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Abstract:

This research has alluded to Weirs paper on management in the Arab world as a fourth
paradigm that can be seen as distinct from the US, European and Japanese models. Case
study investigation is used to explore and elucidate the 'lived experience' of management in
these organizations. Weir talks about cultural values and a matrix of belief in behavioral
practice and associational norms, also Arab management approach relies on ‘networks of
relatives and friends’ which stimulates the researchers to cover these issues under the social
capital umbrella. The interviews material has shown that whilst the idea of a radically
discontinuous paradigm shift sits uneasily with the idea of organizationally and culturally
hybrid forms of borrowing, it is nevertheless possible to discern a number of ways in which
Weir’s argument might be nuanced. Social capital would form one dimension of the paradigm;
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Organizational hybridity would represent a second major dimension and neo-tribalism a third
whereas relations management would represent a fourth. However, Globalization is
considered as an 'external' dimension in which Arab countries are seen to participate in the
emerging international division of labour and expertise. The fourth management paradigm
was a piece of mosaic; although it includes small pieces of different colours, it is still a
distinctive entity in itself.
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1. Introduction:

The importance of the Arab world in general, as Weir (2001: 2) has pointed out, is that it
provides a great deal of the energy that supports developed countries; it provides employment
for skilled workers from the West, as well as domestic workers and others from the
surrounding region; and it provides quality training from a number of academic institutes
which have been steadily growing. However, there is a dearth of serious scholarly accounts of
the management structures and the style of business practiced by Arabs (Weir, 2001: 6); and
on the whole, it is common to find academics passing disparaging remarks about business in
the Arab world (Weir, 2001: 3). With regard to management, an unarticulated assumption has
persisted for many years that the foundational theories of management, indeed the very sense
of the term 'management’, can be unproblematically appealed to and built upon (see Weir,
2001: 7). The most rudimentary assumption was that management refers to the American
model of carrying out business (Weir: 2001: 7). Basing their theories on limited examples
of how organizations and people solve problems, authors suggested that a universal logic
undergirds managerial, as well as personal, decision making (see Weir, 2001: 8). As Weir
stated, "These theories form the basic programme of American Business School teaching in
the 1950s and 60s. It was taken as read that " management " was American management
and that management itself was the American system " (2001: 8).

The ramifications of such a presupposition, of course, could be unfortunate for a culture that
does not share the same values as America; and it becomes necessary, furthermore, to
cautiously approach the question of managerial hegemony and, by implication, managerial
colonialism, by which we mean the suppressive nature of enforcing a managerial model onto
a culture, especially a model that is incongruent with the values, structures, or overall outlook
of that culture.

While the institutionalized presence of Ango-American schools of management conveys the
impression that there is only one correct, scientifically corroborated model of doing business
indeed, to the extent that people in developing countries strive to enter these schools, it is
possible to approach the status quo model as one style, or, as Weir (2001: 9) puts it, one
paradigm of management.

When we look to the underlying paradigm governing the Japanese style of management, we
find the reapplication of what were originally Western initiatives, such as ‘statistical process
control and quality assurance’, as well as a number of other developments that run counter to
the western model, such as ‘lifelong employment, loan capital, long-term thinking, and
excessive investment in human capital’ (Weir, 2001: 10). Weir has suggested that more
basic cultural perspectives may account for managerial differences evidenced in Japanese
society, such as the Japanese ideal of achieving victory by and through defeat (Weir, 2001:
10). Furthermore, the Japanese virtues exemplified in traditional literature indicate that
reason and self-interest, probably the most important variables in western business and
management, should be overcome (Weir, 2001: 11).

A third paradigm is the uniquely European style of management which emerged in the latter
part of the 1970’s (Weir, 2001: 12). At the same time as European countries were forced to
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give up their colonial grip on African and Asian countries what was a dramatic contraction of
their perceived influence over others European management theory unburdened itself of the
American model and adopted philosophies of a markedly European cast (ibid). Weir sees in
this a post-colonial attempt to reaffirm ‘a new cultural imperialism’, which was expressed in
the idea that Europeans, as members of a culturally diverse and unpredictable continent, were
better suited to handle the weltering seas of business (Weir, 2001: 12). Other
characterizations of this paradigm include the view that European managers are more open
and curious, rooted in a maritime tradition of trade (ibid).

With regard to Arab management, a number of studies suggest that Arab managers, e.g. in
Jordan, relate to ‘the relevant [managerial] concepts in a similar way to their counterparts in
the West” (Weir, 2001: 13). However, we also find that Arab managers supplement what are
essentially Anglo-American managerial models with an approach that relies on ‘networks of
relatives and friends’, an expression of what Hofstede calls a ‘high context culture’ (see Weir,
2001: 14). Business and personal relationships are interconnected in these cultures (ibid).

Which is we should note, a difficult perspective to appreciate coming from an
Anglo-American focus on profits and individualism. According to the Arab way of viewing
management and business, financial interactions naturally implicate, as well as demand, right
behavior, and ‘even if the price is right, inappropriate behavior may be sufficient to disqualify
the would-be business partner’ (Weir, 2001: 15). In view of these findings, Weir proposes
that there is a distinctly Arab form of management that is equivalent to a fourth paradigm
(Weir, 2001: 14-15). This paradigm is marked by besides those qualities mentioned above,
moderateness.  Falling roughly in the middle in quantitative measures of
individualism/collectivism, masculinity/femininity, and avoidance/tolerance of uncertainty
(ibid).

The significant thing about the Arab management paradigm is that it already represents many
of the ideals that new management strategies are seeking to assimilate (Weir, 2001: 17).
The western paradigm, which implicitly states that good management practices ‘produce
added shareholder value’, has recently introduced what is essentially an Arab emphasis on
relationships in marketing (Weir, 2001: 16); and the Western tendency to let ethics fall by the
wayside in pursuit of profits has begun to adjust to the Japanese and Arab management
models which operate in accordance with wider cultural values. In other respects too, the
western paradigm is beginning to accommodate to managerial approaches that avoid
downsizing, which demonstrates a growing appreciation for the health of an organization.

Weir talks about cultural values and a matrix of belief in behavioral practice and associational
norms, also Arab management approach relies on ‘networks of relatives and friends’ which
stimulates the researchers to cover these issues under the social capital umbrella. The concept
of social capital (Coleman, 1988; Nahapiat, 1998, Adler, 2002) refers to associational norms
and sociability. But empirical studies show that these factors influenced the development of
'management' as a discrete social activity.

However, the question(s) where the researchers arrived at is, which specific forms of social
capital have influenced the development of 'management' as a discrete social activity in
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Jordan?
2. Study Problem

There are twenty three Arab States with a combined population of 300 million people. These
states show very substantial social, political and institutional diversity. For example, some
have monarchies or republics, others have socialist or capitalist states, and some are ‘oil rich’
other are ‘desert poor’ societies.

Which management paradigms have been adopted by these societies? In which ways do these
reflect the legacies of post colonialism? A study of the 'lived experience' (Weir, 2001) of
management in these societies will allow us to investigate the link between belief and social
action in the Arab world. Weir (2001) proposed that management styles in the Arab world
should be understood as a 'fourth paradigm' (2001: 14-15).

3. Research aims and objectives

1- To contribute towards a better understanding of the so- called 'fourth paradigm'.

2- To study the nature of significance of social capital in the two telecom organizations in

Jordan.

4. Research Questions
1. Which management paradigm has been adopted in Jordan?
2. How this could be understood in terms of social capital?

3. Which specific forms of social capital have influenced the development of 'management' as
a discrete social activity in Jordan?

5. Literature Review

According to (Lin, 2001), human capital can be defined as ‘the value added to a labourer
when the labourer acquires knowledge, skills, and other assets useful to the employer or firm
in the production and exchange processes’ (2001: 9). However, human capital can be
measured in relation to key indicators such as the general standards of education, training,
and experience within the workforce. Human capital is can also be considered as an added
value embedded in the labourers themselves where the investment in such capital is good for
both the organisation where the labourers will add value and the labourer gains in form of
wages and benefits.

Lin (2001) drew on the work of Bourdieu when he defined culture as ‘system of symbolic
meaning’ wherein particular social practices are reproduced by meanings, and symbols.
Theories of cultural capital are also associated with social network theory and with the idea
that organizations are heavily dependent on coordinated interaction to achieve collective and
individual interests” (Salancike,1995: 348). However, the use of social capital as a concept in
social science refers to the seminal works of Coleman (1988), Burt (1992), and Putnam (1993)
have played a prominent role in cohering and focusing the efforts of researchers working
across the broad spectrum of the social sciences.
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5.1 The components of social capital

Nahapiet and Ghoshal (1998) have proposed a tripartite model of social capital. While
situating social capital in the benefits provided by networks of relationships, they go further
by including in their definition of social capital the assets that accrue or result from the
network (1998: 243). The authors proposed three dimensions of social capital: the structural
dimension, which includes network configuration, appropriable organization, and the
presence or absence of network ties (1998: 244); the relational dimension, which includes
“assets created and leveraged through relationships”, such as trust, norms, obligations and
identification (cf. figure 1 in Nahapiet and Ghoshal, 1998: 251); and the cognitive dimension,
which refers to resources that result from sharing the same language, codes, and narratives.
Importantly, the authors see all of these various forms of social capital as constituting part of
the social structure of a network and as aiding network actors in accomplishing their tasks
(1998: 244).

To date, the literature indicates that there is very little agreement as to what specifically
constitutes social capital, even if there is widespread agreement concerning its general
relevance. This is indicative of the ongoing debate surrounding the conceptualisation of
social capital. One of these instructive examples is trust or trustworthiness (see Adler and
Kwon, 2002: 26), which has been variously conceived of as a form of social capital (see
Coleman, 1988), a motivational source of social capital (Adler and Kwon, 2002: 26), a
dimension of social capital (Nahapiet and Ghoshal, 1998) and as social capital itself
(Fukuyama, 1995). While it is not our intent to contribute to the theorisation of social
capital, implementing the concept requires that we be specific which of its sources,
dimensions, or manifestations to consider. In view of its still ongoing conceptualisation, it
seems prudent that we embrace the concept at those points where there is most unanimity.
Certainly social structure specifically the theories of closure and structural holes and norms
e.g. trust and reciprocity are the most salient dimensions of social capital. Other issues to
consider, though we need not frame them as aspects of social capital, are ability and the
“cognitive dimension” proposed by Nahapiet and Ghoshal (1998).

In economic sociology, interest in social capital arose as research began to adduce the
relationships available to an actor as a resource in entrepreneurial activities. Indeed, since
its nascence, social capital has been a metaphor (see Burt, 1992) for the inherent value and
profitability that derives from knowing the right people. As Burt (1992) stated, “Better
connected people enjoy higher returns”.

Social capital is not only difficult to define because of its multi-dimensional character
definitions are further complicated by the range of levels at which it has been located.
Theorists have pointed to the level of the individual, the ethnic group, the community, the
informal social group, and the formal organization (see Bankston and Zhou, 2002; Coleman,
1988). There are opposing views on the location of social capital in the literature. Some
researchers have argued that social capital is found at the individual level, and others have
pointed to the community level. Krishna (2001), for example, has argued that social capital is
found at several levels. An individual, for example, has social capital based on their family,
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community, profession, and country, at the same time. Adler and Kwon (2002) agreed with
this argument and asserted that the origins of social capital are to be found in the social
structure of the society where the individual lives. Consequently, social capital has an
individual and a collective aspect (Buys and Bow, 2002; Newton, 1997). Social capital,
therefore, belongs to the group and can be used by the group or individuals within the group
(Sander, 2002).

5.2 The location of social capital

The different levels or locations of social capital produce goods that have been viewed as
either a private good or a public good (Paxton, 1999; Aldridge et al. 2002). Bullen and Onyx
(1998) was in general agreement with this view and argued that social capital seems to be
both a private and a public good. However, the literature reveals a lack of consensus on this
issue. Coleman (1988) argued that social capital is a public good, whereas, Fukuyama
asserted that it is a private good (Fukuyama, 2001; Fukuyama, 2002). He added that social
capital is not a public good but a private good that produces widespread positive and negative
goods (Fukuyama, 2002). Dasgupta was in agreement with Fukuyama’s view. He stated
that'social capital is a private good that is nonetheless pervaded by externalities, both positive
and negative' (1999: 325).

5.3 Some key characteristics of social capital

Attempts to provide a more precise notion of social capital have resulted in many researchers
and theorists putting forward distinctive several types and characteristics of social capital.
Authors have noted the distinction between bridging and bonding and cognitive and structural.
Although not always called the same thing, the distinction between bridging and bonding
(and often linking as well) is common in the literature. Aldridge, et al (2002) provided an
explanation of these common types of social capital. Bonding is horizontal, between equals
within a community whereas bridging is vertical between communities (Dolfsma and
Dannreuther, 2003; Narayan, 2002). Bonding social capital is viewed as localized and found
between people who live in the same or neighboring communities, and bridging social capital,
refers to individuals and organizations that are more distant Wallis (1998) and Wallis and
Crocker et al (1998). According to Anheier and Kendall bridging social capital is connected
to ‘thin trust’, as opposed to the bonding (splitting) social capital of ‘thick trust’ (Anheier and
Kendall, 2002). Social capital has also been seen as having structural and cognitive
manifestations of social capital (Uphoff and Wijayaratna, 2000).

5.4 The causes of social capital

There is a lack of agreement on the determinants of social capital, and there is a shortage of
evidence to support any of the suppositions. Several important studies have suggested that
social capital's determinants are the product of cultural evolution (Fukuyama 1995; Putnam et
al. 1993). On the other hand, others have claimed that social capital can be created
nowadays to support political and economic development (Brown and Ashman, 1996). In a
more detailed explanation, Aldridge, et al (2002) have suggested that social capital is
determined by history and culture; the nature of social structures; the family; education; the
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built environment; economic inequalities and social class; mobility, and patterns of individual
consumption. Pantoja (1999) proposed another group of determinants, including family and
kinship connections; wider social networks; political parties; institutional and government
policies and the rules and norms that regulate public life; and social norms and values. Many
of these claims arise from applied theory and come from research undertaken on other areas,
such as, network analysis, civic society, and cultural studies. Pantoja concluded that the
findings have questionable validity, even if they are based on empirical research (Pantoja,
1999).

5.5 Advantages of social capital

Social capital is important; it is like the glue that holds people in society together and is an
investment in interpersonal connections that produce returns like any other tangible forms of
capital. One of these returns might be the economic return (Cohen and Prusak, 2001),
however, Putnam (1993) in his article ‘The Prosperous Community’ proposed that the social
capital is accumulated by explaining why and how, as follows: Stocks of social capital, such
as trust, norms, and networks, tend to be self reinforcing and cumulative. Successful
collaboration in one endeavor builds connections and trust. (Putnam, 1983)

The research interest and application of the concept may perhaps suggest the theoretical
importance of social capital theory. Existing studies, some researchers have argued, have
provided abundant evidence of its occurrence and offered valuable examples of its political,
economic and social influence (Fine 1999, Montgomery 2000). However, Aldridge, let al,
cautioned that some of the empirical evidence on the importance of social capital for
economic and social outcomes needs to be regarded with caution because of the vagueness of
the models used to estimate its influence. Without a precise method for measurement it is
uncertain how the benefits are discovered and tested. Given the uncertainty of the
measurement techniques, it is astonishing that there is little doubt in the literature over the
soundness of the claimed benefits of social capital. This is a result of two elements: the
inherent appeal of the concept; and the widespread mistaken confidence in measurement
methodologies. The majority of benefits described in the literature has not been empirically
tested but arise from theoretical extrapolation from other concepts (Aldridge et al, 2002).

It has been argued that social capital is important because of its emphases on the sociological
notions of social integration, support and cohesion (Requena, 2003). Indeed, Rothstein (2003)
argued that the importance of social capital is that it is able to account for, and investigate
both macro structures and micro underlying causal factors in society. On the other hand, the
literature identifies social capital as important for the efficient operation of the economy, and
a stable liberal democracy (Fukuyama, 2001). Social capital produces a level of cooperation
between individuals that cuts across different sectors and power differences (Kenworthy,
1997).

5.6 Possible disadvantages of social capital

Social capital also has negative aspects. Indeed, some have argued that the features of the
concept that facilitate beneficial outcomes may also produce negative outcomes. Thus,
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economic performance may deteriorate, and prevent social mobility and the social cohesion
of communities. Crime levels may increase, and educational achievement levels may fall
(Aldridge et al. 2002). The same mechanisms that keep costs down in economic markets can
induce negative consequences (Fine, 1999). The social bonds that can generate social capital
have the possibility to exclude some individuals (Hunter, 2000). Social capital can limit an
individual actions and choices (Wall et al. 1998). Portes and Landolt (1996) was the first to
discuss the negative aspects of social capital. Now it is clear that social capital can be both
beneficial and unproductive at the same time. These two aspects of social capital shape the
structure of our current notion of social capital.

6. Methodology

Qualitative research has an inductive outlook on the research and an interpretivist
epistemology (Bryman and Bell, 2003). This point indicates that a qualitative research
approach is the most suitable approach to aid the researchers in this study, to offer a detailed
understanding of the role of social capital in shaping management in Jordan, to obtain an
insight into the emergence of specifically 'Arab' approaches to management.

The empirical work for the research is taken from the data obtained from the multiple case
studies. The interviews for the case studies were carried out in the two Telecom companies in
Jordan. These comprised of Zain and Orange. According to Yin (2003) the multiple case
study design depends upon the researchers understanding both the literal and theoretical
implications, however, the simplest multiple case study design can be based on two or more
case studies.

6.1 Data Collection

A qualitative approach is followed throughout this research. The main data collection method
was from semi-structured interviews. The semi structured interviews selected are in accord
with the nature of qualitative research and involve the various perspectives of ‘lived
experiences’ of the participants’ understanding of social capital in Jordan’s
telecommunications (Bryman and Bell, 2003). In total twenty interviews were carried out in
Zain and Orange Company. The interviews were designed to include the three levels of
managers, supervisors and employees. The interviews covered the two main departments in
the company which are the human resources department and the marketing department. In
each department, five interviews were carried out to include one manager, one supervisor and
three employees.

6.2 Case Study Design

Case study research includes both single and multiple case studies. The use of multiple case
studies have increased in frequency in recent years and become more prevalent and preferred;
this is also due to the fact that most multiple-case studies designs are stronger than single case
designs. Single case designs are vulnerable if only because you will have put "all your eggs in
one basket" (Yin, 2003: 53). In contrast, the researchers might reap the benefit of having two
or more cases, in this research there are two, depending upon the perceived analytical benefit;
moreover, this provides analytic generalization rather than statistical generalization (Yin,
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1989).
7. Findings from the first case study / Zain Company

This section explains and answers the research question, which specific forms of social
capital have influenced the development of 'management' as a discrete social activity in
Jordan?

7.1 The existence of Networks

It appears that networks exist within the Zain Company. Employees were addressing
Networks as a way of dealing with others, in the interaction between colleagues and in team
work. As the work was not isolated from other departments, the idea that organizational work
was dependent on contact with other departments made the need for networking vital in the
organization and one of the influential factors in building up these networks:

Network is something like a chain. | am here at the core, interacting and working with more
than one department. | have about eight departmental divisions with whom | have to
communicate within a given time. (C2, M3.M)

To achieve organizational success, there is a real need for trustworthy communication with
other divisions, to share and transfer information without barriers and open the channel for
more information sharing and coordination both within and without the department. By doing
so, the employee looks forward to working as a member of a team. All the employees are
vital to performing the work as they have these professional, friendship bonds, thus,
employees are trying to be friends with each other more than being just working colleagues
and may end up by meeting up after work. The existence of networks is shown in the
following extract:

At first when | started working | felt like there was a very closed environment in that
everybody seemed to know everybody else and the work went smoothly because of the
network. It had to be personal first and then they were going to judge me according to my
work.(C2, 6.M)

The focus here is on the second element of social capital which was found to be Trust.
7.2 Trustin Zain

Zain is described by a research participant as having a trust environment. Trust has been
described as stating the truth; taking honest advice from managers and getting help from
colleagues. Moreover, employees have good faith that their colleagues are trustworthy:

| trust everyone unless they prove me wrong. Usually when | talk with any employee, | believe
that he is speaking the truth. Our environment is a trustworthy, | found that my manager
advises me and tells me things that are important for him. If I am in trouble my colleagues
always help me out and | always help them out so it isa trust environment.(C2, E5.H.R)

7.2.1 Definitions of trust

In this research, the researchers obtained empirical definitions of trust. These definitions
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came from Zain’s participants "lived experience" in their company, also, as long as social
capital occurs in the daily life of the organization; these definitions represent how trust is
being perceived in the daily life of the organization. Managers, supervisors and employees
had linked trust with different issues, these issues varied from being truthful while the
employees are dealing with their colleagues, living in the organizational environment without
gossiping and talking behind other employee’s backs. The dependency on others to help
getting things done, to being a normal person without wearing any social masks. The
following are the dominant themes that emerged when the participants defined trust. Trust
based on deliverable work, sharing and discussing information; believe in the person
intention and action and way of thinking.

7.3 Norms in organizations

By discussing the Norms in the organization, the researchers are able to shed light on the
third elements of social capital to address the first research question; which specific forms of
social capital have influenced the development of 'management' as a discrete social activity in
Jordan?

7.3.1 Employees understanding of Norms

Norms in Zain was found to be the third element of social capital. Employees understand
Norms in Zain as sharing the same languages, religion, background which basically comes
from the culture. The importance of Norms in Zain has received less attention than the
importance of the family environment:

Norms will play only a partial role in the organization, because we have norms about
sharing the Arabic Language or that we are Muslims or even that we have the same
background or the same culture. | believe that Jordan is an open and free country we have
many people from different background and they cope with us, it is not problem. The family
environment we have here is covering everything and most important than the norms do as
long as we fedl that we are a family this will increase the relations and the networks then the
trust (C2.E2.M)

7.3.2 Current status of Norms in Zain

Norms are in existence in Zain; this existence has been linked to the tribe system in Jordan.
Employees in one way or another are interested in knowing the family tree of their colleagues,
questions about their town and background are usually discussed. It seems like there is a
clannishness effect within the organization there but it does not have a large role in Zain but
its existence should be mentioned:

When | think about our norms part of it comes from the tribe system we have in Jordan, in
our culture, we are brought up under such norms. | cannot say all of us but most of the
people refer back to the family tree, and ask things like where are you from? Who is your
grandfather? We come from the same town! | think thisis clannishness. (C2.E7.H.R)

However, the dependency on Norms as a social capital component is not that much in
evidence, moreover, the role norms have played in Zain is limited:
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Norms like religion, background, Arabic culture, does have an effect but not that much here.
In Jordan in general there is no difference between Muslims and christens, to be honest with
you | cannot see the norms having much effect in the organization. (C2.E10.H.R)

8. Finding from the second case study / Orange Company
8.1 The existence of Network

The Network was found to be the first element of social capital that has affected management
in the Orange telecom organization. Socializing with other employees is a part of human
nature, however, the research participants employed at Orange considered every person in
their team as important and vital to them. A strong Network exists in orange as a result of the
high-quality relationships that exists between employees. This gradually turns into
friendships, where employees share many similar personal views with other employees.

The existence of a Network in the Orange Company can be traced back to the values in the
Jordanian society which originates from the dominant Jordanian tribe system. The tribal
values were reported to be apparent in the organization:

The organization is run through the Network. It is a strong concept because it is based on
the cultural values of the tribe systemin Jordan. Thisis based on a region and a sub region,
and which family you come from (C3, S3.M)

The departments at Orange are linked together and complement each other, and this has led to
an increase in Networking. The Network has been reported as a connection between
employees which introduces employees to other employees, and each employee is introduced
to many other employees:

Our organization in the telecom communication industry requires a high level of
communication between employees and different departments. Our work does not progress
without networking with other people in different departments. So if you work in the human
resources department you work for different departments and this gives you direct contact
with employees and managers. Communication is by emails, interviews, meetings, and
networking (C3.S6.H.R)

8.2 Trust in Orange

The interviewed employees at Orange have stated that their encounters with colleagues have
provided them with the experience to realize the importance of trust in their work place. They
stated that they trust their colleagues. It appears that a high level of trust is in existence in
Orange. The research participants have explained their understanding and the existence of
trust as a result of the empowerment managers have given to them. Moreover, they have also
indicated their familiarity with their colleague’s task and that they have shared job details in
case they have to cover their colleague’s work. There appears to be no hidden information
about anyone’s work:
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We have trust and this enables information to be shared. This increases when you know
another person in a different department and you have a good relationship. As a result of this
you trust him more and as a result the sharing of information goes smoothly (C3, S3.M)

\ M acrot h i n k Journal of Management Research

&.2.1 Definitions of Trust

Trust in an organization has many definitions. The research participants reported a variety of
definitions of trust in relation to the Orange Company. Trust has been linked with being
transparent with employees and being open with them and Trust for them is a word of mouth
and confidentiality when they say something to another colleague. The empirical definitions
of trust which emerged from the daily life of the interviewed employees were having
relationships without barriers, commitment towards completing work to deadlines and good
intention.

8.3 Normsin Orange
8.3.1 Employees understanding of Norms

In the Orange Company employees showed similar understanding of the concept of Norms.
Norms has been linked to the Jordanian culture and to the tradition inside this culture. For
Jordanians Norms are about sharing the same background, habits, folklore, Islam as a religion,
and the Arabic language:

Norms are about sharing the same background. It is sharing issues between me and you; it is
habits, traditions and folklore (C3, M4.H.R)

8.3.2 Current status of Norms in Orange

Norms is considered as a third element of social capital. The researchers are seeking to find
out about the effect of Norms in an organization; however Norms have not had much
influence on the management in Orange. Norms was found to be the third element of social
capital that has affected the development of management in the Orange Company.

Many reasons emerged for this ranking. Orange is considered as an international company
where they have French and Arab employees. In such an environment the diversity should be
respected and according to the huge effects of globalization on business it is difficult for
Orange employees to see Norms as having a major effect in this trend. In other words, it is
too difficult for them to talk about religion or Arabic as a language. Even though Norms have
been linked to religion, but these Norms are not applied in organizations. For this reason no
Islamic management style has been applied in Orange. Employees talked in depth about this
subject area and pointed out that even though Norms are linked to religion and language the
current Norms in Orange derive from Western societies built on rules, procedures and
instructions:

Norms don’t play a major role in companies. We do not focus on norms. When it comes to
work, we do not check if the person is a Muslim or not. Most of my friends here are from
England and France. We have a very good relationship that is not based on background or
religion, or language (C3, E8.M)
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9. Discussion
9.1 Networks in the two organizations

Preliminary analysis of the case study findings suggested that networking within these
organizations was of prime concern to interview respondents. The emphasis placed on
networking originated from a deep belief in the importance of the people within organization
and the surrounding business environment.

9.2 Trust in the two organizations

The fieldwork and data gathering suggest that high levels of trust exist within each of the two
case study organizations. When talking about Trust with the participants the researchers had
the impression that Trust was an important concept for them even if they found this difficult
to separate from other aspects of daily organizational life. Trust was seen a part of the 'lived
experience' of daily life within the organization. A close examination of the interview
material in each case produced a series of different definitions and constructions of trust by
different employees in each of the case study sites.

One important source of organizational Trust as pointed out in Cohen and Prusak (2001), is
the role played by 'Ttrust brokers'. This role helps to spread trust throughout an organization.
For example, if you need someone to do a vital and complicated piece of work, you will most
likely trust a person that has been recommended by a highly trusted colleague who knows
you and your requirements. But if that candidate is too busy to do that work, a
recommendation given by another person will take place, and they might say ‘I know
somebody who would do it well’. This occurs because trust in that person has already been
established, and if that person is also busy, another suggestion will be made, and this will
continue and the acceptance and generalization of trust will extend from person to person,
until a person can be found to undertake the piece of work. In addition, an individual’s
reputation plays an essential role in assessing particular forms of trustworthiness, particularly
in the absence of personal experience.

9.3 Norms in the two organizations

Norms in the telecoms companies have been linked and understood as sharing Islam as a
religion and Arabic as a language, sharing the same ideas and background which have been
shaped by the Jordanian culture, and the traditions, habits and folklore within this culture.
Whilst the two preceding research themes (networking and trust) appear as core features of
organizational life, it would appear that Arab cultural norms have been supplanted by
company policies, formal procedures, and guidelines as seen for example in formalized
company code of ethics. According to Weir’s (2001) analysis of management in the Arab
world, he argues that it is impossible to overlook the central role of Islam as this, ‘provides a
matrix of belief that is manifested in behavioural practice...” (2001: 17) a nexus of
connecting values, and a ‘common culture’, between members (Weir, 2001: 3) Whereas the
western paradigm must pay to achieve a stable culture within the organization, Arab
management practices already provided this foundation through Islam.
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The previous discussion leads to an evaluation of which specific form of social capital has
influenced the development of 'management’ as a discrete social activity in Jordan, in other
words, the ranking of the elements of social capital were built in a systematic manner.
Employees were reflecting on the ranking of social capital from their lived experience and the
current working situation, and this has shown that Network come first then Trust and finally,
Norms. The following extracts show this ranking:

Yes it is network, because | have a need to discuss something with the other division to
complete my work, and when you have found the answer, you gain the trust because a
commitment has taken place. He gave me the result and | trust him more, then the last thing |
think about is norms (C3, E10.M)

It seems that having a tribe system makes employees think of, and depend on the Network as
a first element:

Because we are a part of the tribal community, Network comes first, then Trust then norms
because the Norms are more general (C3,E1.H.R)

Moreover, organization such as Orange has a diverse environment, and it includes Arab and
French, Jordanian and Palestinian employees. Employees from the North and the South have
noted that Networking was the first element in the ranking list, as noted in this interview
statement:

Because we [in Orange] are working and living in an international company, people are
Arab and French, Jordanian and Palestinian, you need to focus on your network in order to
get your work done. Then you gradually build trust and make your network much stronger.
Because we are Muslims here as well we put normsthird (C3, S3.M)

It has been recognized that trust builds up over time. Employees depend on their networks to
get their jobs done and gradually, over time, trust becomes a natural result of such bonding:

If | talk about trust and networking, trust needs time so it is easy to start networking and then
to have an issue about trust. So the ranking will be networking first, then trust and then
norms (C3, E8.M)

9.4 Thefour pillars of the Arab 'fourth paradigm'

Depending on the findings it could be argued that the Arab fourth paradigm can be
understood to take the form of a diamond. The four sides of this diamond are: social capital,
organizational hybridity, tribalism management, and relations management. The fourth
management paradigm was a piece of mosaic; although it includes small pieces of different
colours, it is still a distinctive entity in itself.

On one side of this diamond, it could be seen that the Arab fourth paradigm has been built on
social capital (internally). Social capital was found to be the way Arab people ran their
business, specifically in a form of having Network first, then Trust, and then Norms.

From another side it is totally built on the organizational hybridity (externally) where the
Arab management is not fully westernised despite the strong initiatives to imitate the West or
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America. Western concepts have been borrowed from experiences, ideas, and styles and have
been customised so as to fit their culture. (See Harris,et al (2014) for an authoritative account
of the latter).

The third side of this diamond is dominated by the tribalism management which is found to
be the basis of social capital and forms the base of the Arab management.

In Zain the impact of the clannishness leads people to stick together, work together and
support their manager for particular benefits, because as we have discussed, we have this
family background and family way of thinking because we don’t think as "me" we think as
"us’, also the Jordanian culture is dependent on the tribe system. The whole community is
built on a tribe system where the connection is between the employees and between their
relatives and if | helped you this time, you going to help me next time (C2,56.M)

The importance of this factor has been recognised by many studies such as Alon, when he
stated that the Kinship was the basis of the tribal system. It was likened to the Network in
social capital:

Tribal society was organized along the lines of real or imagined kinship and the alliances
these could produce, with its own leaders who were able, if necessary, to mobilize their
fellow tribesmen into a formidable fighting force (2005:218).

Another study by Alon, (2007) has given a function to tribal behaviour, to be role played as in
Gemeinscaft (as is the case when individuals give priority to a large association rather than in
their own self interest) and Gesellschaft (which is the contrasted case where an individual
gives priority to their self interest rather than to their association. According to Alon:

Tribes play a crucial role in cushioning and smoothing out process of rapid modernisation.
By doing so, they help to maintain a sense of close and intimate community
(Gemeinschatft)...frequently lost modernised societies (Gesellschaft), and prevent or at least
postpone social unrest (2007: 7).

The British empowerment of tribalism helped in the development of this management but in
modern direction. The dominance of the paternalistic culture in Jordan has affected the
tribalism management to an extent that the manger had obtained power in a way that
employees were looking at the CEO as the 'Sheikh of the Tribe' or the CEO as the father. The
Jordanian society was described as a collectivist society where people didn’t think only about
themselves but also considered their group. Their networking helped to think in a tribalistic
way which brought certain people around in the organization to guaranteeing their loyalty.
This has been discussed as a disadvantage of social capital, having such lobbies inside an
organization. Previous sections have made comparisons between the tribe and organization
on the one hand and the management style which builds on social capital on the other. Social
capital, as a local concept, initially came from the tribal system with certain rules and
customs. Social capital builds on the same elements that the tribal system builds on.

The fourth side of this paradigm is that Arabian management is a 'relations management',
where it is heavily dependent on personal relations and informal ways of running a business.
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Taking into consideration other factors that affect this paradigm, such as globalisation as an
external factor, together with various internal factors, such as the Jordanian conceptualisation
of the idea that the West is leading them and that they are the best example of the so called
modernity in life and business; this has resulted in the imitation of the West becoming a
matter of course and being known as the ' hybridity'. The imitation of the West does not mean
that Arabs are following in the Western style geographically. They are looking at the West’s
theories, schools, thoughts and business models. It is considered to be more suitable for their
organizations. If the manager is the person who has the power in the Arab management or is
acting as the 'Sheikh' of the organisation, has been satisfied with a certain school of thought,
then that particular model might be taken and applied. It was also observed that it was a
characteristic of Arab management that there was a high dependency on the manager. This
paradigm is not a totally Western one and at the same time is not a purely Arabic one, which
makes the 'hybridity' into the external logo of this paradigm. Where Jordan could not
compare with Europe, in the area of the management style because of having embraced a
'mix and match' approach from each, in order to make it fit the Jordanian style. Where Jordan
telecommunications still looks to the West in the area of management, but still applies it with
a Jordanian style.

Previous sections have explained that the Arab fourth paradigm can be understood to take the
form of a diamond. Thus, the result of this factor might confirm the result of the previous
studies. According to (Prasad, 2003: 32) Postcolonial theory can also be applied as a research
tool in non-Western contexts, that is, towards an understanding of non-Western management
practices. To explicate, it has been remarked that non-Western management practices have
been traditionally evaluated against Western norms, and this has resulted in the wholesale
devaluation of non 'standard' practices. Disparity, from this old way of thinking, conceals an
immanent fault, a lack, and reflects an outdated cultural inheritance that obstructs the smooth
functioning of an organization. What postcolonial theory can elucidate is an ethnocentric
disparagement of non-Western styles of management, and with this critical perspective, it is
possible to inquire into the potential value of non-traditional (non-colonial) approaches.

Taking into consideration that what has put social capital in the shadow of the whole Middle
Eastern Arab fourth management paradigm, is that social capital is tribalistic in nature. The
Arab social capital has been built on the tribal system which has extended further than Jordan
to include the whole Middle East countries. According to Alon:

Yet it is the tribal character of most Middle Eastern societies that form one of the key features
of the region and sets it apart from its peers. This phenomenon and it is implications deserve
more attention from scholars (2005: 235).

10. Conclusion

This research has investigated the role of social capital in shaping management in the
Jordanian telecoms sector. In doing so it has sought to examine the relationship between
social capital and the emergence of specifically 'Arab' approaches to management.

Social capital is playing a major role in shaping the practice of management in the Jordanian
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telecoms sector. The case studies provide empirical support for the idea that this is sustained
by networking behavior, by relatively high levels of trust and by the existence of shared
norms.

The two Jordanian telecoms companies agreed to place the Network as a first specific form of
social capital which has affected the development of their management activities as a discrete
social activity in Jordan.

Trust has emerged as a second element of social capital .Whilst precise definitions and
constructions of trust vary, knowledge sharing, transparency and reciprocity are generalized
features of organizational life in this sector.

The existence of shared norms represents a substrate within Jordanian society but the two
telecom companies studied appear to have augmented this with highly western forms of
substantive and formal rationality and this has fostered a much more inclusive approach in
which Arab and non-Arab, Christian and Muslim personnel can mix.

This research has alluded to Weirs paper on management in the Arab world as a fourth
paradigm that can be seen as distinct from the US, European and Japanese models. Whilst the
idea of a radically discontinuous paradigm shift sits uneasily with the idea of organizationally
and culturally hybrid forms of borrowing, it is nevertheless possible to discern a number of
ways in which Weir’s argument might be nuanced. Social capital would form one dimension
of the paradigm; Organizational hybridity would represent a second major dimension and
neo-tribalism a third whereas relations management would represent a fourth. However,
Globalization is considered as an 'external' dimension in which Arab countries are seen to
participate in the emerging international division of labour and expertise (see Zahra (2011)
for an authoritative account of the latter).

In 2000 Robert Putnam published 'Bowling Alone', he showed how the United States is
experiencing a steep decline in its stocks of social capital as connectivity between individuals
communities has atrophied. (Putnam, 2000) This research has drawn on the concept of social
capital to show that contrary to some of the more rigid interpretations of post colonial theory
(see Prasad (2003) and Spivak (1999) for discussions. Jordanian society is possessed of
associational norms that will contribute positively toward its own development.
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