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Abstract 

 

National identity, leadership style, satisfaction with supervisor and workplace 

commitment are all widely covered in literature, but largely in a Western context and as 

individual constructs.  There is a significant gap in research in these areas specific to the 

Middle East and on the interrelationships these constructs may have.   

 

This study was conducted in the United Arab Emirates and focuses on the impact of 

demographic variables on national identity, satisfaction with supervisor and workplace 

commitment.  In addition it explores leadership approaches in the United Arab Emirates 

and compares them to the United States and Europe.  It also explores connections 

between the four constructs potentially obtaining new insights and valuable information 

for managers in the Middle East.  The primary objectives of this study are the empirical 

testing of the proposed framework, to examine the impact of demographics on the 

constructs, and the potential interrelationships.  A survey was conducted to collect 

information about national identity, leadership, satisfaction with supervisor and 

workplace commitment.  Data were collected from 213 participants working in oil related 

corporations, an educational institution and a hospital in the Western Region of Abu 

Dhabi in the United Arab Emirates. 

 

The results showed that a relationship does exist between demographic and organisational 

variables and national identity, satisfaction with supervisor, and workplace commitment.  

It was also found that managers in the United Arab Emirates are less transformational and 

more passive avoidant than managers in the United States and Europe leading to 

outcomes of lower satisfaction and lower effectiveness.  Finally interrelationships were 
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confirmed between national identity and workplace commitment; national identity and 

leadership; satisfaction with supervisor and workplace commitment; and between 

leadership and satisfaction with supervisor.  No relationship was confirmed between 

leadership and workplace commitment or between national identity and satisfaction with 

supervisor.   

 

The findings of the study will facilitate an understanding of multicultural workplaces with 

a view of gaining employee satisfaction with supervisor and workplace commitment. 

They will also raise awareness that management practices and employee expectations 

may not be universal.  The results of this study will add to business knowledge about the 

effects of national culture, leadership, satisfaction with supervisor, and workplace 

commitment on multicultural workplaces which exist in much of the Middle East, 

especially in the Gulf countries.   
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1 Chapter 1 – Introduction 

 

1.1 Background to the Research 

In organisations with a multicultural workforce there can either be innovative creativity 

due to different ideas and points of view, or conflict and frustration (Dadfar & 

Gustavsson, 1993; Parvis, 2003; Stahl, Maznevski, Voight, & Jonsen, 2010; Suliman & 

Abdulla, 2005).  Conflict can be detrimental to organisational efficiency because people 

spend time focused on their disagreements rather than accomplishing organisational 

objectives (Afzal, Butt, Rehman, & Safwan, 2009).  Conflict is especially detrimental if it 

is between a supervisor and employee, because good employees can become alienated 

which can result in them being less productive (Canen & Canen, 2008).  Leading 

multicultural employees is not easy since people from different cultures have different 

values and expectations (Ali & Azim, 1996; Yukl, 2002).  So it is essential that leaders of 

multicultural employees be aware of potential difficulties, and be open-minded and 

interested in the different national cultures of workers (Fish, Bhanugopan, & Cogin, 

2008).  Despite these cultural differences, leadership behaviours ideally should result in 

all employees being motivated and committed to their workplace (Amogoh, 2009).   

 

Apart from national culture, another factor affecting employee attitudes is their 

satisfaction with their supervisor.  Research suggests that a poor relationship with a 

supervisor is the main cause for employee stress (Smith & Canger, 2004) and that a good 

supervisory relationship is the most critical element in supervision (Sanchez, et al., 2002).  

Satisfactory supervisor relationships, in addition to assisting in job satisfaction and 

motivation, have direct effect on workplace commitment (WC) so are extremely 

important (McCormack, Casimir, Djurkovic, & Yang, 2006).   
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WC is a measure of an employee’s willingness to stay with the organisation long term 

(Greenberg & Baron, 2000; Newstrom, 2007) and dissatisfaction with a supervisor leads 

to low commitment and high staff turnover (Mardanov, Heischmidt, & Henson, 2008), 

which is expensive, especially in organisations that recruit internationally.  The most 

expensive part of high staff turnover is lost productivity while new employees are 

learning the job (Moncarz, Zhao, & Kay, 2009).  In international recruitment situations 

there is also a large investment on the part of the organisation in bringing workers to their 

new location and accommodating them.  Then there is the risk that the new employees 

will not be committed to their new workplace because they do not fit in with the culture 

of the organisation, do not get on with their supervisor, or do not like the country. 

 

The idea that management transcends culture is still being debated by researchers with no 

conclusive answer.  However, recent research suggests that managerial attitudes, beliefs, 

behaviours and effectiveness are different across cultures and that these differences call 

for differences in management practices according to context (Duyar, Aydin, & Pehlivan, 

2009; Klein, Waxin, & Radnell, 2009; Newman & Nollen, 1996;).  Therefore the 

possibility exists that Western best practice in management is not appropriate in some 

parts of the world.  There are national cultures which have orientations opposite to the 

West in several aspects, yet it is the West that provides all the literature on management.  

Some national cultures are hierarchical by longstanding tradition, yet others do not 

readily accept hierarchy (Hofstede, 2001).  This acceptance or non-acceptance of 

hierarchy may affect expectations regarding preferred leadership style.  Some national 

cultures are collectivist, so their extensive family and friend relationships inside and 

outside the workplace are essential to them, while others are individualist and these 

relationships are not as important (Hofstede, 2001).  These differences in perspective may 
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affect the behaviours and expectations of both managers and workers.  So managers from 

different cultures could have different leadership tendencies, and employees from 

different cultures could have different expectations of their supervisors and different 

levels of WC.  Without an understanding of how national culture affects the expectations 

of employees it would be difficult for managers to get the best out of their subordinates 

and avoid workplace conflict, stress, frustration and high staff turnover.   

 

The Middle East, especially the Gulf countries of Saudi Arabia, Qatar, Oman, Bahrain, 

Kuwait and the United Arab Emirates (UAE), has a large number of expatriate managers 

and workers.  It is essential for managers, both local and expatriate, to have a workable 

knowledge of cross-cultural management and national culture.  In this study management 

is researched from a Middle Eastern context, in particular the UAE, which is the most 

multicultural country in the world (Rugh, 1997).  Hence the objective of this study is to 

explore national culture, leadership, satisfaction with supervisor (SWS), and WC in 

multicultural workplaces in the UAE. 

 

1.1.1 The United Arab Emirates – Background and Demographics 

The UAE currently ranks 6
th

 in the world in nominal gross domestic product (GDP) per 

capita according to the International Monetary Fund (IMF), and 7
th

 according to the 

World Factbook.  However, until the discovery of oil in the 1950s the people were largely 

Bedouins who lived in a subsistence economy and relied on nomadic herding, agriculture, 

fishing and pearling.  In 1971, when the Trucial States became the UAE, the population 

was only 309,243 (AlAbed & Hellyer, 2001).  In 2006, it was estimated at five million 

(AlAbed, 2006), and by 2010, it had reached 8.26 million. This increase of 64.5% in four 

years is due to strong economic growth which attracted workers from all over the world 
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(uaeinteract.com, 2011).  According to Abdulla Al Awadhi, a government researcher for 

Tanmia, the 1970 expatriate population was only 32%.  In 2010 this had increased to over 

80% with only 1% of the workers in the private sector being Emiratis (UAE Nationals) 

(www.uaeinteract.com (emi), 2010). 

 

In all of the GCC countries the expatriate population is high:  30% in Saudi Arabia, 26% 

in Bahrain, 80% in the UAE, 27% in Qatar, 63% in Kuwait and 62% in Oman 

(www.arabnews.com).  The expatriate work force in the Gulf can be divided into Arabs 

and Asians.  It is worrying for these countries that the level of Arab expatriates has been 

falling compared to Asians.  According to a report of the Arab Labour Organization, the 

number of Arab expatriate workers in the GCC plummeted from 72% in 1975 to 23% in 

2008 (www.arabnews.com). 

 

There are many countries with large numbers of expatriates however the relationship 

between the expatriates and the host country are different from that in the GCC.  The 

United States ranks first as the most popular destination for expatriates, with 45.8 million 

foreigners, followed by Russia at 11 million, Germany at 9.8 million, Saudi Arabia at 9.1 

million and the United Arab Emirates at 7.8 million (www.arabnews.com).  To become a 

citizen in the USA or Australia is fairly easy after you have lived there for five years.  

However in the GCC it is not.  In the UAE, Saudi Arabia, Oman and Bahrain expatriates 

cannot get citizenship unless through marriage, and even then it is not assured.  Kuwait 

however is starting to talk about the possibility of granting citizenship and Qatar 

entertains it after a minimum of 25 years' residence (www.gulfnews.com).  

 

http://www.arabnews.com/
http://www.arabnews.com/
http://www.arabnews.com)/
http://www.gulfnews.com/


5 
 

The political stability over the last 40 years together with a relatively good human rights 

record has helped the country to evolve into an industrialised nation and a tourist hub.  

Shaik Zayed was the ruler of the UAE from the country’s inception in 1971 till his death 

in 2004 at which time his son took over the leadership.  So leadership of the country is 

extremely stable.  There is very little unrest in the UAE for two reasons.  First, benevolent 

rulers treat the citizens who comprise 20% of the population very well (Rugh 1997).  

Second, the other 80% of the population are expatriates and are in the country for the sole 

purpose of earning money.  UAE law precludes expatriates from becoming citizens no 

matter how long they live in the UAE so they have no stake in the future of the country.  

In addition it is extremely easy to be deported.  So people who want to stay and earn 

money do not cause any problems.   

 

Despite its apparent metamorphosis into a developed country, many tribal practices are 

still evident.  Nepotism and the use of wasta are still common and there is a cultural 

hierarchy built on expatriate nationality and the strength of a particular surname.  

Nepotism is favouritism granted in politics or business to relatives regardless of merit.  

Wasta is the mechanism that allows nepotism to occur.  It involves using family 

connections to obtain an advantage like a job, a government document, or admission to a 

university to the point where success or failure depends not on the merit of the applicant 

but on the power of the wasta or connections (Cunningham, Sarayrah, Yasin 1994).   

 

Managers still struggle with copious amounts of paperwork and rubber-stamping, and 

there are major inefficiencies that government departments and large companies have 

only started addressing in the last decade.  One trip to a government department is all that 

is necessary to illustrate this point.  There are no clear procedures or rules and a small job 
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can take a full day or sometimes two to finish because there are so many steps in the 

process and so many people involved.   

 

There are huge inequities in salaries in the UAE.  First between nationalities, for example, 

a Western expat makes 12.6 per cent more than an Arab expat and 40.5 per cent more 

than an Asian expat (www.gulfbusiness.com).  Second between jobs, for example, pilots 

and school principals earn between AED 30,000 and 50,000 per month while a labourer 

or driver earns between AED 600 and 1500 per month (dubaifaqs.com).   

 

The population split in the UAE is as follows: 19% Emirati, 23% other Arab nationals 

and Iranians, 50% South Asian (India, Pakistan, Bangladesh, and Afghanistan), 8% other 

expatriates, which includes Westerners (Europe, Australia, Canada, the United States 

(US), Africa and East Asian) (cia.gov, 2012; dubaifaqs.com, 2012; 

budgerecruitment.com, 2012).  These high expatriate statistics have major implications 

for business in the UAE because research has found that cultural norms shape people’s 

motivation, satisfaction, performance and stress levels (Klein et al., 2009).  Hence the 

large expatriate population and the abundance of multicultural organisations in the UAE 

make it essential for managers to know how the national culture and identity of their 

employees affects them in the work place. 

 

1.1.2 National Culture and National Identity 

It is well known that national culture has a significant impact on people’s attitudes, 

beliefs, and values (Ali & Azim, 1996; Yukl, 2002).  Several scholars propose forms of 

cultural stereotyping in an attempt to generalise behaviours of different cultures, and 

while there has been some controversy regarding the effectiveness of this stereotyping, 
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many aspects of it are evident in the workplace.  While it is understood that every human 

being is different, there are cultural similarities, especially with regard to a person’s 

preference for individualism or collectivism, and tolerance for hierarchy and risk 

(Hofstede, 2001).  How strongly national culture affects our lives is evidenced by our 

feelings of national identity (NI).  NI sets a culture apart from other cultures due to its 

uniqueness (Keillor, Tomas, & Hult, 1998).  Further, the strength of a person’s NI affects 

how attached they are to their own culture; if NI is strong they may be ethnocentric.  

Ethnocentric people who are convinced their own culture is best, and therefore compare 

all other cultures to it, may not make the best expatriate employees (Fish et al, 2008).  In 

this study, there is comprehensive discussion of national culture, cultural stereotyping, 

and NI and cross-border business focus (CBBF).   

 

1.1.3 Leadership 

Ideas about leadership have substantially changed in recent years.  Employees are 

becoming more educated and can no longer be commanded as they were before (Rad & 

Yarmohammadian, 2006).  Thousands of publications set in a Western context suggest an 

array of evolving leadership approaches (Sweeney & McFarlin, 2002; Zenger & 

Folkman, 2002), some appropriate for day-to-day transactional leadership (Bass & 

Avolio, 1994; Dubrin & Dalglish, 2003), others more appropriate for leading change 

(Antaraman, 1993) and still others suggesting that leaders evaluate the situation and the 

maturity of their subordinates before choosing an approach (Hersey, Blanchard, & 

Johnson, 2001).  There are studies on transformational, charismatic and authentic 

leadership, but again mostly in a Western context.  Despite this plethora of research there 

is very little specific to the Middle East environment (Duyar et al, 2009).  In addition 

there are no conclusive recommendations for leading workers from different national 
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cultures, despite the fact that the impact of cultural differences on attitudes, expectations, 

motivations and behaviours of people is well documented (Duyar et al., 2009; Klein et al., 

2009; Newman & Nollen, 1996).  In Indian culture, for example, an autocratic manager is 

respected, while a democratic manager may be viewed as being weak and incompetent 

(Gopalan & Rivera, 1997).  Hence, this study thoroughly investigates the progression of 

leadership over the last few decades and compares the UAE to norms in other parts of the 

world and attempts to address the gap in literature.   

 

1.1.4 Satisfaction with Supervisor 

Job satisfaction has five components, and one of these is SWS (Abu Elanain, 2010; 

Mardanov, Heischmidt, & Henson, 2008).  It is not clear how much job satisfaction 

actually enhances organisational outcomes because there are conflicting findings on this 

topic.  However, it is clear that job dissatisfaction has negative outcomes for 

organisations, the most significant of which is high job turnover (Lok & Crawford, 2004).  

One of the major causes of job dissatisfaction is lack of respect and recognition from 

supervisors (Rad & Yarmohammadian, 2006).  Research suggests employees believe that 

a good supervisory relationship is the most critical element in supervision (Sanchez, et al., 

2002) so it is surprising to find that between 60 and 75% of employees report their 

immediate supervisor as the most stressful part of their jobs (Smith & Canger, 2004).  For 

this reason an awareness of the importance of SWS is necessary in order for managers to 

get the best out of their employees.  This study explores the concept of SWS, and the 

practices which enhance or inhibit it.  It also discusses how power, communication and 

teams affect SWS. 
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1.1.5 Workplace Commitment  

Workplace or organisational commitment is the extent to which an employee identifies 

with an organisation and its goals (Kreitner & Kinicki, 2007) and the extent to which they 

are involved, and want to stay, with their organisation (Greenberg & Baron, 2000; 

Newstrom, 2007).  The most important positive result of WC is that employees work hard 

and stay in their jobs for long periods of time (Rashid, Sambasivan, & Johari, 2003).  If 

employees are not committed they are less productive and there is high staff turnover, 

with a cost to the organisation both for recruitment and from lack of productivity while 

new people are learning their jobs (Fernandes & Awamleh, 2006).  Recruitment costs are 

high in a domestic situation, and are even higher for international recruitment (Gregersen 

& Black, 1990).  Hence it is in an organisation’s best interest to keep its personnel long 

term.  This study investigates WC, why it is important, how to achieve it and its effect on 

organisations.  

 

1.2 Research Problem 

This study explores the impact of NI and leadership style on employee SWS and WC in 

the UAE.  Despite substantial management literature in a Western context there is a 

definite gap in the literature on the Middle East, especially on the possible relationships 

between the above constructs.  In UAE organisations it is normal to see that human 

resources are expendable and replaceable rather than valued as an asset.  This is because 

most of the work force is expatriate and on renewable contracts, so there is little incentive 

to implement a supportive corporate culture (Al Ali 2008).  The UAE basically purchases 

its workforce on the international market to suit current needs (Hvidt, 2009).  Decision 

making in both Government and organizations is very fast often without due 

consideration of future consequences, hence decisions are often reversed when negative 
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consequences emerge.  This fast decision making comes about because of the centralized 

nature of management where decisions are often made by one person (Hvidt, 2009). 

While leadership literature abounds in a Western context it may not apply to non-Western 

countries.  In fact, research suggests that management does not transcend cultures (Dubrin 

& Dalglish, 2003; Duyar, 2009; Klein et al., 2009; Newman & Nollen, 1996).  Given the 

above discussion on expatriate labour and lack of supportive organizational culture the 

concept of SWS is not visible in the UAE and managers who are very strict with 

employees tend to be promoted while those who are democratic and participative are seen 

to be weak or incompetent.  Also there is not a commitment based work culture because 

monetary rewards are used as a tool to retain staff (Al Ali, 2008).  Employees, both 

Emiratis and expatriates appear to be less committed to their organisations and less 

helpful to external parties, although this could be a result of the organisations not being 

committed to them.   

 

Some positions in the UAE, for example human resources, are “Emiratised” but this only 

addresses a small part of the expatriate issue (Pounder & Al Sakka, 2010).  One of the 

biggest problems with Emiratisation is the lack of a clear national framework 

(Forsteniechner, 2008).  In addition there are many inhibiting factors.  The first of these is 

the high salary expectation of Emiratis compared to cheap skilled expatriate labour being 

readily available and the unwillingness of Emiratis to do physically demanding work (Al 

Ali, 2008).  This precludes locals being employed in the private sector where employment 

conditions, remuneration, job security, hours of work and vacations are far less lucrative 

than in the public sector (Al Ali, 2008).  For example, recent pay rises of 100% to all 

Emiratis in the public sector, quickly followed by another increase of 70% has priced 

them out of the market (Forsteniechner, 2008).  In addition to high salary expectations 
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there is a questionable work ethic, the inability to terminate them once they are employed, 

sabotage by expatriate managers training nationals to take their place, negative stereotype 

of nationals in general, the lack of experience needed, and the fact that the public sector is 

saturated (Forsteniechner, 2008).  Quite apart from the obstacles mentioned above it is 

highly unlikely that Emiratis will ever replace expatriates because there are simply not 

enough Emiratis.  Expatriates still occupy high positions to pursue their monetary 

interests.  So from both sides there is no real sense of commitment.  

 

1.3  Research Objectives 

This aim of this study is to examine the influence that demographics such as age, 

nationality, education, gender of participant, level of job, industry and religion have on 

NI, SWS and WC in a non-Western setting.  Additionally, it compares leadership styles in 

the UAE with those in the USA and Europe.  Finally, it explores possible relationships 

between NI and SWS, NI and WC, SWS and WC, leadership and NI, leadership and 

SWS, leadership and WC. 

 

1.4 Justification for the Research 

This study has significance for business theory and practice in a Middle Eastern context 

where there is little culturally specific management literature.  It will make a significant 

contribution in the domains of NI, leadership, SWS and WC in the Middle East.  The 

results will add to knowledge and understanding of employee behaviour in different 

cultural environments and can assist human resource managers in recruiting, managers 

with multicultural teams, managers with dysfunctional teams, and organisations with high 

staff turnover.  The outcome of the research will give managers in the UAE an awareness 

of the different expectations their multicultural work force may have in an area of the 
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world that has been so far neglected by management researchers.  Since many of the 

countries in the Middle East and especially the Gulf countries are largely multicultural 

this research will help managers in the entire region better understand their workers.  NI 

and its strength affects behaviour, and this flows into the workplace.  Managers need to 

understand the cultures present in the UAE in order to avoid conflict and frustration.  

They need to know how and why people think in a certain way.  For marketing purposes 

it is important for an organisation to know how consumer-ethnocentric people in their 

target market behave, how much historical pride (HP) they have and how traditional they 

are.  These factors affect the target market’s potential response to new products and 

different marketing designs.  Because of the gap in management literature specific to the 

Middle East in general and the UAE in particular, managers have no point of reference 

for problems they encounter which may relate to different national cultures.  Often 

practices from India or from the West are used without consideration as to their 

transferability.  Another consideration for human resource managers in the UAE is that 

when hiring managers it is possible that those with high levels of NI and low levels of 

CBBF may be intolerant and inflexible with people of other nationalities (Fish et al., 

2008).  This knowledge can help human resource managers increase employee retention.   

 

Employees are the most important resource in organisations, but managers in the UAE do 

not appear to consider how their own behaviour affects employee motivation and 

performance.  This is due to the pervading feeling that because labour is on contract 

monetary rewards are more important (Al Ali, 2008). Very few managers appear to have 

had any sort of leadership training, especially with regard to leading in a multicultural 

setting.  It is clearly observable from day-to-day life in this country that there are many 

management inefficiencies, especially in large bureaucratic organisations.  There is still 
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enough money in the UAE to cover these inefficiencies, but that will not continue as the 

country evolves into a real international economy.  There is already a push to reduce 

spending in government departments and large organisations and to make them more 

efficient.  So any academic research on management specific to the UAE will be 

invaluable for the difficult times ahead, especially if that research relates to the increasing 

productivity that is quickly becoming an important issue in the UAE.  This study could 

help in the transition by pointing out the benefits of appropriate leadership, satisfaction 

with supervisor and workplace commitment.  

 

SWS is extremely important as dissatisfaction is known to cause high employee turnover.  

Yet managers in the UAE do not seem to care about their employees, and many 

organisations still run on fear.  Literature proving the importance of having employees 

who respect and are loyal to their supervisor will be a useful addition to this research, and 

may improve awareness of this concept.  Past leadership studies show that the leadership 

style of managers affects satisfaction and performance of employees. In order for UAE 

organisations to be effective and competitive in the future, leadership must improve.   

 

WC is important in retaining employees.  Because the UAE has such a large expatriate 

workforce, and it is so expensive to recruit replacements, it would be beneficial for 

managers to know how to enhance the commitment of their employees.  This study 

investigates WC in the UAE and the findings will prove helpful to managers in that 

country.    
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1.5 Methodology 

The methodology used in this study is quantitative and it is used to assess the strength of 

any relationship between the demographic variables (age, gender, education level, 

religion, job level, industry, country of origin and nationality) and NI, SWS and WC.  

Subsequently leadership in the UAE was compared to norms from the USA and Europe 

and finally, relationships between NI and SWS, NI and WC, NI and leadership, 

leadership and SWS, leadership and WC, and SWS and WC are explored. 

 

The study uses four measures pre-tested for their reliability and validity.  The NI measure 

was adopted from Fish et al. (2008). The leadership measure was the Multifactor 

Leadership Questionnaire (MLQ 5x Short).  The particular version that was used in this 

study was developed by Avolio and Bass in 2004.  The SWS instrument that was 

originally used by Scarpello and Vandenberg (1987), and the WC measure developed by 

Mowday, Steers, and Porter (1979) were used in this study.  The four scales were collated 

into one larger questionnaire with four sections.  Information was elicited from 

participants on NI, leadership, SWS and WC. 

 

The questionnaire was distributed to several oil related companies, a tertiary educational 

institution and a hospital in the western region of Abu Dhabi in the UAE.  The selection 

of organisations was not purposeful in that a random sample was required.  Previous 

studies used statistical analysis, so this study also used a positivist approach and 

quantitative analysis.  A number of statistical analyses such as factor analysis, correlation, 

regression and MANOVA were performed.  MS Excel was used to compare means in the 

leadership study and questions were grouped into factors based on the author’s 
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recommendation.  Interrelationships between the four studies were explored using 

correlation and regression analysis using SPSS 20.  

 

1.6 Limitations and Assumptions 

From a data analysis and interpretation point of view one limitation of this research is that 

statistical analysis generalises a universal statement of truth from observations on only a 

limited number of positive instances.  Because the questionnaire was distributed 

randomly there was heterogeneity of a smallish sample population and small number of 

participants in some of the categories.  For example, most of the participants were either 

Emirati or Western and the other nationality representations were quite small, and the 

majority of participants were quite young. Also using questionnaires only provides 

evidence of association, not causation, so causal inferences are limited. 

 

One of the biggest limitations of the raw data is the reluctance of many “non-Western” 

participants to answer any negative questions honestly either for fear of repercussions, or 

because of their cultural preference not to say anything negative (Ball and McCulloch, 

1999; Peterson, 1993).  It is also possible that people who were educated in different 

areas of the world may have different perspectives despite their nationality and this could 

skew the results slightly.  Westernisation of respondents who have been expatriates for a 

long time may also have affected results in that they have adapted their views given their 

exposure to different environments over time.  In addition, the instruments used were of 

Western origin, and understanding of questions may be slightly different even though the 

questionnaire was translated into Arabic.  For example, asking people from a non-

Western culture if their supervisor is competent may seem strange to people from cultures 

who do not question the competence of managers.  Finally, the participants in the 
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questionnaire were of many nationalities, but the nationality of the manager they were 

evaluating was not part of the study and it is possible that managers of different 

nationalities behave differently.   

 

1.7 Outline of the Thesis 

This thesis consists of five chapters which are summarised below.    

 

Chapter 1 describes the background of the study, the context, the literature, the research 

problem, justification for the research, methodology, and scope and delimitations of this 

thesis.  

 

Chapter 2 covers past literature on NI, leadership, SWS, and WC including any available 

literature specific to the Middle East.  NI literature includes cultural diversity, cultural 

stereotyping in general and that related to the nationalities present in UAE: Arabs, 

Westerners, and Indians.  It also covers NI and CBBF.  The leadership review includes 

leadership styles, early leadership and contemporary leadership theory, and dysfunctional 

and effective leadership.  The SWS section discusses supervisor temperament, how to 

enhance satisfaction, changing subordinate behaviour, and motivation theory.  The WC 

review includes types of commitment, components of commitment and how to build 

commitment.  

 

Chapter 3 describes the research methodology including the justification for quantitative 

analysis, the statistical methods used, reliability and validity, and ethical considerations of 

the study. 
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Chapter 4 presents the analysis, results and findings of studies determining whether 

demographics and organisational factors have any significant effect on NI, SWS and WC 

in a non-Western setting.  Leadership in the UAE is compared to leadership in the USA 

and Europe.  Additionally, relationships between NI, leadership, SWS, and WC are 

analysed and conclusions are drawn for discussion in the following chapter.  

 

Chapter 5 discusses the findings and the implications for theory and practice in the UAE, 

as well as delimitations and potential future research. 

 

1.8 Conclusion 

This chapter identifies the purpose of the study and the research problem that has 

emerged from a gap in literature. It outlines the context of the management issues being 

explored and the context of the country in which the research was conducted.  It briefly 

introduces literature on NI, leadership, SWS, and WC and the research methodology 

used.  Finally the delimitations and the significance of the study to the small body of 

literature specific to the Middle East are outlined.   
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2 Chapter 2 – Review of Literature 

 

2.1  Introduction  

Studies of national culture, leadership and to a lesser extent SWS and WC are extensive.  

However, limited research is available on the Middle East and on the linking of national 

culture and leadership to SWS and WC.  This chapter examines the body of knowledge 

surrounding national culture, leadership, SWS and WC. 

 

2.2  National Culture and National Identity 

2.2.1  National Culture – An Overview 

National culture is a set of values passed from generation to generation by parents, 

government, religion and schools, and it is reinforced through social pressure (Czinkota, 

Rivoli, & Ronkainen, 1989; Yukl, 2002).  National culture has two main aspects. First the 

obvious: customs, dress, eating habits, technology, arts and behaviour (Dadfar & 

Gustavsson, 1993), and how to shake hands and what to talk about (Hickson & Pugh, 

2001). Second, on the subconscious level: beliefs and values, ways of thinking (Dadfar & 

Gustavsson, 1993) and how each individual is perceived (Hickson & Pugh, 2001).  Most 

theorists agree that cultural differences endow managers and their subordinates with 

different innate behaviours (Hofstede, 2001). These behaviours together with the values 

of a culture are internalised by people as they grow up, and they will always influence 

attitudes at a subconscious level (Ali & Azim, 1996; Yukl, 2002).  In other words, people 

subconsciously carry with them the values, beliefs, and behaviours they picked up from 

society during their youth, and this colours their behaviour and expectations throughout 

their lives.  National culture affects a person’s reaction to different situations, 

relationships with other people and perception of events (Hall & Hall, 1990).  Perception 
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of events is further influenced by an individual’s intelligence, and their work and cultural 

experiences (Ali & Azim, 1996).  A manager who has worked in different countries for 

20 years is likely to be more sensitive to a set of values and beliefs that are taken for 

granted by locals than a manager who has no overseas experience.  The influence of 

national culture on individual behaviour is well-established and the differences between 

Eastern and Western cultures are significant (Lok & Crawford, 2004).  For a manager to 

attain maximum productivity from a workforce, an understanding of the underlying 

values and beliefs of his employees, and how these affect motivation, work ethic, and 

general behaviour, is invaluable.  Managers need to know why others act as they do (Hall 

& Hall, 1990).  

 

2.2.2  Cultural Diversity 

Cultural diversity exists wherever there are people of different cultures living and 

working together.  There are both positive and negative implications of cultural diversity.  

On the positive side, the combination of many different viewpoints can be beneficial in a 

creative and innovative sense (Dadfar & Gustavsson, 1993).  A variety of ideas, styles, 

visions and lifestyles make life interesting and are good for business (Parvis, 2003). 

When managed successfully cultural differences can result in sustainable competitive 

advantage; but, this diversity must be well-managed to be an asset (Dadfar & Gustavsson, 

1993).  If diversity is ignored or poorly handled, conflict, frustration and inefficiency may 

result, and this can have negative effects on organisational performance.  The fact that 

cultural differences are not going to go away makes it more important now than ever for 

managers to understand other cultural viewpoints. 
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2.2.3  Components of Culture 

There are many components that make up a national culture; they are the points at which 

there are likely to be differences between national cultures. It is important that every 

manager is aware of these differences and understands how to turn them into 

opportunities for the organisation.  The components of culture are explained below. 

 

Time:  How important is it?  The saying “time equals money” and “punctuality is 

imperative” are not accepted in many cultures (Ball & McCulloch, 1999; Rodrigues, 

1996).  Time can be mono-chronic or poly-chronic (Hall & Hall, 1990).  In mono-chronic 

cultures people do only one thing at a time and do not tolerate being interrupted.  In poly-

chronic cultures people are involved with many people and things at once, and 

appointments and interruptions mean little (Hall & Hall, 1990).  Some cultures take a 

long time to make decisions and others make them quickly (Rodrigues, 1996); in some 

cultures schedules and deadlines are important, but in others they are not (Ball & 

McCulloch, 1999; Rodrigues, 1996).  Together these differences relate to a culture’s 

concept of time. 

Thought patterns:  Some cultures think in a circular fashion, regarding change as bad, 

and thus often miss opportunities.  Other cultures think in a linear way; by looking to the 

future and taking opportunities as they present themselves (Rodrigues, 1996). 

Social behaviours:  Cultures vary with respect to how and what they eat, and in customs 

like gift-giving and greetings (Ball & McCulloch, 1999; Rodrigues, 1996).  In the Arab 

world it is not usual for men to shake hands with women.  Some people who are used to 

Western habits accept hand shaking as part of doing business, while others will not touch 

the hand that is offered by a person of the opposite gender.  
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Aesthetics:  Each culture has a sense of beauty and good taste that is common only to that 

culture (Ball & McCulloch, 1999).   

Personal space:  Some cultures prefer a wide distance, others a short distance, between 

people when communicating (Ball & McCulloch, 1999; Hall & Hall, 1990; Rodrigues, 

1996).  In Islamic cultures personal distance is exaggerated between genders.  

Attitudes and beliefs:  People are either direct or evasive.  Arab people do not like to say 

no, so will skirt the issue by avoidance, while Western people are more direct.  Some 

cultures take their achievement at work very seriously, while others value friendships at 

work more (Ball & McCulloch, 1999).  In many countries position is more important than 

competence (Hickson & Pugh, 2001). 

Religion:  There are some stereotypes about religion, for example, Christians are likely to 

work hard and be frugal.  Followers of Islam are not performance oriented, but work hard 

and believe Allah will take care of the rest.  Hindus believe in the Law of Karma; that you 

are repaid in another life for how you live this one (Ball & McCulloch, 1999). 

Family and friendship:  Some cultures value family and friends over work, others put 

work first, some cultures make and lose friends quickly, while others make them to keep 

(Rodrigues, 1996).  The family may be extended or nuclear (Ball & McCulloch, 1999; 

Hofstede, 2001; Trompenaars & Hampden-Turner, 2002). 

Education:  Different cultures have diverse views on the importance of education.  This 

can be measured by how literate the nation is, and its attitude towards educating women 

(Ball & McCulloch, 1999). 

Language:  This component of culture relates to verbal and non-verbal communication, 

open and closed-door attitude, and factors like importance of office size (Ball & 

McCulloch, 1999). 



22 
 

Legal characteristics:  The legal system also affects culture (Ball & McCulloch, 1999), 

for example, in the presence of strict legal systems where crimes are punished with death 

or deportation, people respect and accept the law.  In Islamic countries the law and 

religion are inseparable because Sharia law is exercised.    

Political structures:  It is likely that the political structure has some bearing on the 

attitudes of the people (Ball & McCulloch, 1999).  A democracy may make people more 

confident of using their initiative, whereas a dictatorship, where people are accustomed to 

being controlled, may inhibit initiative.   

Material possessions:  High masculinity cultures where status is important tend to value 

“things” more than feminine cultures, which are concerned with the wellbeing of the 

community (Rodrigues, 1996). 

Competitiveness and individuality:  Winning is everything to some cultures while others 

prefer team spirit and consensus (Rodrigues, 1996). 

 

The components of culture described above give us an insight into some of the ways 

people of various national cultures can differ.  If we studied several cultures and rated 

them in relation to the above components we would start to see some commonalities.  

These commonalities lead to the simplest version of cultural stereotyping, which puts 

cultures into two categories: high and low context.  Even this basic stereotyping is useful 

for managers to understand because many of the components are also relevant in the 

workplace, especially components like attitude to time and achievement.    

 

2.2.4  High and Low Context Cultures 

High context cultures are those where people have large networks of information sources 

among family, friends and co-workers, and are involved in close personal relationships.  
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People in high context cultures do not need or expect detailed background information on 

problems and may get annoyed when given too much information.  Information moves 

quickly and informally (Hall & Hall, 1990). Time, schedules and deadlines are quite 

flexible and people in high context cultures are often collectivist rather than individualist.  

The culture in the UAE is high context—all of the characteristics above are evident.  

Alternatively, low context cultures are cultures where people compartmentalise their 

family, friends, work and daily life.  When a problem arises they need detailed 

background information and are lost without it.  Information is focused and controlled 

and does not flow freely (Hall & Hall, 1990). Time is important, and the people are 

mono-chronic and individualistic.  Americans, Australians, Canadians and Europeans (for 

the purposes of this study called Westerners) are examples of a low context culture.  By 

using this simplistic distinction between high and low context cultures, managers already 

have an insight into some employee behaviours; for example, why someone is always late 

for meetings.  However, stereotyping goes further than dividing cultures into high and 

low context—it categorises them into cultural dimensions.  There have been several 

notable studies using cultural dimensions.  These are explained below. 

 

2.2.5  Cultural Stereotyping   

“Each cultural world operates according to its own internal dynamic, its own principles, 

and its own laws – written and unwritten.  Even time and space are unique to each 

culture.  There are, however, some common threads that run through all cultures” (Hall & 

Hall, 1990, p3), hence the study of cultural stereotypes.  In order to gain a more intimate 

understanding of this process it is necessary to study the seminal work in this area by 

authors such as Hofstede.  Hofstede analysed a major study done by IBM in the 1960s 

and early 1970s, which resulted in more than 116,000 questionnaires in 72 countries 
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(Hofstede, 2001).  Hofstede’s research initially resulted in four cultural dimensions and 

he later added a fifth.  In addition a sixth was identified in research by Minkov.  All are 

detailed below. 

 

2.2.6  Hofstede’s Cultural Dimensions 

Power distance is a person’s tolerance or non-tolerance of hierarchy. In high power 

distance cultures there is emphasis on authority, the structure of corporations is tall and 

there are many supervisors.  The ideal manager is autocratic, relies on rules, and 

employees actually expect to be told what to do.  The result is job satisfaction, good 

performance and high productivity.  In low power distance cultures, there is less emphasis 

on authority, corporation structures are flatter and there are fewer supervisors.  The ideal 

manager is participative and relies on past experiences and subordinates, who in turn 

expect to be consulted rather than told what to do.  In this case, participative management 

leads to job satisfaction and good performance and productivity (Hofstede, 2001).   

Uncertainty avoidance is the extent to which a person feels comfortable or uncomfortable 

in new, unexpected situations. In high uncertainty avoidance cultures where people are 

afraid of change, there is strong loyalty to the employer, people tend to stay at their jobs 

for a long time and they prefer large organisations.  Technological solutions are appealing 

and creative people feel constrained by the rules.  Top managers are involved in 

operations and the power of a manager lies in controlling uncertainties.  In low 

uncertainty avoidance cultures there is little loyalty to the employer and people tend to 

move jobs often.  They prefer small organisations.  Creative people feel independent of 

the rules and top managers stick to strategy (Hofstede, 2001).   

Individual / collectivist relates to whether an individual looks solely after their own 

interests or those of a group. In individualist cultures hiring and promotion is based on 
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merit and nepotism is frowned upon.  People should be terminated for bad performance, 

not just sidelined.  Commitment to the company is high and performance is best when 

people work as individuals.  The company often prevails over personal relationships.  In 

collectivist cultures hiring and promotion occurs in consideration of the group rather than 

the individual, and nepotism is common and in fact encouraged.  People should be 

sidelined for a bad performance, not terminated.  Commitment to the company is low and 

performance is best when people work in groups.  Personal relationships are more 

important than the company and the tendency is to stay in one occupation for life 

(Hofstede, 2001).   

Masculine / feminine relates to the degree a society is materialistic, tough and masculine, 

or nurturing and feminine. Masculine societies live in order to work, and favour security, 

pay and job satisfaction.  Managers are looked up to and expected to be decisive and firm, 

there are fewer women in management, and a big gap in pay between the genders.  

Women would rather work for a male boss and managers will move their family if the job 

requires it.  Employees overestimate their worth at an interview, take few days off, have 

high job stress, and prefer large companies and high pay.  Feminine societies work in 

order to live, and favour good relationships and working conditions.  Managers are 

considered to be like anyone else, and are expected to deal with feelings and seek 

consensus.  There are many women in management, pay is equal and women would 

rather work for a female boss.  Managers are less likely to uproot their family for a career 

move, job applicants do not sell themselves at interviews, take more days off, have lower 

job stress, prefer small companies and work fewer hours (Hofstede, 2001).   

Long-term / short-term orientation relates to saving patterns of people and whether 

gratification is now or in the future.  In long-term orientation, people defer needs, are 

frugal, save and invest their money, and use structured problem-solving skills.  In short-
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term orientation, people expect needs to be gratified immediately, are consumers, do not 

save and have fuzzy problem-solving skills (Hofstede, 2001).   

Indulgence / restraint relates to leisure and having fun versus suppression via strict social 

norms.  High indulgence is about freely satisfying basic needs and people with high 

indulgence cannot easily be motivated by material rewards.  They enjoy the moment.  

Restraint is where gratification is suppressed and regulated and material rewards are 

expected for a job well done.  People from high restraint cultures are sensitive to unfair 

treatment and status objects are important to them (Hofstede, Hofstede and Minkov 

2010). 

 

2.2.7  Hofstede’s Cultural Dimensions in the United Arab Emirates 

The set of cultural stereotypes above assists in understanding national cultures, but there 

is still a problem: despite notable studies on culture for many countries, very little 

research has been undertaken on the Middle-East.  Theorists have concentrated on 

Europe, the US, and the Far East.  Hofstede (2001) offers some information on India, 

Arab countries, Iran, Pakistan and the Philippines as well as a general category for 

followers of Islam, which may be of some use.  The statistics for the Arab countries were 

compiled from surveys done in seven different countries with hugely diverse levels of 

wealth and development.  The countries researched were Egypt, Iraq, Kuwait, Lebanon, 

Libya, and Saudi Arabia (www.geert-hofstede.com)    

 

Notwithstanding, the results do appear to explain some of the behaviours prevalent in the 

UAE.  Table 2.1 shows the cultural dimension results for a representation of nationalities 

present in the UAE and demonstrates why this study is necessary. 

 

http://www.geert-hofstede.com/
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Power distance: Western culture with a score of 35 for power distance is clearly different 

from the rest of the countries in Table 2.1. The score of 80 for the Arab world makes it 

seventh highest out of 53 countries/regions; this means there is a huge inequity of wealth 

and power in those countries (Klein, Waxin, & Radnell, 2009).  It is not a cultural norm 

in the West to revere people in high positions simply because they hold those positions.  

Rather, people are respected for their actions and accomplishments, not their birth.  In the 

Arab world and in India there is a high tolerance for power distance due to the acceptance 

of hierarchical societies as the norm, and who you are by birth is more important than 

what you achieve (Hickson & Pugh, 2001; Peterson, 1993).  In fact respect in these 

cultures largely depends on the background of the family (Klein et al., 2009).  This high 

acceptance for power distance is evident in the UAE.  There are huge inequities in 

salaries between nationalities and between levels of job.  For example, a Western expat  

 

Table 2.1 Results of Hofstede’s Cultural Dimensions 

  
Power 
Distance 
 
(page 87) 
 

 
Uncertainty 
Avoidance  
 
(page 151) 

 
Individualism 
Collectivism 
 
(page 215) 

 
Masculinity  
Femininity 
 
(page 286) 

 
Long-Term 
Short-Term 
 
(page 356) 

Australia 36 51 90 61 31 

Great Britain 35 35 89 66 25 

Arab Countries 80 68 38 53 NA 

India 77 40 48 56 61 

Iran 58 59 41 43 NA 

Pakistan 55 70 14 50 0 

Philippines 94 44 32 64 19 

Average of Muslim 
Countries 

65 55 20 40 NA 

 
Sources:     Hofstede, G, 2001 , Riding the waves of Culture 
 Average of Muslim countries: from The International Business Center   
 http://geert-hofstede.international-business-center.com/hofstede_united_kingdom.shtml 

http://geert-hofstede.international-business-center.com/hofstede_united_kingdom.shtml
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makes 12.6 per cent more than an Arab expat and 40.5 per cent more than an Asian expat 

(www.gulfbusiness.com).  In addition pilots and school principals earn between AED 

30,000 and 50,000 per month while a labourer or driver earns between AED 600 and 

1500 per month (dubaifaqs.com).  Arabs and Indians embrace the hierarchical system as a 

fact of life.  There is a possibility, therefore, that people from these cultures may respond 

better to autocratic leaders than people from the West.   

Uncertainty avoidance:  The differences in this dimension are not so clear cut.  The Arab 

world and Pakistan have the highest aversion to uncertainty and the British, Indians and 

Filipinos have the most tolerance for uncertainty.  The rules and regulations of Islam give 

people a sense of order and certainty so it is no surprise that the “Arab World” and 

“Muslim Countries” have high uncertainty avoidance, whereas their Western counterparts 

are not quite so traditional.  If a society has a low tolerance for uncertainty, in order to 

reduce uncertainty strict rules and regulations are implemented (Klein et al., 2009).  

Cultures with low uncertainty avoidance are possibly more willing to take risks and need 

less structure and rules. The question arises as to whether high uncertainty avoidance 

would inhibit initiative and therefore people from these cultures may respond better to an 

autocratic leader who gives them clear instructions on what to do. 

Individualist / collectivist:  Western culture, as evidenced by the high score of around 90, 

is quite individualistic, whereas Arab cultures at 20 and Pakistanis at 14 are collectivist, 

and Indian culture sits in the middle.  Arabs in general tend to have extended families and 

it is not unusual for three generations to live together.  They also have large networks of 

friends and are very generous to the poorer people in the community.  In the Arab world 

when a girl does not marry or is divorced she simply remains in, or returns to, her father’s 

or brother’s house and is taken care of by the extended family. There is no expectation of 

her providing for herself and no question of her living alone, as is common in the Western 
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world.  There is a long-term commitment to family, extended family, and extended 

relationships (Klein et al., 2009).  The implications of this tendency towards collectivism 

in commerce could be that people are more comfortable and efficient working in teams 

rather than working alone.  Working in teams would also reduce uncertainty.  

Female orientation:  Contrary to what many people think, Arab cultures are more 

feminine than Western cultures.  Empathy is part of the Arab culture, so it stands to 

reason that Hofstede’s results show a leaning towards the feminine side.  Arabs are quite 

generous and care about the welfare of other people. In the developed Arab countries 

oppression of women is a myth.  It would be more likely that an Arab manager would hire 

someone who desperately needed a job but who was slightly underqualified for the 

position than it would be for a Western manager, and while punishment for not doing well 

is prevalent in Arab culture, an Arab manager would more likely sideline, rather than 

terminate, an inefficient employee.  In the UAE women have equal pay and rights in the 

workplace.  Many women are now in management positions, and some government 

ministers are women. 

Long-term / Short-term orientation:  There are no data for Arab countries for this 

dimension.  Westerners are short-term oriented and live for now when compared to 

Indians who look to the future.  The implications of time orientation are societal and 

therefore do not have significance in terms of the workplace; Hofstede (2001) does not 

offer any connection to the workplace for this dimension.  

Indulgence / Restraint: There is even less data about this latest dimension.  However, 

indulgence scores are high in Latin America, parts of Africa, the Western world and more 

affluent parts of Europe while restraint is found in East Asia, Eastern Europe and the 

Muslim world (Hofstede, Hofstede and Minkov 2010). 
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While the UAE is much less conservative than Saudi Arabia there are many similarities 

between the two countries.  In a study by Bjerke and Al Meer (1993), Hofstede’s results 

for Arab countries were confirmed when they found that Saudi managers had similar high 

power distance (73) which they attributed to the Muslim belief about authority; high 

uncertainty avoidance (74); were relatively collectivist (41); and had a feminine side (43), 

all of which were attributed to Islamic teachings.  This result somewhat validates 

Hofstede’s Arab country category as a suitable measure for the UAE.  Additionally, in 

countries like the UAE, where the predominant form of government is authoritarian 

(Rugh, 1997), one would expect the people to accept hierarchy.  Once again this confirms 

Hofstede’s findings.   

 

2.2.8  Other Cultural Dimensions 

Another well-known cultural expert, Fons Trompenaars also divides cultures into useful 

dimensions, some of which bear similarities to Hofstede’s classifications.  Trompenaars 

worked for Shell and surveyed 15,000 managers and staff from 30 companies in 50 

countries.  He identifies seven dimensions of culture, five dealing with interactions of 

people, one with time, and one with the environment (Trompenaars & Hampden-Turner, 

2002).  When studied individually and compared with Hofstede’s dimensions, there 

appears to be little value added in terms of explaining worker behaviour, so for the 

purposes of this study Hofstede’s dimensions are used.   

 

2.2.9  Other Factors Which Affect Behaviour 

“When gross comparisons of societies are made… it is too easy to begin to forget the 

wide range of differences between individuals in any one of them” (Hickson & Pugh, 

2001, p27).  Everybody is different, not just physically, but emotionally and socially.  
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These emotional and social differences are broadly labelled as personality (Martin, 2001).  

According to Greenberg and Baron (2000) there are five dimensions of personality:  First 

is conscientiousness, the degree to which a person is hardworking or lazy.  Second is 

whether the person is an extrovert or an introvert, that is, outgoing and assertive, or timid 

and private.  Third is agreeableness, whether the person is cooperative or contrary.  

Fourth, emotional stability and whether the person is insecure or secure, and happy or 

depressed.  Finally openness to experience indicates if the person is curious about new 

things or not.  All of these personality characteristics cause different behaviours in 

different situations and may override national culture to some extent.  So when cultural 

stereotypes are used individual differences must also be considered.  

 

One final aspect of culture to consider is that it changes over time (Yukl, 2002). In the 

UAE nearly every Emirati family has one or more foreign maids who look after the large 

family it is customary for Emiratis to have, and most teachers in schools and universities 

are foreign.  This together with the surfeit of disposable income, a reasonably free 

society, the internet, foreign movies, and mass exodus to other parts of the world during 

the very hot summers, is already having a visible effect on the culture of young people in 

the country.  This is not to be confused with the idea that cultures are converging.  Many 

people assume that as the world becomes smaller through technology and globalisation 

cultures converge.  This is not the case.  National culture appears to be becoming stronger 

because people are fearful of losing their identity (Dubrin & Dalglish, 2003; Trompenaars 

& Hampden-Turner, 2002).  There is also an assumption that management practices 

transcend cultures.  This is also not the case (Dubrin & Dalglish, 2003).  Behavioural 

norms can be expected to vary across different regions and countries (Klein et al., 2009). 

Most text books promote a ‘Western’ idea of management but this may well differ in 
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important aspects from what is ‘normal’ in other parts of the world.  Managers working 

abroad, especially in hierarchical societies, would agree that the Western model is far 

from the reality in many countries.  

 

2.2.10  Individual Cultures   

2.2.10.1 Arab Culture and Islam in the United Arab Emirates 

There are four main influences on the local Arab culture in the UAE: the tribal system, 

Islam, foreign rule and oil money (Hickson & Pugh, 2001).  Because of their tribal 

beginnings, Arabs consider power as a right of birth and access to important people, 

unlike the Western belief of “advancement by merit”.  The tribal way is calling in 

favours, and managers rely on personal connections to get things done (Peterson, 1993; 

Hickson & Pugh, 2001).  Tribal societies also use shame and honour to motivate their 

members, who look to their social group for lessons in behaviour and attitude.  Honour 

comes to the family by reputation and name rather than wealth, and calling in favours is 

well-accepted and a normal way of doing business (Peterson, 1993; Syed & Mohammad, 

2003).   

 

Perhaps the biggest influence on Arab culture is Islam, as most Arab countries are not 

secular and religion shapes values, beliefs and general outlook on life (Lewis, 2006).  In 

the UAE religion identifies people as Muslim Arabs (Hague, 2005). This is the opposite 

of Western societies who consider themselves secular and live by the rules created by 

people rather than those found in religious sources (Hague, 2005).  Islam rules 

government and the law as well as the way people live.  It is evident in all social 

organisations, institutions and most governments throughout the Arab world, and there is 

no delineation between work, society and religion (Peterson, 1993).  There is a culture of 
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fear of nothing except Allah, so people have a sense of confidence that makes them 

generous, courageous and communicative (Jabnoun, 1994).  This belief that Allah’s wish 

will prevail results in an aura of fatalism, which is widespread (Bjerke & AlMeer, 1993).  

In Islam consultation is mandatory because of the collectivist society, but it is 

conditional—only selected people are consulted—and once a decision is made it is not 

questioned by subordinates (Bjerke & Al Meer, 1993; Branine & Pollard, 2010).  Islam is 

generally a culture of caring and sharing and mercy towards others (Branine & Pollard, 

2010), a culture of discipline and order, and justice for all (Branine & Pollard, 2010; 

Jabnoun, 1994).  There is an emphasis on collectivism and cooperation (Jabnoun, 1994), 

concern for others and friendly relationships (Bjerke & AlMeer, 1993).  Many of these 

characteristics were discussed when exploring Hofstede’s cultural dimensions for the 

Arab world, which strengthens the point of view that Islam is the single largest influence 

on Arab culture.  

  

Over 40 years ago in 1968, when foreign rule existed in the UAE, the population was 

only 180,000 (uaestatistics.gov.ae, 2012).  Now with a population of over eight million 

there is little memory of foreign rule.  On the other hand, oil money has had a much larger 

influence on people.  From a subsistence economy 40 years ago the UAE has morphed 

into one of the largest spending economies in the world, currently ranked at 6
th

 in the 

world in nominal Gross Domestic Product per capita according to the International 

Monetary Fund, and 7
th

 according to the World Factbook. 

In Arab culture the perception of time is very different to Western societies; Arabs do 

many things simultaneously because their view of time is not sequential, and to be on 

time for an appointment is not important (Peterson, 1993; Syed & Mohammad, 2003). 

Arab managers prefer staff to be loyal rather than efficient (Hickson & Pugh, 2001) and 
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they value the relationship between people and good manners more than the truth 

(Peterson, 1993).  They do not lie, but they evade and circumvent the truth so as not to 

offend.  Arabs also avoid admitting to mistakes because this is a sign of weakness, and so 

it is sometimes difficult to get to the root of a problem (Deresky, 2002).  In addition, 

because Arabs do business based on personal relationships, to them oral or written 

agreements are the same (Dadfar & Gustavsson, 1993).  So there are lengthy “getting to 

know you” periods before business talks begin (Hickson & Pugh, 2001).  In this high 

context culture much information is already known from previous conversations and a lot 

is shown through body language and nuance (Hickson & Pugh, 2001). Managers argue 

and are aggressive and outgoing, and tend to bargain before agreeing to a contract (Syed 

& Mohammad, 2003). Conflict is also part of Arab culture going back to the tribal days.   

 

2.2.10.2 Indian Culture 

Indians represent the single largest component of the population in the UAE, estimated at 

around 30% (www.uaeinteract.com (pop), 2010), so Indian national culture is significant.  

More than 80% of Indians are Hindu and their religion gives them some basic beliefs.  

Fusilier and Durlabhni (2001) suggest that Indians feel interconnected with others and 

have a unity between self and the universe.  They believe in non-attachment to attain 

contentment and peace, and must not become obsessed so keep a distance from problems.  

A big part of the Hindu religion is the Law of Karma, which includes non-violence, 

contentment and compassion.  In the Law of Karma there is the belief that every action is 

paid for either in this lifetime or another and people must not have violent thoughts, anger 

or negative emotions.  In India there is a stark contrast between wealthy and poor, there is 

a relatively small educated middle class and more than half the people are illiterate.  This 

contrast is accepted because of the belief that a person’s circumstances in life are 
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determined by behaviours in a previous life which has caused birth into a particular caste 

(Gopalan & Rivera, 1997). Who you know and who you are is very important.  In India 

there is nepotism, bribery and misappropriation.  Nepotism evokes the most loyalty, and 

that is important for Indians.  In addition, Indians are fearful of people in positions of 

power, more submissive, and more obedient to seniors (Hickson & Pugh, 2001).  

 

2.2.10.3 Westerners 

Although there is only a small percentage of Westerners (from the United Kingdom (UK), 

the US, Canada, Australia, New Zealand, Europe, South Africa) in the UAE they are 

generally in high-end positions:  management, medicine, engineering, or involved in 

educating Emiratis at tertiary level, so their influence is significant.  Westerners are also 

at the top of the informal “class hierarchy”, almost alongside the locals, and they are 

highly respected.  Clearly Western culture is very different from Arab and Indian culture, 

largely because it is individualistic and does not accept high power distance (Hofstede, 

2001).  It is also low context, whereas Arab and Indian cultures are high context. These 

factors have implications for the way business is done.  Arabs view Western managers as 

being formal, not very outgoing and focused on details in the negotiation process for a 

contract (Syed & Mohammad, 2003).  On the other hand, Western managers view Arabs 

as casual and unbusinesslike.  In addition, business managers in countries with 

individualistic cultures, like the UK, the US and Australia regard nepotism and gift-giving 

as unethical, while business managers in collectivist cultures, like the UAE and India, 

think it is an acceptable and even an integral part of doing business (Christie, Kwon, 

Stoeberl, & Baumhart, 2003).  Deresky (2002) describes Americans as goal and 

achievement-oriented, with a view that there is no limit to what can be done, highly 

organised and institutionally minded, freedom-loving and self-reliant.  They are work-
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oriented and efficient, have a good work ethic and are friendly and informal, rejecting the 

class system.  Finally, they are competitive and aggressive, and their values are always 

changing. 

 

2.2.11  National Identity 

How strong a national culture really is depends on that culture’s sense of NI.  NI occurs 

when a country’s national culture has core traits which make it unique from others 

(Keillor, Tomas, & Hult, 1998).  There are four main dimensions of NI: belief structure, 

national heritage, cultural homogeneity and ethnocentrism (Keillor et al., 1998).  Belief 

structure includes religion and beliefs which create solidarity amongst the people, for 

example, Islam in most Arab cultures.  National heritage is the importance of historical 

events and figures which remain as legend.  In the UAE Sheik Zayed who ruled the 

country from its inception in 1971 till his death in 2004 will always be remembered for 

his vision, humility and empathy for his people.  Another example is in Mongolia where 

references to Genghis Khan are still prevalent despite the fact that he lived hundreds of 

years ago.  Cultural homogeneity refers to the absence of subcultures, which if numerous 

and strong, dilute the strength of NI. In homogenous societies it is easier to keep a strong 

sense of NI.  So the concept of NI is much more than just characteristics or dimensions.  

While it can be learnt or chosen, it consists of a person’s choice to belong to groups with 

similar beliefs and attitudes (Huang, 2005). Psychologists suggest that identity is rooted 

in culture and simultaneously it reflects culture (Hague, 2005).  The strength of a person’s 

NI is important both from an employee and manager’s point of view.  Employees with a 

strong NI will be more likely to fit into a cultural stereotype and behave in a predictable 

manner. Ethnocentrism occurs when individuals make cultural evaluations based on their 

own cultural perspectives (Keillor et al., 1998).  Ethnocentric managers may not be 
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suitable to work in a multicultural environment because they may judge everything 

against their own culture.  

 

The extent to which people feel this sense of NI varies from country to country and also 

on an individual level.  Despite suggestions that globalisation is reducing the strength of 

NI, research shows that this is not the case; nations with a strong identity remain 

unaffected (Catterall, 2011).  There are two reasons for people working in a country with 

a strong identity, or individuals with a strong identity, needing to be aware of the 

implications of NI.  First, if a potential new manager for an overseas posting has a strong 

sense of NI, it is possible that they will be more ethnocentric than a manager with a 

weaker one (Fish, Bhanugopan, & Cogin, 2008).  This ethnocentricity may negatively 

affect the manager’s attitude towards their new country and the people they work with, 

which is detrimental to both the company and the manager.  Second, if the foreign 

country has a strong sense of NI the new manager has to be especially open-minded and 

sensitive.  Bartlett and Ghoshal (1988) suggest that managers should have the 

communicative competence to support the values and beliefs of different cultures 

engaging in transnational business.  In addition to an awareness of NI, international 

managers should have a CBBF.  In other words they should seek, learn from and 

encourage cross-border business activities (Fish et al., 2008).  A person, therefore, who 

has a weak NI, is not ethnocentric and who is also interested in other cultures, in doing 

business with them and learning from them, has the potential to be an excellent expatriate 

manager or employee.  
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2.2.12  National Identity and Cross-Border Business Focus 

Fish et al. (2008) researched individual suitability for cross-border assignments from a 

manager’s perspective.  They measured this suitability using two points of view.  First 

cross-border business focus, which is a manager’s communicative competence in 

accepting the attitudes, values and norms of other cultures and willingness to do business 

there, and second the strength of the manager’s national identity or ethnocentrism, which 

is their innate belief that their own culture is best (Fish et al., 2008).  This research found 

that managers most likely to succeed in a multicultural environment are trans-nationalists 

who have low NI and high CBBF. The managers least likely to succeed are ethno-

centrists who have high NI and low CBBF.  Too often managers are hired based on 

technical, managerial and strategic skills without consideration of their suitability for an 

overseas posting (Fish et al., 2008).  Figure 2.1 shows details of the suitability criteria.   

 

 

 

 

 

 

 

 

 

 

 

Figure 2.1 Suitability for International Posting 

Source: (Fish, Bhanugopan, & Cogin, 2008) 
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The discussion so far has focused on national culture and identity and the importance of 

understanding these.  When stereotyping people from different national cultures it is 

useful to know how closely they identify with their innate cultures.  From this it may be 

possible to ascertain a person’s suitability for international postings.   

 

2.2.13  National Identity and Cross-Border Business Focus and Demographics 

In addition to personality and national culture, there are other factors which may affect 

behaviour: a person’s profession, level of job, the organisational culture of the company, 

the size of the organisation (Hickson & Pugh, 2001), the context of the country, the type 

of industry the person works in, age, gender, education, religion, job or function 

(Trompenaars & Hampden-Turner, 2002; Hickson & Pugh, 2001), and personal wealth 

and wealth of parents.  In addition, it is also possible that the point of development of a 

country has more impact on behaviour than the national culture.  Hickson and Pugh 

(2001) observe that management in developing countries tends to be collectivist, 

authoritarian, time is not urgent, there are many signatures and official stamps required 

for simple processes and hence what takes months in a developed country can take years 

in a developing one.  Having considered all the factors which may influence behaviour it 

is important to note that research shows that nationality has three times more influence on 

the shaping of managerial assumptions than any of the other characteristics.  In addition, 

when looking at differences amongst people, culture of origin is the most important 

difference, closely followed by industry and religion (Klein et al., 2009).   

 

In summary, the foregoing discussion delineates demographic factors which may 

influence management assumptions and perceptions. The extant literature provides 
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definitive evidence that demographics have an effect on NI and CBBF.  Thus, the 

following hypotheses are posited: 

Hypothesis 1a  There is a positive relationship between national identity factors  

   and the demographic and organisational factors. 

Hypothesis 1b There is a positive relationship between cross-border business 

focus factors and demographic and organisational factors. 

 

2.2.14  Conclusion 

National culture is well-known to be an important factor in shaping people’s attitudes, 

beliefs and behaviours.  Because the UAE has a highly multicultural workforce it is 

essential for managers in this country to be aware of, and respect cultural differences.  

Cultural differences can have a positive effect in organisations because of the creativity 

which ensues from many different viewpoints.  However, they can also have a negative 

effect in that misunderstanding and intolerance can cause frustration, conflict and low 

productivity.  Cultural stereotyping, while not perfect, can give managers an awareness of 

different national cultures and explain some employee behaviours.  The most important 

differences between cultures in the UAE are acceptance or non-acceptance of a hierarchy, 

individualist or collectivist tendencies, aversion to or embracing risk, and attitude to time.  

Managers should be culturally curious and acknowledge differences in national cultures 

rather than comparing everything to their own culture and seeing the differences as 

negatives. 

 

2.3  Leadership 

2.3.1  Introduction 

Over the last century leadership has been well-studied with thousands of publications on 

the topic (Sweeney & McFarlin, 2002; Zenger & Folkman, 2002).  But despite this 
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evident interest, many organisations still do not place sufficient emphasis on the value of 

leadership, and many managers have no idea how to get the best out of their workforce 

through effective leader behaviour; especially in a multicultural setting.   

 

Because supervisor – subordinate relationships impact the performance of organisations 

(Butler, 2009), it is essential for leaders to understand what their subordinates expect of 

them.  In a Western context, leaders have access to a myriad of text books, journal articles 

and training opportunities.  However, in the Middle East this is not the case.  There are 

very few studies which have investigated leadership influence tactics in a cross-cultural 

environment (Duyar, Aydin, & Pehlivan, 2009).   

 

2.3.2  Leadership – What is it? 

There are a large number of published definitions of leadership and the following 

definition by George and Jones (1999, p. 404) captures the common thread throughout: 

“Leadership is the exercise of influence by one member of a group or organization over 

other members, to help the group or organization to achieve its goals”.  Leadership 

focuses on personal influence over others which is not necessarily related to a position of 

authority.  One of the most common characteristics of leaders is their ability to inspire 

and motivate people to achieve meaningful goals (Dubrin & Dalglish, 2003) .   

 

2.3.3  Managers versus Leaders 

It is often assumed that managers and leaders are synonymous, but this is not the case.  

Managers rely mainly on organisational leverage, with a large part of a manager’s job 

being to allocate resources, plan, organise, and control (Sweeney & McFarlin, 2002). 

Leading is simply one of the manager’s functions, and this can be accomplished in a 
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rudimentary sense by exerting the authority of position.  Leaders on the other hand, rely 

on personal leverage, for example their expertise, ability to inspire others, integrity and 

credibility.  They focus on creating a vision for the future, helping employees accept this 

vision, then devising strategies to achieve it (Sweeney & McFarlin, 2002). Leaders can do 

their job without authority because they use personal influence over people to achieve 

organisational goals. In ideal circumstances effective leaders can also manage, and 

effective managers can lead effectively (Dubrin & Dalglish, 2003). 

 

2.3.4  Leadership Styles 

Leadership style is the way that leadership is carried out, and is usually associated with 

either autocratic (directive) or democratic (participative) tendencies of leaders, although 

many scholars consider this is a continuum rather than two extremes.  First, an autocratic 

leader simply tells people what to do without any interest in their opinions or problems.  

Next along the continuum is the leader who sells the task by giving direction but also 

support; praising the employee and having a two-way communication.  Third, the 

participative leader is consultative; the subordinate is mentored and supported and their 

opinion valued.  Finally, there is true delegation or democratic leadership where the 

leader gives the subordinate total responsibility for completing the work (Sweeney & 

McFarlin, 2002).  Of course in reality each leader is at a slightly different point along the 

continuum depending on innate personality, the organisational culture of the organisation, 

and the competence and maturity of the subordinates.  Some other factors in determining 

suitable leadership style are the management level of the leader, the stage of development 

of the organisation, the situation, the type of activity, how much time is available, who 

the subordinates are, whether the leader is a lone leader or part of a leadership team, the 

significance of technology within the organisation and whether there are virtual teams 
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spread around or teams all under the same roof (Zenger & Folkman, 2002).  The most 

extreme employee-centred leadership style is laissez faire (LF).  This could be considered 

to be a step further along the continuum after democratic and participative leadership.  In 

LF leadership the leader is completely passive and leaves the subordinates alone to do 

their work; allowing them total responsibility, setting no clear goals, and not helping them 

to make decisions. Studies show that this type of leadership is not efficient, productivity 

and job satisfaction decrease, there is no cohesiveness and employees become frustrated 

(Bass, 1990).  However, in some professions, such as a medical practice or accounting 

firm, this style of leadership may be suitable.  In these types of organisations there may be 

a leader figurehead who, in consultation with the partners, sets the strategic direction of 

the practice but who is not involved in managing day-to-day events.  Differences in 

leadership styles often cause frustration and conflict in multicultural organisations and the 

result can be disastrous for both the manager and the organisation (Gabrielsson, Darling, 

& Seristo, 2009).  For example, in non-Western countries autonomy is not associated with 

job satisfaction, rather it is perceived as a lack of direction, whereas in Western countries 

it is the opposite—people expect autonomy (Abdulla, Djebarni, & Mellahi, 2011).  

Generally employees in non-Western countries get satisfaction from extrinsic factors like 

pay and working conditions, whereas people from Western and more developed countries 

have higher satisfaction from intrinsic job factors like a challenging job (Abdulla et al., 

2011).  This difference in perspective could be due to the collective nature of many non-

Western countries and the individual nature of Western countries (Abdulla et al., 2011).   

 

2.3.5  Transactional Leadership 

In transactional leadership managers or leaders simply enter into a transaction with their 

employees:  The manager explains what is required and what the compensation will be 
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when the job is done (Vecchio, 2002).  Transactional leadership is based on exchanges 

between the group and the leader, and rewards and punishments are used as a control 

(Bass & Avolio, 1994; Dubrin & Dalglish, 2003). De Vries (2001, p. 252) calls 

transactional leadership a “mundane contractual exchange based on self-interest” and 

Vecchio (2002) suggests transactional leadership is an indication of mediocrity.  The 

reward or punishment mentality in this kind of leadership is only successful if the leader 

is able to deliver the rewards and penalties.  In some organisations, where pay increases 

and promotion are based on seniority, what the manager thinks is not important and 

leverage of the position is lost (Vecchio, 2002). Davidson and Griffin (2003) define 

transactional behaviours as those that are essential for keeping the organisation 

functioning by meeting people’s needs for leadership, but falling short of being inspiring.   

 

2.3.6  Early Leadership Theory  

People have always been interested in famous “leaders’ competencies, ambitions, and 

short-comings; leaders’ rights and privileges; and leaders’ duties and obligations” (Bass, 

1990, p3).  There have always been tribal and religious leaders, political and business 

leaders and great generals of war.  The study of leadership began with the Great Man and 

Trait Theories which believed that leaders are “born” not made. The Great Man Theory 

was the earliest and simplest view of leadership; it assumed that men who displayed great 

vision, personality and competence influenced history (Georgiades & Macdonnell, 1998).  

It was believed that a biologically different class of people could be bred by inter-

marrying the families of great leaders (Bass, 1990).  Then in the 1930s, the trait approach 

emerged.  This was based on the belief that the ability to be a good leader is an innate 

characteristic of natural leaders who were not necessarily genetically related to great 

leaders (Dunford, 1997).  The trait theory was a natural follow on from the Great Man 
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Theory but unfortunately the traits, and how many of them a leader needed, was never 

able to be quantified.  So, theorists started exploring the possibility that leadership could 

be learned and was related not so much to innate traits but to leader behaviours.  A 

change in paradigm had occurred.  Now it was thought leaders did not have to be born; 

they could be “made” (Dunford, 1997; George & Jones, 1999; Mullins, 1999; Robbins, 

Bergman & Stagg, 1997).  But there was still a problem.  A specific set of leadership 

behaviours, while helpful, did not suit every situation because “Leader effectiveness is 

determined by both the personal characteristics of leaders and by the situations in which 

leaders find themselves” (George & Jones, 1999, p. 415).  Hence the situational theories 

emerged. 

 

One of the most popular situational theories was developed by Tannenbaum and Schmidt 

(1958).  They suggested a leadership continuum, ranging from boss-centred to employee-

centred leadership.  The assumption was that leadership style should change according to 

the situation (Dunford, 1997; Hersey, Blanchard & Johnson, 2001; Miller, Catt & 

Carlson, 1996).  According to Tannenbaum and Schmidt (1958) there are three forces 

which affect the situation:  the forces in the manager, in the subordinates and in the 

situation itself.  Managers who are proponents of Theory X are likely to be autocratic 

because they will assume that workers do not like work, prefer to be directed and do not 

want responsibility (Dunford, 1997; Hersey et al., 2001).  On the other hand, managers 

who subscribe to Theory Y will be more likely to be democratic because they think 

people are creative and will accept responsibility (Dunford, 1997; Hersey et al., 2001).  

The subordinates themselves are also a factor because they may be willing or unwilling to 

take responsibility, which defines the leadership style required.  If employees are 

unwilling and untrained to make decisions they will work better for an autocratic leader.  
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For educated people who are willing and able to accept responsibility, a democratic style 

is more appropriate. The context of the problem or decision also predicts a suitable 

leadership style.  For example, the dominant leadership style of the organisation is usually 

favoured by all managers working there.  Another factor is the necessity for speed.  

Urgent decisions can’t be collaborative because there is simply no time (Dunford, 1997).   

 

Hersey and Blanchard (1982), in their version of situational leadership, suggest the most 

important factor in choosing leadership style is maturity of the subordinate.  New 

subordinates who are not confident in a task need to be told what to do.  When a 

subordinate is experienced and skilled at a task, delegating is appropriate (Blanchard, 

Zigarmi & Zigarmi, 1985; Dunford, 1997).  To this point this situational theory is similar 

to the one proposed by Tannenbaum and Schmidt (1958), but Hersey and Blanchard 

(1982) further resolved that an attempt should be made to have all subordinates willing 

and able over a period of time.  Sweeney & McFarlin (2002) explain four different styles 

of leadership to be used in situational theory depending on the maturity of the employee:  

directing, coaching, supporting, and delegating.  These styles are task-specific as well as 

person-specific.  A good leader may treat the same person with two different styles 

depending on the task (Blanchard et al., 1985).  In order to implement this theory leaders 

need three skills:  flexibility, diagnosis and partnering.  Diagnosis includes looking at past 

performance, competence, knowledge, commitment, confidence and motivation, and 

estimating which style is most appropriate.  The leader must be flexible and use 

whichever style suits the level of the employee, and finally the leader partners employees 

to help them achieve success and attain their potential.  When a subordinate becomes 

proficient, the leader can upgrade to a more autonomous style.  Tables 2.2 and 2.3 

illustrate a leadership framework and early leadership theories in detail. 
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The leadership theories discussed up to this point have all been transactional, in other 

words keeping the organisation running smoothly in stable circumstances (Dunford, 

1997).  But what happens when circumstances are not stable; in times of change as we are 

experiencing now? The major shortcoming of transactional leadership is that there is no 

allowance for exceptional or transformational leadership.  According to Antaraman, 

(1993) transformational leadership works well in an environment that has undergone or 

needs to undergo a complete change, while transactional leadership is still suitable for a 

stable environment.  Of all the theories discussed above not one addresses the issue of 

change, inspiration or transformation.  Hence, the more contemporary approaches to 

leadership are discussed below. 

 

2.3.7  Contemporary Leadership Theory 

Leadership theory has evolved over the last century with a large number of studies being 

completed, each adding to an existing body of knowledge.  Many of the original 

principles are still valid and have been expanded to fill gaps and rectify shortcomings.  

Two of the major shortcomings of the older leadership theories are the lack of contextual 

consideration (Bass, 1990) and no allowance for exceptional or transformational 

leadership.  Until about a decade ago leadership theory concentrated on managerial 

leadership or transactional leadership and how to be an effective leader.  In our dynamic 

world this is not enough!  A leader needs to be extraordinary to give the organisation a 

competitive edge.  The contemporary approaches suit times of major change, such as the 

world is currently experiencing (Antaraman, 1993).  The ultimate leadership approach 

should enable the organisation, with the help of its workers, to break new records of 

performance and transcend the ordinary.  The most recent organisational success stories 

have all come about because of a charismatic, transformational or breakthrough leader. 
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Table 2.2 Early Leadership Frameworks  

 

Follower centred leadership considers the subordinates’ needs and how subordinates react to leaders.  One follower 
centred approach (Leader-member exchange theory), proposes that a leader decides on the role of each 
subordinate quickly (Sweeney & McFarlin, 2002). The supervisor discovers who is reliable and motivated and who is 
not.  Bias may occur if the employee is attractive or similar to the boss (Vecchio, 2002).  The allocation of jobs will be 
affected by this perception.  Some subordinates will have become “favourites” and some will have become “orphans”.  
“Studies show that subordinates can readily agree on who is relatively in or out with the boss.  And the boss can 
quickly list which employees are currently in or out of favour” (Vecchio, 2002, p275).  A second follower centred 
approach is self-leadership, where subordinates are motivated by their own work ethic (Sweeney & McFarlin, 2002).  
This works well for professional, skilled and experienced employees where tasks are self-explanatory, for example 
teachers and doctors. 

 

Leader centred approaches consider a leader’s traits, skills and personality. Leaders fall into two main categories—
task oriented and relationship oriented.  Recently a third category has been suggested—change oriented. Traits and 
skills are tricky because they are difficult to measure, but more employers are looking at what characteristics are 
undesirable and eliminating prospective employees who have them.  Some of these undesirable traits or behaviours 
are emotional instability, defensiveness, being overly ambitious, having weak interpersonal skills and an imbalance of 
technical and cognitive skills. Many of these unfavourable traits can be discovered during an interview (Sweeney & 
McFarlin, 2002).   

 

Situation centred leadership is about the flexibility in style the leader uses when dealing with different people.  The 
focus is on the readiness of the employee to take on the job, which determines the style to be used.  The leader will 
delegate tasks and help those who need help, leaving competent, motivated employees alone to get on with it.  Every 
employee is treated differently according to their level of competence, confidence and motivation.  Sometimes when 
an employee’s job is multi-faceted two different styles are needed depending on the facet of the moment.  An 
employee may be technically skilled in one area but weak in another (Blanchard et al.; Sweeney & McFarlin, 2002).  
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Table 2.3 The History of Leadership: Theories and Approaches 

Approach Belief Shortcomings 

Great Man Theory 
The earliest and simplest view of leadership assumed that men who displayed great vision, personality and 
competence influenced history (Georgiades & Macdonnell, 1998).  Luck was a necessary element and some 
theorists even thought a biologically different class of people could be bred by inter marrying the families of great 
leaders (Bass, 1990).  

Characteristics that distinguish great people are 
physical appearance, family background and 
achievement.  Also considered was a possible genetic 
connection as great leaders often run in families. 
Certain characteristics are common in great leaders.  
Leaders are born and not made. 
 

Encourages nepotism 
Only uses born leaders 
Not enough leaders 
Discourages flexibility  
Based on political and military figures 
 

Trait Theory 
Originating in the 1930’s, the trait approach is based on the belief that the ability to be a good leader is an innate 
characteristic of natural leaders (Dunford, 1997).  This was a natural follow on from the Great Man Theory – 
what traits did the great leaders have in common?  The Trait Theory is undergoing a revival with the “Big Five” 
model of personality structure.  The big five most essential human behaviours are extroversion, agreeableness, 
conscientiousness, neuroticism and openness to experience (De Vries, 2001). Dubrin and Dalglish (2003) add 
self- confidence, trustworthiness, assertiveness, emotional stability, sense of humour, high tolerance for 
frustration, flexibility, and courage.  
 

A leader has certain personality traits and is born not 
made. 
While being born with these leadership traits does not 
guarantee a good leader, a good leader will have 
these traits.  Traits are still very important in 
leadership theory of today (Bass, 1990). 

Does not take situation into account 
Does not allow for ability to learn 
Does not quantify strength of traits 
required 
Does not sort traits into hierarchy of 
importance 
 

Behavioural: 
Ohio studies identified two main aspects of leadership - consideration and structure.  Consideration measures 
how much the leader gives trust and respect to their group, and structure measures the extent to which the 
leader defines goals and activities.  Leaders high in both were more likely to have good results (Mullins, 1999; 
Dunford, 1997). 
Michigan studies also muted two dimensions of leaders:  employee oriented and production oriented.  
Employee centred leaders were generally more effective in promoting productivity (Dunford, 1997). 
Blake and Mouton proposed a management grid based on the Michigan Studies dimensions and found similarly 
that employee centred leadership was more likely to increase job satisfaction and productivity (Robbins, 
Bergman, & Stagg, 1997) 

Leaders’ behaviours are more important than 
personality traits.  Suggests that good leadership 
behaviours can be learned and good leaders are 
employee centred.  Leaders do not have to be born—
they can be made. 
Two main dimensions of leadership: 
Employee centred leadership and Production centred 
leadership.   
Employee centred leadership promotes better job 
satisfaction and productivity 
 

Does not take the situation or context into 
account 
No hints for being exceptional 
Not drastic enough for times of change 
 

Situational 
Tannenbaum and Schmidt (1958) developed a leadership continuum, which ranged from boss-centred to 
employee centred.  They suggest that the leadership style should change according to the situation.  This is 
situational leadership, which is also discussed by (Dunford, 1997; Hersey et al., 1996; Miller, Catt & Carlson, 
1996) and many others.  According to Tannenbaum and Schmidt there are three forces which affect the situation  
In the manager – personality and values, ethnicity, age, gender, level, education and wealth will affect a 
leader’s innate tendency to be autocratic or democratic.  The confidence managers have in their subordinates 
will affect how much they will allow them to participate in decision-making (Dunford, 1997; Hersey et al., 1996).   
In the subordinates – expectation of responsibility, the personality of employees and whether they want 
independence and are willing to assume responsibility for decision-making will affect the leader’s style.  If 
employees are unwilling and untrained to make decisions then they will work better for an autocratic leader.  For 
educated people who are willing and able to accept responsibility a democratic style is appropriate. 
In the situation – dominant style of organisation, necessity for speed (Dunford, 1997).  The situation is 
important, for example the culture of the organisation and how effectively people work in a group will influence 

Leader effectiveness is determined by both the 
personal characteristics of leaders and by the 
situations in which leaders find themselves” (George & 
Jones, 1999, p415). 
Style depends on the personality of the leader, the 
ability and willingness of the subordinates and the 
context of the problem.  There is no single style, which 
covers all situations but there is a right style for every 
situation singularly. 

No hints for being exceptional 
Does not account for leaders ability to 
change 
Not dynamic enough for times of change 
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leadership style as will the complexity of the problem and whether or not the group is trained to handle it.  The 
time available for making the decision is also relevant because if the decision is very urgent there may not be 
time to be consultative.   

Hersey and Blanchard (1982) suggest that the most important factor in choosing a leadership style is the 
maturity of the subordinates.  If subordinates are unwilling to accept responsibility they need to be told what to 
do.  Where subordinates are willing and able then delegating is appropriate (Blanchard et al., 1985; Dunford, 
1997).  Sweeney and McFarlin (2002) offer the following explanation of four different styles of leadership to be 
used depending on the maturity of the employee.   
Directing – this style gives the employee structure for the task to be completed, the leader organises the 
employee, teaches and supervises them.  This style is appropriate when a decision has to be made quickly or for 
an employee with little experience but a lot of potential; it is also appropriate for new people who do not yet know 
the company well.  Coaching – using this style the leader praises, listens, asks, explains and facilitates.  It 
works well with employees who have lost motivation and are disillusioned.  Supporting – this style supports 
efforts, listens and facilitates.  It is suitable for employees who have competence but lack motivation. 
Delegating – here the leader delegates full responsibility for a task.  This style is appropriate for competent, 
confident achievers, with a track record who know what is needed.  The above styles are task specific as well as 
person specific.  A good leader may treat the same person with two different styles depending on the task they 
are engaged in (Blanchard et al., 1985) 
.  

Every person, and more specifically, every task needs 
a different kind of leadership style depending on the 
maturity of the employee.  It is possible that an 
employee would be treated differently for different 
aspects of his job, being well-experienced in one area 
but not in another.   
There is no one correct leadership style.  A leader 
needs to have a repertoire of styles and apply them to 
employees to help them grow into fully autonomous 
employees. 

No evidence to prove it works though it is 
quite logical and one would assume it 
does 
Not dynamic enough for times of change 
 
 

Fiedler (1967) developed a questionnaire where the leader answers questions about a co-worker who they least 
like.  A high score indicates the leader is employee centred and a low score task centred.  The style most 
suitable depends on the degree of situational control (Dunford, 1997). 

 Questionnaire often delivers contradictory 
results 
Does not account for leader’s ability to 
change 

Vroom-Yetton model (1973) defines five approaches, two authoritative, two consultative and one using group 
decision making. A number of questions are asked about the problem and the answers are plotted on a tree 
diagram eventually arriving one of the style alternatives. (Dunford, 1997)  
 

 Assumes all answers to questions can be 
answered by yes or no 
 

Situational 
Path Goal theory has its roots in expectancy theory, “people are satisfied with their job if they think it leads to 
things that are highly valued, and they work hard if they believe that effort leads to things that are highly valued” 
(Vecchio, 2002, p259).  A leader should reward subordinates for performing well and make sure that they believe 
they can achieve their goals (George & Jones, 1999).  Goals must be made clear and leader’s supportiveness is 
seen as a reward which increases motivation of employees (Vecchio, 2002).   
This theory offers leaders four styles: achievement oriented leadership, which suits subordinates who strive 
for perfection.  They are given responsibility and high standards.  Directive leadership suits subordinates who 
like to be told what to do.  Participative leadership involves consulting subordinates, and supportive 
leadership creates a nurturing environment for subordinates who work well on their own (Sweeney & McFarlin, 
2002). 

People work hard to perform well and get rewarded for 
good performance.  Different leadership styles can be 
used by the same leader, in different situations, for 
example, expectations of the subordinate or degree of 
structure in the task. 
Attempts to explain the effect of the four types of 
leadership style on three types of subordinate 
expectations.   
The three types of subordinate expectations are:  
satisfaction, acceptance of leader, belief that effort will 
result in good performance and good performance will 
be rewarded (Vecchio, 2002). 
 

Evidence is contradictory. 
Assumption that leader behaviour results 
in employee satisfaction. 
Assumption that leadership style will be 
motivational. 
 
This theory has not yet been proven and 
should be used for insight rather than a 
proven manual for leadership.  
(Vecchio, 2002) 
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2.3.7.1 Charismatic leadership 

The idea of charismatic leadership originated with Weber in the early 20
th

 century.  Weber 

saw charismatic leaders as gifted people held in high esteem who had extraordinary influence 

over their followers, similar to the concept of “divine grace” (Bass, 1990).  Charisma is 

described as a quality that makes a person “stand out” from ordinary people (Dubrin & 

Dalglish, 2003). Charisma engenders trust, credibility and respect.  A charismatic leader is “a 

person who arouses emotions in his people which motivates them to act beyond the 

framework of what may be described as exchange relations, of give and take” (Popper & 

Zakkai, 1994, p. 61).  By being a role model to employees, helping them to fulfil their 

potential, by building their self-esteem, making them feel valued, encouraging them to think, 

and providing them with hope, this type of leader will have a loyal and hard-working team of 

subordinates (De Vries, 2001; Dubrin & Dalglish, 2003).  Bass (1990) describes charismatic 

leaders as agents of radical change.  The focus of charismatic leadership is the charm of the 

leader and their ability to influence people to do anything they ask.  However, it does not 

focus on what is actually accomplished, and the other downside is that an unethical 

charismatic leader with a personal agenda inevitably leads to a bad outcome.   

 

Charismatic leaders have many characteristics apart from charisma.  They usually have an 

idealised vision of where the organisation is going and how they will take it there.  They have 

good communications skills and the ability to inspire trust in others because of their personal 

integrity and sincerity (Davidson & Griffin, 2003; Dubrin & Dalglish, 2003).  In addition, 

charismatic leaders have a lot of energy, get things done on time with the minimum of fuss 

and are warm and capable of expressing feelings rather than being aloof like many 

“ordinary” leaders (Davidson & Griffin, 2003; Dubrin & Dalglish, 2003).  They are also 
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likely to have a lot of self-confidence, a firm conviction in their own beliefs and ideals, and a 

strong need to influence people (Davidson & Griffin, 2003).  The charismatic leader will 

romanticise risk, use unconventional strategies to achieve success, have a self-promoting 

personality, and challenge, prod and poke to test courage and self-confidence (Dubrin & 

Dalglish, 2003). Truly charismatic leaders continuously try to improve the way things are 

done (De Vries, 2001).   

  

During times of crisis when subordinates are short on confidence, charismatic leaders 

become more powerful because they increase subordinates’ self-esteem.  This uplifting of 

self-esteem can be done in three ways:  First, by personal identification, that is, giving 

employees someone to look up to, a role model, a person of integrity.  Second, through social 

identification, which ties the subordinates’ work to a greater good, hence encouraging 

sacrifice and big effort.  Finally, and by far the best, is helping subordinates to become more 

self-confident.  An employee who believes they can do something will try extremely hard to 

do it, and will usually succeed (Sweeney & McFarlin, 2002).  

 

From the above discussion it is clear that charismatic leaders have certain characteristics 

either innately or by premeditated personal development, and have the potential to be the 

initiators of change.  However, whether they are successful as leaders or not largely depends 

on what motivates them.  Because charismatic people have a high need for power, they can 

pursue selfish visions and manipulate subordinates without consideration for their good.  

They can be narcissistic, and while they can do a huge amount of damage they often have a 

strong survival instinct (Sweeney & McFarlin, 2002).  It is true that charismatic leaders 
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include the great success stories of our time, but they also include people like Hitler.  The 

very same characteristics that make a leader excel may also be their downfall (Davidson & 

Griffin, 2003).  Leaders can become ‘so convinced of their own invincibility that they engage 

in outrageous risk-taking behaviour’ (Davidson & Griffin, 2003).   

 

There are several possible motivations for a charismatic leader.  First, there is the socialised 

charismatic who restrains the use of power so that others benefit.  Subordinates will be 

autonomous, empowered and responsible.  This is a leader whose motives are honest.  

Second, personalised charismatics serve their own personal interests and do not restrain 

power.  Their subordinates are obedient, submissive and dependent.  These leaders have a 

personal agenda and even though they still inspire people they can be counterproductive.  

Leaders like this are responsible for some of the worst atrocities the world has known (Bass, 

1990; Dubrin & Dalglish, 2003).   

 

In summary, charismatic leaders can achieve great successes if their motives are honest and 

they have integrity.  But there are two possible downsides of charismatic leadership.  First, it 

is not outcome oriented, and people can be inspired and work hard on a project that is not 

going to deliver the required outcome.  Second, if the leader has a personal agenda great 

atrocities can be executed without question from followers, and this can mean the downfall 

of organisations and sometimes even countries.  Charisma by itself is not enough (Sweeney 

& McFarlin, 2002) which paves the way for a newer concept—transformational leadership. 

 

2.3.7.2 Transformational Leadership  

Transformational leadership as a style was first suggested by Downton in 1973 (Bass & 
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Avolio, 1994).  It is in essence an extension of charismatic leadership since it is based on the 

premise that the group follows the leader because of respect and admiration.  But the focus of 

transformational leadership is on what is accomplished rather than the personal charm of the 

leader (Dubrin & Dalglish, 2003).  It is about changing the paradigm, and therefore focuses 

on large-scale change, both creating it and managing it (Sweeney & McFarlin, 2002; 

Antaraman, 1993).  The transformational leader motivates subordinates to look at their work 

from new angles (Bass & Avolio, 1994; De Vries, 2001; Sweeney & McFarlin, 2002; 

Vecchio, 2002).  The leader’s goal is to change the status quo by promoting the idea of a 

greater good through having a vision, and demonstrates benevolence in wanting the 

organisational values to include justice, freedom and equality (Dubrin & Dalglish, 2003).  As 

well as charisma, transformational leaders have a conscience and selfless motives.  They use 

people who voluntarily excel in what they do because of the inspiration delivered by the 

leader—people who work for the greater good of the organisation, the workers and humanity.  

Transformational leaders literally transform their organisations by seeing their vision to 

completion.  Bass and Riggio (2006) and Shibru and Darshan (2011) contend that 

transformational leaders have more satisfied followers than non-transformational leaders.  

 

As in charismatic leadership, a transformational leader articulates a clear and appealing 

vision, explains how the vision can be attained, encourages subordinates to develop to their 

full potential and works for the good of the group.  But a transformational leader is also 

inspirational, enthusiastic, optimistic, as well as providing intellectual stimulation (IS) and 

encourages creativity in everyone.  Employees with a transformational leader have full 

empowerment; the leader exercises management by exception and does not interfere unless 
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necessary.  Finally, the transformational leader uses dramatic and symbolic actions to 

emphasise key values (Davidson & Griffin, 2003; Vecchio, 2002; Yukl, 2002).   

 

Sweeney and McFarlin (2002) suggest a four-step process for transformational leadership:  

First, see the need for change and convince everyone that there is a threat if change is not 

made.  Second, manage the transition.  Third, create a new inspiring vision for the future and 

fourth, set the change so that it becomes part of the culture.  In other words the 

transformational leader transforms the organisational culture (Dubrin & Dalglish, 2003).   

 

Bass and Avolio (1994) and Sarros and Butchantsky (1998) summarise the functions of 

transformational leadership using the “Four I’s”.  First, idealised influence (II): the leader 

must be a role model, be admired, respected and trusted, and put the needs of others ahead of 

their own.  A sense of purpose should be established based on individual beliefs and values.  

Second, inspirational motivation (IM): the leader inspires team spirit and displays enthusiasm 

and optimism, setting goals and encouraging followers.  Third, intellectual stimulation (IS): 

the leader encourages followers to be creative and innovative, to think critically and 

analytically and find new perspectives.  Fourth, individual consideration (IC): the leader is a 

coach and mentor and encourages followers to reach their potential by considering their 

individual differences and encouraging them to do their best. 

 

In summary, transformational leadership focuses on accomplishing outcomes, not the 

charisma of the leader.  The transformational leader transforms the organisation by raising 

people’s awareness of the need for change and the rewards it will bring; helping subordinates 
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work for the good of the organisation, search for self-actualisation, and generally 

invigorating them into a sense of urgency.  It must, however, be remembered that this is a 

long-term and big-picture perspective (Dubrin & Dalglish, 2003).   

 

2.3.7.3 Breakthrough leadership  

Another modern leadership theory, breakthrough leadership, assumes that in life there are 

only limited, brief windows of opportunity because after the passage of time the 

extraordinary becomes routine.  A breakthrough leader finds these windows of opportunity 

and acts quickly to take advantage of them.  Breakthrough leaders seize opportunities to 

explore new possibilities for themselves, for their organisations, and for society (Baker, 

2001).  Sarros and Butchantsky (1998) claim achievement in breakthrough leadership is 

through metanoia, an ancient Greek concept of changing the way we see and do things.  

Workers are actively encouraged to participate, which gives them confidence and helps them 

reach their potential so they are at maximum productivity and are also happy.  The leadership 

style is informal and the leader is approachable.  The leader is decisive, enthusiastic, 

committed, a team player, a good communicator, and has the skills to effect change and 

establish core values, while being a mentor and role model, and always aware of the big 

picture (Sarros & Butchantsky, 1998).  Harper (2001) describes this need to be aware of the 

big picture metaphorically by saying that a leader should be like a golfer, with an eye both on 

the ball and where it is going to land.  Unfortunately this type of leadership does not happen 

quickly; such leaders need time to develop strong ties between themselves and their 

followers (Dubrin & Dalglish, 2003).  Like transformational leadership, breakthrough 

leadership is particularly appropriate in times of change—when incremental change is not 

enough.  Leaders must change attitudes, challenge comfort zones; in other words change the 
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organisational culture by thinking outside the box (Sarros & Butchantsky, 1998).  

Breakthrough leaders see the future and go towards it by using the collective commitment of 

employees.  They have courage to make tough decisions and change the way things are done 

(Sarros & Butchantsky, 1998).  Breakthrough leadership skills can be acquired through 

careful observation of successful leaders and an awareness of self and co-workers together 

with a commitment to continuous learning (Sarros & Butchantsky, 1998).   

 

Breakthrough leadership with its concept of “windows of opportunity” is important because 

there are many stories of complacency causing the down-fall of powerful organisations.  

Rank Xerox is a classic example.  The company had the first photocopier patent and 

photocopying machines were called “Xerox machines”.  However, as soon as the patent 

expired the brand name declined into obscurity.  Harper (2001) suggests that a leader must 

create an environment where change is initiated at all levels in the organisation and 

opportunities are not missed.  Creativity and innovation are critical for extraordinary success, 

and in fact for survival.  Breakthrough leadership is not about the past but about changing the 

paradigm, bringing something new into the world and opening the company to unlimited new 

opportunities (Harper, 2001).   

 

In summary, breakthrough leadership is finding rare windows of opportunity and acting 

quickly to give the organisation an advantage.  It surpasses incremental change and embraces 

the notion of totally changing the way things are done.  Skills a breakthrough leader needs 

can be attained by observing great leaders, understanding one’s own strengths and 

weaknesses and having a commitment to continuous learning (Sarros & Butchantsky, 1998). 
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2.3.8  Dysfunctional Leadership 

While it is extremely difficult to categorically state the requirements of an exceptional leader, 

it is far easier to state the causes of dysfunctional leadership.  According to De Vries (2001) 

whose research on leadership has been psychologically based, there are several factors that 

can make a leader fail.  First is conflict avoidance, where leaders are afraid to make hard 

decisions because they want to please everyone and not become unpopular.  Second is 

tyrannisation of subordinates, where leaders are very hard and unforgiving of employees, 

resulting in emulation of the leader and creating an organisational culture of fear.  Third is 

micromanagement, where the leader does not want to delegate, and interferes all the time 

even for the smallest details.  Fourth is manic behaviour, where the leader works very hard 

but not very smart, and loses sight of the big picture.  Fifth is inaccessibility, where leaders 

hide in their office and do not walk around and listen to what the employees are saying.  

Finally, game playing is when the leader regards personal goals as more important than the 

organisational goals, and is scared of employees doing well in case they get promoted to the 

leader’s level or above.  Creative thinking is not encouraged and there is a “cover your back” 

mentality often resulting in extra procedures and paperwork (De Vries, 2001).  Often a poor 

leader is guilty of more than one of these behaviours. 

 

Another aspect of dysfunctional management is punishment.  When the productivity of 

business units led by autocratic versus democratic leaders is compared the results have been 

mixed. This may be because different people prefer different styles.  However, it is certain 

that when autocratic leaders use punishment it is detrimental to productivity, people leave the 

company, and the employees remaining are stressed and do not like their supervisors (Bass, 

1990).  Zenger and Folkman (2002) warn that if leaders push employees too far they will get 
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only short-term results.  It is more effective to give feedback to employees who are not 

performing to expectations and provide coaching rather than punish them, because they are 

often surprised to hear that their work is not up to standard (Kouzes & Pozner, 2002).    

 

2.3.9  Effective Leadership 

De Vries (2001) suggests that because we live in a dynamic world it is difficult for anyone 

who is not change oriented to be an effective leader and it is important that the leader has 

intellectual, emotional and technical capabilities including knowledge of the business.  

Leaders are not respected if their followers do not regard them as capable (McShane & Von 

Glinow, 2003; Zenger & Folkman, 2002).  Previous research has found a significant 

relationship between leadership effectiveness and transformational leadership (Kirby, King & 

Paradise, 1991; Lowe, Kroech, & Sivasubramaniam, 1996).  In addition, transformational 

leadership is positively correlated to leadership effectiveness and laissez faire (LF) leadership 

is negatively correlated to effectiveness (Erkutlu, 2008).  De Vries (2001) explains that most 

effective leaders have competencies in three areas: personal, social and cognitive.   

 

2.3.9.1 Personal Competencies 

Personal competencies include confidence, enthusiasm, energy, assertiveness and the need to 

accomplish goals.  The leader must be confident and believe in themself, in their leadership 

abilities, and their ability to achieve goals, thus inspiring others (McShane & Von Glinow, 

2003; Maxwell, 1999).  Enthusiasm and positive attitude are more important than 

intelligence, education and experience.  Successful people are always passionate about what 

they do (Maxwell, 1999).  Because of their assertiveness leaders can encourage people to do 

things they may not have otherwise done (De Vries, 2001).  There must be priorities and 
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concentration in order to achieve goals; it is important not to interfere in minor problems.  It 

is important also to focus on results so goals are achieved and resources are not wasted on 

incidentals (Zenger & Folkman, 2002). Commitment is another competency evident in every 

great leader.  Competency inspires and attracts people, and if the leader does not have 

commitment then the employees will not be committed.  Leaders are role models and 

employees will emulate them (Maxwell, 1999; McShane & Von Glinow, 2003).  In addition, 

initiative is important because it involves looking for opportunities and taking them, being 

proactive and taking risks. If leaders are proactive they can make things happen (Covey, 

1989).  Leaders also need the ability and willingness to change as required (De Vries, 2001; 

Zenger & Folkman, 2002).  Effective leaders are aware of their strengths and weaknesses and 

are emotionally stable.  They should focus on what they do well rather than what they are 

weak in—they can always delegate the things they don’t do well (Maxwell, 1999).  They 

must have a high tolerance for frustration because leadership is not an exact science, and 

there is frustration and ambiguity every day (De Vries, 2001).  A sense of humour is common 

to many organisational success stories; work should be fun (De Vries, 2001).  Followers do 

not trust a leader with a flawed character and unscrupulous behaviour only gains short-term 

benefits.  The truly effective long-term leader must have integrity and prove it by their 

behaviour (McShane & Von Glinow, 2003; Maxwell, 1999; Zenger & Folkman, 2002).  

Communication is also important, and relates to how something is said as well as what is 

said.  It should be kept simple and the speaker must consider who the audience is (Maxwell, 

1999; Zenger & Folkman, 2002).  Delegation to subordinates is important on two levels, to 

get menial things done and to develop other people to reach their potential (Covey, 1989).  In 
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the Michigan studies it was found that effective managers delegated menial work and 

concentrated on planning, coordinating, and providing assistance (Yukl, 2002). 

 

2.3.9.3 Social Competencies  

Social competencies include social skills, influence, political awareness, empathy, flexibility 

and dependability (De Vries, 2001).  This means not having a personal agenda but doing 

things for the benefit of others, in other words, looking for ways to add value to others 

(Maxwell, 1999).  Employees have to be trusted, and their point of view must be considered 

(Covey, 1989).  Listening to others shows a willingness to learn about other views (De Vries, 

2001).  It is important for a leader to have the ability to work well with people, to understand 

them and make them feel special, treating each person differently, and adapting leadership 

style to the person being led (Blanchard et al., 1985; Maxwell, 1999).  This also includes the 

ability to interact well with people of other nationalities (De Vries, 2001).  The leader should 

have an attitude of servitude to others.  The best leaders put others ahead of their own agenda 

and are not position conscious (Maxwell, 1999).  The Michigan studies suggest that effective 

leaders are more supportive to subordinates than ineffective ones (Yukl, 2002).   

 

2.3.9.4 Cognitive Competencies  

Cognitive competencies include conceptual thinking, seeing the big picture, strategic 

thinking ability, and good common sense (De Vries, 2001).  Leaders need to have an 

understanding of where they are going and how to get there, and it starts from within 

(Maxwell, 1999).  They need to begin with the end in mind, visualise and then affirm the 

vision.  The leader must identify goals and allocate roles (Covey, 1989).  They must also be 

able to get to the bottom of a problem using intuition as well as common sense (Maxwell, 
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1999).  Controlling emotions and acting impartially and with empathy at all times is also 

important (McShane & Von Glinow, 2003).  Effective leaders are interested in the culture 

and politics of other countries, and understand cultural differences.  In addition, they should 

have a desire to travel, learn and try new things, and feel at ease in different cultural 

situations (De Vries, 2001).   

 

2.3.10  Leadership Styles of Different Cultures 

“A multicultural leader is a leader with the skills and attitudes to relate effectively to, and 

motivate people across race, ethnicity, social attitudes, and lifestyles … the leader must be 

aware of overt and subtle cultural differences” (Dubrin & Dalglish, 2003, p. 406).  In a paper 

specifically about the UAE, Darwish (2000b) makes some important points about decision-

making styles in the UAE.  Arab expatriates and Emirati managers display a high preference 

for participative and pseudo-consultative styles, Western expatriates show a high 

commitment to consultative style and Jordanians and Indians are more authoritative 

(Darwish, 2000b).  Consultative Emirati managers are usually young and highly educated, 

having studied in the West or been taught Western principles by working for multinational 

companies (Darwish, 2000b; Syed & Mohammad, 2003).  Bjerke and Al-Meer (1993) offer a 

different explanation for why consultative management practices are seen as common among 

Arabs.  They agree that Arabs are consultative by nature because of Islam, but the open door 

policy among Arabs is very conditional; only a few selected people are consulted and the 

managers experience little opposition from their subordinates.  Because of the hierarchies 

embraced in organisations and between nationalities, managers think it demeaning to consult 

with people below them on the organisation chart, so only consult with their equals or their 

friends.  A study done specifically on the UAE by Ali and Azim (1996) on managerial 
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problems, found that Arab managers had less perceived problems than non-Arab managers 

(Indians and British).  The reason for this was not resolved, but it was suggested by the 

author that it could have to do with the fact that both India and Britain are democracies and 

people are not afraid to speak.  Another possibility is that Arabs by nature have a much more 

casual approach to life, so may not perceive problems where they really exist.  Indians view 

human nature as generally bad so management practices favour coercion and punishment as a 

means of maintaining social control (Gopalan & Rivera, 1997).  This attitude manifests itself 

in respect for an autocratic manager while a democratic manager may be viewed as being 

weak and incompetent (Abdulla et al., 2011; Gopalan & Rivera, 1997).  In a comparison of 

American and Indian salespeople Argarwal (1993) conclude that American salespeople do 

not react well to bureaucratic structures and formal organisations whereas Indian salespeople 

do.  This can be explained by the difference in national culture.  Americans grow up in an 

individualistic environment which does not readily accept authority, conformity and close 

supervision.  Indians grow up in an environment which respects and emphasises collectivism, 

dependence and power distance, and therefore they respond well to control and supervision.   

 

In summary, the foregoing discussion makes it evident that leadership does not transcend 

cultures. The extant literature provides evidence that leadership tendencies are different in 

different parts of the world.  Thus, the following hypotheses are posited: 

Hypothesis 2a  Norms for transactional, transformational, and passive avoidant  

   leadership and subsequent leadership outcomes in the Middle East  

   are different from results in the US. 
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Hypothesis 2b Norms for transactional, transformational, and passive avoidant  

   leadership and subsequent leadership outcomes in the Middle East  

   are different from results in Europe. 

 

2.3.11  Conclusion 

It can be seen from the discussion above that the study of leadership has evolved over the last 

100 years, starting with the premise that leaders are born not made, then reversing this when 

it was discovered that good leaders could be trained.  Each subsequent theory evolved from 

the one before.  In recent times it has become crucial for leaders to be extraordinary and to 

transform subordinates and whole organisations into the best they can be in order to have a 

competitive edge.  There are several factors which affect the way leaders lead and the way 

subordinates wish to be treated.  Some of these factors include national culture, individual 

personality, and organisational culture.   

 

2.4  Satisfaction with Supervisor 

2.4.1  Introduction 

In traditional work structures supervisors play an important part in developing roles and 

expectations of employees (Griffin, Patterson, & West, 2001) and in the management of 

organisations (Scarpello & Vandenburg, 1987).  That role is to make certain that the 

behaviours of subordinates are compatible with the interests of the organisation.  In order to 

ensure this compatibility supervisors need a strong positive relationship with their 

subordinates (Richmond, McCroskey, & Davis, 1986) in which they train, guide, and 

encourage development of subordinates so that they become effective (Sanchez, et al., 2002).  

Research suggests that employees think a good supervisory relationship is the most critical 
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element in supervision (Sanchez, et al., 2002), so it is surprising to find that between 60% to 

75% of employees report their immediate supervisor as the most stressful part of their job 

(Smith & Canger, 2004).   

 

2.4.2  Temperament of Supervisor – The Positive Side 

There are three types of skills a supervisor needs to be effective and to have satisfied 

subordinates: technical skills (i.e. competence to deal with task-related issues), human 

relations skills (enabling working with and through people without upsetting them), and 

administrative skills (for coordination of activities) (Scarpello & Vandenburg, 1987).  How 

good the supervisor’s human relations skills are depends largely on their temperament.  A 

supervisor’s temperament, or personality, impacts subordinate job satisfaction and 

motivation to work, and perceptions of the supervisor (Porter, Wrench, & Hoskinson, 2007).  

Most conducive to SWS, employee motivation and job satisfaction is a supervisor who is 

agreeable, has a good communication style, is supportive and exhibits high levels of 

competence, trustworthiness, fairness, caring, credibility, and approachability (Porter et al., 

2007; Smith & Canger, 2004).  These traits are all positively related to highly extroverted 

supervisors who exhibit low levels of neuroticism and psychoticism (Porter et al., 2007).  

Extroverted people tend to be sociable, dominant and positive which makes the subordinates 

feel happy and secure.  Emotionally stable people have low levels of anxiety, hostility and 

depression which make them less likely to lose their temper when dealing with subordinates.  

Because of this emotional control, subordinates have better work-related attitudes and are 

more satisfied with their supervisor (Smith & Canger, 2004).  Subordinates prefer a sociable 

supervisor who is willing to listen to their opinions and ideas.  In fact subordinates are less 

concerned about a supervisor’s competence when they perceive the supervisor as caring 
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(Porter et al., 2007). Clearly it is more pleasant and satisfying to work for a sympathetic, 

approachable supervisor than one who leads by the use of intimidation and fear (Smith & 

Canger, 2004).  Therefore, a supervisor who is liked and has developed a positive 

relationship with their subordinates is likely to have subordinates who are more satisfied with 

the supervision (Richmond et al., 1986).  In the preceding discussion conscientiousness has 

not been mentioned as a necessary trait for supervisor satisfaction.  This is because it is 

related to leader effectiveness but not necessarily to subordinate attitudes.  Conscientious 

people are dependable; achievement oriented and organised, but may be overbearing and 

micromanage (Smith & Canger, 2004).  It is interesting to note that low levels of 

conscientiousness are positively related to SWS, overall satisfaction, affective commitment 

and turnover intentions (Smith & Canger, 2004).   

 

2.4.3  Temperament of Supervisor – The Negative Side 

Supervisors who are perceived as cold, manipulative, anti-social, psychotic or neurotic tend 

to have high levels of subordinate dissatisfaction (Porter et al., 2007).  In addition, negative 

experiences in supervision can have observable effects on work, job satisfaction, and future 

career decisions of subordinates (Sanchez, et al., 2002).  Research shows that the number one 

reason people leave their jobs is because of their supervisors and that those who remain have 

lower job and life satisfaction, lower commitment, higher conflict between work and family 

and psychological distress (Luthans, 2005; Mardanov, Heischmidt, & Henson, 2008).  It is 

difficult to define negative supervisor behaviours, but there are several factors which can 

distinguish best from worst. Worst includes supervisors who are disinterested, inept, 

distracted, are impersonal, deliver harsh criticism, harass employees, use authoritarian style, 

and have judgmental attitudes.  Not feeling supported by supervisors is also an important 
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factor in negative experiences by employees.  In addition, negative experiences related to 

ethical, legal and multicultural issues are severe (Sanchez, et al., 2002).  SWS is also an 

important determinant of commitment, and abusive supervision and social undermining by 

supervisors reduces commitment to the organisation (McCormack, Casimir, Djurkovic, & 

Yang, 2006). 

 

2.4.4  How to Enhance Satisfaction with Supervisor 

In the study of leadership it has been accepted over the years that good leaders can be made 

and do not have to be born with the necessary traits and behaviours.  In essence good 

behaviours can be learned.  Supervisors should be trained to be receptive to ideas and 

information from subordinates.  While employee participation in decision-making is 

important, consultation is more important, so the supervisor must listen with an open mind.  

Supervisors need to learn to be flexible and tolerant when dealing with others’ opinions, to 

encourage input from others, be willing to try new ideas, and should have good conversation 

skills.  Getting to know the employees and expressing interest, providing support, being 

open, and allowing humour are also important (Wheeless, Wheeless, & Howard, 1984).  

There needs to be a serious effort to build trust, actively support and stand up for their 

employees, and remain open to feedback (Sanchez, et al., 2002).  Good supervision is not 

only built on the actions of supervisors and subordinates, but also on the relationships formed 

(Mardanov et al., 2008), so it is useful to know some affinity-seeking strategies that can be 

used to increase liking and affection between two people.  Affinity seeking is the active 

social communicative process by which individuals attempt to get others to like and to feel 

positive towards them (Richmond et al., 1986).  Assuming equality, eliciting suggestions and 

concerns, listening, being sensitive, and being trustworthy have the most potential for success 
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(Richmond et al., 1986).  In addition to assisting in job satisfaction and motivation, 

satisfactory supervisor relationships have a direct effect on organisational commitment so are 

extremely important (McCormack et al., 2006).  Once there is a favourable relationship 

between the supervisor and a subordinate the subordinate becomes loyal to the supervisor.  

This loyalty has five dimensions:  First, dedication to the supervisor, second, effort and 

exerting it on behalf of the supervisor, third, following the supervisor, which includes a 

desire to be attached to this supervisor, fourth, identification with the supervisor or a feeling 

of pride as a subordinate of this supervisor and finally, internalisation which relates to 

congruence with supervisor values (Chen, 2001).  Loyalty to supervisor is important because 

it has an impact of job performance, satisfaction and intention to stay with the organisation 

(Chen, 2001).   

 

2.4.5  Communication 

One of the single most important aspects of supervisor subordinate relationships is 

communication because it can affect satisfaction of both parties (Porter et al., 2007).  Higher 

subordinate satisfaction appears to be associated with a management communication style 

which is employee centred and interactive, while low satisfaction is associated with the 

exercise of coercive control strategies by the supervisor (Richmond et al., 1986).  The way 

we communicate with another person largely determines how we are perceived by the other 

person. Researchers have established that increasing liking and similarity increases a 

person’s chance of establishing a positive relationship with another (Richmond et al., 1986).  

Communication related variables have been found to contribute significantly to increased job 

satisfaction.  Some of these are open communication, tolerance for disagreement, employee’s 

ability to communicate about personal needs and goals, management communication style 
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and nature, and quality of employee communication with supervisor (Wheeless et al., 1984).  

Closely related to satisfaction with communication is supervisor’s receptivity to information 

and communication from subordinates.  This involves flexibility and tolerance in listening to 

feedback, as well as openness to input of ideas, opinions, suggestions and innovations, and a 

sense of caring and concern.  Communication reflecting supervisor’s receptivity and positive 

interpersonal relationships with employees has been found to be more important than 

employee participation in the decision making process, and the actual work itself (Wheeless 

et al., 1984). 

 

2.4.6  Changing Subordinate Behaviour 

It is one thing to have a good relationship with a subordinate but what happens when the 

subordinate’s behaviour must be changed?  This is one of the major concerns of supervisors 

in organisations.  They often need to change their subordinates’ behaviour in such a way as 

to increase work output, while at the same time establishing or maintaining a positive 

relationship.  The first concern focuses on supervisory methods of control and the second 

focuses on the development of affinity between supervisor and subordinate (Richmond et al., 

1986).  Effective supervisors need not sacrifice employee satisfaction every time they must 

alter behaviour.  Options for altering behaviour without lowering satisfaction are available 

and should be used whenever possible.  In some circumstances this may not be possible—

under these circumstances the importance of employing effective affinity seeking strategies 

becomes high (Richmond et al., 1986). 
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2.4.7  How Teams Affect Satisfaction with Supervisor 

Research has shown that supervisory support has less impact on employee SWS when teams 

are introduced (Griffin et al., 2001).  But companies that reported higher use of teamwork 

also had employees who reported lower levels of supervisory support.  So teamwork itself 

can have a negative impact on overall job satisfaction (Griffin et al., 2001).  Because the 

perception of supervisory support remains a substantial predictor of job satisfaction for 

individuals and for the organisation as a whole, this can be a dilemma (Griffin et al., 2001). 

 

2.4.8  How Power Affects Satisfaction with Supervisor 

The locus of control of supervisors affects the type of power they are likely to use.  

Externally controlled supervisors tend to use more coercive power than internally controlled 

supervisors.  Other researchers have found that people who lack confidence are more likely 

to employ a coercive type of power, like threats, to get others to comply (Richmond et al., 

1986). Some types of power (referent and expert) seem to be associated with both higher 

satisfaction and improved performance while other types, particularly coercive power, are 

likely to lead to lower satisfaction and performance quality.  It was also found that coercive 

and legitimate power associated with a “tell” management style resulted in negative job 

satisfaction.  Referent and expert power usage were positively associated with SWS while 

reward power had little impact on satisfaction (Richmond et al., 1986). 

 

2.4.9  Job Satisfaction and Productivity 

People who are happy with their jobs display excellent job performance (Mardanov et al., 

2008) and the support and consideration they get from supervisors is a strong determinant of 

job satisfaction in many work settings (Griffin et al., 2001).  Job satisfaction is comprised of 
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five factors: the work itself, the pay, the promotion opportunities, the quality of supervision, 

and the affability of co-workers (Abu Elanain, 2010; Mardanov et al., 2008).  There is a 

relationship between levels of job dissatisfaction and absenteeism, grievances, poor work 

performance and low morale, and job dissatisfaction is an antecedent to people leaving the 

organisation (Rad & Yarmohammadian, 2006).  When employees are dissatisfied at work 

they are less committed and will look for opportunities to quit.  If opportunities are not 

available they will withdraw emotionally and mentally from the organisation (Lok & 

Crawford, 2004).  Despite this, managers still spend a minimal amount of time learning about 

human behaviour, communication, and how their attitudes and behaviour affect employee 

performance (Rad & Yarmohammadian, 2006).  When employees feel that they are not being 

treated fairly they lower their commitment to the organisation or leave their jobs (Fernandes 

& Awamleh, 2006).  So while job satisfaction may not have a significant positive effect on 

productivity, job dissatisfaction has a significant negative effect.  This can be explained 

further by motivation theory. 

 

2.4.10  Motivation Theory   

Research shows a connection between job satisfaction, motivation and performance 

(Dunford, 1997), so it is important for supervisors to understand how this connection works 

in practice.  Motivation theories, especially Hertzberg’s two-factor theory, explain why 

dissatisfaction with supervisor negatively affects job satisfaction, motivation and 

performance.  Despite much evidence to the contrary many supervisors still believe that pay 

is the main motivator and that they can treat subordinates in any way they want.  In fact, 

numerous studies have found that pay ranks only in the middle range of motivating factors 

(Rad & Yarmohammadian, 2006) and that there are other factors which are far more 
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important.  Herzberg suggests there are two sets of factors which affect people, one for 

satisfaction and one for dissatisfaction, and these can occur simultaneously. Employees can 

be very satisfied while being very dissatisfied in response to different elements in the work 

environment (Richmond et al., 1986).  One of the reasons cited for a person’s dissatisfaction 

with their job is the quality of their supervisor.  Supervisory leadership is extrinsic and has a 

significant effect on how the employee feels.  A supervisor’s positive attitude towards 

employees improves their attitudes towards work, their supervisor, and the organisation 

(Mardanov et al., 2008).  Supervisors can also play a significant part in enhancing the 

motivational characteristics of the work environment, such as job autonomy.  Effective 

supervisors provide feedback about roles and tasks that increase employees’ positive 

experience of autonomy (Griffin et al., 2001).  The job itself has the power to lead to job 

satisfaction or a neutral state, but dissatisfaction with a supervisor leads to people hating their 

job (Greenberg & Baron, 2003) and this reduces productivity.  People are satisfied when their 

work matches their needs and interests, when the conditions and pay are good, when they 

like their colleagues and when they have a good relationship with their supervisor.  Lack of 

respect and recognition received from management is a major contributor to job 

dissatisfaction (Rad & Yarmohammadian, 2006).  Employee motivation and job satisfaction 

are enhanced by supportive supervisors who exhibit high levels of competence, 

trustworthiness, and fairness (Porter et al., 2007).  Hence managers play an important role in 

whether employees have a positive or negative attitude towards their jobs.  A positive 

attitude leads to organisational commitment (Daft & Marcic, 2007) while a negative attitude 

leads to absenteeism, poor work performance and high staff turnover.  So organisations need 



73 
 

to ensure that employees are either satisfied with their jobs or in a neutral state, but not 

dissatisfied; this means having extroverted, non-neurotic and non-psychotic supervisors.  

 

2.4.11  Satisfaction with Supervisor in the Middle East 

In high power distance cultures like the UAE supervisors play a major role in the quality of 

working lives of employees (Jassem, Ramdane, & Kamel, 2011).  Other studies conducted in 

the Middle East conclude that demographic variables such as age, gender, work experience, 

marital status and organisational position have a significant effect on job satisfaction (Rad & 

Yarmohammadian, 2006) and job satisfaction is strongly influenced by national culture 

(Jassem et al., 2011).  In light of the foregoing discussion and the suggestion that 

demographic factors may influence management assumptions and perceptions, the following 

hypothesis is posited: 

Hypothesis 3  There is a positive relationship between satisfaction with supervisor 

   factors and the demographic and organisational factors. 

 

2.4.12  Conclusion 

Supervisors are instrumental in managing organisations and they must have their employees 

behind them to succeed.  The skills necessary for a supervisor are technical, human relations 

and administrative.  Temperament is also important, as cold and manipulative supervisors are 

not liked or respected.  The way the supervisor communicates with subordinates sets the tone 

of the relationship.  Communication must be two way and the supervisor must listen and 

appear interested in what the subordinate is saying.  When employee behaviour needs 

changing the supervisor must be careful not to alienate the employee and to keep them 

motivated. 
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2.5  Workplace Commitment 

2.5.1  Introduction 

Commitment in general terms is a force that causes a person to embrace a goal until it is 

reached.  Workplace or organisational commitment is the extent to which employees identify 

with an organisation and its goals (Kreitner & Kinicki, 2007) and the extent to which they are 

involved with, and want to stay with, their organisation (Greenberg & Baron, 2000; 

Newstrom, 2007).  WC also encompasses employee pride and loyalty towards the 

organisation (Hill & McShane, 2008).  Ultimately commitment is a measure of an 

employee’s willingness to stay with the organisation in the long-term (Newstrom, 2007).  It 

is an attitude just like job satisfaction and job involvement (Robbins et al., 1997), and it is 

important because it causes people to work harder, which in turn benefits the organisation 

(Kreitner & Kinicki, 2007). Committed workers are fully involved and motivated (Sarros & 

Butchatsky, 1998), have better job performance and are less likely to leave their jobs or be 

absent from work.  This is all beneficial for organisations because stakeholders favour 

continuity (Hill & McShane, 2008), and employees that care about their organisation help to 

make it successful.  In addition, committed employees are willing to make sacrifices for the 

organisation (Greenberg & Baron, 2000) and adhere to policies.   

 

2.5.2  Types of Commitment 

There are five types of commitment:  First, commitment to the customer means serving the 

customer in a consistent, conscientious way and building customer importance.  Second, 

commitment to the organisation is about showing pride in the organisation.  Organisations 

are built by employees being positive and supporting higher management. Using the rules of 

the organisation shows the importance of what the organisation stands for.  Third, 
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commitment to self involves presenting a strong positive image which combines strength and 

humility.  This type of commitment includes demonstrating autonomy, and accepting 

constructive criticism.  Fourth, is commitment to people or dedication to those who work for 

you.  This is demonstrated by showing positive concern and recognition, giving 

developmental feedback and encouraging innovative ideas. Finally, commitment to the task 

gives meaning and relevance to every task— providing direction, keeping the right focus, 

keeping things simple, is action oriented, and builds task importance.  Separately, all five 

types of commitment are important in a workplace (Hersey et al., 2001). 

 

2.5.3  Components of Commitment 

Commitment is made up of three components: affective commitment, normative 

commitment, and continuance commitment.  Affective commitment is the strength of a 

person’s desire to work for an organisation because they agree with its goals and want to 

work there (Greenberg & Baron, 2000).  It starts with personal characteristics like experience 

at the job and alignment of values with the organisation, and ends with on the job behaviour, 

job turnover intentions, and desire to work hard (Kreitner & Kinicki, 2007).  Normative 

commitment is the strength of a person’s desire to continue working for an organisation 

because they feel obligations from others to remain there (Greenberg & Baron, 2000).  

Normative commitment starts with socialisation and is a psychological contract, a sense of 

obligation (Kreitner & Kinicki, 2007).  Continuance commitment is about alternatives and 

investments and is like a cost benefit exercise which is calculated not emotional (Kreitner & 

Kinicki, 2007).  
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Loyalty is better than continuance commitment because of the calculated aspect of 

continuance commitment.  Monetary rewards get people to a point but loyalty comes from a 

deeper place.  Performance is enhanced with loyalty and loyal people think of constructive 

ideas.  Continuance commitment does not necessarily enhance performance (Hill & 

McShane, 2008). 

 

2.5.4  Building Workplace Commitment 

It is well-known that employees can choose whether or not they are committed, involved and 

positive (Newstrom, 2007).  So how do managers foster commitment from their employees?  

First, there are factors which can either stimulate or inhibit commitment.  Stimulating factors 

include clarity of rules and policies, investment in employees (training), respect and 

appreciation for effort, employee participation and autonomy, and making employees feel 

valued (Newstrom, 2007).  Inhibiting factors include excessive blaming, insincere gratitude, 

failure to follow through, inconsistencies and incongruities, inflated egos and bullying 

(Newstrom, 2007).  Managers therefore need to focus on stimulating factors and work hard 

not to succumb to inhibiting factors, in order to enhance the commitment of their employees.  

 

There are many ways of building organisational commitment:  The organisation needs to 

embrace justice and support, which includes being fair, courteous, forgiving of mistakes and 

fostering integrity.  The more justice employees perceive the higher their loyalty to the 

organisation (Hill & McShane, 2008; Luthans, 2005).  Also the organisation needs to have 

shared values which are clearly communicated (Sweeney & McFarlin, 2002).  The 

employees need to be able to identify with the organisation, and that sense of identification is 

highest if the employees agree with the organisation’s values (Hill & McShane, 2008).  
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Values and mission statements need to be communicated freely and clarified (Luthans, 2005) 

because commitment is often related to the employee’s belief in the mission and goals 

(Newstrom, 2007).  In a business context goals and plans help motivate employees by 

reducing uncertainty.  A lack of clear goals damages both motivation and commitment (Daft 

& Marcic, 2004)  Committed employees share a manager’s goals and are motivated to 

achieve them (Daft & Marcic, 2004).  Another essential factor is trust. Employees need to 

have faith in the organisation.  Managers often forget that to receive trust you must 

demonstrate it.  Workers experience satisfaction when they are creative and from a job well 

done, and if they are trusted they will be motivated and formulate better solutions to 

problems (Bolman & Deal, 2003).  Layoffs are the worst destroyers of employee loyalty, 

because by reducing job security trust is reduced (Hill & McShane, 2008). Organisational 

comprehension is another factor—employees must understand the company’s past, present 

and future.  Loyalty increases with rapid communication of information about things that 

may affect employees (Hill & McShane, 2008). Employee involvement also enhances 

commitment.  When employees feel that they are part of the company by participating in 

decision-making they become more committed.  In addition, if the organisation uses some 

good-faith efforts to increase employee input they will be more committed (Sweeney & 

McFarlin, 2002).  This works because it demonstrates to employees that they are trusted and 

valued (Hill & McShane, 2008). Employee involvement can be further enhanced by creating 

a sense of community in the organisation and using teams, which foster a sense of obligation 

to fellow employees (Luthans, 2005; Sweeney & McFarlin, 2002). Another way of 

enhancing commitment is to have people-first values which include supporting employee 

development (Luthans, 2005).  It is important to enrich jobs, align the interests of the 
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company with those of the employees, recruit and select new employees whose values 

closely match those of the organisation (Greenberg & Baron, 2000) and treat employees 

fairly so that their alternatives really are not alternatives (Sweeney & McFarlin, 2002). When 

managers build employees’ competence and confidence the employees start to become 

committed (Sarros & Butchatsky, 1998) which is proven by the fact that commitment is 

usually stronger among long-term employees who have had personal success in the 

organisation (Newstrom, 2007).  Leadership is another important factor in enhancing 

commitment.  Breakthrough leaders have a vision of where the organisation is going.  They 

involve employees in this vision, and that makes them proud to be part of it.  

Communication, teamwork and participation are all part of instilling commitment, whereas 

submission is not (Sarros & Butchatsky, 1998).   

 

A strong relationship has been found between job satisfaction and commitment.  However, 

there are also employees who are satisfied with their jobs but do not like the bureaucracy of 

higher management, leading to negative commitment (NC).  While employees might like 

their supervisor, there also have to be career possibilities even though they may be more 

committed to their supervisor than their organisation (Luthans, 2005).  In other words, people 

often like their job but not their organisation (Greenberg & Baron, 2000).  Caution is needed, 

however, because if commitment is too high employees may be too conformist or break rules 

for the good of the company (Hill & McShane, 2008).  A modern trend is for companies to 

want loyalty, but, with downsizing and reengineering, there is a major trust gap (Sweeney & 

McFarlin, 2002). 
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2.5.5  Satisfaction with Supervisor in the Middle East 

Prior research confirms that age and number of years in an organisation can have a 

significant impact on organisational commitment (Lok & Crawford, 2004).  People in their 

first job may not yet be committed to their organisation (Butler, 2009), while those who have 

been working for a number of years are more committed.  In addition, Lok and Crawford 

(2004) confirm that level of education can have a significant impact on organisational 

commitment.  Islam is the most influential force in the Arab world, influencing individual 

outlooks and behaviours (Ali & Azim, 1996; Al Meer, 1995; Al Otaibi, 1993; Darwish, 

2000a).  Finally, employees from different national cultures show different levels of 

commitment (Al Meer, 1995; Butler, 2009; Darwish, 2000a; Lok & Crawford, 2004; Near, 

1989).  In summary, the preceding discussion clearly shows that demographic factors may 

impact management assumptions and perceptions. The extant literature provides definitive 

evidence that demographics have an effect on WC.  Thus, the following hypothesis is 

posited: 

Hypothesis 4  There is a positive relationship between workplace commitment  

   factors and demographic and organisational factors. 

 

2.5.6  Conclusion 

WC relates to turnover intentions of employees.  Since it costs to recruit and train new 

employees, in addition to the cost of lost productivity until they become useful, it is in the 

company’s best interest to foster commitment.   

 

  



80 
 

2.6  Interrelationship between Variables 

2.6.1  National Identity and Satisfaction with Supervisor 

There is evidence that SWS is strongly influenced by national culture (Jassem et al., 2011) 

but there is a gap in research relating NI specifically to SWS.  Given this gap the following 

hypothesis is posited: 

Hypothesis 5    There is a positive relationship between national identity and  

   satisfaction with supervisor. 

 

2.6.2  National Identity and Workplace Commitment 

People from different origins have different inherent levels of organisational commitment 

(Darwish, 2000a).  A Middle Eastern study found that Asians expressed a higher level of 

organisational commitment than Westerners and Saudis (Al Meer, 1989).  A study conducted 

in Saudi Arabia found that there was no difference between the WC of Saudis and 

Westerners.  Saudi citizens can change jobs without any legal consequences and Westerners 

only stay as long as they are happy (AlMeer, 1989).  The extant literature provides evidence 

that NI has an effect on WC.  Thus, the following hypothesis is posited: 

Hypothesis 6  There is a positive relationship between national identity and  

   workplace commitment. 

 

2.6.3  Satisfaction with Supervisor and Workplace Commitment 

In several studies a positive connection has been found between SWS and WC.  In China a 

positive correlation was found between SWS and affective commitment (McCormack et al., 

2006).  Another study found that dissatisfaction with supervisor leads to high staff turnover, 

which is a symptom of lack of commitment (Mardanov et al., 2008).  In the UAE a strong 
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link was found between job satisfaction and subsequent outcomes of commitment and job 

turnover (Politis, 2006).  In Iran a relationship was observed between the levels of job 

dissatisfaction, absenteeism, grievance expression, tardiness, low morale and high turnover, 

and that job satisfaction is a predictor of intention to stay or leave the workplace (Rad & 

Yarmohammadian, 2006). 

 

When employees are dissatisfied at work they are less committed and look for other 

opportunities, and if they cannot find them they emotionally withdraw from the organisation 

(Lok & Crawford, 2004).  Supervisor agreeableness and emotional stability are positively 

related to SWS.  Extroversion has been found to be negatively related to turnover intentions 

(Smith & Canger, 2004) and empowerment can enhance employee participation, 

productivity, satisfaction, and commitment (Lok & Crawford, 2004).   

 

In summary there is reason to believe that there is a relationship between SWS and WC. The 

extant literature provides definitive evidence of this link and thus, the following hypothesis is 

posited: 

Hypothesis 7  There is a positive relationship between satisfaction with supervisor 

   and workplace commitment. 

 

2.6.4  Leadership and National Identity 

Research has found that managerial attitudes, beliefs, behaviours and effectiveness are 

different across cultures and that these differences call for differences in management 

practices according to context (Darwish 1998; Duyar et al., 2009; House, Javidan, Hanges, & 

Dorman, 2002; Newman & Nollen, 1996). Cultural conditioning challenges the idea of 



82 
 

universal management practices because organisational values, beliefs, and norms vary 

across countries (Klein et al., 2009).  In other words, societal cultural values affect what 

leaders do and there is a strong connection between national culture and leadership styles 

(House, Javidan, Hanges, & Dorfman, 2002).  Differences in leadership styles can cause 

frustration and resentment in cross-cultural organisations, adding to the cultural differences 

that already exist—even leading to people leaving their jobs (Gabrielsson, 2009).  Some 

forms of leadership are more desired in some countries than others (Duyar et al., 2009).  In 

Germany, employees prefer technical competence, while in the UK workers want managers 

to define their own role and let followers know what is expected of them.  They want leaders 

to actively exercise their role (Schneider & Littrell, 2003).  In India democratic leadership is 

sometimes viewed as a sign of weakness and incompetence (Gopalan & Rivera, 1997).  In 

addition in Malaysia, which is a high power distance culture, significant differences were 

found between leadership styles and cultural groups (Jogulu, 2010).  The most commonly 

reported leadership style in the Arab world is consultative but not participative (Ali, 1989).  

However, this is not true consultative style because not everyone is consulted.  Finally, 

national culture can also influence employee behaviour (Lok & Crawford, 2004; Shahin, 

2004).  Taken together, there is reason to believe that leadership has an effect on NI.  The 

extant literature provides definitive evidence that different cultures have different leadership 

approaches.  Thus, the following hypothesis is posited: 

Hypothesis 8  There is a positive relationship between leadership and national  

   identity. 
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2.6.5  Leadership and Workplace Commitment 

Literature suggests a significant positive relationship between leadership behaviour and WC 

(Agarwal, 1999; Darwish, 1998; Lok & Crawford, 2004).  In Iran it was found that by using 

certain leadership approaches managers can affect employee job satisfaction, commitment, 

and productivity (Rad & Yarmohammadian, 2006).  A UAE study suggests those who 

perceive their superiors as consultative or participative are more committed, more satisfied, 

and perform better (Darwish, 2000b).  In addition, authentic leadership predicts followers’ 

SWS, organisational commitment and willingness to make extra effort (Peus et al., 2012).  In 

Thailand it was found that transformational leadership creates higher leadership outcomes of 

effectiveness, satisfaction, and extra effort and is likely to generate more commitment than 

transactional and LF styles (Limsila, 2008).  This result was confirmed by Butler (2009).   

 

In conclusion, the foregoing discussion suggests leadership approach may influence WC. The 

extant literature provides definitive evidence that this is the case.  Thus, the following 

hypothesis is posited: 

Hypothesis 9  There is a positive relationship between leadership and workplace  

   commitment. 

 

2.6.6  Leadership and Satisfaction with Supervisor 

The truth is that great leaders move us.  They make us enthusiastic and inspire the best in us.  

Most people actually want to work hard and achieve their goals—it simply takes the right 

leader to motivate and guide them to do so.  Authentic leaders are known to instil elevated 

levels of SWS and commitment (Peus et al., 2012).  Charismatic leaders often receive higher 

performance evaluations (DeGroot, Kiker, & Cross, 2000).  Units led by transformational 
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leaders generally have higher productivity, lower staff turnover and lower absenteeism 

(Dubrin & Dalglish, 2003), which means people like their work and are satisfied with their 

supervisor too.  Bass and Riggio (2006) contend that transformational leaders have more 

satisfied followers than non-transformational leaders. In addition, in a recent study by Shibru 

and Darshan, (2011) a high correlation between components of transformational leadership 

and subordinate satisfaction was found.  

 

Emotional intelligence refers to how leaders handle themselves and their relationships. When 

people feel good they do their best work.  Feeling good lubricates mental efficiency, helping 

people to better understand information and make good decisions.  It also makes them more 

flexible in their thinking (Goleman, Boyatzis, & McKee, 2003).  So there is an important 

connection between leadership and subordinate satisfaction and performance, and 

transformational leadership in particular creates meaning for employees which results in 

increased job satisfaction and motivation (Politis, 2006).  Certainly the performance of an 

organisation depends on how effective its employees are, and the effectiveness of employees 

is related to how well they are led.  Subordinates like supervisors who are approachable, 

caring, trustworthy, fair and credible (Porter et al., 2007).  Some employee participation in 

decision-making, receptiveness to employee ideas, flexibility and tolerance to differences of 

opinions, open-mindedness, willingness to try new ideas, good conversational skills and 

getting to know the employee, expressing interest and providing support, being open and 

allowing humour all assist in establishing rapport with employees (Wheeless et al., 1984).   
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In summary, the foregoing discussion delineates a relationship between leadership approach 

and SWS.  The extant literature provides definitive evidence of this relationship.  Thus, the 

following hypothesis is posited: 

Hypothesis 10  There is a positive relationship between leadership and satisfaction 

   with supervisor. 

 

2.7  Overview of the Theoretical Model 

Figure 2.2 presents an overview of the theoretical model. The theoretical model reflects the 

hypothesised relationships between NI, leadership, SWS, and WC.  These relationships are 

examined, as evidence of their interactions in the extant literature is well-established. 

However, past research has reported their general associations but not clearly addressed their 

positive or negative impact on each other, and there is little previous work to inform and 

direct specific hypotheses.  Therefore, the current study is designed to explore the 

relationships between these variables.  Most importantly, understanding both the nature of 

these variables and the context in which they occur is critical in an increasingly multicultural 

workforce across the Middle East countries, and particularly in the UAE. 

 

2.8  Conclusion 

This chapter reviewed the literature on national culture, leadership, SWS and WC and raised 

questions that will be responded to in the remainder of this paper.  First, demographics are 

known to result in different perspectives on some organisational constructs.  The impact of 

demographics on national culture, SWS and WC will be tested.  Second, leadership in the 

UAE will be compared with leadership in the US and Europe. Finally, relationships between 

the four constructs of this study will be explored 
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Figure 2.2 The Theoretical Model Showing the Relationships to be Tested 

Note: 
DEM:  demographics 
NI/CBBF:  national identity and cross-border business focus 
SWS:  satisfaction with supervisor 
WC:  workplace commitment 
LED: leadership 
LED-USA: norms USA 
LED-EUR: norms Europe 
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3 Chapter 3 – Research Methodology 

 

3.1  Introduction 

Chapter 1 provided the framework of this study and Chapter 2 reviewed the literature on 

NI, leadership, SWS and WC related to this study.  This chapter examines the research 

methodology that investigates the relationships of the four constructs.  The chapter begins 

with a justification of the research paradigm, the methodology chosen and its strengths 

and limitations, the research problem, sampling procedure, measurement, data collection 

and data analysis methods.  Subsequently, reliability and validity issues are explored and 

ethical considerations are outlined.   

 

3.2  Justification for the Methodology 

Research is “an organized, systematic, data-based, critical, objective, scientific inquiry or 

investigation into a specific problem or issue with the purpose of finding solutions or 

clarifying them” (Cavana, Delahye, & Sekaran, 2001, p 60).  The fundamental issue to be 

determined is what kind of data is required and how this data will be collected and 

presented.  It can be presented in either statistical or descriptive form; the choice is 

dependent on the research paradigm most suitable for the research problem.   

 

The evolution of the philosophy of research has resulted in a continuum of paradigms 

ranging from positivism to constructivism.  A paradigm is a basic set of philosophical 

beliefs about the nature of the world (Collis & Hussey, 2003).  It provides guidelines and 

principles concerning the way research is conducted.  The methods and techniques used 

in the research should be in line with those guidelines (Ticehurst & Veal, 2000).  The 

positivist paradigm is a quantitative, objective method in which the researcher has no 
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interaction with the subject (Ticehurst & Veal, 2000).  Constructivism on the other hand 

is qualitative, hermeneutic, and is used where interaction between researcher and subject 

is expected thus resulting in more subjective conclusions (Denizen & Lincoln, 1994).  

The paradigm chosen for a study depends on whether the topic is exploratory, descriptive, 

analytical or explanatory, or predictive, and also on the preference of the researcher 

(Hussey & Hussey, 1997).   

 

This study takes a positivist approach.  The ontology assumes an objective external reality 

upon which enquiry can converge, and grants that it can be obtained probabilistically 

(Collis & Hussey, 2003).  The epistemology assumes that the researcher can be 

independent from that being researched (Collis & Hussey, 2003).  The methodology 

focuses on verification of hypotheses.  In this study there is no interaction required 

between the researcher and the participants.  The questions are compatible with numerical 

answers and the research is analytical or explanatory rather than exploratory.  It is a 

continuation of descriptive research and discovers and measures causal relationships 

among variables.  Finally, there are many variables and relationships which are necessary, 

and a constructivist approach would not be able to extrapolate the extensive information 

required from data.  

 

3.3  Research Design 

After identifying the problem and developing a theoretical framework the next step is to 

design the research so that the necessary data can be collected and analysed to arrive at a 

solution.  The positivist paradigm utilises quantitative research which involves statistical 

analysis and uses numbers to generate conclusions.  Quantitative research has the 
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capacity to draw meaningful generalisations, has external validity and is rigorous. It is 

clinical, precise, structured, inflexible and objective (Ticehurst & Veal, 2000).   

 

There are four types of research: exploratory, descriptive, analytical or explanatory, and 

predictive.  Exploratory research is used when there are few earlier studies and 

hypotheses are sought rather than confirmed.  As the focus is on gaining insights into the 

subject area, qualitative research is appropriate (Collis & Hussey, 2003).  Descriptive 

research describes phenomena as they exist and is used to obtain information on 

characteristics of the topic, but does not explain it (Ticehurst & Veal, 2000).  It goes 

further than exploratory research and often uses quantitative methods (Collis & Hussey, 

2003).   Analytical or explanatory research analyses and explains the patterns and trends 

observed (Ticehurst & Veal, 2000), measuring causal relationships among the variables, 

so it too mainly uses quantitative methods (Collis & Hussey, 2003).  Predictive research 

explains what is happening in a certain situation.  It provides the “how”, “why” and 

“where” answers, to what is happening now, and in the future (Collis & Hussey, 2003).  

Since this current study has formulated hypotheses from previous research and is 

attempting to find causal relationships, it is considered analytical or explanatory.  The 

topic necessitates a large sample size so trends can be established and hence quantitative 

research is appropriate (Ticehurst & Veal, 2000). 

 

3.4  Data Collection Method 

Research consists of primary and secondary sources of data.  Primary data is new and is 

collected at the source, often using questionnaires.  Secondary data already exists (Collis 

& Hussey, 2003).  Explanatory research requires primary data, so this study collected 
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primary data to validate the dimensions of the latent construct and test the strength of 

relationships between the four dimensions of interest.  

 

3.4.1  Research Population and Unit of Analysis  

3.4.1.1  Research Population 

The employees (both nationals and expatriates) working in a number of organisations in 

the western region of Abu Dhabi, UAE were considered for this study.  The list of these 

organisations was obtained from the Abu Dhabi Chamber of Commerce and Industry 

(www.abudhabichamber.ae) and from the Abu Dhabi Online Commercial Directory 

(www.business.abudhabi.ae).  At the time of the study there are 81 companies located in 

the Abu Dhabi region listed in the Abu Dhabi Securities Exchange 

(www.gulfbase.com/company-list-abu-dhabi-Stock-exchange-3).  All were initially 

considered for this study; however, only five consented to participate. 

 

3.4.1.2  Unit of Analysis 

The units of analysis in this study included employees from oil-related companies, a 

hospital, and a major educational institution in the western region of Abu Dhabi.  These 

organisations were chosen out of convenience and proximity, being the biggest in the 

local area, and most importantly, agreeing to participate in this study by allowing their 

employees to complete the questionnaires. 

 

3.4.1.3  Sampling Framework and Strategy 

Selecting a sample is a fundamental element of quantitative research because the results 

of the research are only as good as the data collected.  In positivistic study a good sample 

will allow generalisation from the results.  It should be random, large enough, and 

unbiased (Collis & Hussey, 2003).  The sample respondents in this study were expatriates 

http://www.abudhabichamber.ae/
http://www.gulfbase.com/company-list-abu-dhabi-Stock-exchange-3
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from Western countries (Australia, Canada, the US, Europe), local UAE citizens, 

employees from other Arab countries (Jordan, Syria, Palestine, Egypt and Lebanon), and 

expatriate employees from India, the Philippines and Africa. All were from the 

organisations that agreed to participate in this study. No direct contact was made with the 

respondents, so anonymity was guaranteed, and no data was collected that might identify 

the respondents.   

 

3.4.1.4  Pilot Study and Pre testing  

Prior to the actual data collection, a draft version of the questionnaire was pre-tested 

through a pilot study involving a sample of 25 respondents to obtain suggestions and 

comments on the questionnaire’s design and questions.  The survey instrument included 

four parts: NI, leadership, SWS, and WC. It was composed of a number of measures used 

previously which were upheld for validity and reliability.  The respondents in the pilot 

considered that the questionnaire was too long and that some sections were difficult to 

complete due to formatting issues, so those sections were modified accordingly. 

 

3.4.1.5  Questionnaire Development 

Since there were four distinct constructs to this study, instruments previously used and 

tested for reliability and validity were used for each of the four constructs.  The choice of 

instruments was based on their suitability and availability.  The NI measure was adopted 

from Fish et al. (2008). The leadership measure was the Multifactor Leadership 

Questionnaire (MLQ 5x Short).  The particular version used in this study was originally 

developed by Avolio and Bass (2004).  The SWS instrument that was originally used by 

Scarpello and Vandenberg (1987), and the WC measure developed by Mowday, Steers 

and Porter (1979) were employed in this study.  The four scales were collated into one 
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larger questionnaire with four parts.  Information was elicited from participants on NI, 

leadership, SWS and WC.  

 

3.4.1.6  Survey Language  

The questionnaire employed in this study was bilingual and was presented in both Arabic 

and English. The target research population is reasonably educated with good spoken and 

written skills in English.  However, to assist respondents with limited English language 

capability the questionnaire was translated to Arabic, so that they could participate, and 

fully understand and answer the questions.  Behling and Law (2000) identify a number of 

methods of equivalence in survey research, for example, semantic equivalence—

identifying words or phrases in the target language (such as Arabic) that have similar 

meanings to the words and phrases in the source language (English). Semantic 

equivalence can usually be achieved through a complete translation process by bilingual 

translators, whereas conceptual equivalence denotes the parity of the concept being 

measured (e.g. leadership style) both in the source and in the target culture. Conceptual 

equivalence can be attained by statistical methods such as factor analysis, demonstrating 

that items from the original survey have the same factor structure as in the target survey 

version. The researcher and the bilingual expert made certain of conceptual equivalence 

by inserting the intended meaning of the various concepts used in the translated 

questionnaire, and checking the overall conceptual equivalence by carefully considering 

terminologies, and idiomatic and syntactical equivalence (Sekaran, 1983) to avoid 

systematic bias. 
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3.4.1.7  The Distribution of the Questionnaire 

The questionnaire was divided into four parts:  NI, leadership, SWS and organisational 

commitment, then distributed to specific contacts at the companies which agreed to 

participate in the study, for distribution to employees willing to participate in the 

research.  The completed questionnaires were collected from each company by the 

specific contact and returned in a batch at the end of a month to the researcher.  Of the 

100 questionnaires that were distributed to each of five organisations, less than 10% were 

returned.  As a follow up, an email was sent by a third party to the company contacts, 

attaching an electronic version of the questionnaire for re-distribution.  The electronic 

questionnaires were returned by email to a nominated person who printed them and 

delivered them in a batch to the researcher.  This tactic improved the response rate, and 

finally 219 questionnaires were returned, of which 213 were useable.  The six that were 

deemed unusable due to missing data or repetitive identical answers were discarded.  The 

poor original response rate may have been because electronic communication has largely 

replaced physical mail in the UAE. 

 

3.4.1.8  Response Rate 

The response rate of 43% represented 213 responses, which researchers consider very 

high for international research. International surveys are beset with inexorably low 

response rates (Harzing, 2001; Hise et al., 2003; Martinez, 1987; Stephens & Greer, 

1995).   
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3.5  Data Analytic Method 

3.5.1  Data Entry and Coding 

In order to make sense out of data, tabulating is required to determine frequency.  This 

requires data to be coded and organised.  Data coding is done directly on the 

questionnaire and then transferred or entered directly into the computer. 

 

3.5.1.1  Coding 

The procedure is to code individual responses in accordance with a master coding sheet 

(Microsoft Excel) to allow easy computer identification, for example, male = 1, female = 

2; no = 0, yes = 1. The responses already in the form of numbers, or grade or numeric 

scales, are entered as they are.  The blank responses are also coded, to show where the 

informant failed, or refused, to answer the question.  In this study the analysis of the data 

was done using the Statistical Program for Social Sciences (SPSS 20) and Microsoft 

Excel.  First the data were entered into an Excel sheet and then exported to SPSS.  

 

3.5.1.2  Data entry 

Data can be entered onto coding forms directly into a computer. This assists in finding 

and reducing coding errors: the researcher verified data entry by spot-checking for errors 

against the original coding form or questionnaires.  The common errors to look for are 

numbers outside the range of codes and transposed numbers. 

 

3.5.1.3  Data Cleaning 

The data entry programs will not caution the user when improbable codes occur. The first 

frequencies’ check from a program needs to be looked at very carefully to detect this kind 

of error.  Checking missing values is the next important step in data cleaning.  There are 

two types of missing values in SPSS: system-missing and user-defined. System-missing 
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values are assigned by SPSS when, for example, performing a prohibited function, like 

dividing a number by zero.  User-defined missing values are numeric values that can be 

specified and SPSS will consider to be missing.  String values can also be used as missing 

values, including a series of blanks (i.e. a null string) (Kendell & Kendell, 2011).  The 

researcher thoroughly checked for missing values and then for outliers, which can occur 

by chance in any distribution, but are often indicative either of measurement error or that 

the population has a heavy-tailed distribution. There were no outliers found. 

 

3.5.1.4  Reverse Coding 

Reverse coding is a procedure where some questions in a survey are worded such that 

high values of a theoretical construct are reflected by high scores on the item, while other 

questions are worded such that high values of the same construct are reflected by low 

scores on the item.  Researchers do this to encourage respondents to actually pay attention 

to the questions they are reading.  Unfortunately it is not possible to determine the overall 

score for the scale simply by averaging the items.  Instead, first the items need to be 

transformed so that they are all oriented in the same direction.  For example, all items 

might be scored such that large values indicate more of the construct. The procedure is to 

reverse code the items where small values indicate a greater amount of the construct.  So, 

if the questions in the scale had values of 1 to 7, an item could be reverse coded by 

changing its values.  In this study the MLQ measure (Avolio and Bass (2004) and WC 

(Mowday, Steers and Porter (1979) has reverse code items and the values are computed 

by manually changing them in the SPSS data sheet.  Reverse coded items are indicated in 

Section 3.5.2.  The items and the respective constructs are listed in the Appendix. 
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3.5.1.5  Tests for Normality 

An assumption in the analysis of covariance and mean structures is that the data have a 

multivariate normal distribution (Gravetter & Wallnau, 2002).  The normality can be 

assessed through skewness and kurtosis (Byrne, 2001).  However, Tabachnick and Fidell 

(2001) maintain that skewness will not make a substantial difference to analysis with 

large samples.  Although kurtosis can result in an understatement of the variance, the risk 

is reduced with 200 or more samples (the size of the sample in this research is 213).  All 

the variables in this study are assumed to be normally distributed and the normality of the 

variables was ascertained by examining the histograms and Normal Q-Q plots. 

 

3.5.1.6  Common Method Variance  

A number of diagnostic analyses were conducted to examine common method biases and 

construct distinctiveness.  It is important to acknowledge that the researcher’s decision to 

use self-report measures raises the possibility of common method variance (CMV) 

problems.  However, the nature of constructs requires the use of self-report measures.  To 

reduce this potential bias, some procedural and statistical remedies were used (Podsakoff 

et al., 2003). Specifically, two procedural remedies were adopted: first, respondents were 

assured of anonymity and confidentiality to reduce evaluation comprehension, and 

second, different sets of instructions were provided for the variables to provide 

psychological separation.  Moreover, Harman’s one-factor test was conducted to examine 

the potential influence of CMV, and Principal Component Analysis (PCA) was performed 

to examine whether a single-method factor explained the majority of variance.  A number 

of factors with eigenvalues greater than 1 were reported and the total variance for NI is 

59.012%, CBBF 63.314%, SWS 66.631% and WC 60.654% explained. Therefore, it 

appears that CMV was not a serious concern in this study  
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3.5.2  Measures 

The survey instrument used in this study was a compilation of four previously used 

questionnaires. The four sections were: NI, leadership, SWS, and WC.   

 

3.5.2.1  National Identity 

The NI section of the questionnaire was based on results of research done by Fish, 

Bhanugopan and Cogin (2008).  A new questionnaire comprising a seven-point (very 

strongly disagree – very strongly agree) 17-item Likert scale, measuring NI and CBBF 

was compiled.  Questions 1-10 related to NI and questions 11-17 to CBBF. Samples from 

the NI section of the questionnaire include “My country has a strong cultural heritage” 

and “Citizens of my country are proud of their nationality.” Samples from CBBF are: “A 

lot can be learned from foreign cultures about different ways of conducting business” and 

“A lot can be learned from foreign cultures about different management practices.” 

 

3.5.2.2 Leadership 

The leadership section utilised MLQ 5x Short, created by Avolio and Bass (2004).  This 

questionnaire comprises a five-point (0 = not at all) to (4 = frequently if not always) 45 

item Likert scale, measuring type of leadership and leadership outcomes.  The groupings 

of the questions into factors or categories are scrambled so the respondents cannot second 

guess what the best answer is.  The questionnaire has approximately four questions 

relating to each of the following items: idealised attributes (IA), idealised behaviours 

(IB), IM, IS, IC, contingent reward (CR), management by exception – active (MBEA), 

management by exception – passive (MBEP), LF, extra effort, effectiveness, and 

satisfaction. Chapter 4 explains these items. 



98 
 

3.5.2.3 Satisfaction with Supervisor 

The “satisfaction with supervisor” survey used in this research was originally used by 

Scarpello and Vandenberg (1987).  The survey comprised a five-point scale (1 being very 

dissatisfied – 5 being very satisfied) 18-item Likert scale measuring “satisfaction with 

supervisor”. Samples are: “the way my supervisor gives me clear instructions”, “the way 

my supervisor helps me to get the job done”, and “the time I have to do the job right”. 

 

3.5.2.4 Workplace Commitment 

The commitment section of the questionnaire relating to this paper was a seven point 

(strongly disagree – strongly agree) 15-item Likert scale measuring ‘‘Workplace 

Commitment’’, previously used by Mowday, Steers and Porter (1979).  Samples from the 

WC section are:  “I find that my values and those of my organisation are very similar”, 

and “Deciding to work for this workplace unit was a definite mistake on my part”. 

 

3.5.2.5  Demographic Variables  

The demographic variables used in the questionnaire were age, gender, educational 

qualification, industry, level of job, religion, country of origin, and nationality.  The scope 

of each variable is detailed below. 

 Age: 20–30 years, 31–40 years, 41–50 years, and 51–60  

 Gender: male, female  

 Educational qualifications: high school, bachelor degree, master’s degree, doctorate,  

 Industry: education, medical, engineering, other 

 Level of Job: managerial, non-managerial 

 Religion: followers of Islam, Christians, other 

 Country of Origin: West, UAE, other Arab, India, Philippines, Africa 

 Nationality: Western, UAE, other Arab, Indian, Filipino, African. 
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3.6  Reliability and Validity 

Reliability implies that similar results will occur every time a measure is used (Remenyi, 

Williams, Money, & Schwartz, 1998).  Validity is the degree to which what is observed 

or measured is the same as what was supposed to be observed or measured, in other 

words the answer is correct (Remenyi et al., 1998) There are four tests which are 

commonly used to establish the validity of empirical research.  First, construct validity 

establishes the correct operational measure for the concepts being researched.  Second, 

internal validity tests if certain conditions lead to other conditions.  Third, external 

validity establishes the domain to which a study’s findings can be generalised. Fourth, 

reliability shows whether the operations of the study can be repeated with the same 

conclusions (Yin, 2003).  The questionnaires used in this research were all previously 

tested for reliability and validity.  The statistical methods used in the study are detailed in 

the following section. 

 

3.7  Statistical Methods Used 

In testing the relationship between demographics and NI, SWS and WC, factor analysis 

using VARIMAX rotation, correlation analysis, regression analysis and MANOVA were 

used.  The purpose of the analysis of this leadership study is not to search for a 

relationship between demographics and leadership, rather to find the mean answers for 

each question and compare these to documented norms for the US and Europe.  Microsoft 

Excel was used to compute the mean values of the questions relating to leadership 

(MLQ).  To examine the interrelationships between the four dimensions—NI, leadership, 

SWS and WC—regression analysis was used.  

 



100 
 

3.7.1  Factor Analysis 

Factor analysis rewrites a set of variables into a new set of orthogonal factors using 

sophisticated computer software and knowledge of statistics to interpret the results 

(Remenyi et al., 1998).  In other words factor analysis summarises information contained 

in a large number of data variables into smaller theoretically meaningful factors.  Factor 

analysis can be done automatically, with statistical software program determining the 

ideal factor groupings, or it can be forced into a specific number of factors.  For this 

analysis to be reliable the eigenvalues of each factor need to be greater than 1.0 and over 

60% of the variance should be explained (Hair, 2006).  One output of factor analysis is a 

component matrix which is often rotated using VARIMAX to make it easier to interpret.   

 

3.7.2  Correlation Analysis 

Correlation analysis provides measures of the strength and direction of theoretical 

relationships between variables.  A positive correlation tells us that as variable A 

increases variable B also increases.  A negative correlation tells us that as variable A 

increases variable B decreases.  This type of analysis only delivers the strength of a 

relationship; it does not determine causality.  If the absolute value of r is 0.9 the 

correlation is considered high.  If it is less than 0.2 it is considered low (Ticehurst & Veal, 

2000).  The significance is also important.  If the correlation is significant it indicates that 

the association between variables is subject to minimal variance and is consistent.  

 

3.7.3  Regression Analysis 

Regression analysis is one of the most widely used tools and analyses the relationship 

between a single dependent variable and several independent variables (Hair, 2006).  It 

has predictive power and also provides a means of objectively assessing the strength of a 

relationship between variables (Hair, 2006). 
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3.7.4  MANOVA 

MANOVA is a dependence technique that measures the differences for two or more 

metric dependent variables based on a set of nonmetric independent variables (Hair, 

2006).  MANOVA can provide insights into the nature and predictive power of 

independent variables, and also the interrelationships and differences in the dependent 

variables (Hair, 2006). 

 

3.8  Ethical Considerations 

The study required ethics approval for the filling out of questionnaires by employees from 

the selected organisations as the study involves human participation, and the study 

requires anonymity of employees participating. Details excluded from the survey 

included the name of the participant and the name of the organisation. The positions of 

staff were generalised under the categories of management and non-management. These 

strategies protect the identity of the organisation, its employees and all associated parties.  

Employees accepted to be research participants through voluntary participation, in 

accordance with the conditions imposed by the Charles Sturt University Human Research 

Ethics Committee.  No incentives were offered for participation in the survey. 

 

3.9  Conclusion 

This chapter detailed the research design and procedures employed to study the 

hypotheses identified from the review of literature. Through this review, it became 

evident that a quantitative approach was required to address the research question. The 

following chapter discusses the results from the analysis of the data, which was obtained 

using the methodology and paradigm detailed in this chapter. 
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4 Chapter 4 – Analysis and Results 

 

4.1 Introduction 

This chapter reports the results obtained through a number of quantitative analyses.  It 

begins with the demographics of the respondents and is followed by reliability analysis 

where each of the dimensions of the study is verified for consistency.  Subsequently 

factor analysis, correlation, regression and MANOVA results are discussed for the four 

constructs, namely NI, leadership, SWS and WC, and finally correlation analysis results 

for interrelationships between dimensions are explained. This chapter tests a number of 

hypotheses and presents their related findings.  

 

4.2 Demographic Profile of Respondents 

Respondents indicated their age, gender, educational qualifications, industry in which 

they were employed, level of job, religion, country of origin and nationality.  Age was 

skewed towards the 20–30 age-group with 36.6% in that group (n = 78).  The other age 

groups were fairly evenly distributed with the 30–40 age-group at 20.7% (n = 44), 40–50 

at 21.1% (n = 45) and 50–60 at 21.6% (n = 46). Gender was skewed to males, 70% 

(n = 149), with females accounting for 30% (n = 64).  This reflects the primarily male 

working population in Oil and Gas Industry and in the Western Region of the UAE. 

Education levels were 26.3% high school graduate (n = 56), 40.4% bachelor’s degree (n = 

86), 27.7% master’s degree (n = 59) and 5.6% doctorate (n = 12).  The industries in which 

respondents worked were education 51.2% (n = 109), medical 8.9% (n = 19), engineering 

17.8% (n = 38) and other 22.1% (n = 47). The high number of answers for “other” 

indicates the category may not have been fully understood, and respondents in some cases 

answered in relation to type of job performed rather than type of industry they were 
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employed in.  The level of job was dominantly non-managerial, 69.5% (n = 148), while 

30.5% were in managerial positions (n = 65).  Religion was largely Islam 54.5% (n = 

116), then Christians 28.6% (n = 61), and other 16.9% (n = 36).  The “other” response 

came predominantly from Indian and American employees.  Country of origin was 

mostly Western or Emirati (UAE citizen); 34.7% were Western (n = 74), 37.6% were 

Emiratis (n = 80), 10.8% were other Arabs (n = 23), 10.8% were Indians (n = 23), 2.8% 

were Filipino (n = 6) and 3.3% were African (n = 7). Nationality was similar to country of 

origin except for three other Arabs, one Indian and one African who took Western 

nationality, resulting in 37.1% with Western nationality (n = 79), 37.6% Emiratis 

(n = 80), 9.4% other Arabs (n = 20), 10.3% Indian (n = 22), 2.8% Filipino (n = 6) and 

2.8% African (n = 6).  Table 4.1 presents the demographics of the 213 respondents.   

 

4.3 Goodness of fit Measures 

Cronbach’s alpha was utilised to indicate the extent of agreement between respondents.  

A high score indicates higher reliability.  Nunnally, (1978) asserts that Cronbach’s alpha 

of around 0.70 is acceptable and (Hair, 2006) allows it can be less for social science 

studies of a practical nature.  Of the 21 factors used in the total study, 15 had Cronbach’s 

alpha results of more than 0.70 and the other six were all above 0.60 with the lowest 

being 0.63.  Table 4.2 summarises the reliability results of the factors. 

 

4.4 Results 

4.4.1 National Culture 

In order to evaluate the dimensions of national culture in a Middle Eastern work 

environment, PCA was used to determine the underlying factor structures of NI and 

CBBF. In the course of analysis, the following hypotheses are posited and tested:  
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Table 4.1 Demographic Profile of Respondents 

Characteristics Frequency Percentage 

Age 
20–30 years 
31–40 years 
41–50 years 
51–60 

 
78 
44 
45 
46 

 
36.6 
20.7 
21.1 
21.6 

Gender 
Male 
Female 

 
149 

64 

 
70.0 
30.0 

Educational Qualifications 
High School 
Bachelor’s degree 
Master’s degree 
Doctorate 

 
56 
86 
59 
12 

 
26.3 
40.4 
27.7 

5.6 

Industry 
Education 
Medical 
Engineering 
Other 

 
109 

19 
38 
47 

 
51.2 

8.9 
17.8 
22.1 

Level of Job 
Managerial 
Non Managerial 

 
65 

148 

 
30.5 
69.5 

Religion 
Followers of Islam 
Christians 
Other 

 
116 

61 
36 

 
54.5 
28.6 
16.9 

Country of Origin 
West  
UAE 
Other Arab 
India 
Philippines 
Africa 

 
74 
80 
23 
23 

6 
7 

 
34.7 
37.6 
10.8 
10.8 

2.8 
3.3 

Nationality 
Western 
UAE 
Other Arab 
Indian 
Filipino 
African 

 
79 
80 
20 
22 

6 
6 

 
37.1 
37.6 

9.4 
10.3 

2.8 
2.8 

Note. UAE = United Arab Emirates 
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Table 4.2 Reliability Analysis   

Factors No. of 
Items 

α 

National Culture Study   

National Identity – Consumer Ethnocentrism and Religion 4 0.81 

National Identity – Historical Pride 5 0.74 

Cross-border Business Focus – Openness to Diversity 4 0.78 

Cross-border Business Focus – Strong Traditional Values 3 0.68 

Leadership Study   

Transformational – Idealised Attributes 4 0.78 

Transformational – Idealised Behaviour 4 0.65 

Transformational – Inspirational Motivation 4 0.85 

Transformational – Intellectual Stimulation 4 0.78 

Transformational – Individual Consideration 4 0.74 

Transactional – Contingent Rewards 4 0.81 

Transactional – Management By Exception - Active 4 0.68 

Passive Avoidant – Management By Exception – Passive 4 0.67 

Passive Avoidant – Laissez faire 4 0.78 

Outcome – Extra Effort 3 0.78 

Outcome – Effectiveness 4 0.87 

Outcome – Satisfaction 2 0.86 

Satisfaction with Supervisor   

Assistance from Supervisor 14 0.96 

Time allowed and clarity of responsibility 4 0.84 

Workplace Commitment    

Positive commitment 9 0.90 

Neutral or slightly negative commitment 4 0.63 

Negative commitment 2 0.65 

Note. α =  Cronbach’s alpha  
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Hypothesis 1a  There is a positive relationship between national identity factors  

   and the demographic and organisational factors. 

Hypothesis 1b There is a positive relationship between cross-border business 

focus factors and demographic and organisational factors. 

 

4.4.1.1  Factor Analysis 

A number of variables were used to determine the strength of NI and CBBF of 

respondents.  The data were first tested using SPSS 20 to ensure their suitability for factor 

analysis and the resultant rotated factor loadings were all significant with the lowest being 

0.535.  Hair (2006) and Ticehurst and Veal (2000) confirm that factor loadings equal to 

0.50 or greater are considered significant.  Cronbach’s alpha coefficients were used to 

ensure reliability of the questionnaire.  Nunnally (1978) asserts that a Cronbach’s alpha of 

0.70 is acceptable and results showing factor reliability for this study were 0.81 for NI 

and 0.78 for CBBF.  Bartlett’s test of sphericity and a Kaiser score were also derived.  

The Kaiser score, testing for sample adequacy, was 0.816 for NI and 0.699 for CBBF.  A 

Kaiser score of above 0.80 is considered excellent and a score above 0.60 is satisfactory 

(Ryan, 1995).  Factor constructs were extracted through Principal Component Analysis 

(PCA) and rotated using VARIMAX with Kaiser Normalisation.  PCA is a well-

established technique for reducing dimensions using VARIMAX Rotation to extract 

factors. It is also widely used to find underlying dimensions in variable sets (Hair, 2006). 

PCA was applied to verify any increased correlation amongst variables as a result of 

overlapping variation between them, as suggested by Leeflang (2000).  The Bartlett test 

of sphericity (Chi-square value) was 665.491 for NI and 423.150 significant at p < 0.000, 

showing significant correlation amongst a number of variables.  Factors with eigenvalues 

of greater than 1.575 were selected for the first study (NI) and greater than 1.724 for the 
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second (CBBF).  Hair (2006) suggests that eigenvalues should be above 1.0 to be 

considered significant.  Because the number of variables was low in both studies the 

variances accounted for were also quite low.  In social science research 60% total 

variance, or in some cases even less, is still considered (Hair, 2006).  In this study, a total 

variance of 59.012% was explained by a two-factor solution for NI and 63.314% was 

explained by a two-factor solution for CBBF.  The Scree test, which plots the eigenvalues 

against a number of components, suggested that two substantive latent factors existed in 

both studies.  Tables 4.3a and 4.3b present results of factor structure including the mean, 

standard deviation, factor loading, communalities, Cronbach’s alpha, eigenvalues and 

percentage of variance, for the two latent factors in NI and the two latent factors in 

CBBF.  

 

4.4.1.2 Definition of the Latent Factors 

National Identity Factor 1: Consumer Ethnocentrism and Religion displayed a 

consistent factor loading on four variables.  The highest result was for the second variable 

(0.852)—whether only products not made in a country should be imported—and the 

lowest was for the fourth variable (0.638)—whether a specific religious philosophy is 

what makes a person a citizen of a country.  The eigenvalue for items in this factor was 

3.736.   

National Identity Factor 2: Historical Pride factor loadings ranged from 0.829 to 0.535, 

the highest being in the statement, “my country has a strong cultural heritage” and the 

lowest was for the statement, “citizens of my country are proud of their nationality.”  The 

eigenvalue was 1.575. 
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Table 4.3a Factor Structure of National Identity (Factors 1–2)  

Note. For national identity factors the Kaiser-Meyer-Olkin (KMO) was 0.816, Bartlett test (Chi-square) 665.491, total variance explained 59.012%. 
N = 213, Extraction method: Principle Component Analysis, Rotation method: VARIMAX 
α =  Cronbach’s alpha; NI = national identity; SD = standard deviation 
  

Factors Items Mean SD Factor 
Loading 

α Eigen 
Value 

 

 
NI Factor 1: 
 
Consumer 
Ethnocentrism and 
Religion 

 
It may cost me in the long run, but I prefer to support products made in my country 
 
Only those products not available in my country should be imported 
 
It is always best for citizens to purchase products made in their home country for 
whatever reason 
 
A specific religious philosophy is what makes a person a citizen of my country 
 

 
5.17 

 
4.80 

 
4.29 

 
 

3.91 

 
1.649 

 
1.897 

 
1.767 

 
 

2.424 

 
0.801 

 
0.852 

 
0.835 

 
 

0.638 

 
0.81 

 
3.736 

 

 
NI Factor 2: 
 
Historical Pride  

 
Citizens of my country possess identifiable cultural attributes that citizens of other 
countries do not possess 
 
My country has a strong cultural heritage 
 
One of my country’s strengths is that it emphasises events of historical importance 
 
Citizens of my country are proud of their nationality 
 
Citizens of my country feel that they come from a common historical background 
 

 
5.41 

 
 

6.08 
 

5.68 
 

6.30 
 

5.15 

 
1.419 

 
 

1.110 
 

1.222 
 

0.972 
 

1.629 

 
0.569 

 
 

0.829 
 

0.775 
 

0.535 
 

0.698 

 
0.74 

 
1.575 
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Table 4.3b Factor Structure of Cross-Border Business Focus (Factors 3–4) 

Note. For cross-border business focus factors the Kaiser-Meyer-Olkin (KMO) was 0.699, Bartlett test (Chi-square) 423.150, total variance explained 63.314% 
N  =  213, Extraction method: Principle Component Analysis, Rotation method: VARIMAX 
CBBF = cross-border business focus; SD = standard deviation 
 

 

Factors Items Mean SD Factor 
Loading 

α Eigen- 
value 

 

 
CBBF Factor 1: 
 
Openness to 
Diversity  

 
I like immersing myself in different cultural environments 
 
Particular interests can be shared by diverse groups at the same time 
 
A lot can be learnt from foreign cultures about different ways of conducting 
business 
 
A lot can be learnt from foreign cultures about different management practices 
 

 
5.91 

 
5.67 

 
5.86 

 
 

5.80 

 
1.123 

 
0.996 

 
1.029 

 
 

1.033 

 
0.666 

 
0.817 

 
0.855 

 
 

0.720 

 
0.78 

 
2.708 

 

 
CBBF Factor 2: 
 
Strong Traditional 
Values 

 
I appreciate the importance of following tradition 
 
Maintaining home country business practices ensures effective cross-border 
operations 
 
The identification and development of new national cultures is important 
 

 
5.29 

 
4.96 

 
 

5.55 

 
1.376 

 
1.612 

 
 

1.240 

 
0.750 

 
0.858 

 
 

0.707 

 
0.68 

 
1.724 
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Cross-border Business Focus Factor 1: Openness to Diversity had the highest factor 

loading of 0.855 in the statement, “a lot can be learnt from foreign cultures about 

different ways of conducting business.”  There were four variables in this factor and the 

lowest loading was 0.666, which came from the statement, “I like immersing myself in 

different cultural environments.”  This factor had an eigenvalue of 2.708. 

Cross-border Business Focus Factor 2: Strong Traditional Values included three items, 

and the factor loadings ranged from 0.858 to 0.707. The highest factor loading was found 

in the statement, “maintaining home country business practices, ensures effective cross 

border operations” and the lowest in “the identification and development of new national 

cultures is important.”  The eigenvalue was 1.724. 

 

4.4.1.3 Correlation Analysis 

Table 4.4a reports correlations between the variables in the NI factors and the CBBF 

factors.  For NI, a significant correlation was observed between most items and factors.  

The two factors for NI are HP and consumer ethnocentrism and religion (CER).  The 

correlation was significant within HP, the highest being 0.569 for HP3, “one of my 

country’s strengths is that it emphasises events of historical importance” and HP2, “my 

country has a strong cultural heritage.” The lowest at 0.119 was for HP4, “citizens of my 

country are proud of their nationality” and HP1, “citizens of my country possess 

identifiable cultural attributes that citizens of other countries do not possess.”  CER had 

significant correlations within itself, the highest being 0.635 for CER7, “only those 

products not available in my country should be imported” and the lowest 0.363 for CER8, 

“it is always best for citizens to purchase products made in their home country for 

whatever reason” and CER10.  Across the factors HP had moderate correlation with CER, 

the highest being 0.517 for CER10, “a specific religious philosophy is what makes a  
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person a citizen of my country” and HP5, “citizens of my country feel that they come 

from a common historical background.”  There were two items which did not correlate at 

all CER8 / HP1 and CER8 / HP3.  Hence there is no correlation between people 

purchasing products made in their own country and them possessing identifiable cultural 

attributes, or the emphasis of events of historical importance.  

 

Table 4.4a Correlation Results for National Identity   

Variables HP1 HP2 HP3 HP4 HP5 CER6 CER7 CER8 CER10 

HP1 1.0         

HP2 0.427* 1.0        

HP3 0.257* 0.569* 1.0       

HP4 0.119*** 0.296* 0.342* 1.0      

HP5 0.294* 0.547* 0.462* 0.425* 1.0     

CER6 0.142*** 0.264* 0.218** 0.301* 0.359* 1.0    

CER7 0.200** 0.249* 0.190** 0.206** 0.471* 0.610* 1.0   

CER8 0.092 0.122*** 0.094 0.120*** 0.271* 0.565* 0.635* 1.0  

CER10 0.265* 0.323* 0.228* 0.356* 0.517* 0.501* 0.545* 0.363* 1.0 

Note. * p < 0.001, **p < 0.01, ***p < 0.05 
CER = consumer ethnocentrism and religion; HP = historical pride 

 

For CBBF, a significant correlation was observed between most items and factors (see 

Table 4.4b).  The two factors for CBBF are strong traditional values (STV), and openness 

to diversity (OD).  There was significant correlation within OD, the highest being 0.639 

for OD13, “a lot can be learnt from foreign cultures about different ways of conducting 

business” and OD16, “a lot can be learnt from foreign cultures about different 

management practices.”  The lowest was 0.330 for OD16 and OD11, “I like immersing 

myself in different cultural environments.”  There was significant correlation within STV; 

the highest of 0.483 was recorded for STV14, “I appreciate the importance of following 

tradition” and STV15, “maintaining home country business practices ensures effective 
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cross-border operations.” There was little correlation between the OD and STV items, 

with three being insignificant and the highest being 0.248. 

 

4.4.1.4 Regression Analysis  

Table 4.5 presents the regression results of NI and CBBF.  Most of the demographic 

variables (age, gender, education, industry, level of job, religion, country of origin and 

nationality) had a significant effect on the respondents’ answers in most of the factors. 

The one demographic variable that had very little relationship to any of the factors was 

level of job—managerial versus non-managerial—and the one factor that was not 

significantly affected by any of the demographic variables was OD.  The demographic 

variable with the most causality was education, and the factor which was affected by 

every variable was STV. 

 

Table 4.4b Correlation Results for Cross-Border Business Focus 

Variables OD11 OD12 OD13 STV14 STV15 OD16 STV17 

OD11 1.0       

OD12 0.493* 1.0      

OD13 0.386* 0.573* 1.0     

STV14 0.146*** 0.034 0.180** 1.0    

STV15 0.079 –0.161** –0.092 0.483* 1.0   

OD16 0.330* 0.377* 0.639* 0.256* 0.115*** 1.0  

STV17 0.245* 0.124*** 0.248* 0.334* 0.447* 0.394* 1.0 

Note. * p<0.001, **p< 0.01, ***p< 0.05 

OD = openness to diversity; STV = strong traditional values  
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Table 4.5 Regression Results for National Identity and Cross-border Business Focus 

 National Identity Cross-border Business Focus 

 Consumer 
Ethnocentrism and 

Religion 

Historical Pride  Openness to 
Diversity 

Strong Traditional 
Values 

 β t β t β t β t 

Age –0.513*** –8.629*** –0.377*** –5.892*** 0.094 1.354 –0.572*** –9.971*** 

Gender –0.202** –2.979** –0.156* –2.288* 0.067 0.962 –0.249*** –3.676*** 

Education –0.526*** –8.931*** –0.173* –2.541* 0.266*** 3.939*** –0.450*** –7.201*** 

Industry 0.386*** 6.046*** 0.019 0.274 –0.236** –3.462** 0.296*** 4.434*** 

Level of Job 0.021 0.297 0.161* 2.357* 0.034 0.490 0.204** 2.979** 

Religion –0.438*** –7.051*** –0.287*** –4.339*** 0.059 0.844 –0.489*** –8.009*** 

Country Origin 0.168* 2.459* 0.300*** 4.548*** 0.026 0.366 0.233** 3.424** 

Nationality 0.173* 2.535* 0.310*** 4.719*** 0.023 0.325 0.262*** 3.876*** 

Note. *** p < 0.001 (100%), ** p < 0.01 (99%), * p < 0.05 (95%)  

 

The four factors derived from factor analysis were CER, HP, OD, and STV.  Age was 

significantly related to CER (β = –0.513, t = –8.629), HP (β = –0.377, t = –5.892) and 

STV (β = –0.572, t = –9.971).  There was no connection between age and OD.  Gender 

was significantly related only to STV (β = –0.249, t = –3.676), and moderately related to 

CER (β = –0.202, t = –2.979) with some connection to HP (β = –0.156, t = –2.288), but 

none to OD. Level of education had a strong connection to CER (β = –0.526, t = –8.931), 

OD (β = 0.266, t = 3.939) and STV (β = –0.450, t = –7.201), and some relationship to HP 

(β = –0.173, t = –2.541). The industry the respondents worked in had a significant 

connection to their views on CER (β = 0.386, t = 6.046) and STV (β = 0.296, t = 4.434), a 

moderate connection to OD (β = –0.236, t = –3.462), and no connection to HP.  The level 

of job had no significant connection to any of the factors, but a moderate and slight 

connection to STV (β = 0.204, t = 2.979) and HP (β = 0.161, t = 2.357) respectively.  
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Religion had strong causality to all the factors except OD (CER β = –0.438, t = –7.051, 

HP β = –0.287, t = –4.339, STV β = –0.489, t = –8.009). Country of origin and nationality 

had a strong relationship to HP (β = 0.310, t = 4.719) and STV (β = 0.262, t = 3.876) and 

some to CER (β = 0.173, t = 2.535) but again, none to OD. 

 

4.4.1.5 MANOVA Analysis 

Past literature suggests that significant causality exists between demographics and the 

factors. Therefore, MANOVA was performed to further explore the causality.  Tables 

4.6a and 4.6b summarise the MANOVA results of NI and CBBF. 

National Identity:  Results of Tukey multiple comparisons on age showed that for CER 

the mean scores were significantly different between the 20–30 age group and all other 

age groups (p = 0.007 for 30–40, p = 0.000 for 40–50 and 50–60) and different between 

30–40 and all other age groups (p = 0.007 for 20–30, p = 0.025 for 40–50, p = 0.001 for 

50–60).  There was no difference between 40–50 and 50–60 age groups (p = 0.757).  Age 

and HP showed no statistical difference from 20–30 and 30–40 (p = 0.833), and no 

difference from 40–50 and 50–60 (p = 0.225), but there were significant differences 

between those two groups (p ≤ .005). For gender there were no post-hoc results available, 

as there are only two genders.  For education and CER there was a significant difference 

between high school and a bachelor’s degree (p = 0.041), and a bachelor’s degree and a 

master’s degree (p = 0.000) but no difference between a master’s degree and a doctorate 

(p = 0.987).  For HP there was no significant difference between any groups (p = 0.084 to 

.996).  Regarding industry, for CER there was a significant difference between education 

and all industries (medical p = 0.021, engineering and other p = 0.000), but no difference 

between engineering, medical and other (p = ≥ 0.615).  For HP there was a difference 

between engineering and other (p = 0.045), but no other differences (p = 0.077 to 1.0).  
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Table 4.6a MANOVA Results for National Identity – Consumer Ethnocentrism and Religion and Historical Pride 

National Identity Box’s M 
significance 

WL 
Hypothesis 

df 

WL 
Error df 

WL 
significance 

Partial Eta 
squared 

Levene 
significance 

Between subjects 
effects df 

F Partial Eta squared 

Age / CER 0.000 6 412 0.000 0.235 0.000 3 25.711 0.271 

Age / HP 0.140 3 11.866 0.147 

Gender / CER 0.007 2 208 0.001 0.062 0.249 1 8.006 0.037 

Gender / HP 0.024 1 5.476 0.026 

Education / CER 0.000 6 412 0.000 0.184 0.000 3 30.018 0.303 

Education / HP 0.146 3 2.203 0.031 

Industry / CER 0.000 6 412 0.000 0.114 0.000 3 15.316 0.182 

Industry / HP 0.012 3 2.767 0.039 

Job / CER 0.144 2 208 0.062 0.026 0.339 1 0.088 0.000 

Job / HP 0.602 1 5.558 0.026 

Religion / CER 0.000 4 414 0.000 0.192 0.000 2 27.909 0.212 

Religion / HP 0.002 2 16.792 0.139 

Country / CER 0.000 10 408 0.000 0.333 0.000 5 19.282 0.320 

Country / HP 0.002 5 13.999 0.255 

Nationality / CER 0.000 10 408 0.000 0.325 0.000 5 18.047 0.306 

Nationality / HP 0.004 5 14.438 0.260 

Note. CER = consumer ethnocentrism and religion; df = degrees of freedom; F = F distribution; HP = historical pride; WL = Wilks Lamb   
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Table 4.6b MANOVA Results for Cross-Border Business Focus – Openness to Diversity and Strong Traditional Values 

 Box’s M 
significance 

WL 
Hypothesis df 

WL 

Error df 

WL 
significance 

Partial Eta 
squared 

Levene 
Significance 

Between subjects 
effects df 

F Partial Eta 
squared 

Age / OD 0.112 6 402 0.000 0.199 0.036 3 2.301 0.033 

Age / STV 0.265 3 33.567 0.333 

Gender / OD 0.799 4 404 0.006 0.035 0.270 2 0.737 0.007 

Gender / STV 0.349 2 6.726 0.062 

Education / OD 0.675 6 402 0.000 0.169 0.904 3 5.730 0.078 

Education / STV 0.356 3 21.008 0.238 

Industry / OD 0.123 6 402 0.000 0.103 0.023 3 4.238 0.059 

Industry / STV 0.296 3 10.941 0.140 

Job / OD 0.607 2 203 0.012 0.043 0.881 1 0.240 0.001 

Job / STV 0.883 1 8.876 0.042 

Religion / OD 0.298 4 404 0.000 0.159 0.380 2 2.404 0.023 

Religion / STV 0.410 2 38.165 0.273 

Country / OD 0.108 10 398 0.000 0.286 0.465 5 1.496 0.036 

Country / STV 0.036 5 34.653 0.464 

Nationality / OD 0.087 10 398 0.000 0.295 0.277 5 1.503 0.036 

Nationality / STV 0.031 5 36.364 0.476 

Note. df = degrees of freedom; F = F distribution; OD = openness to diversity STV = strong traditional values; WL = Wilks Lamb
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For job level there were no post-hoc results available as there are only two levels.  For 

religion and CER there were significant differences between followers of Islam and 

Christians (p = 0.000) and followers of Islam and other (p = 0.000) but no difference between 

Christians and other (p = 0.555).  Similar results applied for HP with (p = 0.000) for 

followers of Islam and Christians and followers of Islam and other, and (p = 0.345) for 

Christians and other. For country of origin and CER, Westerners were significantly different 

from other countries (Emiratis p = 0.000, other Arab p = 0.003, Indian p = 0.017 and Filipino 

p = 0.050) but not different for African (p = 0.998).  Emiratis were different from Indian (p = 

0.015), African (p = 0.017) as well as Western (p = 0.000). For HP the only significant 

differences were between Western and Emiratis (p = 0.000), other Arab (p = 0.000), Indian 

(p = 0.000).  Other comparisons were not significant (p = 0.341 to 1.0).  Regarding 

nationality and CER, Westerners were significantly different from Emiratis (p = 0.000) and 

other Arabs (p = 0.014) and Emiratis were also different from Indians (p = 0.014) and 

Africans (p = 0.049).  Other comparisons were not significant with (p = 0.052 to .999) For 

HP, Westerners were different from Emiratis (p = 0.000), other Arabs (p = 0.000) and 

Indians (p = 0.000).  No other comparisons were significant with (p = 0.373 to 1.000). These 

results provide support for Hypothesis 1a. 

Cross-border Business Focus:  Results of Tukey multiple comparisons on age showed that 

for OD there was no significant difference no matter what the age of the respondent (p = 

0.073 to 1.000).  For STV however, there were significant differences in responses from 20–

30 and all other ages groups (p ≤ 0.001), and significant differences between 30–40 and all 

other age groups (p = 0.001 for 20–30, p = 0.042 for 40–50, p = 0.000 for 50–60), but no 

difference between 40–50 and 50–60 (p = 0.260).  For gender there were no post-hoc results 
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available, as there are only two genders.  For education and OD there were significant 

differences between high school and a master’s degree (p = 0.046) and high school and a 

doctorate (p = 0.001) but no difference between high school and a bachelor’s degree (p = 

0.466).  There was no significant difference between a bachelor’s degree and a master’s 

degree (p = 0.491) but there was between a bachelor’s degree and a doctorate (p = 0.012).  

STV results were similar, with no difference between high school and a bachelor’s degree (p 

= 0.369) but significant difference between high school and a master’s degree, and high 

school and a doctorate (p = 0.000).  There were significant differences between a bachelor’s 

degree and a master’s degree (p = 0.000) and a bachelor’s degree and a doctorate (p = 0.007).  

There was no significant difference between a master’s degree and a doctorate (p = 0.999).  

For industry and OD the only significant difference was between education and other (p = 

0.010).  For STV there was significant difference between education and engineering (p = 

0.000) and education and other (p = 0.007).  Medical compared to education, engineering and 

other, had no significant differences (p = 0.052 to 0.996).  For job level there were no post-

hoc results available, as there are only two job levels.  For religion and OD there were no 

significant differences between any of the religions (p = 0.083 to 0.983) but for STV there 

were significant differences between followers of Islam and all other religions (p = 0.000).  

There were no differences between Christians and other (p = 0.750).  For country of origin 

and nationality there were no significant differences for any of the nationalities (p = 0.284 to 

1.0) for OD but for STV there were significant differences between Western and all other 

nationalities except African (p = 0.000 for Emiratis, other Arab, Indian, p = 0.008 for Filipino 

and p = 0.967 for African).  There were also significant differences between Emiratis and 

other Arabs (p = 0.000) and Emiratis and Africans (p = 0.001).  But there were no differences 
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between Emiratis and Indians (p = 0.090) or Emiratis and Filipinos (p = 0.686).  These 

results provide support for Hypothesis 1b. 

 

4.4.2 Leadership 

In order to evaluate the dimensions of leadership in a Middle Eastern work environment, 

leadership factors and outcomes as determined by Avolio and Bass (2004) authors of the 

MLQ have been utilised.  The means of the factors and outcomes pertaining to the UAE were 

analysed and compared to norms for Europe and the US. In the course of analysis, the 

following hypotheses are posited and tested: 

Hypothesis 2a  Norms for transactional, transformational, and passive avoidant  

   leadership and subsequent leadership outcomes in the Middle East  

   are different from results in the US. 

Hypothesis 2b Norms for transactional, transformational, and passive avoidant  

   leadership and subsequent leadership outcomes in the Middle East  

   are different from results in Europe. 

 

4.4.2.1 Transformational Leadership Factors 

In this section, an attempt is made to determine how leaders influence their subordinates to 

see opportunities and challenges in a new way.  Transformational leaders are proactive, and 

try to push each person to achieve their potential at higher levels and with higher moral and 

ethical standards (Avolio & Bass, 2004).  There are five factors identified for further 

analysis. 

Transformational Leadership Factors 1 and 2: Idealised Attributes and Idealised 

Behaviours measure how much the leaders are admired, respected and trusted.  If this score is 
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high, subordinates want to emulate their leaders.  These leaders consider their subordinates’ 

needs above their own.  They have ethics and principles and share risks with subordinates.  

Samples of IA items are, “instils pride in others for being associated with him” and “acts in 

ways that build others’ respect.” Samples of IB items are, “considers the moral and ethical 

consequences of decisions” and “emphasises the importance of having a collective sense of 

mission.”   

Transformational Leadership Factor 3: Inspirational Motivation measures how much 

leaders motivate those around them by arousing team spirit, being enthusiastic and optimistic 

and encouraging subordinates to see their own potential. Samples of items in this factor are: 

“talks optimistically about the future” and “expresses confidence that goals will be 

achieved.”   

Transformational Leadership Factor 4: Intellectual Stimulation is about how much leaders 

encourage subordinates to be creative and innovative by approaching things in new ways.  

Samples of items in this factor are, “seeks differing perspectives on solving problems” and 

“gets others to look at problems from many different angles.”   

Transformational Leadership Factor 5: Individual Consideration measures how sensitive 

the leader is to each individual’s needs by acting as a coach or mentor. Samples in this factor 

are, “spends time teaching and coaching” and “helps others to develop their strengths” 

(Avolio & Bass, 2004). 

 

4.4.2.2 Transactional Leadership Factors 

In this section an attempt is made to determine whether leaders define expectations, and 

encourage performance to achieve them, and whether they use contingent rewards (CR) or 

MBEA (Avolio & Bass, 2004).  
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Transactional Leadership Factor 1: Contingent Rewards clarifies expectations and 

recognises the subordinate when expectations are achieved.  Samples of this factor are: 

“makes clear what one can expect to receive when performance goals are achieved” and 

“expresses satisfaction when others meet expectations.”   

Transactional Leadership Factor 2: Management by Exception – Active measures to what 

extent the leader sets clear standards and punishes subordinates for not meeting those 

standards.  Samples of items from this factor are: “focuses attention on irregularities, 

mistakes and deviations from standards” and “keeps track of all mistakes” (Avolio & Bass, 

2004). 

 

4.4.2.3 Passive Avoidant Leadership Factors 

Passive avoidance is similar to LF, where there is no leadership.  The leader does not set 

clear goals and does not clarify expectations, having a negative effect on subordinates. 

MBEP samples include: “fails to interfere until problems become serious” and “waits for 

things to go wrong before taking action.”  LF samples are:  “avoids making decisions” and 

“delays responding to urgent questions” (Avolio & Bass, 2004). 

 

4.4.2.4 Leadership Outcomes 

The following description of the factors is from the MLQ manual (Avolio & Bass, 2004).  

Leaders are successful when subordinates are motivated, interact well, and are satisfied with 

their leader’s methods. Extra effort samples are: “gets others to do more than they expected 

to do” and “increases others’ willingness to try harder.”  Effectiveness samples are: “is 

effective in meeting others’ job related needs” and “leads a group that is effective.”  
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Satisfaction with the leadership samples are: “uses methods of leadership that are satisfying” 

and “works with others in a satisfactory way” (Avolio & Bass, 2004). 

 

4.4.2.5  Results 

The MLQ was analysed according to instructions provided by Avolio and Bass (2004).  The 

45 questions were grouped into nine factors and three outcomes suggested.  Means, standard 

deviations, Cronbach’s alpha, and percentages of response for each factor were analysed 

using Microsoft Excel and SPSS 20.  Results are shown in Tables 4.7, 4.8a, 4.8b, and 4.9.   

 

Table 4.7 summarises the mean and Cronbach’s alpha for each factor and outcome.  The 

means, which are compared to norms from the US and Europe indicate if managers in the 

UAE are more or less transformational, transactional, and passive avoidant than their peers in 

the US and Europe.  The means are also used to compare outcomes of leadership style to 

norms in the US and Europe.  Cronbach’s alpha coefficients were used to ensure reliability of 

the questionnaire in this context, despite being a widely accepted questionnaire instrument.  

Nunnally (1978) asserts that a Cronbach’s alpha of around 0.70 is acceptable— results 

showing factor reliability for this study ranged from 0.645 for IB to 0.866 for effectiveness. 

 

According to Avolio and Bass (2004) the results of the questionnaire are not meant to label a 

leader as transformational or transactional, but rather discover if they are more, or less, 

transformational or transactional than the norm.  It must be noted that in 2010, the expatriate 

work force was almost 90% with only 1% of the workers in the private sector being Emiratis 

(www.uaeinteract.com (emi), 2010). 
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Table 4.7 Results from the United Arab Emirates Sample 

Characteristic Transform Transform Transform Transform Transform Transaction Transaction 
Passive 

Avoidant 

Passive 

Avoidant 
 Outcome Outcome Outcome 

Factor 

 
Idealised 
Attributes 
 

 
Idealised 
Behaviours 
 

 
Inspirational 
Motivation 
 

 
Intellectual 
Stimulation 
 

 
Individual 
Consideration 
 

 
Contingent 
Rewards 
 

 
Management 
Exception 
Active  
 

 
Management 
Exception 
Passive  
 

 
Laissez 
Faire 
 
 

  
Extra 
Effort 
 

 
Effectiveness 
 

 
Satisfaction 
 

Items 10,18,21,25 6,14,23,34 9,13,26,36 2,8,30,32 15,19,29,31 1,11,16,35 4,22,24,27 3,12,17,20 5,7,28,33  39,42,44 37,40,43,45 38,41 

Total Score 2386 2207 2450 2211 2134 2323 1803 1213 995  1773 2382 1199 

Answers 851 851 852 850 846 851 849 851 850  639 850 426 

Mean 2.8 2.59 2.88 2.6 2.52 2.73 2.1 1.4 1.2  2.8 2.8 2.8 

Cronbach’s 
alpha (α) 

0.781 0.645 0.845 0.783 0.742 0.806 0.675 0.670 0.782  0.780 0.866 0.863 
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Table 4.8a Percentiles for Individual Scores Based on Lower Level Ratings (United States) 

 

Number   

IA 

12,118 

IB 

12,118 

IM 

12,118 

IS 

12,118 

IC 

12,118 

CR 

12,118 

MBEA 

12,118 

MBEP 

12,118 

LF 

12,118 

 EE 

12,118 

EFF 

12,118 

SAT 

12,118 

%tile MLQ Scores  Outcomes 

5 1.25 1.25 1.50 1.50 1.00 1.29 0.25 0.00 0.00  1.00 1.50 1.00 

10 1.75 1.75 2.00 1.75 1.50 1.75 0.50 0.00 0.00  1.33 2.00 2.00 

20 2.25 2.21 2.25 2.25 2.00 2.25 0.75 0.25 0.00  2.00 2.00 2.50 

30 2.50 2.50 2.75 2.50* 2.50* 2.50 1.11 0.50 0.25  2.33 2.50 3.00* 

40 2.75* 2.54* 3.00* 2.75 2.75 2.75* 1.37 0.75 0.25  2.67* 2.75* 3.00 

50 3.00 2.75 3.00 2.75 3.00 3.00 1.62 1.00 0.50  3.00 3.00 3.50 

60 3.25 3.00 3.25 3.00 3.17 3.13 1.87* 1.00 0.75  3.00 3.25 3.50 

70 3.50 3.25 3.50 3.25 3.25 3.25 2.25 1.25* 0.93  3.33 3.50 3.67 

80 3.75 3.46 3.75 3.5 3.50 3.50 2.50 1.70 1.25*  3.67 3.52 4.00 

90 4.00 3.75 4.00 3.75 3.75 3.75 3.00 2.00 1.75  4.00 4.00 4.00 

95 4.00 3.75 4.00 4.00 4.00 4.00 3.25 2.50 2.00  4.00 4.00 4.00 

Source: (Avolio & Bass, 2004) 
Note. * indicates approximately where the United Arab Emirates survey results fell 
CR = contingent rewards; EE = extra effort; EFF = effectiveness; IA = idealised attributes; IB = idealised behaviours; IC = individual consideration; IM = 
inspirational motivation; IS = intellectual stimulation; LF = laissez faire; MBEA = management by exception – active; MBEP = management by exception – 
passive; SAT = satisfaction with the leadership 
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Table 4.8b Percentiles for Individual Scores Based on Lower Level Ratings (Europe) 

 

Number  

IA 

3068 

IB 

3068 

IM 

3068 

IS 

3068 

IC 

3068 

CR 

3068 

MBEA 

3068 

MBEP 

3068 

LF 

3068 

 EE 

3068 

EFF 

3068 

SAT 

3068 

%tile MLQ Scores  Outcomes 

5 1.25 1.25 1.50 1.50 1.24 1.50 1.00 .00 .00  1.00 1.75 1.23 

10 1.63 1.75 1.75 2.00 1.50 1.75 1.25 .25 .00  1.67 2.00 1.50 

20 2.00 2.23 2.25 2.25 2.00 2.25 1.65 .50 .00  2.00 2.50 2.50 

30 2.42 2.45 2.50 2.50* 2.25 2.50 2.00* .65 .25  2.33 2.75* 2.50 

40 2.67 2.50* 2.75 2.75 2.50* 2.75* 2.25 .75 .50  2.67* 3.00 3.00* 

50 2.75* 2.75 3.00* 2.99 2.75 2.82 2.32 1.00 .69  3.00 3.00 3.00 

60 3.00 3.00 3.00 3.00 3.00 3.00 2.50 1.25 .75  3.00 3.25 3.50 

70 3.25 3.00 3.25 3.25 3.25 3.25 2.75 1.50* 1.00  3.33 3.50 3.50 

80 3.50 3.25 3.50 3.50 3.25 3.50 3.00 1.75 1.25*  3.67 3.74 3.50 

90 3.75 3.50 3.75 3.75 3.50 3.75 3.25 2.00 1.75  3.67 3.75 4.00 

95 3.75 3.75 4.00 3.75 3.75 3.75 3.56 2.50 2.25  4.00 4.00 4.00 

Source:  (Avolio & Bass, 2004)   
Note. * indicates approximately where the UAE survey results fell 
CR = contingent rewards; EE = extra effort; EFF = effectiveness; IA = idealised attributes; IB = idealised behaviours; IC = individual consideration; IM = 
inspirational motivation; IS = intellectual stimulation; LF = laissez faire; MBEA = management by exception – active; MBEP = management by exception – 
passive; SAT = satisfaction with the leadership 
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Table 4.9 Percentage of Respondents at each Level 

 Transformational 

 IA IB IM IS IC 

Question number 10 18 21 25 6 14 23 34 9 13 26 36 2 8 30 32 15 19 29 31 

Mean 2.6 2.6 3.0 3.0 2.1* 2.8 2.8 2.7 2.9 2.9 2.6* 3.0 2.5 2.6 2.6 2.6 2.4 2.6 2.3 2.7 

Standard Deviation 1.3 1.2 1.2 1.0 1.2 1.0 1.1 1.1 1.1 1.0 1.2 1.0 1.0 1.2 1.2 1.2 1.3 1.4 1.3 1.2 

Percentage each question                     

% for 0 (not at all) 10 8 7 3 14 3 5 3 4 2 6 2 5 7 8 7 10 12 12 7 

% for 1 (once in a while) 8 8 5 6 16 9 8 12 6 7 13 5 9 9 10 9 16 11 13 9 

% for 2 (sometimes) 21 28 15 15 28 19 21 23 21 18 26 20 31 27 26 26 24 17 24 21 

% for 3 (often) 27 27 31 39^ 29^ 41^ 38^ 35^ 32 36 27 32 38^ 31^ 29^ 31^ 28^ 22 29^ 28 

% for 4 (frequently or always) 33^ 29^ 42^ 37 13 27 28 27 37^ 36^ 29^ 40^ 17 27 28 28 22 38^ 22 35^ 

Percentage whole factor      

% for 0 (not at all) 7 6 3 6 10 

% for 1 (once in a while) 7 11 8 9 12 

% for 2 (sometimes) 20 23 21 28 22 

% for 3 (often) 31 36^ 32 32^ 27 

% for 4 (frequently or always) 35^ 24 36^ 25 29^ 

Note. * show inconsistencies in averages for individual questions related to the rest of the group; ^ indicates highest percentage of responses 
IA = idealised attributes; IB = idealised behaviours; IC = individual consideration; IM = inspirational motivation; IS = intellectual stimulation 
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Table 4.9 continued 

 Transactional Passive Avoidant  Outcomes 

 CR MBEA MBEP LF  EE EFF SAT 

Question number 1 11 16 35 4 22 24 27 3 12 17 20 5 7 28 33  39 42 44 37 40 43 45 38 41 

Mean 2.8 2.6 2.5 3.1* 2.0 2.4* 2.0 2.1 1.8 1.3* 1.6 1.0* 1.2 1.1 1.0 1.4*  2.6 2.8 2.9 2.8 2.6* 3.0 2.9 2.7 2.9 

Standard Deviation 1.0 1.1 1.2 1.1 1.3 1.2 1.3 1.3 1.4 1.3 1.3 1.2 1.3 1.3 1.2 1.3  1.3 1.2 1.2 1.1 1.3 1.0 1.2 1.2 1.2 

Percentage each question                           

% for 0 (not at all) 3 4 8 3 17 9 15 14 27 38 28 48 46 46 51 38  9 8 7 5 11 1 6 7 7 

% for 1 (once in a while) 8 13 11 15 18 15 20 18 16 19 21 20 16 18 17 19  9 6 8 8 9 8 7 9 8 

% for 2 (sometimes) 26 27 27 18 27 22 31 25 21 22 25 17 18 18 19 22  23 22 17 23 21 19 19 18 14 

% for 3 (often) 35 33 30 30 24 31 21 29 23 14 18 10 13 13 7 14  28 24 31 35 25 39 30 35 33 

% for 4 (frequently / always) 29 23 24 44 15 22 13 14 12 7 8 4 7 5 6 8  31 40 38 30 34 33 38 31 38 

Percentage whole factor         

% for 0 (not at all) 5 14 35^ 45^  8 6 7 

% for 1 (once in a while) 9 18 19 18  8 8 8 

% for 2 (sometimes) 24 26 21 19  20 20 16 

% for 3 (often) 32^ 26^ 16 12  28 32^ 34^ 

% for 4 (frequently / always) 30 16 8 7  36^ 34 35 

Note.* show inconsistencies in averages for individual questions related to the rest of the group; ^ indicates highest percentage of responses; CR = contingent rewards; EE = extra effort; EFF = effectiveness; LF = laissez faire 
MBEA = management by exception – active; MBEP = management by exception – passive; SAT = satisfaction with the leadership 
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The implication is that the results of the questionnaire in this study show only how 

multicultural managers in the UAE are perceived, and do not necessarily capture the 

behaviour of Emirati managers.  Two norms have been used in this analysis.  First, the 

results of approximately 12,000 questionnaires from the US are shown in Table 4.8.a and 

second, the results of 3100 questionnaires from Europe shown in Table 4.8b.  Table 4.9 

shows the means, standard deviations, and percentages of how the respondents answered 

each question.  It also shows the aggregated percentage of how respondents answered 

each factor and outcome. 

 

4.4.2.6 Comparison to Norms – Factors  

As discussed previously respondents answered (0 for “not at all” to 4 for “frequently if 

not always”) to questions on transformational leadership, transactional leadership, passive 

avoidant leadership and leadership outcomes.  The norms discussed below for the US and 

Europe were derived by the authors of the MLQ 5x questionnaire used in this research 

(Avolio & Bass, 2004).  In addition, it must be noted that the UAE statistics used in the 

comparison to US and European norms were gathered from multicultural respondents 

working in the UAE, approximately half of whom were Emiratis.  

Transformational Leadership 

Using Tables 4.7 and 4.8.a and comparing the results from the UAE to those for the US, 

all five of the transformational factors rated slightly lower than the US norm, meaning 

that leaders in the UAE generally are slightly less transformational than their American 

counterparts.  All the factors were in the 30–40 percentile range (UAE means for the five 

factors were: 2.8, 2.6, 2.9, 2.6, 2.5) indicating that 30–40% of the normal population in 

the US scored lower on those items and 60–70% scored higher (US means at the 50
th

 

percentile were: 3.0, 2.75, 3.0, 2.75, 3.0).  From Tables 4.7 and 4.8.b, comparing the 
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results from the UAE to those for Europe, the results were slightly better for 

transformational leadership than when compared to the US.  Two factors, IA and IM, 

were at the 50
th

 percentile (UAE means 2.8 and 2.9) which indicates they are on par with 

the results for Europe (EU means 2.75 and 3.0).  The highest percentage of responses 

(35%) rated the manager at the highest level of transformational leadership (4.0 

“frequently if not always”) for IA (UAE mean 2.8), IM (36%), (UAE mean 2.9) and IC 

(29%), (UAE mean 2.5).  IB and IS were regarded by the highest percentage of 

respondents (36%, 32% respectively) as occurring often (UAE means 2.6 and 2.6, US 

means 2.75 and 2.99), which is the second highest level (3.0 “fairly often”).  Thus, these 

results provide partial support for Hypotheses 2a and 2b. 

Transactional Leadership 

When comparing the two transactional leadership factors to US and European results, CR 

was in the 40
th

 percentile (UAE mean 2.73) which was slightly lower than in the US (US 

mean 3.0) indicating that CR are not as widely used in the UAE.  The result for CR, when 

compared to Europe, was closer (Europe mean 2.82).  For MBEA the result was higher in 

the UAE (UAE mean 2.1) than in the US (US mean 1.62) with 60% scoring lower in the 

US and only 40% scoring higher.  This indicates that managers in the UAE do, in fact, 

actively manage by exception and take significant action as soon as errors are made, more 

so than managers in the US.  There was a significant difference in this factor between the 

US and European results.  When comparing the UAE to Europe (Europe mean 2.32) it 

fell into the 30
th

 percentile, which gives the opposite result to the comparison with the 

US.  This means that when compared to Europe the UAE does less MBEA than managers 

in Europe, but when compared to the US, UAE managers do more.  For CR the majority 

of respondents answered in the second highest category “often”, except for one item, 

“expresses satisfaction when I meet expectations” 44% answered “frequently if not 
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always.”  For MBEA the most prevalent answers were either “sometimes” or “often.” 

These results provide partial support for Hypotheses 2a and 2b. 

Passive Avoidant Leadership 

The biggest difference between the UAE results and the norms for the US and Europe 

was for passive avoidant leadership.  For MBEP (UAE mean 1.4) 70% scored lower and 

30% scored higher in the US (US mean 1.0).  This indicates that it is common for 

managers in the UAE to wait until the last minute to take action when there are errors. For 

LF the result was even more disparate, with UAE figures falling in the 80
th

 percentile 

(UAE mean 1.2).  Only 20% of US respondents categorised their managers higher (US 

mean 0.50) than the UAE result; meaning that UAE managers are much more LF.  When 

compared to Europe the results were similar (UAE mean 1.2, Europe mean 0.69).  So, the 

UAE has significantly more tendency toward passive avoidant leadership than both the 

US and Europe. When looking at what the majority of respondents said, the highest 

percentage was in “not at all”, but there was a significant percentage who said 

“sometimes” or “often”, which was why the UAE skewed towards the perception by 

respondents that many managers are passive avoidant. These results provide partial 

support for Hypotheses 2a and 2b. 

 

4.4.2.7 Comparison to Norms – Outcomes  

Regarding the leadership outcomes of extra effort, effectiveness and satisfaction with the 

leadership, the UAE was slightly lower than the US in extra effort (UAE mean 2.8, US 

mean 3.0) and effectiveness (UAE mean 2.8, US mean 3.0), with 60% of respondents in 

the norm sample in the US rating these factors higher.  So extra effort and effectiveness 

are perceived as slightly lower in the UAE.  The biggest difference in the outcomes 

between the UAE and US was in satisfaction with the leadership which has 70% of 
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respondents in the norm, rating it higher in the US (UAE mean 2.8, US mean 3.5).  This 

suggests that employees in the UAE are less satisfied with their supervisors than their 

counterparts are in the US.  However, the outcomes were slightly different when 

compared to Europe.  Extra effort was the same as when compared to the US, but 

effectiveness was slightly lower at the 30
th

 percentile despite the means being the same as 

for the US (UAE mean 2.8, Europe mean 3.0).  Satisfaction with the leadership in the 

UAE was slightly higher at the 40
th

 percentile when compared to Europe (UAE mean 2.8, 

Europe mean 3.0).  This occurs because the mean in Europe for satisfaction with the 

leadership is lower than the mean in the US (Europe mean 3.0, US mean 3.5).  So when 

compared to Europe effectiveness, rather than SWS, was perceived as lower in the UAE. 

When looking at how the highest percentage of respondents answered, again the majority 

of responses said “often” or “frequently if not always.”  Thus, these results provide partial 

support for Hypotheses 2a and 2b. 

 

In summary, compared to the US the UAE is slightly less transformational, while it is on 

par with transactional.  However, there is a differentiation between the two transactional 

factors with CR at slightly lower than the norm and MBEA, slightly higher.  The biggest 

difference is in the prevalence of passive avoidant leadership which was significantly 

higher in the UAE than elsewhere.  Leadership outcomes were slightly lower in the UAE 

than in the US with the lowest being SWS.  Compared to Europe, transformational 

leadership was more on par with the European statistics.  However, MBEA was the 

opposite—compared to Europe it was low in the UAE while compared to the US it was 

high in the UAE.  The outcomes when compared to European statistics were slightly 

worse than when compared to the US for effectiveness but slightly better for satisfaction 

with the leadership.  
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4.4.2.8 Examination of Individual Items 

In the UAE results shown in Table 4.9, several individual items rated quite differently 

from the rest of the items in the factor.  The first of these is Item 6, in the transformational 

IB, which rated 2.1 compared to around 2.8 for the other items.  Item 6 was “talks about 

important values and beliefs.”  The rating for this item in effect decreases the average for 

the factor, which may mean that the rest of the IB—importance of strong sense of 

purpose, consider ethical consequences and collective sense of mission—may be the same 

as the norm.  The second item which scored lower is Item 26 in IM, which rated 2.6 

compared to 2.9 for the rest of the items in that factor.  Item 26 is about “articulating a 

compelling vision of the future.”  Again this would have pulled the average down 

slightly, making the other three items in this factor closer to the norm.  The other three 

items are: “is optimistic about the future”, “is enthusiastic about what needs to be done” 

and “has confidence that goals will be achieved”.  So, it is possible that transformational 

leadership does occur in the UAE but that managers do not talk about values and beliefs 

or articulate a compelling vision.   

 

In the transactional CR factor, Item 35 rated 3.1 while the average of the other items was 

around 2.7.  Item 35, “shows satisfaction when people meet expectations”, is perceived to 

occur frequently.  This item pulls up the average slightly, meaning that the other three 

items are lower and so worse than was originally thought.  The other three items are: 

“provide assistance in exchange for efforts”, “give responsibility to specific people” and 

“clarify what rewards will be if goals are met”. It is apparent that these do not occur very 

often.  In another transactional factor, MBEA, there was also an outlying item—Item 22 

rated 2.4 while the others rated 2.0. Item 22 is, “concentrates full attention on mistakes 

and complaints.”  Again this item brings the average up and makes the other items worse.  
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The other three items are: “focus on mistakes, irregularities and deviations”, “keep track 

of all mistakes” and “direct attention to failures in meeting standards”.  It seems managers 

in the UAE spend a lot of their time looking for mistakes and irregularities. 

 

In the passive avoidant MBEP, Items 12 and 20 rated low at an average of 1.2, and Items 

3 and 17 rated high at an average of 1.7.  Item 12 is, “waits for things to go wrong before 

taking action” and Item 20, “problems must become chronic before action is taken.”  The 

score on these is in the 80
th

 percentile, meaning that only 20% of respondents in the US 

rated these items this high.  UAE managers clearly have a tendency towards 

procrastination in solving ongoing problems. The items that rated low were Item 3, “no 

interference from manager till problems become serious” and Item 17, “if it ain’t broke 

don’t fix it”.  These rated low—closer to the norm. Also, in passive avoidant (LF), Item 

33 rated high at 1.4, compared to the rest at 1.1.  Item 33 is, “delays responding to urgent 

questions.”  This higher score means that this question is in the 80–90
th

 percentile of 

norm answers.  Managers in the UAE delay in responding to urgent questions.  

 

In the outcomes, the only outlying rating was for effectiveness. Item 40 rated low at 2.6, 

compared to the rest at 2.8.  Item 40 is: “effective at representing others to higher 

authority.”  However, this did not skew the result significantly.  

 

4.4.3 Satisfaction with Supervisor 

In order to investigate SWS within the UAE context, and to examine how demographic 

and organisational factors such as age, gender, education, level of job (managerial versus 

non managerial), industry, religion, country of origin and nationality relate to people’s 
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SWS, PCA was used to determine its underlying factor structures. In the course of 

analysis, the following hypothesis is posited and tested: 

Hypothesis 3 There is a positive relationship between satisfaction with 

supervisor factors and the demographic and organisational factors. 

 

4.4.3.1 Factor Analysis 

A number of variables were used to determine participant’s SWS.  Data were tested with 

SPSS 20 to ascertain suitability for factor analysis, finding all resultant rotated factor 

loadings significant, the lowest being 0.578.  Ticehurst and Veal (2000) and Hair (2006) 

state that factor loadings of 0.50 or more are considered significant.  Cronbach’s alpha 

coefficients were used to ensure reliability of the survey instrument and Cronbach’s alpha 

for this study was 0.96. The Kaiser score which tested for sample adequacy in this survey 

was 0.951.  A Kaiser score is considered excellent if above 0.80 and above 0.60 is 

considered satisfactory (Ryan, 1995).  PCA was used to extract factor constructs and they 

were rotated using VARIMAX with Kaiser Normalisation.  For reducing dimensions, 

PCA is a well-established technique using VARIMAX rotation to extract the factors 

(Hair, 2006). As suggested (Leeflang, 2000), PCA was used to verify increased 

correlation amongst variables as a result of overlapping variation between them.  The 

Bartlett test of sphericity (Chi square value) was 3092.462 with (p = 0.000), which shows 

significant correlation amongst several variables.  Two factors with eigenvalues of more 

than 1.137 were selected. Hair (2006) suggests that eigenvalues ideally should be more 

than 1.0 to be significant and that in social sciences solutions with 60% total variance, or 

in some cases even less, can be considered.  In this study a total variance of 66.631% was 

explained by a two factor solution.  The Scree test, which plots the eigenvalues against a 

number of components, indicated that two substantive latent factors existed.   
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4.4.3.2 Definition of the Latent Factors 

Satisfaction with Supervisor Factor 1: Assistance from Supervisor contained 14 

variables.  The highest loading was (0.833) for the statement, “the way my supervisor 

gives me credit for my ideas” and the lowest was (0.585), “the way my supervisor follows 

through to get problems solved”.  The eigenvalue for this factor was 10.857 and it 

explained 60.317% of the variance, giving it the highest explanatory power.  

Satisfaction with Supervisor Factor 2: Time Allowed and Clarity of Responsibility 

loadings ranged from 0.847 to 0.578, the highest being for, “the time I have to do the job 

right” and the lowest for, “the way my supervisor informs me about work changes ahead 

of time”. The eigenvalue was 1.137. 

Table 4.10 shows the results of the factor structure including the mean, standard 

deviation, factor loading, communalities, Cronbach’s alpha, eigenvalues and percentage 

of variance, for the two factors in SWS. 

 

4.4.3.3 Correlation Analysis 

Table 4.11 shows the correlation among the items in the SWS factors.  There was a very 

significant correlation (p = 0.000) between all items and all factors.  The two factors are 

assistance by supervisor (AS) and time allocated / clarity of responsibility (TC).  The 

correlation was significant within AS, the highest being 0.753 for AS6 “the way my 

supervisor helps me to get the job done” and AS1, “the way my supervisor listens when I 

have something important to say”. The lowest 0.424 was for AS15, “the technical 

competence of my supervisor” and AS13, “my supervisor’s backing me up with other 

management”.  TC also had significant correlation within itself, although this factor has 

only four variables.  The highest correlation was 0.660 for TC18, “the way my job 

responsibilities are clearly defined” and TC17, “the time I have to do the job right”, and 
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the lowest 0.508 for TC17 and TC9, “the way my supervisor informs me about work 

changes ahead of time”.  Across the factors, AS had significant correlation with TC, 

though inter-factor correlations were slightly lower than the intra factor correlations.  The 

highest was 0.695 for TC9, and AS8, “the way my supervisor gives me clear instruction”. 

The lowest was 0.358 for TC17, “the time I have to do the job right” and AS15, “the 

technical competence of my supervisor”.  

 

4.4.3.4 Regression Analysis  

Table 4.12 presents the regression results.  Very few of the demographic variables (age, 

gender, education, industry, level of job, religion, country of origin and nationality) had a 

significant effect on the respondents’ answers about their supervisors. The demographic 

variables with some causality were industry, country of origin and nationality.  The two 

factors derived by factor analysis were AS and TC.  The industry the respondents worked 

in had a slight connection to their views on AS (β = –0.120, t = –1.750).  This is 

consistent with previous studies using this data set, which found that people working in 

education had different views than people working in other industries.  Interestingly, 

though, country of origin and nationality both had a fairly strong relationship to TC 

(β = 0.205, t = 3.018, and β = 0.202, t = 2.982).  This would indicate that NI affects 

people’s concept of time, which has been proven already by many national culture studies 

(Ball & McCulloch, 1999; Hall & Hall, 1990; Rodrigues, 1996). 

 

4.4.3.5 MANOVA Analysis 

MANOVA was performed to ascertain in detail how demographics affect factors.  Table 

4.13 shows results of MANOVA on SWS factors—AS and TC.  Results of Least Square  
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Table 4.10 Factor Structure of Satisfaction with Supervisor 

Factors Items Mean SD Factor 

Loading 

Comm-

unalities 

α Eigen- 

value 

 

Factor 1 

Assistance 

from 

Supervisor 

 

The way my supervisor listens when I have something important to say 

The way my supervisor sets clear work goals 

The way my supervisor treats me when I make a mistake 

My supervisor’s fairness in appraising my job performance 

The way my supervisor is consistent in his/her behaviour toward subordinates 

The way my supervisor helps me to get the job done 

The way my supervisor gives me credit for my ideas 

The way my supervisor gives me clear instruction 

The way my supervisor follows through to get problems solved 

The way my supervisor understands problems I might run into doing the job 

The way my supervisor shows concern for my career progress 

My supervisor’s backing me up with other management 

The frequency with which I get a pat on the back for doing a good job 

The technical competence of my supervisor 

4.03 

3.87 

3.80 

3.95 

3.81 

3.88 

3.85 

3.81 

3.74 

3.70 

3.64 

3.68 

3.69 

3.95 

1.106 

1.085 

1.172 

1.137 

1.084 

1.078 

1.183 

1.103 

1.129 

1.181 

1.261 

1.252 

1.204 

1.086 

0.832 

0.702 

0.733 

0.719 

0.732 

0.809 

0.833 

0.688 

0.585 

0.695 

0.768 

0.628 

0.738 

0.657 

0.736 

0.630 

0.612 

0.656 

0.652 

0.778 

0.765 

0.671 

0.672 

0.727 

0.668 

0.490 

0.642 

0.519 

0.96 10.857  

Factor 2 

Time Allowed 

and Clarity of 

Responsibility 

The way my supervisor informs me about work changes ahead of time 

The amount of time I get to learn a task before I am moved to another task 

The time I have to do the job right 

The way my job responsibilities are clearly defined 

3.50 

3.73 

3.75 

3.75 

1.191 

0.957 

1.048 

1.097 

0.578 

0.763 

0.847 

0.770 

0.647 

0.659 

0.767 

0.704 

0.84 1.137  

Note. For satisfaction with supervisor factors the KMO was 0.951, Bartlett test (Chi-square) 3092.462, total variance explained 66.631% 
N = 213, Extraction method: Principle Component Analysis, Rotation method: VARIMAX 
SD = standard deviation  
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Table 4.11 Correlation Results for Satisfaction with Supervisor     

Variables AS1 AS2 AS3 AS4 AS5 AS6 AS7 AS8 TC9 AS10 AS11 AS12 AS13 AS14 AS15 TC16 TC17 TC18 

AS1 1.000                  

AS2 0.676 1.000                 

AS3 0.750 0.551 1.000                

AS4 0.648 0.614 0.613 1.000               

AS5 0.655 0.641 0.600 0.648 1.000              

AS6 0.753* 0.673 0.746 0.689 0.713 1.000             

AS7 0.709 0.644 0.676 0.688 0.654 0.751 1.0            

AS8 0.624 0.650 0.604 0.556 0.618 0.720 .723 1.000           

TC9 0.556 0.607 0.465 0.567 0.591 0.656 .572 0.695* 1.000          

AS10 0.573 0.608 0.518 0.663 0.589 0.681 .662 0.709 0.674 1.000         

AS11 0.665 0.600 0.649 0.629 0.655 0.715 .701 0.720 0.683 0.724 1.000        

AS12 0.631 0.618 0.564 0.614 0.626 0.660 .692 0.569 0.586 0.511 0.679 1.000       

AS13 0.521 0.437 0.512 0.593 0.453 0.538 .559 0.510 0.566 0.512 0.564 0.602 1.000      

AS14 0.639 0.587 0.527 0.662 0.586 0.645 .697 0.561 0.576 0.545 0.595 0.736 0.683 1.000     

AS15 0.531 0.619 0.432 0.525 0.634 0.591 .564 0.607 0.523 0.570 0.600 0.583 0.424* 0.515 1.000    

TC16 0.423 0.499 0.426 0.510 0.477 0.473 .408 0.440 0.577 0.478 0.504 0.485 0.406 0.500 0.451 1.000   

TC17 0.406 0.429 0.493 0.474 0.460 0.519 .456 0.492 0.508* 0.570 0.562 0.401 0.372 0.453 0.358* 0.623 1.000  

TC18 0.471 0.538 0.468 0.511 0.499 0.524 .498 0.569 0.547 0.603 0.592 0.501 0.471 0.480 0.402 0.549 0.660* 1.000 

Note. *p =  0.000  
AS = assistance by supervisor; TC = time allocated / clarity of responsibility 
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Table 4.12 Regression Results for Satisfaction with Supervisor 

 
Assistance by 

Supervisor 
Time Allowed / Clarity of 

Responsibility 

 β t β t 

Age 0.108 1.565 –0.070 –1.014 

Gender 0.091 1.324 –0.043 –0.620 

Education 0.021 0.303 –0.024 –0.351 

Industry –0.120* –1.750* –0.062 –0.890 

Level of Job 0.018 0.259 –0.041 –0.592 

Religion 0.086 1.248 0.013 0.185 

Country Origin 0.030 0.429 0.205** 3.018** 

Nationality 0.021 0.298 0.202** 2.982** 

Note. **p < 0.005 (99.5%), *p < 0.10 (90%)  
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Table 4.13 MANOVA Results for Satisfaction with Supervisor – Assistance by Supervisor and Time Allocated / Clarity of Responsibility 

Satisfaction with 

Supervisor 

Box’s M 

significance 

WL 

Hypothesis df 

WL 

error df 

WL 

significance 

Partial Eta 

squared 

Levene 

significance 

Between subjects 

effects df 
F 

Partial Eta 

squared 

Age / AS 0.021 6 410.0 0.065 0.028 0.014 3 1.570 0.022 

Age / TC 0.75 3 2.434 0.034 

Gender / AS 0.109 2 207.0 0.843 0.010 0.854 1 1.753 0.008 

Gender / TC 0.118 1 0.384 0.002 

Education / AS 0.005 6 410.0 0.808 0.007 0.045 3 0.636 0.009 

Education / TC 0.005 3 0.368 0.005 

Industry / AS 0.009 6 410.0 0.081 0.027 0.107 3 3.231 0.045 

Industry / TC 0.102 3 0.600 0.009 

Job / AS 0.734 2 207.0 0.813 0.002 0.783 1 0.067 0.796 

Job / TC 0.767 1 0.350 0.555 

Religion / AS 0.000 4 412.0 0.012 0.031 0.003 2 2.686 0.025 

Religion / TC 0.085 2 3.819 0.036 

Country / AS 0.000 10 406.0 0.018 0.051 0.015 5 1.670 0.039 

Country / TC 0.010 5 2.717 0.062 

Nationality / AS 0.001 10 406.0 0.013 0.053 0.050 5 1.756 0.041 

Nationality / TC 0.008 5 2.840 0.065 

Note. AS = assistance from supervisor; df = degrees of freedom; F = F distribution; TC = time allowed and clarity of responsibility; WL = Wilks Lamb  
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Difference (LSD) and Tukey multiple comparisons on age showed AS mean scores were 

significantly different between 20–30 age group and 40–50 age group (p = 0.035).  There 

were no other differences between age groups.  Age and TC showed differences between 

30–40 and 50–60 age groups (LSD p = 0.050), and 40–50 and 50–60 age groups (LSD p 

= 0.011). For gender no post-hoc results are available as there are only two genders.  For 

education, there was no significant difference between any categories.  Using both Tukey 

and LSD post-hoc testing, p was greater than 0.340 in all cases.  Regarding industry, for 

AS there was significant difference between education and medical (Tukey p = 0.022, 

LSD p = 0.004) but no other differences.  For TC there were no significant results.  For 

job level, there were no post-hoc results as there are only two levels.  For religion and AS 

there were significant differences between followers of Islam and Christians (Tukey p = 

0.056, LSD p = 0.022) but no difference between Christians and other.  The results were 

stronger for TC, with differences between followers of Islam and Christians (LSD p = 

0.032) and Christians and other (Tukey p = 0.029, LSD p = 0.011).  For country of origin 

and AS, Westerners were significantly different from Emiratis (LSD p = 0.013) but not 

any other country.  For TC, Westerners were different from other Arabs (Tukey p = 

0.0293, LSD p = 0.002), Westerners were different from Indians (LSD p = 0.015).  

Emiratis were different from other Arabs (LSD p = 0.026).  Regarding nationality and 

AS, Westerners were significantly different from Emiratis (LSD p = 0.011).  For TC, 

Westerners were different from other Arabs (Tukey p = 0.019, LSD p = 0.002) and from 

Indians (LSD p = 0.019).  Emiratis were also different from other Arabs (LSD p = 0.014).  

Thus, these results provide partial support for Hypothesis 3. 
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4.4.4 Workplace Commitment 

In order to investigate WC within the UAE context, and to examine how demographic 

and organisational factors such as age, gender, education, level of job (managerial vs. non 

managerial), industry, religion, country of origin and nationality relate to people’s WC, 

PCA was used to determine the underlying factor structures of WC. In the course of 

analysis, the following hypothesis is posited and tested: 

Hypothesis 4  There is a positive relationship between workplace commitment  

   factors and demographic and organisational factors. 

 

4.4.4.1 Factor Analysis 

A number of variables were used to determine the strength of WC of participants.  The 

data were first tested using SPSS 20 to ensure their suitability for factor analysis, and the 

resultant rotated factor loadings were all significant, with the lowest being 0.59. This 

study had a Cronbach’s alpha of 0.68.  For the three factors extracted, the Cronbach’s 

alpha ranged from 0.63 to 0.90 showing reliability of the questionnaire. Bartlett’s test of 

sphericity and a Kaiser score were also derived.  The Kaiser score, testing for sample 

adequacy, was 0.88 which is a good result because a Kaiser score of above 0.80 is 

considered excellent and a score above 0.60 is satisfactory (Ryan, 1995).  Factor 

constructs were extracted using PCA and rotated using VARIMAX rotation with Kaiser 

Normalisation.  PCA is an established technique of reducing dimensions using 

VARIMAX rotation to extract the factors. It is also extensively used to locate underlying 

dimensions in variable sets (Hair, 2006).  As suggested by Leeflang (2000) PCA was used 

to verify any increased correlation amongst variables as a result of overlapping variation 

between them.  The Bartlett test of sphericity (Chi-square value) was 1434.699 significant 

at p < 0.000, which showed significant correlation amongst a number of variables.  
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Factors with eigenvalues of greater than 1.131 were selected.  Eigenvalues should be 

above 1.0 to be considered significant (Hair, 2006).  Total variance of more than 60%, or 

in some cases even less, are considered (Hair, 2006).  In this study a total variance of 

60.65% was explained by a three-factor solution.  The Scree test which plots the 

eigenvalues against a number of components, confirmed the existence of three substantive 

latent factors.  

Table 4.14 shows the results of the factor structure including the mean, standard 

deviation, factor loading, communalities, Cronbach’s alpha, eigenvalues and percentage 

of variance for the three factors of WC.  

4.4.4.2 Definition of the Latent Factors 

Commitment Factor 1: Positive Commitment displayed a consistent factor loading on 

nine variables.  The highest result was for the fifth variable (0.875), “I am proud to tell 

others that I am part of this workplace unit” and the lowest was for the third variable 

(0.591), “I would accept almost any type of job assignment in order to keep working for 

this workplace unit”.  The eigenvalue for the items in this factor was 5.78.   

Commitment Factor 2: Neutral or Slightly Negative Commitment factor loadings ranged 

from 0.816 to 0.535, the highest being in the statement, “often I find it difficult to agree 

with this workplace unit’s policies on important matters relating to its employees”, and 

lowest for the statement, “it would take very little change in my present circumstances to 

cause me to leave this workplace unit”. The eigenvalue for items in this factor was 2.19. 

Commitment Factor 3: Negative Commitment had an eigenvalue of 1.72.  There were 

two items in this factor, and the factor loadings ranged from 0.777 to 0.677. The highest 

factor loading was found in the statement, “I feel very little loyalty to this workplace unit” 

and the lowest in, “deciding to work for this workplace unit was a definite mistake on my 

part”. 
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4.4.4.3 Correlation Analysis 

Table 4.15 shows the results of correlation among the items of the commitment factors. A 

significant correlation was observed within factors and a significant negative correlation 

was observed between the positive and negative factors.  The three factors are PC, neutral 

or slightly negative commitment (NSN) and NC.  The correlation was most significant 

within the PC factor, the highest being 0.713 for PC5, “I am proud to tell others that I am 

part of this workplace unit” and PC2, “I talk up this workplace unit to my friends as a 

great place to work”. There were 10 other instances of items within the PC factor having 

a correlation of more than 0.600 with p ≤ 0.00.  The lowest within this factor at 0.272 was 

for PC2 and PC3, “I would accept almost any type of job assignment in order to keep 

working for this workplace unit”.  NSN also had significant correlation within itself the 

highest being 0.439 for NSN3, “there’s not too much to be gained by sticking with this 

workplace unit indefinitely” and NSN4, “often, I find it difficult to agree with this 

workplace unit’s policies on important matters relating to its employees”.  The lowest 

correlation within NSN was 0.163 for NSN1, “I could just as well be working for a 

different workplace unit as long as the types of work were similar” and NSN2, “it would 

take very little change in my present circumstances to cause me to leave this workplace 

unit”.  NC also had significant correlation at 0.483 between the two statements NC1, “I 

feel very little loyalty to this workplace unit” and NC2, “deciding to work for this 

workplace unit was a definite mistake on my part”.  Across the factors, as would be 

expected, PC and NC had a negative correlation, except for one instance with PC3 and 

NC1, “I feel very little loyalty to this workplace unit”.  Comparing PC and NSN, again 

there was significant negative correlation across NC and NSN, because these factors are 

similar.   
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Table 4.14 Factor Structure of Workplace Commitment (Factors 1–3)  

   
Factors Items Mean SD Factor 

Loading 
α Eigen-

value 
 

 
Positive 
Workplace 
Commitment 
 

 
I am willing to put in a great deal of effort beyond that normally expected in order to 
help this workplace unit  be successful 
I talk up this workplace unit to my friends as a great place to work 
I would accept almost any type of job assignment in order to keep working for this 
workplace unit 
I find that my values and those of my workplace unit are very similar 
I am proud to tell others that I am part of this workplace unit 
This workplace unit really inspires the very best in me in the way of job performance 
I am extremely glad that I chose this workplace unit to work for, over others I was 
considering at the time I joined 
I really care about the fate of this workplace unit 
For me this is the best of all possible workplace unit for which to work 

 
6.35 

 
5.63 
4.38 

 
4.95 
5.72 
5.13 

 
5.50 

 
5.67 
4.98 

 

 
1.000 

 
1.425 
2.119 

 
1.702 
1.591 
1.686 

 
1.588 

 
1.438 
1.714 

 
0.605 

 
0.789 
0.591 

 
0.765 
0.875 
0.800 

 
0.808 

 
0.734 
0.765 

 
0.90 

 
5.777 

 

 
Neutral or Slightly 
Negative 
Workplace 
Commitment 
 

 
I could just as well be working for a different workplace unit as long as the type of 
work were similar  
It would take very little change in my present circumstances to cause me to leave 
this workplace unit  
There’s not too much to be gained by sticking with this workplace unit indefinitely (R)  
Often, I find it difficult to agree with this workplace unit’s policies on important 
matters relating to its employees  

 
4.42 

 
3.75 

 
3.83 

 
4.12 

 
1.876 

 
1.915 

 
2.024 

 
1.902 

 
0.585 

 
0.535 

 
0.695 

 
0.816 

 
0.63 

 
2.190 

 

 
Negative 
Workplace 
Commitment 

 
I feel very little loyalty to this workplace unit 
Deciding to work for this workplace unit was a definite mistake on my part (R)1 

 
3.03 
2.25 

 
2.176 
1.808 

 
0.777 
0.677 

 
0.65 

 
1.131 

 

Note. For workplace commitment factors the KMO was 0.884, Bartlett test (Chi-square) 1434.699, total variance explained 60.654% 
N = 213, Extraction method: Principle Component Analysis, Rotation method: VARIMAX 
α = Cronbach’s alpha; SD = standard deviation  
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Table 4.15 Correlation Results for Workplace Commitment 

Variables PC1 PC2 NC1 PC3 PC4 PC5 NSN1 PC6 NSN2 PC7 NSN3 NSN4 PC8 PC9 NC2 

PC1 1.000               

PC2 0.503* 1.000              

NC1 –0.178** –0.258* 1.000             

PC3 0.281* 0.272* 0.175** 1.000            

PC4 0.356* 0.588* –0.184** 0.383* 1.000           

PC5 0.554* 0.713* –0.250* 0.406* 0.696* 1.000          

NSN1 0.030 –0.039 0.087 0.275* 0.084 0.060 1.000         

PC6 0.465* 0.616* –0.162** 0.378* 0.612* 0.659* 0.177** 1.000        

NSN2 –0.128*** –0.100 0.279* 0.084 –0.124*** –0.127*** 0.163** –0.145*** 1.000       

PC7 0.454* 0.627* –0.280* 0.384* 0.513* 0.669* 0.145*** 0.589* –0.162** 1.000      

NSN3 –0.187** –0.225* 0.298* –0.142*** –0.283* –0.309* 0.200** –0.186** 0.407* –0.317* 1.000     

NSN4 –0.072 –0.229* 0.188** 0.009 –0.295* –0.220* 0.284* –0.148*** 0.286* –0.059 0.439* 1.000    

PC8 0.470* 0.603* –0.300* 0.204** 0.580* 0.704* 0.083 0.531* –0.178** 0.580* –0.274* –0.155*** 1.000   

PC9 0.280* 0.606* –0.172** 0.417* 0.493* 0.623* 0.090** 0.541* –0.069 0.698* –0.284* –0.078 0.491* 1.000  

NC2 –0.290* –0.318* 0.483* 0.031 –0.225* –0.367* 0.162** –0.241* 0.366* –0.396* 0.412* 0.233* –0.392* –0.267* 1.000 

Note. * p < 0.001, **p <  0.01, ***p <  0.05 
NC = negative commitment; NSN= neutral or slightly negative commitment; PC = positive commitment 
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The highest significant correlation of 0.412 occurred between NSN3, “there is not too 

much to be gained by sticking with this workplace unit indefinitely” and NC2, “deciding 

to work for this workplace unit was a definite mistake on my part”, and the lowest was 

0.162 between NSN1, “I could just as well be working for a different workplace unit as 

long as the type of work were similar” and NC2. 

 

4.4.4.4 Regression Analysis  

Table 4.16 presents the regression results.  The demographic variables (age, gender, 

education, industry, level of job, religion, country of origin and nationality) had the most 

significant effect on respondents’ answers in the third factor, NC, followed by the first 

factor, PC, but almost no effect on answers to NSN.  The demographic variable that had 

no relationship to any of the factors was level of job.  The demographic variables with the 

most causality were education and religion.  The three factors derived from factor 

analysis were PC, NSN and NC.  Age was significantly related only to NC (β = –0.435, 

t = –6.938).  Gender was significantly related only to NC (β = –0.204, t = –2.986).   

Education was significantly related to PC (β = –0.164, t = –2.383) and NC (β = –0.432, 

t = –6.873).  The industry the participant was employed in was significantly related only 

to NC (β = 0.246, t = 3.638). There was no connection between level of job (managerial 

vs. non-managerial) and any of the factors.  Religion was significantly related to NSN 

(β = –0.159, t = –2.308) and NC (β = –0.338, t = –5.148).  Country of origin was 

significant only to PC (β = 0.276, t = 4.126) and nationality again only significant to PC 

(β = 0.281, t = 4.202). 
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4.4.4.5 MANOVA Analysis 

MANOVA was performed to ascertain in more detail how demographics affect the 

factors.  Table 4.17 summarises the results of MANOVA on WC.  Results of Tukey 

multiple comparisons on age showed that for PC and NSN there were no statistical 

differences between responses from different age groups. 

 

 

Table 4.16 Regression Results for Workplace Commitment 

Workplace Commitment 

 
Positive Workplace 

Commitment 
Neutral or Slightly Negative 

Workplace Commitment 
Negative Workplace Commitment 

 β t β t β T 

 

Age –0.068 –0.973 –0.073 –1.047 –0.435*** –6.938*** 

Gender –0.031 –0.447 0.027 0.395 –0.204** –2.986** 

Education –0.164* –2.383* –0.024 –0.351 –0.432*** –6.873*** 

Industry 0.020 0.285 0.012 0.167 0.246*** 3.638*** 

Level of Job 0.112 1.613 0.005 0.070 –0.061 –0.873 

Religion –0.115 –1.655 –0.159* –2.308* –0.338*** –5.148*** 

Country Origin 0.276*** 4.126*** –0.063 –0.912 –0.016 –0.225 

Nationality 0.281*** 4.202*** 

 

–0.466 –0.641 –0.052 –0.752 

Note. *** p < 0.001 (100%), ** p < 0.01 (99%), * p < 0.05 (95%) 
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Table 4.17 MANOVA Results for Workplace Commitment (Positive Workplace Commitment, Neutral or Slightly Negative Workplace Commitment, 

Negative Workplace Commitment) 

Workplace 
Commitment 

Box’s M 
significance 

WL 
Hypothesis 

df 

WL 
error df 

WL 
significance 

Partial 
Eta 

squared 

Levene 
significance 

Between 
subjects 

effects df 
F Partial Eta squared 

Age / PC 0.000 9.0 491.766 0.000 0.084 0.250 3.0 1.455 0.021 
Age / NSN 0.019 3.0 0.581 0.008 
Age / NC 0.175 3.0 17.511 0.205 
Gender / PC 0.026 3.0 204.000 0.029 0.043 0.434 1.0 0.200 0.001 
Gender / NSN 0.196 1.0 0.156 0.001 
Gender / NC 0.012 1.0 8.915 0.041 
Education /  PC 0.000 9.0 491.766 0.000 0.096 0.102 3.0 2.072 0.030 
Education / NSN 0.644 3.0 0.492 0.007 
Education / NC 0.177 3.0 20.319 0.230 
Industry / PC 0.011 9.0 491.766 0.000 0.073 0.072 3.0 2.371 0.034 
Industry / NSN 0.094 3.0 1.810 0.026 
Industry / NC 0.014 3.0 12.303 0.153 
Job / PC 0.919 3.0 204.000 0.343 0.016 0.714 1.0 2.602 0.012 
Job / NSN 0.427 1.0 0.005 0.000 
Job / NC 0.885 1.0 0.763 0.004 

Religion / PC 0.000 6.0 406.000 0.000 0.097 0.810 2.0 2.558 0.024 
Religion / NSN 0.662 2.0 2.729 0.026 
Religion / NC 0.008 2.0 16.200 0.136 
Country / PC 0.000 15.0 552.513 0.000 0.140 0.002 5.0 4.817 0.107 
Country / NSN  0.013 5.0 2.124 0.050 
Country / NC 0.194 5.0 13.200 0.246 
Nationality / PC 0.000 15.0 552.513 0.000 0.139 0.001 5.0 5.112 0.112 
Nationality / NSN 0.027 5.0 1.929 0.046 
Nationality / NC 0.066 5.0 12.920 0.242 

Note. df = degrees of freedom; F = F distribution; NC = negative commitment; NSN = neutral or slightly negative commitment; PC = positive commitment; WL = Wilks Lamb  
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For NC, however, the mean scores were significantly different between the 20–30 age group 

and all other age groups (p = 0.0011 for 30–40, p = 0.000 for 40–50, 50–60) and between the 

30–40 and 50–60 age groups (p = 0.050).  For gender there were no post-hoc results available 

as there are only two genders.  For education and PC and NSN there were no significant 

differences at the various education levels.  But for education and NC there were significant 

differences between high school and a bachelor’s degree (p = 0.000), high school and a 

master’s degree (p = 0.000) and high school and a doctorate (p = 0.007). There were also 

differences between a bachelor’s degree and a master’s degree (p = 0.001).  Regarding 

industry, for PC there was a significant difference between medical and engineering (p = 

0.043), and for NC between education and medical (p = 0.002) and education and 

engineering (p = 0.000).  For job level there were no post-hoc results available as there are 

only two levels.  For religion there were only significant differences for NC, and they were 

between followers of Islam and Christians (p = 0.000) and followers of Islam and other 

religions (p = 0.000).  For country of origin and PC, Westerners were significantly different 

from other Arabs and Indians (p = 0.002, p = 0.009).  For NC there were differences between 

Westerners and Emiratis (p = 0.000), Emiratis and other Arabs (p = 0.001), Emiratis and 

Indians (p = 0.002) and Emiratis and Africans (p = 0.008).  Regarding nationality and PC, 

Westerners were significantly different from other Arabs (p = 0.001) and Indians (p = 0.008).  

For nationality and NC, differences occurred between Westerners and Emiratis (p = 0.000), 

Emiratis and other Arabs (p = 0.001), Emiratis and Indians (p = 0.000) and Emiratis and 

Africans (p = 0.004).  Finally, no demographic variables affected NSN. In all cases for NSN 

p was significantly greater than 0.05.  Thus, these results provide partial support for 

Hypothesis 4. 
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4.4.5 The Interactive Effect of National Identity, Satisfaction with Supervisor, and 

Workplace Commitment 

The foregoing analyses suggest the interactive effect of NI, SWS, and WC. To further probe 

the findings, correlation analyses were carried out to find out if relationships between NI and 

SWS, NI and WC, and SWS and WC were significant.  Table 4.18 and Figure 4.1 show the 

results. In the course of analysis, the following hypotheses are posited and tested: 

Hypothesis 5    There is a positive relationship between national identity and  

   satisfaction with supervisor. 

Hypothesis 6  There is a positive relationship between national identity and  

   workplace commitment. 

Hypothesis 7  There is a positive relationship between satisfaction with supervisor 

   and workplace commitment. 

 

4.4.5.1 National Identity and Satisfaction with Supervisor 

Regarding a relationship between NI and SWS—this has proved not to be the case.  The 

results of the correlation analysis (r
2 

= 0.052, p = 0.462), indicate no significant relationship 

between the NI of the respondents and SWS. Therefore, Hypothesis 5 is not supported. 

 

4.4.5.2 National Identity and Workplace Commitment 

Regarding a relationship between NI and WC—the results show that there is a significant 

relationship between the two.  The results of the correlation analysis (r
2
 = 0.174, p = 0.014), 

indicate that there is a significant relationship between NI and WC. Therefore, Hypothesis 6 

is supported. 
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Table 4.18 Correlations between National Identity, Satisfaction with 
Supervisor, Workplace Commitment 

 NI SWS 

SWS 

Pearson Correlation .052  

Sig. (2-tailed) .462  

WC 

Pearson Correlation .174* .518** 

Sig. (2-tailed) .014 .000 

          Note. NI = national identity; Sig. = significance; SWS = satisfaction with supervisor; WC = workplace commitment, P= 0.000, p<.05 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4.1 Schematic of Correlation of National Identity, Satisfaction with Supervisor, Workplace 
Commitment 

     Note. NI = national identity; SWS = satisfaction with supervisor; WC = workplace commitment  

  

NI 

SWS 

WC 

R
2
 = 0.052, p 

= 0.462 

R
2
 = 0.518, p 

= 0.000 

R
2
 = 0.174, p 

= 0.014 
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4.4.5.3 Satisfaction with Supervisor and Workplace Commitment 

Regarding a relationship between SWS and WC—the results show that there is a very 

significant relationship between the two.  The results of the correlation analysis (r
2
 = 0.518, p 

= 0.000), indicate a significant relationship between SWS and WC.  Therefore, Hypothesis 7 

is supported. 

 

4.4.6 Leadership, National Identity, Workplace Commitment and Satisfaction with 

Supervisor 

Correlation analysis was carried out to determine if relationships between leadership and NI, 

leadership and WC, and leadership and SWS were significant. Table 4.19 and Figure 4.2 

show the results. In the course of analysis, the following hypotheses are posited and tested: 

Hypothesis 8  There is a positive relationship between leadership and national  

   identity. 

Hypothesis 9  There is a positive relationship between leadership and workplace  

   commitment. 

Hypothesis 10  There is a positive relationship between leadership and satisfaction 

   with supervisor. 

 

4.4.6.1 Leadership and National Identity  

Regarding the relationship between leadership and NI—the results show that there is a 

significant relationship between the two.  The results of the correlation analysis (r
2 

 = –0.488, 

p = 0.00), indicate a significant relationship between leadership and NI.  Therefore, 

Hypothesis 8 is supported. 
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4.4.6.2 Leadership and Workplace Commitment 

Regarding the relationship between leadership and WC—this has proved not to be the case.  

The results of the correlation analysis (r
2 

= –0.034, p = 0.63), indicate no significant 

relationship between leadership behaviour and WC.  Therefore, Hypothesis 9 is not 

supported. 

 

4.4.6.3 Leadership and Satisfaction with Supervisor 

Regarding the relationship between leadership and SWS—the data show that there is a 

significant relationship between the two.  The results of correlation analysis (r
2 

= 0.144, p = 

0.04), indicate a significant relationship between leadership and SWS.  Therefore, 

Hypothesis 10 is supported. 

 

Table 4.19 Correlation between Leadership, Workplace Commitment, 
National Identity and Satisfaction with Supervisor 

   Leadership 

NI 

Pearson Correlation –0.488** 

Sig. (2-tailed) 0.000 

WC 

Pearson Correlation –0.034 

Sig. (2-tailed) 0.633 

SWS Pearson Correlation 0.144* 

 Sig. (2-tailed) 0.040 

Note. ** Correlation is significant at the 0.01 level (2-tailed) 
* Correlation is significant at the 0.05 level (2-tailed). 
NI = national identity; Sig. = significance; SWS = satisfaction with supervisor; WC = workplace commitment   
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Figure 4.2 Schematic of Correlation between Leadership, National Identity, Workplace Commitment, 
Satisfaction with Supervisor 

Note. NI = national identity; SWS = satisfaction with supervisor; WC = workplace commitment 
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4.5 Summary of Results and Conclusion 

Table 4.20 summarises the results of the hypotheses tested in this study.  It shows each 

hypothesis and indicates if it is supported or not. The results are also shown in Figure 4.3. 

Table 4.21 shows more detailed results for Hypotheses 1, 3 and 4 by detailing the individual 

demographics and indicating which factors were affected by demographics and which were 

not.  Finally, Table 4.22 shows the results for Hypothesis 2 relating to leadership. 

 

The leadership study was a comparison of means between the results from the UAE and 

those norms suggested for the US and Europe.  The numbers in the table indicate the 

percentiles UAE results fell into when compared with the US and European norms.   

 

The results clearly indicate that demographics do influence NI, CBBF, SWS and WC.   

Furthermore norms for transactional, transformational and passive avoidant leadership, and 

subsequent leadership outcomes in the Middle East are different from norms in the US and 

Europe.  Finally, findings indicate a significant positive relationship between NI and WC, NI 

and leadership, leadership and SWS, and also suggest that SWS dimensions significantly 

influence WC.  However, the results also suggest that NI factors are not consistently and 

reliably correlated with SWS, and leadership has no significant relationship with WC.    
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Table 4.20 Summary of Results of Hypothesis Testing 

Hypothesis Statement of Hypothesis Results 

H1a There is a positive relationship between national identity factors and demographic 
and organisational factors 

Supported 

H1b There is a positive relationship between cross-border business focus factors and 
demographic and organisational factors 

Supported 

H2a Norms for transactional, transformational, and passive avoidant leadership and 
subsequent leadership outcomes in the Middle East are different from results in 
the US  

Partially supported 

H2b Norms for transactional, transformational, and passive avoidant leadership and 
subsequent leadership outcomes in the Middle East are different from results in 
Europe 

Partially supported 

H3 There is a positive relationship between satisfaction with supervisor factors and 
the demographic and organisational factors 

Partially supported 

H4 There is a positive relationship between workplace commitment factors and 
demographic and organisational factors 

Partially supported 

H5 There is a positive relationship between national identity and satisfaction with 
supervisor 

Not supported 

H6 There is a positive relationship between national identity and workplace 
commitment 

Supported 

H7 There is a positive relationship between satisfaction with supervisor and 
workplace commitment 

Supported 

H8 There is a positive relationship between leadership and national identity Supported 

H9 There is a positive relationship between leadership and workplace commitment Not supported 

H10 There is a positive relationship between leadership and satisfaction with 
supervisor 

Supported 
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Table 4.21 Summary of Results of Demographic Variables and their Interrelationship with National Identity, Satisfaction with 
Supervisor and Workplace Commitment  
 
 

National Identity 

 

Satisfaction with Supervisor Workplace Commitment 

 Consumer 
Ethnocentrism 
and Religion 

Historical 
Pride 

Openness 
to 
Diversity 

Strong 
Traditional 
Values 

Assistance 
from 
Supervisor 

Time allowed 
and Clarity of 
Responsibility 

Positive 
Commitment 

Neutral or 
Slightly 
Negative 
Commitment 

Negative 
Commitment  

Age          

Education          
Industry          

Religion          
Country Origin          

Nationality          

Note,  is significant;  is not significant. 
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Note. Results show percentile points when compared to documented results from US and Europe.  An entry of 40 in the above table suggests that 40% of the respondents in the norm country 
responded lower than the UAE results and 60% responded higher  

  

 

 

 

 

 

Table 4.22 Percentile Placement of United Arab Emirates Means for Leadership 

Characteristic Transform Transform Transform Transform Transform Transaction Transaction 
Passive 
Avoidant 

Passive 
Avoidant 

Out-
come 

Out-
come 

Out-
come 

Factor Idealised 
Attributes 

Idealised 
Behaviours 

Inspirational 
Motivation 

Intellectual 
Stimulation 

Individual 
Consideration 

Contingent 
Rewards 

Management 
Exception 
Active  

Management 
Exception 
Passive  

Laissez 
Faire 

Extra 
Effort 

Effect-
iveness 

Satisfact
-ion 

US 40 40 40 30 30 40 60 70 80 40 40 30 

Europe 50 40 50 30 40 40 30 70 80 40 30 40 
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R
2
 = 0.518, 

p = 0.000 

 

 

 

 

 

 

 

  

 

 

 

 

 

 
 
 
 

Figure 4.3 The Estimated Model Showing the Relationship between National Identity, Leadership, Satisfaction with Supervisor and Workplace Commitment 
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5 Chapter 5 – Discussion and Conclusion 

 

5.1 Introduction 

Chapter 4 analysed the results of the research.  This final chapter summarises the findings 

detailed in Chapter 4 and explores their implications for theory and practice.  The 

hypotheses established in Chapter 2 will be discussed in this chapter.  Finally, this chapter 

concludes with a discussion on limitations of the study, implications for theory and 

practice, areas for future research and conclusion. 

 

5.2  Discussion of Research Findings 

The overall objective of this study is to investigate the influence of demographic and 

organisational variables on NI, SWS, and WC; to compare UAE leadership to leadership 

in the USA and Europe; and to explore any relationships which exist between these four 

constructs.  The results of this study provide an insight into these constructs and 

interrelationships in a Middle Eastern context.  The findings confirm that demographics 

do affect people’s views on NI, SWS and WC, that leadership in the UAE is different 

from leadership in the USA and Europe, and that there are interrelationships between the 

four constructs.  These are now explained in detail. 

 

5.2.1  National Identity and Cross-Border Business Focus with Demographic and 

Organisational Factors 

The findings suggest that demographic variables do affect NI and CBBF.  Age appears to 

be a significant factor in shaping people’s CER, HP and STV. Respondents’ views appear 

to change between the ages of 20 and 40, but after 40 are stable. Age does not seem to 

have any effect on a person’s OD, with all ages responding in a similar way.  Education 
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appears to be significant for consumer ethnocentrism, OD and STV but not for HP.  

Views change until participants reach master’s level, after which further education has no 

effect.  The industry in which the respondents work appears relevant to all four factors, 

with employees of educational institutions thinking differently from employees in any of 

the other industries surveyed.  Religion appears significant for CER, HP and STV but not 

for OD.  Participants who follow Islam answered differently to those of all other religions 

with the highest degree of significance (p = 0.000).  Country of origin and nationality are 

also conclusively significant, with Westerners appearing to have different views to all 

other nationalities except Africans in all factors except OD.  The factor on which 

demographics had the least effect is OD, which was only affected by education and 

industry.  Age, religion and nationality also had no impact on respondents’ answers to 

how open to diversity they were.  In addition, education had no impact on respondents’ 

feelings of HP.  Two further demographic variables in the study are gender and level of 

job.  There were no ad hoc results calculable for these variables; however, regression 

analysis showed that there was some impact of gender on perspective but no impact from 

level of job.  In summary, the majority of the demographic variables appear to some 

extent to influence the views of the participants on NI and CBBF.  

 

The findings of this study confirm that demographic variables have an impact on 

participants’ views, in particular their feelings of CER, HP and STV.  The findings, 

however, also suggest that participants’ OD is not significantly influenced by 

demographic factors.  A study conducted in the UAE confirmed that there are significant 

differences between the values of local and expatriate managers, and awareness of these 

differences is necessary in order to minimise possible problems (Ali, Azim, & Krishnan, 

1995).  However, as always, inferences about national culture require caution because 
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national populations are different in demographic composition, for example, age, 

education and occupation (Schwartz, 1999), and this study confirms that these other 

variables are as significant as national culture in shaping people’s ideas.  Hofstede (2001) 

stereotypes many nationalities in his work, suggesting that Arabs and Westerners are at 

opposite ends of most of his cultural dimensions.  This study confirms Hofstede’s results 

because in almost every case there were significant differences between the responses 

from Western participants and those from the Arab world, India and the Philippines.  In 

another study, when investigating the origin of work-related values using country, 

industry, religion, job or function, age, corporation, education and gender, Trompenaars 

et al., ( 2002) found that culture of origin is the most important difference for every value 

dimension, followed by industry and religion (Klein et al., 2009).  This current study 

confirms these findings, although not necessarily placing the three variables in the same 

order.  Other research in the UAE has found religion to be the most important variable, 

giving a distinct identity to Arabs who follow Islam.  The reason for this is that religion is 

the way of life in non-secular countries as opposed to in the West where people are 

influenced by other factors (Hague, 2005).  It is clear that there are significant differences 

in value systems of local and expatriate workers in the UAE and awareness is necessary 

to minimise potential problems (Ali et al., 1995). 

 

Results support Hypotheses 1a and 1b; demographic and organisational variables appear 

to have a direct positive influence on NI and CBBF, the most significant being age, level 

of education, industry, religion and country of origin.  Three important conclusions can be 

drawn.  First, people working in the education industry appear to have a different 

perspective than people from other sectors.  Second, followers of Islam have different 
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views than people from other religions.  Third, Westerners have different views than 

people from the other nationalities involved in this study.   

 

5.2.2  Leadership in the United Arab Emirates and in the United States and Europe 

The findings suggest that managers in the UAE are less transformational and more 

passive avoidant than managers in the US and Europe. This is based mostly on the 

perception that UAE managers do not talk about important values and beliefs, and do not 

articulate a compelling vision of the future.  This could be partially explained because 

long-term planning is not evident in many decisions made in the UAE, which Hvidt, 

(2009) suggests is due to central decision making.  Articulating a compelling vision of the 

future would not be thought important, nor highly regarded by employees because they 

know changes happen all the time.  The research also indicates that managers in the UAE 

are slightly less transactional than managers in the US and Europe.  There was an 

interesting anomaly when comparing MBEA to norms in other parts of the world.  MBEA 

in the UAE is significantly higher than in the US but significantly lower than in Europe.  

This indicates differences in leadership styles between managers in the US and Europe.  

European managers look for and focus on mistakes, while managers in the US do not.  

The single most interesting result of this research is that the UAE managers were 

perceived to be significantly more passive-avoidant than both the US and European 

managers. 

 

It is contended by Bass & Riggio (2006) that transformational leaders have more satisfied 

followers than non-transformational leaders. In addition, a recent study by Shibru and 

Darshan (2011) found a high correlation between components of transformational 

leadership and subordinate satisfaction.  Managers in the UAE are less transformational 
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than their counterparts in the US and because of this different style of leadership, 

employees in the UAE are less satisfied with their supervisors than employees in the US.  

There have also been some studies that did not establish any link between 

transformational leadership and SWS (Bodla & Nawaz, 2010).  However, this can be 

further explained.  In this current study, when comparing UAE results to European norms, 

there was little correlation between transformational leadership and satisfaction.  It was 

only when comparing UAE results to US norms that this relationship was found.  This 

indicates that there are differences in employee expectations and management approaches 

in different parts of the world.  In non-Western countries autonomy is not necessarily 

associated with job satisfaction: it can be perceived as a lack of direction (Abdulla et al., 

2011).  This research reinforces that perception.  UAE managers rated very high in LF 

leadership, and consequently their employees were less satisfied.  Generally, employees 

in non-Western countries get satisfaction from extrinsic factors like pay and working 

conditions, whereas people from Western and more developed countries have higher 

satisfaction from intrinsic job factors like a challenging job (Abdulla et al., 2011). 

 

When compared to European managers, managers working in the UAE were perceived to 

be slightly less transformational and less effective.  Previous research has found a 

significant relationship between leadership effectiveness and transformational leadership 

as well as CR and management by exception (Kirby et al., 1991; Lowe et al., 1996).  All 

factors of transformational leadership are positively correlated to leadership effectiveness 

and LF leadership is negatively correlated (Erkutlu, 2008).  This is confirmed by the 

current research.  LF leadership was found to be slightly higher than in Europe and 

effectiveness was found to be slightly lower than Europe.  
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Results partially support Hypotheses 2a and 2b; managers in the UAE were found to be 

less transformational and more passive avoidant than managers in both the US and 

Europe.  This tendency could be partly due to the general lack of planning evident in the 

UAE, making a compelling vision of the future redundant.  It could also be due to 

autonomy not being associated with job satisfaction but rather seen as a sign of weakness 

in the manager.  Regarding the outcomes of the different leadership methods, UAE 

employees appear to be less satisfied than their contemporaries in the US and less 

effective than their contemporaries in Europe. 

 

5.2.3  Satisfaction with Supervisor Factors and the Demographic and Organisational 

Factors 

In this study, age of the respondents appears to be a significant influence, with the 20 to 

30-year age group having different perceptions of their supervisors than the 30 to 50-year 

group, but not different from the 50 to 60-year age group.  The respondents in the 20 to 

30-year group may be insecure about their new position and respectful of their elders, 

especially in a Middle Eastern culture.  They may not question the competence and skills 

of their supervisor and in reality may have no one else to compare supervisors to, whereas 

people who are in the middle of their working life are more confident, have experienced 

more than one supervisor, and are not afraid to evaluate their supervisors negatively.  

Finally, people over 50 may simply want to keep their jobs because they have limited 

future job options, and therefore, may be resigned to their fate.  A study on leadership in 

the UAE (Yousef, 1998) found that 63% of subordinates who perceived their supervisor 

to have a consultative leadership style were over 30.  This could be explained by the fact 

that employees over 30 usually know what to do and thus do not need as much direction 

as 20 to 30-year olds.  The industry the respondents worked in was also significant, in that 



 

 

167 

people working for educational institutions had different views of their supervisors than 

people in medical institutions. The respondents who were from educational institutions, 

comprised predominantly of academics, were as educated as their supervisors and 

therefore less inclined to accept what they see as ineffectiveness or inefficiency, whereas 

in medical institutions this may not be the case as a more autocratic approach is normal.  

Religion was also significant, with followers of Islam having a different level of SWS 

than Christians.  Since religion and national culture are closely linked in non-secular 

countries it is not unexpected that the strongest result was for country of origin and 

nationality.  Respondents from Western countries were found to have a different view 

from Emiratis, Arabs and Indians.  The followers of Islam in this study were 

predominantly Arabs, who are from cultures with a high power distance (Hofstede, 2001). 

This means that they accept hierarchy and respect their supervisors without question 

because it is their way of life, both from a religious and cultural perspective.  This high 

power distance is also true of the Indian culture, which is one of the most hierarchical in 

the world (Hofstede, 2001).  The Christians in this study are mostly from Western 

cultures, which have a low regard for power distance and are not afraid to question the 

competence of supervisors (Hofstede, 2001).  Supervision is a significant determinant of 

job satisfaction because in high power distance societies like the UAE supervisors play a 

major role in the quality of working lives of employees (Jassem et al., 2011).  The 

influence of national culture on individual behaviour is well established, and the 

differences between Eastern and Western cultures are rather significant (Lok & Crawford, 

2004).  Western employees gain higher satisfaction from intrinsic job factors than 

employees in developing countries who derive more job satisfaction from extrinsic 

factors such as pay and working conditions (Jassem et al., 2011).  Several other studies 

conducted in the Middle East also conclude that variables such as age, gender, work 
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experience, marital status and organisational position, have significant effects on job 

satisfaction (Jassem et al., 2011; Rad et al., 2006).  In fact, job satisfaction is strongly 

influenced by national cultural values and norms (Jassem et al., 2011).   

 

Results partially support Hypotheses 3; SWS is influenced by demographic and 

organisational variables, the most significant of which are age, level of education, 

industry, religion and country of origin. Four important conclusions can be drawn from 

these findings.  First, 20 to 30-year olds starting out and people over 50 coming towards 

the end of their working life have similar views on their supervisors while people aged 30 

to 50 at the height of their career have a different perspective.  Second, people working in 

the education industry have a different perspective to people from medical organisations.  

Third, followers of Islam have different views to people from other religions.  Fourth, 

Westerners and people of other nationalities appear to have different perspectives from 

each other.   

 

5.2.4 Workplace Commitment Factors and Demographic and Organisational Factors 

The findings suggest that several demographic variables affect whether an employee has 

positive or negative feelings about WC.  NC was the factor most affected by demographic 

variables but PC was also affected.  However, there was no relationship between any 

demographic variables and NSN.  Age of respondents was the only significant factor 

shaping NC but age had no effect on PC or NSN.  The 20 to 30-year group appears to 

have a different level of commitment to all other age groups, and the 30 to 40-year age 

group responded differently to the 50 to 60-year age group.  Prior research confirms that 

age and number of years in an organisation can have a significant impact on 

organisational commitment (Lok & Crawford, 2004).  However, in this current study it is 
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not clear whether it is age or number of years in the organisation which causes the 

difference.  Because these two variables cannot be separated it is not possible to clarify.  

The 20 to 30-year age group are inexperienced, uncertain and unsettled.  They probably 

expect to work in many workplaces in their lifetime so are not committed to their first 

organisation; they may decide to leave if problems arise because they perceive fewer 

levels of support (Butler, 2009).  However, while 20–30-year olds may be less 

committed, there is significant evidence that they will put in more effort because of the 

desire to impress (Butler, 2009).  On the other hand, it is likely that those who have spent 

a number of years in an organisation are more committed because they have become 

accustomed to the organisation, know what is required and, as a result, are likely to have 

a good relationship with their manager.  In addition, satisfaction with organisational 

support increases as the experience of employees increases (Butler, 2009).  The 30 to 50-

year group have settled in, are in a comfort zone, and are likely to be autonomous, so may 

feel a certain level of commitment.  It has previously been found that greater 

empowerment by management can enhance commitment (Lok & Crawford, 2004), and 

greater empowerment is only given to employees who are trusted—employees who have 

been with the organisation for some time.  The over-50 age group have limited options to 

transfer to other organisations, so they are likely to be committed to the organisation in 

which they are currently employed.  Education was significant only for NC.  Employees 

with high school education had different views on commitment than all other education 

categories, and bachelor graduates had different views to master’s graduates.  Lok & 

Crawford (2008) confirm that level of education can have a significant impact on 

organisational commitment. It is possible that high school graduates perform largely 

menial tasks and are not overly concerned with which company they work for.  Higher 

levels of education result in higher job positions and responsibilities and therefore may 
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result in more investment in the organisation.  The industry in which the participants 

work was relevant to both PC and NC with medical workers differing from engineering 

workers for PC and education workers differing from medical and engineering workers 

for NC.  There is little research on levels of commitment for different industries so this 

result cannot be confirmed.  A possible explanation is that in the western region of Abu 

Dhabi, where this study took place, there are many large oil companies which employ 

thousands of engineers.  These engineers have excellent working conditions and benefits, 

and jobs in these oil companies are highly prized.  On the other hand, the hospital and 

educational institutions are not any different in this region from others in the country, so 

one would expect less commitment to them.  Religion has an effect on NC only, and in 

that aspect followers of Islam think differently to Christians and people from other 

religions.  Islam is the most influential force in the Arab world, and it influences 

individual outlooks and behaviours (Ali & Azim, 1996; Darwish, 2000a).  Prior research 

confirms a positive relationship between the Islamic work ethic and organisational 

commitment (Darwish, 2001).  However, it is possible that the result in this current study 

is skewed because the participants who follow Islam largely worked in the oil industries, 

and as discussed earlier probably have a higher level of commitment due to the high 

rewards given by these industries.  In addition because of cultural influences many of the 

participants may have been hesitant to say negative things in the surveys despite 

assurances of anonymity (Ball and McCulloch, 1999; Peterson, 1993).  Most of the 

participants who follow other religions work in education or medical organisations, and 

as discussed above, these industries showed different results in many aspects.  Country of 

origin and nationality also have a significant influence on both PC and NC.  Westerners 

answered differently to other Arabs and Indians for PC questions and differently from 

Emiratis for NC questions.  In addition, for NC Emiratis think differently from 
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Westerners, Other Arabs, Indians and Africans. A number of researchers confirm that 

employees from different national cultures show different levels of organisational 

commitment (Al Meer, 1995; Darwish, 2000a; Lok & Crawford, 2004; Near, 1989).  In 

particular there are differences within Arab culture with respect to organisational 

commitment (Al Meer, 1995; Al Otaibi, 1993; Darwish, 2000b).  Different races have 

different opinions about whether they would be better off with a different organisation or 

are happy with the one they are with (Butler, 2009).  It is not surprising that a strong 

result was achieved for country of origin and nationality.  Possibly the two most diverse 

cultures in the world are Arabs and Westerners.  Constructs like acceptance of authority 

are very different between Westerners, who have low acceptance of authority and Arabs, 

Filipinos and Indians, who have high acceptance of authority (Hofstede, 2001). This 

difference in view impacts on their expectations at work, including their commitment to 

their organisation.  The factor with the least connection to demographics was NSN, with 

none of the demographic variables influencing it. Two further demographic variables not 

discussed above are gender and level of job.  There were no ad hoc results calculable for 

these variables and regression analysis showed very little relationship between gender and 

the respondent’s answers and level of job and answers. In summary several demographic 

variables to a large extent influenced the views of participants on WC.  

 

Results partially support Hypothesis 4; demographic and organisational variables have an 

effect on WC, the most significant of which are age, level of education, industry, religion 

and country of origin.  However, these demographics influence NC the most, PC to some 

extent, with no effect on NSN.  Five important conclusions can be drawn from these 

findings.  First, 20 to 30-year olds have different views on commitment than all other age 

groups, perhaps because they have their whole careers ahead of them and expect to work 
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at more than one organisation.  Second, level of education influences NC.  Third, the 

industry people work in has a large impact on their commitment.  Fourth, followers of 

Islam have different views on commitment than people from other religions.  Fifth, 

Westerners have different views to other nationalities involved in this study.   

 

5.2.5 National Identity and Satisfaction with Supervisor 

The results of the correlation analysis demonstrate that there is no significant relationship 

between the NI of the respondents and SWS.  However, the respondents evaluated 

different supervisors, hence their answers related more strongly to supervisor’s 

behaviours than to the respondents’ NI.  To test this hypothesis further it would be 

necessary for respondents of different nationalities to evaluate a single supervisor.  

Therefore, Hypothesis 5 was not supported.  

 

5.2.6 National Identity and Workplace Commitment 

Correlation analysis demonstrated a significant relationship between NI of respondents 

and WC.  Strong identification with national culture can produce significant moderating 

effects on the impact of demographic, leadership and organisational culture variables on 

organisational commitment (Lok & Crawford, 2004).  A number of researchers observe 

that individuals from different cultures actually have different inherent levels of 

organisational commitment (Darwish, 2000a).  A study completed in the Middle East 

found that Asians expressed a higher level of organisational commitment than did 

Westerners and Saudis (Al Meer, 1989).  Asians have poor pay and high unemployment 

at home, and even though they are discriminated against pay wise in the Middle East they 

still earn many times what they would in their home countries (Al Meer, 1989).  A study 

conducted in Saudi Arabia found that there was no difference between Saudis and 

Westerners because for Saudi nationals there were no formal contracts offered.  
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Therefore, they can move around from one job to another without being legally bound.  

Westerners only stay as long as pay is good, and if they don’t like their jobs they go home 

(Al Meer, 1989).  The UAE has a similar situation with Emiratis free to move from job to 

job whereas expatriates cannot because their visa is sponsored by their employer and not 

transferrable.  Results thus support Hypothesis 6; WC does have a significant effect on 

NI.  

 

5.2.7 Satisfaction with Supervisor and Workplace Commitment 

The results of the correlation analysis for SWS and WC indicate that there is a very 

significant relationship between these two constructs. How satisfied a person is with their 

supervisor directly affects their WC.  These results are in line with other studies on the 

topic.  Dissatisfaction with supervisor leads to high staff turnover (Mardanov et al., 2008) 

and high staff turnover is a direct result of NC.  In China a positive correlation was found 

between SWS and affective commitment (McCormack et al., 2006) while a study in the 

UAE found a strong link between job satisfaction and subsequent outcomes like 

commitment and job turnover (Politis, 2006).  In Iran a relationship was found between 

the levels of job dissatisfaction, absenteeism, grievance expression, tardiness, low morale 

and high turnover;  and that job satisfaction is an immediate antecedent of intention to 

leave the workplace (Rad & Yarmohammadian, 2006). 

 

It has repeatedly been suggested that when employees are dissatisfied at work they are 

less committed and will look for other opportunities to quit.  If they can’t find a new 

opportunity, employees withdraw emotionally and mentally from the organisation (Lok & 

Crawford, 2004).  Loyalty to supervisor is a powerful predictor for job satisfaction and 

intent to stay (Chen, 2001).  It is interesting to note that between 60% and 70% of 
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employees report that their supervisor is the most stressful part of their job.  Supervisor 

agreeableness and emotional stability are positively related to SWS, and aversion is 

negatively related to their turnover intentions (Smith & Canger, 2004).  Finally, greater 

empowerment by management can enhance employee participation, productivity, 

satisfaction and commitment (Lok & Crawford, 2004).  Results thus support Hypothesis 

7; there is a direct positive relationship between WC of employees and SWS.  

 

5.2.8 Leadership and National Identity 

The results of the correlation analysis for leadership and NI show a significant 

relationship between NI and leadership.  This result was unexpected since the respondents 

were evaluating their own supervisor and it was thought that individual supervisor 

behaviour might override the NI of the respondent, as was the case with the NI and SWS 

relationship study.  Differences in leadership styles can cause frustration and resentment 

in cross-cultural organisations adding to the cultural differences that already exist; even 

leading to a person leaving their job (Gabrielsson, 2009).  There is growing evidence that 

leadership attitudes, values and behaviours are culture specific, and differ across national 

cultures (Darwish, 1998; House et al., 2002).  In other words societal cultural values 

affect what leaders do, and there is a strong connection between national culture and 

leadership styles (House et al., 2002).  In addition different forms of leadership are more 

desired in some countries (Duyar et al., 2009).  In Germany, employees prefer technical 

competence and being left alone to do their work with planning but little guidance.  They 

need order and no uncertainty resulting from delays.  In the UK workers want managers 

to define their own role and let followers know what is expected of them.  They want 

leaders to demonstrate strong convictions in what they are doing and use persuasion and 

argument effectively in motivating followers.  They want the leader to actively exercise 
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their role (Schneider & Littrell, 2003).  In India, which is a high power distance society, 

democratic leadership may be viewed by some workers as a sign of managerial weakness 

and incompetence (Gopalan & Rivera, 1997).  In addition, a study in Malaysia found 

significant differences between leadership styles and cultural groups, suggesting that 

people see leadership in different ways.  In Malaysia the high power distance is argued to 

have determined the leadership style because strong power distance cultures prefer an 

autocratic leadership approach (Jogulu, 2010).  Another study in Australia on Australian 

versus non-Australian workers found that Australian workers preferred mostly 

transformational and some transactional leadership and, while non-Australian workers 

had the same preference, it was to a much lesser extent (Brain & Lewis, 2004).  Arab 

leadership styles are determined to some extent by their cultural values and norms.  The 

most commonly reported style is consultative but not participative (Ali, 1989). This may 

be true, but consultation by Arab managers is with a select few, not everyone, so those 

findings can be misleading.  Finally, apart from affecting leader behaviour, national 

culture can also influence employee behaviour (Lok & Crawford, 2004; Shahin, 2004).  

Employees behave in a way that is in keeping with their culture.  The results thus support 

Hypothesis 8; leadership style is influenced by NI.  

 

5.2.9 Leadership and Workplace Commitment 

The results of the correlation analysis for leadership and WC indicate that there is no 

relationship between a supervisor’s leadership behaviour and an employee’s WC.  This 

result is surprising and difficult to explain because the results suggest a positive 

significant relationship between leadership and SWS, and a highly significant relationship 

between SWS and WC.  In addition a review of the literature suggests a significant 

positive relationship between leadership behaviour and WC exists (Agarwal, 1999; 
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Darwish, 1998; Lok & Crawford, 2004).  A study in Iran found that by using appropriate 

leadership styles managers can affect employee job satisfaction, commitment, and 

productivity (Rad & Yarmohammadian, 2006).  A UAE study suggests those who 

perceive their superiors as consultative or participative are more committed, more 

satisfied, and perform better (Darwish, 2000b). 

 

Transformational leadership has a positive association with the dimensions of leader 

member exchange and organisational commitment (Butler, 2001).  In addition, authentic 

leadership is a significant positive predictor of employee SWS, organisational 

commitment and willingness to make extra effort (Peus et al., 2012).  In Thailand, where 

there is high power distance; research shows that transformational leadership creates 

higher leadership outcomes of effectiveness, satisfaction, and extra effort and is likely to 

generate more commitment than transactional and LF styles (Limsila, 2008).  However, 

in the UAE, leadership was found to be passive avoidant with a leaning towards LF, 

which does not seem to enhance commitment.  The results thus did not support 

Hypothesis 8; WC does not have any significant positive influence on leadership. 

 

5.2.10 Leadership and Satisfaction with Supervisor 

The results of the correlation analysis suggest that leadership behaviours significantly 

affect a person’s SWS.  Darwish (1998) in a UAE study, found a positive significant 

relationship between leadership style and SWS, with 62% of subordinates who perceive a 

consultative leadership style highly satisfied with their supervisor.  Subordinate SWS and 

motivation relate to supervisors who are extroverted with low levels of neuroticism and 

psychoticism.  Subordinates like supervisors who are approachable, caring, trustworthy, 

fair and credible (Porter et al., 2007).  Three decades of research confirms that factors like 
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openness, receptivity to suggestions, supportiveness, feedback, upward influence and 

trust all affect a subordinate’s satisfaction with their job and supervisor.  The supervisor 

needs to build rapport with subordinates because this is positively related to an increase in 

a subordinate’s willingness to comply.  Trustworthiness is a direct benefit of rapport.  

Nonverbal behaviours that help with rapport building are smiling, affirmative head nods, 

appropriate touching, a variety of immediacy behaviours, and direct eye contact 

(Heintzman, Leathers, Parrott, & Cairns, 1993).  In addition, some employee participation 

in decision-making, receptiveness to employee ideas, flexibility and tolerance of 

differences of opinions, open-mindedness, willingness to try new ideas, good 

conversational skills and getting to know the employee by expressing interest, providing 

support, being open and allowing humour assist rapport (Wheeless et al., 1984).  

Authentic leaders instil elevated levels of SWS and commitment, as well as employee 

willingness to act beyond contractual duties (Peus et al., 2012).  Authentic leadership is a 

significant positive predictor of employee SWS, organisational commitment and 

willingness to make extra effort (Peus et al., 2012).  Job satisfaction has roots in 

motivation theory and there is an acknowledged connection between leadership and 

subordinates satisfaction and performance (Politis, 2006).  By using appropriate 

leadership styles managers can affect employee job satisfaction, commitment and 

productivity (Rad & Yarmohammadian, 2006).  Bass & Riggio (2006) contend that 

transformational leaders have more satisfied followers than non-transformational leaders. 

In addition, a recent study by Shibru and Darshan, (2011) shows a high correlation 

between components of transformational leadership and subordinate satisfaction. The 

results thus support Hypothesis 10; leadership behaviour does have a significant positive 

effect on SWS.   
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5.3  Conclusions about the Research Problem 

Demographic and organisational variables affect NI, SWS and WC.  This is supported by 

numerous studies which suggest that age, level of education, industry, religion and 

country of origin all affect employee’s views on organisational practices.  Leadership 

practices in the UAE are less transactional and more passive avoidant than the USA and 

Europe.  In addition there are also significant relationships between the four constructs.  

NI has a positive effect on WC and leadership but does not influence SWS.  Leadership 

significantly influences SWS but not WC and SWS has a positive significant effect on 

WC.  These results are mostly supported by the literature, except for the relationship 

between leadership and WC. Figure 5.1 shows the new theoretical model after testing the 

research problem. 

 

5.4  Implications for Theory 

This study contributes to the existing discussion on the effect of demographics on NI, 

SWS and WC, leadership differences across cultures, and the connections between these 

constructs.   

 

5.4.1  Demographics 

The findings of this study promote clarity of the concept that management does not 

transcend culture and that employees of different ages, education, industry, religion and 

nationality have different expectations in regard to leadership, SWS and WC.  Klein, 

Waxin & Radnell (2009) found that nationality has three times more influence on the 

shaping of managerial assumptions than any of the other demographic characteristics.   
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Figure 5.1  The Theoretical Model after Testing 

Relationship supported:   

Relationship partially supported:  
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In addition, when looking at differences amongst people, Klein et al., (2009) found that 

culture of origin is the most important difference, closely followed by industry and 

religion.  Trompenaars and Hampden-Turner (2002), and Hickson and Pugh (2001) 

suggest that the context of the country, the type of industry the person works in, age, 

gender, education, religion, job or function, and wealth, all affect a person’s values, 

beliefs and behaviours.  This current study confirms that demographics do affect 

management assumptions; however, contrary to other studies the significance of religion 

was higher than that of national culture.  This can be explained: Islam in the Arab world 

pervades everything in life which is not the case in secular societies where religion is 

more compartmentalised.  The majority of previous studies were undertaken in secular 

countries.   

 

5.4.2  National Identity, Leadership, Satisfaction with Supervisor and Workplace 

Commitment Relationships 

This research has significant potential to assist organisations in understanding the 

interrelationships between these four constructs.  NI has previously been found to 

produce significant moderating effects on the impact of demographic, leadership and 

organisational culture variables on WC (Lok & Crawford, 2004).  WC is an important 

aspect of organisational culture and managers should try to cultivate it.  This research 

confirms the view that NI moderates WC, and it adds to the body of knowledge on this 

topic in a Middle Eastern context.  As well as NI, SWS was also found to moderate WC.  

This was previously confirmed in several studies where dissatisfaction with supervisor 

was found to lead to low WC (Mardanov et al., 2008; McCormack et al., 2006; Politis, 

2006; Rad & Yarmohammadian, 2006).  So it is important for managers to have satisfied 

subordinates, although this is a somewhat nebulous concept in the Middle East as there is 

a perception that affable managers are weak.  There is also growing evidence that 
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leadership attitudes, values, and behaviours are culture specific and differ across national 

cultures (Darwish 1998; Duyer et al., 2009; House et al., 2002).  In Germany workers 

prefer technical competency, and in the UK workers want the leader to actively exercise 

their role (Schneider & Littrell, 2003).  In India, democratic leadership is often viewed as 

a sign of managerial weakness and incompetence (Gopalan & Rivera, 1997) and 

Malaysia, which is a high power distance country, favours the autocratic leadership 

approach (Jogulu, 2010).  In the Arab world a pseudo consultative style is favoured, in 

that the consultation is with only a few (Ali & Azim, 1996).  The implication is that 

leadership does not transcend cultures and that managers must use a style appropriate to 

the country they are in.   

 

5.5  Implications for Policy and Practice 

Employees are the most important resource in organisations but managers seem to spend 

little time on learning how their behaviour influences employee motivation and 

performance. In countries which rely on a largely expatriate workforce, recruitment costs 

are significant so it is beneficial to organisations for employees to be motivated and 

remain long term.  This study has the potential to benefit organisations that aspire to 

enhance WC and motivated employees.  The findings of this study provide an 

understanding of factors that affect SWS and WC, and reinforce the idea that 

management does not transcend cultures.  Managers need to be aware of the different 

views and attitudes of multicultural employees and the effect that leadership practices 

have on them.  This awareness has the potential to improve the behaviour and 

commitment of multicultural employees in organisations. 
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5.5.1  National Identity  

The findings are considered important because they give expatriate managers an insight 

into how and why people think in a certain way.  Managers in the UAE come from all 

parts of the world, and in addition they have a multicultural workforce to contend with.  

Expatriates not only have very different cultural backgrounds but they come from 

countries with different political and legal systems, different levels of wealth, different 

levels of conservatism, and some are from secular countries and others from Islamic 

countries.  These cultural differences, combined with other demographic differences, can 

cause conflict and frustration if they are seen as good or bad rather than simply different. 

 

For a manager engaged in international business, it is important to know the culture of the 

host country because it has an effect on the market’s potential response to new products 

and different marketing designs.  From a leadership perspective, it is useful for 

management to know that until the age of 40, people’s views are constantly changing, and 

that views continue to change with the level of education until master’s level.  Significant 

in this multicultural society is the finding that followers of Islam have different views to 

those from other religions.  Also of significance is that country of origin does affect the 

formation of specific viewpoints in individuals, and that people working in educational 

institutions think differently from people in other industries.  This combined knowledge 

gives managers an insight into the behaviour of people, which in turn helps managers to 

lead in a way that will maximise performance.   

 

Another consideration for human resource managers in the UAE is that when hiring 

managers it is possible that those with high levels of NI and low levels of CBBF may be 

intolerant and inflexible with people of other nationalities (Fish et al., 2008).  Stereotypes 
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provide managers with a way of reducing uncertainty in order to simplify making 

judgments about others by giving a “local reality” (AlWaqfi & Forsteniechner, 2010) and 

therefore are valuable resources in human resource management and organisational 

behaviour.   

 

5.5.2  Leadership  

Past leadership studies show that the leadership style of managers influences satisfaction 

and performance of employees.  This current study suggests that the UAE has less 

transformational and more passive avoidant leadership than the US or Europe, and the 

outcomes of this are less SWS and less effectiveness.  These outcomes are expected based 

on past research.  While educated people like autonomy, they still need direction and that 

is missing in the UAE.  With LF leadership there is no planning, job tasks are not 

organised, goals are not set, and accountability is blurry, frustrating people and leading to 

inefficiencies and dissatisfaction.  The paradox is that along with LF leadership there is a 

high level of bureaucracy, lack of trust, and a culture of fear in most organisations, which 

together with a lack of leadership direction is cause for concern.  In order for UAE 

organisations to be effective and competitive in the future, leadership must improve.  

Currently the country is buoyant with oil money so inefficiency can be absorbed, but this 

is not a sustainable situation.  Organisations and government departments need to revisit 

their leadership culture and become efficient and effective for the country to thrive.  

 

5.5.3  Satisfaction with Supervisor  

This study has implications for enhancing work outcomes through ensuring employee 

SWS.  Managers need to be aware that age, industry, religion and nationality cause 

employees to see their supervisors in a different light.  Given that SWS is important to 
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maintain productivity through motivated effort and low job turnover, it is imperative that 

managers are respected and liked.   People today are better educated and more articulate 

so they can no longer be commanded in the same way as before (Rad & 

Yarmohammadian, 2006).  Managers need to be aware of how to behave in order to get 

the best out of their multicultural workforce. 

 

The results give managers an insight into which groups of people in their multicultural 

workforce are more sensitive to their leadership style and efficiency.  If managers are 

concerned with the motivation and commitment of their employees they know which 

employees are most likely to accept position power and which employees are not likely 

to.  It is extremely difficult leading a multicultural workforce where expectations of 

employees differ.  

 

Supervisors need to keep employees satisfied or neutral; they cannot afford for them to be 

dissatisfied or the result will be absenteeism, poor performance, and high staff turnover.  

There is a strong connection between leadership style and SWS.  People from high power 

distance cultures tend to accept a hierarchy and therefore accept autocratic leadership.  

People from low power distance cultures get frustrated and dissatisfied with autocratic 

leadership.  So there is not one style that suits all cases.  In addition 20 to 30-year old 

workers who are inexperienced need guidance and direction, no matter what culture they 

represent.  Leadership is a difficult balancing act for supervisors because for some 

nationalities being too consultative is seen as weakness and lack of direction, while in 

others it is seen as optimal.  Transformational leadership where employees respect and 

admire the leader is ideal. 
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5.5.4 Workplace Commitment  

The implications for theory and practice are that WC does not simply come from job 

satisfaction or SWS or rewards.  It is also affected by age, level of education, industry, 

religion and country of origin of the employee.  These findings are important because 

they give managers an insight into how demographic variables affect WC.  Another 

implication is that this knowledge can be applied and replicated in other Middle Eastern 

countries which also have expatriate workers.  If managers want committed employees 

they need to ascertain how to enhance commitment in their employees.  There is no one 

size fits all as far as commitment is concerned.  WC is an attitude like job satisfaction.  It 

is important because committed workers have better job performance, less sick days and 

they stay in their jobs longer, so managers must try to stimulate commitment.  

 

5.6  Delimitations 

In this study there are several recognisable delimitations which stem mainly from variables 

which were outside of the methodological design. These include but are not limited to: 

industry type and location, age and experience of respondents, and their nationality or ethnic 

group. It is recognised that any one of these variables could be an influence on the study 

results.  One of the main delimitations of this study is that it focused on the oil and gas 

industry and an educational institution, and was specific to only the Middle Eastern region. 

Hence the ability to apply the findings across multiple industries or regions may be limited.  

A second delimitation of this study is that the country involved in the study has a largely 

expatriate population with no possibility of citizenship for workers even after a lifetime of 

employment.  It is reasonable to expect that a similar study in a different country may yield 

different results.   
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5.7 Limitations 

5.7.1 Heterogeneity of Respondents 

There were 213 responses from four age groups, males and females, three educational 

levels, four different industries, managers and non-managers, six different nationalities 

and several religions.  It is possible that the heterogeneity of the respondents’ was too 

broad.  In addition, there was some skewing of demographics.  Of the respondents 78% 

were below 30, 70% were male, 86% had a bachelor degree, 51% worked in education, 

and 54% followed Islam.  Another factor to be considered in studies involving the NI 

construct is that only 2.8% were Filipinos and 3.3% Africans.  In addition most of the 

engineering industry respondents were young Emiratis who are followers of Islam, and 

most of the education organisation respondents are middle aged Westerners who are 

Christian.  It is possible that with a more homogeneous sample the results would have 

been different for at least some of the variables.   

 

5.7.2 Culture of Fear 

Results may have been different if every respondent answered the survey honestly.  In a 

Western setting this would not be a consideration because people are not afraid to say 

what they think; however, in the Middle East there is a general organisational culture of 

fear, and despite the surveys being anonymous it is a certainty that some respondents held 

back on their evaluation of their supervisor and/or their organisation.  Employees in the 

UAE can be terminated at any time with little reason and there are no labour laws or 

unions to intervene.  There is still a culture of fear and punishment in organisations in the 

UAE, especially amongst the nationalities which rank low on the notional hierarchy.   
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5.7.3 Religion 

Religion has been assumed to be part of the national culture, and in many countries there 

is not one single dominant religion.  In addition, it is possible that religion overrides 

national culture or vice versa.  Certainly the impact of religion in secular and non-secular 

countries is quite different.  

 

5.7.4 Education 

Education may also be an issue because of the possibility that a UAE National with a 

master’s degree from the US will have different values and beliefs than a UAE National 

with a master’s degree from Saudi Arabia.   

 

5.7.5 Age 

The age group of the cases was very broad and it is possible that a person of 55 has a 

different agenda to a person just beginning their career at 25.   

 

5.7.6 Transferability of Survey Instruments 

The survey instrument displayed two languages, English and Arabic.   In some questions 

it may not have been possible to translate the exact meaning of the words into Arabic.  

However, translation of questionnaires is quite common and given the education level of 

the respondents and the fact that they all had a working knowledge of English this was 

not regarded as a serious problem. 

 

5.7.7 Disconnect between Parts of Questionnaire 

Each respondent assessed themselves in the NI section of the questionnaire, their 

supervisor in the leadership section, then themselves in the SWS and WC sections.  When 

assessing supervisors each respondent assessed a different supervisor.  In addition the 
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managers surveyed were of many nationalities.  Because the UAE is so multicultural, it is 

normal for people of different cultures to work together.  However, the nationality of the 

manager was not part of the study and it is possible that managers of a different 

nationalities lead in different ways.  A larger sample with nationality of the manager as 

part of the study would be useful.   

 

5.7.8 Empirical Analysis 

The study empirically delineates the factors that are extrapolative of NI and CBBF. 

However, employing structural equation modelling techniques to examine the 

interrelationship between NI and CBBF among expatriates could also be explored in 

terms of additional organisational factors. 

 

5.7.9 No Norms for the United Arab Emirates 

When using the MLQ, managers in the UAE had to be compared to managers in either 

the US or Europe because there have been no studies done in the Middle East.  This is a 

problem because management does not transcend cultures (Duyar, 2009; Klein et al., 

2009; Newman & Nollen, 1996) and it is possible that the existing leadership culture is 

inherent in the Middle East, which would make it more difficult to change.  

 

5.7.10 Worldliness of Respondents 

It is possible that expectations change the longer expatriates work overseas, and it is also 

possible that those expatriates who may expect certain standards in their countries of 

origin condition themselves to the situation in the UAE quickly by placing their 

predispositions in context (Fernandes & Awamleh, 2006). 
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5.8  Directions for Future Research 

5.8.1 National Culture 

The results of the national culture study can be applied and replicated in other Middle 

Eastern countries which also have an expatriate population.  While the percentage of 

expatriates is not as great in other countries, the origins and demographics of expatriates 

throughout the Gulf countries of Bahrain, Kuwait, Saudi Arabia, Oman and Qatar, are 

similar.  A bank of knowledge could be built for the Gulf countries, which is an area 

currently lacking significant amounts of research.  Studying more homogenous samples 

for each demographic variable would result in stereotypes not only for national culture 

but also for age, education, gender, industry, level of job, and religion. There is 

significant research on cultural dimensions of different nationalities but none about how 

other demographic factors affect people’s views.  In addition, research on how strong 

feelings of NI affect assimilation into a multicultural workplace would be useful, and how 

CBBF influences the tolerance of managers in a multicultural environment.  Another 

possibility is to do further research in other sectors outside of education, engineering and 

medical.  In addition, mediating factors, such as cultural intelligence and emotional 

intelligence, could be researched with NI and CBBF.  Further, research could explore 

how NI and CBBF impact employee outcomes such as job satisfaction, organisational 

culture, organisational climate and strategies for business in the Middle East.  Job 

satisfaction, which is broader than SWS, is a contentious issue.  Research is conflicted on 

the importance of job satisfaction and its effect on productivity.  However, it is not 

conflicted on the poor outcomes of job dissatisfaction.  This could be studied in a Middle 

Eastern context.  Organisational culture and organisational climate both have far reaching 

implications on organisations and can affect how creative, effective, and hardworking 

people are.  It would be useful to explore how national culture affects these constructs.  
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Finally, the effect of national culture on business strategies or lack thereof would also be 

a useful study in the Middle Eastern context where planning for the future is not widely 

experienced. 

 

5.8.2 Leadership 

It would be extremely useful to have norms for the Middle East rather than comparing 

MLQ results to managers in the US and Europe.  In addition, further research is needed to 

determine if there is a general tendency toward passive avoidant leadership in the UAE or 

if the scope of this study was too small. The same study with the nationality of the 

manager as part of the survey would help to determine the effect nationality has on 

leadership style.  It would also be interesting to know if organisational culture paves the 

way for passive avoidant leadership style in the Middle East, rather than being something 

inherent in the individual manager.  Nationality could be more of a focal point in a future 

study on the same topic.  Since the sample in this study was extremely heterogeneous the 

variables could be reduced by either having different demographics evaluate the same 

supervisor, or at least taking into account the nationality of the supervisor.  An alternative 

would be to evaluate supervisors of different nationalities and focus not so much on the 

demographics of the people evaluating but rather the demographics of the supervisor.  It 

would also be useful to identify a model of leadership suitable to the Middle East.  This 

model would allow both national and expatriate managers to modify their leadership 

styles to suit the preferences of their multicultural workforce.  This model should include 

a leadership style incorporating Islamic values, because most of the Middle Eastern 

countries follow Islam not only as a religion, but also laws and way of life.  
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5.8.3 Satisfaction with Supervisor 

SWS is the least researched of the four constructs employed in this study.  There is a 

definite gap in the literature on this important topic.  As it has been proven that SWS has 

an effect on WC and performance it would be valuable to do further studies on this topic.  

This study involved different supervisors for each respondent.  Potential future research 

could narrow the scope and have different demographics evaluate a single supervisor.  

 

In the UAE managers often manage heterogeneous groups so it would be useful to know 

what different cultures expect.  With homogenous groups the task of leadership is easier 

because there is only one culture at play but when a manager has a melting pot of cultures 

in a department it would be useful to have some guidelines on how to lead them.  There is 

also the opportunity for research on work teams of different cultures.  It is well known 

that there is a rift between some nationalities, for example, Indians and Pakistanis who are 

both heavily represented in the UAE.  A study could be done on how these nationalities 

work together and how they can be enhanced into a high performance team.  In the UAE 

there is a big difference between managing nationals and non-nationals.  Non-nationals 

are subservient because they rely on their jobs to support their families in their home 

countries and they are aware that they are in the country temporarily.  Nationals on the 

other hand are privileged and powerful due to family ties.  There are difficulties for 

expatriates, especially those from countries low in the notional hierarchy, in managing 

people who are privileged in their own society.  Some guidelines for expatriate managers 

would be useful.  In addition there are problems with nationals managing nationals 

because of the hierarchy of surnames in the country. 
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5.8.4 Workplace Commitment 

The Gulf region does not have a significant amount of region-specific research on this 

topic so any study which concerns the region would be useful.  Further research on 

commitment could use homogeneous samples for each demographic so stereotypes which 

predict effects of demographics on commitment could be compiled.  There is significant 

research on cultural dimensions of different nationalities but none on how other 

demographics, for example, education, age, industry and religion affect behaviour.  Also 

different industries could be studied to determine if there is a different level of 

commitment in each industry.  Further research on other variables which affect 

commitment would also be useful; for example, job satisfaction, SWS and others.  There 

are studies on those variables, but not many for the Middle East region which of course 

has a completely different cultural demographic than the West.  Work values differ 

among cultures and there could be research on finding relationships between work values 

and WC in the Middle East.  Perhaps work values of some nationalities need to change 

when working in a new setting.  There are many nationals working for expatriate 

managers and they may need to adjust their work values to meet expectations.  This is a 

difficult conundrum because Emiratis largely cannot be terminated.  The manager has to 

change their behaviour.  Guidelines on how to do this would be useful.    

 

5.9 Conclusion 

In summary, this research was an confirmation of the relationships between national 

culture, leadership, SWS and WC in a Middle Eastern setting.  The study confirmed that 

demographic variables have an effect on these constructs.  The primary intention of this 

research was to address a gap in literature in the Middle East, particularly in the UAE by 

contributing to the professional practice on management in a Middle Eastern context.  
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A quantitative survey was carried out to collect data from employees in oil related 

corporations, an educational institution and a hospital in the western region of Abu Dhabi 

in the UAE.  The survey results were analysed to address the research questions and the 

major finding of the study was that demographics do influence NI, CBBF, SWS and WC.  

Furthermore, the findings indicated a significant positive relationship between NI and 

WC, NI and leadership, leadership and SWS, and also that SWS dimensions significantly 

influence WC.  However, the results suggest that NI factors are not consistently and 

reliably correlated with SWS, and leadership has no significant relationship with WC.  

Finally, the study confirms that leadership styles followed by the Emiratis and expatriates 

in the UAE are different from those followed in the US and Europe. 

 

The findings of the study promote clarity on the concept that management does not 

transcend culture and that employees of different ages, education, industry, religion and 

nationality have different expectations in regard to leadership, SWS and WC.  According 

to this study, the most significant demographic factor affecting perspectives in the UAE is 

religion.  This was explained by the non-secular nature of the UAE versus the secular 

context of other studies.  

 

Employees are the most important resource in organisations, and in countries which rely 

on an expatriate workforce, recruitment costs are significant.  This study has the potential 

to benefit organisations that aspire to enhance WC and motivate employees.  
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Appendix  Questionnaire 

 

Age:    20-30  30-40  40-50  50-60 

05-05   05-05   05-05   05-05 :العمر           

Gender:   Male   Female 

:الجنس   أنثى   ذكر  

Educational Qualification:  High School Bachelor  Masters  Doctorate 
ثانوية عامة       :المؤهالت العلمية  دكتوراة  ماجستير  بكالوريوس   

Industry you work in:  Education Medical  Engineering Other 
:                    الخبرات العملية أخرى  الهندسة                          الطب  التعليم  

Level of Your Job:  Managerial Non Managerial 
غير إداري                                     إداري         :المسمى الوظيفي   

Religion:    Muslim  Christian  Other 
أخرى                        مسيحي                            مسلم      :                                                                                  الديانة  

Country of Origin:      Nationality: 
: الجنسية                                                                             :                                          الموطن األصلي  

 

Part 1 – National Identity الهوية الوطنية                                                                    –الجزء األول    

Questions 

 األسئلة

Very 
Strongly 
Disagree 
غير موافق 

 بشدة كبيرة

Strongly 
Disagree 
غير موافق 

 بشدة

Moderately 
Disagree 
 غير موافق

Neither 
Disagree 
nor Agree 
ال موافق وال 

 غير موافق

Moderately 
Agree 
 موافق

Strongly 
Agree 
 موافق بشدة

Very 
Strongly 
Agree 
موافق بشدة 

 كبيرة

National Pride محبة الوطن                                        

1. Citizens of my country possess identifiable 
cultural attributes that citizens of other countries 
do not possess 

 يمتلك مواطنو بلدي سمات ثقافية ال يمتلكها مواطنو البلدان األخرى

1 2 3 4 5 6 7 

2. My country has a strong cultural heritage 

 لبلدي تراث ثقافي متميز
1 2 3 4 5 6 7 

3. One of my country’s strengths is that it 
emphasizes events of historical importance 

 األهمية التاريخية هي إحدى نقاط القوة لبلدي
1 2 3 4 5 6 7 

4. Citizens of my country are proud of their 
nationality 

 مواطنو بلدي فخورون بجنسيتهم
1 2 3 4 5 6 7 

5. Citizens of my country feel that they come from a 
common historical background 

 يشترك مواطنو بلدي بخلفية تاريخية مشتركة
1 2 3 4 5 6 7 

Consumer Ethnocentrism                 التعصب العرقي
    

       

6. It may cost me in the long run, but I prefer to 
support products made in my country 

 علي أن أدعم منتجات بلدي مهما كلفني ذلك
1 2 3 4 5 6 7 

7. Only those products not available in my country 
should be imported 

 ال مانع من استيراد المواد الغير متوفرة في بلدي
1 2 3 4 5 6 7 
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8. It is always best for citizens to purchase products 
made in their home country for whatever reason 

 
يفضل المواطنون شراء منتجات مصنوعة في وطنهم بغض النظر عن 

 أي أسباب

1 2 3 4 5 6 7 

Cultural Diversity                         التنوع الثقافي        

9. I like immersing myself in different cultural 
environments 

 أحب التعرف على الثقافات المختلفة
1 2 3 4 5 6 7 

10. A specific religious philosophy is what makes a 
person a citizen of my country 

 العقيدة الدينية تجمع بين أبناء وطني
1 2 3 4 5 6 7 

Diverse Cultural Learning            تنوع ثقافة التعلم        

11. I like immersing myself in different cultural 
environments 

 أحب أن أتعرف على بيئات ثقافية مختلفة
1 2 3 4 5 6 7 

12. Particular interests can be shared by diverse 
groups at the same time 
يجوز تقاسم المصالح الخاصة  بين مجموعات ثقافية مختلفة  في نفس 
 الوقت       

1 2 3 4 5 6 7 

13. A lot can be learnt from foreign cultures about 
different ways of conducting business 
يمكن استخالص  الكثير من الطرق إلدارة األعمال  من الثقافات 
 األجنبية             

1 2 3 4 5 6 7 

Supporting Traditional Practices 
 دعم الممارسات التقليدية

       

14. I appreciate the importance of following tradition 
 أقدر أهمية التقاليد التالية

1 2 3 4 5 6 7 

15. Maintaining home country business practices 
ensures effective cross border operations 
الحفاظ على األعمال الوطنية التقليدية والتأكد من عدم تأثرها بالعوامل 

 الخارجية

1 2 3 4 5 6 7 

Diverse management learning 
 تعدد وتنوع إدارة التعلم

       

16. A lot can be learnt from foreign cultures about 
different management practices 

يمكن استخالص الكثير من ممارسات اإلدارة المختلفة  من الثقافات 
 األجنبية 

1 2 3 4 5 6 7 

17. The identification and development of new 
national cultures is important 

 من المهم تحديد وتطوير الثقافات الوطنية الجديدة
1 2 3 4 5 6 7 

Source: Keillor et al (1996), Fish (1999), Yoon et al (1996) Earl and Cvetkovich (1997) 

 

Part 2 – Leadership  القيادة                                                                                           –الجزء الثاني   

Questions                                األسئلة                                                        
Not at all 
ال شيء 

 بالمرة

Once in a 
While 
 مرة واحدة

Some 
Times 
 أحيانا

Fairly 
Often 

أحيانا 

 كثيرة

Frequently if 
not Always 

كثيرا إن لم يكن 

 دائما

1. Provides me with assistance in exchange for my efforts 

 يقدم لي المساعدة مقابل ما أبذل من جهود 
0 1 2 3 4 

2. Re-examines critical assumptions to question whether they are 
appropriate 

 يقوم بفحص االفتراضات الحاسمة إذا ما كان السؤال مناسبا
0 1 2 3 4 

3. Fails to interfere until problems become serious 
 عدم التدخل حتى تصبح المشاكل خطيرة

0 1 2 3 4 

4. Focuses attention on irregularities, mistakes, exceptions, and deviations 
from standards 

 يركز اهتمامه على المخالفات  والخطاء واالستثناءات ، واالنحراف عن المعايير  
0 1 2 3 4 
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5. Avoids getting involved when important issues arise 
 يتجنب التورط عند حدوث قضايا هامة

0 1 2 3 4 

6. Talks about his/her most important values and beliefs 
 يتحدث عن قيمه ومعتقداته الهامة

0 1 2 3 4 

7. Is absent when needed 
 تفتقده أي ال تجده عند الحاجة إليه

0 1 2 3 4 

8. Seeks differing perspectives when solving problems 
 يقدم حلول مختلفة لحل المشاكل

0 1 2 3 4 

9. Talks optimistically about the future 
 يتحدث عن المستقبل بتفاؤل

0 1 2 3 4 

10. Instills pride in me for being associated with him/her 

 يغرس في نفسي الفخر ألكون أكثر ارتباطا وتعلقا به 
0 1 2 3 4 

11. Discusses in specific terms who is responsible for achieving performance 
targets 

 يناقش في بنود محددة  ليحدد من هو المسؤول عن تحقيق أهداف األداء
0 1 2 3 4 

12. Waits for things to go wrong before taking action 
 ينتظر حتى تصبح األمور على غير ما يرام قبل اتخاذ أي إجراء

0 1 2 3 4 

13. Talks enthusiastically about what needs to be accomplished 
 يتحدث بحماس حول ما يجب إنجازه

0 1 2 3 4 

14. Specifies the importance of having a strong sense of purpose 
 يحدد أهمية وجود إحساس قوي للغرض 

0 1 2 3 4 

15. Spends time teaching and coaching 
 يقضي وقتا في التدريس والتدريب

0 1 2 3 4 

16. Makes clear what one can expect to receive when performance goals are 
achieved 

األداءيوضح ما يمكن أن يتوقع المرء الحصول عليه لتحقيق أهداف   
0 1 2 3 4 

17. Shows that he/she is a firm believer in “If it ain’t broke, don’t fix it” 
"بأن ما كسر، ال يمكن إصالحه"يظهر بوضوح أنه شديد اإليمان  " 

0 1 2 3 4 

18. Goes beyond self interest for the good of the group 

 يقدم المصالح العامة على مصالحه الذاتية
0 1 2 3 4 

19. Treats me as an individual rather than just as a member of a group 
 يعاملني كفرد وال يعاملني كعضو في مجموعة

0 1 2 3 4 

20. Demonstrates that problems must become chronic before taking action 
 يترك المشاكل لتصبح مزمنة دون اتخاذ أي إجراء

0 1 2 3 4 

21. Acts in ways that builds my respect 
 يتصرف بطرق تجعلني أحترمه

0 1 2 3 4 

22. Concentrates his/her full attention on dealing with mistakes, complaints, 
and failures 

 يركز باهتمام كامل أثناء التعامل مع الشكاوي أو في حالة حصول أية أخطاء أو إخفاقات
0 1 2 3 4 

23. Considers the moral and ethical consequences of decisions 
 يركز على أهمية الجانب المعنوي واألخالقي عند اتخاذ القرارات

0 1 2 3 4 

24. Keeps track of all mistakes 
 يحتفظ بكافة األخطاء

0 1 2 3 4 

25. Displays a sense of power and confidence 

 يعزز فيك الشعور بالقوة والثقة
0 1 2 3 4 

26. Articulates a compelling vision of the future 
 يغرس فيك رؤية واضحة ومقنعة للمستقبل 

0 1 2 3 4 

27. Directs my attention towards failure to meet standards 
 يجلب انتباهي إلى ما يؤدي إلى الفشل في الوفاء بالمعايير 

0 1 2 3 4 

28. Avoids making decisions 
القراراتيتجنب اتخاذ   

0 1 2 3 4 

29. Considers me as having different needs, abilities, and aspirations from 
others 

 يرى فيَّ قدرات وتطلعات تختلف عن احتياجات اآلخرين
0 1 2 3 4 

30. Gets me to look at problems from many different angles 
 يجعلني أنظر إلى المشاكل من زوايا مختلفة 

0 1 2 3 4 

31. Helps me to develop my strengths 

 يساعدني على تطوير مواطن القوة التي أمتلكها
0 1 2 3 4 
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32. Suggests new ways of looking at how to complete assignments 
 يقترح طرقا جديدة للنظر في كيفية إنجاز المهام 

0 1 2 3 4 

33. Delays responding to urgent questions 
 يتأخر في الرد على األسئلة الملحة والمستعجلة

0 1 2 3 4 

34. Emphasizes the importance of having a collective sense of mission 
 يؤكد على أهمية وجود توافق جماعي ألي مهمة

0 1 2 3 4 

35. Expresses satisfaction when I meet expectations 
المرجوة يعرب عن ارتياحه عندما أحقق التوقعات  

0 1 2 3 4 

36. Expresses confidence that goals will be achieved 
 يعرب عن ثقته بإمكانية تحقيق األهداف المحددة

0 1 2 3 4 

37. Is effective in meeting my job-related needs 

 يؤكد فعالية توقعاته في تلبية احتياجاتي الوظيفية
0 1 2 3 4 

38. Uses methods of leadership that are satisfying 
 يستخدم أساليب قيادية مرضية

0 1 2 3 4 

39. Gets me to do more than I expected to do 
 يجعلني أعمل أكثر ما كنت أن أتوقع أن أعمله

0 1 2 3 4 

40. Is effective in representing me to higher authority 
 فعال في تمثيلي لسلطة أعلى

0 1 2 3 4 

41. Works with me in a satisfactory way 
 يعمل معي بطرقة مرضية

0 1 2 3 4 

42. Heightens my desire to succeed 

 يزيد من رغبتي في النجاح
0 1 2 3 4 

43. Is effective in meeting organizational requirements 
 فعال في تلبية المتطلبات التنظيمية

0 1 2 3 4 

44. Increases my willingness to try harder 
 يزيد من استعدادي لبذل جهود أكبر

0 1 2 3 4 

45. Leads a group that is effective 
 يرأس مجموعة تتسم بالفعالية

0 1 2 3 4 

Copyright 1995 Bernard Bass and Bruce Avolio.   

 

Part 3 – Satisfaction with my Supervisor مدى االرتياح للمشرف                                   

Questions األسئلة                                                                            Very  
Dissatisfied 
 مستاء جدا

Moderately 
Dissatisfied 
 مستاء باعتدال

Neither 
Dissatisfied 
nor Satisfied 
غير راض ولست 

 مستاء

Moderately 
Satisfied 
 راض

Very 
Satisfied 

بشدة راض  

1. The way my supervisor listens when I have something important to say 
 5 4 3 2 1 الطريقة التي يستمع بها عندما يكون لدي شيئا هاما أقوله

2. The way my supervisor sets clear work goal 

 5 4 3 2 1 الطريقة الذي يضع فيها مشرفي أهداف واضحة للعمل 

3. The way my supervisor treats me when I make a mistake 
 5 4 3 2 1 الطريقة التي يعاملني بها المشرف عندما أخطئ

4. My supervisor’s fairness in appraising my job performance 
 5 4 3 2 1 يتصف مشرفي بالعدل واإلنصاف في تقييمه ألدائي الوظيفي

5. The way my supervisor is consistent in his/her behavior toward 
subordinates 

 طريقة مشرفي تتسم بالتماسك والثبات في سلوكه مع المرؤوسين 
1 2 3 4 5 

6. The way my supervisor helps me to get the job done 
 5 4 3 2 1 الطريقة التي يساعدني فيها مشرفي على إنجاز العمل
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Part 4 – Workplace Commitment                                                  مدى االرتياح لمكان العمل  

Questions األسئلة                                

Strongly 

Disagree 

 ال اوافق بشدة

Moderately 

Disagree 

 ال اوافق

Slightly 

Disagree 

 شبه غير موافق

Neither Agree 

nor Disagree 

 موافق وغير موافق

Slightly Agree 

 شبه موافق

Moderately 

Agree 

 موافق

Strongly 

Agree 

 موافق بشدة

1. I am willing to put in a great deal of 
effort beyond that normally 
expected in order to help this 
workplace unit  be successful 

أنا على أتم االستعداد لبذل جهد كبير وأكثر مما هو متوقع 

 بغية نجاح مكان العمل

1 2 3 4 5 6 7 

  

7. The way my supervisor gives me credit for my ideas 
 5 4 3 2 1 الطريقة التي يزودني بها إلنماء أفكاري 

8. The way my supervisor gives me clear instruction 
 5 4 3 2 1 طريقة مشرفي تزودني بتعليمات واضحة

9. The way my supervisor informs me about work changes ahead of time 
 5 4 3 2 1 يعلمني مشرفي عن تغييرات العمل في وقت مبكر 

10. The way my supervisor follows through to get problems solved 

 5 4 3 2 1 الطريقة التي يتبعها المشرف للحصول على حل للمشاكل

11. The way my supervisor understands the problems I might run into doing 
the job 

 طريقة فهم مشرفي للمشاكل قد تساعني على القيام بالعمل
1 2 3 4 5 

12. The way my supervisor shows concern for my career progress 

 5 4 3 2 1 طريقة مشرفي تظهر مدى اهتمامه بتطوري الوظيفي

13. My supervisor’s backing me up with other management 
 5 4 3 2 1 مشرفي يربطني بإدارات أخرى

14. The frequency with which I get a pat on the back for doing a good job 

 5 4 3 2 1 التواترات التي يمدني بها تعينني على القيام بعمل جيد

15. The technical competence of my supervisor 
 5 4 3 2 1 كفاءة مشرفي التقنية

16. The amount of time I get to learn a task before I’m moved to another 
task 

 مقدار الوقت الذي أحتاجه لتعلم مهمة قبل االنتقال غلى مهمة اخرى 
1 2 3 4 5 

17. The time I have to do the job right 
 5 4 3 2 1 الوقت الذي أحتاجه للقيام بالعمل على وجه صحيح

18. The way my job responsibilities are clearly defined 
 5 4 3 2 1 طريقة تحديد مسؤولياتي الوظيفية محددة بوضوح

Source:  Scarpello and Vandenberg (1987) 
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2. I talk up this workplace unit to my 
friends as a great place to work 

أصدقائي بأن مكان عملي  من أروع األماكن أخبر 

 للعمل

1 2 3 4 5 6 7 

3. I feel very little loyalty to this workplace 
unit 

 أشعر بوالء قليل لمكان عملي هذا

1 2 3 4 5 6 7 

4. I would accept almost any type of job 
assignment in order to keep working 
for this workplace unit 

سوف أقبل أي نوع عمل يسند إلي بغية المحافظة على 

 استمرارية العمل في مكان عملي

1 2 3 4 5 6 7 

5. I find that my values and those of my 
workplace unit are very similar 

 هناك تشابه كبير بين قيمي الخاصة وما أجده في مكان عملي

1 2 3 4 5 6 7 

6. I am proud to tell others that I am part 
of this workplace unit 

 أن فخور أن أخبر اآلخرين بأنني جزء ال يتجزأ من مكان عملي

1 2 3 4 5 6 7 

7. I could just as well be working for a 
different workplace unit as long as the 
type of work were similar(R) 

مشابها  لالمميمكنني العمل في أي مكان عمل ما دام نوع 

 لعملي الحالي 

1 2 3 4 5 6 7 

8. This workplace unit really inspires the 
very best in me in the way of job 
performance 

يعتبر مكان عملي الحالي مصدر إلهام لي من حيث األداء 

 الوظيفي 

1 2 3 4 5 6 7 

9. It would take very little change in my 
present circumstances to cause me to 
leave this workplace unit(R) 

إذا حصل تغييرا طفيفا في ظروفي الحالية سيؤدي إلى تركي 

 لمكان عملي الحالي 

1 2 3 4 5 6 7 

10. I am extremely glad that I chose this 
workplace unit to work for, over others 
I was considering at the time I joined 

أنا سعيد جدا الختياري لمكان عملي الحالي، وأعتد بالوقت 

 الذي انضممت فيه لمكان عملي

1 2 3 4 5 6 7 

11. There’s not too much to be gained by 
sticking with this workplace unit 
indefinitely(R)  

ليس هناك الكثير الذي يمكنني اكتسابه عن طريق البقاء في 

هذا ألجل غير مسمىمكان عملي   

1 2 3 4 5 6 7 

12. Often, I find it difficult to agree with this 
workplace units policies on important 
matters relating to its employees(R) 

في كثير من األحيان ال أتفق مع سياسات مكان عملي خاصة 

 في المسائل الهامة المتعلقة بموظفيها

1 2 3 4 5 6 7 

13. I really care about the fate of this 
workplace unit 

 يهمني جدا ما يؤول إليه مصير مكان عملي هذا

1 2 3 4 5 6 7 

14. For me this is the best of all possible 
workplace unit for which to work 

يعتبر مكان عملي هذا أفضل مكان عمل من أي مكان عمل 

 آخر

1 2 3 4 5 6 7 

15. Deciding to work for this workplace unit 
was a definite mistake on my part(R)

1
 

 اتخاذي لقرار العمل في مكان عملي الحالي كان اختيارا خاطئا  في حياتي

1 2 3 4 5 6 7 

Source: Mowday, Steers and Porter, 1979, p. 228 
Note: R denotes Reverse coded 

 




