988). The establishment of the GCC has also been considered as an ad hoc reaction to the political events prevalent in the Gulf region during the late 1970’s which was dominated by the threat of a deteriorating regional security environment. In the same vein, the creation of the GCC was considered as an economic and political initiative with its roots in the politico-economic events (Low & Salazar, 2011).

Directly opposed to the traditional perceptions regarding the establishment of the GCC are the official perceptions obtained from internal GCC documents. Whilst traditional perceptions on the establishment of the GCC attribute its creation as a response to the political and economic events and security issues affecting the Gulf region during the 1970s; official perceptions attribute its establishment to the representation of shared “historical, social and cultural reality” (The Cooperation Council for the Arab States of the Gulf, Undated). In fact, the founding charter of the GCC emphasizes that the objectives of the GCC are to facilitate “coordination, cooperation and integration between” member states “in all fields” (The Cooperation Council for the Arab States of the Gulf, 1981).

Results of the analysis of the disparate views through the lens of integration theories suggest that the integration of GCC member states into a cooperation council is hinged on the neorealism theory which is closely aligned to the politics of alliance formation, as well as on the theory of constructivism which posits that regionalism is “based on regional awareness, a shared sense of belonging to a particular regional community” (Legrenzi, 2002, p. 24).

The analysis revealed a possible dissonance at the heart of the GCC.  It was established as a cooperation council whose goal is to forge economic and political integration and cooperation amongst its members. Over the years, an alternative identity has surfaced, that of a supranational body which acts as a composite whole. Possible ramifications of this are analysed in chapter six
This objective was covered in section 4.2 using secondary research coupled with personal-observational experiences and archival evidence in section 4.3. It provides a solid starting point for the SSM analysis and the objective is achieved.
[bookmark: _Toc57021143]8.2.2 To identify the problems inherent in the current GCC using SSM.
To identify the problems besetting or affecting the GCC and to gain a deeper understanding of the GCC context, data was obtained from participant –observation and internal and external GCC documents. A full account of this procedure is given in chapter four. This data was used to form a Rich Picture (figure 4.1).
The rich picture supports the identity established in the first objective and shows that the GCC was established out of a shared set of commonalities which include language, culture, government system, and Islamic principles. In addition, although to some extent, the GCC’s political and economic integration goals have been successfully achieved; there are still some aspects of the economic and political cooperation agreements that are not yet implemented. A lacklustre and insipid implementation has been attributed to the lack of a supranational tool and the ceding of collective interests to issues of sovereignty of each member state. Other problems depicted in the rich picture include the following: 
· formation of the Commission of the Settlement of Dispute on an ad-hoc basis and at the behest of the members of the Supreme Council; 
· fragmentation in the policy making process in the GCC; 
· duplication of responsibilities delegated to the various committees which resulted in slow policy formulation and implementation, and dispute resolution. 
· an understaffed General Secretariat Office with mostly aging employees 
To conclude the SSM analysis, the following root definition of the GCC emerged:
The GCC is a political, economic, social, regional cooperation organization owned by the leaders of the GCC member states established to “effect coordination, integration, and interconnection among members states in all fields in order to achieve unity among them” (The Cooperation Council for the Arab States of the Gulf, Undated) by formulating and implementing relevant policies, resolutions and agreements in accordance with the legal instruments and limits set by its Charter
This objective was covered in Chapter four and was fully achieved.
[bookmark: _Toc57021144]8.2.3 To construct a viable organizational model of the GCC using VSM.
A Viable System Model of the GCC was constructed in Chapter five. based on the root definition (drawn from the analysis of the various data sources), using the CATWOE Mnemonic. It must be stressed that this is an analysis of the GCC “as is” and not “as it would like to be” – a supranational body. 
Three levels of recursion are considered.  The system in focus is the GCC itself and the final VSM model is shown in figure App B11. Three System ones were identified; - the Supreme Council, the Ministerial Council and the Secretariat-General. The variety attenuation and amplification between all systems was identified and great attention was paid to the four laws of organisation. The VSM diagnosis revealed many instances where the system ones did not follow the four Laws of Organisation laid down by Beer.  The VSM also shows that the system in focus does not have the requisite variety to make supranational decisions.  In fact, its present structure precludes this.  To do so would require an alternative structure (figure App B12) where the six member states are themselves the system ones of a new structure.  In this way, a supreme council would be able to influence decisions.  It would depend on the will of the individual states whether this would morph into a Hamiltonian or Lincolnian version. The validity of these models was confirmed using the Abduction method of C.S. Pierce which is fully discussed in section 3.7
This objective was covered in chapter five and has been completed.

[bookmark: _Toc57021145]8.2.4 To use the VSM to suggest improvements in organisational design of the GCC 
The VSM model could then be used to investigate possible changes in the organisational structure that would address the problem areas revealed in the Rich Picture. 
The system ones of the present GCC, namely, the Supreme Council, the Ministerial Council and the Secretariat- General all possess mechanisms relevant to variety engineering (see Figures 5.2, 5.3 and 5.4). but fail to fully satisfy the First Principle of Organization. This failure is identified as a principal cause of the difficulties identified by the Rich Picture. 
The supreme council despite its possession of effective mechanisms for variety engineering lacks requisite variety when it comes to dispute resolution and the creation of associated committees which leads to the duplication of responsibilities. (area number 5 above)
The Ministerial Council fails since despite its possession of effective mechanisms for variety engineering in terms of the determination of policy direction for approval by the Supreme Council and the recommendation of draft resolutions and policy instruments to the Supreme Council, it still does not have requisite variety when it comes to the monitoring and analysis of the policy formulation and implementation processes.(area 4 above)
The Secretariat-General fails since it attains requisite variety only in terms of the of its oversight of administrative and financial regulations of the GCC, as well as the performance of its operational activities and the assumption of management functions relevant to permanent policy monitoring. However, it does not have requisite variety in terms of human resources since its operations and management are hampered by an understaffed workforce whose members are mostly of retiring age.
These findings suggest solutions to the difficulties by improving the organisational structure of the GCC. 
(1) A VSM model of the Ministerial Council of the GCC at recursion zero which shifts the focus to the embedded systems that make up the Ministerial Council (Figure 5.27); 
(2) A VSM model of  the Ministerial Council of the GCC at recursion number three which shifts the focus on the attainment of requisite variety by the Ministerial Council’s Office (which is an embedment of the Ministerial Council) (Fig 5.28) 
(3) A new VSM model of system two and three star of the Secretariat General’s Office and 
(4) A VSM of the Supreme Council and how it should deal with variety between blocs, along channels, across transducers and how the whole process exhibits cyclical dynamics ( Figure 7.1). These models are deemed the best VSM models for the GCC because they were based on the results of the diagnostic enquiry and reflected the desired changes that should address the following identified problems: slow dispute resolution, duplication of responsibilities by the different committees, the absolute power vested in the Supreme Council in the approval of draft resolutions and in policy decision taking, and an understaffed General Secretariat with aging and retirable employees. These VSM model passed the efficacy, efficiency and effectiveness  criteria proposed by Checkland in evaluating conceptual models. The findings from the analysis of secondary data are buttressed and strongly supported by primary and archival data  
The GCC’s present System Five consists of members of the Supreme Council. By masterminding the metasystem 3-4-5, it soaks up any variety left unbalanced by the operation of the System 3 - System 4 homeostat. The Supreme Council responds to the various serious algedonic signals it receives through the holding of emergency meetings as provided for in the GCC Charter of 1981 (The Cooperation Council for the Arab States of the Gulf, 1981). It can thus maintain homeostasis but cannot assume a supranational role. To do so would involve a new structure where the systems ones were the members themselves. This objective is covered in chapter seven and has been completed 
[bookmark: _Toc57021146]8.2.5 To demonstrate how System Dynamics can be used as a tool to forecast consequences of organisational change in the GCC
The System Dynamics methodology was used to investigate one area that was identified in the SSM stage -  “can the GCC act as a supranational body”. This is an interesting question as it contrasts the actual and the desired role of the GCC. The resolution of this issue is beyond the remit of this research but the System Dynamic methodology was used to investigate several “what if “ situations. 

Four such situations were considered: dispute resolution; intra-GCC trade; common tariffs and currency unification. The dispute analysis showed that the GCC charter ensures regional security and stability in the Gulf region, thereby positively contributing to the overall peace process in the Gulf. Unfortunately, the peace process is negatively influenced by the nationalism and sovereignty of each member state since each GCC member state maintains full control over its defense policy and acts according to its own interests. At the same time, nationalism and sovereignty negatively influence the mediation efforts of the GCC, subsequently warranting the need for outside mediation. Thus, the link between outside mediation and de-escalation efforts of the GCC has a negative polarity. 

In the same vein, the causal loop diagram constructed for intra-GCC trade (see Figure 7.8) shows that the ‘supranational tool’ loop is a positive feedback loop that links the following variables: implementation of GCC Charter relevant to the economic agreements, the goal of economic integration, supra national tool, and economic regulation. Due to its positive polarity, the ‘supranational tool’ loop is a reinforcing feedback loop, implying that as the need for the attainment of economic integration goals increases, so does the prerequisite for the establishment of a supranational tool above what it would otherwise have been. 
This objective is covered in chapter six and has been completed
[bookmark: _Toc57021147]8.2.6 To draw general conclusions from the case study for any multinational company.
This thesis addresses the problems of large organisations and suggests a new approach for doing so using three established system methodologies: SSM, VSM and SD. A new approach can make a contribution to knowledge in three ways – support evidence, provide a logical and coherent explanation or be useful. Because of the complex interactions inherent in a large organisation, it is extremely difficult to use an empirical approach.  Any evidence (if it exists) is not guaranteed to be reliable as it may not (indeed will not) include ALL the facts and will be coloured by vested interests. As such the results are not falsifiable (in the Popperian sense) or verifiable (in the Kuhnian sense) This is a common criticism of social science or economic modelling but can be answered.  The researcher use the Abduction philosophy proposed by C.S. Peirce (1890) which can be roughly summarized by “if there is no reason to disbelieve then believe” The traditional way is to use empirical observation to construct models that fit. Einstein reversed this trend and sought truth in the models and let reality catch up! In this paper we do not ignore empirical observation and indeed insist on a triangulation of empiricism, primary and secondary data.  The approach uses tried and tested tools and is logical and coherent.  It is also useful as any attempt to unravel the workings of such systems or organisations adds to the general understanding of the problems and provides a debating platform for further improvement.  This echoes the views of Feyerabend (1975) who states that “the most important criterion is that a theory should be useful”  Science is done by people. Some of these are empiricists, some are rationalists, some are pragmatists and however “validity” is defined, there will be exceptions.  The researcher submits that this new approach is a valuable contribution to knowledge and in the particular case of the GCC has provided insights that they are now considering. The GCC was chosen as a suitable case study as the researcher has been there since its inception. Has had many roles and is now in a senior position.  He is thus able to do the data triangularisation that is mentioned in section 2.3

Critical reflections of three important issues that arose in the course of this research are now discussed.
8.2.6.1 Identity.
The identity of an organisation is determined by what it does.  Beers famous dictum is “a system is what a system does” This means that to understand the system, one must examine its actions. This is not as simple as it seems as often there is a collective cognitive dissonance where the organisation thinks that it is behaving in a certain manner (and indeed may have been set up to behave that way) but actually is behaving differently. (such as a supranational body). Identity is very much connected with purpose and cyberneticians place great emphasis on the teleological aspect of systems. Organisations are composed of people who have values. Values can be described as views of what is right or wrong.  From these values, come principles which are the rules and regulations that permit the vales to flourish.  These principles then determine behaviour and the identity of the organisation. The first stage in understanding large systems is to correctly define their purpose, behaviour and thus identity.
8.2.6.2 Organisational Structure.
Because of the size and complexity of the organisations under scrutiny, it is extremely difficult to begin any investigation. In order that the intended behaviour can function, the organisation has to be structured in a certain way.  There needs to be a structural coupling between organisation and behaviour. The initial insight of Weiner when he formed the area of cybernetics is that there exists a science of organisation i.e. all organisations (large or small. political or economic) all follow certain common rules. There are laws of organisation just as there are laws of physics or chemistry or mathematics. The VSM has proved a valuable tool in this regard. 
8.2.6.3 Data Collection.
There are two problems with data- collection and bias
Many secondary sources will exist and can be accessed by detailed research.  The problem here will be that many will be outdated and there could be the problem of cognitive dissonance mentioned earlier. Still they are as useful starting point.  Primary data can be accessed by means of questionnaires and interviews. The problem here is that of knowledge and bias. How much of the “big picture” do the people being interviewed possess and are their views coloured by their position in the organisation. A major contributor to data is that of the participant-observer. A participant-observer is a person who has been working in the organisation in many roles for many years.  He thus possesses two important attributes – knowledge of how thing are actually done and also access to information that would not be available to others.
The key question is whether in such a situation, the results obtained can be classified as reliable in the sense of free from bias. Anthropological and sociological studies have been using participant -observation for over a century. The term “ethnographic methods” has been coined to include qualitative methods of data collection such as observation, document analysis and interviewing.  Observation methods are useful to researchers in a variety of ways. They provide researchers with ways to check for nonverbal expression of feelings, determine who interacts with whom, grasp how participants communicate with each other, and check for how much time is spent on various activities. Also, researchers who are participant -observers can be aware of the tensions in the system and elicit responses amongst interviewees which they would not share with an outsider. They would also know when opinions are just not true and be aware of distortions or inaccuracies in the responses.
DeWalt and DeWalt (2002) believe that "the goal for design of research using participant observation as a method is to develop a holistic understanding of the phenomena under study that is as objective and accurate as possible given the limitations of the method" (They suggest that participant observation be used as a way to increase the validity of the study, as observations may help the researcher have a better understanding of the context and phenomenon under study. Validity is stronger with the use of additional strategies used with observation, such as interviewing, document analysis, or surveys, questionnaires, or other more quantitative methods. Participant observation can be used to help answer descriptive research questions, to build theory, or to generate or test hypotheses.
To summarise, a triangulation approach is recommended, combining multiple observers, theories, methods, and empirical materials. By this it is hoped to overcome any weaknesses or intrinsic biases and the problems that come from single method, single-observer, and single-theory studies.  The contents of the case study are mainly based on practitioner-observer analysis of both tacit and explicit knowledge but are thoroughly grounded in primary and secondary data.
[bookmark: _Toc57021148]8.3 Reflections on what has been achieved
This section summarises the authors critical reflections on what has been achieved in the course of this research. 
Participant-observation
During participant observation, the researcher has two separate roles at the same time: a subjective participant and an objective observer. He is a subjective participant in the sense that the knowledge gained through personal involvement inside the GCC can be used to interact with and gain further understanding of the processes. This component supplies a dimension of information that is lacking in secondary data. The researcher also needed to be an objective observer and record everything that he had seen, not letting feelings and emotions influence his observations and findings. An observer can never take a fully objective view as he is a hostage to his culture and background. Therefore, a major contribution to the knowledge of the researcher is a hermeneutic one in the sense that “meaning” is not universal. This is why the word” approach” is preferred over “methodology” as it allows for more flexibility. Tests and evaluations still played an important role but is set in the context of the GCC. In the final analysis, it is the trust. empathy and communication of the people that form the organisation that is important
These ideas fit with the principles of first and second order cybernetics. First-order cybernetics assumes, following scientific/rationalist dogma, that the observer is “outside of the system observed,” and in so doing stresses the separation of the human from The organisation is understood “as an object of control rather than an intrinsic part of the self.” In contrast, second-order cybernetics, implicates the observer, emphasizing that cognition or knowledge cannot be understood as a disembodied process. In other words, “the world is not out there,” but is made “by ourselves, by living it,”  The fact that the researcher was a participant-observer was an important factor in this research and it is  recommended that problems in in other organisations need the same approach..
Will this approach help to analyse organisations?
Over the period of the research, the researcher grew to understand the difficulties involved in analysing large organisations. Section 2.3 describes the evolution of thought concerning organisations. When an organisation was regarded as a type of machine, it was easier.  The scientific method could be used.  Parts that were not working could be identified and corrected.  This all changed when the organisation is perceived as a system.  Any new approach must take a holistic view of the organisation. This is why the three systemic tools were chosen.  The VSM provided the means to understand the workings of the GCC (i.e. as it is now, at present) but the SSM was needed to see how the GCC had evolved and what its original intentions were.  The Root definition was needed to begin the VSM and the Rich Picture identified important issues that the staff felt needed correcting. Suggestions of how to do this were also part of the VSM (chapter seven). To complete the holistic picture, the causal analysis highlighted the possible consequences of certain modifications to the structure.  
One question which a researcher must clarify in their minds is “what is the final outcome?”.  If the purpose is to take a badly functioning organisation and to reform it, then there is a risk that the proposed reforms will not work as Systems thinking teaches us that it is impossible to precisely identify the organisation. Thus, using this approach is a risk as there is, so far, only one case study for reference. If the purpose is to gain understanding, then the approach was highly successful. The next step is to present the suggested changes with reasons why they are needed and what they would bring to the organisation.  It is then for the organisation to decide whether to affect the changes.  This is the present stage at the GCC.
How accurate are the outcomes?
Positivism encourages empirical observation, analysis, and classification of surface elements. Cyberneticians, in contrast, believe that these surface phenomena are generated by underlying structures or systems of relationships which should be uncovered and understood. It is therefore incumbent upon scientists to provide explanations of the phenomena available to our senses in terms of the underlying, unobservable mechanisms that produce them.  So, for example, the violation of cybernetic laws at the deep structural level in organizations will manifest itself in various pathologies at the surface level, leading to poor performance. Knowledge of cybernetic principles permits a trained analyst to pinpoint the faults and suggest how they can be corrected. 
Because of the complex interactions inherent in a large, complex organisation, it is extremely difficult to use an empirical approach.  Any evidence (if it exists) is not guaranteed to be reliable as it may not (indeed cannot) include ALL the facts and will be coloured by vested interests. As such the results are neither falsifiable (in the Popperian sense) nor verifiable (in the Kuhnian sense) This is a common criticism of this type of modelling but can be answered by using the Abduction philosophy proposed by C.S. Peirce which can be roughly summarized by “if there is no reason to disbelieve then believe” 
Before any outcomes can be evaluated, they must be implemented. This normally requires making decisions which are expensive and time consuming. The benefit of using a participant observer is that the researcher is in a high-ranking role in the GCC and is in a position to gradually implement these changes which is happening. S these occur, more papers will be published.  
Is the choice of tools justifiable?
As mentioned in chapter one, there were several candidates for the system tools. It is not possible to say that the combination chosen was the optimum but it can be said that their synthesis resulted in a useful approach as detailed above. Each related to the other. The SSM provided the data fir the approach. The VSM seeks to model the causal processes at work at this deep structural level which generate the surface phenomena and the relationships between them There was a logical, clear link between it and the VSM for which there is no well-known and published alternative.  System Dynamics is widely regarded, especially in the USA, and was a fitting complement to the other two. It is certainly possible that a different synthesis could produce similar results but the outcomes from the case study for this approach have been abductively evaluated and my opinion is that these chosen tools are at least adequate and at best are good.
Data Collection
This process involved questionnaires and interviews.  On reflection, in this study, maybe more interviews should have been conducted but that is a matter of scale. There are many difficulties in collecting data in such companies and the GCC was no exception. This is where the researcher’s role as a participant-observer was important. It is difficult to imagine how such data could be obtained by an outsider as there is a natural tendency to close ranks especially when different cultures are involved.
The diagnostic stage used Stafford Beer’s VSM template to diagnose structural deficiencies. “Diagnosing the System” was the book that was primarily used and this function (diagnosis) is regarded as one of the most useful applications of the VSM. Knowing where to start a diagnosis is recognized as a major problem. This stage of the approach proved the most difficult for the researcher as it requires a thorough knowledge of Viable Systems Theory which involves understanding Beer who is not an easy writer using many unusual words and abstractions. Causal loop diagrams create stories about complex issues. In the braided approach, they can provide a further understanding of the interrelationships within a system’s structure in a more explicit form. The resulting diagrams also provide a visual representation that can be used to communicate that understanding with others.
The application of Content Analysis 
The use of content analysis was a weak point of the research.  Because of the small number of scripts, it was easier to read and analyse the content by hand. The ATLAS software was superfluous.  It could be useful for analysing larger samples, so it was worthwhile experimenting with it, but it added little to this current work.
Was the choice of case study appropriate?
The GCC is a medium-large multinational organisation which displays all the characteristics that need to be identified and understood by the approach such as any interdependent parts, conflicting interests and cognitive dissonance. As such it was an appropriate choice for a case study and enabled all the stages to be thoroughly tested. It also illustrated the difficulties in getting data and the usefulness of having a participant-observer
Is the approach transferable?
There is nothing to prevent the approach being used for any large organisation. Subjectively, the researcher finds the stages clear and they produce reasonable outcomes. To use the approach effectively requires considerable study especially of the VSM. Once there is a mastery of the three techniques, then transferability can be performed.  Possibly a team of three each with a mastery in one of the areas would solve this problem.  The crucial assumptions are that an organisation must be treated as a system and that there are cybernetic laws that must be followed.  Any researchers must fully accept these assumptions.  If so then, the approach is transferable The transferability of the approach rests on the fact that three established areas of expertise have been braided together (interwoven with each other) to achieve understanding.  This braiding provides the flexibility – the exact use of and timing of each  is not rigidly proscribed. The researcher can use judgement and wisdom to decide..
Has the research filed the gaps in knowledge identified in chapter one?
The three gaps in knowledge were identified as a need for a new approach to understand large organisations; most existing studies and models have been conducted from a Western perspective and that the GCC had problems but no knowledge of how to solve then.  The first gap is a “systemic gap” i.e. it is a gap in relationships rather than in expertise in individual knowledge. To close this gap. a new braided approach was introduced. The second gap was addressed by using the GCC as a case study. The final gap is being addressed by the fact that, as a participant-observer, the researcher in his capacity as a senior member of the GCC, is in the position to affect change.  His expanded horizons concerning organisational structure and behaviour is the driver for these changes which will hopefully be beneficial to the GCC 

All in all, the researcher found the research most rewarding and it fulfilled his personal motivation concerning the organisation for which he works. The research has had a great effect on his philosophical view of reality. The researcher is now convinced that there is no fixed, certain, verifiable process that can be applied to this problem. The best a new approach can achieve is a framework for further understanding.  He now more fully understands and believes understand the oft repeated phrase “the reward is in the journey not the destination”

[bookmark: _Toc57021149]8.4 Contribution to Knowledge
How does research relate to policy and practice in the context of second order cybernetics? Second order cybernetics inclines one to extreme caution in relation to our explanations, and similarly to the degree of control that one has over the understanding of complex organisations. It cannot deliver the kinds of clear and simplistic lines between evidence and practice or policy that is often demanded. The complexity of the complex reality that is being researched and the explanatory frameworks within which new explanations are generated mean that these are invariably fragile and open to layers of interpretation and reinterpretation. Understanding large organisations is like a work of art, rich in interpretive possibilities, and the role of research is to offer tentative identiﬁcation and critical analysis of these interpretations.
 The success of interventions in the interests of one objective or another is unpredictable. There are too many variables to predict clear lines of effect between intervention and result, Metaphors for education are better found in the arts and sport than medicine or engineering. Observation and formal study play important parts in preparation or rehearsal for the activity, but the activity itself cannot be driven by those observations and studies. Furthermore, there are sufﬁcient instances of successful performance where the ‘theory’ has been thrown aside to keep researchers in a state of continuous evaluation and re-evaluation of their explanations.
Rather than seek to undertake inquiry that simpliﬁes through reducing this complexity to that which can be measured objectively, a cybernetic approach begins by acknowledging that human settings and activities are necessarily complex. This is not a new idea. E. B. Tylor’s 1871 deﬁnition of culture, used as a base deﬁnition in cultural studies, is that ‘Culture or Civilisation, taken in its widest ethnographic sense is that complex whole which includes knowledge, belief, art, morals, law ,custom and any other capabilities and habits acquired by man [sic] as a member of society (Melville 2012).
Cybernetics offers principles; it does not substitute for thoughtfulness. It presents preferred ways of thinking about the organisation of the world, while simultaneously pointing to the impossibility of accuracy in knowledge and prediction. This is one of its greatest advantages. Engaged with in this way, cybernetics fosters reﬂection and thoughtfulness. Taking complexity as conceptual and theoretical, we engage as imaginative, creative beings in converting complexity ideas into particularities. Complexity in this way does not offer research recipes, ‘tried and true’, but rather a space for thinking otherwise, for musing on a series of ‘as ifs’. Out of a researcher’s engagement with complexity, in combination with their history of being and researching preferences, researchers can evolve appropriate complexity inspired or informed research approaches and strategies.
Three ways that research can make a contribution to knowledge are to support evidence or experimental results, provide logical and coherent explanations of outcomes or just simply be useful.  The traditional way to do research is to use empirical observation to construct models that fit. Einstein reversed this trend and sought truth in the models and let reality catch up. In this thesis, empirical evidence is not ignored. Participant-observation plays a major role in the diagnosis but a. comprehensive and detailed triangulation of empiricism, primary and secondary data is adopted.  The approach uses tried and tested tools and is logical and coherent.
 The researcher thus submits that the approach is a valuable contribution to knowledge in the following two ways:

1. Novel Synthesis of existing knowledge
SM, VSM and SD are three established methodologies which have been used individually in many areas. To the researcher’s knowledge, this is the first time that they have been has combined to form a logical and coherent procedure for investigating large organisations. This is a significant contribution to knowledge
2. Redefining Western debate in an area of research.
The understanding of how to approach the analysis of multinational organisations has been enhanced. The extensions mentioned in 8.3 below discuss how the procedure can be applied to many different types of organisations and structures.

To the researcher’s knowledge, there exists no previous such analysis of the GCC and any attempt to unravel the workings of the GCC will add to the general understanding of the problems inherent in this organisation.  The work also provides a debating platform for further improvement.  This echoes the views of Feyerabend  (ibid)  who states that “the most important criterion is that a theory should be useful” Science is done by people. Some of these are empiricists, some are rationalists, some are pragmatists and however “validity” is defined, there will be exceptions. Thus the work done on the GCC is also a contribution to knowledge in the following three ways:
1. Applying new procedures in a new context;
The procedure is successfully applied the GCC and this is the first instance of such work. The work has provided insights that are now being considered by the GCC. 
2. Publishing new data derived from interviews and evaluations 
The primary data which has been assembled was not easy to obtain due to restrictions in the GCC. This is therefore a valuable contribution and can be a fertile source of knowledge for other MENA countries.
3. Introducing Systems Thinking to the GCC
During the period of research, the researcher became a passionate advocate of System Thinking. The spread of this thinking inside the GCC will be contribution to both knowledge and practice.
[bookmark: _Toc57021150]8.5 Possible Extensions to the Research
With regard to the GCC, the VSM shows that it does not have the requisite variety to make supranational decisions.  In fact, its present structure precludes this.  To do so would require an alternative structure (figure App B12) where the six member states are themselves the system ones of a new structure.  In this way, a supreme council would be able to influence decisions

This question which concerns the relationship between autonomy and central command occurs in many organisations: large political systems (such as the United States of America, The Swiss Federation, the European Union and the Gulf Cooperation Council) , large economics systems (such free market systems, planned economies or socialist systems) and large business systems. (such as members of the FAANG group -Facebook, Amazon, Apple, Netflix and Google- which are extremely powerful especially in the Western hemisphere).

In the original USA constitution, the individual states were the system ones and they existed in a loose union where only major decisions (such as war) were made by the System Five - the president. (Howe 2007)  This is known as the Hamiltonian or Jefferson model.  After the civil war, Lincoln wanted much more central control and he changed the role of the system Five to its present role where the president has much more power and the autonomy of the states are reduced. (Lind 1997, Barlow 1988) In the case of Switzerland, there are four system ones (the four cantons) and they have a more Hamiltonian structure.  In the case of the European Union, the UK claims that it entered a Hamiltonian structure which has evolved over time into a Lincolnian structure which severely limits the autonomy of the UK.

This is a future area of research where the approach developed in this thesis can be applied.
[bookmark: _Toc57021151]8.6 Conclusion
This research addresses the problems of large organisations and suggests a new approach for doing so by combining three tested systemic tools:  SSM, VSM and SD.  To test the approach, the GCC was chosen as a case study.   The work was well received by the GCC and discussions are ongoing concerning the insights generated by the work.
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[bookmark: _Toc57021154]A1 Questions for the first interview

General Demographic Information
How old are you?
What is your highest educational attainment?
How long have you been working at the GCC?
What is your current position?
 Do you think that the GCC is facing an organisational problem?
 
What do you think is / are the organisational problem/s affecting the GCC? Why did you think that this is / these are problematical for the GCC?

What do you think are the effects of this/these problem/s on the organisational performance of the GCC? Can you please explain these effects in more detail, if possible?

What do you think is needed to address the organisational problems (s) of the GCC?

What do you think is the mission of the GCC?

Do you think that the GCC is able to accomplish its mission? Why or why not?

What do you think are the long-term targets of the GCC?

Do you think that the GCC is able to achieve these long-term targets? Why or why not?

Who do you think are the customers of the GCC? Those who are on the receiving end of the integration of the member-states?

Who do you think carryout the activities of the integration of the member-states?

What do you think the GCC does to achieve cooperation amongst member states?

What do you think is the worldview that lies behind the establishment of the GCC?

Who do you think are the person(s) who has commissioned the system and who has sufficient formal power over the system to stop it existing if they so wished?

What do you think are the environmental constraints of the GCC? These include things
 such as ethical limits, regulations, financial constraints, resource limitations, limits  set by terms of reference







[bookmark: _Toc57021155]A2 Three Representative Samples from First Interview 

Interviewee 1
General Demographic Information
How old are you? 37
What is your highest educational attainment? Bachelor’s degree
How long have you been working at the GCC? 8 years
What is your current position? Staff of the Secretariat-General Department
Do you think that the GCC is facing an organisational problem? Yes.
What do you think is / are the organisational problem/s affecting the GCC?
The Supreme Council whose members meet only once a year has the sole authority to approve draft resolutions.
Why did you think that this is / these are problematical for the GCC?
This is problematical because it takes a long time for the Supreme Council to approve draft resolutions already recommended by the members of the Ministerial Council.
What do you think are the effects of this/these problem/s on the organisational performance of the GCC? Can you please explain these effects in more detail, if possible?
This means that pressing problems that need to be addressed immediately had to be dealt with by calling for an emergency or extraordinary meeting of the Supreme Council. If some members of the Supreme Council would decline the invitation of the Secretary –General, then a consensus will not be reached.
What do you think is needed to address the organisational problems (s) of the GCC?
Organisational change.
What do you think is the mission of the GCC?
To facilitate cooperation of member states in the areas of politics, economics and culture.
Do you think that the GCC is able to accomplish its mission? Why or why not?
To some extent, yes. But a full integration is not yet achieved. For instance, although there is regional peace, some disputes between member countries were resolved after some time and only with the help of the United Nations, such as in the case of Bahrain and Qatar over contested islands. Dispute resolution is a key weakness of the GCC, probably because national interests and issues of sovereignty supersede those of the GCC’s.
What do you think are the long-term targets of the GCC?
To facilitate full political, security, economic and cultural integration amongst member states. To achieve economic strength and regional security as a cooperation council.
Do you think that the GCC is able to achieve these long-term targets? Why or why not?
Not yet. Although the GCC Customs Union and Common Market are already being pursued, they are not yet fully achieved. Perhaps differences in national interests of member states are what prevent the achievement of a Customs Union and Common Market.
Who do you think are the customers of the GCC? Those who are on the receiving end of the integration of the member-states?
People of the GCC member countries.
Who do you think carryout the activities of the integration of the member-states?
Employees and officials of the GCC.
What do you think the GCC does to achieve cooperation amongst member states?
Formulate and implement regulations.
What do you think is the worldview that lies behind the establishment of the GCC? GCC was established to effect cooperation of member countries to attain regional peace and economic stability.
Who do you think are the person(s) who has commissioned the system and who has sufficient formal power over the system to stop it existing if they so wished?
The Supreme Council.
What do you think are the environmental constraints of the GCC? These include things such as ethical limits, regulations, financial constraints, resource limitations, limits set by terms of reference, and so on. Limits set by the GCC Charter


Interviewee 2
General Demographic Information
How old are you? 45
What is your highest educational attainment? Master’s degree
How long have you been working at the GCC? 12 years
What is your current position? Staff of the Secretariat-General Department
Do you think that the GCC is facing an organisational problem? Yes, it is facing an organisational problem.
What do you think is / are the organisational problem/s affecting the GCC?
The key organisational problem of the GCC is rooted in its organisational structure. Let us take the flow of the policy formulation process as an example. Many of the activities involved are duplicate activities. The technical and relevant committees of the Ministerial Council have the same responsibilities and activities as the associated committees of the Supreme Council. These committees are all tasked with studying the draft resolutions recommended by the Office of Secretariat-General. The flow is like this, we, at the Office of Secretariat-General are tasked with the study of important matters and with drafting resolutions. These resolutions are then passed onto the Ministerial Council for evaluation. But it is not the members of the Ministerial Council who actually evaluate our draft resolutions, but they delegate the task of evaluation to its committees. Now, draft resolutions which get approved by the Ministerial Council are again, studied by the committees of the Supreme Council. So, there is duplication of activities.
Why did you think that this is / these are problematical for the GCC?
This is problematical for the GCC because duplication of responsibilities and duties use a lot of resources and it takes a long time for the draft resolutions to get approved. It also takes a lot of time to implement the policies.
4 What do you think are the effects of this/these problem/s on the organisational performance of the GCC? Can you please explain these effects in more detail, if possible?
Well, because of the duplication of responsibilities, the organisational performance of the GCC is negatively affected. We cannot achieve set objectives at the agreed timeframe.
What do you think is needed to address the organisational problems (s) of the GCC? Change the process of policy development and approval. Change the organisational structure.
What do you think is the mission of the GCC?
To achieve political, economic and military cooperation amongst member states.
Do you think that the GCC is able to accomplish its mission? Why or why not? Yes, we have achieved political, economic and military integration. All member states cooperate in these areas. But not all member states implement the GCC policies in the same manner. Some member states are strictly following set policies, while others are not. So, the implementation of policies is not uniform in all member states.
What do you think are the long-term targets of the GCC?
To achieve full integration of member states. To achieve political and economic stability.
Do you think that the GCC is able to achieve these long-term targets? Why or why not?
No. A full integration has not been attained to this day. But GCC countries, I believe are stable politically and economically. But still a lot has to be done.
Who do you think are the customers of the GCC? Those who are on the receiving end of the integration of the member-states?
Citizens of Bahrain, Oman, Qatar, UAE, Saudi Arabia and Kuwait.
Who do you think carryout the activities of the integration of the member-states?
GCC staff and top officials, including committees.
What do you think the GCC does to achieve cooperation amongst member states?
Make and enforce resolutions.
What do you think is the worldview that lies behind the establishment of the GCC? GCC was established to achieve cooperation and closer ties of member countries to attain economic and political integration for economic and political stability.
Who do you think are the person(s) who has commissioned the system and who has sufficient formal power over the system to stop it existing if they so wished? The Supreme Council
.14 What do you think are the environmental constraints of the GCC? These include things such as ethical limits, regulations, financial constraints, resource limitations, limits set by terms of reference,
The regulations stated in the GCC Charter and duly ratified agreements entered by the member states.

Interviewee 3

General Demographic Information
How old are you? 39
What is your highest educational attainment? Bachelor’s degree
How long have you been working at the GCC? 8 years
What is your current position? Staff of the Secretariat-General Department
Do you think that the GCC is facing an organisational problem? Yes.
What do you think is / are the organisational problem/s affecting the GCC?

Our department is understaffed. Some employees are old. We have more work than we can handle.
Why did you think that this is / these are problematical for the GCC?
This is a problem because it delays the achievement of planned goals. Our department has overworked employees and we do most of the studies.
What do you think are the effects of this/these problem/s on the organisational performance of the GCC? Can you please explain these effects in more detail, if possible?
The organisational performance is badly affected.
What do you think is needed to address the organisational problems (s) of the GCC? Employ younger and more employees to work at the General Secretariat.
What do you think is the mission of the GCC?
To forge cooperation of the six countries - Bahrain, Qatar, Saudi Arabia, Oman, UAE, and Kuwait in the important areas of economy, politics and military.
Do you think that the GCC is able to accomplish its mission? Why or why not?
Yes, to some degree, but we want to accomplish and do more.
What do you think are the long-term targets of the GCC?
The long-term targets would be a stronger, integrated economy and government for the whole Gulf region.
Do you think that the GCC is able to achieve these long-term targets? Why or why not?
Not yet. As I mentioned, we still need to do more to accomplish the long-term targets.
Who do you think are the customers of the GCC? Those who are on the receiving end of the integration of the member-states?
Citizens of the countries that are members of the GCC.
Who do you think carryout the activities of the integration of the member-states?
People working at the GCC.
What do you think the GCC does to achieve cooperation amongst member states?
Study and enforce regulations and policies.
What do you think is the worldview that lies behind the establishment of the GCC? GCC was established to forge cooperation of the six countries and integrate them economically and politically.
Who do you think are the person(s) who has commissioned the system and who has sufficient formal power over the system to stop it existing if they so wished?
The Supreme Council.
What do you think are the environmental constraints of the GCC? These include things such as ethical limits, regulations, financial constraints, resource limitations, limits set by terms of reference, and so on.
Limits set by Articles in the GCC Charter and the Ratified Economic Agreements.
Who do you think are the person(s) who has commissioned the system and who has sufficient formal power over the system to stop it existing if they so wished?
The Supreme Council.
What do you think are the environmental constraints of the GCC? These include things such as ethical limits, regulations, financial constraints, resource limitations, limits set by terms of reference.



[bookmark: _Toc57021156]A3 Content Analysis of Second Interview
Codes
Understaffed Secretariat- General Office 
National interests placed above GCC interests
Many retirable employees at the Secretariat-General Office
It takes a long time to resolve disputes and implement policies 
Fragmentation in policy making
Duplication of responsibilities by the different committees
Absolute power given to the Supreme Council to Take Decisions
Absolute power given to the Supreme Council in approving draft resolutions.
Code 1 Results
There is a need to recruit more employees to work at the Office of the General Secretariat.
Our department has overworked employees and we do most of the studies
Our department is understaffed
Some employees are old. We have more work than we can handle
Code 2 Results
There should be a mechanism that will transcend the interest of the Gulf region or the GCC above the sovereign or national interests of the members of the GCC
Although the GCC has achieved cooperation in various areas, there are issues that have been treated differently by member countries. There is a laxity and differential implementation of policies by each country.
Code 3 Results
The key organisational problem of the GCC is rooted in its organisational structure.
The flow is like this, we, at the Office of Secretariat-General are tasked with the study of important matters and with drafting resolutions. These resolutions are then passed onto the Ministerial Council for evaluation. But it is not the members of the Ministerial Council who evaluate our draft resolutions, but they delegate the task of evaluation to its committees. Now, draft resolutions which get approved by the Ministerial Council are again, studied by the committees of the Supreme Council.
Code 4 Results
It takes a long time to resolve disputes and implement policies
Committees of the Ministerial Council have the same responsibilities and activities as the associated committees of the Supreme Council.
The Commission for the Settlement of Dispute is formed only at the behest of the Supreme Council and is only ad-hoc by nature  
Code 5 Results
Because there are many committees that are consulted by the Ministerial Council and the Supreme Council before any draft resolutions are passed, approved and implemented.
Code 6 Results
[bookmark: _Hlk14623303]Many of the activities involved are duplicate activities
Code 7 Results
The Supreme Council whose members meet only once a year has the sole authority to approve draft resolutions.  
Committees of the Ministerial Council have the same responsibilities and activities as the associated committees of the Supreme Council.
Since the GCC is made up of six different countries, they are subject to following their own interests in implementing policies.
This is problematical because it takes a long time for the Supreme Council to approve draft resolutions already recommended by the members of the Ministerial Council.
This means that pressing problems that need to be addressed immediately had to be dealt with by calling for an emergency or extraordinary meeting of the Supreme Council. If some members of the Supreme Council would decline the invitation of the Secretary –General, then a consensus will not be reached.
Code 8 Results
It takes a long time for the draft resolutions to get approved.
It takes a long time for disputes to be settled. The variable implementation of policies runs counter to the intention or mission of the GCC to integrate the 6 countries.
It takes so long to act on issues and important matters because of the slow process of arriving at solutions


[bookmark: _Toc57021157]A4 Questionnaire (English Translation)
Dear participant,
There have been a series of interviews addressing various concerns regarding the structure and purpose of the GCC. Seven issues have been identified and I would like you to rank their importance on the scale provided.
 (1 indicates little importance, 5 high importance). Your reply is anonymous. Each question needs careful thought and attention.  I would appreciate your full cooperation as your opinion is important.

The GCC is a body consisting of the seven Gulf States which can smooth over difficulties. An alternative structure would be similar to the European Union where it acts as a supranational entity. Will establishing such an entity; 
help the GCC do what it is required to do.                                                                              1. 2. 3. 4. 5
enable the organisational structure of the GCC to work more  effectively.                            1. 2. 3. 4. 5
help to meet the higher- level goals within which the GCC must operate                              1. 2. 3. 4. 5

There is a move to abolishing duplicate committees and replacing them with a permanent committee. will:
help the GCC to do what it is required to do more effectively.                                               1. 2. 3. 4. 5
help the GCC allocate its resources more effectively.                                                            1. 2. 3. 4. 5
be one of the best ways to meet the higher-level goals within which the GCC must operate                                                                                                    
                                                                                                                                                 1. 2. 3. 4. 5
An improvement of  implementation processes in the  GCC will 
help the GCC to do what it is required to do.                                                                          1. 2. 3. 4. 5
help the GCC allocate its resources more effectively.                                                            1. 2. 3. 4. 5
is one of the best ways to meet the higher-level goals within which the GCC must operate.                                                                                                                             
                                                                                                                                                 1. 2. 3. 4. 5 
Developing  a uniform implementation programme will 
help the GCC to do what it is required to do more effectively.                                               1. 2. 3. 4. 5
help the GCC allocate its resources more effectively.                                                            1. 2. 3. 4. 5
is one of the best ways to meet the higher-level goals within which the GCC must operate.                                                                                                         
                                                                                                                                                 1. 2. 3. 4. 5
Formulating a rigorous  dispute resolution programme will 
help the GCC to do what it is required to do more effectively.                                               1. 2. 3. 4. 5
help the GCC to help the GCC resolve conflicts more efficiently and economically.  
                                                                                                                                                 1. 2. 3. 4. 5
is one of the best ways to meet the higher-level goals within which the GCC must operate.                                                                                                                   
                                                                                                                                                 1. 2. 3. 4. 5
Standardizing  economic and political agreements will 
help the GCC to do what it is required to do more effectively.                                              1. 2. 3. 4. 5
help the GCC to attain regional integration.                                                                           1. 2. 3. 4. 5
is one of the best ways to meet the higher-level goals within which the GCC must operate.                                                                                                                           
                                                                                                                                                                 1. 2. 3. 4. 5
Recruiting  more rank and file employees will 
help the GCC to do what it is required to do more effectively.                                              1. 2. 3. 4. 5
help the GCC to attain regional integration more efficiently and economically.  
                                                                                                                                                 1.2. 3. 4  5.
is one of the best ways to meet the higher-level goals within which the GCC must operate                                                                                                                 
                                                                                                                                                 1 2. 3. 4  5.

[bookmark: _Toc57021158][bookmark: _bookmark153]A5 Content Analysis from Third Interview
MEMO: Do you think that establishing a supranational body will help the GCC do what it is required to do more effectively and efficiently? Why or why not?
Interviewee 1
Yes, it will help the GCC do what it is required to do more effectively and efficiently because it will help iron out issues revolving around border conflicts and uneven tariff rates and all other problems that arise from uneven or unequal treatment of members of the GCC.
Interviewee 2.)
Yes. It is needed. It will help harmonise everything. Integration can be achieved more successfully than without it. With a supranational body, the collective interests will supersede national issues and interests of each country.
Interviewee 3
Yes, a supranational body – a committee that will act as a collective representation of the GCC ideology, a fair committee should be created
Interviewee 3.
It will help in the development and implementation of agreements and in resolving disputes fairly and quickly so that they do not escalate any further.
Interviewee 4
I think that a supranational body will help eliminate bias and power play, leading to greater cooperation among members of the GCC.
Interviewee 5
Yes, because a supranational body or committee will help expedite the peaceful resolution of disputes, help in the integration of the principles of political coordination and integration of economies. 
Interviewee 6
Yes, I think that establishing a supranational body will help the GCC do what it is required to do more effectively and efficiently as this will help in a fairer implementation and enforcement of ratified agreements.
Interviewee 7
Yes, it is what is needed if we are to resolve issues related to national pride and the carrying out of national agenda ahead of the interests of the GCC- that is to effect a full integration of economic and political policies.
This supranational body should be fair and representative of all member states. So the composition and this supranational body should be well chosen and well thought of.
Interviewee 8
Yes, I think that establishing a supranational body will help the GCC do what it is required to do more effectively and efficiently because such body will help ensure that the political and economic integration goals of the GCC are achieved immediately.
Thus, with the help of the supranational body, the interests of the GCC will be prioritised over the own interests of the member state of the GCC.
Interviewee 9
Yes, I most certainly believe that a supranational body will help the GCC do what it is required to do more effectively and efficiently precisely because it will help stop the differential implementation of policies by member states.
It will also help unite the GCC members and come up with a collective decision regarding various issues related to economic and political integration.
Let’s take the issue of Yemen for example. The GCC members appear to be divided insofar as providing military backing to Saudi against Yemeni Houthis. Whilst the five member states- Saudi, the UAE, Qatar, Bahrain and Kuwait have decided to quash the Houthi insurgency in the North, Oman remained steadfast in its resolve not to get involved. Similarly, with Yemen’s application for GCC accession, Oman was in support for Yemen’s GCC membership whilst Kuwait was reluctant.
Interviewee 10
Yes, I think that a supranational body is needed to increase the level of cooperation among the GCC members.
Supranational body will help ensure that the economic and political agreements are uniformly implemented, that all members adhere to the same stipulations or conditions specified in the agreements.
I think that there will be less conflicts and issues and a higher success level in terms of economic and political integration.
MEMO: Do you think abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently? Why or why not? 
Interviewee 1
Of course. Abolishing duplicate committees will help speed up every process required in the drafting, approval and implementation of GCC agreements. It will help save time, effort and resources for the GCC…so yes, abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently
Interviewee 2
Yes, duplicate committees working on the same tasks and having duplicate responsibilities should be abolished 
They only eat up resources that should be allocated in other more important tasks.
Interviewee 3
Yes. I believe that some committees are only duplicates of others.
They have the same responsibilities and I think they should be abolished.
This is because duplicate committees are only a nuisance and they prolong or delay the work to be done and use a lot of GCC funds.
Interviewee 4
Yes, the GCC needs to abolish duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently 
A permanent committee will speed up everything since it will eliminate the need to form committees regularly and appoint its members.
Interviewee 5.
Yes, because duplicate committees are only a waste of GCC resources- they use up a lot of time and finances.
If they will be eliminated, then we can save a lot of these resources which can be allocated for other functions or GCC activities.
Interviewee 6
I think that these duplicate committees should be abolished and replaced with a permanent committee to help the GCC do what it is required to do more effectively and efficiently.
These duplicate committees create more back log in the work and make everything slow for us.
Interviewee 7
Yes. I wholeheartedly think that abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently because it will help speed up the process of whatever tasks are needed to be accomplished.
Everything will be done faster and will require less financial resources. I believe in lean thinking.
Interviewee 8.
Oh yes, I definitely think that abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently this is because to date, there are many committees that are established or created on an adhoc basis
Abolishing these duplicate committees can actually speed up the manner by which the major functions of the GCC are carried out, so it will help the GCC do what it is required to do more effectively and efficiently.
Interviewee 9
Yes, I definitely think that duplicate committees should be abolished and replaced by a permanent committee so that the GCC can do what it is required to do more effectively and efficiently.
This is precisely because duplicate committees are a waste of resources. Funds that are allocated for the creation of duplicate committees can be used for other functions and purposes.
Also, duplicate committees just lengthen the time it takes to study, propose, ratify and implement agreements.
Interviewee 10.
Yes, absolutely. I think that for the GCC to become more effective and efficient, it should abolish duplicate committees.
The problem with duplicate committees is that they are created on a temporary, interim basis – depending on the level of need for it – much like a consultancy committee.
I believe that these committees have the same responsibilities and they unfortunately stall the entire process of policy formulation and implementation.
These committees use up a lot of resources that are of course, just wasted
MEMO: Do you think a systemic account of the implementation process will help the GCC 
do what it is required to do more effectively and efficiently? Why or why not?
Interviewee 1.
Yes, a systemic account of the implementation process will help the GCC do what it is required to do more effectively and efficiently because it will help the GCC generate a list of Agreements and information related to the implementation process – are agreements being implemented uniformly – if not, which countries implement the agreements and which do not…those sort of issues.
Interviewee 2.
Yes, a systemic account of the implementation process will help the GCC do what it is required to do more effectively and efficiently because it will help the GCC monitor and evaluate its performance insofar as the implementation of agreements and regulatory instruments are concerned
Such a systemic account will also give an idea of what should be done in order to further improve the implementation of GCC agreements and policies.
Interviewee 3.
Yes, a systemic account of the implementation process will help the GCC do    what it is required to do more effectively and efficiently, because by this	systemic account of the implementation process, we can have an idea of the problems affecting the  implementation  of  the  GCC agreements and laws and	policies.
This will give us information about the status of the implementation of ratified agreements and laws; and also information about which of these agreements and laws are beneficial for the GCC and which are not.
Interviewee 4.
Yes, it will enable the GCC to do its work effectively, because it will let us know which policies are being implemented and which are not being implemented.
Interviewee 5.
Yes. That is what we need right now, in order to know what impedes the implementation of agreements and what speeds them up so that implementation is faster and more successful and effective.
Interviewee 6.
The poor implementation of the ratified agreements would be investigated carefully, which necessitates the undertaking a systemic account of the implementation process.
Interviewee 7.
Yes, I think that a systemic account of the implementation process will help the GCC do what it is required to do more effectively and efficiently, especially if what you meant by systemic account is that it is something that pertains to study of the implementation process of the GCC by looking at the different components of the implementation system.
This will result in a careful investigation of the implementation process.
Yes, this is what is needed to monitor and effectively evaluate the implementation process of the GCC.
Interviewee 8
Yes. I believe that a systemic account of the implementation process will help the GCC do what it is required to do more effectively and efficiently because it will help us understand the problems related to the implementation process because this is where the problems of realising the full integration of the Gulf states lies
Interviewee 9.
Yes, a systemic account of the implementation process will help the GCC do what it is required to do more effectively and efficiently
Without it, implementation of ratified agreements would become more difficult – as it is now.
We need to know why and how to improve such implementation to make compliance less variable and more uniform.
Interviewee 10.
Yes, I firmly believe that a systematic account of the implementation process will help the GCC do what it is required to do more effectively and efficiently because it will help improve or correct monitoring and reporting issues and ultimately, improve outcomes. Such systematic account of the implementation process can help come up with an accurate description of the important elements of the implementation process.
If there are problems that can be identified through the systematic account, then they can be mitigated quickly and further problems will be prevented from arising. In turn, compliance to ratified agreements would become easier for the GCC members to do.

MEMO: Do you think the development of a uniform implementation programme will help 
the GCC do what it is required to do more effectively and efficiently? Why or why not? 
Interviewee 1
Yes, this is related to your previous question. A systemic account of the implementation process will mean that a uniform implementation programme will become the next requirement.
Such programme will result in less conflicts and greater harmonization and integration – so it will help the GCC do what it is required to do more effectively and efficiently.
Yes, definitely. A dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently – that is to forge cooperation and integration amongst GCC countries.
With the help of such programme disputes or conflicts – for instance, border disputes will be resolved immediately. Tension will no longer escalate or mount between conflicting countries. There will be less possibility for polarity or taking sides with conflicting or disputing countries. There will be peace in the region and hence, greater economic growth.
Interviewee 2
Yes, a uniform implementation programme is needed to help the GCC perform its mandate more effectively and efficiently.
This is because a uniform implementation programme will facilitate a fair and equal implementation of GCC agreements and policies.
It will hasten the attainment of a full integration of political and economic agenda of GCC member countries.
A dispute resolution programme definitely is needed for the GCC to do its mandate of economic and political integration of gulf countries more effectively. This is because a conflict-free region is a more economically developed region.
Interivewee 3.
Yes, development of a uniform implementation programme will help the GCC	do what it is required    
       to do more effectively and efficiently.
This will help the GCC do what it is required to do more effectively because it would mean a fair and equal treatment of countries insofar as compliance to these laws are concerned.]
Efficiently, because a uniform implementation programme will help   the    GCC    promote cooperation among GCC states, eliminate problems or issues and hence, save us a lot of resources. P 4: 
Yes, a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently. Effectively, because it will help the GCC resolve disputes successfully. Efficiently, because it will help the GCC resolve disputes in a more timely and cost-efficient manner.
Interviewee 4
Yes, the development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently, mainly because it will make the implementation of policies equal…no one will be given preferential treatment.
Every GCC member will be given the same treatment as far as implementation is concerned
Yes, I think a dispute resolution program can help eliminate the backlog of arbitration / dispute cases between conflicting countries. Most of these conflicts are largely based on border disputes and protection of national sovereignty. These are very difficult to resolve because of the lack or absence of an established dispute resolution programme.
Interviewee 5
Yes the development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently, because it will lessen the amount of conflicts and will make every nation adhere to the same implementation – same policies for every GCC state.
Yes, it will help the GCC do what it is required to do more effectively and efficiently because a dispute resolution programme will reduce the likelihood of conflicts escalating to unmanageable levels and thus prevent wars between GCC members. This will result in peace in the GCC region and therefore, it will help the GCC attain its goal of cooperation amongst GCC members.
Interviewee 6.
Yes. I believe that the development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently.
This therefore requires that development of a uniform implementation programme so that the regional interests would be placed ahead of national interests.
Yes, I think that the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently because it will help lessen the likelihood of disputes escalating to wars. I think that disputes among GCC states should be resolved fast in order to have a more lasting peace in the region.
Therefore the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently- as political cooperation is one of its main goals.
Also, a dispute resolution programme will help ease up tension amongst disputing nations thereby resulting in peace and faster economic cooperation amongst states in the GCC.
Interviewee 7
Yes, of course. I think the development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently because it will create a more balanced trade relations among GCC countries. This will lead to greater political and economic integration which are the key tenets of the GCC as specified in its Charter.
Yes, I think the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently because it will promote peace among GCC nations. Overall, a 
Interviewee 8.
Yes, a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently because compliance will be guaranteed.
Establishing a uniform implementation programme will help ensure the Gulf states that the agreements are fairly and uniformly implemented in the Gulf.
So the member states will not be in competition with one another. Instead, a uniform implementation programme will promote equality and fair treatment of GCC member states and therefore, promote peace and harmony.
Yes, I think the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently, because this will help resolve conflicts among member states fairly and immediately, resulting in greater cooperation amongst GCC states, which is a key principle for the founding of the GCC.
Interviewee 9
Such implementation programme will help forge a greater level of cooperation amongst member states because everyone will be subjected to the same agreements.
Yes. I think that formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently because it will help resolve conflicts faster thereby reducing the likelihood of escalation.
A dispute resolution programme can help lay down the various conditions and requirements for resolving conflicts at the soonest possible time.
Interviewee 10.
Yes, I think that the development of a uniform implementation programme will help the GCC do what it is required to do more effectively and efficiently because policies will be implemented unfirmly by all members.

MEMO: Do you think the formulation of a dispute resolution programme will help the GCC 
do what it is required to do more effectively and efficiently? Why or why not? 
Interviewee 1.
Yes, definitely. A dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently – that is to forge cooperation and integration amongst GCC countries.
With the help of such programme disputes or conflicts – for instance, border disputes will be resolved immediately.
Interviewee 2. Tension will no longer escalate or mount between conflicting countries.
There will be less possibility for polarity or taking sides with conflicting or disputing countries. There will be peace in the region and hence, greater economic growth.
Interviewee 3.
A dispute resolution programme definitely is needed for the GCC to do its mandate of economic and political integration of gulf countries more effectively. This is because a conflict-free region is a more economically developed region.
Interviewee 4
It will help the GCC resolve disputes successfully.
It will help the GCC resolve disputes in a more timely and cost-efficient manner.
Interviewee 5
Yes, I think a dispute resolution program can help eliminate the backlog of arbitration / dispute cases between conflicting countries.
Interviewee 6.
It will help the GCC do what it is required to do more effectively and efficiently? Why or why not?]
Yes, it will help the GCC do what it is required to do more effectively and efficiently because a dispute resolution programme will reduce the likelihood of conflicts escalating to unmanageable levels and thus prevent wars between GCC members. This will result in peace in the GCC region and therefore, it will help the GCC attain its goal of cooperation amongst GCC members.
Interviewee 7
Yes, I think that the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently because it will help lessen the likelihood of disputes escalating to wars.
I think that disputes among GCC states should be resolved fast in order to have a more lasting peace in the region.
Therefore the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently- as political cooperation is one of its main goals Interviewee 7 
Also, a dispute resolution programme will help ease up tension amongst disputing nations thereby resulting in peace and faster economic cooperation amongst states in the GCC.
Interviewee 8
Yes, I think the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently, because this will help resolve conflicts among member states fairly and immediately, resulting in greater cooperation amongst GCC states, which is a key principle for the founding of the GCC.
Interviewee 9.
Yes. I think that formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently because it will help resolve conflicts faster thereby reducing the likelihood of escalation.
A dispute resolution programme can help lay down the various conditions and requirements for resolving conflicts at the soonest possible time.
Interviewee 10
Yes, I think that the formulation of a dispute resolution programme will help the GCC do what it is required to do more effectively and efficiently because it will help resolve disputes more quickly and prevent them from escalating to full scale wars.
This will positively impact on regional peace in the Gulf, leading of course, to higher economic gains for all member states.


MEMO: Do you think that standardization of economic and political agreements will
 help the  GCC do what it is required to do more effectively? Why or why not? 
Interviewee 1.
A set of standardized economic and political agreements will facilitate faster economic development and political cooperation because all member countries will have to follow and enforce the same agreements and policies.
Interviewee 2
All will develop at the same rate of economic development trajectory.
Interviewee 3
it will help the GCC resolve 
it will help the GCC resolve disputes in a more timely and cost-efficient manner.
Interviewee 4 
Yes, standardised economic and political agreements will help the GCC enforce them without any problems because all of the stipulations and details of agreements are enforced in the same manner. Interviewee 4
Yes, everything should be standardised. This will ensure that every member of the GCC will adhere to and enforce the same conditions specified in the ratified agreements.
Interviewee 5.
Yes, I definitely and absolutely think that standardization of economic and political agreements will help the GCC do what it is required to do more effectively because it will help in the fair implementation of agreements and policies. There will be no preferential treatment- the agreements will apply equally to each and every member GCC state.
Interviewee 6.
Yes, I think that standardization of economic and political agreements will help the GCC do what it is required to do more effectively because the enforcement or implementation of standardised economic and political agreements would lead to the achievement of economic integration goal for instance - greater economies of scale due to the collective economic development schemes that will promotethe diversification of economic bases of the member states.
Interviewee 7.
For political integration, the standardization of political agreements will promote equality or equal treatment of nations in the GCC, thereby leading to harmony and peace in the Gulf region.
Interviewee 8
The benefits that can be derived from the standardization of economic and political agreements will be greater economic and political cooperation among member states.
Interviewee 9.
Similar with the rationale for the establishment of a dispute resolution programme, standardization of economic and political agreements would mean greater compliance by GCC members and stronger implementation processes.
Interviewee 10
Yes, I think that economic and political agreements –all of them must be standardized insofar as the formulation and implementation are concerned.

MEMO: Do you think that recruitment of more rank and file employees will help 
the GCC do what it is required to do more effectively and efficiently? Why or why not? 
Interviewee 1.
Of course. Abolishing duplicate committees will help speed up every process required in the drafting, approval and implementation of GCC agreements. It will help save time, effort and resources for the GCC…so yes, abolishing duplicate committees and replacing them with a permanent committee will help the GCC do what it is required to do more effectively and efficiently
This will help expedite the processing of all tasks of the GCC, especially that of the General Secretariat’s office which is currently under staffed. Also, most employees are of retirable age. The GCC needs more young blood to join its ranks.
 Interviewee 2
There are definitely a lot of work to be done. The GCC needs to act fast on its mandate and we need a lot of manpower to do this.
A lot of work to be done.
Interviewee 3
Yes. The GCC needs to hire more employees for a more effective  operations. ..
Interviewee 4.
We need more and younger employees to make everything faster – from the studies to be done to the drafting of resolutions to the monitoring of the implementation of ratified agreements.
Interviewee 5.
Yes, I think that recruitment of more rank and file employees will help the GCC do what it is required to do more effectively and efficiently because they will help in the faster rate of working, leading to improved overall performance of the GCC. We need more people working for us because there are a lot of responsibilities to be done.
Interviewee 6.
Yes. This is what the GCC needs. In fact, a study is being undertaken regarding the recruitment of more rank and file employees. We should prioritize the recruitment of more employees. We are heavily understaffed.
Interviewee 7.
Interviewee 7
Yes, we should recruit more rank and file employees to make things – all activities easier to do. We need more employees because we are understaffed. This understaffing slows down everything. All employees right now have their hands full. Overworking these employees will result in less job satisfaction and of course, less productivity. Conversely, such conditions will result in the GCC not doing what it is required to do more effectively and efficiently.
Interviewee 8.
Yes. I think that for the GCC to do what it is required to do more effectively and efficiently, it should recruit more employees. The Office of the Secretariat-General which has a lot of activities to do, needs more employees because it is understaffed right now, with employees putting in more hours of work/ working overtime.
Interviewee 9.
Yes, I think that there is a need to recruit more rank and file employees at the moment. This is because there is a lot of work right now such as aid provision for refugee camps in Syria and the insurgency problem in Yemen. We need to have more employees especially during these pressing times.
Interviewee 10.
Yes, recruitment of more rank and file employees will help the GCC do what it is required to do more effectively and efficiently because we are currently understaffed and we need more employees- preferably younger ones because many of our employees are nearing the age of retirement

MEMO: Are there any more thoughts that you would like to add regarding the evaluation of the conceptual models 
Interviewee 1
The conceptual models will make the GCC more effective and efficient in achieving its integration goal
Interviewee 2.
The conceptual models can hopefully give us a glimpse of the required changes that the GCC has to undertake in order for it to become more effective and efficient as a cooperation council. But it will require a lot of work and political will to do the changes. This would be a lot of hard work. But it can be done.
Interviewee 3
V Changes must be mn
Interviewee 4.
The conceptual models are good and they do make sense. They are very practical, so overall, they pass all three criteria that you discussed with us previously – meaning they- the conceptual models that you presented - are effective and efficient.
Interviewee 5
The conceptual models are fine but can be very difficult to carryout.
Interviewee 6
I think the changes that must be made in the GCC, as you have discussed in the conceptual models are very valuable and would be very useful for the transformation of the GCC as a more effective and efficient one.
Interviewee 7.
Yes, these desired changes in the models are what are needed by the GCC to make it a more effective and efficient organisation.
Interviewee 8
The conceptual models accurately reflect the changes that need to be done in order for the GCC to become a more effective and efficient organization.
Interviewee 9
As I have pointed-out in my answers to your questions, there should be a supranational body, a permanent committee instead of duplicate ones formed on adhoc basis, a uniform implementation programme, a dispute resolution programme, and the agreements should be standardized. There should also be more employees to have a smoother and faster operations at the GCC.
Interviewee 10.
The conceptual models that you have explained and presented are in actuality, the required changes that will help the GCC become a more efficient and effective cooperation council   


    


[bookmark: _Toc57021159]A6 Content Analysis from the CATWOE interview
Code.    Who are the Customers?
Results 1 	People of the GCC member countries.	
Result 2	Citizens of Bahrain, Oman, Qatar, UAE, Saudi Arabia and Kuwait.
Result 3 	People living or residing in GCC member states.
Result 4 	Citizens of the countries that are members of the GCC.
Result 5 	Citizens of the GCC member countries.

Code.  Who are the Actors
Result 1 	Employees and officials of the GCC.
Result 2 	GCC staff and top officials, including committees.
Result 3 	GCC employees.
Result 4	People working at the GCC.
Results5	GCC officials and employees.

Code.  What is the Transformation
Result 1 	Formulate and implement regulations.
Result 2	Make and enforce resolutions.
Result 3 	Write economic and political policies and implement or enforce them.
Result 4	Study and enforce regulations and policies.
Result 5 	Formulates relevant policies implementation.

Code. Worldview or Weltanschauung
Result 1	GCC was established to effect cooperation of member countries to attain regional peace and economic stability.
Result 2	GCC was established to achieve cooperation and closer ties of member countries to attain economic and political integration for economic and political stability.
Result 3 	GCC was formed to forge closer links and achieve economic, political and  
                        cultural integration.
Result 4 	GCC was established to forge cooperation of the six countries and integrate  
                         them economically and politically.
Result 5	GCC was established to promote cooperation of member countries for security and economic development.

Code:  Who are the Owners
Result 1 	The Supreme Council
Result 2 	The Supreme Council
Result 3	The Supreme Council.
Result 4	The Supreme Council.
Result 5 	The Supreme Council.

Code.  What are the Environmental Constraints
Result 1	Limits set by the GCC Charter.
Result 2 	The regulations stated in the GCC Charter and duly ratified agreements.
Result 3	Regulations in the GCC Charter.
Result 4 	Limits set by Articles in the GCC Charter and the Ratified Economic
                        Agreements.
Result 5	Limits set by the GCC Charter
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Appendix B Diagrams for Section Five

B 1    Fundamental Variety Balancers of the Supreme Council.
B 2    Fundamental Variety Balancers of the Ministerial Council.
B 3    Fundamental Variety Balancers of the Secretariat-General.
B 4    General Dynamics of the Supreme Council.
B 5    General Dynamics of the Ministerial Council.
B 6    General Dynamics of the Secretariat-General Source.
B 7    System Twos of the Supreme Council.
B 8    System Twos of the Ministerial Council.
B 9    System Twos of the Secretariat General.
B 10  System Three Components of the GCC .
B 11  VSM of GCC.









[bookmark: _Toc57021161]B 1 Fundamental Variety Balancers of the Supreme CouncilAutonomy is given to the Consultative Commission with respect to policy formulation. However, senior management has the prerogative to approve or reject policy propositions. (Higher channel capacity)
Senior Management

(The Supreme Council)
No autonomy is given to its associated committees and
Resource	the Commission for the
Bargain	Settlement of Disputes
Accountability
GCC
Charter
Regulatory
Centre
Management
Adherence to policies and agreements
Submission schedule for draft resolutions and reports
Operations
Reporting system-direct to the Supreme Council (higher channel capacity)
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Autonomy is given to the to the Ministerial Council to create working committees and come up with the draft agenda for the Supreme Council meetings (Higher channel capacity)
Senior Management
Resource Bargain
Autonomy is given to the Ministerial Council to oversee, monitor and evaluate the policy formulation and implementation processes.
Accountability
GCC
Charter
Regulatory
Centre
Management
Adherence to policies and agreements
Preparation of reports and draft resolutions and agenda (higher channel capacity)
Operations
Reporting system-direct to the Supreme Council
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Autonomy is given to the to the Secretariat- General in the preparation of studies and in overseeing the implementation of administrative and financial regulations of the GCC (Higher channel capacity)
Senior Management (The Supreme Council)


     Resource 
     Bargain
Accountability
Autonomy is given to the Secretariat-General in forming the technical secretariat and the subcommittees of the Ministerial Council.
GCC
Charter
Regulatory
Centre
Management
Adherence to policies and agreements
Preparation of reports and draft resolutions and agenda (higher channel capacity)
Operations
Reporting system-direct to the Ministerial Council
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[bookmark: _bookmark262]Senior Management

Reports submitted & resources allocated
Further studies made on draft agenda, resolutions & researches
Assigning experts to conduct studies & draft resolutions
Reports submitted & resources allocated
Convocation of Supreme Council Members
Assigning staff to schedule oversee & manage meetings
Economic & Political Environment of the Gulf Region
Meetings scheduled & resources allocated
Approval of draft resolutions, agreements, policies & rules  of procedure
Delegation of responsibilities to staff to support approval of draft resolutions, agreements, policies & rules of procedure
Reports submitted, resources allocated
Delegating authority to the Ministerial Council to implement approved resolutions, agreements, policies & rules of procedure
Assigning staff to assume support functions for policy monitoring
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Senior
Management
Conducting further studies on researches, draft resolutions & agenda
Assigning experts to conduct studies & draft resolutions
Reports submitted & resources allocated
Convocation of Ministers
Economic & Political Environm ent of the Gulf Region
Formulation of Recommendation to the Supreme Council
Meetings scheduled & resources allocated
Implementation of approved resolutions, agreements, policies & rules
Reports submitted & resources allocated
Reports submitted & resources allocated
Assigning staff to support monitoring of implementation
Delegation of responsibilities to staff to support drafting of recommendations & agenda
Assigning staff to schedule, oversee & manage meetings
GCC
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Senior Management
Preparation of administrative reports, plans
& budgets
Reports submitted & resources allocated
Conducting studies
Studies submitted & resources allocated
Preparation of draft resolutions, agreements &
policies
Drafts submitted & resources allocated
 	
Arranging meetings of Ministers &
Supreme Council
Assigning staff to schedule oversee & manage meetings
Schedules & Reports submitted & resources allocated
Assigning experts to draft resolutions, agreements & policies
Assigning experts to conduct studies
Staffing, directing & controlling functions
GCC
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System Two, A Shared understanding of the requirements for integration & cooperation
The Supreme Council’s Bureau
System Two, C
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International Laws and Practices, the GCC Charter& Principles of
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Senior Management
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Different
operational sectors
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Standardisation of forms
and statistics
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· Israeli vs. Palestinians
1982
· GCC intervention was a failure.
1982-1987


· Bahrain/Qatar Dispute
· Intervention was primary cause of success but with help form the International
1982 -1995	Court of Justice.

· Qatar/Saudi Arabia Dispute
1997	• Intervention was primary cause of success

· UAE/Iran Dispute - Abu Musa
1999	• Intervention was a failure due to Iran’s rejection.

· Iran Nuclear Facilities Crisis
· Just a symbolic action.
2006	• Iran’s acceptance had no significant impact on the process of negotiations.
· Lebanon Presidential Crisis
· Although GCC intervention contributed to success, significant mediation efforts were
2008	contributed by the Arab League.
· Oman/Yemen Dispute
· Intervention was primary cause of success.


           Time Horizon of Outcome of GCC Intervention in Gulf and Middle East Conflicts
Source: Created by the Researcher




















[bookmark: _Toc57021173][bookmark: _bookmark168]C1 Reference Modes for System DynamicsCreation of the1981 Economic Agreement
                          Features include: Freer trade in goods in GCC

national treatment of all GCC citizens; and unification of key trade regulations such as ‘country of origin’ for industrial products.

A common tariff ranging from 4% to 20% was levied on imports.
Member states protected domestic markets from foreign competition.
Unification of regulations was left to the national agencies of member states to protect national sovereignty.

Creation of the 2001 Economic Agreement
Features include: establishment of a customs union, expansion of the common market, currency unification, developmental integration, human resources development,Integration of basic infrastructure and telecommunications, and unification of e-commerce legislation

Introduction of the GCC Customs Union
Gradual to full implementation of 5% common external tariff for products imported 
outside the GCC 
A 2010 Deadline was set the establishment of a monetary union and a common currency.

Equal treatment of GCC citizens was extended to government hiring, social insurance 
and pensions.

An interim central bank was formed.
Proper procedures and mechanisms for customs revenue collections were lacking.

                                                   Oman opted out of the monetary union


                    UAE withdrew from the monetary union. No currency union
























            











Time Horizon for Dispute Resolution in Gulf and Middle East Conflicts
                                      Source: Created by the Researcher
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GCC was established in 1981 based on commonality and shared characteristics of the member 

states (common language, religion, geography and social structures and systems of government). 
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