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ABSTRACT 

This thesis is about insurance business growth in the six countries of the (GCC) 
Gulf Cooperation Council (Saudi Arabia, Kuwait, Bahrain, Qatar, UAE, and 
Oman). The insurance market in the GCC represents only a small percentage 
(0.47%) of what the markets in the developed countries represent. This market 
has therefore a tremendous potential (potential premium-annual sales- is nearly 
10 times the actual) and as such development, from a probable penetration, 
may be assumed provided the conditions are right. The foundations of my 
curiosity were engendered by the needs of my job as an insurance executive, 
who have been heavily involved, over the last 15 years, in insurance operation 
in the GCC. 

The main objectives of this study are to identify which environmental factors 
(macro'and micro) have the most influence on business growth, and how this 

potential may be exploited in the insurance industry in the GCC. This study 
takes a cross-disciplinary approach to develop a model of factors for 

organisational development achievement, and subsequently insurance 
business growth. Organisational practices are conceptualised as socially and 
culturally embedded ways of conducting organisational functions that have 
been institutionalised over time. Achievement of organisation and market 
development (business growth) is defined and measured as the degree of 
interaction between the conceptualised model and the social actors within the 

model. 

It is suggested that Arab organisations are influenced by culture (Hofstede 
1980, Robock and Simmonds 1983, Hickson and Pugh 1995). By culture I 

mean the whole set of social norms that condition a population's behaviour. 
From what I observed over the years I see two main dimensions being Culture 

and Organisation that influence insurance business growth in the GCC. Six 

associated factors were also observed and showed in the literature review. 
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These are: Culture, being (a) cultural, (b) environmental and (c) leadership and 
Organisation, being (d) organisational, (e) strategic and (f) structural. 

A positive relationship between the organisational development success model 

and participants is proposed. The conceptual model is based on the open 

systems approach of Easton (1988) and Emery & Trist (1960,1965), and 

operationalised through a simple analysis of the PEST model of Johnson & 

Scholes (1999). It is supported through testing 6 explanatory hypotheses and 

relevant propositions in a field study in the six countries of the GCC. A 

questionnaire was designed and sent out to 396 people, in 116 insurance firms, 

of 80 different nationalities. Subsequent interviews were carried out with 15 

insurance executives of varying nationalities. Results demonstrate overall 

support for the model. Implementation is positively related to organisational and 

cultural attributes. The main theoretical and methodological contributions of the 

study include such elements as conceptual integration of various theoretical 

fields, and development of factors related to organisational and cultural values. 

This thesis' contribution is three-fold. First, it explores managers' points of view 

and perceptions regarding business growth and organisational development in 

the insurance sector in the six countries of the GCC. Second, it builds on 

existing evidence indicating that culture in the Arab World (Hickson & Pugh 

1995, Robock & Simmonds 1983 etc) plays an influential role in determining 

organisational outcomes, hence hindering business growth. Third, it 

demonstrates some convergence between the overall management styles In 

the GCC and those prevailing in the western world. This dissertation has 

significant practical implications as it furthers our understanding of resisting 
barriers and driving forces for business growth and organisational development 

in the Insurance industry of the six countries of the Gulf Cooperation Council. 
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CHAPTER ONE 

INTRODUCTION 

I-1 PREFACE 

This research project is about business growth, market and organisational 
development in the insurance industry (being part of the service sector) in the 

six countries of the Gulf Cooperation Council. 

The professional service sector or more precisely the professional business 

service sector, producing intangible products, is now forming an important part 
of the world economic activity. It constantly increases its share of Gross 
Domestic Product (GDP), employment, and international trade and plays an 
important role in the daily life of people. Services account for nearly two-thirds 

of GDP in developed countries and almost one-half of GDP in developing 

countries (Aharoni 1993, Lowendahl 1997). 

The words "Globalisation" and "Technology" are becoming common, used 
regularly in our day-to-day conversations. I hear them from professionals, 
business teachers, students, plumbers, teenagers and others. The rapid 

evolution of technology in this global environment and the wide spread of 

communication make me believe that development of those undeveloped and 
developing countries is no longer "taboo". Developing countries such as the six 
countries of the Gulf Cooperation Council (GCC) may have all necessary and 

appropriate factors to enter new eras of societal evolution, development and 

ultimately the era of globalisation. The six countries are Saudi Arabia, Kuwait, 
Bahrain, Qatar, United Arab Emirates (UAE) and Oman. 

The present populations of what are recognised, as Arab Territories is a 

mixture of people characterized with cultural homogeneity that came out of the 
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Arabian Peninsula. Four decisive factors became the criteria for the 

classification of certain territories such as the Gulf Cooperation Council 

countries. These are: 

9 The strong ties of common language - Arabic 

The strong bonds of the religion professed by the overwhelming 

majority of the area - Islam 

The strong ties of geographic, historical, political and economic 

interests 
The strong and common social customs and traditions (being cultural 
forces and beliefs) that permeate the whole spectrum of everyday 

life. 

The wheel of progress, which the countries of the Gulf Cooperation Council 

have been experiencing over the last few decades, * triggered by oil production, 

needs the services and protection that insurance may provide. The insurance 

protection is needed against the hazards of nature and the peculiarities of 
human behaviour in their acts. 

Insurance 

Insurance is about risk. In this expression one would identify two different 

words: Insurance & Risk. Let us first describe'risk. Risk is the chance and 

possibility of loss. One would look upon risk as the uncertainty of loss. The 

uncertainty of loss ranges over loss of life, fire damage, theft of property, car 

accidents and last but not least, aviation crashes and the like. This sense of 

uncertainty surrounds everything one does in life. Almost everything one does, 

he does in an uncertain environment. If a businessman builds a new factory, 

will it burn down? Will thieves steal his finished products from the warehouse? 
Most of these activities still involve the individual in venturing forward in this 

atmosphere of uncertainty, Let us now review what is insurance all about? 
From the individual standpoint there are several ways of dealing with risk. One 
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of which is the risk of sharing that is running the venture with hope that no 
damage, incident or loss will occur. This function is often called self-insurance. 
Another way to deal with risk is the risk transfer through a financial instrument 

called Insurance, where the insured, the person who transfers his risk, buys a 

monetary promise "the service" called "the policy" from the risk bearers known 

as insurance companies or the "insurers". Insurance is therefore a risk transfer 

mechanism. It is an economic device whereby the individual can shift some or 
all of the uncertainty of life on to the shoulders of others. Without insurance, 
individual and businesses would be obliged to maintain relatively large reserve 
funds to meet the risks they must assume. Without insurance, there would be a 

great deal of uncertainty experienced by an individual not only as to whether a 
loss would occur, but also as to what size it would be, if it did occur. Insurance 

provides peace of mind for both individuals and industries, it is therefore a 

service that people should be prepared to accept and pay for. 

Historical Aspects in the GCC 

Saudi Arabia, insurance transactions are not allowed in the Kingdom of Saudi 

Arabia. The demand for accident covers of all types are met primarily by 

established agencies of foreign offices (mostly registered in the state of Bahrain 

-Bahrain allows unlimited access for all offshore services provided by foreign 

companies located in Bahrain to non-Bahraini-, Bermuda and/or the Lebanon) 

who run their business under the cover of being ordinary commercial trading 
firms, or in conjunction with agents for consumer goods, motor dealers and 

machinery representations. The current number of insurance operators is 

around seventy providing a wide range of insurance services. The only 
insurance company that is actually registered in the Kingdom of Saudi Arabia is 

the National Company for Cooperative Insurance - NCCI, established and 

registered in the mid 1980's and transacts insurance business on pure 

cooperative/mutual Islamic basics. However there is no insurance law 

governing the insurance sector. The government has considered a regulatory 
framework for insurance, but the timetable for the adoption and implementation 
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of such regulation is still uncertain. New regulations are expected to make 

private medical insurance obligatory for expatriate workers. 

Kuwait, the first national company, established in 1961, was the Kuwait 

Insurance Company. Foreign agencies, British and Lebanese, were already in 

operation since the 1940's. The insurance market has been growing at a fast 

pace to keep up with the rapidly growing economy and especially the oil 
industry. Further national companies were established. The Gulf Insurance 

Company and Al Ahleia Insurance Company were subsequently established 

and by 1977 the Warbah Insurance Company came into the market to bring the 

number of national companies to four. Currently there are six national 
insurance companies, including two insurance companies operating on Islamic 

basics, and about a dozen foreign companies. This brings the number of 
insurance companies, both foreign and national to around twenty. 

Discrimination against foreign insurance companies is apparent in this market, 

generally by restricting foreign participation in the onshore market. Foreign 

major international insurance organisations are heavily present in Kuwait 

through a reinsurance mechanism. 

Bahrain, insurance in this country was provided for many years, by foreign 

offices of international insurance companies. About forty branches and/or 

agencies of foreign companies, representing several European and Asian 

countries have been providing the insurance in this country. It was until 1970 

that the first national company was formed under the name of Bahrain 

Insurance Company. The success of this company has led, during 1976, to the 
launching of two other local companies the Bahrain Kuwait Insurance Company 

and the Al Ahlia Insurance Company. The market'currently counts six national 
companies including one company operating on Islamic basic and about thirty 
foreign offices and agencies of international companies. Upon accession to the 
WTO in 1996, Bahrain issued a Royal (it used to be Emiri since the head of 
state was the Emir of Bahrain but now he is the king of Bahrain) decree 

amending the country's insurance law to allow foreign companies to open life 
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insurance business. Non-life insurance companies are permitted to open only if 

they are 51% Bahraini owned. Bahrain is planning to achieve full liberalisation 

by 2005. 

Qatar, as a direct response to flourishing economy and growth in oil reserves, 
banking and insurance sectors have jumped on the bandwagon and their 

activities have become widespread. The first national insurance company was 
established in 1964 the Qatar Insurance Company, in which the state 
participated to the extent of 49% of its capital. The market was operated by 

several foreign agencies such as the Arabia Insurance Company of the 
Lebanon, Libano - Suisse Insurance Company of the Lebanon, the Atlas 
Insurance Company of the UK, the National Insurance Company of Egypt. In 

the late seventies, two national insurance companies were established, the Al 
Khaleej Insurance Company and the Qatar General Insurance Company. Early 
in the nineteen nineties an Islamic insurance company, the Qatar Islamic 
Insurance Company was established. By the late 1990's a new company was 
established, the Doha Insurance Company to bring the number of national 

companies to five, in addition to a few foreign offices, making a total of ten, a 

number that is considered to be huge for a small market of this kind. Qatar 

currently restricts the establishment of new insurance companies. There is no 
indication that this restriction will be lifted soon. However, foreign insurance 

companies can establish a presence in the UAE by operating a branch or 

representative office. This option allows 100% foreign ownership but in general 
limits business activities to offshore operations. 

United Arab Emirates, up to late 1970 insurance in the UAE was entirely 
handled by branch offices and /or agencies of foreign companies. Among those 
international companies there were British or other Arab Companies such as 
Egyptian, Jordanian or Lebanese. In early 1971, the first local company, the 
Sharjah Insurance and Reinsurance Company was founded. By the mid- 
nineteen seventies there were five local companies in operation, three 

registered in the Emirate (principality) of Dubai one in the Emirate of Abu Dhabi 

14 



(the Capital of the UAE) and one in the Emirate of Sharjah. By the end of 
nineteen seventies several other companies have been established in Abu 
Dhabi, Ras-Al-Khaimah, Dubai and the other Emirates. This brings the total 

number of both local and foreign companies to over 80, which are currently 
operating in the UAE, and the number continues to swell unnecessarily in this 

open-to-all market. 

Oman, prior to 1970, there was no insurance office operating in the Sultanate 

of Oman. The first insurance venture, which dates back to 1971, is the joint 

undertaking of a Lebanese company (the Arabia Insurance Company) and a 
Dutch company (the New First Netherlands Insurance Company Ltd). At 

present there are over ten non-Omani offices operating in the Sultanate either 
through branch offices or agencies. The first national company was the Oman 

National Insurance Company established in 1977 (closed down following an 

unexpected bankruptcy during the writing of this dissertation). There are 

currently several other national companies the Ahleia Insurance Company, the 

Oman United Insurance Company, the Dhofar Insurance Company and a few 

years back the Muscat Insurance Company came into the market. This brings 

the total number of insurance operators to over fifteen for both national and 
foreign insurance companies. As part of its WTO accession, Oman introduced 

legislation allowing majority foreign-ownership of up to 70% in most insurance 

sectors. Oman also is planning within the next few years to allow 100% foreign 

ownership in the insurance industry. 

Principle Inflitences 

Culture and cultural beliefs are the most influencing barriers to business 

growth. The first deterring prejudices to the growth of insurance were certain 
religious beliefs typical of the Arab masses. Insurance, to certain Islamic 

clergies is forbidden in Islam. The spreading of the indoctrination of insurance 

and assurance in the Arab World was still a laborious task. It must be made 
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clear that it takes years to overcome these prejudices, but this is certainly not 

an impossible task. 

Organisation is another barrier to the growth of insurance business. This 

includes those practices undertaken by the Arab Organisation such as cut- 
throat competition, which is pitiless and sometimes far from ethical, 
individualistic nature in dealing with subordinates, lack of cooperation with local 

associations and governmental bodies, lack of commitment of foreign 

workforce, lack of local technicians, who are supposed to better understand the 

local culture and the local attributes of the risk, and heavy reliance on 
international expertises and practices. The hegemony of these practices is 

detrimental to the growth of insurance business in the countries of the GCC, for 

example they impose in the market certain conditions in a household policy 
(applicable for western dwellings in cold weather) but are not necessarily 

appropriate in hot weather such as in the GCC. 

Research Interest 

Having started with a general view for this research, my interest now goes to 

business growth, market and organisational development in the insurance 

industry (being part of the service sector) in the Arab World in general and in 

the GCC in particular. As a member of the insurance community, I have been a 

participant observer in the organisational evolution of the insurance industry in 

the Arab World. 

This research is based on both theoretical and empirical studies designed to 
better understand the environmental (micro & macro) influences on 
development (business growth) of the Arab Insurance Market, and the role of 

culture in triggering a high degree of interaction between the various social 
actors within the insurance industry in the countries of the GCC. 
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In general terms, three objectives have motivated Multinational Enterprises to 

seek international presence, being the search for resources, markets and 

cheap labour (Ghoshal & Bartlett 1998). Multinational Enterprises work out their 

strategic approaches in order to go beyond their national boundaries, and enter 

new markets upon the assessment and clear understanding of various forces 

(such as legal, socio-cultural, financial, environmental & economic forces) 

prevailing on the international scene. In general, either they consolidate their 

existing portfolio, expand through market penetration, or provide a wider range 

of products. In this research, the market development and penetration are the 
bases on which the study is carried out. The potential is apparent, as a non- 

negligible amount of unexploited lines of business, and market segments is still 
not consumed (further explanation is being developed in the next chapters), 
and the possibility to enter and develop the GCC market is high if the 

conditions are right. 

This thesis' contribution is three-fold. It explores managers' points of view and 

perceptions to identify which environmental factors (macro & micro) have the 

most influence on insurance business growth and organisational developments. 

It builds on existing evidence indicating that culture in the Arab World (Hickson 
& Pugh 1995, Hofstede 1980, Robock & Simmonds 1983, Muna 1980, Al Faleh 
1987) plays influential role in determining organisational outcomes. It further 
investigates some convergence between the overall management styles in the 
GCC with those prevailing in the western world. 

It is worth noting that the terms "Local Managers" and "Arab Managers" will be 

used interchangeably to designate managers that are local i. e. holding a 
nationality of one of the GCC countries. The term "Foreign Managers, - 
designates those who are not locals even if they are foreign Arabs (e. g. 
Palestinians, Jordanians, Lebanese etc ... ). The terms "The Arab World", "The 
GCC Market", or "The Middle East" will also be used interchangeably while 
providing the same meaning, the GCC. 
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1- 2 CHAPTER OUTLINE 

Chapter Two provides the background of this research. It gives an insight 

about the six Countries of the Gulf Cooperation Council (GCC) in order to 

provide a better understanding of the potential that the insurance industry 

represents. It also provides some statistical data, for both market density and 
industry penetration in the six Countries of the GCC in order to support the 

market potential. This market represents only a small percentage (0.47%) of 
what the markets in the western world represent. It draws the basis to expose 

organisation and culture in playing a determining role in the process of 
development, by exploring the "Total Environment of a Political System" model 

of Easton (1988) and the "Open Systems Approach" model of Emery & Trist 
(1960-1965). These models describe the system as an interaction of the 

organisation with its environment and outside world, which explain the status 
and nature of the insurance organisation in the GCC. 

Chapter Three & Chapter Four provide a thorough literature survey. It is 

broken into two chapters to cover two areas of scholarly literature. One chapter 
is for Culture and another for Organisation. The literature review emphasizes 
the factors and influences of culture and organisation on business growth within 
the insurance industry. Chapter three covers Culture being the first Dimension 
in this research study, together with its three functional factors. These factors 

are (a) Cultural, (b) Environmental, and (c) Leadership. Chapter four covers 
Organisation as the second main Dimension, together with its functional 
factors. These factors are (d) organisational, (e) strategic, and (f) structural. 
The research question this study probes is how would culture, both ideological 

and institutional, influence organisational practices to trigger change and 
engender a process for development and business growth. 

Chapter Five describes the focal theory of this research. Insurance business 

growth is confronted by many problems arising from differences in cultural 
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perceptions, and organisational practices. One of the keys to understanding 
these problems is to understand how cooperative interactions develop between 

the social actors. This chapter examines the influence of culture and the 

managerial practices and attempts to identify, using a PEST analysis model 

(Johnson & Scholes 1999), which macro & micro environmental influences are 
likely to affect market and organisational development, and subsequently 

business growth in the insurance industry in the countries of GCC. This chapter 

also provides an assessment of exploratory and explanatory hypotheses and 

relevant propositions, established from the literature review, the variables 

operationalised through the PEST analysis, and active observations, to be 

tested in order to explore managers' points of view and perceptions. These 

critical assumptions will demonstrate a conjecture between the functional 

variables within the basic paradigm. The interaction between the various social 

actors will be the threshold towards the integration of the desired organisational 

practices leading to desired positive organisational outcomes and eventual 
insurance business growth. 

Chapter Six describes the methodology used in this study. It includes a 
description of the research philosophy, the procedures used for collecting data, 

the characteristics of the sample population administered together with a 
detailed listing of measures and instruments, and the statistical tools provided. 
The questionnaires were mailed to 396 managers of all nationalities working in 
insurance and reinsurance organisations operating in the six countries of the 
GCC. The response rate was 44% representing usable questionnaires. I also 
interviewed 15 managers at all levels and coming from 9 different nationalities. 
The methodology used is (a) the formulation and empirical testing of 
exploratory and explanatory hypotheses and relevant propositions assessed 
under the focal theory, as well as (b) content analysis of indicative words 
obtained from the questionnaires data and from the various discussions with 
insurance and reinsurance practitioners and subsequent interviews. 

19 

k 



Chapter Seven and Chapter Eight examine the results obtained together with 
the relevant discussion. It provides participants' responses to the individual 

questions to support the appropriate hypotheses. The overall results show that 

culture may play an influential role in insurance business growth and 
organisational development in the GM It is noted from the results that a 

unified synthesis for organisational culture should be evolved. Results also 
indicated that several features are apparent within the organisation such as 
frustration of managers, lacking of training, unsecured personnel, limited 

commitment, importance of leadership, alteration of the reward system is 

inevitable, need for local technicians and less dependence on international 

organisation. Results show that culture may be both ideological and 
institutional. Results also revealed that culture, as catalyst, may be playing a 

crucial role in the process of development and business growth, and that 

organisation may be the tool to advance such development and change. 

Chapter Nine presents the conclusions, which may be drawn from the study 

and recommends relevant implementation. Implementation is positively related 
to organisational and cultural attributes that are necessary for the overall 

success of the model. It also provides suggestions for further research. 

For further details, Appendices provide the Minitab statistical data obtained, 
together with the questionnaire used. This section may provide useful insights 

for those who are interested in undertaking similar research at different scales 

and/ or in different countries. 
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CHAPTER TWO 

BACKGROUND 

11 -1 INTRODUCTION 

In this chapter I want to set out the background to my research questions. 
Firstly I want to present some statistical facts about the insurance business in 

the six countries of the Gulf Co-operation Council (GCC), Saudi Arabia, Kuwait, 

Bahrain, Qatar, The United Arab Emirates and Oman; and then to explore 

some of the foundations of my curiosity which were engendered by the needs 

of my job as an insurance executive operating in the GCC. 

The Gulf Cooperation Council, established. in 1981 as an economic unit, is an 
intergovernmental economic agreement of the countries of the Arabian 

Peninsula. Its objectives are to effect coordination, integration and inter- 

connection between member states in various fields in order to achieve unity 
between them, to deepen and strengthen relations and links between their 

peoples, and to set up joint ventures and encourage economic and trade 

cooperation by the private sector. It allows the full exchange of goods and 
services and permits a national of one state to work in any other. Any national 
insurance company, for example, registered within the Gulf Cooperation 

Council is able to transact business within other member states and such 

policies are recognized within all. 

Saudi Arabia is an oil-based economy with strong government control over 
major economic activities. Saudi Arabia has the largest reserves of petroleum 
in the world (about 26% of the proved reserves). It ranks as the largest exporter 
of petroleum, and plays a leading role in OPEC. The petroleum sector accounts 
for roughly 75% of budget revenues, 40% of GDP and 90% of export earnings. 
About 35% of GDP comes from the private sector. The government is expected 
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to continue calling for private sector growth to lessen the kingdom's 

dependence on oil and increase employment opportunities for the swelling 

Saudi populations. In an attempt to encourage foreign direct investment 

foreigners are permitted to own up to 40% of banks. They however decided to 

allow GCC banks to open branches in the kingdom. Government contracts or 

project implementation and procurement are regulated by royal decrees that 

favour locals or GCC national. 

Kuwait, it is a small relatively open economy with proved crude oil reserves of 

about 94B barrels (10% of World reserves). Petroleum accounts for nearly half 

of GDP, 90% of export revenues and 75% of government income. Kuwait 

enjoys good aquatic resources and the development of the fishing industry is 

quite apparent. Consequently, with the exception of fish, Kuwait depends 

almost wholly on food imports. Kuwait is currently in discussions with foreign oil 

companies to develop fields in the northern part of the country. Foreigners may 
be allowed to own up to 40% of a Kuwaiti bank subject approval of the central 
bank. They however maintain restrictions on direct foreign investments. 

Kuwait's government procurement policies specify the use of local products 

when available, and prescribe a 10% price advantage for local firms in 

government tenders. 

Bahrain is a small island, tiny in area. Petroleum production and processing 

represent about 80% of export receipts, 60% of government revenues and 30% 

of GDP. Economic conditions have fluctuated with the changing fortunes of oil 

since 1985, particularly during the Gulf crisis 1990-1991. With its highly 

developed communication and transport facilities, Bahrain is home to 

numerous multinational firms with business in the Gulf. With the recent 

exploration of gas in the southeast fields, Bahrain is expected to enter a new 

era of economic growth. Bahrain continues as a regional financial services hub 

and continues to issue new licences to banks, focusing on promoting offshore 

and investment banking sectors. Bahrain permits 100% foreign-equity 

ownership of direct investments by GCC nationals, and is considering 
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extending this to all foreign investors. On the other hand, foreign firms are 

required to have a local agent or a local partner before bidding on a 

government contract. 

Qatar, oil accounts for more then 30% of GDP, roughly 80% of export earnings 

and 66% of government revenues. Proved oil reserves of 3.713 barrels should 

ensure continued output at current levels for 23 years. Oil has given Qatar a 

per capita GDP comparable to that of the Western countries. Qatar's proved 

reserves of natural gas exceed 7 trillion Cubic meters, more than 5% of the 

World total, being the third largest in the world. Production and export of natural 

gas are becoming increasingly important. Long-term goals feature the 
development of offshore petroleum and the diversification of the economy. 
Qatar allows foreign investors to own up to 100% of projects in the tourism, 

education, industry, and health, and gives investors the right to lease land up to 

50 years, with option to renewal. These are subject to prior approval of the 

government. They give preferential treatment to contracts that include high 

local-content in bids for governmental tenders. 

United Arab Emirates, it has an open economy with a high per capita income 

and a sizable annual trade surplus. Its wealth is based on oil and gas output 
(about 33% of GDP) and the fortunes of the economy fluctuate with the prices 

of those commodities. Since 1973 the UAE have undergone a profound 

transformation from an impoverished region of small desert principalities to a 
modern state with a high standard of living. At present level of production, oil 

and gas reserves should last for more than 100 years. The UAE have also 
developed other sectors of the economy such as tourism, which now counts for 

a considerable percentage of its GDP. The government has also invested 
heavily in infrastructure expansion and is opening up its utilities to greater 
private sector involvement. They limit foreign equity to 49%, have exempted the 
free zones, such as JEBEL ALI, from this limit. 
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Oman, its economic performance has been significantly improving since the 

exploration and exploitation of the natural gas from their both onshore and 

offshore gas fields. The government is moving ahead with privatisation of a 
body of commercial law to facilitate foreign investment., Oman continues to 
liberalise its markets and expected to join the WTO soon. Oman has laws 

permitting foreign banks to operate, but they have barred non-GCC banks from 

establishing operations on the grounds that they are now over-banked. They 
however permit 100% foreign-ownership, for foreign direct investment, on a 
case-by-case basis, with the approval of the council of Ministers. Oman 

provides a 10% price preferential to tenders that use high local-content in 

goods or services. Local firms also enjoy 10% price preference on 
governmental tenders. 

The last 30 years' oil export has made rapid modernisation of the GCC 

economies and infrastructures possible. As noted earlier, the GCC holds 45% 

of the world's oil reserves and supplies 20% of global crude production. This 

unique economic opportunity of the GCC countries, coupled with government 
support to local companies, providing price preference and other advantages, 
may render any development programme, be it business growth or societal 
advancement, possible, provided the conditions are right. 

Here comes the central question about business growth in the insurance 
industry in the GCC. In the six countries of the Gulf Cooperation Council - the 
insurance market represents only a small percentage (0.47%) of what the 

markets in the developed countries represent. Following an assessment of the 
figures (Please refer to tables A-11-3 to tables A-11-7 under Appendices) this 

market has a tremendous potential (nearly 10 times the actual) and as such 
development, resulting from a probable penetration, may be assumed provided 
the right conditions are applied. 

Tables 2.1 and 2.2 show the large difference in figures between the six 
countries of the GCC and three European countries. In total the GCC countries 
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produce a yearly premium income of USD 1,793M (in 1994) and USD 2,048M 

(in 1997) against yearly premium (annual sales) of USD 363,390M (in 1994) 

and USD 449,350 M (in 1997) the three European countries. Growth between 

1994 & 1997 is 14% in the GCC countries, whereas in the three European 

Countries the growth for the same period is 24%. The tables also show an 

average annual premium income for the years 1994 to 1997 of USD 1,940M in 

the six countries of the GCC against USID 416,097M in the three European 

countries. The average total premium income (1994-1997) in the GCC 

countries represents 0.47% of the average total premium income (1994-1997) 

in the three European Countries. 

TABLE 2.1 - Premium Income, Density Per Capita and Penetration in the GCC 
and in three European Countries in 1994 

Country Premium Income Density Penetration 
LISD M USDI Capita Premium as % of 

GDP 
GCC 1994 1995 1996 1997 1994 1995 1996 1997 1994 1995 1996 1997 

countries 

S. A. 674 711 754 770 39 38 40 39 0.56 0.55 0.53 Oý52 

Kuwait 161 188 200 204 101 104 105 102 067 0.71 0.65 0.66 

Bahrain 98 98 109 120 175 168 181 193 2.45 1.67 1.78 1.88 

Qatar 135 148 140 154 226 269 250 270 1.93 1.82 1.54 1.66 

U AE 606 644 664 657 289 280 276 252 168 1.60 1.48 1.33 

Oman 119 127 135 143 57 60 58 59 1.08 0.90 0.87 0.89 

Total 1793 1916 2002 2048 

Western 
countries 
Germany 129150 156000 153400 157250 1586 1910 1873 1916 6.18 6.35 6. " 7.44 

France 111800 133250 141000 132500 1938 2203 2429 2273 8.28 8.57 9.07 9A2 

UK 122440 128000 141000 159600 2097 2184 2398 2707 11.81 11.36 11.95 12.50 

Total 363390 417250 435400 449350 

Z5ource: mease reTer ro i awas ii- ii-i iu i aoics /i- it-t unuur lippenoices 

(Note: Insurance Penetration is the premium volume generated in a country as 
a percentage of GDP- It measures the significance of the insurance industry in 
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relation to a country's entire economic productivity. This figure provides a clear 
indication of the stage of development of an insurance market. 

Insurance Density is the premium expenditure per capita expressed in 

monetary terms (here in USD). It indicates how much the inhabitant of a 
country spends as an average on insurance. This figure provides an indication 

of the insurance purchasing power in a country. ) 

Table 2.1 shows that there exists an enormous difference between the product 
of the insurance market in the three European countries and the GCC. If we 
compare the GCC with France, Germany and the UK we may conclude that the 
insurance sector in the, GCC is well below the average trend line and that the 

potential in this market is enormous. The average combined premium 
penetration for the three Western countries is 8.50% as calculated and 
illustrated in Table A-11-6 of the Appendices. 

A projection of the market potential (for the purpose of this research it is the 

premium income - sales) may be formulated under a simple model adapted 
from Arnold & Quelch (1998). The model is shown in figure 2.1. 

FIGURE 2.1 - An Insurance Market Potential Model 

SD x GDPL 
x 100 

GDPD 

Where, 

Q= Total Market Potential 
SD = Sales in Developed Markets 
GDPIL Gross Domestic Product in Less Developed Country 
GDPD Gross Domestic Product in Developed Country 
100 = Percentage effect to calculate the amount in monetary terms 
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National Population may contribute to market potential, and it can be taken into 

account when: 

(1) Calculating per capita premium expenditure 

(2) Calculating the growth by adding to the formula the effect of natural 

growth of National Population (AP + NP) i. e. Actual Population plus 

New Population 
(See also Table A-11-3 to Table A- 11-7 under Appendices) 

Using the above formula then the potential for the GCC might be as shown in 

table 2.2. This table shows that the Estimated Premium Potential in the six 

countries of the GCC is USID 19,703 i. e. representing approximately ten times 

the average annual premium income for the year 1994 through the 1997. 

TABLE 2.2 - Potential Insurance Penetrations and Density in the GCC 

Country 1994-1997 Estimated Premium Increase in 
Average Premium Potential Number of 

Per Annum USD (Millions) Times 
USD (Millions) 

Saudi Arabia 728 11,386 15 

Kuwait 188 2,375 12 

Bahrain 106 491 4 

Qatar 144 714 5 

UAE 643 3,532 5 

Oman 131 1,205 9 

TOTAL 1,940 19,703 10 
*Represents approximately 8.50% of GDP 
*Source: Please refer to Table A- 11-3 to Table A-11-7 underAppendices 

Not all of this potential is realisable for various obvious reasons, the most 
important of which is the difficulty of assessing the market for entry evaluation 
in Emerging Markets (Arnold & Quelch 1998). Such models often depend on 

macroeconomic and population data that are not always available in the Arab 

World, or in certain instances, they are outdated. If however we took 20% of 
this potential (i. e. approximately USID 413) we would have over 100% growth 
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(i. e. 2 times) as opposed to the average annual premium between 1994 and 
1997, which is substantial enough to represent a challenge Ao, insurance 

operators in the GCC. 

The main reasons for this low Penetration level and limited Density can be 

enumerated as follows, as revealed by participants in this research project and 
from my own experience and close observations over the last decade: 

1. Lower disposable incomes of individuals and concentration of wealth in 

certain sectors of the economic activity leading to rather limited 

purchasing power. 

2. Attitude to personal risk, which has emanated from belief in fate and 
providence and has developed over time through the interaction of 

culture and religion. Under the circumstances, insurance has been 

considered as a luxury rather than being a necessity. 

I Limited capital requirements lead to higher reliance on reinsurance thus 

avoiding retention and a lack of local insurance risk assessment and 
management. In this case, companies would have limited financial 

responsibility in the event of a loss leading to a higher claim, and 
therefore a lower liability by means of retaining a very limited amount of 
the risk. The insurance companies in the GCC depend heavily on 
reinsurance. Reinsurance is a device used by insurance companies to 

spread the risk. It means that the insurance companies arrange 
insurance for the insurance. This leads the organisation to offload its 
financial burden hence waiving all responsibilities to assess the risk 
insured. This limits an organisation's capabilities to improve on market 
conditions surrounding the risk and subsequently a lack of market 
development. 
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4. The nature of risks involved are: no catastrophic events, lower sums to 

be insured and limited exposure as opposed to high exposure in the 

Western World. For example, in the West we can see skyscrapers with 
high insurance values, which we rarely find in the GCC. Catastrophic 

events such as hurricanes, rainstorms etc... are very common in the 

West whereas in the GCC they are almost inexistent. 

5. Effect of competition, due to the huge number of local insurance 

companies and foreign agencies operating in the GCC, and the large 

reinsurance capacity available, pushing the rates/premium down to a 

level way below the technical average. 

6. Another reason is the limited product range and lack of service 

awareness. There are certain products which are being circulated in the 

West of which the market is not aware, or difficult to distribute without 

appropriate regulations and government support such as credit 
insurance, pension schemes, travel insurance etc. 

7. Compulsory insurance is not widespread which limits the distribution of 

certain products in which the market is badly in need (e. g. motor 
insurance, credit insurance, household insurance). 

8. Lack of government support in providing the right legislation such as 
incentives and supervisory powers in regard to practice with sanctions 

against wrongdoers. 

It must be noted that reaching the same level of market penetration, as is the 

case in the West, is impossible in the GCC. Whilst business growth, market 

and organizational development are possible in the Arab World, one should not 
target high because of the foregoing constraints. It is also noted that culture (as 

in item 2 of the foregoing constraints), which is one of the main themes of this 

u %. IVC- RS F-F I, OF EWNSTOL 
Uff 3: -U, r jy 
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research project, is a central in pushing down the Penetration and Density in 

the insurance industry in the six countries of the GCC. 

11 -2 THE NATURE OF THE INSURANCE INDUSTRY IN THE GCC 

Intangible products are not popular in certain cultures and in particular in the 

Arab World. Levitt (1981: 96) believes that tangible (goods) and intangible 

(services) products are all promises "when prospective customers can't 
experience the product in advance, they are asked to buy what are essentially 

promises - promises of satisfaction. Even tangible, testable, feelable, smellable 

products are, before they are bought, largely just promises". From my own 

experience, I discovered over the last several years that people in the Arab 

World tend to look at insurance (as an intangible product) in complete distrust. 

Despite the fact that a service is instantaneous and produced in close 
interaction with the buyer, it is sýill problematic in the Arab World. The whole 
difference between the tangible and intangible products, while Levitt believes 

that they are both promises, is nicely summarized by Professor John M. 

Rathwell, as cited in Levitt (1981: 98) "goods are produced, services are 

performed'. 

In certain societies, and in particular in Islamic culture, it is believed that 
insurance is a form of gambling. Gambling is prohibited in Islam. Prohibition of 

games of chance is explicit in the Qur'an (Sourate al-Ma'idah (90-91) as it uses 
the word "maisir" for games of chance (Siddiqi 1985: 34). Here comes the 

whole issue about who believes in insurance and who does not. Some believe 

that insurance is forbidden as it replaces the role of "Allah" and that an 
individual must accept his fate should an accident occur to him. Others believe 

that insurance is concerned only with the financial implications of measurable 
risks, as elaborated under chapter one, it does not provide for the elimination of 

such changes but only the means of compensation for those who suffered a 
financial loss in any actual accident, and this has to be defined as "accidental". 
Insurance, therefore, does not prevent losses, nor does it reduce the cost of 
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losses to the economy as a whole. It does not either decrease the uncertainty 
for the individuals as to whether or not the event will occur. It does, as 

supported in chapter one, merely reduce the probability of financial loss 

connected with the accidental happening that is with the event. 
I 

Despite the great oil wealth of the GCC and a prosperous social order, the old 
traditional influences, religious taboos and dogma still act as a strong barrier to 

the growth of the insurance industry. 

11 -3 THE FIELD OF INTEREST 

My field of interest will be focused on culture and organisation. The Insurance 

Organisation (being the instrument), operating as an open system (Easton 
1988, Emery & Trist 1960), will be used as drivers for business growth and for 

the purpose of develooing the insurance market. Open systems will be 
discussed in the forthcoming chapters. But to serve the purpose of this chapter, 
I say an open system is necessary in the GCC to ensure greater interaction 

with the environment and with the end users of the service. The following 

anecdote is necessary to illustrate the idea I wish to pass on in this thesis. 

I have been shopping almost on weekly basis, since I arrived in France, at a 
supermarket called "ATAC", about 2 miles away from where I live. I decided 

one day that I should observe during a period of 5 visits the way the cashier is 

carrying out her job. Despite the fact that her job is so boring, it is indeed 
interesting. I noticed that she fills in the bags herself but using an interesting 

procedure. She picks up the stuff purchased and puts them in separate bags 

without mixing the various products. She takes for example cereals separately 
and puts them with stuff of similar nature, such as boxes of sugar. She takes 
the refrigerated food and puts them with cold stuff. At a certain stage, I started 
myself making these arrangements for her. I looked around me and I noticed 
that people were indeed doing the same thing. I then realized that the practices 
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undertaken by the cashier had in fact influenced my behaviour, and I started 
acting the way the management of ATAC would have wished me to react. 

From there, I realised that practices undertaken by the organisation would 
undoubtedly influence the behaviour of people, be it in Europe, or in the Arab 
World. This does not only apply to supermarket, department stores, or just 
limited to consumer products, but also to any industry directly involved with the 

end users, among which the service sector plays a major role. It should not be 
difficult to influence the consumers' behaviour in the service (intangible 

products) industry, because there is close interaction with the end users. 

My intention in this research is to explore the possibilities of how organisational 
behaviour and practices may influence consumers' behaviour in the insurance 
industry in the GCC countries. One of the reasons for low penetration, as 
discussed earlier, is the attitude of the Arabs to personal risk, which is largely 
influenced by cultural constraints. Therefore, it is the role of the organisation 
and institutional culture to influence, through organisational practices, the end 
user's behaviour, which will be discussed in the forthcoming chapters. 

Within the organization we may find the workforce playing a major role in 

carrying out the insurance operation and workers coming from differing cultural 
backgrounds and nationalities with high levels of qualification. On the other 
hand, attitudes play a role, as people do not believe in intangible products due 

to cultural constraints (Robock & Simmonds 1983). 

Hofstede (1980), Robock and Simmonds (1983) and Hickson and Pugh (1995) 

argue that culture plays a major role in Arab Organisation. Hickson and Pugh 
(1995) assert that Arab management in the Middle East functions in societies 
more overtly conscious than are most of the religious dimensions. They further 

argue that just as the societies to which they belong, managers strive to 

reconcile traditions, including religious edicts, with the resultant economic and 
social change, so managers juggle opposing requirements (Hickson and Pugh 
1995: 217). 
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My job gives me a view of the insurance business in the Arab countries. I see 

managers anchored with the traditions while struggling to abide by the western 

world's managerial rules. On the one side I see them accepting to undertake 

certain practices that are needed for business growth, but on the other side 

managers are, and in the same token, unable to pass these practices on, or 

apply them within the organisation and with the end buyers because of a wall, 
that is culture, which separates the organisation from its environment in 

general, and its customers, in particular. 

I borrowed the "Total Environment of a Political System" model-from Easton 

(1988) which describes the system as intra-societal environment and extra- 

societal environment, and I also used the "Open Systems approach" (Emery & 

Trist 1960-1965) which describes the system as an interaction of the 

organisation with its environment and outside world, in brder to better explain 
the status of the insurance organisation in the GCC. Within the organisation, I 

notice the following influences, which guide the functioning of its operation: 

(1) The shareholders influence (mostly they are at over 90% Arab, then 

having their own cultural beliefs). They form an integral part of the social 

actors in the insurance industry. They are at the top of the hierarchy 

taking decisions based on their attitudes and beliefs towards work. They 

also rely on their social mobility. Those people are quite influential in the 

society, having the ability of dictating things and are rarely sanctioned. 

(2) Top management influence (being Arab, or English, or Indian, or other 
Arab, hence having separately their own perceptions and cultural 
influences). They come from a variety of nationalities, and impose their 

own ways of doing things, which, in certain instances, are away from the 

reality and the needs of the market. 
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(3) Employees' influence (being Arab, or Pakistani or other Arab, or 
English, or Indian, thus having each his own way of thinking and cultural 
beliefs). They are at the middle and lower levels. They execute orders, 
which may not coincide with their own perceptions that are imposed by 

those who are at the top level. They may possess the know-how, and 
they may be versed in the latest technology but the given latitude is too 

narrow to express the way they desire to provide a positive contribution 
in the development process. 

Outside the organisation, I notice the following influences opposing the 

practices undertaken by the organisation: 

(1) Influence of Islam, which is overwhelming and the predominant religion 
in the six countries of the GCC, major part of the customers fall within 
that category, who believe in fate and providence, hence having 

particular influence on transacting insurance. Islam is closely present in 

the daily life of people directed by Muslim clergies "Ullamah and/or 
Sheikh" hence influencing the behaviour of consumers, managers and 
government officials. 

(2) Influence of foreigners, with their own culture, who maintain higher 

positions within the other industries (banks, shipping, oil industries and 
others), which require insurance protection, hence influencing the 
decision making process for insurance. On top of that, foreign influence 

comes from practices acquired from the international markets, which are 
imposed by the international organisation or through reinsurance 

programmes arranged with those international organisations. 

(3) Influence of Arab, being consumers, economists, media executives, 
social scientists, government officers (who are influential for the relevant 
laws and regulations, and who may determine the necessary spending 
for R&D programmes and others), executives or managers who also 
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maintain positions in the other industries, which require insurance 

protection, and may play an important role in influencing the decision 

making process for insurance. Added to that Arabs in general do not 
have, in most of the time, a positive attitude towards personal risk and 
intangible products. 

I have developed a model (Figure 2.2) combined from both the Easton and 
Emery & Trist models to reflect the nature of the insurance company as open 

systems in the countries of the Gulf Cooperation Council. 

FIGURE 2.2 - The Nature of the Insurance Companies as Open Systems 

Culture is a common denominator between Intra-organisational & Extra- 

organisational features. 

Intra- c Extra- 
Orqanisational U Orqanisational 

As Corporate L* As Arab 
As Nationality T0 As Foreign 
As Attitude U9 As Islam R 

E) 

Figure 2.2 shows that culture does appear within the organisation of the GCC 
because of the high number of nationalities of the workforce (both locals & 
foreigners). Corporate culture represents the behaviour and attitude of top 

management, and in some cases shareholders of the company. Also, culture, 
such as Islamic and Arab culture is prevailing in the marketplace coupled with a 
mixture of cultures of those expatriates living in the GCC. Therefore, I believe 
that culture is a common dominator between the internal and external 
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environment of the organisation. Culture exists within the organisation (as intra- 

organisational feature) and outside the organisation (as extra-organisational 
feature), and a high level of interaction between the two is demonstrated. 

This leads me to ask the question, are workers committed to the organisation 
and to the market? Are they qualified enough and prepared to understand the 

culture prevailing in the area. Robock & Simmonds (1983: 411) argue ". ... But 
there are societies where a worker will be on the job until he eams a certain 
amount of money and then be absent until these earnings are exhausted.... " 

Robock and Simmonds (1983) further believe that variations among cultures 
can be a vital determinant of management performance and productive 
efficiency. 

We find a population entering a. new era of educational advancement, 

economic openness, liberalisation and globalisation as extensively discussed 

by various international bodies such as the ESCWA (Economic and Social 

Commission for West Asia), which formulated in their conference in Bahrain - 
November 1995 the following recommendations: 

* The transformation of most of the centrally planned economies into 

market economies. (I must add in this instance that more and more 
analysts say that economic freedom is the main driver for economic 
development (Scott 1997 

' 
). Bahrain for example, has been cited as one 

of the countries that are now at the top of economic freedom). 

9 The establishment and strengthening of large regional economic blocks. 

* The conclusion of trade agreements leading to globalisation and 
liberalisation of trade. 

9 The increasingly rapid advances in the application of high technologies. 
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Regional events, particularly the situation emerging as a result of the 

peace process, pose additional challenges. 

From what I observed in my professional life, the following should be added to 
the above list: 

The spread of education has reached a larger proportion of the 

population in comparison with the situation after the Second World War. 

Most graduates have studied. at universities in the Western World, hence 

adding to their own culture those acquired in the developed countries. 
"Cultural dualism" has therefore evolved putting in place a new apparent 

cultural characteristic. 

This has led to a spread of knowledge, providing the scientific, 

professional and cultural ability, as well as flexibility needed for 

adaptability and subsequently improvement of well-being. 

If we go deeper into this aspect, we will see that even in Saudi Arabia people 

are now talking about liberalising the insurance industry. Insurance is 

categorically forbidden in this country. As discussed in chapter one and in 

earlier sections of this chapter, the practice of conventional insurance is not 

permitted under Islamic law (Shariah), Saudi Arabia's legal system, because of 
the elements of uncertainty, gambling and interest on which it is based. 

Insurance is carried out under agency forms with companies registered outside 
the kingdom, or under Islamic insurance where the only company licensed is 

the NCCI - National Company for Cooperative Insurance -a governmental 
body carrying out insurance operation under Islamic rules. 

People need to be prepared following the liberalisation of the insurance 

industry and to accept societal changes. Are the managers allowed to act freely 

within the organisation? Will the workforce be able to understand the evolution 
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of culture in the market from their cultural point of view? Are they qualified 

enough to practice the insurance within the market? Are they committed to the 

market as well as to the organisation? During one of my visits to the GCC one 
insurance manager said to me during an unofficial conversation "why should I 

be committed to this market, I am doing what I am asked to do and I am being 

paid for that". From this instance my interest in the subject arose. 

I then decided to take these issues further and assess them academically to 

better understand the situation and help make a contribution to insurance 

business growth and to organisational and market development. From the 

various questions asked and the analysis of the nature of the insurance 

companies as open systems, I tried to make some linkages between what I see 
in business and what is theoretically researched. The two main dimensions 

raised are therefore Culture & Organisation. Under CULTURE there are sub- 
dimensions (factors) that need to be assessed. Added to (1) Cultural 

* 
issues 

there is (2) Environmental, as insurance is about a service that deals with the 

environment at a larger scale. I also see people who are leading the insurance 

companies without any particular relevant experience but merely imposed by 

the board of directors because he is a relative to the chairman or any other 

member of the board. The issue of (3) Leadership then comes to light under 
Culture as a sub-dimension. 

From that end we also see under ORGANISATION some (4) Organisational 

matters, which include such issues as (5) Strategic and (6) Structural. 

Insurance companies in the GCC mostly are created by entrepreneurs rather 
than by insurance institutionalists. Chairmen, who are not versed in insurance 

technical matters and lack necessary experience, tend to demand unrealistic 

returns and impose irrationally their views on the operation with rigidly 

centralised structure. Thus, there is a need to assess organisational issues, 

strategy and structure of the insurance organisation in the GCC. 

I shall review the relevant literature in details in the forthcoming chapter. 
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11 -4 CONCLUSION 

The aim of this research is to look at the insurance industry in the GCC from a 

completely different angle. It does not discuss insurance technical matters but 

explores organisational and cultural features in order to establish a new 
philosophical approach to the subject. The organisation cannot supplant the 

government role. What it can do regardless of any values and beliefs is, in as 

much as it can, contribute to help solve society's riddles. Looking at it from a 

managerial perspective, the organisation needs to commit itself to the market 

place resulting in people, working within that organisation, being committed to 

the organisation, and hence to the marketplace. Their attitude, values, beliefs 

and practices may play a major role, in conjunction with the support that needs 
to be provided by the community (government and local authorities), in the 

model that needs to be established. The market in the GCC is huge and the 

potential is very promising. People may now be ready to accept any societal 

changes without hurting their inherent Islamic beliefs. 

A variety of research and studies have been carried out over the last few 
decades on this subject from different angles. I shall try to elaborate further on 
the various topics using a wide range of references established by researchers 
in the relevant areas. A linkage will be made to make some approaches 
between what has been examined in the various disciplines and with what is 
happening in the insurance organisation and the market in the GCC. 

I argue that the dimensions and factors influencing business growth, 

organisation and market development are (A) Culture: cultural, environmental, 
leadership, and (B) Organisation: organisational, strategic and structural. These 
dimensions and factors have been discussed over the last several decades by 

various researchers, which I shall discuss at length in the following chapters. 
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CHAPTER THREE 

LITERATURE REVIEW 

Culture 

III -1 INTRODUCTION 

We have identified in the previous chapter two main dimensions and six factors 

influencing insurance business growth, organisation and market development. 

The two value dimensions are Culture and Organisation. 

The use of the main dimensions and relevant factors is the result of constant 

outgrowth of years of observing and work experience in the field of insurance in 

the Arab World, coupled with constant academic reading in the fields of 
international management and organisation. This combination of work 

experience, observation and literature back up has yielded the disciplines 

surrounding the central idea of this research. 

The literature review will be sub-divided into two chapters. Culture and its 

functional factors are discussed in Chapter Three. Organisation and its factors 

are discussed in Chapter Four. 

As discussed in earlier chapter, culture encompasses three sub-dimensions 
(factors). The factors are cultural, environmental and leadership. It is apparent 
that cultural diversity exists within both the organisation and the market place. 
The database literature on intercultural aspects of organisational behaviour is, 

to a certain extent, limited. But a reasonable amount of studies on inter-group 

relations are available and beneficial to serve the purpose of this research. 
Thus, the environment within which the organisation is operating becomes 

crucial. Under what circumstances the organisation may have the capabilities 
to adapt to technological change and innovation, taking into consideration the 

new sets of rules and regulations that the local governments need to 
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undertake. The role of leaders, hence, is vital to embrace participative actions 
to respond to the challenges imposed by environmental and cultural drivers and 
constraints. Prior to discussing the literature background of these factors we 
shall first look, in the next section, at the literature covering respective 
disciplines in the Gulf Cooperation Countries. 

2 THE GULF COOPERATION COUNCIL (GCC) 

I have been looking around to find research works and studies in international 
libraries, about the GCC, which may be of interest to my research. But 

apparently there is a paucity of organisational research that focuses on the 
GCC. Hofstede (1980,1991) refers in his book Culture Consequences (1980) 
to one country in the GCC (Kuwait), and in his book Cultures and Organisations 
(1991) he refers to a few countries of the GCC (Kuwait, Saudi Arabia and 
United Arab Emirates). But in his latter book he included the three cited 
countries under one cluster (as Arab-speaking countries) together with other 
Arab Countries (Egypt, Iraq, Kuwait, Lebanon, Libya, Saudi Arabia, and United 
Arab Emirates). I believe that taking the Arab Countries within one cluster is 

misleading. He could have differentiated the countries since the culture differs 
from one group of Arab countries to another. Why did he not then, put Belgium, 
France and Switzerland under one cluster since they all speak French? The 
difference between the countries also applies in the Arab World. The culture of 
a Libyan is different to a Lebanese. The culture of a Saudi is different to an 
Egyptian. But as described in an earlier chapter, we may consider the culture of 
the six countries of the GCC as similar because of the close ties that link these 

countries. Al Tawajri & Al Muhaiza (1996) carried out a study on Hofstede's 
Cultural Dimensions in the countries of GCC. Their results indicate that some of 
the dimensions ratios have changed compared to Hofstede's study due to the 
change in the life style of the GCC populations and the increasing exposure to 
the West. 
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Yasin, Simmer & Green (1989) carried out a cross-cultural investigation of 

executive attitudes on decision-making and risk taking. In their study they 
included 29 Arab Executives based in Kuwait. But they mentioned that although 
these Arab executives work in Kuwait, the majority were not Kuwaitis since only 
20% of the Kuwaiti work force is composed of nationals. This is a good 
observation, as we shall see that the same percentage I found in my research 
being 20% locals vs. 80% foreigners. One of their most impo rtant findings is 

that Arab and American managers operate in two different business 

environments, Arab managers must deal with environmental conditions very 

similar to those faced by American executives. 

Others like Atiyyah (1993), Hans & Moran (1991), Muna (1980), Wright (1981) 

and Al Nimr & Palmer (1982) discuss cross-cultural and organisational 
approaches in the Middle East. But they generalise their investigation to the 
Arab countries as a whole rather than to the six countries of the GCC. While 

their research may be considered of major importance to the organisational 
research in the Arab World, they do not directly respond to the needs of my 

present study. 
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III -3 LITERATURE SURVEY 

111-3.1 CULTURAL 

Culture and cross-cultural management have been receiving attention by 

researchers and scholars over the last 30 years, yet emphasis on developing 

countries has been critically meagre. Although different theorists having 

different views about culture, it has become common to all, that culture and 

general way of life play a major role in the transformation of society. Culture 

became a hot topic in management in the 1980's and 1990's (Morgan 1997). 

Undoubtedly, the most profound researches about culture are those carried out 
by Geert Hofstede. Hofstede (1980) created culture clusters based on 
dimensions derived from a factor analysis of a survey producing a total of 
116,000 questionnaires, involving multinational'employees of IBM in around 40 

countries. Numerous criticisms of Hofstede's work have been made. He 

describes culture as the collective programming of the mind, distinguishing the 

members of one group of people from another - "Software of the mind". His 

research remains one of the most important and quite comprehensive (also 

Agarwal 1994, Erramilli 1996, Kedia, Keller and Julian 1992, Shane 1995). 

The basic four dimensions of Hofstede (1980) comprise the following: 

(1) Power Distance, it measures the extent to which a society accepts the 

unequal distribution of power in organisations. 
(2) Uncertainty Avoidance, it is the extent to which people in a society feel 

threatened by ambiguous situations. 
(3) Individualism, it is the tendency of people to look after themselves and 

their immediate family only, which implies a loosely integrated society. 
(4) Masculinity / Femininity; masculinity is the extent to which the dominant 

values in a society are success, money and things; femininity is the 
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extent to which the dominant values in a society are caring for others, 
the quality of life or people. 

To the four foregoing dimensions, it has been added a fifth dimension 
(Hofstede, 1994: 164/165), which is: 

(5) Confucian Dynamism and has been labelled as (flong-term vs. Short- 

term orientation)). 

Trompenaars, and Charles Hampden-Turner (1998) identified in their 

remarkable research work seven fundamental dimensions of culture being: 

(1) Universalism vs. Particularism 
(2) Individualism vs. Communitarianism, 
(3) Neutral vs. Emotional, 
(4) Specific vs. Diffuse, 
(5) Achievement vs. Ascription, 
(6) Attitude to time, 
(7) Attitude to environment. 

Trompenaars (1995) argues that, basic to understanding other cultures, is the 

awareness that culture is a "series of rules and methods" that a society has 

evolved to deal with the recurring problems it faces. Culture is, therefore, the 

way in which people solve their problems (Trompenaars & Hampden-Turner 

1998). The integrated nature of a culture is a persuasive concept (Hofstede 

1980, Ferraro 1990, and Baligh 1994). 

Ferraro (1990) describes culture as being the economic system, the family, 

education, social control, the supernatural and the communication. Chanlat and 
Bedard (1991) emphasize in their research religion and social relations. For 

Baligh (1994) the functional components of culture comprise family, language 

and communication, religion, go'vernment and politics, education, 
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transformations and technology, society and economic structures and activities 
(business), within the latter organisations are included. Baligh (1994) stresses 
the need to pursue cultural understanding beyond behaviour; he argues that 

culture is in the ultimate a way of doing things or a way of finding ways of doing 
things. 

Morgan (1986 & 1997) refers to culture as a metaphor, which can be used to 

show how the organisation is being held together through core values and 

shared meanings. He refers culture to being the pattern of development 

reflected in a society's system of knowledge, ideology, values, laws and day-to- 
day ritual. Morgan (1986: 135) describes it in the following form: 

The culture metaphor points towards another means of creating organized 
activity., by influencing the language, norms, folklore, ceremonies, and other 
social practices that communicate the key ideologies, values, and beliefs 

guiding action. Hence the curTent enthusiasm for the idea of managing 

corporate culture as the "normative glue" that holds the organisation together 

Gregory (1983) argues that the notion of culture is often associated with exotic, 
distant people and places with myths, rites, foreign languages and practices. 
Smircich (1983) in her research supports the concept of culture metaphor to 

replace the open systems metaphor as an analytical framework in organisation 
studies, and that culture is being incorporated as an internal variable as well as 
an environmental variable. 

The word culture, according to the "Dictionnaire Etymologique (1985)", is 
derived from the Latin word 'cultura' or 'colere' (i. e. in French "Cultiver" - 
"cultivate" - or "soigner" - treat or look after). In other words, culture is the 
process of cultivating, tilling or developing "land". Being used in its wider 
meaning in social science, through investigation of factors, dimensions and 
components, it is a phenomenon that is reflected to develop and improve a 
society's system of knowledge and ideology (Morgan 1997). The development 
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of culture as a whole way of life has been widely recognized during the last 

decades when the anthropologists Kroeber and Kluckhohn (1952: 357&180) 

examined the term culture. They provide over 150 individual definitions to 

reflect several meanings of which one of the most comprehensive and 
generally used in International Business, Management, Organisation and 
Economic Studies is (Kroeber and Kluckhohn 1952: 357): 

((Culture consists of patterns, explicit and implicit of and for behaviour acquired 

and transmitted by symbols, constituting the distinctive achievement of human 

groups, including their embodiments in artefacts, ' the essential core of culture 

consists of traditional (i. e. historically derived and selected) ideas and 

especially their attached values; cul ture systems may, on the one hand, be 

considered as products of action, on the other, as conditioning elements of 
future action. )) 

and (Kroeber and Kluckho hn 1952: 180): <(Culture is a regulative process 
initiated by man for the development and organisation of his determinate, 

substantive potentialities)). 

Triandis (1972) refers to Culture as a socially shared knowledge structure 
giving meaning to incoming stimuli. 

This leads us to believe that some researchers refer to culture as collective 

mental programming and others as historically created guides for living. This 

may establish the view that culture is deriving from a shared set of assumptions 
that are indirectly reflected in the values and behaviour of individuals and 

groups. These assumptions are cultural, they are learned or acquired (they are 

not innate), and they are arranged and passed down through generations 
(Goffee 1997). The sharing of assumptions among individuals creates cultural 

groups. 
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In the Arab World companies at all levels are managed by a multitude of 

nationalities, hence the need to associate organisation and culture. Managing 

diversity as defined by Kreitner and Kinicki (1995: 59) ((is creating 
organisational changes that enable all people to perform up to their maximum 

potentiab). It is actually a critical component of organisational success. From 

the American experience, Cox (1994) demonstrated the need and importance 

of cultural diversity. Cox (1994) highlighted the fact that the work force in many 

nations of the world is becoming increasingly more diverse along such 
dimensions as gender racio-ethnic and nationality. In the Arab World, we can 
identify several different cultures embracing Nationalities (European, Far 

Eastern, American, Arab etc. ), Race (white, black or yellow), Ethnic differences 

and Religion. Managing diversity is a moral imperative becoming increasingly 

important in today's society. It is the core of leadership, a topic that will be 

tackled at a later stage. 

Diversity exists both within and among cultures (Adler 1997). Cultural 

differences create uncertainty about human behaviour (Cox 1994). Socio- 

cultural identities affect behaviour (Cox 1994). When the cultural systems 
driving behaviour are unknown the behaviour of others becomes less 

predictable. Culture does not mean nationality, since within one nationality we 

may find several different cultures. Cox has offered in his research evidence 
that cultural difference cannot always be interpreted in terms of nationality. 

Laurent (1983) in his research of a group of 60 upper-middle-level managers 
from various companies attending an executive development program at 
INSEAD argues that the national origin of managers significantly affects their 

view of proper management and national culture still offers a strong 
determinant of managerial ideology. 

From the three authors (Adler, Cox and Laurent), we may deduce that diversity 

of culture exists even in one country, each culture influencing the organisational 
ideologies. If we take the example of India, we may find different behaviours 
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and perceptions between the Indian from the north, and Indians from the south 
(they do not even speak the same language). As such national cultures with 
their diversity are omnipresent in the GCC, as, among others, the number of 
working Indians remains considerable. 

I have been visiting over the past several years several countries into the Arab 
World. I have been meeting with people of all nationalities and cultures, and 
witnessing new cultural attributes. From all that I observe most graduates who 
have studied at universities in the Western World have added to their own 
culture those assumptions acquired in the developed countries. "Cultural 
Dualism", as I call it, has therefore evolved putting in place a new apparent 
cultural characteristic. Cultural Dualism is the presence of two opposing 
cultures embracing one person but one dominant culture is not supporting the 

other. 

In multicultural organisations, teams of mixed nationalities are problematic and 
dynamics of team member interactions are subject to numerous discussions. 
As Rhinesmith (11993: 106) put it "whether the integrating and coordinating units 

are global meetings, cross-unit councils, cross-functional project teams, or 
matrix, business unitl country management policy is essential". 

For intercultural effectiveness, Hammer (1987) identifies three dimensions: 

(a) The ability to manage psychological stress, 
(b) The ability to effectively communicate, and 
(c) The ability to establish interpersonal relationships. 

Shaw (1990) believes that in an intercultural management situation, the ability 
of a foreign manager to gain social power and influence seems critical to his 
long-term success. 
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Mendenhall and Oddou (1985) investigated the overseas adjustment of 

expatriate managers and revealed four dimensions: 

(1) The self-oriented, 
(2) The others-oriented, 
(3) The perceptual, and 
(4) The cultural-toughness dimension, which contributed to acculturation 

and adjustment problems. 

In Raitu's (1983) qualitative study, stereotyping is used among international 

executives very well, self-consciously and tentatively, as they seem to realize 
that stereotypes are probably an over generalization but have a temporary 

utility. 

Stereotyping is a feature defined by researchers as a form of categorisation 

that organizes and guides behaviour toward ethnic and national groups. it does 

not in fact describe individual behaviour; it rather describes the behavioural 

norm for members of a particular group (Stening 1979, Adler 1997, Goffee, 

1997, Cox 1994). Cultural characteristics refer to shared rather than individual 

aftributes (Goffee 1997). 

We observe in the Arab World, under a stereotyping feature, that there are 

some traits in the paradigm of organisation and management as here below 

defined by Weir (1997): 

Ownership Familial 

Organisation Autocraticl Consultative 

Key Discipline -> Ethics/ Interpersonall Skills 

Culture -> Universalistic/ Networkedl Relationship 
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The family type businesses have grown from modest origins in a single 

generation into complex and diversified family firms. Capital markets are 

coming to play a key role in the region, and as such traditional family firms face 

a host of challenges. They believe that in going public families lose the freedom 

to do what they like. (flt is a cultural thing)) as, argued by Mr. Khalil KANOO - 
Group Managing Director of the Bahrain-based Kanoo Group (Kanoo 1998). 

In organisations, culture may be seen, as a combination of beliefs, ideologies, 

language, ritual and myth, and the use of culture may be to convey to its 

participants the expression of sentiments and attitudes (Pfeffer 1981). Proper 

implementation, then, leads to internalisation of desired values and norms (Ray 

1986). Ray further argues that there is persuasive evidence that manipulation 

of culture functions as a form of control (Ray 1986). 

Researchers have been examining over the last few decades the implication of 

culture for managerial and organisational practices. The intentions of those 

studies were to bring about the development within the organisation as well as 

outside the organisation. They have been rotating in their researches on two 

strands within one field; a "Holistic" view derived from anthropology. On the one 
hand, we observe the ideologists basing their views on Ideological dimensions, 

and on the other the Institutional basing their beliefs on institutional sectors. 
Among the latter set of researchers we cite interestingly James Lee who 

exposed in 1962 the natural ((Self-Reference Criterion - SRC>) (the 

unconscious reference to one's own culture) as the root cause of most 
International Business problems overseas. Lee (1962) considers Business 

Adaptation as a key element for the achievement of International goals with a 

minimum of problems. Among the areas of Business Adaptation he set out 
three major classes as follows: 

(1) Product 

(2) Individual and 
(3) Institutional 
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Lee (1962) argues that the institutional behaviour can be seen as a group of 

complex sub-processes including reviews with partnership capital, government 

and other business and local associations. 

Aside to what has been discussed, Ball & McCulloch (1993) added a further 

aspect of culture which refers to man made objects and is concerned with how 

people make things (technology) and who makes what and why (economics). it 

is called Material Culture. This helps better understand the society, and the 

people within the society. It also helps better understand the organisation, and 

the people within the organisation. It further helps grasp the behaviour in 

accepting, applying and directing the tools towards the attainment of both the 

society's and the organisation's objectives, including both their evolution and 
development. 

The foregoing review shows, from the way I see it, that: (A) culture involves 

basically three components: First, what people think, second what people do, 

and third, the material products people produce, and (B) culture has six 

properties: First, it is shared (a social phenomenon), second, it is learned (not 
biologically inherited), third, it is symbolic, fourth, it is transmitted through 

generations, fifth, it is adaptive and six, it is integrated. I therefore believe that 

people do have the ability to create and change culture in a way to adapt to the 

environment they encounter. 

Figure 3-1 attempts a summary of culture as deduced from the literature survey 
coupled with my own interpretation. Culture, is therefore, a holistic view derived 
from Anthropology. It is rotating on two different themes being Ideological and 
Institutional. When the two themes are combined, one taking from the other, 
they generate two different kinds of culture, national and organisational culture. 
They are different in nature but influencing one another. 
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FIGURE 3.1 - Culture rotating on two strands within one field of study 
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111-3.2 ENVIRONMENTAL 

This value dimension covers five factors such as Government Intervention, 

Government Relationship, Technology, Innovation and Forecasting. The 

complex relationship of business to society has become quite apparent. Every 

action that business takes is related in one sense or another to the external 

world around it. In turn every action that is taken in the external world is literally 

related to business, hence the unequivocal importance of the environment in 

business activities and in particular in organisational life. Dealing with the 

environment is therefore a process that is forming an integral part of the 

organisational activities. The argument from environment starts from the 

observation that the maintenance of organisations depends upon some degree 

of exchange with outside parties (Child 1972). Sadler and Barry (1970) argue 

that an organisation cannot evolve if it does not comply with the constraints 

imposed by the nature of its relationship with the environment. Three different 

environmental conditions, as pointed out by Child (1972) have been singled out 

as: 

(1) Environmental Variability indicating the frequency of changes, 
(2) Environmental Complexity referring to the diversity of changes, and 
(3) Environmental Liberality warning of the degree of threat that faces the 

organisation from external hostility. 

Dealing with the environment from the organisational and International 

Business perspectives includes among others such dimensions as political, 

government relations, technology, innovation, legal, socio-economic, and socio- 

cultural. Analysis of the environment has been undertaken over the last several 

years by Johnson & Scholes (1999: 104-105). They believe that environmental 
drivers of change are forces likely to affect the structure of an industry or a 

market. They designed a model (PEST) to help analyse the macro- 

environmental key factors at work. The PEST analysis involves identifying the 
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political, economic, social and technological influences on an organisation. The 

role of linking an organisation to its external environment has been defined in 

the organisational literature as ((Boundary Spanning>> (Adams 1976). The 

insurance organisation in the GCC needs to be present in its outside world, in 

not doing so it deprives itself from a constant social feedback a critical element 
in the decision making process. External stimuli play an important part as one 

can see more clearly when environmental stimulation is actively sought. 
Dealing with the environment means carrying on a continuing transaction, 

which gradually helps ameliorate the organisation's relationship in the 

environment, since the individual, the organisation and suppliers and 

customers as part of the environment, as considered by Barnard (1938-1968). 

In reporting the results of a pilot study on the problem of obtaining collaboration 

and coordination between research, sales and production specialists involved 

in product innovation, Lorsch & Lawrence (1965) raised a crucial question as to 

what can be done to get salesmen more involved in selling new products and 

seeking new applications. This has become of increasing concern to insurance 

organisations in the GCC. The point is that the salesmen are playing a critical 

role in not only selling a product, but also in providing from the organisation 

external world reactions to new ideas and information for future application. 
Easton (1988) divides the environment in two parts, the intra-societal and extra- 

societal. Intra-societal systems include behaviour, attitudes and ideas be it 

cultural, social or personalities. The extra-societal includes all those systems 
that lie outside the given society itself, such as international political systems, 
the economy, the international cultural systems and technology. 

Technology is a feature that imposes change on people, whether they are 
prepared for it or not, to the extent that people may lose their ability to cope 
with it. The fast progressing and rapid changing technology brings about 
apparent change in the environment forcing the organisation to adapt. This 
leads us to believe that the most fundamental effect of technology is in fact 
better productivity in terms of both quantity and quality. With the modern 
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technology, jobs tend to become more intellectual and otherwise up-graded, 
hence the need for highly qualified workforce who are better prepared to 

provide a creative thinking. Majaro (1995) argues that creativity is the thinking 

process, which helps generate ideas and that innovation is the application of 
such ideas towards doing things better. The accelerating pace of technological 
innovation and the ever-increasing development in data processing and 
information technology is considerable. Given. the rapid development within 
office systems, together with the rapid evolution in communication, one is 
inclined to believe that the paperless office may soon be a reality. Indeed in 

many companies in the Arab World, the use of modern technology is, despite 
its wide spread, still at the very beginning. 

A firm's market entry in many countries reflects its ability to innovate. This 
includes developing both new products and processes, as well as creating an 
organisation through which it can appropriate the benefits of its innovations 

more advantageously than by licensing out (Ghoshal and Bartlett 1998). 

Lawler 111 (1996: 10-11) explains why the business competition is so different 

and why it takes ever-higher performance levels to be successful by adding a 
layer to prevailing changes in the business environment: 

(1) A Boundaryless economy 
(2) Worldwide labour markets 
(3) Instantly linked information and communications and 
(4) Agile new companies. 

I find it difficult to believe that the Arab Organisation cannot adhere to this 
evolution. Establishing such innovative ability is not a mystery considering the 
large availability of the new factors of production. The need for the Arab 
organisation is essential to establish such ability for both its development (not 
to say its survival) and the development of its market in such a turbulent and 
agitating environment. 
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The management of innovation is a subject that has been extensively 

researched by Burns & Stalker (1961). They argue that the conceptions of 

mechanistic (in a stable environment) and organic (in unstable conditions) 

system of management proved useful to transform the work from an idea to 

final manufacturing. It is no less important in the insurance industry in general 

and in the Arab World in particular. 

According to Drucker (1998) innovation is the specific function of the 

entrepreneur and is the mean to create wealth or to endow existing resources 

with enhanced potential for wealth creation. Drucker (1998) identifies both the 

sources and principles of innovation. He describes the source as' being a 

search of opportunities found in a few situations such as: 

(a) Unexpected occurrences 
(b) Incongruities 

(c) Process needs 
(d) Industry and market changes 
(e) Demographic changes 
(ý Changes in perception and 
(g) New knowledge. 

Drucker (1998) argues that systematic innovation begins with the analysis of 
the sources of new opportunities, and that it is both conceptual and perceptual, 
it has to be simple small and focused to be effective. 

Creative thoughts are often the fruits of extensive efforts, and several 
techniques exist to nurture such thoughts (Koontz, O'Donnell & Weihrich 1986). 
Some techniques focus on group interactions and others on individual actions. 
What is important in the Arab Organisation is the diversity of ideas emanating 
from a multitude of cultural groups and from their broader and richer base of 
experience. Amabile (1998) argues that creativity gets killed much more often 
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than it gets supported. She demonstrated that all forms of motivation do not 
have the tame impact on creativity. She described the organisational support 
for creativity by elaborating on the encouragement of the management which 

certainly fosters creativity, but creativity is truly enhanced when the entire 

organisation supports it. To eschew risk-trading behaviour, Nicholson (1998) 

argued that people should be creative, explore new ideas, and experiment with 
different approaches to the business environment. 

Social changes may be implemented by legislation (Koontz, O'Donnell & 
Weihrich 1986), hence the crucial role of government. Governments exert 
tremendous influence over the business world whether through legislation and 
regulation or their purchasing of goods and services (Law 1995). The 
implementation of laws and rules change how businesses operate on a day-to- 
day basis (Glueck 1980). During the ESCWA (Economic and Social 
Commission for West Asia) meetings in Bahrain 1995, a new role was defined 
for governments. On the macro level, Governments were to place, inter-alia, 

stronger emphasis on building a new shape for the capital market, and on the 

state's capacity to implement industrial policies. Their role is also to foster a 
strong political commitment to development and a political will to override 
vested interest groups. But what strikes me is the lack of insistence on: 

(1) The relationship between insurance organisations and government and 
(2) The role that governments will have to play in providing a supportive 

contribution to the development of both the organisation and the market. 

In his framework for global strategy, Yip (1995) considered the government 
driver as one of the major keys to successful total global strategy. The 

relationship between companies and government is often ignored (Law 1995). 
In doing so, companies miss an opportunity to shape policies which may have 

a direct effect on how they do business. Law (1995) argues that many 
organisations appear content to ignore the threat from regulatory frameworks. 
Failure to manage this environment is to neglect a critical factor in the success 

57 



of any major organisation. Policy changes can lead to opportunities for some 

organisations and threats to others (Glueck 1980). 

Law (1995: 796) raises three reasons why organisations often fail to manage 

political and regulatory issues. These are: 

(1) Some see political and regulatory decisions as peripheral to t eir 
business. 

(2) The political world is often seen as remote and closed to outsiders, 

where decisions are difficult to foresee and harder to influence. 
(3) Others hold the view that trying to influence the formulation of public 

policy is the ((devil's work)>. 

This should not ignore the fact that organisations have a legitimate role. They 

are to inform those who make decisions of the technical facts, timing and focus 

as well as the day-to-day consequences for the Operation. Dealing with 

governments and other regulatory bodies at a local, regional and transnational 
level has become a major focus of public relations (Graham 1995). 

Glueck (1980) argues that organisations must search the environment, try to 
influence government policies, seize the opportunities and mitigate the threats. 
The key to participating in the contemporary political process is finding a 
common vocabulary and a way to construct a relationship with people who 
share common goals (Graham 1995) and interests. Arnold and Quelch (1998) 

argue that national and local regulatory bodies are far more influential in 

emerging markets than in developed country market systems. Stoner, Freeman 

and Gilbert Jr. (1995) contend that most managers and other people believe 
that both the government and the business community do have some 
responsibility to act in the best interest of society. 

Kanter (1999) discusses a new paradigm for innovation, which combines 
private enterprise and public interest under a partnership that produces 
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profitable and sustainable change for both sides. Thus the importance of 
involving both the private sector, which may provide the necessary feed back 

and technical know-how, and the public interest that may provide the support 
needed, financial or regulation. 

There is a lot of research about organisations and their environment. Dawson 

(1994) argues that organisations operating in increasingly unpredictable market 

environments need to manage change hence the need for a model, to cope 

with the complicated interactions of culture, information technology and the 

environment. 

Economic and political fluctuations influencing the business cycles are 
apparent. Some of them are regular others are not. Some of them are severe 

and others are mild. Economists over the years generated philosophical 

approaches to predict and measure the probabilities of what could happen. 
This is known as macroeconomic forecasting (Bailey & Friedman 1995) which 
attempts to predict the ups and downs of the environmental forces. Business 

managers, financial investors and government policy-makers base their 
decisions for future scheduling of inputs and outputs on forecasts. Forecasts 

are made of every economic (Bailey & Friedman 1995) political and social 
variable. This forms part of the practices that the insurance practitioners need 
to tackle. 

According to Bailey and Friedman (1995), there are three methodological 

approaches to predicting changes. The first methodology is a survey of 
business managers and consumers. The second is a review of the pattern of 
past experience, index in leading indicators, and the third is statistical methods 
to estimate and predict future performance. Forecasting the future is difficult; 
few people would have forecasted the impact of oil-producing nations (in which 
the GCC countries play an active role) cartel on overall price levels in the 
1970's, few economists foresaw the Far Eastern crisis in the mid 1990's (the 
business relationship between the GCC countries and the far eastern is 
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important) and as such the use of these indicators and methods, by the 

insurance practitioners, is to be considered cautiously. 

111-3.3 LE4DERSHIP 

Leadership is defined by Kreitner & Kinicki (1995: 428) <(as a social influence 

process in which the leader seeks the voluntary participation of subordinates in 

an effort to reach organisational objectives)). 

Fiedler (1967) and his associates, at the University of Illinois, proposed a 

contingency theory of leadership, with three situational dimensions: 

(1) Position Power 

(2) Task Structure, and 

(3) Leader-Member Relations. 

Burns (1978: 251) asserts aultimately the effectiveness of leaders as leaders 

will be tested by the achievement of purpose in the form of real and intended 

social change)). 

Leadership is therefore a multivariate discipline that needs to be looked upon 
from a variety of angles. It can mean many things to many people (Wood 

1997). But it can make a significant difference (Useem 1997). Laurie (1995) 

demonstrated an alteration of leadership style from a commanding and 

controlling style to creating the conditions under which the ambitions of those 

led may be realized. Abell (1997) stresses three main forces affecting the 

process of leadership (1) the development of newer flatter matrix forms of 

organisation (2) the growing number of alliances and (3) people changing 

values, hence the pressure on leaders to create more meaningful employment 

and confront broader societal and social issues such as the environment and 

quality of life. Bartlett & Ghoshal (1995) propose the shift, as part of top 

management's role, from the strategy - structure - systems doctrine to a 
leadership philosophy built on purpose, process and people. 
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Philips (1995) from his experience at British Petroleum contends that leaders 

must balance a number of tensions such as performance, growth, cost and new 
opportunities. Leaders should develop through a fast-track scheme embracing 

early preparation by identifying high-fliers at an early stage of their career and 
focusing on their development through assignments towards senior positions. 
Cyril Levicki (1998: 231) defines the key rules for a great leadership career by 
describing how they work and how they are applied genetically through a 
sequence of chromosomes, the most important of which is the youthful energy. 
This supports Philips (1995) and British Petroleum approach to leadership in 
detecting as early as possible people full of energy who are perfectly capable of 
rising to the top. 

Levicki (1998) draws a typology of leaders and includes ((Charisma)) as one of 
the most important characteristics of a leader in believing that the charismatic 
leader can persuade people to get things done that they may not themselves 
believe in without the inspiration of the leader. Whereas Kotter (1990) contends 
that leadership has nothing to do with having ((Charisma)) or other exotic 
personality traits. Sims, Fineman & Gabriel (1993: 232) define charismatic 

authority as <( being based on the extraordinary qualities of the leader which 
command unconditional respect and loyalty)). Kotter (1990) argues that 
leadership and management are two distinctive and complementary systems of 
action; leadership complements management, it does not replace it. Zaleznik 
(1992) supported this view, arguing that leadership requires using power to 
influence the thoughts and actions of other people, whereas managers look at 
problems and assess how to solve them. According to Zaleznik (1992) leaders 

shape ideas, and managers respond to them. In other words, Kofter (1990) 

argues that management is about coping with complexity, whereas leadership 
is about coping with change. 

Goleman (1998) stresses the most effective leaders are alike in one crucial way 
((they all have a high degree of what has come to be known as emotional 
intellijence>>. Levicki (1998) links emotional intelligence with maturity as 
emotional intelligence comes from a capacity to empathize with others, hence 
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what he believes is that ((people with emotional intelligence take their decisions 

about themselves and others based on balanced views about what they really 
think and fee/, not on temporary, passing moods>> (Levicki 1998: 72). 

Goleman (1998) raises five components of emotional intelligence as follows: 

(1) Self-awareness 
(2) Self-regulation 

(3) Motivation (a passion to work for reasons that go beyond money and 

status) 
(4) Empathy 

(5) Social skill (managing relationships and networks). 

House (1971) proposes four distinct types of leadership whilst believing that 
leadership is not a simple matter of initiating structure, and engaging in 

considerate acts toward subordinates. The four types of leadership, according 
to House are as follows: 

(1) The directive 
(2) The supportive 
(3) The participative and 
(4) The achievement-oriented leader. 

This categorisation affects three kinds of subordinate attitudes and 
expectations. These are crucial for the overall behaviour and subsequently the 

culture within the organisation, in general, and in the Arab World in particular. It 

affects: 

(a) The satisfaction of subordinates, 
(b) The performance and rewards, and 
(c) Acceptance of the leader. 
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Tannenbaum & Schmidt (1973) discuss the leadership pattern and the extent to 

which they can be democratic. They support the forces in leaders i. e. their 

values system, their confidence in their subordinates, their own leadership 
inclinations, and their feelings of insecurity in an uncertain situation. If leaders 

can see them as forces, which, consciously or unconsciously, influence their 
behaviour, they can better understand what makes them prefer to act in a given 
way (Tannenbaum & Schmidt - 1973). 

Ingredients and /or traits (Levicki 1998, Wood 1997, Useem 1997, Senge 1990, 
Koontz, O'Donnell & Weihrich 1986, Hampton, Summer and Webber 1978, 
Gist, Locke & Taylor 1987, Goleman 1998, Zaleznik 1992, Heifetz & Laurie 
1997, Kotter 1990) have been discussed at various levels by researchers and 
scholars over the last several years. Levicki (1998) stresses the multifarious 
skills such as tenacity, stamina, equanimity, capacity to inspire followershiP and 
some form of generalized love for fellow human beings. The question would be 
to what extent leaders in certain society and under cultural constraints manifest 
such ingredients. Koontz, O'Donnell & Weihrich (1986) argue that the skill 
seems to be a compound of at least four major ingredients such as the ability to 
use, the ability to inspire, the ability to develop a climate conducive to 
motivation and the ability to comprehend that human beings have differing 

motivation forces at different times and in different situations. This leads me to 
refer to Barnard's vision in 1938 about leadership, which remain very 
instructive. Barnard (1938-1968: 283) believed that "leadership does not annul 
the laws of nature nor is it a substitute for the elements essential to cooperative 
effort. But it is the indispensable social essence that gives common meaning to 
common purpose, that creates the incentive that makes other incentives 

effective, that influences the subjective aspect of countless decisions with 
consistency in a changing environment, that inspires the personal conviction 
that produces the vital cohesiveness without which cooperation is impossible,,. 
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Managing people coming from a variety of cultures would be one of those 

challenges facing an evolved type of leadership. Developing this new hybrid 

would be a complex task although it would be of utmost importance to the Arab 

World, particularly in the new era of globalisation. Preparing leaders for the 

global frontier, as proposed by Gregarsen, Morrison & Black (1998), is still a 

process that needs to be elaborated as, like explorers of old, today's global 
leaders face uncharted seas. They suggest that most companies operating 

globally clearly lack the quantity and quality of global leaders they need today 

and in the future. 

Since the mid-late eighties, managers and scholars have begun talking about 
disciplining of learning process within the organisation. Peter Senge (1990) 

suggests that the leader's new work be described as Building Learning 

Organisations. This adds a new responsibility to leaders, which is pretty crucial 

since leaders have become the centre around which the organisation is 

pivoting. It would be the leader's task to contribute to the establishment and 

maintenance of the ingredients (Gist, Locke & Taylor 1987), yielding five 

primary leadership functions as here below described: 

(1) Setting directions, 
(2) Designing the group, 
(3) Tuning the context, 
(4) Coaching and assisting, and 
(5) Providing resources. 

Senge (1990) argues that a leader, as a teacher, does not mean an 

authoritarian expert whose job is to teach people the correct view of reality; 
rather it is about helping to gain a more insightful view of reality. In addition to 
that, Senge (1990) gives another leadership role being stewardship in its new 
outlook. While stewardship has been recognized as an element of leadership, 
the new outlook provides the organisation with an additional effort to create a 

change in the way businesses operate from a conviction point of view rather 
than from a vague philanthropic urge (Senge 1990). 
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David Garvin (1993: 80) defines the learning organisation as <(An organisation 

skilled at creating, acquiring and transferTing knowledge and at modifying its 

behaviour to reflect new knowledge and insights)). Garvin (1993) argues that 

learning organisations cultivate (the origin/ meaning of culture as earlier 
described) the art of open, attentive listening. Listening may be considered as a 
trait of leadership, giving the leader the power to be open not only to criticism 
but also to self-discipline to better understand those who are arguably providing 
the information. Good listening leaders may well motivate employees, or 

providers of information, no matter what their rank is, by giving them value for 

their opinion. Kotter (1990) has discussed motivation. His views show that 

good leaders motivate people by articulating organisation visions, supporting 

employees to realize the vision and finally rewarding success, which give 

people a feeling of belonging to the organisation that truly cares. 

Heiffez and Laurie (1997) go deeper into the subject in identifying the steering 

mechanism to support the implementation of organisational process by 

providing an overall vision and thorough diagnosis of strategic approach. 

Christensen (1997) emphasizes the importance of reassessing the 

organisation's direction by using repeatedly the methodology to conceive and 
implement a coherent strategy hence cultivating both managers' competence 

and managers' underslanding of how strategic decisions may be connected to 

the market place. 

Marquardt & Reynolds (1994) have linked in their global learning organisation 

model, individual learning and group learning to nineteen elements relevant to 

organisational environment among which acculturation, language, leadership, 

and workforce diversity play a major role. 

Kleiner & Roth (1997) while discussing institutional learning believe that in 

corporate life, experience is a private tutor and that people in organisations act 
collectively but learn individually. The authors discuss, as a result, the learning 
history. It is a written narrative of a company's set of critical past experience 
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episodes to be used with a view to learning and triggering change within the 

organisation. 

Here comes a crucial element that greatly influences the well functioning of the 

insurance organisation in the GCC, which is delegation. According to AL Faleh 

(1987: 20-21) Arab organisations are centrally controlled with a low level of 

delegation, (b) an authoritarian management style is predominant in the Arab 

Organisation, and (c) decision-making is constantly pushed upwards. From 

another angle, the role of the centre, as described by Goold & Campbell 

(1987: 5) is to determine planning, procedures, hurdle rates, control processes 

and organise structures. Authority in organisations is the discretion conferred 

on people to use their judgement to make decisions and issue instructions. 

Factors that influence the effective span of management and dispose decision- 

making throughout the organisation include (a) the leader's personality and 
knowledge, (b) the level of training of those who report to him, (c) the variety 

and complexity of work, (d) the clarity of goals and plans and (e) the rate of 

change within the environment. From that stand, I see in the GCC, family 

business (being the shareholders) where centrality is predominant is 

inappropriate in view of the lack of knowledge, complex nature of insurance 

and the rapid change of the environment. 

Fiol & Lyles (1985) argue that convergence exists on the importance of 

alignment between the organisation and its environment. This is to develop a 
learning and adaptation process by which organisation may reach a cognitive 
development or a higher-level learning relevant to the organisational 
development. De Geus (1997: 56) supports this view in adding (f And once a 

company has adapted to a new environment, it is no longer the organisation it 

used to be; it has evolved. That is the essence of learning )). 

Mintzberg (1998) spent a full day with Bramwell Tovey, artistic director and 
conductor of the Winnipeg Symphony Orchestra, whilst rehearsing. He saw a 
lot more than what we conventionally believe as leading. Tovey, who thinks 
himself as soccer coach who plays, expresses discomfort with overt leadership 

66 



and supports comfortably the philosophy of covert leadership. This does not 
ignore the influence of a leader in building the organisational culture. It is 
Bramwell Tovey's charisma that influences the culture of the Winnipeg 

Symphony Orchestra. As Mintzberg (1998: 140-147) succinctly puts it: 

<f At the individual level, leaders mentor, coach and motivate; at the group level, 

they build teams and resolve conflicts, at the organisational level: leaders build 

culture.... So maybe it is time for conventional managers to step down from 

their podiums, get rid of their budgeting batons and see the conductor for who 
he or she really is.... Perhaps that is how the manager and the organisation 

can make beautiful music together)) 

According to Shaw (1990) in an intercultural management situation, the ability 

of a foreign manager to gain social power and influence seems critical to his 

long-term success. From this point of view, the term leader is associated with 

western concept that needs to be appropriated to other situations and cultures. 

where behaviours are attributed to sets of individuals and thereafter guided to 

represent the proper role of leadership. In this instance the beliefs of the 

leaders no matter whether they are locals or foreigners, in the Arab World 

should be partly intrinsic and partly influenced to reflect new sets of behaviour 

appropriate to the Arab situations. 

67 



III 
-4 CONCLUSION 

The amount of research done on the topic and the various disciplines 

embroiled in this study is both colossal and remarkable. The literature reflects a 

strong consensus as to how organisational practices trigger change in the 

market place. But the lack of research work making reference to the Arab 

World leaves me to believe that there is room for further study. One of the 

intentions of this project is to fill that gap. 

Among researchers cited in this study that provided a major contribution we 

may find, Kroeber & Kluckhohn (1952) who indicated that culture is a regulative 
process initiated by man for the development of his potentialities. Triandis 
(1972) refers to culture as a socially shared knowledge structure giving 
meaning to incoming stimuli. Culture will have to play a role in developing the 

organisation and the market whilst belieying that culture is the cause for low 

evolution. Lee (1962) set out three major classes for cultural adaptation: 

(1) Product, 
(2) Individual and 
(3) Institutional. 

The last one is seen as a group of complex sub-processes among which 
government and local associations are playing a major role. The Arab 
Organisation is badly in need for cultural change and positive influences from 

government through rules and regulations. 

Johnson & Scholes (1999) believe that environmental drivers of change are 
forces likely to affect the structure of an industry, hence the need of a PEST 
(Political, Economic, Social and Technological forces) analysis. Barnard (1938- 
1968) considered the individual, the organisation, suppliers and customers as 
part of the environment. 
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Support should also come from proper leadership who need to detain power 
through knowledge and commitment to the organisation and to the market, 
rather than through their respective nationalities. Barnard (1938 - 1968) 
believed that leadership is the indispensable social essence that gives common 
meaning to common purpose. Goleman (1998), and Levicki (1998) talk about 
emotional intelligence of leaders who take their decisions about themselves 

and others based on balanced views no 
't 

on passing moods. Mintzberg (1998) 
discusses the influence of leader in building the organisational culture as does 
Bramwell Tovey whose charisma influences the culture of the Winnipeg 
Symphony Orchestra. He added that leaders should step down from their 

podiums and lead the way to rebuild the organisation. The term leader is 
associated with western concept. It needs to be appropriated to other situations 
and cultures where behaviours are attributed to sets of individuals and 
thereafter guided to represent the proper role of leadership. The beliefs of a 
leader no matter whether he is a local or a foreigner in the Arab World should 
be partly intrinsic and partly influenced to reflect new sets of behaviour 

appropriate to the local situations. 
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CHAPTER FOUR 

LITERATURE REVIEW 

Orqanisation 

IV -I INTRODUCTION 

This chapter is part two of the literature review. It covers Organisation, which, 

as identified in chapter two, embraces three sub-dimensions (factors). These 

are organisational, strategic and structural, and covered from a multitude of 

angles. Organisational issues explain employees' commitment to both the 

organisation and the market, and discuss the importance of the organisation as 

an open system and as a device used as an instrument to reach an end. These 

explanations are needed to better understand the relationship that exists 
between the workers and the surrounding environment. It also covers strategic 
issues as undertaken by the insurance practitioners. Insurance is an industry 

where organisations need to have highly qualified personnel. In general, one 

set of thinkers design the product (service), another produces it, a third sells it, 

and a fourth services it. It is not a good that is designed in the Research and 
Development department, manufactured on the shop floor by automated 

workers, and sold in the showroom through catalogues. The thinking process in 

the service sector and in particular in the insurance industry keeps on in the 

chain of command from the R&D department through to the after sale servicing. 
Numerous researchers discussed R&D, technical know-how, training and 

others, but here comes the need where further elaboration becomes necessary 
to highlight the establishment of an entity combining all those technical aspects 

under one integrated process to provide the support for organisational 
development, business growth, and wealth creation. Continuous structural 

review is needed in the process of development. Structure has been the 
favourite subject for several researchers since the early fifties and continues to 

occupy a reasonable place in the vast literature that is available today. 
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IV -2 LITERATURE SURVEY 

IV-2.1 ORGANISATIONAL 

Organisations are instruments created to achieve other ends (Morgan 1997). 

They are social instruments for task accomplishment (Smircich 1983). 

Lawrence and Lorsch (1967) investigate the sources and uses of differentiation 

within organisations, treating the organisation as an organism and open 

system. Emery & Trist (1960,1965) in their studies at the Tavistock Institute 

have conceptualised the organisation as an open system. They regarded the 

organisation not in terms of a closed physical system but in the light of the 

modern biological concept of an open system in which the equilibrium obtained 
by the organism is essentially dynamic having a continual interchange across 
the boundaries with its outside world. 

The organisation is therefore an instrument established to achieve and perform 

a goal-oriented activity. Morgan (1997), while considering the challenge of 

metaphor, believes that organisations are many things at once. They are 

complex and multifaceted, hence the challenges facing management becoming 

rather difficult. He explores a multitude of metaphors looking at organisations 

as machines, organisms, brains, cultures, political systems, psychic prisons, 
flux and transformation, and instruments of domination. The way one thinks, he 

argues, governs the way one acts. Whereas, Chester Barnard (1938,1968) 

insisted that organisations were not machines but co-operative communities, 
believing that people come together in formal organisations to achieve ends 
they cannot accomplish working alone, but as they follow the organisations, 

goals, they should also satisfy their individual needs. Hence the correlation that 

exists between the organisation's goals and the aims and needs of the 
individuals working for it. From here comes the variety of subjects in 
behavioural science such as commitment, discipline, conflict, culture and others 
that researchers have been working upon over the last several decades. 
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Chandler (1962) studied the history of the American organisation (namely Du 

Pont, General Motors, Standard Oil Co - New Jersey, and Sears Roebuck) and 
found that there is a close relationship between the strategy, the environment 
and the structure, and he concluded that in each case organisation structure 
followed and reflected strategy. His excellent study gave sense and much 
importance to the organisation and its role as a whole. This has led Jean 
Jacques Servan-Schreiber (1967), to believe that US based , companies 
apparent success on the international scene was due to a device that goes 
beyond financial strength, which is the extension onto the European soil of an 
art organisation that is considered new and a mystery to Europe. 

Early in the nineteenth century, economists distinguished three factors of 
production, namely, capital, land and labour. In modern economic theory the 
factors of production are also known as productive services or productive 
resources (Watson & Getz 1981). Over the years, the organisation has proved 
that it is a global factor of production, a hidden factor, which dominated the 

managerial revolution in American business as described and well 
demonstrated by Alfred Chandler (1977) in his book <(The Visible hand)). 

Tomer (1987: 1) began his book with the following statement providing an 
insight about the importance of this factor (being the organisation) and its future 

role in the society: 

((Organisation is being increasingly appreciated as an important influence on 
both the productivity of economic enterprises and the worker's ability to satisfy 
their individual needs. Not only do we suspect organisation to be a key factor in 
the successes of Japanese companies like Toyota, Sony and Matsushita, but it 

seems related to the successes of US institutions like 3M, IBM, Hewlett- 
Packard and even the Los Angeles Raiders and the Boston Celtics)). 
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Lawler 111 (1996) argues that the 'new logic' of organizing is beginning. This 

new logic is based on six principles that redefine how business needs to be 

structured and managed from the ground up. This is illustrated as follows: 

(1) Organisation can be the ultimate competitive advantage 
(2) Involvement is the most effective source of control 
(3) All employees must add significant value 
(4) Lateral processes are the key to organisational effectiveness 
(5) Organisations should be designed around products and customers 
(6) Effective leadership is the key to organisational effectiveness. 

It will become a challenge to the Arab managers to build this new paradigm into 
the foundations of an insurance organisation. 

Garvin (1998) believes that modern organisations suffer from loose managerial 

processes. He elaborates on three approaches to organisational process: 

(1) Work processes including activities across time and place 
(2) Behavioural processes understanding how things are being done and 
(3) Change processes describing how individuals, groups and organisations 

adapt, develop and grow. 

As can be seen these are pivoting around several axes on which planning, 
dependability, discipline and commitment play an apparent role. 

Planning involves several managerial functions that need to be passed on to 

people so that they may be aware of what they are expected to accomplish. 
Plans provide a rational approach to pre-selected objectives. Davidson (1995) 

provides an insight about Action Plans and argues that they define who will do 
what. In other words, they provide the guide to the actual operations that need 
to be carried out so that the strategies may be implemented. In his book 
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Davidson (1995: 192) cited Bruce Way, a quality process leader in Kodak's 

Health Sciences Division as follows: 

<( The purpose of action planning is not to end up with a set of plans that wou 
implement our strategy, Lf we did them, over the next ninety wee , but rather 

to end up with a set of actions that will implement our strategy when we do 

them, during the next ninety daVs )). 

As we are stepping into the new millennium, the world insurance market is 

passing through a phase of transformation into a new era of deregulation, 

liberalization, globalisation and consolidation. Not since the beginning of the 

last century has change in the world market been so rapid. The Arab market, 
forming an integral part of the world market, has its share of this era and 

managerial transformation needs no more be neglected. 

Planning systems need to be looked upon in order to trigger a transformation in 

the shape of management in the Arab World. Systems that cater for the 

existing operation as well as the future one, which is supposed to be dictated 

by changes and new environmental forces. Based on alternative assumptions, 

contingency plans are tob, e prepared in parallel to action plans, as one can tell 

when and how future changes occur. Whilst action plans take into 

consideration any likely future events, appropriate measures need to be 

undertaken and designed well ahead to react immediately in order to minimize 
the impact of negative impulses, hence the need of contingency planning. A 

contingency plan, as defined in Ball & McCulloch (1993: 734) is a ((plan for the 

best - or worst - case scenarios, or for critical events that could have a severe 
impact on the firm. )> Most multinational enterprises in energy - related 

operations have contingency plans following such disasters as the ((Exxon 
Valdez)>, the ((Piper Alpha)) or the ((Erika)>. Planning defined by Terry & 

Franklin (1982: 148) as ((selecting information and making assumptions 
regarding the future to formulate activities necessary to achieve organisational 
objectives. )> 
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Planning may also be the name that is customarily given to the sense-making 
activity (Stoner, Freeman & Gilbert 1995). Weick (1995) describes a plan as 
maps, which animate and orient people. For Ansoff (1965,1988) plans set the 
basic guidelines for developing the firm's external posture and its internal 

capabilities. Planning is an essential element of doing business when different 

cultures and considerable distances are involved as viewed by Ashkenas, 
Ulrich, Jick, and Kerr (1995: 308). Breaking the chains of organisational 

structure, Robock and Simmonds (1983: 411) discuss attitudes in certain 
culture toward the future and in particular in the Moslem culture, which to me 
praises considerably future planning: 

((For example, an assumption that people can substantially influence the future 

underlies much of US management philosophy. Long-range planning becomes 

a worthwhile investment because of confidence that planning can influence 

what is to happen. In cultures where other attitudes prevail, management 
practices based on such assumptions are not likely to be effective. On the other 
hand, care must be taken not to over generalize. Despite a general view that 
Moslem cultures are fatalistic, Muna found Arab Executives most amenable to 
planning, quoting a saying in the Moslem Hadith, that admonishes man first to 
think and plan ahead then put his trust in God. Some Moslem peasant groups 
may indeed be fatalistic but this is probably not an irrational attitude on their 
part. )) 

Handy (1993: 368) argues that discontinuous change makes planning difficult. 
He further argues that under conditions of discontinuity, change comes in from 
outside and new ways may overlap before one is aware of what is happening. 
Change in all its forms transform planning into a rather difficult task, and as 
such without continuous review and thorough assessment of plans, managers 
cannot know how to organize strategies, structure, people and resources 
effectively. 
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Ball & McCulloch (1993: 735) reviewed some methods, of planning, which 
include: 

(1) Top-down planning <<begins at the highest level in the organisation and 

continues downward)), 
(2) Bottom-up planning obegins at the lowest level in the organisation and 

continues upward)) 
(3) Iterative planning orepetition of the bottom-up or top-down planning 

process until all differences are reconciled)) 

And need to become more popular in a diverse and multicultural organisation 
tha t seeks to have an overall plan. 

Transformation of directives into specific performance goals is the surest step 
for a team trying to shape a purpose meaningful to its members (Katzenbach & 

Smith - 1993). They argue that discipline is critical to the success of all teams, 

going one step further they classified teams into the following: 

(1) Those who recommend things 
(2) Who make things and 
(3) Who run things. 

Discipline is needed to create and then keep synergy between the various 
actors within the organisation. 

In another research, Katzenbach (1997) distinguishes between the discipline of 
leaders and the discipline of teams. He argues that leaders are individually 

accountable for whatever happens on their watch and enforce such 
accountability within the organisation by both rewarding and punishing 
managers, whereas teams learn how to hold members mutually accountable 
for collective results. He further argues, that leaders make decisions on their 

own, exercising personal judgment about risks, whereas teams make collective 
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judgments through various means such as conflict resolution, dialogue and 

collective real work. 

According to Foucault (1979), the power of the norm appears through the 

disciplines. He argues that the experience of being a certain kind of self is 

leveraged on two interlocking supports being knowledge and power. From that 

sense, I argue that it is not because the local managers in the Arab World are 
locals that they should hold on to power, but they definitely can, should they 

only possess the necessary knowledge. 

By demonstrating that the apparently consensual workplace relations 

associated with the teamwork, Sewell (1998) sets the scene of a new model to 

enhance workplace control and cohesion that is founded on new technological 

approaches and organisational practices that ensure discipline in both 

obtrusive and unobtrusive ways. 

Covaleski, Dirsmith, Heian and Samuel (1998) argue that "disciplinary practices 

and avowal" transform human beings into managed and self-managing 

subjects in contemporary organisations. Discipline in all its forms, at all levels of 
the organisation, being top, middle and lower management, is becoming more 
and more a critical subject in this emerging era of normative discourse and in 

particular in the new era of globalisation where multicultural teams are taking 

place within the organisation, and that a more flattening type of organisation is 

rather dominating. 

In another approach to building discipline, Badaracco (1998) discusses the 
discipline of building character for which managers need to review their defining 

moments when they choose between ((right & right>). Right is their own values 
and right is organisational values. Here comes the confusion of the workforce in 
the Arab World. They have to differentiate what is right from their point of view 
based on their own perceptions and what is right from the organisational values 
based on the shareholder's perceptions. Badaracco discusses the personal 
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identity, the group identity and the organisation identity, and how managers 
choose between what they believe for individual interests and what they also 
believe for group or organisational interest. A commitment that needs to create 
a balance between what is right to the individual and what is right to the group 
within the organisation, and to the role of the organisation within the society. In 
this context, Badaracco stresses the careful assessment of: 

(1) Manager's opponents and allies both within and outside the organisation 
(2) Peers' needs values and beliefs within the group and 
(3) The self-feelings and intuitions and the ability of combining expediency 

and shrewdness coupled with imagination and boldness in order to help 

understand what is right. 

Several researchers have defined commitment. Each has come up with his or 
her views about the concept of commitment based on both empirical 
assessments and theoretical approaches. This leads one to believe that 

commitment is that engagement involving a form of psychological tie between 

people and organisations. They all discussed the people and the commitment 
of people towards the organisation but few reviewed the organisation and the 
commitment of organisation towards the people. And from another angle few 
discussed the commitment of both people and the organisation towards the 

market, and the development of the market, and subsequently the society, 
which I shall discuss in a concise framework in later sections of this 
dissertation. 

Mowday, Steers and Porter (1979) have viewed commitment as a 
multidimensional construct involving an employee's loyalty to the organisation, 
willingness to exert effort on behalf of the organisation, and the degree of goal 
and value congruence with the organisation. Salancik (1977a) argues that 
commitment is the result of a process by which people become psychologically 
bound to their actions in such a way that they feel a sense of obligation to 
follow through on the implications of those actions. He also stated 
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((commitment is what makes us like what we do and continue doing it, even 

when the payoffs are not obvious )) (Salancik 1977b: 62). 

Koontz, O'Donnell & Weihrich (1986) associated commitment to MBO 

(Management By Objectives) as it encourages people to commit themselves to 

their goals, believing that no longer are people just doing work, waiting for 

guidance and decisions, but they are individuals with clearly defined purposes. 

An interesting question here arises; do managers have real commitment to the 

work involved? Then the interest of people logically diminishes hence the need 

to elaborate on Involvement, Commitment and Alienation (Etzioni 1961). He 

discusses the leaders' control and members' compliance, in the sense that 

positive involvement is commitment, and negative involvement is alienation. He 

developed three kinds of involvement: 

(1) Alienative involvement, designating an intense negative orientation 

(2) Calculative involvement designating negative or positive orientation but 

of low intensity 

(3) Moral involvement leading to a positive orientation of high intensity split 
into pure and social commitment. Pure moral commitment is based on 

certain norms and identification of authority, whereas social commitment 
lies on sensitivity to pressures of primary groups and their members. 

Zaleznik (1970) argues that one of the most common errors leaders make is in 

confusing between compliance of subordinates with certain rules and 
directives, and commitment to the work they are doing and to the change. 
Compliance may be used as a tactic to avoid changes and commitment that is 

the expression of a strong motivation is in turn related to how individuals define 

their interests (Zaleznik 1970). 

Would commitment start and end when an employee stays with the 

organisation for a long period of time, attends work regularly and provides high 

performance? Researchers and theorists were indeed concerned. A multitude 
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of ideas, beliefs and findings were elaborated out of the researches they have 

been carrying out. Steers (1977) argue that commitment may be defined as an 
individual's: 

(1) Belief in and acceptance of the organisation's goals and values 
(2) Willingness to exert considerable effort on behalf of the organisation 
(3) Desire to maintain membership in the organisation. 

Buchanan (1974), based on a questionnaire survey of 279 managers from eight 
large organisations (Business and Government) in the United States, argues 
that commitment embraces three separate but closely related components of 

commitment attitudes. These are defined as follows: 

(1) A sense of identification is raised with the organisation and mission 
(2) A feeling of involvement is interrelated with organisatioýal duties. 
(3) A feeling of loyalty and affection for the organisation as a place to work 

and live. 

Buchanan (1974) also measured organisational experiences that had a 
significant effect on the employees' commitment. This includes: 

(A) Personal importance, the employee is being treated as productive and 

valuable member 
(B)Work-group experience that indicates the more cohesive the group the 

more positive the group's overall feeling toward the organisation 
(C)Realization of expectations by organisation fulfilling its promises and 

meeting one's expectations in areas where one cares about 
(D)Organisation commitment norms, values and beliefs constituting the 

culture that are being accepted by the members or expected to accept 
as a condition of membership 
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(E) First-year job challenge suggesting that the first job assignment may be 

of extraordinary importance in setting the tone of a manager's 

relationship with his organisation for years to come. 

Chris Argyris (1998) defines two kind of commitment: 

(1) External commitment where tasks, behaviour required and performance 

goal are defined by others i. e. what an organisation gets when people 

have little control over their destinies and 
(2) Internal commitment comes from within when individuals are committed 

to a project or program based on their reasons and motivations by 
definition ((internal commitment is participatory and very closely allied 

with empowerment)). 

He also defines commitment as follows (Argyris 1998: 99) 

aCommitment is not simply a human relations concept. It is an idea that is 

fundamental to our thinking about economics, strategy, financial governance, 
information technology and operations. Commitment is about generating 
human energy and activating the human mind. Without it, the implementation of 
any new initiative or idea would be seriously compromised)). 

Steers (1977) developed a model that consists: 

(1) Antecedents of commitment 
(2) Outcomes of commitment. 

According to Steers there are three basic antecedents of commitment: 

(a) Personal characteristics e. g. need for achievement 
(b) Job characteristics e. g. how attractive the job is 

(c) Work experience e. g. group attitudes. 
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He also developed six variables that are related to an employee's commitment 

(1) The person's need for achievement 
(2) Group's attitude 
(3) Education 
(4) Organisational dependability 
(5) Perceived personal importance and 
(6) Task identity. 

Steers (1977) also found several outcomes that were related to commitment , 
among which there are: 

(1) Desire to remain with the organisation 
(2) Quality of work 
(3) Readiness for promotion 
(4) Intent to remain with the organisation 
(5) Attendance, 
(6) Turnover. 

Bateman and Strasser (1984) found in a longitudinal analysis of the 

antecedents of organisational commitment that eight potential non- 
demographic causal predictors may be identified as follows: 

(1) Job satisfaction 
(2) Environmental alternatives 
(3) Job tension 
(4) Need for achievement 
(5) Centralization 

(6) Motivating potential score 
(7) Leader reward behaviour 
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(8) Leader punishment behaviour, did not predict organisational 

commitment a ofinding (non finding) that runs counter to what previous 
researchers have believed to be the causal priorities among these 

variables>) (Bateman and Strasser 1984: 107). 

They also argue ((there is evidence that overall satisfaction is not a cause of 

commitment but rather a result of it)). They pursue their argument to believe 

that <(perhaps employees become committed to the organisation before 

attitudes of satisfaction can meaningfully emerge)) (Bateman & Strasser 1984). 

Meyer and Allen (1997) discussed recent approaches to classification of 
commitment and developed three component models. They believe that what 
differs across definitions of commitment is the nature of the psychological state 
being described. Regardless of the definition, committed employees are more 
likely, to remain in the organisation than are uncommitted employees. But it 

does not mean that uncommitted employees will not remain in the organisation, 

and they affirm that uncommitted employees may well remain in the 

organisation. Mayer and Allen developed a model to describe three 

components of commitment: 

(1) Affective commitment, which refers to the employees emotional 
attachment to, identification with, and involvement in the organisation 

(2) Continuance commitment, which refers to an awareness of the costs 
associated with leaving the organisation and 

(3) Normative commitment, which reflects a feeling of obligation to continue 
employment. 

This embraces three different orientations for commitment, respectively 
described as: 

(1) Emotional orientation 
(2) Cost-based orientation and 
(3) Moral orientation. 
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Schwenk (1986: 299) discussed the factors that promote commitment to a 

course of action. He argued that factors, which promote commitment to an 
organisation as a whole, might not be the same ones that promote commitment 
to a course of action. He further argues ((individuals with high levels of 

commitment to an organisation may not be committed to a particular course of 
action advocated by a particular executive if they believe it is wrong)). 

Walton (1985) stresses the transfer of ((control)) strategy in its traditional 
form/approach into a ((commitment)) strategy giving the possibilities to 

executives to rethink their approach to the work force by encouraging 
managers to talk about common interests, develop mutual trust and sponsor 
<(quality-of-work-life)) (QWL) or <<employee involvement)) (EI) activities. The 

spirit of these new initiatives was evident in othe decision by workers of Delta 
Airlines to show their commitment to the company by collecting money to buy a 
new plane)) (Walton 1985: 79). 

D. Ulrich (1997: 29) stresses the needs of employees to promote commitment 
and intellectual capital: 

(With employee champions who understand the needs of employees and 
ensure that those needs are met, overall employee contribution goes up. 
Employee contribution is essential to any business, not only for its own sake 
(the social desirability of committed employees), but also because it affects a 
business's ability to change, meet customer expectations, and increase 

performance. When employees are competent and committed, employee 
intellectual capital becomes a significant appreciable asset that is reflected in a 
firm's financial results)). 

He also argues that employee commitment often comes from a leader who 
shares a commitment and dedication to a clear common vision that 
passionately communicates an agenda and intent, energizes and excites 
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employees involvement. Ghoshal & Bartlett (1998: 203-227) share Ulrich's 

views in supporting, from an international perspective, top management 
concerned with the perceptions and behaviours of individual managers within 
the organisation, ensuring that those individual managers' share an 
understanding of the organisation's values and commitment to the corporate 
agenda. In building commitment, Ghoshal & Bartlett (1998: 204) support the 
concept of giving ((managers a direct role in the achievement of the broad 

vision that can be a powerful tool in converting passive acceptance to active 
commitment)). Within the model of Ghoshal and Bartlett, appear the following 

precepts: 

(1) Building a shared vision, including clarity of purpose, continuity of 
purpose, consistency of purpose 

(2) Developing individual understanding and acceptance 
(3) Co-opting management efforts - binding commitment 
(4) Developing multidimensional perspectives, and flexible approaches at 

the level of the individual manager hence establishing a matrix in the 
minds of managers. 

Robock & Simmonds (1983) discuss the attitudes toward work and 
achievement believing that in certain societies and under cultural constraints 
we find workers in the job until they earn a targeted amount of money and then 
leave, hence losing ties and commitment to a course of action, the organisation 
and to the society in which they lived. This is a common feature in the Arab 
organisations. We can find employees at all levels attending for a period of 
time, in some instances short, in others long, to earn some money and then be 
absent either for good or until either these earnings are exhausted, or an extra 
need for money suddenly arises. Attitude toward work is, among other features, 

a major challenge that executives and leaders in the Arab organisation are 
facing and will be facing for the years ahead, and as such continuous care and 
measures approximately designed and applied, will be inevitable for both 
organisational and market developments. 
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The breakthrough in organisation and market development is becoming a 

necessity in the Arab World. Change is needed to pave the way for the new 

organisation, with its new style and approach to the business, pointing, as 

claimed by Drucker (1988) to central problems of values, structure, and 
behaviour and involving a managerial transition while taking into consideration 

reactive and proactive elements (Dawson 1994) which require a realistic 

understanding of the temporal processes of change. 

I V-2.2 S TRA TEGIC 

Glueck (1980) argues that a strategy begins with the understanding of how to 

explore the wealth of the organisation effectively. Ansoff (1965,1088: 103) 

describes strategy as ((one of several sets of decision-making rules for 

guidance of organisational behaviour)), or orules for developing the firm's 

relationship with its external environment, and establishing the internal relations 

and processes within the organisation)). Strategy is not the consequence of 

planning but the opposite: its starting point (Mintzberg 1994). For Ohmae 

(1983) strategy is in two words ocompetitive advantage)). He believes that the 

sole purpose of strategic planning is to enable a company to gain, as efficiently 

as possible, a sustainable edge over its competitors, and therefore corporate 

strategy implies an attempt to alter a company's strength relative to that of its 

competitors (and thus the environment) in the most efficient way. "Strategies 

have to be geared to a variety of economic conditions. A strategy which is 

viable under good economic conditions is a highly risky proposition" 
(Uyterhoeven, Ackerman & Rosenblum 1977: 23). 
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Porter (1996) categorizes strategy in several different settings: 

(A) Deliberately choosing a set of activities to deliver a unique mix of value 

(B) Creation of a unique and valuable position, involving a different set of 

activities 
(C) Making trade-offs in competing 

(D) Its essence is choosing what not to do 

(E) Choosing as a strategic intent to being, as a preferential position, the 

second or third imitator of an occupied position 
(F) Creating fit among an organisation's activities and the ground on which 

customers needs and accessibility are being based 

(G) Strategy cannot be seen as operational effectiveness, as the productivity 
frontier is constantly shifting onward as new technologies and 

organisation approaches are developed. 

What is lacking in the Arab Organisation is the cohesion and synergy between 

the various sets of activities to formulating strategy for development. This 

cohesion is necessary to take in consideration new technologies and support 
the apparent need to shifting and developing new organisational approaches. 

Chandler (1962,1969) defines strategy as (1) the determination of the basic 

long-term goals and objectives of an organisation, (2) the adoption of courses 

of action, and (3) the allocation of resources necessary for carrying out these 

goals. The harmony between the three functions is apparent when de Ining fi 

strategy. Each function, while maintaining its independence, provides the other 

with an integrated back - up. As such an appropriate allocation of resources 
followed up by designed courses of action provide the organisation with the 
desired plan to achieve its goals and move into new economic functions. 

As Goold & Campbell (1987) put it, top management (they call it the centre) 

works out the development of strategy with middle management through the 

establishment of extensive planning processes, but the ultimate and most 
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powerful way in which top management can influence strategy is through the 

allocation of resources, which play a major role in the decision making process. 
It therefore follows that management teams need to engage in strategy making 
themselves (Christensen 1997) by developing a competence in strategic 
thinking. Management teams often constitute units with shared knowledge and 
skills. Value can be created within management teams by exposing one set of 
people to another who have a different way of doing things (Goold & Campbell 
1998). This is purely based on work experience on top of what people have as 
qualification based on educational background. Kleiner & Roth (1997) believe 

that in corporate life experience is considered as a good teacher and that 

people in organisations, while acting collectively, learn individually. Hansen, 
Nohria and Tierney (1999) discuss the strategy for managing knowledge in the 

service sector. They differentiate between codification strategy and 
personalization strategy. In the former, knowledge is carefully codified and 
stored in databases where it can be accessed and used easily by everyone in 
the organisation, In the latter, knowledge is communicated by focusing on 
dialogue between individuals and through direct person-to-person contacts. 
The purpose of this study, my argument, which is necessary for- the Arab 

organisation, is to emphasize the mechanism to transfer knowledge (the 
technical know-how) from those who hold it to those who are in need of it. And 
then, store it, adapt it to local culture and needs, and ultimately use it, and of 
course reuse it. This is as important as building human capital in adding to the 

organisation skill and knowledge. Maister (1997) focuses on the skills that the 

organisation possesses and needs, and as obvious as this need is, it is 
frequently neglected. He adds that an organisation should constantly increase 
its knowledge of the industry, improve service and add to technical capabilities. 

Managers and scholars raise several definitions of knowledge and know-how. 
Stewart (1999: 67) reviewed several definitions, some of which are vague such 
as ((an individual's accumulated knowledge and know-ftw is the source of 
innovation and generation)), or <<ability, skill, and expertise embedded in human 
brains)). Others, quoting Hugh McDonald of ICL (a British computer maker 
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owned by Fujitsu), are closer to reality such as oknowledge that exists in an 
organisation that can be used to create differential advantage)) (Stewart, 1999: 
67-68). Knowledge is what one would need, in and for society, to provide an 
added value and generate a wealth creation. Stewart (1999: 69) provides a 
classification of knowledge in this manner: 

a There is Data: the temperature is 77 degrees, there's Information, a context 
into which the data can be put: that's hot for this time of year. There's 

Knowlectge a conclusion drawn from the data and information: we should 

postpone the ski trip, or global warming is a bigger problem than we thought 

Inevitably, someone adds a fourth category, Wisdom: everybody talks about 
the weather, but nobody does anything about it)). 

Majaro (1995) considers knowledge as a competitive advantage. He also 
considers those organisations that manage to assemble appropriate and 
accurate data and information valued by customers are more likely to be 

winning players in the market place. Sadler (1995) pointed out that the future 

role of management would become more complex because of the continuation 

of rapid change in the environment, increasing globalisation of business, and 
continuation rising of customer expectations. As such the skills and knowledge 

approach will become a necessity in order to provide the organisation with 
skilful managers having the ability to manage in a turbulent environment, and 
within culturally complex organisation and structures. 

Competitive strength has been measured by analysts through the amounts 
spent by organisations on Research and Development. It is considered as an 
indicator of firm's competitiveness (lansiti & West 1997) in a given industry. 
Research and Development forms an integrated part of the strategy. Ansoff 
(1988) stresses that R&D is not only making important contributions to 
strategy formulation but is also the principal agent of its implementation. 
Importance is stressed upon those companies most accomplished at choosing 
technologies rather than upon those who create them (lansiti & West 1997). 
They elaborate upon integration processes in technology arguing that the 
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approach to be adopted by the organisation should in fact be in harmony with 

its capabilities and subsequently with the local culture. 

It has been apparent as evoked by several researchers and business 

practitioners, over the last decades, that R&D has become a reality as a giant 

new activity in organisations as technology has rapidly advanced. Research 

concerns creation of new ideas, and development concerns their useful 

application (Davis, Frederick & Blomstrom 1982) hence bringing into the 

society, through new appropriate concepts and increased productivity, social 

gains. R&D is looked upon from various angles. Kenward (1995) believes that 

R&D is a business resource and emphasis should be put upon how to 

approach, rather than what to do with it. Organisations ((expect -their marketing 

experts to know what is going on in R&D so that they can contribute to the 

development process, bringing back to R&D news from customers)), Kenward 

(1995: 409). Hamel & Prahalad (1994) believe that R&D should be treated as 

any other business process oa form of blending is the ability to successfully 
integrate diverse functional skills - R&D, production, marketing, and sales - to 

produce a successful product)) (Hamel & Prahalad, 1994: 169). In their book, 

Hamel & Prahalad (1994) present a comparison of R&D spending as a 

percentage of sales among manufacturing firms such as Siemens, ABB and 
Sony with emphasis on importance of R&D in this sector. It is as important in 

the professional service firms in general and in the insurance industry in 

particular. Maister (1997) argues that investment in R&D and commitment to 

R&D are to be built into organisational structure. Some organisations are 

concentrating their professional groups in diverse locations rather scattering 
their professional experts throughout the offices, in order to, promote the rapid 

cross-en rich me nt of professional ideas, and enhance the services offered. 
Others are happy to conduct R&D on global level where expertise and costs 

make it attractive to do so (Kenward 1995). 

Most organisations, in the past, contend that strategy development and R&D 

had to be kept in close geographical proximity (Kuernmerle 1997). He believes 

that this is no longer a reality since: 
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(1) Relevant knowledge emerges across the globe and easy and cheap 

access to it has become a necessity and 

(2) Moving new products (goods or services) from development to market at 

an ever-rapid pace. 

Kuemmerle (1997) believes that the ideal R&D manager should have an in- 

depth knowledge of both the home-base culture and the foreign culture, and 

that knowledge and skills should be picked-up on the job. I sometimes find it 

difficult to believe that a Norwegian sitting in Oslo is., able to design an 
insurance policy to sell in Saudi Arabia based on characteristics of Norwegian 

dwellings. The risk is different, the climate is different and definitely the culture 

is different. Grosse (1997) in his research of business practices of five service 

industries in Latin America (Advertising, Commercial Banking, Computer 

Software, Management Consulting and Hotels), interestingly notices a 
distinction between product R&D and market R&D, and between parent-firm 

R&D and foreign affiliate R&D. 

Brown (1991) redefines what is meant by technology, by innovation and by 

research itself. He identifies new principles: 

(1) Research on new work practices is as important as research on new 
products 

(2) Innovation is everywhere but the problem is learning from it 

(3) Research cannot just produce innovation, it must co-produce it and 
(4) The research and development department's ultimate innovation partner 

is the customer. 

In the end, and after considering the primary objective of the organisation (i. e. 
shareholders satisfaction, growth, profit maximization and others), the ultimate 

objective of the organisation and the R&D, its integrated sub-structure, is the 

society. Stoner, Freeman and Gilbert (1995: 162) consider R&D as an 
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"Entrepreneurial Function devoting organisational assets to the design, testing, 

and production of new products". 

There is also a need for Research and Development in tools and techniques. 
Koontz, O'Donnell and Weihrich (1986) while accepting its exceedingly 
complex nature, argue that a great necessity exists for Research and 
Development in management practices, tools and techniques. From the way I 
look at it, R&D may be formulated as a model of organisational effectiveness 
for the Arab insurance organisation. Van Biema & Greenwald (1997) believe 
that the service sector's problems will be solved by serving more, improving 

education and conducting more R&D. Organisations in the GCC are facing a lot 

of pressures to improve on productivity. In the meantime, they are facing 

another form of pressure to build a competent workforce having the ability to 

create new managerial practices, conduct more R&D and provide the society 
with the desired service. 

Training has become an integrated function playing a major role in the strategy 
formulation. Most organisations in the GCC have substantial training budgets 

and large training programmes locally, regionally and internationally. But a 
major part of them does not get the desired results. It is mainly attributed to an 
unsystematic approach to training. Development efforts must support 
organisation objectives. Development efforts should place emphasis on results 
rather than on programmes. Results desired should be the drive to determine 
the programmes and methods to be used. In a multinational and. multicultural 
environment emphasis on: 

(1) Culture sensitivity 
(2) Building know-how 
(3) Improving communication and 
(4) Innovative thinking 

will be a must. 
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For culture sensitivity, which is a crucial element within the organisation, 
Robock and Simmonds (1983: 562) support the concept as follows: 

" Training for culture sensitivity should have at least two dimensions. It should 

develop in the individual an awareness of his or her own cultural assumptions 

and the nature of his or her cultural conditioning. It should also develop a 
special kind of intellectual and emotional radar that alerts the manager to 

situations where cultural assumptions other than his or her own are present. " 

Roy (1977) and Hofstede (1983) connected Training Programmes 

effectiveness to cultural requirements and needs. "Systematically developing 

and implementing learning activities to enhance knowledge, skills and 

competencies and to prepare individuals to perform a wider or more demanding 

tasks now in future" (Armstrong, 1996: 29). In a similar approach, Nadler and 
Nadler (1990: 6) describe training as part of the development programmes 
"organized learning experience provided by employees within a specific period 

of time to bring about the possibility of performance improvement". In that 

sense, I believe that training programmes should be an integral part of the 

overall corporate strategy of the Arab insurance organisation. 

Armstrong (1992) argues that top management commitment is necessary to 

support each aspect of the overall Human Resources Strategy. In similar 
approach Temporal (1990) argues that just providing training is not enough, in 

order to reap the full benefit, a supportive environment has to be present where 
the newly acquired skills can be implemented. Useem (1993) found in his 

research that firms with innovative and less resistant organisational culture 
invest more in training and experience fewer problems in recruitment. 
Pettigrew, Sparrow & Hendry (1988) have identified the strategic factors 

affecting training, being major technological and product market changes, 

which creates a clear signal of skill gap. 

Hamel & Prahalad (1989) support top management in providing employees 

with the skills they need to work effectively through training in statistical tools, 

problem solving and team building. This approach would be viable should 
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organisations need to set corporate challenges to create new competitive 

advantages. In an interview with Maruca (1994: 57), Whirlpool CEO David 

Whitwam asserts that managers with knowledge and experience limited to 

certain areas (for example North American's experience) are either replaced or 

re-educated through intensive and adaptive training programmes to match a 

foreign environment, hence a new experience is needed. Unilever adapts the 

same approach, in establishing under training workshops and seminars that 

provide intensive courses in "International Business" and "Senior Management 

Course", at Unilever training policies are a matter of "long-standing practice" 
(Maljers 1994: 143). Hamel & Prahalad (1994) argue that senior managers 

must admit that what they know today, being the knowledge and experience 
that justify their position in the organisation, may be irrelevant for the future. 

Pfeffer (1995: 45) argues that high-wage strategy and self-managed teams 

depend on people having the necessary skills and consequently "an integral 

part of most new work system is a greater commitment to training and skill 
development. " Pfeffer (1995: 70) adds: 

'7n a world in which your competitors treat training as a luxury, don't know how 

to organize and deliver it, and don't link it tightly to the strategic objectives of 
the business, your organisation's ability to maintain appropriate training can 

produce real competitive advantage. Moreover, public policies that facilitate, 

encourage, or enable training enhance the competitiveness of those who are 

subject to those policies". 

In a boundaryless organisation, all employees are offered similar strategic 

education (Ashkenas et al 1995) rather than giving different training 

programmes to different levels of the organisation. One of the myths of the 

boundaryless organisations is that training creates healthy hierarchies 
(Ashkenas et al 1995) and as a result employees are more competent. They go 

on to elaborate on effective strategies for building competence through training 

such as: 
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(1) Define programmes around competencies that align with strategy 
(2) Train in teams 

(3) Find alternatives to training 

(4) Include customers and 
(5) Leverage technologies (to train employees at multiple sites). 

Mintzberg (1993) argues that training and indoctrination are extensively used in 

complex organisations where the operating core involves complex skills and 

sophisticated knowledge (this may be attributed also to the professional service 

firms). He defines it along the following lines (Mintzberg, 1993: 42). 

"No matter what the part of the organisation, training is most important where 
jobs are complex, involving difficult, yet specified skills and sophisticated 

recorded bodies of knowledge - jobs essentially professional in nature. And 

indoctrination is most. important where jobs are sensitive or remote, and where I 
the culture and ideology of the organisation demand a strong loyalty to it-. 

Mintzberg (1993: 39-41) stresses training is "the process by which job-related 

skills and knowledge are taught ... and is a key design parameter in a// work we 

call professionaf'. He also defines indoctrination as "the process by which 

organisational norms are acquired, and is' the label used for the design 

parameter by which the organisation formally socializes its members for its own 
benefits". 

Stoner et al (1995: 390) define training programme as "a process designed to 

maintain or improve current job performance" and developmental programme 

as "a process designed to develop skills necessary for future work activities". 
While discussing the availability of training and developmental programmes 

such as on-the-job and off-the-job methods, job rotation, lectures, seminars, 
films and others, Stoner et al (1995: 390) discussed two other interesting 

concepts. One of them is CAI (Computer - Assisted - Instruction), which is "a 
technique in which computers are used to lessen the time necessary for 
training by instructors and to Provide additional help to individual trainees". And 
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the other one is "coaching". This is a method that requires the supervisor to 

train his employee, which is considered one of the most effective development 

techniques. 

Koontz et al (1986) believe that coaching is the responsibility of every line 

manager and must be carried out in a climate of confidence and trust between 

superior and trainees. And from the way I look at it, it needs a lot of skill for 

those who are in a supervisory position. Sir John Whitmore (1996: 2-3) in one 

of his training lectures on Performance Coaching emphasizes the purpose of 

such a task as to raise the performers': 

(a) Awareness, self generated high quality relevant input, and 
(b) Responsibility, the performer's choice to own a task. 

He described it as: 

"The essence of coaching, individuals, teams or even oneself, is raising 
Awareness and Responsibility, two vital ingredients of performance. Awareness 

increases input, interest, learning and recall. Responsibility is generated by 

offering choice, which leads to self- esteem, confidence and self-motivation. 
Both Awareness and Responsibility are states of mind, and the mind is key. 

Knowledge and experience are important for performance, but neither is half as 
important as the state of mind of the performer, and that is the area on which 

coaching works. .... The blame and personal criticism so prevalent in the 

workplace today will not be a part of the high performing, organisational culture 

of the future. They are the lazy resort of the manager who lacks the will or the 

skill to manage for real performance". 

Hou, Cheang and Hidajat (1991) in their interpretation of Sun Tzu's approaches 
to strategy and war recognize that numbers may be presented as an advantage 
but caution is exercised against relying too much on sheer numbers, and what 
is important is the continuous training of the men and officers, and that the 

competitive edges to carry out strategies effectively will come indeed with 
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proper human resource development. Hunter (1997) wonders whose 

responsibility is skill development, would it be top management or the workers? 
He argues that organisation should act proactively in dealing with a variety of 

potential situations in order to respond effectively to new technological 

imperatives. 

According to Turpin (1997: 600) customer satisfaction in Japan is a "spiral 

process" that starts with training and retraining leading to "Good training = 

positive service attitude = motivated employees = decreased staff turnover = 
improved service quality = satisfied customers". Cox (1994) argues that for 

organisation development work on managing cultural diversity, organisations 

should commence with a training programme / workshop focusing on 
increasing awareness and sensitivity to diversity issues, and that this training 

should begin with the senior managers and then proceed throughout the 

organisation. 

Maister (1997) believes that in the service sector, investment in firm wide 
training does not only serve as a way to add to the substantive skills of staff but 

also as important group socialization function. Maister (1997) also adds that 
training programmes divide into knowledge transfer (basic elements) and skill 
building (practices). Chandler (1977) in analysing the managerial revolution in 
American Business describes administrative training that became so essential 
to the operation of modern industrial, urban and technologically advanced 

economies. 

Change should be considered as skill building and that training is deemed part 
of the change process so that transition to new values and behaviour patterns 
may be assumed (Deal & Kennedy 1982, Dawson 1994). On building 

commitment, Meyer & Allen (1997) consider training as an important part of the. 

socialization process; hence although commitment might not be intended, it can 
be influenced in the programme. In a research conducted on recruits 
immediately on arrival at a US Naval Training Command for an 8 week 
social izatio n-type training process, assessment was carried out after the 
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training and it was revealed, in general, organisational commitment increased 

as a result of this training process. Greiner (1967) described the socialization 
process as the primary emphasis toward increasing an individual's self- 

awareness and sensitivity to group social processes. Elaborating on intellectual 

capital Stewart (1999) believes that talent, be it innate and /or gained is 

intellectual capital too and that training, and the experience gained on the 
learning curve of an organisation form an integral part of their asset base. 

Training, in this study and for the Arab Organisation, does not mean courses 

such as foreign languages or commonplace seminars about computer literacy 

or the like. It must deal with a large investment in learning about the cultural 
sensitivity of the groups and the market as well as the organisational 
sensibilities that reinforce the core competencies of the organisation, by 
indoctrinating and inculcating business values and commitment to 
development. 

Gaining knowledge is very much dependent on what is being learnt under a 

solid educational system in the local environment and on what is being 

acquired from the industry, be it locally and /or internationally. The insurance 
industry in the Arab World is very much reliant on the international markets, for 

various reasons. Among those reasons, we observe: 

(1) Lack of expertise 
(2) Reinsurance financial protection 
(3) Complex products and 
(4) Infancy. 

In normal terms international relations may produce output as desired. Several 
scholars, researchers and managers defined international business and 
explored the reasons for going abroad. Ball & McCulloch (1993) talk about: 

(1) Geographic diversification 
(2) Entering new markets 
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(3) Acquiring technology and management know-how 
(4) Satisfying management's desire for expansion 
(5) Acquiring products for the home market 
(6) Obtaining greater profits. 

Grosse & Kujawa (1995) added to this list (7) Producing abroad to gain from* 

economies of scale. Multinationals, therefore, seek international alliances to 
either complement their skill and asset base or control markets, so be it for the 
Arab Organisation. 

Pfeffer and Nowak (1976), Porter (1986), Faulkner (1995) suggest some 
reasons for alliances such as: 

(1) Achieve economies of scale 
(2)Gain access to the benefits of the other firm's assets (technology,, -' 

market access, capital or workforce) 
(3) Reduce risk by sharing it (capital or R&D) 

(4) Help shape the market (withdraw capacity in a mature market). 

Lei & Slocum (1991) raise another reason for strategic alliance that is the need 
for speed in reaching the market. Robock & Simmonds (1983) put it differently. 
For them, those who enter International Strategic Alliance are: 

(1) Market seekers, 
(2) Resource seekers, 
(3) Efficiency seekers, 
(4) Technology seekers, 
(5) Risk averters or 
(6) Defence seekers (exchange of threat), 

Believing that the action alternative for the organisation may have a Positive 
(expansion) or a negative (contraction) side. The motivation varies from one 
industry to another and from one organisation to another. 
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Ohmae (1994: 110) stresses, 'Alliances are not tools of convenience. They are 
important, even critical instruments of serving customers in a global 

environment". 

Multinationals look at it from one angle (since they have been experiencing a 

great deal of turmoil and turbulence over the last decades - Bartlett & Ghoshal 
1997) without taking into consideration the effects of this move on emerging 
organisations. Ghoshal & Bartlett (1998) described three objectives that had 

motivated the overseas expansion of multinational enterprise: 

(1) The search for resources 
(2) Markets and 
(3) Cheap labour. 

They also described a further influence on attitudes. That was organisation 

survival as a consequence of their experience in the international operating 

environment (Bartlett & Ghoshal 1997). According to Bleeke & Ernst (1991) 

international managers' strategic benefits are compelling. They believe 

alliances are an expedient way to: 

(1) Crack new markets 
(2) Gain skills 
(3) Explore technologies 
(4) VVin products and 
(5) Share fixed costs and resources. 

In their research of 150 companies (50 each from USA, Europe and Japan), 
they, (Bleeke & Ernst 1991), examined the partnerships to better understand 
cross-border alliances, they found that: 

(1) The rate of success is roughly 50% 
(2) Alliances between strong and weak organisations rarely work 
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(3) The hallmark of success is the ability to evolve beyond initial 

expectations 
(4) Success is also based on an even split of financial ownership 
(5) More than 75% of the alliances that terminated ended with an acquisition 

by one of the parents. 

Entering in a new venture in a foreign environment, organisations should pay 
great attention to domestic environmental regulations in large market or the 

environmental regulations of their major customers in smaller markets, and 
ultimately to the relationship between environmental regulations and 
organisations' responsiveness to them (Rugman & Verbeke 1998). in 
Multinationals and the Developing Countries, Wells (1998) explores the gaps 
that researchers fail to address when analysing economic issues between 

Multinationals and the Developing countries. It is interesting to note that 

according to Wells (11998) the gaps are: 

(1) The net impact of Foreign Direct Investment (FDI) on host developing 

countries 
(2) The impact on multinationals of the changes in development strategy in 

the developing world 
(3) The declining tension between foreign investors and the host 

developing countries and 
(4) The links between economic knowledge and the tasks of managers 

(private & government) in the host developing countries. 

Prahalad & Lieberthall (1998) evoke the corporate imperialism of Multinational 
Corporations (MNCs). Taking the experience of large emerging markets (such 
as India & Indonesia, China & Brazil) Prahalad & Lieberthall (1998) find that 
many MNCs did not consciously look at emerging markets as sources of 
technical and managerial talents for their global operations and as such they 
have achieved only limited success in those markets. Their argument is that 
"the more we understand the nature of these markets, the more we believe that 
multinationals will have to rethink and reconfigure every element of their 
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business models" (Prahalad & Lieberthall 1998: 70). From another angle, they 

stress the cultural and language difficulties in countries like India which limit 

foreign workforce interaction with the locals, hence the absolute need to 

reconfigure MNCs' resource base, redesign product development to meet local 

needs, and challenge the assumptions about the cultural mix of top managers. 

As outlined by Peter Lorange (1995) International Strategic Alliances and joint 

ventures are the strategic call for the 1990s, and have become an integral part 

of today's business life. He supports previous authors' views on the purposes of 
international strategic alliances and suggests 

(1) Financial resource constraints among one of the co-operating entries 
may push an organisation to seek international partnership to support 
the effort. 

(2) Expansion into a specific market or certain countries where potential is 

appealing. 

Lorange (1995) discusses also the evolution of the international relationship. 
He believes three forces, which may drive an international strategic alliance to 

an unstable state, are: 

(1) Organisational learning where one of the two partners is not maintaining 
its commitment to the venture in not providing its part of the contribution 
to the business hence leaving the learning accumulating on both sides, 

(2) Responding to competitive threats reveals to be ineffective when 
internal co-ordination problems arise within the venture 

(3) Organisational resistance to changes and reconfig u rations in the 
international joint venture, due to sensitive factors related to national 
pride and prestige. 

International relations need to be well designed with a proper configuration for 
lesser influence and higher appreciation of the market's needs between those 
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who are interested in the Arab World and possess the technology, and those' 

who possess the market (The Arab World) and are in need of the technology. 

I V-2.3 S TR UCTURA L 

One of the major challenges facing organisations is creating a new mind-set 
about the future in order to prepare trends for the road ahead. This challenge is 
based on a set of information that contains knowledge about society, consumer, 

and industry. Many organisations in the countries of the GCC lack proper 
systems wherein information technology may be capable in providing the 
desired outcome. Management Information Systems (MIS) as defined by 
Stoner, Freeman & Gilbert (1995: 612/613) are "computer-based information 

systems for more effective planning, decision making and controf'. They also 
defined Data & Information respectively as "new, unanalysed numbers and 
facts about events" and as "data that have been organized or analysed in some 
meaningful way". 

Information technology influences individual activities and performance, and it 
exhausts an organisation's ability to wrap up activities both within and outside* 
the organisation. Porter & Millar (1985) stress the information revolution and its 

effects on competition in three vital ways: 

(a) It changes industry structure and in so doing, alters the rules of 
competition, it increases the power of buyers and it provides service 
substitution, 

(b) It generates competitive advantage by giving organisations new ways to I 
outperform their rivals, it lowers organisation's cost, it triggers 
differentiation, and 

(c) It originates whole new businesses, often from within an organisation'sý 
existing operation; it creates derived demand of new services. 
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Evans & Wurster (1997) believe that every business is an information business 

and that the value of customer relationships is the proprietary information that 
the organisation has about its customers and that its customers have about the 

organisation and its products. They argue that "the new economics of 
information not only present threats to established business but also represent 
a new set of opportunities and that every industry will shift accordýng to its own 
dynamics, and those shifts occur, at different speeds and with varying intensity" 
(Evans & Wurster 1997: 79). 

Marchand (1997) established four different organisation information cultures: 

(1) Functional Culture, where information is used as a way to exercise 
influence. 

(2) Sharing Culture, where information is shared among managers and 
employees to improve performance, 

(3) Inquiring Culture, where information is searched to better prepare future 
directions and determine how managers can best change to meet the 

challenges ahead, and 
(4) Discovery Culture, where information is discovered and is helping 

managers and employees to be open to new insights about crisis and 
radical changes. 

Gilbert (1997) believes that a cluster of information supports each key success 
factor (KSF). Its identification consists of databases and applications when the 

retrieval and relevant processing of information are coming from a variety of 
sources such as sales, inventories, plans, number of customers, customers 
potential, and markets (Yapp 1995). 

Ulrich (1997) stresses the culture of sharing information within the organisation 
in as far as plans, directions and processes are concerned, and the way the 
information is being spread from top to bottom, all directions, and bottom to top. 
He also stresses how the information is being communigated through e-mail, 
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memos, face to face and/or other secondary means, which make a lot of 
difference when a variety of cultural groups exist within the organisation. From 

another angle, Maister (1997) asks what kind of information can one collect that 

competitors do not possess, be it technical, professional or general survey 
research, or about what competitors or other players in the industry are doing, 

the way they are doing and when they are doing. 

Koontz, O'Donnell and Weihrich (1986) stress the importance for the' 

organisation to link its activities with its external environment, hence the need 

to establish an administrative service to look after the development of a new 
profession of intelligence experts, provide managers with the necessary 
information, after interpretation, digestion and analysis, and make information 

understandable and useful. From another perspective Hamel & Prahalad 
(1994) argue that each company has an information architecture designed in'a 

way as to who Ishould communicate with whom on what issues, how often and 
in what ways. 

Ashkenas, Ulrich, Jick and Kerr (1995) believe that employees generally feel' 

they are not informed enough or misinformed about organisational objectives 

and without information they cannot provide the right Customers' service. They 

listed five specific actions they found useful for sharing information: 

(1) Align channel and message, 
(2) Share good and bad news, 
(3) Use both cognitive and emotive news, 

(4) Make messages both complex and simple, and 

(5) Use information to encourage change. 

Being in an international environment and that the service (insurance) that is 
being provided is international in nature (say a marine cargo policy'*'for 

example) one should look at information from international or glo'b-al, 
perspectives. Yip (1995) believes that the system providing information needs- 
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to contain data at global, regional and national levels and that to collect global 
information from national managers, a senior executive travelling around the 

world, may be used as an extreme possibility. 

Liesch & Knight (1999) view information "internalisation" as the process of 

searching both tacit and explicit information and transforming it into knowledge. 
They further argue that, of all resources, knowledge and information, for the 

purpose of expanding into foreign markets and environment, are the most 
critical to establish an international strategy. 

Earl (1997) argues that defining and conceptualising information has been a 
dilemma and has occupied academics for years. Each has come with a 
conclusion that is conditioned by his base discipline. For technologists, they 

see information as signals and are concerned with information as a matter of 
code, transmission and reception. For sociologists, they see information as 
communication, and are concerned with cognition, interpretation and meaning. 
Political scientists connect information with power and they tend to manipulate 
it, and from the way I look at it, this would serve certain interests be it public 
and/or private. 

Information Management academics try to distinguish between data, 
information and knowledge, which are linked to decision-making (Earl 1997). In 

a research about Japanese experience in dealing with Information Technology, 
Bensaou & Earl (1998) argue that the Japanese model keeps things as simple 
as possible as they see it as just one competitive lever among many. Its 

purpose is to help the organisation achieve its objectives, and that the 
Japanese had never considered developing a special IT strategy as their main 
concern is rather about operational goals, considering IT as part of a fully 
integrated picture rather than something special, different and problematic. The 
Arab Organisation is lacking such systems where information is gathered and 
then transferred. Systems should be created where dat .a collection and sharing 
become part of the decision making process.. 
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Feeny & Willcock (1998) view that project management capability as an 
enduring, core and organisational requirement. Taking an example of a major 
multinational insurance company, project managers, who are carrying out the 

operation, were traditionally located in the Information System Services 
divisions. According to Feeny & Willcock (1998) skills are needed to both 
develop and deliver its capabilities such as: 

(1) Technical skills 
(2) Business skills 
(3) Interpersonal skills 
(4) Motivating values and 
(5) Time horizons. 

Earl & Sampler (1998) discuss the developm6nt of a process model for 
transformation of information technology organisation. Accordingly, the process 
covers a theory. This theory involves four stages: 

(1) Recognising disequilibria following crises which are not unusual in IT 
management, 

(2) Therefore emphasizing supply management, 
(3) Thus enhancing Demand management with value creation rather than 

value realization, and 
(4) Maintaining equilibrium. 

They insist on the fact that (( outsourcing may be considered strategy aimed at 
building in-house capability for value creation and exploiting a maturing market 
for value realization )) (Earl & Sampler 1998: 9-17). 

Finnegan, Murphy & O'Riordan (1999) emphasize the need of the sourcing, 
dissemination and use of external information by managers, and that the 
information should inevitably be dispersed throughout the organisation. Levitin 
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& Redman (1998) describe data as the basic properties of organisational 

resources from (( shareability >> to ((copyability >> and from (( intangibility >> to 
depreciability >) and (( renewability >). 

McAll (1995) believes that having to communicate information, which often 
leads to feelings of insecurity and fear, has become a key activity within the 

organisation. Her argument is that there must be an active commitment and 
endorsement of senior managers and consistency in order to ensure that 

people are well informed and group cohesion is in place. McAll (1995: 751) 
indicates: 

(( It is essential to establish from the start that employee communication is not 
an act of altruism. It should not be motivated by a vaguely held belief that we 
are "that kind of company", or out of some sense it is good to talk to the 

workforce. Companies must do so because they believe it makes sound 
business sense... In a service company it is vitally important to have everyone 
lined up behind a commitment to the highest levels of customer service )). 

Graham (1995: 785-795) points out the importance of employees by calling 
them (( internal customers )). Employees have become a central creed of 
corporate thinking. He further argues (( everyone in the company is seen as an 
essential part of the process, whether they deal with the outside world or not, 
and as crucial elements of the organisation's success )). 

The nature of communication involves several characteristics. As I see it, it 
includes: 

(1) Communication with the outside world, 
(2) Communication among employees, and 
(3) Communication systems that include Media-Telecommunication- 

Electronic devices that facilitate both Internal and External connections. 
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Systems are designed to enhance the proces's of decision-making, and there 

are systems designed to help carry out administrative tasks. 

Broadwell & Simpson (1981) evoke the barriers and skills of good 

communication. Among the barriers, there are: 

(1) Inadvertently hiding important messages among those, that the receiver 
has learnt aren't very significant, 

(2) Sending unimportant messages at all, 

(3) Too much details or too many unrelated facts in the message, 
(4) Unintended results we can get by not organizing the message skilfully, 
(5) Trying to communicate with people who have different slants on different 

kinds of information. 

Communication becomes even more difficult, in the Arab World, when people 
strive to express themselves each from each his own perception. While working 
in a multicultural environment (such as the Arab World), there will be a need to 

emphasize accurate understanding of other cultures. 

Hampton, Summer & Webber (1978) added another barrier, Defensive 
Behaviour, which according to the authors, is common when an individual 

perceives or anticipates threat. To this list, I can add another barrier that 
different people communicating having different kind of perceptions of facts, 
due to diversity of culture that is dominant within the Arab organisation. Among 
the skills for better communication, Broadwell & Simpson (1981) came up with: 

(1) Understanding the message which represents an important element, 
(2) Ensuring that the message is well received and lastly, 

(3) Having a good listening ability. 

To this list, I can add another skill, which is having the ability to seek 
clarification when it is absolutely necessary to ensure that the message is well 
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interpreted according to one's own perception and belief, which may be 

different to the other. Also, communication needs to be designed according to 

cultural needs within the organisation in order to provide the spread among the 

operations, so that a desired outcome may be assured. 

Communication is defined by Stoner, Freeman & Gilbert (1995: 525) as << the 

process by which people seek to share meaning via the transmissions of 

symbolic messages )) hence involving three essential points: 

(1) People 

(2) Shared meaning and 
(3) Symbols. 

A general model of communication has been elaborated (Mintzberg 1975), 

(Hampton, Summer and Webbqr 1978). This model includes: 

(1) Thinking (source) 

(2) Encoding 

(3) Transmitting (channel) 
(4) Perceiving 

(5) Decoding and 
(6) Receiving (understanding) with a feedback process. 

Terry & Franklin (1982), Dessler (1986: 197-198) differentiate within the 

organisation structure between what is called erestricts most communication to 

certain formally sanctioned routes )) and informal organisational communication 

which <(helps illustrate one of the most serious communications problems that 

plague organisations-)). In earlier studies, Pfiffner & Sherwood (1960) described 

three purposes for communication: 

(1) Communication to provide information on the results of activities: 'score- 

card', 

110 



(2) Communication to evoke programmes: attention directing, and 
(3) Communication to provide data for application of strategies. 

Koontz, O'Donnell & Weihrich (1986) consider communication as 

organisational function emphasizing the importance of: 

(1) Downward, upward & cross-wise communication, and . r. -I, 

(2) The flow of information that needs to be passed on from the external - 

environment and circulated within the organisation to establish and 
disseminate goals and develop plans for achievement. 

Ulrich (1997: 218) evokes the importance of communication on Human 

Resources agendas, goals, activities and results: 

<( Effective communication of HR practices and policies involves sharing 

messages about implementation of innovative HR practices about how HR 

professionals add value to the business, and about the functions, are helping 

meet business goals)). 

Handy (1993) attributes poor communications laterally and vertically as one of 
the symptoms of organisational conflicts when decisions are taken on the'' 
wrong information. Maister (1997) argues, in his research on the professional 
service firm, that communication in an organisation is open and is used as a' 

bonding technique )) to hold the firm together. Davidson (1995) describes 

communication as a hot topic, and argues that many of current organisational'- 
riddles are attributed to its absence. He believes that what one currently does 

within the Organisation is that one normally informs and not necessarily" 
communicates, and that a large difference exists between informing and 
communicating. He stresses the ultimate purpose Of communication, while, 
. accepting informing is a crucial element and that it is part of the communication' 
process, is to bring about a change within the Organisation. He argues that'we 
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must move from information to communication through a tripartite process 
being: 

(1) Education, 
(2) Authentication, and finally 

(3) Motivation. 

For sharing information, Ashkenas et al (1995) consider creating a 

communication plan that identifies a year's worth of activities and shows 

commitment to share information, identify the message they wish to share and 

design tools for communication. Dawson (1994) on the other hand, believes 

that communication is central to bringing about a shift in employee attitudes 

towards the management and change. Terry & Franklin (1982: 356) argue that 

communication is a means, not an end that makes the process and serves as 

the <( lubricant )) for its smooth operation. They believe that communication is 

the result of and not the cause of <( competent management)) and that it is an 

essential <(ingredient of everything a manager does)). To this end, Terry & 

Franklin (1982: 356) provide a classification of communication being (( efficient 
& effective communication)). They. describe efficient communication as <(it 

attempts to minimize time and cost in the total information exchange effort)) 

and that effective communication as <( it involves the most accurate sending 

and receiving of information, full comprehension of the message by both 

parties, and appropriate action taken upon completion of the information 

exchange )). 

Hou, Sheang & Hidajat (1991) in their interpretation of Sun Tzu's (( Art of War )) 
identified several basic principals of communication, which are: 

(1) Communication system must be used to take into account the situational 
factor i. e. it must be relevant and appropriate to the problem, 

(2) It must be identifiable in that it is unique to one particullar force so that no 

confusion may be created, 
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(3) It must use more than one means to convey the messages, this would ' 

reduce the risks of failure should one on the means fail, 

(4) It should be well understood and properly coordinated, and 

(5) It has to be flexible and adaptable so that the situation at hand may be 

exploited. 

Hou, Sheang & Hidajat (1991) further argue that an organisation should, alike 

an army, develop a sophisticated communication system regardless of whether 

this is in relation to an organisation's employees, customers or any other third 

party entity. 

Communicating across cultures is a subject that has been discussed by Adler 
(1997: 67-94) who argues that 'cross-cultural communication confronts us with 
limits to our perceptions, our interpretations and our evaluations. Our cultural 
perspectives tend to render everything relative and slightly uncertain. She'. 
further adds: 'cross-cultural communication occurs when a person from one 
culture sends a message to a person from another culture. CrOss-culture" 

miscommunication occurs when the person from the second culture does not 

receive the sender's intended message.... Communication does not 

necessarily involve misunderstanding caused by misperception 

misinterpretation and misevaluation. When the sender of a message comes 
from one culture and the receiver from another, the chances of accurately 
transmitting a message are low. People from different countries see, interpret, ' 

and evaluate things differently, and consequently act upon them differently'. 
I*, 

Cox (1994) argues that the implications of cultural difference in communication' 

styles in the workplace are numerous, and that misunderstanding between the 

various groups with diverse cultures underscores the need for knowledge of 
cultural differences. This is supported by Gesteland (1996) following his 
decades of experience in dealing with cultural differences, he believes that the 
gap in communication is quite large between two different cultures and that 
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confusion is quite apparent because the two cultures expect quite different 
things from the communication process. 

Communication in general is not an end in itself but it is a means to reach an 
end. In this context communication is a multifaceted feature. People do not 
communicate between each other and transmit the desired messages, but also 
receive messages through a variety of means, be it direct or indirect, such as 
mass communication media, including books, newspapers, motion pictures, 
radio and television. These are operated by independent business 

organisations on a profit-making basis (Davis, Frederick & Blornstrom, 1982). 
They argue that there is a heavy burden of responsibility placed upon 
organisations in order to assure a high quality of output and provide the 

opportunity to all citizens to be well informed and to develop their potential. 

Along these lines K6rner (1991) distinguishes between 2 different information 

systems: 

(1) Systems designed for use by one organisation (organisational systems) 
for internal use such as managerial and administrative functions, and for 

communications with the outside world, hence information relating to an 
organisation not available to the public, and 

(2) Systems designed for a wider group of users, such public information 

systems or data banks, which are accessible to the public. 

Masmoudi (1998: 129) in his research on the challenges and consequences of 
the information age in the Arab World put a greater emphasis on the economic, 
social and cultural advantages that information and communication represent. 
He described it in the following manner: 

(( With the development of interactive media, economic inforrnation 

mechanisms will again demonstrate their true breadth and real impact The 

goal will be not only to inform, but also to manipulate, through effective 
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communication, the needs and behaviours of consumers as we// as 

producers )). 

Morgan (1998) has supported this. His argument is that the role of mass media" 

in development is quite important and that it is clear that mass media occupy a 

significant position within the developing countries. 

It is perfectly understandable that difficulties arise when determining whether 
development efforts are aimed in the right direction, particularly when 

management functions and assignments are rather complex. Appraisal and- 

performance are in some instances interrelated, and in others not. Performance, 

may yield and bring about, to some people, self-satisfaction, and as such the 

physical reward may not always be the direct driver of performance. Hampton, 

Summer & Webber (1978: 473) came up with the following to describe the 

measurement of performance and how it varies according to situations and 

perceptions and highlight the tendency to overemphasize results: 

a It is helpful to recall that MBO began as a reaction to appraisal systems and a 
management focus that seemed inordinately concerned with judging employee 

performance by various personal traits or characteristics, such as loyalty 

punctuality, cooperativeness, ability and compliance ývith various Procedures 
and regulations. Critics such as Drucker (1954) and Mc Gregor (1957) urged 
that this emphasis was misplaced and that appraisal, and management, ought 
to assess performance by results, results that implemented established 
objectives )). ý 

Terry & Franklin (1982) believe that human traits i. e. friendliness, honesty and 
loyalty may not represent the final form for appraisal but what actually counts is 
the results which are the most important goal to keep in mind when analysing 
performance. 
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From this angle come intrinsic and extrinsic rewards. As described by 

Hampton, Summer and Webber (1978), intrinsic rewards are those feelings of 

achievement, competence, satisfaction and self-actualisation that people get 
from their activities, whereas extrinsic rewards result in providing physical 

yields such as pay, promotion, fringe benefits and status symbols (e. g. Cars, 

housing). 

Staw (1976) argues that the effects of the intrinsic and extrinsic motivation are 

not always simple and that several mediating variables must be taken into 

account in order to make a behavioural prediction. Kerr (1975) makes a 

distinction between what is to be rewarded and what is to be hoped, and 

reviewing the reward system can carry this out.. Kerr (1975: 769) observes that: 

<( Organisms seek information concerning what activities are rewarded, and 
then seek to do (or at least pretend to do) those things often to the virtual 

exclusion of activities not rewarded)). 

Kerr (1975) argues that reward systems frequently shape and maintain 
behaviours that they are trying to discourage while punishing desired 
behaviours. 

As a first move managers are to find out what behaviour needs to be rewarded. 
By altering the reward system, the organisation escapes the necessity of 

selecting only desirable people or of trying to alter undesirable ones. Kerr 

(1975: 782) elaborates on his views by commenting: 

(( Thus in many states, Good Samaritan Laws have been installed to protect 
doctors who stop to assist a stricken motorist. In states without such laws it is 

common place for- doctors to refuse to stop, for fear of involvement in a 
subsequent lawsuit)). 
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This may be applicable in organisations wherein reward systems are altered to 
be adapted to performance. It is therefore essential to note that managers in 

the Arab World need not fear punishment, because they are neither supported 

nor covered by law. If they did something that is right from their own way 'of' 

thinking, the reward will be ultimately theirs, as those who are overlooking 

should in the end believe in the way they are behaving. Gratton (1997) strongly 

recommends that it is important to communicate information concerning the 

allocation of rewards to the individual so that the reward system, as 

appropriated, is accepted and performance measures are believed. This' 

supports the classical theory in having the objective of attracting, retaining and" 
motivating the employees necessary to deliver desired results, following the 
design, implementation, communication and evolution of performance and 

reward policies and processes. Lawler 111 (1996) insists on high involvement in 

addition to job involvement in order to create a high performance. High' 

involvement approach, according to' Lawler 111 (1996) is also called the-- 
scommitment approach', 'empowerment', 'total employee involvement' or more 
descriptively 'business involvement. 

Lawler 111 (1996) key features emanate from involvement which include: 

(a) Information about the performance of the organisation, 
(b) Rewards that are based on the performance of the organisation and the' 

contributions of individuals, 

(c) Knowledge that enables to understand and contribute to organisational" 

performance, and 
(d) Power to make decisions that influence organisational practices, policies 

and directions. 

Dessler (1986) supporting Peters & Waterman (1982) describes how 

organisations elicit intrinsic motivation and self-control to boost performance. 
They discuss rewards and reinforcement in organisation, which are relying 
upon a persuasive feeling that all employees are winners and that the reward 
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system reinforces this. If however, (Peters & Waterman - 1982) organisations 
label someone a loser, he soon starts acting like one. Dessler (1986), Peters & 

Waterman (1982) then discuss the trust and innovation in the sense that 

organisations treat people as adults and as the primary source of productivity 

gains. Peters & Waterman (1982: 15) quoted TA Watson (former chairman of 
IBM) (( IBM's philosophy is largely contained in three simple beliefs the most 
important of which is the respect for individual. This is a simple concept, but in 

IBM it occupies a major portion of management time. We devote more effort to 

it than anything else )). 

It is becoming a fundamental belief that the, individual must be respected 
(Davidson 1995). In Stoner, Freeman & Gilbert (1995: 375), Sony founder Akio 

Morita says, (( a key to success is creating a sense of shared fate among all 

employers >>. 

Dessler (1986) goes on to elaborate on socialization of employees. After 

careful screening, the organisation enters into a socialization process in an 

effort to boost both individual and organisation performance. This process is 

aimed at infusing the incoming managers and employees with the firm, and of 

melding staff goals with those of the organisation until the two are one. Hamel 

& Prahalad (1994) stress strategic intent for human resource management. 
They argue that strategic intent aims to create employee excitement, not just 

employee satisfaction. They believe that in many organisations, some form of a 
happiness index is used to measure satisfaction with pay and conditions, and 
that the appeal to emotion as well as intellect must be based on more than the 

prospect of personal financial gain. In certain instances and in the absence of 

strategic intent, performance-linked compensation for individuals within a profit- 

centre unit may have unexpected <( toxic side effects )) such inter-unit 

competition that fails to recognize the rewards of cooperation, unnecessary 
disputes about reverse sharing (Hamel & Prahalad - 1994: 135). 
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In discussing the forces which suggest the move from job-based to competency - 
based approaches to organizing, Lawler 111 (1994) evokes pay for performance- 
as an issue, which concurs how one uses his skills in a given period. His"ý 
argument is that whatever the situation is, be it on individual basis or within a 
team it is essential to pay for individual performance. 

Gist, Locke & Taylor (1987) reveal the following features: 

1. The norms used as the basis for rewards being: 

1.1. Equity norm i. e. members are rewarded according to their inputs, 
1.2. Equality norm i. e. all members receive equal rewards, 
1.3. Need norm i. e. members need for the reward determines their' 

allocation. 
2. There is an interaction between need and performance information. 

3. Racial composition of a group may affect group process. 

Undoubtedly, these norms have positive and negative implications for both 
group performance and individual performance. As such their application needs 
to be carefully examined. To further elaborate on this issue, the authors believe 
that: 

<( Performance emerged as a stronger determinant of reward allocations than 
need in a work context, but both were strong determinants of reward levels in 6a 
scholarship decision)) (Gist, Locke & Taylor 1987: 242). 

Mintzberg (1993: 74-75) emphasizes the performance control: 

(( The purpose of performance control is to regulate the Overall results of a 
given unit.... Performance control systems are most relied upon where the 
interdependencies between units are primarily of a Pooled nature - namely 
where the units are grouped on the basis of market... Performance control 
systems can serve two purposes: to measure and to motivate 
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Ashkenas et al (1995) emphasize two different performance-reward features. 

They argue that rewards must be shared up and down the organisation and 

performance pay must be based on a combination of firm performance, unit 

performance and individual performance. The second feature is that the reward 

system must be altered to create healthy hierarchies. Organisations must 

equitably recognize past performance and stimulate people to perform 

competently in the future when given higher positions. 

Performance and reward have been discussed by a variety of authors from 

different angles. Sluyter (1998) defined organisational performance. He 

included terms such as customer-d riven, strong quality leadership, continuous 
improvement, action based on facts and employee involvement. 

Meyer & Allen (1997) refer to performance when discussing commitment. 
Affective commitment positively correlates with performance in some studies, 

whereas in others does not. People with high affective commitment tend to 

outperform those with low affective commitment in instances where 
independent assessments are considered, such as relationship with 

supervisors, sales figures and control of operational costs. Continuance 

commitment has few positive relations with performance indicators. As reported 
by several researchers non-significant correlation exists between continuance 

commitment and various performance measures. Lastly, it has been reported 
that no significant relations exist between normative commitment and 

performance indicators (Meyer & Adler, 1997). In general, according to Meyer 

& Adler (1997), commitment correlates insignificantly with performance. 

Capelli (1997) believes that performance is strongly influenced by employee's 
attitude. He argues that personality and conscientiousness consistently related 
to job performance. He suggests that once workers are in the labour force, it 

would be difficult to change their work attitude, and as such education, social 
learning and cognitive development are necessary at earlier stages. 
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Maister (1997) stresses the aspects of performance the organisation must look 

at. The indicators for which the employees would be held accountable are 
defined in 6 categories: 

(a) The profitability, 
(b) The client satisfaction, 
(c) Coaching and skill building, 

(d) Contributions to practice development, 

(e) Contributions to the success of others, 
(f) Personal growth. 

Maister (1997: 268) concludes: 

(( There is ultimately one test of a compensation system: whether or not it'' 

encourages the full range of behaviour needed for the firm's success. if" , 

partners are spending their time wisely and energetically on things that benefit; 

not only themselves but also the firm, then the system is working. If an. " 
individual's best interests don't coincide with the firms, the'system needs an' 
overhaul. To apply this acid test, one first has to understand what makes the 
firm succeed)). 

Cox (1994) evokes the problem of power imbalances and the performance 

opportunity of minorities' implication of power imbalances, among culture' 
groups, especially when they persist for long time. Power imbalances reduce", 
the motivation of members to excel their fullest potential in the organisation' 1, 

Taylor further argues that identity salience is affected by group density, and 
that discrimination is expected against minorities in performance ratings to be" 

greater when their proportion representation is low. He stresses the need to". 
revamp the reward system in taking into account the elimination of any bias in 
the process and consider workers regardless of group identities. 
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Jansen and Von Glinow (1985) discuss ethical ambivalence when reviewing 

reward systems. The reward system is viewed as the structural source of 

ethical ambivalence, which results, according to the two authors, when 

contingencies alter the dialectical balance of norms and counter norms. 

In this connection, Jansen and Von Glinow (1985: 819) put forward a few 

directions, although further research is needed in this field, focusing on 

generating information useful to those who are in position to redesign the 

reward system. First, it is important to diagnose the reward system. Second, 

analysis of the rules and procedures of the organisation is necessary. Third, 

emphasis on training and education is of vital importance. Fourth, investigative 

structure development needs to be put in place. The last and most important 

direction is the government regulations, which play a major role in the 

relationships within the organisation, 

In this context will employees be rewarded for breaking the rules in order to get 
the job done, as referred to by Jansen & Von Glinow (1985: 82 1): 

(( Ethical ambivalence refers to the conflicts that result from the mal-integration 
of the reward system with the dominant norms and the desired culture of the 

organisation )). 

Sir John Whitmore (1996: 2-3) insists on awareness and responsibility. He 

considers them as ingredients of performance. He argues that awareness 
increases input, interest and learning. Whereas responsibility is being provided 
when a person is given the possibility of offering choice, and this leads to 

(( self-esteem, confidence and self-motivation )>. 
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IV -3 CONCLUSION 

The organisation has to play a major role in putting the environmental forces 

together. Through open systems approach of Lawrence and Lorsch (1967), and 
Emery and Trist (1960-1965), the organisation may bring equilibrium by having 

a continual interchange across the boundaries with its outside world. On the' 

other hand, Smircich (1983) and Morgan (1997) consider organisations as 

social instruments created to achieve other ends. The organisation has to be a 
tool for development. A dynamic tool that can be man-made adapted to", 

situations as may be dictated by the circumstances. 

Within the organisation people will have to be committed to carry out these, 

tasks. As highlighted by Steers (1977) commitment is the willingness to exert' 

considerable effort and this should be for reasons that go beyond financial 

expectations. How would this be defined with the current workforce in the Arab' 
World? Robock & Simmonds (1983) discuss the attitudes toward work and. ý 

achievement. They believe that, in certain societies and under cultural'_ 

constraints, we find workers in the job until they earn a targeted amount . of, 
money and then leave, hence losing ties and commitment to a course of action, 
the organisation and to the society in which they lived. 

A review is also needed for the practices that are being undertaken by the Arab 
Organisation. This starts with Research & Development, through International 

Relationship to Training. Maister (1997) argued that investment in R&D and, 
commitment to R&D are built on organisational structure. The amounts spent 
on R&D are considered, as an indicator of firm's competitiveness in a given 
industry. R&D roles have become a reality as an inevitable element in 
organisation that must be looked upon carefully by the Arab Organisation. 
Useful application of R&D will bring into the society social gains. Training for' 
cultural sensitivity, training programmes' effectiveness to the cultural 
requirements and group socialisation process and knowledge transfer function 
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are needed. These subjects are thoroughly discussed and perfectly appropriate 
to the Arab World. Training in this context does mean offering normal courses 

as foreign languages and the like but large investment in learning about 
sensitivity of all sorts that reinforce the core competencies of the organisation 
by inculcating business values and commitment development. 

International relationships are quite apparent in the Arab World because of the 

desperate needs for expertise & reinsurance financial support. Pfeffer & Nowak 

(1976), Porter (1986), Faulkner (1995), Lei & Slocum (1991), Robock & 

Simmonds (1983) discussed at length the international business relationships. 
What I believe is that international relations need to be well designed for the 

Arab World. A proper configuration must be put in place for lesser influence 

and higher appreciation of the market's needs between those who are 
interested in the Arab World and possess the technology and those who 

possess the market in the Arab World and are in need of the technology. 

Porter & Millar (1983) stress the information revolution and its effects on the 

market. It changes the industry structure, it creates new ways for organisations 
to outperform rivals and it originates whole new businesses. Marchand (1997) 

established four different organisation information cultures. Functional culture is 

used as way to exercise influence. Sharing culture where information is shared. 
Searching culture where information is searched. Discoveries culture where 
information is discovered. Broadwell & Simpson (1981) evoke the barriers and 
skills of good communication, which the Arab Organisation is badly in need. 
Cox (1994) argues that the implications of cultural difference in communication 
styles in the workplace are numerous, and that misunderstanding between the 

various groups with diverse cultures underscores the need for knowledge of 
cultural differences. 

Reward & Performance are features that have been extensively discussed over 
the last several decades. Hampton et al (1978), Terry & Franklin (1976), and 
Kerr (1975) reviewed rewards & performance from various angles. Shaw 
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(1976) believes that the intrinsic and extrinsic motivations are not always", 

simple and that several mediating variables must be taken into account in order* 
to make behavioural predictions. The reward system needs to be altered and 

adapted to performance. This should incorporate those aspects that the - 
individual is seeking in terms of socialisation, security and long-term"I 

achievement. 

This research project is about the process and practices in culturallyýý- 
differentiated organisations based in the six countries of the GCC. It" 

emphasizes the factors and influences of culture in organisation within the'' 

insurance industry and within the market. It supports the argument that the 

Arab Organisation is largely influenced by local culture. But the presence of' 

other cultures, which is quite apparent within the organisation and the market,, 

provokes conflicts that are withholding progress and development. The 

research question, this study probes, therefore, is the role and influence of 

culture on organisational practices in order to trigger change for business 

growth and organisational development in the GCC. 
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CHAPTER FIVE 

FOCALTHEORY 

V-1 INTRODUCTION 

The main issue of this research is to identify which factors (macro and micro) 
have the most influence on business growth in the insurance industry in the six 

countries of the Gulf Cooperation Council. 

This thesis' contribution is three-fold. First, it explores managers' points of view 
and perceptions regarding business growth and organisational development in 

the insurance sector in the six countries of the GCC. Second, it builds on 
existing evidence indicating that culture in the Arab world (Hickson & Pugh 

1995, Hofstede 1980, Robock & Simmonds 1983, Muna 1980, Al Faleh 1987, 
Yasin, Simmer & Green 1989) plays an influential role in determining 

organisational outcomes hence hindering business growth. Third, it investigates 

the possibility of showing some convergence between the overall management 
styles in the GCC and those prevailing in the western world. 

Insurance business growth is confronted by many problems arising from 

differences in cultural perceptions, and organisational practices (Hickson & 

Pugh 1995, Robock & Simmonds 1983). One of the keys to understanding 
these problems is to understand how cooperative relationships (interaction) 
develop between the social actors forming an integral part of the insurance 

industry. 

From what I observed over the years and what I showed in the literature review 
I see two main dimensions, Culture and Organisation each having three sub- 
dimensions (factors) that influence business growth in the industry. These are 
illustrated in Figure 5.1. 
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FIGURE 5.1 -Two Dimensions and associated Factors influencing the insurance 
market in the GCC 

DIMENSIONS FACTORS 

(A) Culture 1 Cultural 

2 Environmental 

3 Leadership 

(B) Organisation 4 Organisational 

5 Strategic 

6 Structural 

The six factors are derived from the main two dimensions, and are for 
Culture: (1) Cultural, (2) Environmental, and (3) Leadership and for 
Organisation: (4) Organisational, (5) Strategic, and (6) Structural. 

The six key factors (Figure. 5.1) are used to explore managers' points of view 
and perceptions regarding business growth and organisational development. '", 

V-2 CONCEPTUAL MODEL 

My aim is to identify, using a simple PEST analysis model (Johnson & Scholes 
1999: 104), which macro-environmental influences are likely to affect market 
and organisational development, and subsequently insurance business growth. 
The conceptual model will be developed and operationalised through the PEST' 

model in three stages, which will be discussed in details in the forthcoming' 

sections. The overall idea was broken down in three stages to both explain ho\W 
the idea was developed and identify which macro and micro-environmenta[ 
influences are likely to affect a favourable outcome for business growth. 'The' 

three stages illustrate the journey from the overall picture of the Macro- 
environment of the GCC insurance industry (stage one), through identification 

(stage two) of the two dimensions and the six key factors - being Culture' 
(cultural, environmental and leadership) and Organisation (organisatio'-n'al', ' 

strategic and structural), to operationalisation (stage three) using the PlHsTý, 
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model, of the attributes/activities in the GCC. These attributes will then be used 
for the formulation of the hypotheses and relevant propositions to be tested in 

order to explore managers' points of view and perceptions and demonstrate 

which macro and micro-factors have the most influence on business growth 

and organisational development. 

V- 2.1 The macro-environment of the GCC insurance industry 

Stage one (model generalisation) was designed to show an overall picture of 
the macro-environment of the insurance industry. This is shown in figure 5.2 

FIGURE 5.2 - Model Generalisation Culture embracing the four functional 
variables: Practices, Workforce, Organisation and Community 
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Johnson & Scholes, (1999) argue that'managers face difficulties in trying to 

understand the environment. It is therefore important while analysing the 

macro-environmental forces in the-GCC to-design a, plausible configuration of 
influences that is appropriate to the insurance industry. If we take the PEST 
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model on a macro level, and split it as follows we note the ope ration alisation of 
Stage One (generalisation) model as: 

Political: Legislation & Regulations are operationalised as community (Le", 
Government, industry etc. ) influencing the enactment of laws 

and the establishment and application of rules. 

Economic: Availability of resources is operationalised as Workforce 

(needed in the economic system, workers fleeing the economic'. ', 

depression and/or recession of their respective home countries, '-" 

and still considered as an economic resource and driving force 
in the GCC) 

Social: Life style, Attitudes to work, Social mobility, Education are 

operationalised as Culture (variety of cultural groups with their 

own perceptions and beliefs) and as predominant sets of 
Practices (the way people have acquired their way of thinking,, 

and the way through which they wish to carry out the work). 

Technological: Research & Development, - Industry focus on efforts, training, , 
discoveries etc. are operationalised as Organisation (being a 
system and a tool) that need to be used effectively to both 

advance and support change in the market place. 

I see in the GCC insurance industry that culture emerges in different functional 

variables taking the following forms: 

(a) The workforce represents a multitude of nationalities and a variety of 
ethnic groups. Each group provides its own perceptions. Hence the 
level and degree of interaction between the-various groups may be 

quite low. The workforce is carrying out the operation using certain 
norms and practices, practices that are borrowed from various 
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markets such as Europe, Far East, Middle East, USA and others. A 

unified norm might be established, but to achieve this there must be 

a receptive attitude between the various groups. 

(b) The practices that are carried out by the workforce are being 

undertaken within the organisation. These practices may be playing 

an important role within the society by influencing their purchasing 
behaviour. The practices used by certain cultural groups may not be 

suitable to other cultural groups, and to the end users of the service. 
But through continued interaction the various cultural groups may 
learn each other's respective preferences toward the practices that 

need to be undertaken in the best interest of the society. For 

example, managers offering a Hull policy risks such as "contact with 
ice" or "contact with iceberg", are deviating from the normal coverage 
for an operation in a warm weather, and thus they are providing for 

extra coverage unnecessarily; and the selling price of such a policy 
will no longer reflect the reality. This type of "Hull" risk may be 

common to managers from Northern Europe, but not to managers in 

the GCC, and definitely not to the end users of the service (Arab 

consumers). Thus, understanding the needs of the local market, 
coupled with the vast experience of the various foreign managers, is 

crucial and may take place only when the dynamic of interaction, 
between the various social actors, is continually engaged. 

(c) The organisation, being an instrument to reach an end, is sub- 
structured to meet the needs of both those who are part of it (intra- 

organisational) and those who are dealing with it (extra- 

organisational). Therefore, it is through the organisation that change 
leading to business growth may be initiated. 

(d) The community includes those involved in the insurance industry 

encircling the social actors that are part of the organisation (intra- 

130 



organisational) and those who are dealing with it and having direct 

influence on the organisation (extra-organisational). These are: (1) 

the stockholders (the capital providers) who come from one cultural 

group having their own perceptions and beliefs. (2) The suppliers, 

who provide the reinsurance support (financial backup) and they are 
the technical know-how providers. They obviously impose their own 

ways of doing things, which may not be possibly appropriate in the 
GCC. (3) The customers who represent a major part of the overall 

model and who are the ultimate objective of the organisation (mostly 

influenced by Islam). (4) The competitors who impose pressure on 
performance and this may take dual opposing forms, one of which 
may be beneficial to organisational objectives, and the other may be 
detrimental. Beneficial, because it should lead the organisation to 

provide challenges in innovation and in idea generation and new 
practices leading to higher performance ending with such a desired 

outcome (wealth creation) provided the approach to competition is 

right. Detrimental because it leads the organisation to act in such a 
way that is not in the best interest of the society, by providing extra 
coverage at no cost (i. e. price/rate), or undercutting non-scientifically 
the prices, hence loosening the solvency margins, weakening the 
financial capability (bearing in mind we are in a financial service 
industry) relying heavily on the international markets through large 

reinsurance programmes, and lastly lacking' of wealth creation. (5) 
The government and local associations forming an integral part of the 

model. They play a crucial role in providing pertinent supports, 
through enactment of regulations, to the organisation both moral and 
material. 
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V- 22 Culture & Organisation influencing performance in tile GCC 

Stage two is developed first through a simple systems model (Easton, 1988, 

Emery & Trist, 1960,1965). This is shown in figure 5.3 

FIGURE 5.3 -A Simple Systems Model of the Influences Operating on the GCC 
Insurance Industry 

Extra-Environment Intra-Environment 
GCC Insurance Indus ry 

Environment Nationality 
People Culture & 

-4-00. 
Practices 

Community Organisation Workforce 
I 

Culture is a common feature between what is inside the organisation and what 
is outside the organisation. Culture exists in the extra-organisational variables 
(Environment, People and Community) and in the intra-organisational variables 
(Nationality, Practices and Workforce). Morgan (1986: 135) argues that Culture 

is a means of creating organised activity by influencing social practices that 

communicate the beliefs and values guiding action, hence the idea of 

managing culture as the "normative glue" that holds the organisation together. 

The role of Culture is to provide an interaction between the variables. In other 

words, culture is to play a catalyst role, through such key factors as cultural, 

environmental and leadership, in order to provide an interaction between the 

various social actors, as well as hold the organisation together under a unified 

cultural umbrella. 

Organisation, as an open system, is the tool that needs to be used to put in 

application, advance and support change (be it environmental or cultural). 
Figure 2.2 (chapter, 11), which is about the nature of the insurance organisations 
in the GCC, shows that the organisation and its environment occupy opposite 
ends of the spectrum. From one side, we note three attributes (a) Corporate 
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(shareholders' influences), (b) Nationality (Indians, English, other Arabs, etc)-,, I 

and (c) Attitude (top management cultural perceptions and beliefs) and from the 

other, we note (d) Arab (influences of government officials on regulations, ̀ý 

research spending, educations etc), (e) Foreign (executives who hold higher 

positions in the various industries who may be influential in the insurance 

decision making process) and (0 Islam (overwhelming/p red omina nt religion 
directed by Muslim clergies influencing the daily life of people). Thereforeý 

organisations and environments, while co-existing are enacted through a 
cultural interaction process. The relationship between the social actors 'is 

needed, as it leads to a necessary sequence of interactions, in the process of 
change, that provoke different responses yielding Positive outcomes. For 

example, government decision to issue a new law to support the organisational'- 

practices, such as high solvency margins, compulsory household insurance 

and others, may follow a cooperative move (a kind of "Lobbying" as in western 

society) by the insurance practitioners to improve on the service given to the,, 

users. The end users, by receiving better performance from the insurance - 
organisation may react in getting closer and demanding more services. In other 
words, Organisation is therefore the means through which change leading to 
business growth may be initiated. 

It is worth reviewing at this point what attributes are considered in the PEST-- 

model according to Johnson & Scholes (1999: 104-105). Under each of the four 

categories they identify several attributes: 

Political: Legislations & Regulations, Protection Laws, Foreign Trade, 
and Stability 

Economic: Business Cycles & Forecasting, GNP Trends, Disposable 
Income, and Availability of Resources 

social: Population, Social Mobility, Lifestyle, Attitudes to wo I rk, Consumerism, Education 

Technological: Government spending on research/ intervention, Governmen -t 
& Industry forces on . efforts, discoveries, devebPment,. 'ý transfer of technology. 

133 



If we carry out a PEST analysis on the Extra and the Intra environments, then 

the extra-environment might include economic forces and political/legal issues, 

and the intra-environment would include social and technological issues, which 
leads to stage three of my model development, for the ope ratio nalisation of the 

activities/attributes in the GCC insurance industry., 

V- Z3 Operationalisation of the attributes through a PEST analysis 

Figure 5.4 shows the activities/attributes, on a micro level, within the GCC 

insurance industry identified through a simple test analysis leading to Stage 

Three (model interpretation). 

FIGURE 5.4 -A Simple PEST Analysis of Activities in the GCC Insurance 
Industry 

Political I Legal Economic Forces Social Technol2_cijical 

Government Intervention International iniluences Commitment R&D 
Government Relations Media Planning Know-how 
Communication/ Evolving Forecasting Workforce diversity Training 
Society 
Learning/ Education Innovation Intergroup Relations Information 

Delegation Performance 
Participation Modern Technology 
Job Satisfaction 
Reward 
Dependability 
Discipline 
Integration 

I now propose elaborating on figure 5.4 to throw more light on how I perceive 
this within the GCC Insurance Industry 

Political I Legal 

(a) Government Intervention & Government Relations: governments may 
have great influence on business growth. In financial services 
industries, practices need to be regulated, in order to avoid abuses, 

as practices in this sector (financial services) are difficult to control. 
Governments may also help in other aspects of the industry. They 

may help in R&D, media, preparatory educational programmes in a 

society that is evolving (for example a large number of graduates 
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have studied at universities in the western world, hence adding to 

their own knowledge those acquired in the developed world) and 

rapidly changing, spreading awareness and others. These are all 

elements necessary for development and business growth, and 

without government interventions their applications become difficult. 

(b) Education & Learning: this involves those activities that are outside 

the organisation but influence heavily the variables inside the 

organisation. Education and Learning is an activity that is forming an 
integral part of the macro-environment, hence its crucial impact in the 

process of change and on business growth. These include learning 

about new managerial tools or new research programmes; learning 

about new techniques; learning about new tools in the markets; be it 

technological, economic or organisational such as new programmes 

that facilitate policy iýsuance, or economic formula for rating, learning 

about the needs of the customers and others. They are all necessary 

to keep the managers abreast of what is going on, and how to go 

about formulating and applying the strategy that is needed in the 

process of change and for business growth. 

(c) Communication: this is two-fold, on the one side it is important to 
have a communication coming from outside the organisation about 
the industry, about the economy, about the trends, about the 
demographic growth and structure, into the organisation. On the 

other side it is as much important to communicate these data among 
the managers and among the various cultural groups. The 

communication between the people within the organisation and 
outside the. organisation is crucial to exchange views, to better 

understand the environmental needs, and blend the various ideas to 
be translated into action, which would be beneficial in the process of 
development. 
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Economic 

(a) International Relations represent a major influence on the 

organisation, as the local organisation tends to heavily rely on the 
international insurance and reinsurance organisations for technical 

support, reinsurance protection and subsequently on insurance 

practices. Hence lacking development of local technicians who are 
the best positioned to understand local needs. The practices of the 
international organisations in certain instances are not appropriate to 

the local market, and may be a barrier in the process of change and 
development. 

(b) Media is an economic force that needs to be well used by all parties. 
It is the easiest mean to pass on the message of insurance in its 

proper form to the end-users and explain to them what is right in 
insurance and what is not, and that the insurance principles are not 
against Islamic believes. 

(C) Forecasting, economic forecasting and indicators are crucial for the 

organisation. It allows the organisation to follow the trend of the 
industries, the ratios of the national economies, their trends and their 

performance. This kind of information helps the organisation prepare 
its planning for the coming financial periods, formulate its strategy 
and attack new sectors, which only came to light with the economic 
figures obtained. For example youth percentage as compared to total 

population (for travel insurance and other related services), or the 

number of aged people in 20 years (for pension insurance or other 
related services). This may have a great impact on business growth. 

(d) Innovation is another economic tool that the organisation may use to 

spread its presence in the industry through a wide range of products, 
new practices that may influence consumers in two ways. First, by 
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satisfying the existing customers and enlarging the range of services 
that the organisation is providing. Second, by attracting new', 
customers who never accepted to buy an insurance policy. 

Social 

(a) Commitment, it is important to identify to what extent managers are 
committed to the work they are doing and to the organisation. They 

come from different environments and their commitment may 
influence their way of doing things. 

(b) Workforce diversity, it is a social process in the sense that diversity of 
thinking may bring strength to the organisation and to the practices 

undertaken, and may be beneficial in the process of change and 
development. For example a Swedish manager, who. may have had 
the experience in his home country, insists on including certain. 
clauses (he came to know whilst in Sweden when rules are imposed 
by the government) in a yacht policy that diving is prohibited in 
certain dangerous areas. Or an English manager, who may also' 
have had the experience in his home-country, insists on including a, I 

clause in a yacht policy, that a sign (a warning floater) is necessary 
whilst diving in order to warn boat skippers whilst passing by, that 
someone is diving in this area, so that they may clear the way. It is 
notable here that two different experiences are combined under one 
policy that the policyholders may enjoy. The latter will be under the', 
obligation to adhere to these clauses, first to comply with the terms of 
the contract and ensure a proper financial protection in the event of "a 

likely incident, and second, most importantly, for their own safety. 
Such practices may motivate consumers to pay more for services of 
this kind, and look for more services that may protect their interest, ' 

their properties and their well being. It may as well motivate the local 

associations and the government to identify the areas that are 
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dangerous for diving and the need for warning floaters and issue 

relevant rules to support such practices. Therefore workforce 
diversity brings strength to the organisation and to its practices, and 
helps create a dynamic of interaction between the various social 

actors. 

(c) Intergroup relations & Integration: Interaction between the managers 

of the various cultural groups is crucial and managers need to know 

whether the people with whom they work are friendly or distant. 

(d) Delegation & Participation: it is quite important in the insurance 

sector and in the Arab World. Managers must be technically versed 

and should be less influenced by the centre (who may not 
necessarily be insurance technicians), as this would give them larger 

room to manoeuvre in their work. Their participation becomes crucial 
in the decision making process. 

(e) Job Satisfaction & Reward: managers coming to the area to 

accomplish certain specific tasks, tend to be satisfied in their job but 
this satisfaction is still complex to understand. They need to be 

satisfied simply to fulfil the duty they are here for and for which they 

are rewarded and no more, as their income (the reason for which 
they left their country of origin) is linked to this accomplishment but 

will the reward system be altered to correlate with tasks that go 
beyond their initial jobs? And are they allowed to do more than what 
they are asked for? This may hinder development and subsequently 
limit business growth. 

Dependability & Discipline: managers may be sceptical as to what 
the organisation would be prepared to provide hence a sense of 
insecurity which may limit their moves within the organisation and 
towards the market by respecting strictly the rules. -Managers may 
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respect the rules but this often opens the doors to assess 
subjectively what is right for the organisation and what is right in not 
breaking the rules, although these rules may not be beneficial to the 

organisation in particular, and to the industry in general. For 

example, not selling a life policy in a market, because this is against 
Islamic beliefs (as they pretend), may be right for the shareholders 
(not to sell) but also right (to sell) from the organisational point of 

view, as this is beneficial for both the organisation in particular, and 
for the market in general. 

Technological 

(a) R&D, it is apparent that this is lacking in the Arab World and that it is 

vital for growth and development. It helps understand local needs 

and produce tailor made services, it creates new techniques, tools 

and organisational practices, and it stimulates Commitment of 
managers when they participate in brainstorming. 

(b) Know-how, the Arab organisation lacks the local know-how and 
technicians. Local technicians are the most appropriate to better 

understand the local needs and local culture. This is of vital 
importance for development and business growth. 

(c) Training & Performance, training is overwhelming in the Middle East 
but its application is inadequate. What is needed is technologically 
directed training programmes that fit the needs of the local culture 
and provide better performance, greater commitment to the 

organisation, and to the market, for organisational development and 
business growth. 

(d) Information, this does not exist in the Arab World, and if it exists, it 
does in a completely imperfect form. From what I see information is 
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not well gathered, and it is badly nurtured and rarely spread. They 

consider it as a secondary issue (although they are all convinced that 

it is important), or they feel it creates more tasks than it is needed for 

the industry, hence its mistreatment. This is an important 

technological micro-environmental agent that may hinder business 

growth and organisational development, should it be misused. 

V- 2.4 A linkage hetween the activities and the Six keyfactors 

It is now possible to relate the activities identified through the PEST analysis to 

my original model (figure 5.1) shown in figure 5.5 below, which is essentially an 

operationalisation of the six key factors. 

FIGURE 5.5 - An Operationalisation/Model of the Six Key Factors 

Culture 
Factor 1 -Cultural Factor 2- Environmental Factor 3- Leadership 

(1) Inter group Relation (1) Government Intervention (1) Personal Motivation 

(2) Self Image Reinforcement (2) Government Relations (2) Job Satisfaction 

(3) Conflict (3) Technology (3) Learning 

(4) Cultural Diversity (4) Innovation (4) Participation 

(5) Integration (5) Forecasting (5) Delegation 

Organisation 

Factor 4- Orqanisational Factor 5- Strateqic Factor 6- Structural 

(1) Organisational (1) R&D (1) Reward 
Commitment 

(2) Work Commitment (2) Know-how (2) Career Progress 
(3) Organisational (3) Media (3) Performance 
Dependability 

(4) Planning (4) International Relation (4) Communication 
(5) Discipline (5) Training (5) Information 

What I am aiming at is to identify which macro and micro environmental 
influences are likely to affect favourable outcomes for business growth and 
organisational development. Managers' points of view and perceptions need to 
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be explored. In order to proceed, I need a set of hypotheses and propositions 
to be tested. They are set out and discussed in the next sections. 

V-3 HYPOTHESES & PROPOSITIONS 

In this section, I define my proposed typology of the hypotheses and relevant 

propositions used in this research study. Six different sub-sections, under the 

two main dimensions, Culture and Organisation, are elaborated to cover the., 

individual hypotheses and propositions in each of the six factors, which are (A)" 

Culture: (1) Cultural, (2) Environmental, (3) Leadership, and (B) Organisation: 

(4) Organisational, (5) Strategic and (6) Structural. 

V- 3.1 - Culture 

V- 3.1.1 - Factor (1) - Cultural Hypothesis & Propositions 

The proposed hypothesis under this sub-section reviews the practices' 

undertaken within the Cultural sub-dimension. The five variables, which were 
discussed in the literature review and operationalised through a PEST analysis' 
in earlier section of this chapter are: (a) Inter-Group Relations, (b) self-image- 

reinforcement, (c) Conflict, (d) Cultural Diversity and (e) Integration. 

Hypothesis I --- Cultural 

It will be perceived that cultural drivers such as cultural diversity, cultural,,, 
homogeneity and nationality may play an important role in business, 

growth, and that cultural barriers such as differing perceptions, religion 

and beliefs may slow down market development in the insurance industrý` 

in the countries of the Gulf Cooperation Council. 
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People within the organisation behave in a friendly manner towards each other. 
They can also be distant so a diversity of perceptions is present within the 

organisation. Culture can play a major role in employees approaching each 

other. Buchanan (1974) raised the point of Peer Group Cohesion as well as the 

reward coming from colleagues' relationships, which provides positive 

organisational outcomes. The level of inter-group relations in the GCC and its 

influences on performance is deemed to be crucial within the organisation. 

People that are coming from different cultural backgrounds and have different 

values and perceptions may find difficulties in (a) avoiding animosity and (b) 

strengthening business cooperation, which is needed in the development 

process. It is believed that a foreign manager's ability to gain social power and 
influence seems critical to his long-term success (Shaw 1990), hence the 
difficulties in holding the managers of various cultural backgrounds together. In 

the Middle East, foreign managers are appointed by local organisations of the 
host country to do certain specific work. Their task may be limited to what they 

are doing day-to-day, and nothing further. Would they be able to give more 

after facing difficulties in gaining necessary power? Buchanan (11974) asked the 

question about managers' freedom within the organisation, and the way they 

could prove themselves. The question I ask is to what extent the managers 
within the Arab Organisation are free to express themselves and provide a 

necessary contribution in the development process. 

There is a need to elaborate on the interaction of the various cultures that is 
between the culture prevailing within the organisation (the top Management 

and the Owners of the company) and the culture of the managers (both Local 

and Foreign). To what extent. does this influence the work of the managers? 
Managers may have the freedom to act freely but within a certain framework 
that is imposed by the overall culture (dominated by the natural environment) 
the restraints of which may not be suitable for the operation. 
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Technical background and practices are needed to raise performance in the 
insurance industry. Therefore certain practices based solely on differing values I 

and beliefs would not be beneficial to the organisation. Certain cultural groupsý 
may impose certain perceptions not fit for local development, for the market , 
and for the organisation. National Cultures still offer a strong determinant of" 
managerial ideology (Laurent 1983), and as such cohesion is necessary to 

combine the variety of managerial approaches under one culture "ideological 

umbrella" such as Morgan's (1986) culture as "normative glue" that holds the 

organisation together. 

Cultural homogeneity provides an integrated work place in the GCC- What'--- 

would be the case if it did not? There are other factors playing a role and' 
contributing to the integrated work place. Societal values, managerial practices', 
and the congruence between the two sets have increasingly been shown 'to 

influence critical organisational outcomes (Erez 1986). If we had a variety' of 

cultures, would the cultural diversity provide strength to the organisation as a" 
result of the combination of the various thoughts and approaches? It is Possib y 
the perfect opportunity to leverage diverse thinking and thus capture a wide'r 
variety of ideas for development (Adler 1997). Managers should be accepte'dý, ' 
for their knowledge, their talent and their level of performance. Managers- 

should also be accepted regardless of their national or cultural background. '-` 
The pool of talent will have to be used to the full. From this position I believe 
that there may be strength in cultural diversity. 

Puffing people from various cultural backgrounds together may I ead the 
organisation to achieve higher performance. Cox (1993) assessed the effects, ' 

of integration on performance and implications of power in balances amoýn'g` 
culture groups in organisations. Socio-Cultural identities affect behaviour, which 
in turn affects the behaviour of others. Morgan (1997) believes that culture is a' 
social phenomenon to improve a society's system of knowledge and ideolog'yý. ''J` 
argue that culture, ideological and institutional may be a means to engineer, 
change both within the organisation and within the society. Kroeber and' 

143 



Kluckhohn (1952) described culture as a regulative process initiated by man for 

the development and organisation of his determinate, substantive potentialities. 
Culture is therefore acquired, not innate (Kroeber & Kluckhohn 1952, Goffee 
1997). Culture may also play a role as a manipulative process between the 

various actors and may also be used as a form of control (Ray 1986). Among 

those actors there are the managers, as well as the local economic and social 
associations and governments. Therefore, congruence between the 

management systems, culture and societal values is crucial to influence 
business growth, market and organisational development. 

Therefore, the following propositions were determined to support the main - 
issue of the cultural hypothesis: 

Proposition one: Workers in the Arab Organisation of same cultural 
background behave in a friendly manner towards each other. 
Proposition two: Differences in values and perceptions create animosity 
between managers in the Arab Organisation. 

Proposition three: The Arab Organisation expects managers to fulfil the job 
description and no more. 
Proposition four: The Managers in the Arab Organisation feel free to be 
themselves. 

Proposition five: The Arab Organisation influences managers to adopt values 
they find personally repugnant. 
Proposition six: The more the structure is based simply on values and beliefs 
the larger the cultural conflict. 

Proposition seven: Cultural homogeneity provides an integrated workplace in 
the Arab Organisation. 

Proposition eight: To capture a wider, variety of ideas the Arab Organisation 

should leverage diverse thinking throughý workforce cultural diversity. 
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Proposition nine: Managers in the Arab Organisation are accepted for their 

ability not disability. 

Proposition ten: Achieving unity of efforts between the various cultural groups $ 

leads to the accomplishment of the organisation's task. 

V- 3.1.2 - Factor (2) - Environmental Hypothesis & Propositions 

The suggested hypothesis under this sub-section explores the practices of th6' 

organisations undertaken within the Environmental sub-dimension. The five 

variables, which are were discussed in the literature review and explored in 

earlier section of this chapter and operationalised through a PEST analysis are I 

(a) Government intervention, (b) Government relation, (c) Technology, (d) 
Innovation and (e) Forecast. 

Hypothesis 2 --- Environmental* 

It will be perceived that environmental forces such as government back 

up, technology, and innovation may play an important role in business 

growth, and that environmental barriers such as lack of government 
relations, lack of cooperation with local economic bodies, and lack of 
organisation cross-boundaries interaction may slow down market 
development in the insurance industry in the countries of the Gulf, 
Cooperation Council. 

I mean by environmental, the political, Economic, Social, Technological, rather than the Ecology 

Governments in the Arab World, as part of the environment, should not be 
indifferent to the insurance sector. Their role in regulating the industry, -, 
financing special educational programmes, involving respective departments iný, 

various cultural activities, is crucial. They are seemingly involved but their" 
involvement is limited to improving certain financial and capital requirements 

., 
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This should be extended to include solvency margins and financial ratios. 
Pertinent codes of conduct and appropriate ethical principles should be 

established for the insurance organisation to follow. This may substantiate the 

organisational practices that ultimately influence consumers' behaviour. 
Reforms in the GCC are being made. But receptivity and attitude of the 

managers towards governmental reforms are rather negative. Would they co- 

operate with governmental bodies to help achieve this task? Is the Government 

ready to coordinate with local partners and would this be acceptable to the 

organisation? Due to cultural constraints the organisation cannot make any sort 

of arrangements without the support of government. Law (1995) claimed that 
Government might exert tremendous influence over the business by providing 
the relevant rules and regulations. The insurance industry plays an important 

role in the economy of the country and Government would have peace of mind 
should they co-operate to protect the industry. Managers are in the best 

position to provide useful feedback in this respect. Glueck (1980) believes that 
the laws implemented change dramatically how businesses operate day-to-day. 
Social changes may take place should the relevant regulations be applicable, 
hence the crucial role of government (Koontz, O'Donnell & Weihrich 1986). 

Modern technology is being used in the Arab World but not widely distributed. 
What would the managers' reaction be in being involved in such a new culture? 
Hofstede (1991) in his book (( Cultures & Organisations )> argues that cultures 
in the East could start putting analytically derived technologies into practice in 

order to achieve certain tasks. These tasks may include organisational 
practices that are needed in the development process. 

Research is very important in the insurance industry and new tools are 
necessary to carry out such a task. Managers are prepared to be involved in 
this new outlook, which helps achieve positive organisational outcomes. 
Insurance managers cannot provide new ideas if a flow of information is not 
being provided from outside the organisation. It is crucial for the organisation to 
be made aware of the external constraints in order to be able to respond 
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favourably to the needs of the market. New ideas are essential as they provide 

new elements and relevant instruments to increase sales by launching new" 
products, acquiring -new customers (new users) spreading awareness and 

subsequently developing the market by creating wealth and endowing existing'- 

resources (Drucker 1998). 

Managers in the countries of the GCC are looking at change Positively and at'. 

new structures fit to monitor the environment. Thus it becomes inevitable to', 

understand what changes are taking place and how the organisation may be" 

prepared to face the negative impulses coming from its environment. 

While accepting that it is important to be informed of environmental changes 

managers will have to take an active role in promoting environmentaF 

awareness. Adams (1976) discusses boundary spanning in the sense that 

organisation needs to be present in its outside world. Organisation would need 
to have a continuous interaction with its external world in order to consolidate 
its practices for the market. Salesmen need to be more involved, on'. a" 
professional level with sound feedback, which they have gathered from their' 
interaction with the customers, in the production process for product design and 
new applications (Lorsch & Lawrence 1965). 

During the ESCWA (1995) conference in Bahrain, it was decided that a new, 
role was defined for governments. Emphasis has become necessary to build' 

commitment and initiate activities in areas focusing on the development'of 

innovation, the management of technology and the regular exchange"of, - 
information technology. Positive organisational outcomes may be the result of, 
efforts that may be put by both the managers within the organisation and" 
government officials who will provide the regulation of such practices. 

Therefore, the following propositions were suggested to provide a back 'up tO 
the main issue under environmental hypothesis: 
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Proposition eleven: Government indifference in the Arab market will have 

negative effect on market development. 
Proposition twelve: Government reforms in the Arab market will provide 
important benefits to the market. 

Proposition thirteen: Government in the Arab market will play a crucial role in 

coordinating with local social partners. 
Proposition fourteen: Close Government-Organisation relations will 
safeguard business social interests. 

Proposition fifteen: The greater the use of modern technology the more the 

organisation will improve on its productivity. 
Proposition sixteen: The greater the use of modern technology the more the 

organisation will improve on its requirement for Research & Development. 

Proposition seventeen: The greater the flow of information between the 

environment and the organisation, the larger the scope to generate productive 
ideas. 

Proposition eighteen: The greater the generation of productive ideas, the 
better the organisation engages in the process for market development. 

Proposition nineteen: The closer the relationship with the external 
environment, the higher the possibility to forecast changes. 
Proposition twenty: To forecast change it is necessary to take on an active 
role in promoting environmental awareness. 

V- 3.1.3 - Factor (3) - Leadership Hypothesls& Propositions 

The proposed hypothesis under this sub-section explores the practices adopted 
within the Leadership sub-dimension. The five variables'which were discussed 
in the literature review, explored in earlier'section of this chapter and 
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operationalised through a PEST analysis are: (a) Personal Motivation, (b) Job"ý 
Satisfaction, (c) Learning, (d) Participation and (e) Delegation. 

Hvpothesis 3 --- Leadership 

It will be perceived that positive attributes of leadership such aS' 
spreading shared vision, fostering commitment and collaboration, ' 

mobilizing followers, and leading across organisation boundaries may 
have greater impact on business growth, and that negative attributes of 
leadership such as authoritarianism, lacking technical knowledge, and 
discrediting subordinates, may generate hurdles for market development' 

in the insurance industry in the countries of the Gulf Cooperation' 

Council. 

Leaders will have to feel that they are important to the organisation. This would 
undoubtedly give them a strong feeling of belonging providing positive' 
consequences to the organisation's performance. Gratto'n (1997) proposed -a'n 

association between the individual objectives and business goals. Business' 

goals and individual objectives will have to form part of the overall strategy and . 

should be clearly articulated to the individual. 

Leaders will have to feel that they are committed to the market. This w ould 
undoubtedly give them a strong feeling of belonging providing Positive 
consequences to the development of the insurance sector. This commitment, 
influences the overall practices that need to be adopted for mar et, 
development. Is it necessary to have people working together from the same 
cultural background in order to gain the highest satisfaction? Factors including 
intrinsic motivation may contribute to job satisfaction in the work place and may 
also be influential, and play a major role in the development process. -. I '- : 

If managers are coming to the area solely to improve their financial status, does; 
it really matter to them to have a job satisfaction that reinforces performance? 
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On the other hand, people can be satisfied in their job but in fact their 

performance is poor. People may also be working for someone who belongs to 

the same cultural background, but in fact they register a low level of 

performance. 

Leaders may be prepared to learn continuously. They may accept the idea that 

they need to acquire more knowledge in their business life in order to pass on 
the message to subordinates in the right way. The learning organisation has 

become a new responsibility for leaders (Senge 1990). This responsibility 

consists of adopting steps of continuous learning for a new outlook and to 

create new shapes of organisational practices. It also includes a stewardship 
(Senge 1990) for leaders to act as mentors to their subordinates and followers. 

It is important to make the distinction between leaders and managers. They are 
two distinctive and complementary entities and they operate two systems of 
action, as highlighted by Kotter (1990). Kotter (1990) also contends that leaders 

should value people and make them feel that they belong to the organisation. 
Leaders use power to influence people and managers look at problems to solve 
them (Zaleznik 1992). 

Leaders in the GCC would possibly be prepared to assess the environment 
thoroughly in order to understand better the needs of the market. Leaders will 
have to follow this new task, and need not simply rely on lower level managers. 
It is important for leaders to keep learning but at the same time listening to their 
followers. Garvin (1993) stresses leaders who have self-discipline and listening 

ability to understand those who provide the information. It would be important 
for leaders to be in creating conditions rather than only in commending (as 

order givers) position (Laurie 1995), hence close interaction with their staff and 
followers becomes beneficial. This can be achieved only when leaders accept 
the need to improve knowledge and acquire new means of doing things. It is 

therefore the leader's role to switch from the strategy, structure and systems 
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doctrine to a new leadership philosophy based on purpose, process and people'! 
(Bartlett & Ghoshal 1995). 

The objective is to obtain managers' commitment. The participation of 

managers providing a feeling of belonging helps build people commitment to 

the organisation and subsequently to the market. Leaders should accept this' 

task and promote it. In order to build commitment you need to build confidence. 
Involving leaders would give managers some sort of comfort and subsequent 

confidence leading to commitment. Effectiveness of leaders is well tested by , 

the achievement of purpose in the form of real and intended social changes 
(Burns 1978). 

Delegation is limited in nature in the Arab World, but it is crucial in the 
insurance industry. As described by Al Faleh (An Arab on Arab Management)- 
in Hickson & Pugh (1995: 204/205) (a) Arab organisations are centrally,. 
controlled with a low level of delegation, (b) an authoritarian management style', 
is predominant in the Arab Organisation, and (c) decision-making is constantly'ý, 
pushed upwards in the Arab organisations. From what we understand family' 
business is normally (particularly in the GCC) handled by one man and 
drastically centralized. The role of the centre, as described by Goold 
Campbell (1987), determines planning, procedures, hurdle rates, control 
processes and Organisation structures. From that end family business, when'' 
centrality with authoritarian leadership style is predominant, is inappropriate in- 
the insurance sector because of its complex nature. The centre, in this context 
is the shareholder, being an entrepreneur with very limited knowledge in 
insurance, will find difficulties in determining procedures, and creating 
appropriate structure to engender the day-to-day operation. This kind of, 
entrepreneur will have to rely on technically viable managers to carry Out such' 
tasks. It is therefore important to switch from a rigid organisational model to a' 
more flexible framework. 
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Therefore, the following propositions were determined to support the main 

issue under Leadership hypothesis: 

Proposition twenty-one: Managers in the Arab Organisation coming from 

diverse cultural backgrounds consider that their work is important for the 

organisation. 
Proposition twenty-two: Managers in the Arab Organisation coming from 

diverse cultural background consider that their work is important for the market. 

Proposition twenty-three: Employees who work as subordinates to managers 

with the same cultural background show the highest level of job satisfaction. 
Proposition twenty-four: The more the employees are satisfied in their job the 

better their performance. 

Proposition twenty-five: The more the leader is involved in continuous 
learning the more the leader acquires new organisational knowledge. ' 

Proposition twenty-six: The more the leader is involved in continuous 
learning the more the leader understands new market needs. 

Proposition twenty-seven: Participation of managers of different cultural 
background is a device to build commitment. 
Proposition twenty-eight: Participation of managers of different cultural 
background is a device to build self-confidence. 

Proposition twenty-nine: Managers in the Arab Organisation delegate to 

managers of same cultural background. 

Proposition thirty: The role of the centre is apparent in the Arab Organisation. 

V- 3.2 - Organisation 
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V- 3.2.1 - Factor (4) - Organisational Hypothesis & Propositions 

The proposed hypothesis under this sub-section examines the practices 
undertaken under the Organisational sub-dimension. The five variables, which 
were discussed in the literature review, explored and operationalised in earlier, 
section of this chapter are: (a) Organisational Commitment, (b) Work- 

commitment, (c) Organisational Dependability, (d) Planning and (e) Discipline. 

Hypothesis 4 --- Organisational 

IL 

It will be perceived that positive organisational attributes such as open 
systems, commitment, dependability, planning and discipline may, 
provide a greater contribution to business growth, and that 
organisational deficiencies such as managers loosing faith, 
disadvantages towards employees, closed systems and archaic planning,, 
may be detrimental to market development in the insurance industry in 
the countries of the Gulf Cooperation Council. 

To measure who is truly committed, and to what extent employees are, 
committed in the GCC, is not a simple task. Buchanan (1974) identifies', 

components of attitude: (1) The sense of identification (2) the involvement in,,, 
organisational duties, and (3) the loyalty and affection. Salancik (1977a)*_- 
believes that commitment is the result of a process by which people become 

psychologically bound to their action. Having said that, managers in the GCC 
should be committed for reasons that go beyond financial objectives'. ý, 
Commitment in the GCC organisation is necessary to create a balance 
between the needs of the individuals (Financial, Psychological and Social) and 
the needs of the organisation (Profit maximisation, Growth and Development). 

On the other hand, it is believed that the managers are committed to the work 
they do. They are also committed to develop the work they do through business' 

and organisational development. The managers take particular care about the 
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performance of the business. The question therefore arises as to whether the 

managers' development depends on the development of the organisation and 
the market, or whether the development of the organisation and the industry 
depend on the development of the managers. The organisation will have to 

commit itself towards its managers, so that the attitude of the managers 
towards the organisation becomes positive. A balance between the opposing 
commitments is necessary. The managers' attitude in this context is important 

as it shows how the managers develop commitment to the organisation. Failing 

to do so the organisation would lead managers to lose faith and subsequently 
lack commitment. 

According to Tomer (1987), organisation has become a key success factor. 
Lawler 111 (1996) believes that organisation can be the ultimate competitive 
advantage. Organisation is an instrument for task accomplishment (Smircich 
1983). It is also important to go beyond organisation boundary and look at the 

organisation as an open system (Lawrence & Lorsch 1967, Emery & Trist 
1960) in order to assess changes that are taking place in the environment. 

It is apparent that rapid changes, such as new Gas projects in Qatar and 
Oman, new financial centres in Bahrain and Dubai, etc. are taking place and 
the insurance industry will have to reap the benefits of these changes, a reality 
that can no longer be neglected. Therefore, plans for future predictions are 
necessary. Ball & McCulloch (1993) gave a clear definition to contingency plan; 
it is an iterative process to face future expectations. Planning is becoming 

critical in current organisational practices in the GCC. Terry & Franklin (1982), 
Stoner et al (1995) further elaborate that it is a sense making function and a 
process in selecting information and making assumptions to formulate future 

activities. 

Katzenbach & Smith (1993) and Katzenbach (1997) raise the discipline of 
teams as well as the discipline of leaders, from those who recommend to those 

who run the business, in order to create synergy between the social actors. 
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Covaleski, Dirsmith & Samuel (1998) provide a clearer understanding about, -, -_ 
discipline. It has become a critical component (in order to avoid archaic -ý 
relationships) in this era of globalisation where multicultural teams are ' 

operating within the organisation. It is a common feature in the GCC that" 

people earn money, leave and return when this money is exhausted. Robock &-, 
Simmonds (1983) have elaborated this as a general societal feature. By leaving -' 
and then coming managers lose ties and commitment to a course of action on" 
both levels, organisational and societal, hence a loss of realistic understanding 
to the process of change. 

Therefore the following propositions were suggested to provide a back up to 
the main issue under Organisational hypothesis: 

Proposition thirty-one: Managers in the Arab Organisation expect to spend 
the rest of their lives in the organisation. 

Proposition thirty-two: The greater the effort the managers make the better 
the performance of the organisation. 

Proposition thirty-three: Managers in the Arab Organisation expect to'- 

personally invest in the work they do. 

Proposition thirty-four: Managers in the Arab Organisation expect to spend 
the rest of lives in the country of their employment. 

Proposition thirty-five: The Arab Organisation always does what it said -it 
would do for managers. 
Proposition thirty-six: Managers are expected to play the same role in 

organisation as described when first joining. 

Proposition thirty-seven: Action plans defining development approaches are 
set up within the organisation. 
Proposition thirty-eight: Contingency plans for crises are commonly used 
within the organisation. 
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Proposition thirty-nine: Managers in the Arab Organisation respect the rules 
and regulations that govern the organisation. 
Proposition forty: Managers in the Arab Organisation object when rules are 
violated. 

V- 3.2.2 - Factor (5) - Strategic Hypothesis & Propositions 

The proposed hypothesis under this sub-section assesses the practices 
adopted within the Strategic sub-dimension. The five variables, which were 
discussed in the literature review and explored / operationalised through a 
PEST analysis in earlier section of this chapter are: (a) Research & 
Development, (b) Technical Know-How, (c) Media, (d) International Relation 

and (e) Training. 

Hypothesis 5 --- Strategic 

It will be perceived that strategic benefits such as Research & 
Development, technical knowledge, international relations, spreading 
awareness and directed training programme may play an important role 
in business growth and that strategic deficiencies such as lack of 
understanding the local culture, failing to ignore international influences, 

and failing to manage diversity, may be detrimental to market 
development in the insurance industry in the countries of the Gulf 
Cooperation Council. 

Porter (1996) views strategy as the essence to choose what not to do and 
create fit among organisation activities. From another angle, Uyterhoeven et al 
(1977) argue that strategies have to be geared to a variety of economic 
conditions. In that sense the overall environmental factors need to be assessed 
and taken into consideration when deciding on product, process or practices. 
R&D is the principal agent of strategy implementation (Ansoff 1988). R&D 
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needs to be available within the organisation in the Arab World as a separate 
entity. This would give us the information needed to understand the way under 
which the organisations operate. For the continuously innovating organisation, 
research on new work practices is as important as research on new products. it 
is necessary to provide new ideas and new methods to carry out the operation. 
It assists the managers in concentrating more on the development of new 
products, new market approaches and new intra-organisational relationships. -"" 
Creation of new ideas and concepts bring into the society development and 
social gains (Davis, Frederick and Blomstrorn 1982). It is important to 
understand the customer. In industries where R&D departments play an 
important role, sociologists are involved to provide insights about the 
customers' needs. In the end the customer is the most important focus in the 
business process. Brown (1991) emphasizes that research on new practices is' 
equally important, he adds R&D cannot just produce innovation, but it must 
also co-produce it. In this particular market attention should be paid to cultural 
factors in order for managers to provide the right product. The R&D manager 
should have an in-depth knowledge of local culture (Kuemmerle 1997). 

*' ýI It remains a problem as to whether the local managers can take over from' 
foreigners to look'after the technical aspects within the organisation. Reliance'"' 
is still needed for foreign know-how (to hire them to work locally or provide 
overseas assistance). From that point of view a new structure should therefore 
be put in place. The international markets influence heavily the technica-'l 
approaches of the local markets. The question remains whether this is right. I 
am not particularly convinced as to whether it is appropriate and right to' 
manage and influence local market behaviour with a remote control. Alliances-_ 

and International Relations are needed but mutual benefits should be the basis' 
on which the agreement needs to be concluded. Most of the practi ces are 
those of the international markets. They were brought over. Practices in th -e 

Western world are widely used in the Arab World. Most of the policies are 
designed in the Western World. The question is that how can (for example)ýa 
Norwegian Policy designed for a Norwegian householder be presented for. '"' 
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application in the Arab World to an Arab householder. The attributes are 

completely different. In view of the lack of local initiatives, and possibly lack of 

expertise and lack of local support, the organisation had no other choice but to 

sell what is available, and what is available for the Arab Insurance Organisation 
is what is provided by the Western Insurance Organisations. 

Awareness can be spread if appropriate measures are taken. Managers would 

need to react to this point to see whether this can be achievable in the Arab 

World and the extent of its importance. Mass media is not exploited. This is a 

new outlook that needs further elaboration in the Arab Market. 

The orgapisations in the Arab World are very much aware of the importance of 
training. But the kind of training programmes that need to be undertaken for 

organisational effectiveness are still not appropriate. Training programmes are 
being held in the overseas markets for management, insurance and/or 
reinsurance, but directed training programmes to understand local culture are 
still lacking. Problems in the GCC organisations may be outlined and set-up as 
follows: (1) Pressure to improve on productivity and (2) Build a competent 
workforce. This is of crucial importance in order (a) to carry out more research 
(b) to create wealth, and (c) to provide organisational development. Extensive 
training is needed, and the target would be the results in order to determine the 

programmes. Training for culture sensitivity and to develop awareness of one's 
own assumptions (Robock & Simmonds 1983, Cox 1994) would have to be the 
target. Providing training is not always enough but a supportive environment 
should also be available (Temporal 1990). Training in that context means tailor 

made programmes based on large investment in both intra-organisational and 
extra-organisational cultural sensitivity, and understanding of local needs, in 

order to inculcate business values and commitment to development. 

Therefore the following propositions were determined to support the main issue 

under the Strategic hypothesis: 
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Proposition forty-one: Research and Development is still neglected by the 
Arab Organisation. 

Proposition forty-two: The more R&D is carried out the better the application 
of new practices in the Arab Organisation. 

Proposition forty-three: The Arab Organisation considers that R& D's 

ultimate objective is the customer. I ý- k 

Proposition forty-four: In the Arab World, R&D creates appropriate products 
to meet cultural needs. 

Proposition forty-five: Local technicians of local nationalities are rarely 
existent within the Arab Organisation. 

Proposition forty-six: The Arab Organisation is considerably dependent on:, - 
international insurance know-how. 

Proposition forty-seven: The wider the media used, the greater the insurance" 

awareness is spread within the society. 
Proposition forty-eight: Media to spread insurance awareness are poorl"' y 
exploited within the Arab Organisation. 

Proposition forty-nine: Organisation's insurance practices are directly. 
influenced by overseas insurance markets practices. 
Proposition fifty: Products (services) that are locally distributed are derived 
from the International markets products. 
Proposition fifty-one: Internationally designed products are imposed for the ý' 
distribution in the local markets. 

Proposition fifty-two: The more extensive the development training 
programmes, the larger is the contribution to organisational effectiveness. 
Proposition fifty-three: The more culturally directed the training programm - es; 
the better is the understanding of local needs. 
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V- 3.2.3 - Factor (6) - Structural Hypothesis & Propositions 

The suggested hypotheses under this sub-section explore the practices 

adopted within the Structural Value Dimension. The five variables, which were 
discussed in the literature review and operationalised through a PEST analysis 
in earlier section of this chapter are: (a) Reward System, (b) Career Progress, 

(c) Performance, (d) Communication and (e) Information. 

Hypothesis 6 --- Structural 

It will be perceived that the structural practice efficiencies such as the 

reward system, career progress, communication and information may 

provide a greater contribution to business growth, and that the structural 

practice deficiencies such as cultural groups' distance*, lack of 

communication skills, and absence of appropriate flow of information 

may be detrimental to market development in the insurance industry in 

the countries of the Gulf Cooperation Council. 

*/mean social distance rather than Power Distance of Ho/stede, (1980) 

The organisation can go further in their commitment to the managers. Are 

managers disappointed due to lack of organisation commitment? Does this 

affect their commitment? Does this influence the way they behave? It is 

apparent that financial reward is what the managers are aiming at. Obviously it 
is an important element but is there any other preoccupation, which the 

managers are looking for, for example social needs, pride, non-financial 
achievement or social development. It may not be possible for a foreign 
General Manager to act freely with a local subordinate who is supposed to be 

under preparation for taking over, regardless of his qualification and gained 
experience. 
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Organisational objectives need to change in line with the needs of the market. 
Foreign managers may not follow. The degree of adaptation may be low., 
Attracting and motivating employees to deliver (Gratton 1997) may therefore be 

needed. While accepting the fact that reward is both intrinsic and extrinsic: 
(Shaw 1976), it is the organisation that needs to adapt to boost awareness and 
motivation of the employees in the right organisational direction as described: 
by Hamel & Prahalad (1994). They argue that organisations must create' 
employee excitement, not just satisfaction. Awareness, motivation an'd 

responsibility are vital ingredients of performance as contended by Whitmore 
(1996), a performance that should go in the right direction. Performance 'of, ' 

managers is not being followed closely. Past looseness of organisational 
practices may now be leading the organisation to bring performance up to: 
standard. What was the influence of culture in this? 

It was noted that certain cultural groups are distant to others. Managers need to' 
improve on communication skills to bring all talents from all nationalities and 

cultures together in order to improve productivity, develop the organisation and 
develop the market. Defensive behaviour is a barrier of communicatio'n'- 
(Hampton et al 1978). Different perception of facts due to cultural constraints is 
also a barrier of communication. Consistent communication systems to support 
the skills should be well designed according to cultural needs. The gap is 
apparent and as such, communication across cultures underscores the need 
for deep knowledge of cultural differences (Adler 1997, Cox 1994, Gesteland! 
1996). 

Statistical information is to certain extent available in the Arab World but how 
rich, how up-dated, how fast, how relevant and how wide, the question remain Is 

unanswered. It is inevitable that the organisation creates appropriate structu res 
in order to obtain a continuous flow of information. This is needed in ord . er'to' 
assess appropriate organisational choices and provide right decisions. 

161 



Media is not easily accessible to the Arab organisations in order to assure high 

quality of information to the society and develop their potential (Davis et al 
1982). There are many systems that are designed for use. K6rner (1991) 

believes that there are those who are structured for internal use by the 

organisation and others that are in common use by the public. From both, the 

organisation can benefit. Media and communication are vital and important and 
indeed occupy a significant position within the society in the developing 

countries (Morgan 1998) and play an important economic, social and cultural 

role for development (Masmoudi 1998). 

Information plays a pivotal role within the organisation. Information about 

customers and information about the organisation need to be shared among 

managers at all levels. Information can have several aspects such as 

economic, political, social, technical, structural, behavioural and organisational. 
Ashkenas et al (1995) argue that there are several actions to share information. 

Among these actions there are: (1) Align channels (2) Use cognitive and 

emotional approaches (3) Make them simple and (4) encourage change. 
Koontz et al (1986) went on to discuss the establishment of a separate 

administrative service to look after the intelligence, expertise, and preparation 
of information to make them useful to managers. 

Therefore the following propositions were determined to support the main issue 

under Structural hypothesis: 

Proposition fifty-four: Managers in the Arab Organisation find the practices 
as they expected to find them when first joining the organisation. 
Proposition fifty-five: Financial reward is the manager's first and foremost 

objective in the Arab Organisation. 

Proposition fifty-six: The better the performance of the managers in the Arab 
Organisation, the greater the chances are for promotion. 
Proposition fifty-seven: Cultural considerations are vital for managers' career 
progress in the Arab Organisation. 
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Proposition fifty-eight: The clearer the Organisational objectives are the` 
better the chances for managers' performances. 
Proposition fifty-nine: The stronger the Organisation measures for reward the", 
better the performance standard. I ýN-I 

Proposition sixty: Effective communication skills enable the managers to 
draw on the vast array of talents available in a multicultural organisation such'-- 
as the Arab Organisation. 

Proposition sixty-one: Consistent communication systems improve 

coordination between the various cultural groups in a multicultural organisation',. 
such as the Arab Organisation. 

Proposition sixty-two: The clearer the information systems are within the 
Arab Organisation the better the operation is for the managers. 
Proposition sixty-three: Continuous flow of relevant information is a'n" 
invaluable asset to the Arab Organisation. 
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V-4 CONCLUSION 

This research examines the influence of the main dimensions Culture and 
Organisation and their relevant factors (as sub-dimensions) on business growth 
in the six countries of the GCC. Exploratory propositions and explanatory 
hypotheses derived from the literature review, my own experience in the field of 
insurance in the GCC, and the operationalisation of the various attributes 
through a PEST analysis. The hypotheses and relevant propositions are to be 

assessed and tested to support some predictions. The conceptual model, 
based on the open systems approach of Easton, Emery & Trist and on the 

PEST analysis model of Johnson & Scholes, was designed in three stages to 

explain the sequence of ideas to be developed. The main idea is to identify 

which environmental factors (macro & micro) have the most influence on 
insurance business growth and to demonstrate a high level of interaction 

between organisation (as an open system and an instrument) and culture 
(ideological and institutional), and the social actors. The purpose is to 

demonstrate that this interaction will trigger change and in turn predict 
favourable outcome for business growth, organisational and market 
development. The workforce and their practices are influenced by people 
beliefs. The role of the community, the government and the organisation 
through an institutional approach will have a positive impact on the workforce 
behaviour and their practices. The interaction of the social actors will then be 

the threshold towards the integration between the factors leading to a desired 

output in providing the trigger in the development process. 
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CHAPTER SIX 

METHODOLOGY 

VI -1 INTRODUCTION 

This chapter covers the methodology used in this study. It includes a' 
description of the research philosophy, the procedures used for collecting data, 

the characteristic of the sample population administered, a detailed listing 'of' 

measures and instruments, and the statistical tools provided. 

The research philosophy I followed is the formulation and empirical testing of 
exploratory and explanatory propositions and hypotheses based on a' 
combination of literature review operationalisation of variables through a PEST 

analysis, past assumptions as well as participants and own field observations. 
According to Philips and Pugh (1994), there is a three-fold classification' of 
research: 

(1) Exploratory, 

(2) Testing-out, and 
(3) Problem-solving. 

The exploratory research is the most appropriate to tackle the problems of th ,e 

Insurance Organisation in the countries of GCC. The main issue of this study is' 
ýI to explore and identify which macro-micro-e nviron mental factors have the most 

influence on business growth in the insurance industry in the GCC. I based my 
approach to the paradox by establishing hypotheses and relevant propositions 

and testing them through personal involvement, participants' observations and 
empirical research. Management theorists consider this approach as one of the 

several ways of doing research, as empirical research is the dominant 

paradigm in the field of organisation, international business and management 
(Remenyi et al 1998). A multitude of philosophies, followed in social sciences 
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by researchers and theorists over the last two centuries, have been extensively 
discussed in economics, social science and management research by scholars, 

managers and business practitioners, and we find explanations of these 

approaches in most of the studies carried out in the field of social sciences. The 

combination of the classical approaches (Philips and Pugh 1994, Remenyi 
1998), together with content analysis (Van Maanen 1983, Marshall 1981) - of 
indicative words picked up from the open questions (questionnaire) and during 
the interviews -, represent the basis for my research. 

Van Maanen (1983: 9) describes content analysis or qualitative research as "an 

array of interpretive techniques which seek to describe, decode, translate and 
otherwise come to terms with meaning, not the frequency, of certain more or 
less naturally occurring phenomena in the social world'. Marshall (Pearson et al 
1981: 395) talking about gathering qualitative data observed that: "it is 
important for me to have been there. I can't imagine doing an adequate 
analysis of data if I haven't participated in collecting if'. 

It is therefore noted that there is no one-way of doing research. It has become 

apparent over the years that the best that can be done is to describe clearly the 

way and approach, in which the study is to be carried out. To better understand 
the way and techniques that are being undertaken in this study, it is worth 
briefly describing the classical philosophy (positivism) to elaborate on and 
explain the way in which this research has been carried out. 

Positivism 

The methods used for gaining knowledge, directed by the propagation of 
philosophical ideologies, have for the last fifty years been thoroughly debated 
by numerous thinkers in the social sciences. The positive approach is 

concerned with testing theories. It is a philosophical system based on the view 
that in the social sciences sense, experiences and their logical and statistical 
treatment are the source of worthwhile information. Laydler (1993) contends 
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that positivism uses structured techniques of data collection, and as such-ý 
research requires that details of sampling and data collection are planned and 
quantified presented in the form of means. The empirical testing of past 
hypotheses and theory tend towards a new theory, which is a deductively' 

structured system of empirically verifiable statements (Mayntz, Holm & Hueber 

1976). Walker (1993) identifies the need for reliable facts that lead to an" 

emphasis on rigor, objectivity and measurement. It recognizes only observable"- 

natural phenomena and properties, and the laws and relationships scientifilcally. 
deduced from them (the Cambridge English Dictionary 1980). 

Remenyi, Williams, Money & -Swaitz (1998: 287) define Positivism as: 

"Positivism was adopted by Comte (1798-1857) to express the idea that 

phenomena were real, certain, and precise. All knowledge consists in the" 
description and coexistence and succession of such phenomena. It became an'' 

extremely Influential intellectual trend from the mid-nineteenth century, forming, '' 
until very recently, the generally accepted view of science. Positivism is a 
theory of the nature, omni competence and unity of science as understood'in4; 
the physical world" 

Positivism is therefore an empirical approach leading to drawing implication's'ý'. 
from the hypotheses for verification purposes hence a deductive, a theoý'"` ry 
testing technique. I combined quantitative and qualitative data gathered from' 

experienced people closely involved in the field of study (insurance & 
reinsurance organisations) and in the concerned countries (the GCC) in order 
to test and analyse hypotheses with a view to explaining and identifying the'- 
environmental factors influencing business growth in the insurance industry. 
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VI -2 THE SAMPLE DATA 

The sample used in this study comes from a large group of individuals who 
have been involved in the insurance service industry in the GCC for a 

considerable number of years. This is constituted of insurance practitioners at 

all levels. Among them there is a simple employee or supervisor. There are 
also senior managers from those who are at mid-level and practically involved 
in the decision making process, be it actively or passively, up to General 
Managers and chief executives who are at the decision making level, being the 
decision takers. This was my target population. They are all comingJrorn a 

variety of nationalities, which constitute the objective, and serve the interest 

and purpose of this research. 

Each participant has provided answers (and information) to my questionnaire 
and interview from his or her own perceptions and cultural values. Foreign 

managers and/ or local managers operating in the GCC are in direct contact 
with the local population. Factors such as educational background, nationality, 
qualification, income, housing and others indicate the needs and the attitude of 
each involved in the economic cycle, be it within the organisation and/ or 
outside the organisation. This may play a major role in the process of change, 
and subsequently in the development of both the organisation and the market. 

A questionnaire has been administered, and 396 names have been identified 

as the total number of the sample for whom the mail questionnaires were to be 

sent. The sources used are as hereunder described: 

(a) Personal contacts that I have developed over the last decades in my 
work experience. This represents approximately 25% of the total 

number. 

(b) Through a list of participants/ delegates in one of the Arab Insurance 
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Conferences I have attended in 1996. This represents approximately 
25% of the total number. 

(c) From the Arab Insurance Directory that the ARIG (Arab Insurance Grou P 

- an insurance organisation based in Bahrain) issued in several editions 
between 1994 & 1997. This represents approximately 15% of the total 

number. 

(d) I sought assistance from six persons working in insurance companies in 
the GCC. Each person is located in one country of six countries of the', 
GCC. Each has prepared a list showing the names and addresses of the 
key personnel of insurance organisations in the respective countries: 
They have subsequently either mailed this list to me or faxed it in due'- 
time. I gathered nearly 35% of the total number of the sample through 
this means. 

(e) 21 names have been carefully and closely identified for a follow-up'- 
interview. I very well knew these people and I picked them up from my 
personal professional contact. 

VI -3 THE QUESTIONNAIRE AND ITS DESIGN 

For the purpose of this research, the term 'questionnaire' is used to deal with 
postal, structured, and scaled data collection. Oppenheim (1992: 100y, 

considers the questionnaire as "a tool for data collection" and that "the, 

questionnaire has a job to do: its function is measurement". Remenyi et al 
(1998: 150) define the main purpose of questionnaire research as "to obtain 
information that cannot be easily observed or that is not already avai abl e in 

written or computerized form". It is therefore a mechanism indispensable in 

empirical research for both data collection as well as attitude measurement. It 
is also, as may be called in insurance a "fact finder" for risk assessment. 
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The questionnaire I designed covers specific questions dealing with (a) general 
information - demographic & environmental (b) nature of organisational 
practices, (c) factors and influences of culture within the organisation (service- 

sector-insurance) and within the market. I used in this research nine different 

sections in order to make it as clear as possible. These were made clear within 
the questionnaire sent out to respondents. This is to assess / measure 
respondents' behaviour, attitudes and perceptions regarding insurance 
business growth. The questionnaire was structured in such a way to provide 
the following: 

SECTION 1- Introduction: to explain the purpose of the research, its 

contents and to give guidance for completion. 

2- Background Information (Demographic & Individual Socio- 

economic questions): to provide details about the respondents 
and give an idea about the nature of the workforce in the 
GCC. 

3- Cultural Measures: to provide useful data about managers' 
cultural perceptions towards the organisation and the country 
of employment hence highlighting on the variables concerning 
cultural factors. 

4- Environmental Measures: to collect relevant data about 

government involvement and its influences in the insurance 
industry, about the use of modern technology, the societal 
changes that are apparent in the market hence emphasizing 
the variables related to environmental factor. 

5- Leadership Measures: to obtain useful data about the role of 
leaders and the relationship cultural or otherwise that exists 
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between managers and their subordinates or superiors, and 
their perceptions about learning for market and organisational 

needs, hence highlighting on the variables concerning 
leadership. 

6- Organisational Measures: to provide useful data about, 

managers' perceptions and attitudes towards the organisatio'n 
in terms of commitment and the level of their probable 
involvement in the work they are doing and the level of their, 

organisational dependability, hence emphasizing the 

organisational practices undertaken. 

7- Strategic Measures: to collect information about the amount of 

research work undertaken, and the reason for not carrying 

research work, the level of locals' know-how and the, 

availability of local technicians and nature of training 

programmes, and the relationship with the international 

organisations, hence highlighting the strategic practices 

undertaken. 

8- Structural Measures: to gather useful data about the manger's 

attitudes towards the reward system, their career progress 

and the information and communication systems and to what 
extent these would affect their performance, hence assessing' 
the organisational structure and their impact and relevant 
influences. 

9- Open Questions: to give the respondents the possibility to' 

express themselves should they need to come UP With 
indications add issues relevant to the central idea of the 

research and not covered in the above questions. 

(For further details on structure, please refer to Questionnaire under Appendix A-VI) 
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The focus of the questionnaire, aside from collecting useful data, was to elicit 
the knowledge, experience and understanding of the workforce in the insurance 

service sector in the GCC. 

The questions asked were, therefore, designed to a listed data relevant to the 

main theme and the concept of the research (as elaborated above). They cover 
the various aspects of the research problem adequately and in sufficient detail. 

The questions were clearly worded in plain English, as English to major part of 
the sample is a foreign language. They were briefly stated in uni-dimensional 
form and this is to avoid any complexity. They were arranged in an order to 
help the respondents in attending and providing the answers. Certain technical 
jargon terms were avoided; some of them were altered after the pilot study. It 

was incumbent to assess whether a particular question was indeed necessary 
and to delete any questions that did not accurately serve the purpose of the 
investigation and the collection of data. 

Efforts were also made to save the respondent time and trouble by using 
concise questions and limiting their number so that the whole questionnaire 
may be answered in maximum twenty minutes. 

Closed questions were used so that the respondents were offered a choice of 
alternative replies that was easier and quicker to answer. This also helped 

respondents (a) provide coded answers and (b) avoid looking for terms, words 
and embarrassment. This was to: (a) facilitate the processing of data, (b) 
increase response rate, and (c) avoid respondents wasting their time. 

I wished to ensure that nothing was left behind. For that purpose I designed two 

open questions at the end of the questionnaire, which were totally optional for 
those who wished to answer. The worry wasýto-16a'v'e behind'topics, which may 
be relevant to the research' proble'm'. The inte"ntio6 therefore was to provide 
respondents the freedom to express theirbwn thoughts frbrii their own point of 
view, which they may have deemed appropriate to discuss further. 
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Because of the sensitive nature of the workforce in this part of the world, both' 

anonymity and confidentiality were totally assured. The following statements"' 
were incorporated in "Section I- Introduction of the Questionnaire", as'-' '- 
suggested by Oppenheim (1992: 105): 

'7 would like to assure you that the contents of this form are absolutel)i I 

CONFIDENTIAL and are solely used for academic research purposesý 
Infonnation identifying the respondent will not be disclosed under any - 

circumstances" 

VI -4 PILOT STUDY 

To test the research questionnaire design and ensure that any ambiguity and 
unclear approach to the questions were removed, and to help understand how 

respondents interpreted and reacted to the questions, I carried out a pilot study- 
Oppenheim (1992: 47) considers that "Questionnaires have to be composed 
and tried out, improved and then tried out again, often several times over, until 
we are certain that they can do the job for which they are needed". 

Respondents for the pilot were similar to those I used in my sample for the. 
main inquiry. I asked fifteen industry colleagues to participate in the pi ot work. 
All of them replied positively. They were representative. They came froM SIX 
different nationalities. They were Lebanese, French, English, Indian, Egyptian 

and Bahraini. They were asked to comment on the questionnaire includingAhe 
topics, the wording, the form as well as the structure. 

Some of the questionnaires were handed over so that they could look at them 
and report back without any interference from my side. Others were given'the' 
questionnaires and worked on them in my presence so that I could get, the 
report instantly and answer questions to clear ambiguous areas. 

Upon receipts of the responses, I reassessed the comments such as length of 
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questions, difficult words and sentences, and analysed the changes and made 
the necessary corrections. An up-date to the questionnaire thereafter was 
issued. To ensure nothing was missed out, I tried the pilot study again on five 

out of the fifteen initially approached and asked them to read through another 
time, prepare answers to the questions, and provide me with their feedback 

and final comment. 

Following the second attempt of the pilot study, all comments were addressed 

and appropriate corrections were made. The final form of the questionnaire was 

then ready for mailing. 

VI -5 MAILING 

It took nearly six months to formulate and finalize the questionnaire. This 

included the preliminary preparation, the pilot study, the corrections and 

completing the final version. The questionnaires were mailed to 396 recipients 
in the organisations operating in the GCC. They were mailed in June 1998, and 
in the follow up covering letter, they were told of the date by which the 

completed questionnaire was to be returned (Copy of the questionnaire, the 

covering letter and the follow-up letter are attached under Appendices). 

The response rate was calculated along the following procedure: 

TABLE 6.1 - Composition of study sample 

Country Original 
mailing 

Total 
-Responses 

Response 
rate 

UAE 134 56 42% 
Saudi Arabia 91 35 38% 
Bahrain 53 35 66% 
Kuwait 51 21 37% 
Oman 40 16 40% 
Qatar 27 .,, 13 48% 
TOTAL 396 176 44-A 0 
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The response rate is therefore 44%. This is considered to be a very goodlý" 
response rate (Oppenheim 1992, Remenyi et al 1998). 

But in this context it is worthwhile discussing the parameters around this rate. 'ý " 

9 It is a very sensitive subject and as such it is extremely difficult for': '' 

people to reply freely particularly in this part of the world. 

The 44% response rate is considered to be a good response rate"'' 
(Oppenheim 1992, Remenyi 1998) particularly in view of the sensitivity 
of the subject/ questionnaire and the nature of respondents involved. 

VI -6 INTERVIEWS 

As a follow-up to the questionnaires, I interviewed fifteen managers at all levels, 

and from nine different nationalities. It was not possible to interview the twenty-, 

one persons (I basically identified to interview) due to practical reasons as,,., 
follows: 

a) Some of them were not available at the time when I visited the area 
b) Others tried to avoid me as they felt uncomfortable with the interview 

c) A couple of them simply said they did not wish to be interviewed. Their' 

reaction was respected and accepted. 

The interview followed the structure of the questionnaire. I drew a matrix, 
showing instrumental values on culture, environment, organisation, leadership,, 

strategic and structural with a Lickert Scale to incorporate the responses of th I e" 
interviews for scoring purposes. 

A semi-structured list of questions (including elements relating to the six Value 
Dimensions) was designed to reflect the respondents' attitude: (a) what they'.. 
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feel about (b) their behaviour and (c) their needs. A synthesis thereafter has 

been developed for qualitative analysis, on top of the quantitative analysis from 

the scores registered, as a result of the interviews in order to support the 

overall hypotheses. 

VI -7 SCALING & STATISTICAL TOOLS 

Five categories of Lickert Scales were used for the closed questions under the 

functional variables. A value of 1 indicates "Strongly Disagree - SW on the one 

side, and a value of 5 indicates "Strongly Agree - SA" on the other. This scale 

was preferred, over the 7-point scale, to be used, since it provides a greater 

reliability, and since it is more appropriate for this kind of research involving the 

attitude and perceptions of several nationalities. It is a method of attitude scale 

construction developed by Lickert (1932,1967) using item analysis to select the 

best consideration. 

This study is based on a cross-sectional analysis. The intention is not to 

comment on trends or on how situations develop over a period of time. The 

intention is to explore and examine the situation in the GCC at the time of this 

research. 

Three types of scale have been used. These are: 

(1) Nominal Scales are used to provide background information such as 
demographic and socio-economic characteristics of individuals within the 

sample population. 

(2) Ratio Scales are also used to provide data showing further 

characteristics about the respondents, and the organisations in which 
the respondents practice the business. 
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(3) Finally, the Interval Scales are used for attitude measurement in order to '' 
provide the appropriate rating and scoring for analysis. 

In the attitudinal questions single item scale as well as multiple item scale are, 
used. Some of the questions need further elaboration. As such in one particular 
question multiple uni-dimensional sub-questions have been provided in order to 

ensure that all angles have been covered for individual instrumental values. 

VI -8 LIMITATIONS OF THE RESEARCH 

Generating reliable . sources for statistical figures, information and data 
collection is a major problem for researchers working on disciplines relating to'ý 
the Arab countries in general and the GCC in particular. There is also a kind of 
suspicion about data as presented by respondents because of the sensitive" 
nature of the topic and the insecure nature of the workforce. 

One of the respondents told me during a meeting: "we have to get the approva I 

of the Group Managing Director (not the Company's General Manager) in order' 
to complete such things and send them back to you". 

It is not the fact that the statistics and data collected are not correct but Possibly 
and to a certain extent misleading as respondents may have wished to put,, 
them in an acceptable form to the satisfaction of their superiors. 

But being the fact that respondents were made aware of the importance of the 
subject and that confidentiality is absolutely assured, it is now assumed and I 
am quite confident of this, that I have not been misled with the data collected' 
and that correctness can be assured. 

Coding frames have been established in the questionnaire. Each question has 
its codes. Two codes were identified. One code is for the single item so that the 
computer software will record the measures individually for analysis Purposes. 
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Another code is for the hypotheses where one question and a set of questions 

are relevant to the hypotheses. 

The reliability coefficients for z-test analysis and correlation in addition to 

descriptive statistics were found in the SPSS (Statistical Package for Social 

Science). The Z value is the test statistic that measures the distance between 

the value of (being the sample mean) and p (being the desired mean). Z is 

normally used when the sample size is larger than 30. The software used is the 
Minitab Statistical Software. The Statistical approach is not the objective by 

itself in this study but it is merely a means. As such sophisticated analyses 

were not appropriate. The use of the Minitab was largely sufficient to help serve 
the purpose of this research. 

VI -9 CONCEPTUAL FRAMEWORK 

As final notes in this chapter, I established an overview about the methodology 
followed and a small r6sum6 about the kinds of patterns in the data I attempted 
to construe. This is shown as follows: 

1) The organisational practices being dealt with in intercultural interactions. 

2) The cultural values and perceptions that influence the behaviour of the 

workforce. 

3) The extent to which the culture can influence the regulative process for 

business growth and organisational development. 

4) Organisational changes influenced by the enactment of governmental 
rules and regulations. 

5) How managers in an intercultural (both intra-organisational and extra- 
organisational) environment cope with the cultural differences and 
cultural diversity. 
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6) The extent to which leaders (both locals or foreigners) can adapt to a 
learning process to cultivate new sets of behaviour appropriate to the 

Arab situation. 

7) The level of commitment of the workforce and the factors affecting its, 

degree. 

8) Managerial practices (R&D, Training, Reward Systems, Information, 
-I International Relations etc. ) and their degree of receptivity to enter a 

change process. 

. 
V1 - 10 CONCLUSION 

The methodology used in this research is the formulation and empirical testing 

of exploratory and explanatory hypotheses based on a combination of literature", 

review, past assumptions and participants' observations, as well as a content 
analysis of indicative words obtained from the questionnaire data and during 
the interviews. The sample data used in this research comes from a large 

group of individuals involved in the insurance industry in the six countries of the 
Gulf Cooperation Council (GCC). This is constituted of insurance practitioners' 
at all levels. A questionnaire has been administrated as a tool for dat'a 

collection. The questionnaires were mailed to 396 recipients in insurance and 
reinsurance organisations operating in the GCC. The response rate was 44%, - 
which was considered to be a very good response rate (Oppenheim 199 - 2, 
Remenyi et al 1998). As follow-up to the questionnaires, I interviewed fifteen, 

managers at all levels and from different nationalities. I used in this research six 
Value Dimensions and thirty research instruments. These were made clear 
within the questionnaire sent out to respondents. 
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CHAPTER SEVEN 

RESULTS 

Vil -1 INTRODUCTION 

Participants' responses to the individual questions (for both questionnaires & 

interviews), together with personal involvement and participants' observations, 

provide the appropriate feedback to test the relevant hypotheses. Underlying 

value dimensions and instrumental values have been identified. 

A questionnaire has been administered and mailed to 396 insurance 

practitioners in 116 insurance firms (direct insurance companies, reinsurance 

organisations, insurance agent and brokerage firms) in six countries of the 

GCC. 176 useable questionnaires have been returned providing a response 

rate of 44%, which is considered to be very good (Oppenheim 1992, Remenyi 

et al 1998). 

Table 7-1 establishes the background information. It gives a clearer picture 

about the nature of participants in this research. It shows 98% of the working 

population in the insurance organisations is male. It also indicates that 80% of 
the working population in the insurance industry is foreign, providing only 20% 

of the work force being GCC locals, with an average of 11 different nationalities 
in any one organisation. These figures coincide with those found by Yasin, 

Simmer & Green (1989) who carried out a cross-cultural investigation of 29 

Arab Executives based in Kuwait. They found only 20% of the work force were 
Kuwaitis and 80% were foreigners. The age represented is as follows: 

9 Below 30 years 2.80% 

9 Between 30 & 45 years 53.50% 

o Over 45 years 43.70% 
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TABLE 7.1 - Background Information 

Variable Ratios 
Gender 98% - male & 2% - female 

Nationality 80% - foreigners & 20% - locals 

Age 53.50% between 30 & 45 years 

Years of Service 20 years in the insurance industry 

(mor wnner ceratis pieaz; & reier tu Appenuic; ezi , avie ji- vjl- ij. 

My aim was to ensure that those providing the responses were potential"'' 
executives within the insurance organisation. The participants were appropriate' 
for research as they are currently in a senior position or potential senior 
managers. Out of 173 respondents (173 of the total 176 who answered this'- 
question) were 3.40% junior staff, 37-50% were at middle management level 

and 57.40% were at top management level. Thus 90% of the respondents were 
in a senior position from middle to top management. The respondents were - 

highly experienced, having as an average 20 years in the insurance industry 

with a minimum of 4 years and a maximum of 47 years. This points to the fact 
that people working in the insurance organisation are generally long service 
employees. 

Table 7.2 shows the percentages of the participants' level of education. The , 
results illustrate the following split with N=175. 

TABLE 7.2 - Participants' qualifications 

Category Percentage 
Non-Graduate 2.80% 

Graduate 56.80% 

Post-Graduate 39.80% 

Non-responding 0.60% 
(For further details please refer to Appendices Table A- VII-1). 

This confirms that the participants were highly qualified. 
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Vil -2 HYPOTHESIS TESTING 

To test the proposed hypotheses, I performed statistical analysis on both the 

quantitative and qualitative data that I have collected from the survey 

questionnaire and subsequent interviews. The methodology used has already 
been discussed under chapter six. The hypothesis had to be supported by one 

of the measures in order to be considered confirmed. The null and alternative 
hypotheses were stated. The critical value of Z at a level of confidence of 5%, 

for p (mu) = 3.1 vs. p not = 3.1, at the assumed sigma = 1, should be positive 
in order to confirm the hypothesis. The Z test is a statistical technique used for 

hypothesis testing. It is normally used when the sample size is large i. e. the 

sample size should be greater than 30. It is a simple technique, which was 

accessible to me through the Minitab. p is the desired population mean, a value 
lying at the confidence level constructed from the sample results. This value is 

normally hypothesised. 

McClave, Benson & Sincich (1998) argue that the range of a quantitative data 

set, is easy to compute but it is rather insensitive when the data sets are large. 

Siegel (1956), while describing non parametric statistics for the Behavioural 

Sciences, argued that the statistic most appropriate for describing the central 
tendency of scores in an ordinal scale is the median, since the median is not 

affected by changes of any scores above and below it as long as the number of 

scores above and below remains the same. But as mentioned earlier the Z test, 

as a statistical technique, becomes more appropriate when the sample s ize is 

greater than 30. The following formula provides a clearer description of the Z 

value: 

x-p 

z=---. - 
ax 
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When 

x= The sample mean 

p= The desired mean 

cy = The population standard deviation 

The Z value is therefore the test statistic that measures the distance between' 

the value of the sample mean (i) and the desired mean (p). Value of p being 

3.1, as I designed it for the purpose of this research, is used at a level of 

confidence of 5% (with a critical value lying at ± 1.96 as illustrated in the" 

Minitab) and this is to provide a greater reliability of the test value, which should' 
be positive in my calculation to confirm the hypothesis and/or provide/supporC 
the meaning of the proposition, when compared with the critical value in the 1Z 

distribution. The Z value given with two decimal places is calculated by special 

software that is built in the Minitab. 

J/7I- ZI Cultural 

The following hypothesis and propositions review the practices undertaken 

within the Cultural factor. The variables within the culture dimension are: (a i)I 

Inter-group relations, which explores the relationship between the varioUS' 

groups that exist in the organisation, (b) self-image reinforcement is needed to' 

measure the extent to which managers are free to express themselves, (c)' 

conflicts elaborate on the interaction of cultures between the culture prevailing' 

within the organisation and the culture of the managers. Certain cultural grou ps 
may be imposing perceptions not fit for the development of both the 

organisation and the market, (d) cultural diversity provides strength to thei 

organisation. This strength may emanate from the combination of the variety of 
thoughts and approaches, (e) integration is what is needed to accept the 

managers for their knowledge, their talent and their way of doing things, and 
not simply because they come from a different background. 
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Hypothesis I --- Cultural 

It will be perceived that cultural drivers such as cultural diversity, cultural 
homogeneity and nationality may play an important role in business 

growth, and that cultural barriers such as differing perceptions, religion 

and beliefs may slow down market development in the insurance industry 

in the countries of the Gulf Cooperation Council. 

This hypothesis was supported. The results show, based on an average of the 
Z values of the propositions calculated from the data gathered under both the 

questionnaires and the interviews. These are: 

Mean Z value 
Questionnaire 3.33 2.96 
Interviews 3.60 1.78 
Average Mean/ Z value aa 2-az 

For further details please refer to Table A-VII-2. I to A-VII-2.6 under Appendices. 

These results are interpreted in the forthcoming sections showing that some 
propositions are supported and others are not, but generally providing an 
overall support to the hypothesis. 

Proposition One:, Workers in the Arab Organisation of same cultural 
background behave in a friendly manner towards each other. 

The following results were obtained: 
Questionnaire Mean Z Value 
Pl: Groups of same cultural background are 3.22 1.49 

friendly towards each other 

Interview Mean Z Value 
PI: Role of culture in the organisation 4.00 3.49 
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Proposition I predicted that workers in the Arab organisation of same cultural 
background are friendly towards each other. It may be noted that people within 
the organisation can be distant, as several social perceptions are present. ', 

Culture may play a major role in either splitting people, if they do not belong to ý, 
the same cultural group, or getting people together if they belong to the same, 
cultural group, which is beneficial to the organisation. What, however needs to, 
be assessed is the degree of interaction between the groups. Proposition V 

was supported. The Z value being positive provides in general a positive 
outcome for the question asked. The proposition was also supported during the 
interviews, when the question was asked from a different angle. This provides a, ', 
positive outcome for the role of culture within the organisation. 

Proposition Two: Differences in values and perceptions create animosity 
between managers in the Arab Organisation. 

The following results were obtained: 
Questionnaire Mean Z Value 
P2: Difference in Perceptions create animosity 2.68 -5.46 

The results show that people working within the organisation feel friendlý . 

towards each other. This does not mean that friendship needs to be created but'ý, 

a minimum level of collegial atmosphere must be assured. It is essential, whe'ný 
a multitude of nationalities exist under one organisation, that collegia I 
atmosphere is assured, and that various cultural groups values and perceptions'- 
are well embraced and accepted. Managers in the Arab Organisation believe' 
that some kind of friendly relationship needs to exist for the process of 'the 

business, and the well being within the organisation. This is supported throu'gh 
Proposition 2 where the prediction states that differences in values an , d' 
perceptions create animosity between managers in the Arab organisati"on. ' 

People rejected the idea that the difference in way of thinking of people from' 
different national background leads to difficulties in productive collaboration. 
The Z value was -5.46 providing a negative outcome, hence rejecting the 
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proposition as such. This shows that interaction does exist when managers of 

several nationalities are working within one organisation. The degree of 
interaction has to be acceptable in order to make certain that the peer group 

cohesion is assured. The objectives set for the managers may go well beyond 

their reach in performing their duties and as such the degree of interaction will 
be quite important for the organisation in particular, and for the market and the 
industry in general. This will be elaborated at a later stage in this research. 

Proposition Three: The Arab Organisation expects managers to fulfil the job 

description and no more. 

The results show: 
Questionnaire Mean Z Value 
PI The Arab Organisation expects the managers 1.67 -18.91 to do things they are there for 

Proposition 3 predicted that the Arab Organisation expects the managers only 
to-do things they are there for. The results show that the Z value was -18-91 
and the proposition cannot be supported. The Organisation expects the 

managers to do more than the basic requirement. During interviews, people 
showed enthusiasm towards the financial reward for their employment. People 
tend to believe that they are paid for what they are doing however they would 
wish to provide more if they were given the opportunity. It is indeed a problem 
and I call it a cultural problem. As observed by one of the participants during 

the interview, it is a problem because of the oppressive behaviour that is 

exerted by the top people (the shareholders), and a problem that is being 
identified from the ground up as managers' natural responsiveness to such 
behaviour. Buchanan (1974) asked the question about managers' freedom 

within the organisation. It is apparent that the managers may be free to act but 
within a certain framework imposed by natural local culture and environment. 

Proposition Four: The managers in' the Arab Organisation feel free to be 
themselves. 

18,6. 
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The results obtained are: 
Questionnaire 
P4: Managers feel free to be themselves 

Mean Z Value 
3.91 10.81 

Proposition 4 predicted that the managers feel free to adopt their own 
approach to the job. The Z value was 10.81, and the proposition is supported., 
Each manager adopts his own approach to the business. Laurent (1983) 

argues that national cultures still offer a strong determinant of managerial, - 
ideology. Nationality therefore can be considered a strong determinant for 
organisational purposes. Each manager will have a particular way of thinking 

and w ill deal with the situation according to his own perception. I foundý- 
situations where several managerial ideologies (Laurent 1983), coming from , 
local, Indian, English, or other Arab nationals, are being confronted when', 
dealing with a single matter. This undoubtedly affects negatively the process of 
development. In my view, it is necessary to either bring about a combination of 
the varying managerial approaches under one ideological umbrella or establish 

an appropriate environment with a cultural homogeneity in order to create an 
integrated work place and satisfy both the organisation and the market. 

It has become clear, from the data collected, that people no longer wish to be. 
limited in their position simply because they belong to a foreign cultural group. 
They wish to be placed in a higher position, because they have the required, 
qualifications and experience, but they are stuck where they are because of 
their national background. 

From that sense, I assume that having this perception in mind will have no'- 
other effect but drag down the dynamics of the organisation, limit its', 
development, and subsequently hinder its move to develop the insurance, 

-ý industry. Additionally to my instrumental data I have observed some unusual. - 
practices. Locals regardless of their qualification are reaching higher levels in-- 
the organisation simply because they are locals. Whilst it is understandable that 
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localization of the work force may be the objective of the local governments for 

the next generation, it remains a reality that the foreign workforce with their vast 

experience may still be badly needed. As such it becomes both frustrating and 

unproductive to see locals directing foreigners whilst taking decisions 
inappropriate for organisational development. Locals in certain instances do not 
take major decisions. They may face situations where they are unable to cope 
technically with certain problematic cases, and as a result they may lose faith in 

a predicament that is not acceptable by their values and local culture. 

Proposition Five: The Arab Organisation influences managers to adopt values 
they find personally repugnant. 

The results show: 
Questionnaire Mean 
P5: Managers are encouraged to adopt values 3.51 

they find repugnant 

Interview 

P5: Employees' values 
organisations' 

Mean 

are similar to the 2.47 

Z Value 

5.46 

Z Value 

-2.45 

In Proposition 5, the Arab Organisation influences the managers to adopt 
values they find repugnant. I asked the questions in two different ways. In the 

questionnaire the statement was "/ find that my values and the organisation's 
are similai". During the interview, I went straight to the point in raising the 

question as to whether the employees are pushed to adopt values not 
consistent with their own. The results showed that the level of conflict within the 

organisation was rather low and that the organisation is not pushing the 

managers to adopt values they feel inappropriate. In the interview, the results 
were negative, hence disapproving the organisation's influence on them. , 

Proposition Six: The more the Structure is based simply on values and beliefs 
the larger the cultural conflict. 

I 
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The results were: 
Questionnaire Mean Z Value 

P6: Structure based on value and beliefs provides 3.97 11.28 
greater conflict 

According to Proposition 6, the organisation, which bases its structure on'ý*, 

values and beliefs, experiences larger conflict among the various cultural ý 

groups. There must therefore be other factors playing a role and contributing to ' 

the integrated workplace. Societal values, may be one of them, coupled with" 

organisational practices may influence critical organisational outcomes. Erez 

(1986) has supported the view that the congruence between societal values, 

and organisational practices has increasingly been shown to produce positive"f- 

outcomes. 

, 
Proposition Seven: Cultural Homogeneity provides an integrated workplace iri 

the Arab Organisation. 

The results gave: 
Questionnaire Mean Z Value 

PT Cultural Homogeneity provides an integrated 3.11 0.08 
workplace 

Proposition 7 predicted that Cultural Homogeneity provides an integrated ý. 
workplace. Erez (1986), Fox (1993) & Adler (1997) support the view that an" 
integrated workplace results from the fact that the entire workforce are coming 
from the same cultural background. People may be more attracted to a cultural 
environment close to theirs. The results however show that this proposition was", 
marginally supported. 

Proposition Eight: To capture a wider variety of ideas the Arab Organisation 

should leverage diverse thinking through workforce cultural diversity. 
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The results provide: 
Questionnaire Mean Z Value 

P8: Diverse thinking is achieved through 3.71 7.95 
workforce cultural diversity 

Interview Mean Z Value 

P8: There is a strength in cultural diversity 4.31 4.00 

Cultural diversity has been widely discussed in the literature. Proposition 8 

predicted that the Arab Organisation should leverage diverse thinking through 

workforce cultural diversity. This was largely supported with aZ value of 7.95 in 

the questionnaire and Z value of 4.00 when re-tested in view of its importance, 

during the interviews. Adler (1997) supported this theory while arguing that this 

is perhaps the perfect opportunity to leverage diverse thinking and thus capture 

a wider variety of ideas for development. In one sense, we can see by the 

prevalent practices in the Arab Countries that it is not legally wrong to practice 
discrimination. Regardless of whether it is morally or legally acceptable, the 

inexorable fact is that cultural diversity is absolutely essential for market and 

organisational development in the Arab World. Unless an alternative to such a 

workforce is found, it is a reality that a foreign workforce will be needed in the 

Arab Organisation. It is therefore important to evaluate the processes and 

provide the right balance in accepting and living in this multicultural 

environment. The organisation will need to leverage the power of diversity and 

exploit the hidden talents to the full in the interest of the organisation and 

ultimately the market. 

Proposition Nine: Managers in the Arab Organisation are accepted for their 

ability not disability. 

The results were: 
Questionnaire Mean 
P9: Managers are accepted for their ability not 3.49 

disability 

Interview Mean 
P9: Managers are treated on merit basis 3.47 

Z Value 

5.18 

Z Value 

1.42 
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Proposition 9 predicted that the managers are accepted for their ability and 
not disability. The ability in this sense may be their knowledge, their" 

qualifications, their sense of creativity and their experience. Their disability may 
be their nationality and their possible unfavourable background. The results 
show that this proposition was supported in both the questionnaires and 
interviews, providing aZ value of 5.18 and Z value of 1.42 respectively. it is 
interesting to see two different Z values with a considerable gap. In the-". 

questionnaire, the Z value is reasonably high, whilst in the interview the Z value 
was marginal. During the interviews, they all agreed that whilst the managers 
are accepted for their technical status the effect of nationality still plays a major 
role in deciding on various aspects within the organisation. From here I argue 
that the effect of nationality and the discriminatory approach to the. businesS IS 
haunting the organisation in the Arab World. This yields rather negative' 
organisational outcomes. People promotion and moves within the organisation 
are limited because of their nationality. 

Proposition Ten: Achieving unity of efforts between the various cultural groups 
leads to the accomplishment of the organisation's task. 

The results show: 
Questionnaire Mean Z Value 
PIO: Unity of efforts between the cultural groups 3.98 11.71 

leads to the accomplishment of tasks 

Interview 
PIO: Culture plays a crucial role for the market 

Mean Z Value 
3.73 2.45 

According to Proposition 10 achieving unity of effort between the various 
cultural groups leads to accomplishment of the Organisation task. This has 
been highly supported with aZ value of 11.71. Integration is therefore an 
important element to all those who are involved in the Arab Organisation. Unity 
of effort is a crucial device in the process of development. It helps create a new 
environment, and helps change the way of thinking of people. COX (1993ý 
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assessed the effects of integration and implications of, power among cultural 

groups. His argument is that socio-cultural identities affect behaviour, which in 

turn affects the behaviour of others. In doing that people will have the 

willingness to change, and subsequently trigger change within the organisation 

as well as in the market. I asked the question as to whether culture plays a 

crucial role for the market. The results provided aZ value of 2.45. Integration of 

the various cultural groups within the organisation may lead people to go 
beyond their boundaries and reach the market in which they are operating. 
Morgan (1997) argues that culture is a metaphor, a phenomenon to improve a 

society's system of knowledge and ideology. It has been also argued that 

culture may play a role as a manipulative process and be used as a form of 

control (Ray 1986). Kroeber & Kluckhohn (1952) support the idea of culture as 
being a regulatory process initiated by man for development of his potential. 
Lee (1962) supports the institutional behaviour as a sub-process between the 

actors within the society. These elements lead me to argue that culture may 

also be used as a catalyst to trigger a new situation in the market place and 

within the society. 

VII- 2.2 Environmental 

The following hypothesis and propositions explore the practices of the 

organisations undertaken within the Environmental factor. The variables 
influencing the organisational practices are: (a) Government Intervention, when 

governments are not putting efforts in regulating the industry their indifference 

may have negative effect on the market and organisation development, (b) 

Government relation, it is important to achieve a close coordination with the 

government as the organisation's manoeuvrability in the market may be very 
limited due to cultural constraints, (c) Technology, it is a new culture in the Arab 

World, but putting analytically derived technologies into practice using the local 

managers' own ability, may achieve positive organisational outcome, (d) 

Innovation, in industry where close contact with the customers is unavoidable 
continuous generation of new ideas becomes a necessity, (e) Forecast, a 
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restructure is needed to monitor the environment and the changes in the 

environment, be it economic, social or political. 

Hvpothesis 2 --- Environmental* 

It will be perceived that environmental forces such as government back 

up, technology, and innovation may play an important role in business 

growth, and that environmental barriers such as lack of government 

relations, lack of cooperation with local economic bodies, and lack of 

organisation cross-boundaries interaction may slow down market 
development in the insurance industry in the countries of the Gulf 
Cooperation Council. 

*/ mean by environmental, the Political, Economic, Social, Technological, rather than the Ecology 

This hypothesis was supported. The results show, based on an average of the 
Z values of the propositions calculated from the data gathered under both the 

questionnaires and the interviews. These are: 

Mean Z value 
Questionnaire 3.74 8.48 
Interviews 3.47 1.43 
Average Mean/ Z value' m 4m 

For further details please refer to Table A-VII-2.1 to A-VII-2.6 under Appendices. 

These results are interpreted in the forthcoming sections showing that some 
propositions are supported and others are not, but generally providing an' 
overall support to the hypothesis. 

Proposition Eleven: Government indifference in the Arab market will have' 

negative effect on market development. 
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The results gave: 
Questionnaire Mean Z Value 

P11: Government is taking appropriate measures 2.82 -3.60 
to improve market conditions 

Interview Mean Z Value 

P11: Government is closely involved in the 2.07 -4.00 
insurance industry 

Proposition 11 predicted that Government indifference produces a rather 

negative effect on market development. Government intervention may exert 

tremendous influence over the business (Law 1995) by providing relevant rules 

and regulations. Government need not be involved through any other form than 

regulatory function. Governments are not taking appropriate measures to 

improve market conditions in the Arab World, by lacking regulative process to 

bring about the desired balance in the marketplace. AZ value of -3-60 in the 

questionnaire and aZ value of -4.00 in the interview have supported this 

proposition. It is apparent that Governments are not closely involved. This 

confirms that governments are indifferent to the market. Their involvement is 

limited to coping with certain financial aspects. They established laws to 

increase the capital requirements of the companies, and to fix ceilings for motor 
insurance premium. Whilst this may be considered beneficial to protect 

consumers I right, it remains insufficient for market development. Their 

involvement should include such requirements as establishing organisational 

practices, and fixing solvency margins, and financial as well as technical ratios. 

By following the rules and sticking to the principles, the organisation, without 

committing any infraction for privileged customers, may, to a greater extent, 
influence consumer's behaviour at start and society at large. 

Proposition Twelve: Government reforms in the Arab market will provide 
important benefits to the market 
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The results were: 
Questionnaire Mean Z Value 

P12: Government reforms may provide important 4.15 13.79 
benefits to the market 

According to Proposition 12, the government can be of great benefit to the 
Insurance Industry. This proposition was supported. The benefits may come 
from various angles. On top of what is considered elementary, there are those 

preparatory educational programmes, including civic sense, training, spreading 
awareness, media and cultural activities. Social changes may therefore take'' 

place by the enactment of legislation. The crucial role of government (Koontz, 
O'Donnell & Weihrich 1983) may help achieve social changes through 
functional practices undertaken by the organisation. 

Proposition Thirteen: Government in the Arab market will play a crucial role in'' 

coordinating with local social partners. 

The results show: 
Questionnaire Mean Z Value 
P13: Government co-ordination with local partners 4.12 13.40 

is crucial 

Interview Mean Z Value 
P13: Government should play a crucial role in the 4.47 5.29 

insurance industry 

Proposition Fourteen: Close Govern ment-Org an isation relations Will- 
safeguard business social interests 

The results show: 
Questionnaire Mean Z Value 
P14: Government is taking measures to liase with 2.74 -4.61 

local organisations 

Interview Mean Z Value 
P14: Government should play a crucial role in the 4.47 5.29 

insurance industry 
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Any move that governments need to take, to regulate the practices, must be 

supported on various levels. Both legal as well as technical advisors directly 

involved in the insurance industry must take part in any commission that 

governments may put in place. Proposition 13 predicted that the government 

might play a crucial role in coordinating with local social partners. This has- 

been supported through both the questionnaire and the interview. This also 

coincides with Proposition 14, which states that the government-organisation 
relationship safeguards business interests. This proposition was also 

supported. Governments are not taking any measures to co-operate with local 

social partners. Respondents have revealed that local governments are not 

getting closer to the insurance industry. Various local organisations constitute 
local social partners. Among those organisations there are insurance 

organisations, economic, social and insurance associations, research centres, 

and educational bodies. Legislators may help put together the rules, but the 

rules in question concern an industry where complexity is high. Saudi Arabip 

relied heavily on magistrates and came up in the end with an insurance 

company (National Company for Cooperative Insurance) that deals with 
insurance only on Islamic/cooperative basis. Whilst this may be a good entry to 

a market where insurance is absolutely disallowed, it remains insufficient. They 

obviously use certain cooperative principles but their reinsurance protection 
and their dealings with the international markets are purely commercial. 
Governments must therefore co-operate with managers from the industry. They 

need to listen to those who may provide the proper judgment to establish the 

rules. Public policy must work in the best interest of society and not in the 

interest of a few isolated people. The organisation with its people must not be 

ignored; it has a legitimate role to play. It undoubtedly informs those who make 
decisions of the factual circumstances in a highly technical manner at the right 
time, and then informs those who made decisions about the consequences of 
those decisions to the day-to-day doing of business. The key to participating in 

the social policy making process is finding a common denominator and a way 
to construct a relationship with people who share common social interest. 

196 



t Proposition Fifteen: The greater the Use of Modern Technology the more the! ' 

organisation will improve on its productivity. 

The results were: 
Questionnaire 
P15: Use of modern 

productivity 
technology improves 

Mean Z Value 
4.64 20.38 

Interview 
P15: Technology is largely used 

Mean Z Value 
3.73 2.49 

Proposition 15 focuses on modern technology, which helps the organisation to, 
improve on its productivity. The proposition was confirmed. Face to face people 
tend to be more cautious when divulging information or when they are asked to 
comment on certain technical aspects within the organisation. People are 
prepared to enforce any prescriptions that deal with the use of modern, 
technology as this may help ameliorate and facilitate the insurance practitioners, 
tasks. This job becomes more and more intellectual. The fast progressing-, 
technology brings about apparent change in the environment forcing the, 
organisation to adapt. Technology may be used to bring about systems to link. 
central public units with the organisation for statistical purposes. Technology, 

may also be used to establish centres through which insurance organisations- 
may exchange information about particular services or customers where, 
stringent underwriting measures need to be taken. This process mav hpin. _ 
organisations review their practices, leading to Positive organisational, 
outcomes. The list of what technology can provide is quite long but for. the 
purpose of this research the need to enter into these details is not required,. 

_,, Further research along these lines may be encouraged, to discuss themes that 
may be useful to the insurance industry in general and the organisation, in 
particular in the Arab World. 

Proposition Sixteen: The greater the use of Modern Technology the more-the 
organisation will improve on its requirement for Research & Development. 
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The results showed: 
Questionnaire Mean Z Value 

P16: Use of Modern technology improves R&D 4.64 20.38 
tasks 

Proposition 16 stresses the importance of Technology for Research & 

Development. Organisations will have to provide new tools. The managers are 

quite capable of carrying out such tasks should they have the right tools. 
Technology may be of great help. It reduces the time effect. It helps motivate 
the managers in producing ideas, an element that the managers would wish to 

see within the organisation. 

Proposition Seventeen: The greater the flow of information between the 

environment and the organisation, the larger the scope to generate productive 
ideas. 

The results show: 
Questionnaire Mean Z Value 
P17: Inflow of information is crucial for 4.49 18.41 

organisational development 

Proposition Eighteen: The greater the generation of productive ideas, the 
better the organisation engages in the process for market development. 

The results show: 
Questionnaire Mean Z Value 
P18: Productive ideas within the organisation to 2.85 -3.27 help develop the insurance industry are 

lacking 

Proposition 17 & Proposition 18 deal with innovation. Innovation in this 

research is directly linked to the environment. The open system approach that I 

strongly defend in this research helps' to define the organisation's interaction 

with its environment. From the environment the organisation'gets its necessary 
resources, and in return it is in the environment that the organisation exploits 
these resources. Sadler & Barry (1970)"argue that the organisation cannot 
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survive if it does not comply with the forces imposed by the nature of its 

relationship with the environment. The results show that Research and 
Development is crucial, and that currently very limited Research and' 
Development is being carried out. The results from the questionnaire data,, 

illustrate that the reasons being for top management not pursuing Research & 
Development for market needs are as elaborated in table 7.3: 

TABLE 7.3 - Reasons for not pursuing market Research Programmes 

VARIABLES MEAN Z VALUE N ý, - - 
(1) Lack of New Ideas 2.66 -5.69 168: 

(2) Lack of Funds 2.46 -8.27 166 

(3) Lack of Know-how 2.81 -3.77 168 

(4) Lack of Market responsiveness 3.08 -0.22 _16-9 

(5) Lack of Government support 3.22 +1.57 __iý67 

AVERAGE 14.23 ; L27 (Pi 8) 
N8. t-or turiner cietaus piease reTer to i aDie A- vii-, i uncer appenuices. 

Table 7.3 shows the reasons for top management not pursuing market , 
research programmes. We can see that the factors, as may be combined under-, 
the above cluster, produce rather negative result but yielding positive outcome' 
(i. e. ideas, funds, know-how and market responsiveness are available but 

government support is not provided) as a major contribution to the market' 
development. I insist on "a major contribution", as there may be other marketing" 
factors, which need further research under a separate heading not forming'part' 

of this research. The five factors, as indicated above, are directly related to the 
insurance sector. Insurance needs people who continuously innovate and' 
come up with new ideas. From what I have been actively observin g, 

" the 
insurance sector in the GCC is still using techniques that are out-dated. It iS- 

necessary for organisations to keep searching the environment, as Glueck 
(1980) put it, in order to find new tools and new practices that respond to the 

current environmental needs. It is necessary also for the organisation to try to 
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influence government policies. This supports Stoner, Freeman and Gilbert 

(1995) argument that both the government and the business community do 

have the same responsibility and should act in the best interest of the society. 
This also supports Kanter's (1999) new paradigm for innovation, which 

combines private enterprise and public interest under a partnership that 

produces profitable and sustainable change for both sides. From here we 
deduce the importance of involving the two parties who may each provide the 

necessary feedback. The private sector may provide the necessary elements 
that the organisation and the market need, and the public interest may provide 
the regulation and financial support. 

Proposition Nineteen: The closer the relationship with the external 

environment, the higher the possibility to forecast changes. 

The results were: 
Questionnaire Mean Z Value 
P19: Closer relationship with the external 3.96 11.38 

environment helps forecast changes 

Interview Mean Z Value 
P19: Societal changes in the market are apparent 3.60.1,94 

Proposition 19 predicted that closer relationship with the external environment 
helps cater for the changes that are taking place in the society. Behavioural, 

socio-cultural, economic & political changes are taking place in the market. This 

provides an excellent tool for future preparation. People are ready to accept 

changes. The managers in the GCC are preparing themselves to carry out new 

practices to meet the challenges of change in society and in the market. 
Managers are interested in the external environment and are looking at the 

external change positively. New structures within the organisation, by creating 

a special division, are necessary to monitor the environment. 

Proposition Twenty: To forecast change it is necessary to take on an active 

role in promoting environmental awareness. 
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The results showed: 
Questionnaire Mean Z Value 
P20: (a) Forecasting helps organisations take an 3.93 10.77 

active role in promoting environmental 
awareness 
(b) Government is helping spread insurance 2.81 -3.76 
awareness 

Proposition 20 follows Proposition 19 as a corollary and looks at forecasting - 
as a factor that needs to be looked upon seriously. The organisation shoul&., 
take an active role in promoting environmental awareness. The results from the" 

questionnaire data reveal that change is taking place in the countries of the 
GCC. This may be summarised in Table 7A 

TABLE 7.4 - Societal changes in the GCC 

VARIABLES MEAN Z VALUE N 
(1) Spread of Education 3.96 1.27 170 
(2) Openness to other Cultures 3.76 8.62 169 
(3) Better Communication Systems 4.15 13.62 169 
(4) Liberalization of the Economy 3.83 ). 55 171 
iVO. rUf IUILIICPI UULCIIIOJJIUCIO07 I WiW Lv I cluiati-vil-o ulluut alipullux; &s. 

Table 7.4 shows that societal changes, such as spread of education, openness 
to other cultures improved communication system and liberalisation of the 
economy are quite apparent. When the respondents were asked whether the'l 
government is taking appropriate measures to spread awareness and 
education, I obtained negative result, the Z value was -3.76. This proves that 
lot of work is needed between the organisation and the government and thatý 
the government cannot endorse the whole burden of spreading awareness. '-: 
This must be undertaken under an umbrella where the organisation will have its'ý' 
important role to play. 
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These factors may help the organisation take aggressive steps to help develop 

the market, through structural measures. It was clear, during the Economic and 
Social Commission for West Asia - ESCWA (1995) conference in Bahrain, that 

emphasis on social and economic growth is necessary. Boundary spanning, as 
discussed by Adams (1976), is a measure that the organisation needs to 

undertake in order to be present in its outside world. The organisation would 
have to capture external stimuli (government regulations, cultural change, and 

economic factors) in order to consolidate its practices for the market. Breaking 

through to the market will foster cooperative relationships with the local social 

partners for societal development. This development will be the result of efforts 

undertaken by the local governments, local associations and the organisation. 

VII- 2.3 Leadership 

The following hypothesis and propositions explain the practices undertaken 

within the Leadership factor. The relevant factors type are: (a) Personal 

motivation, it is necessary that the managers feel that they are important to the 

organisation and to the market as this would boost their feeling of belonging, 
(b) Job satisfaction, people are coming to the GCC to improve their financial 

position and as such job satisfaction may not necessarily be the objective, (c) 

Learning, fast changing environment and fast changing technology necessitate 

continuous learning within the organisation, (d) Participation, managers 

participation would help build commitment to the organisation and to the 

market, it is leaders' task to promote participation, (e) Delegation, in a family 

type organisations delegation becomes limited, but the complex nature of 
insurance makes centralization impossible. 
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Hypothesis 3 --- Leadership 

It will be perceived that positive attributes of leadership such as 

spreading shared vision, fostering commitment and collaboration, ' 

mobilizing followers, and leading across organisation boundaries may' 
have greater impact on business growth, and that negative attributes of 
leadership such as authoritarianism, lacking technical knowledge, and, 
discrediting subordinates may generate hurdles for market development 

in the insurance industry in the countries of the Gulf Cooperation' 

Council. 

This hypothesis was supported. The results show, based on an average of the 
Z values of the propositions calculated from the data gathered under both the 

questionnaires and the interviews. These are: 

Mean Z value 
Questionnaire 3.76 8.71 
Interviews 3.30 0.78 
Average Mean/ Z value 3m 425 

For further details please referto TableA-VII-2.1 toA-VII-Z6 under Appendices. 

These results are interpreted in the forthcoming sections showing that some', 
propositions are supported and others are not, but generally providing an' 
overall support to the hypothesis. 

Proposition Twenty-One: Managers in the Arab Organisation coming from 
diverse cultural backgrounds consider that their work is important for the 
organisation. 

The results were: 
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Questionnaire Mean Z Value 
P21: Managers consider that their work is 4.34 16.37 

important to the organisation 

Proposition 21 predicted that managers consider that their work is important to 
the organisation. Whilst this is a reality that may be shared among the people 
within the Arab Organisation, the personal motivation may be considered as an 
important factor that must play a major role in the development process. The 

proposition is supported. There must be a feeling of belonging to the 

organisation and this is quite apparent. People are not proving any 
dissatisfaction with what they are doing to the organisation. They are fulfilling 

their duties, and responding favourably to the responsibility given to them. This 

will provide positive consequences. The association of individual objectives 
with business goals (Gratton 1997) may provide positive organisational 
outcomes as business objectives of the overall strategic plan can be clearly 
articulated to the individuals and can be transformed into transparent purposes 
that should be adopted. The leader's role is to create the conditions under 
which the ambitions of those under authority may be achieved and keep the 
feeling of belonging as high as it can be. Whilst the commanding style of 
leadership may be dominant in the Arab World, a fundamental shift may be 

needed to provide the organisation with the desired setting for leader-member 

relations to keep up personal motivation. 

Proposition Twenty-Two: Managers in the Arab Organisation coming from 
diverse Cultural Background consider that their work is important for the 

market. 

The results were: 
Questionnaire Mean Z Value 
P22: Managers consider that their work is 4.02 12.21 

important to the market 

Proposition 22 predicts the managers' personal motivation as in proposition 
21, but it is rather addressed to the market. Managers do consider that their 
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work is important to the market in providing new practices and ideas. This IS- 

also largely supported by aZ value of 12.21. The Z value of proposition 22 is 

lower than that of proposition 21 being 16.37 (managers personal motivation 
toward the organisation). The feeling of managers toward the market is lower' 

as they consider themselves as outsiders since they are coming from a variety 
of cultural backgrounds. The managers are rather hesitant about the work they 

provide towards the market. Their personal motivation should go beyond 

apparent needs, as this would provide positive consequences to the 
development of the market. Levicki (1998) whilst drawing a typology of leaders' 
included "charisma" and "emotional intelligence". I join Levicki in supporting the 

argument that charismatic leaders with emotional intelligence may take 
decisions about others based on balanced views of what they really feel. 
Charismatic leaders may influence the thoughts and actions of people to gain 
passion about the work they are performing for the market. This also supports 
Abel's (1997) argument that leaders may influence people to change their 

values, particularly in an area where cultural diversity is overwhelming, by 

creating more meaningful employment and confronting broader social and 
societal issues such as the environment, quality of life and less oppressing 
behaviour. 

I Proposition Twenty-Three: Employees who work as subordinates to' 
managers with the same cultural background show the highest level of job, I 

satisfaction. 

The results showed: 
Questionnaire Mean Z Value 
P23: Subordinates and managers(*) relationship 2.75.1 -4.66 

show high satisfaction 
4.06*2 12.63 

NB. *1 Of same cultural background 
*2 Irrespective of cultural background 

Proposition 23 predicted that relationship of Managers/Subordinates of same". 
cultural background shows higher empathy. It is believed that empathy would 
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be on the high side if a subordinate works for a manager coming from the same 

cultural background. The proposition is not supported. I retested this 

proposition in the questionnaire by asking the question in a different way "i 

have a good working relationship with my subordinate (or superior) irrespective 

of our cultural background" and the Z value was 12.63. In this context 

relationships in this part of the world are no longer based on cultural grounds 

although the elements of culture are still quite apparent. The doors may 
therefore be open to review the philosophy of leaders to managing people 
coming from a variety of cultures with lesser insistence on cultural constraints. 
It is still considered challenging for this new type of leadership. The 

development of this hybrid would be important to the Arab organisation in order 
to cater for such new approaches. 

Proposition Twenty-Fou : The more the employees are satisfied in their job 

the better their performance. 

The results were: 
Questionnaire Mean Z Value 
P24: Job satisfaction reinforces successful 3.84 9,64 

performance 

Proposition 24 predicted that job satisfaction reinforces successful 
performance. This was reasonably supported providing aZ value of 9.64, being 

a combination of several variables. I linked performance to satisfaction through 

several factors tested separately. This is indicated in Table 7.5: 

TABLE 7.5 - Linkage between performance and satisfaction: 
MEASURES ME AN I Z VALUE N 

My performance results from: 

(1) Job satisfaction 4.30 15.76 171 
(2) Self-motivation (pride etc) 4.23 14.73 170 
(3) Fulfilling my duty (why I am here) 4.00 11.67 168 
(4) Financial objective solely 

1 
2.82 -3.61 168 

ivo. rut IUILIIUf uuidu, ý; p/udz; u- rerer to taDleA-VII-4 unaerappenctices. 
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Table 7.5 shows the linkage between performance and satisfaction. The ý 
relationship between satisfaction and performance is a subject that is still ý 
discussed by researchers with no firm results as to whether this is largely', 

positive. Job enrichment, as discussed by Herzberg (1987), is not a one-time 
proposal but a continuous management task. In the Arab World managers 
seem to show high levels of satisfaction in their job performance. Several 

arguments may arise in this instance. People seem to be self-motivated and 
pride may seem to provide an engine for their performance. It also seems that 

managers would wish to comply with the terms of contract they signed when 
they first arrived by fulfilling the duty given to them. Financial objectives score'' 
low so this cannot be the sole source of their performance. Leaders' role may 
be better explained to maintain people satisfaction and ensure that this 
satisfaction may be exploited to tackle all aspects that the organisation may. ' 
need for development. 

Proposition Twenty-Five: The more the leader is involved in continuous 
learning the more the leader acquires new organisational knowledge. 

The results were: 
Questionnaire Mean Z Value 
P25: Continuous learning helps leader acquire new 4.81 22.64 

knowledge 

Interview Mean Z Value 
P25: Training is needed to acquire new knowledge 3.93 3.23 

about organisation 

Proposition Twenty-Six: The more the leader is involved in continuous 
learning the more the leader understands new market needs. 

The results showed: 
Questionnaire Mean Z Value 
P26: Continuous learning helps leader understand 4.59 19.69 

new market needs 
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Interview Mean Z Value 
P26: Training is needed to acquire new 3.93 3.23 

knowledge about market 

Propositions 25 & 26, they both focus on the need for leaders in the Arab 

World to adhere to a continuous learning process. Continuous learning helps 

acquire new knowledge for both organisational practices and market needs. 
The propositions have been tested positive and they were both supported. The 

leaders in the Arab organisation agree that they should continuously learn to 

help them acquire new knowledge and improve on the tools they are using for 

the organisation and for the market. I tried to ask the question differently during 

the interview in the sense that whether the leaders are aware of market needs 

without effort. This supports Senge (1990) when describing the new role of the 

leader in setting up a network for building a learning organisation. This does not 

mean that leaders need to be authoritarian in teaching people the right way, but 

rather providing new tools through a continuous learning process to gain more 
insightful view of reality. It also supports Garvin (1993) who argues that a 
learning organisation is about creating, acquiring and transferring knowledge. 

Knowledge may be described as understanding of cultural needs in the market, 
transferring such needs to the organisation in a highly technical way. 
Organisations need to cultivate (origin of culture) knowledge and use this 
knowledge be it technical, commercial or organisational. 

Proposition Twenty-Seven.: Participation of managers of different cultural 
background is a device to build commitment. 

The results were: 
Questionnaire 
P27: Participation of managers of different cultural 

background is a commitment building device 

Mean Z Value 

4.57 19.47 
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Proposition 27 predicted that participation of managers is a commitment 
building device. Managers who are coming from various cultural backgrounds 

need to feel important to the organisation. Their participation may result in 
having them committed to the organisation. This is supported (Z = 19.47). 1' 

asked the question directly to see to what extent people believe in participation 
The results show that this factor is quite important and may be crucial in theý 
development process. People do not wish to be treated with distrust. They wish - 

to see their participation as being highly regarded. This may strengthen their' 

presence in the organisation and may provide greater results. 

Proposition Twenty-Eigh : Participation of managers of different cul ," tural 
background is a device to build self-confidence. 

The results show: 
Questionnaire Mean Z Value 

P28: Managers of different cultural background 2.85 -3.29 
are lacking participation, which is a device of 
self-confidence-building 

Proposition 28 predicted that the participation of managers coming from 

various cultural backgrounds is a device of self-confidence building. When 

people live in a foreign environment they feel isolated-, when however they h ve' a 
an active role in the organisational life their degree of self-confidence may be 
higher. This was also supported through a different question. The question was 
"leaders in our organisation are not listening enough to those who provide the 
information". The Z value was -3.29, thus the leaders are listening and they are 
providing the managers with enough importance in the decision Making' 
process, and the proposition is therefore supported. Good listening leademý 

may well motivate people, or those who provide the information, no matter what 
their rank, their cultural background or their nationality are, by giving ffier1j'. 

value for their opinion. Their participation is vital for development, as this may- 
give people a feeling of belonging to an organisation, which truly cares. 
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Proposition Twenty-Nine: Managers in the Arab Organisation delegate to 

managers of same cultural background. 

The results were: 
Questionnaire Mean Z Value 
P29: Delegation is provided on cultural basis 2.85 -3.29 

Interview Mean Z Value 
P29: Delegation is being provided on personal 2.13 -3.74 basis 

Proposition Thirty: The role of the centre is apparent in the Arab organisation. 

The results showed: 
Questionnaire Mean Z Value 
P30: Delegation is limited within the organisation 2.68 -5.56 

Interview Mean Z Value 
P30: As leader, I set up everything within the 3.20 0.39 

organisation without mid-management 
involvement 

Propositions 29 & 30 focussed on delegation. From the way one looks at it, 
the Arab Organisation seems to be very much centralized. The two 

propositions (2900) are composed of the following statements: 

Questionnaire: 
Authority is given to me only because I belong to the same cultural 
group as my manager. The Z value was -17.28, so proposition 29 is not 
supported. 

Interview: 
Delegation of Authority is being'given on personal/cultural basis. The Z 

value was -3.74. This result is' on the same direction as the 

questionnaire (Z = -17.28) and the proposition 29 is not supported. 
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Questionnaire: 
Delegation is very limited in our organisation. The Z value was -5.56. 
The delegation is not limited and the role of the centre is not apparent, 

and as such proposition 30 is not supported. 

Interview: 

" Delegation within the organisation is apparent. The Z value was -1.16. 
"I asked the question differently, "as a leader I set up everything within 

the organisation without mid-management involvement" The Z value 
was 0.39. 

These results confirm that the Proposition 30 is not supported. 

It is the overall vision and the charisma of the leader that play a major role in 
the development process. The adaptation process of leaders in getting closer, 

and treating as one group, those who are involved on a day-to-day basis in the 
development of both the organisation and the market, may lead the 

organisation to reach a higher level of cognitive development. This cognitive, 
development may help build a cultural synergy among the various multicultural 

groups, which helps 
' 
to resolve conflicts and set up a harmony within the 

organisation for any intended change. 

VII- Z4 Organisational 

The following hypothesis and propositions explore the practices under the 
Organisational factor. The variables are (a) Organisational Commitment,, 

"J commitment may have several components: (1) moral, (2) cost-based and (3)_' 
affective, depending on the circumstances for which the people have joined the 
organisation. The commitment may be in doubt for people coming to the 
countries of GCC simply to make money, (b) Work Commitment, are managers 
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expected to have personal commitment to the work they are performing, and 
their development may depend on the development of the organisation, (c) 

Organisational Dependability, the organisation may have provided the 

managers with what they promised when they firstjoined, this may elaborate 
on the organisational commitment towards its managers, (d) Planning, forms an 
integral part of the overall organisational practices and its use to measure both 

the actions and contingencies protection needed to meet the environmental 
changes in the market place, (e) Discipline, regardless of cultural background 

managers behaviour towards the organisation should be well defined in order 
to assess the level of professionalism and qualification of those who are in 

charge. 

Hypothesis 4 --- Ornanisational 

It will be perceived that positive organisational attributes such as open 
systems, commitment, dependability, planning and discipline may 
provide a greater contribution to business growth, and that 

organisational deficiencies such, as managers loosing faith, 
disadvantages towards employees, closed systems and archaic planning 
may be detrimental to market development in the insurance industry in 
the countries of the Gulf Cooperation Council. 

This hypothesis was supported. The results show, based on an average of the 
Z values of the propositions calculated from the data gathered under both the 

questionnaires and the interviews. These are: 

Mean Z value 
Questionnaire 3.40 4.10 
Interviews 3.00 -0.39 
Average Mean/ Z value am IN 

For further details please refer to Table A-VII-2.1 to A-VII-2.6 under Appendices. 
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These results are interpreted in the forthcoming sections showing that some 
propositions are supported and others are not, but generally providing an, -' 
overall support to the hypothesis. I 

Proposition Thirty-One: Managers in the Arab Organisation expect to spend 
the rest of their lives in the organisation. 

The results were: 
Questionnaire Mean Z Value 

P31: Managers are prepared to spend the rest of 3.45 4.57 
their lives in the organisation 

Interview Mean Z Value 

P31: Managers are prepared to spend the rest of 2.73 -1.42 
their lives in the organisation 

Proposition 31 predicted that managers would spend the rest of their lives in 
the organisation. This proposition was supported in the questionnaire with aZ 
value of 4.57 (with N=175). But during the interviews (with N=15 - noting that 
people may be more comfortable with oral discussion/giving information), the Z 
value was -1.42, being marginally on the low side. 

People seem to be prepared to spend the rest of their lives in the organisation. 
But from the interview data, the case was slightly different and people are 
hesitant. They were convinced that they couldn't stay where they are. They 
needed to make changes but their margins for manoeuvre are very narrow. 'ý'. 
They feel that there is a lot of changes they could make and the potential is 
enormous and they could make a contribution to develop the organisation. But 
because they are frustrated, due to lack of flexibility and pressure coming from 
the centre, they cannot undertake any steps to trigger fundamental 

organisational changes. 
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Proposition Thirty-Two: The greater the effort the managers make the better 

the performance of the organisation. 

The results showed: 
Questionnaire Mean Z Value 

P32: Managers do care about the performance of 4.50 18.56 
the organisation 

Proposition 32 predicted that managers would care about the performance of 

the organisation. This was supported with aZ value of 18.56. People truly care 

about the success of the organisation and they are in fact prepared to put a 

greater deal of effort beyond that normally expected to help the organisation be 

successful. 

Proposition Thirty-three: Managers in the Arab Organisation expect to 

personally invest in the work they do. 

The results were: 
Questionnaire Mean Z Value 
P33: Personally invest (effort, time, but some 3.45 4.57 

indicated "not financial") 

Interview Mean Z Value 
P33: Invest personally, all factors combined 2.53 -2.19 

Proposition Thirty-Fou : Managers in the Arab Organisation expect to spend 
the rest of lives in the country of their employment. 

The results were: 
Questionnaire 

P34: Spend rest of 
employment 

life in the country of 

Mean Z Value 
2.99 -1.47 

Interview Mean Z Value 
P34: Spend rest of life in the country/market 2.53 -2.19 

performance 
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Propositions 33 & 34, they both focus on commitment. The first discusses the 
extent to which people are prepared to invest personally in the work they do. 
The second discusses the extent to which people focus on business 

performance and their commitment to the market and to the country of their 

employment. Both propositions were not supported, although the Z value for 
H33 in the questionnaire data shows one marginally positive figure. 

I 

People are not prepared to stay where they are. They feel that they may be 
prepared to invest personally but only to the extent of effort and time but not 
financial. A few respondents indicated that they are not ready to be involved 
financially. Whilst they do care about the business performance they feel that 
they should not be linked financially to the market, as this may provide them 

with lesser flexibility to get back home or move to another country where they, 
believe opportunities are greater. 

Proposition Thirty-Five: The Arab Organisation always does what it said it 

would do for managers. 

The results were: 
Questionnaire Mean Z Value 
P35: Organisations do what they promised to do 3.47 4.95 

when first joining 

Interview Mean Z Value 
P35: Organisation are now delivering what they 3.13 0.13 

promised when first joining 

Proposition 35 predicted that the Organisation always does what it said it 
would do for managers. This proposition was supported by both the 
questionnaire and the interview data providing aZ value of 4.95 and 0.13 
respectively. People are sceptical as to what the organisation would be 
prepared to provide. It seems that they are happy with what the organisation is 
providing in terms of financial benefits but these benefits are not up to the 
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standard of the efforts people are providing or what they can further provide. 
For that reason the positive Z values are marginal. People believe that what 
they were promised has been met but they are giving more than they were 

expected to give but still below what they can give, hence a lower commitment 

of the organisation to the managers. 

Proposition Thirty-Six: Managers are expected to play the same role in the 

organisation as described when first joining. 

The results were: 
Questionnaire Mean Z Value 
P36: Managers expect the organisation to be the 3.23 1.70 

same as when joining 

Proposition 36 focuses on the organisational dependability of the managers 
towards the organisation. The managers expect the organisation to be the 

same as when first joining. This provides the managers with a first approach to 
building commitment. The managers need not lose faith in the organisation. 
This proposition was supported with a low Z value of 1.70. People expect to 

see promises fulfilled. It seems that a large amount of respondents did not have 

their expectations fulfilled. The first impression influenced largely their 
behaviour, which would have undoubtedly weakened at an advanced stage, 
their dependability to the organisation. 

Proposition ThIrty-Seven: Action plans defining development approaches are 
set up within the organisation. 

The results show: 
Questionnaire ' Mean Z Value 
P37: Action plans are well defined in the 3.27 2.31 

organisation 

Interview Mean Z Value 
P37: Action plans are well defined in the 3.73 2.45 

organisation 
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Proposition Thirty-Eigh : Contingency plans for crises are commonly used 

within the organisation. 

The results were: 
Questionnaire Mean Z Value 
P38: Contingency plans are well defined in the 3.02 -0.94 

organisation 

Interview Mean Z Value 

P38: Contingency plans are well defined in the 3.33 0.90 
organisation 

Propositions 37 & 38 predicted that action plans and contingency plans are'' 
well defined in the organisation. From the results I obtained, planning is 

considered as a secondary issue to the Arab Organisation, whereas it should 
be considered as one of the most important practices the managers should 
undertake. 

Proposition Thirtv-Nine: Managers in the Arab Organisation respect the rules", 
and regulations that govern the organisation. 

The results were: 
Questionnaire Mean Z Value 
P39: Managers respect the rules 3.07 0.42 

Proposition 39 predicted that managers respect the rules and regulations that,, 
govern the organisation. Regardless of cultural background managers are 
expected to respect the rules to strengthen discipline within the organisation. it 
is apparent that despite the high level of qualification and the degree--of, 
professionalism, people in the Arab Organisation break the rules by adopting 
unusual practices, such as accepting a relative (to please his family which is 
very important from the Arab Culture point of view) as manager although, . his-: 
qualification do not permit him to be manager. The Z value was -0.42 and_ the 'ý 
proposition is not supported. This has resulted from the fact that people looked, 

I 
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at it from the organisation side. In the sense that when the interest of the 

organisation is at stake managers would be prepared to break the rules, 

although this leads to an environment where discipline is broken thus creating a 
disorder that is providing a negative impulse to the development process. 

Proposition Forty: Managers in the Arab Organisation object when rules are 

violated. 

The results show: 
Questionnaire Mean Z Value 
P40-. Managers react when rules are violated 3.58 6.39 

Proposition 40 is a corollary to proposition 39. It predicts that managers react 

when rules are violated. Managers are prepared to break the rules; hence no 

respect for the rules that govern the organisation as in P39, but P40 predicts 
that manager's object strongly when the rules are violated. The Z value 

obtained was 6.39, and the proposition was supported. Discipline (under this 

proposition) is well respected and people do not tolerate rules violation. The 

data obtained revealed that discipline is quite important for people in the Arab 
Organisation, but the fact that the rules may be broken when the interest of the 
organisation is concerned weakens the overall approach to respecting the 

rules. Breaking the rules opens the doors to assess subjectively what is and 
what is not in the best interest of the organisation. This support Badaracco's 
(1998) argument of defining moments, as managers will need to review the 

moment when they have to choose between right & right. Right would be the 
interest of the organisation and right is in not breaking the rules. The rules are 
broken quite often since people tend to hide themselves behind the interest of 
the organisation. This undoubtedly creates an environment, which does not 
help put forward the development process for both the market and the 
organisation. 
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VII- Z5 Strategic 

The following hypothesis and propositions explain the practices undertaken'' 

within the Strategic factor. The relevant variables type are: (a) Research & 
Development; it helps create a professional atmosphere within the"', 

organisation. It would give the information required to better understand the'' 

customers needs and create appropriate practices, (b) Technical Know-how; it 
is a complex industry in its technical aspects, and local managers are in need 
of having high technical knowledge, (c) Media; it is not well exploited to spread" 
insurance awareness and as such appropriate measures, support by local' 

community, are needed for proper application, (d) International Relation; ý 
practices are borrowed from the international markets, products are designed in 
the industrialized countries and imposed in the countries of the GCC, this leads 
to heavy reliance on the international expertise, (e) Training, most of the 
training programmes for local needs are performed in the overseas markets; ', ' 

whilst the organisation in the countries of the GCC is aware of the importance 

of training, the training programmes required will have to be fit fo :r 

organisational effectiveness and cultural needs. 

Hypothesis 5 --- Stratenic 

It will be perceived that strategic benefits such as Research. & 
Development, technical knowledge, international relations, spreading 
awareness and directed training programme may play an important role,, ' 
in business growth and that strategic deficiencies such as lack, - of 
understanding the local culture, failing to ignore international influences, 

and failing to manage diversity., may be detrimental to market 
development in the insurance industry in the countries of the Gulf' 
Cooperation Council. 
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This hypothesis was supported. The results show, based on an average of the 

Z values of the propositions calculated from the data gathered under both the 

questionnaires and the interviews. These are: 

Mean Z value 
Questionnaire 3.81 9.23 
Interviews 3.35 0.98 
Average Mean/ Z value 3m 5AG 
For further details please refer to Table A-VII-2.1 to A-VII-2.6 under Appendices. 

These results are interpreted in the forthcoming sections showing that some 

propositions are supported and others are not, but generally providing an 
overall support to the hypothesis. 

Proposition Forty-One: Research and Development is still neglected by the 

Arab Organisation. 

The results were: 
Questionnaire Mean Z Value 
P41: R&D is non-existent 2.85 -3.29 

Interview, Mean Z Value 
P41: (a) R&D is a secondary issue 1.53 -6.07 (b) R&D is pursued in organisation 2.80 -1.16 

Proposition Forty-Two: The more R&D is carried out the better the application 
of new practices in the Arab Organisation. 

The results were: 
Questionnaire 

P42: R&D is vital for new practices 
Mean Z Value 
4.16 13.94 

Proposition Forty-Three: The Arab Organisation considers that R&D's 

ultimate objective is the customer. 
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The results show: 
Questionnaire Mean Z Value 

P43: R&D's ultimate objective is client 4.22 14.57 

Proposition Forty-Four: In the Arab World, R&D creates appropriate products. 

to meet cultural needs. 

The results were: 
Questionnaire Mean Z Value 

P44: R&D creates service cultural needs 4.06 12.71 

Interview Mean Z Value 

P44: R&D is vital for market development 4.20 4.26 

Propositions P41, P42, F543 and P44 focussed on the status of Research & 
Development in the GCC Organisation, and predicted its importance in the 

insurance industry. 

Let us look first at the reasons for not pursuing organisational Research and' 
Development. The results obtained from the questionnaire data are illustrated 
in table 7.6: 

TABLE 7.6 - Reasons for not pursuing organisational research programmes 
VARIABLES MEAN Z VALUE N 
*Lack of new ideas 2.71 -5.05 171 
*Lack of funds 2.26 -10.97 --ý170 

*Need for a separate R&D entity 

within the organisation 

3.83 9.52 172 

ivtj. t-orTunneraeiaiispieaz; u iviut iu iduiu, -i-vii-u uiluvi apliullulut2zs. 

Table 7.6 sKows the reasons for top management not pursuing organisations, 
research programmes. It seems that the managers in the GCC are conscious 
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about the vital importance of R&D but it happens that this does not exist 
despite its importance. R&D is important for organisational practices. The 

organisation needs to be moving towards rejuvenating new practices and 

create Research & Development entities for those managers who are eager to 

follow. They believe that the ultimate objective of R&D is the consumer and this 

is crucial for development. All efforts that need to be put in the process of 

creating new products, new tools or new techniques must take into 

consideration the receptivity by consumers. Local culture is a crucial element in 

the research process. One cannot impose a product or service onto the 

customers, such as compulsory insurance (for example Household Insurance 

policy) when the attributes (terms & conditions as well as the risks that are 

covered under the policy) do not meet their local needs. The fact is that these 

policies are merely imported from the overseas markets because there has 

been no process to create local policies with attributes meeting local needs. 
R&D is part of the strategy process. Ansoff (1988) defines R&D as the principal 

agent of strategy implementation, and Uyterhoeven et al (1977) insist that 

strategies have to be geared to a variety of economic, and I add social, 

conditions. I see that the overall environmental forces need to be assessed to 

formulate the strategy. The strategy will be formulated when the environmental 
forces are assessed and the R&D has properly determined the process, the 

product and the practices that go with it. When one looks at the reasons for not 

carrying out R&D work in the GCC one believes that this is not an impossible 

assignment. The managers also support the idea of creating separate 
departments in the organisation with a full function of R&D, in order to trigger a 

stimulus to better understand the local cultural needs and generate new ideas 

according to those needs. 

Proposition Forty-Fiv : Local technicians of local nationalities are rarely 

existent within the Arab Organisation. 

The results were: 
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Questionnaire Mean Z Value 

P45: Arab Organisations lack local technicians 3.74 8.43 

Interview Mean Z Value 

P45: Local technicians are limited in the Arab 4.47 5.29 
Organisation 

Proposition 45 predicted that the GCC organisation lacks local technicians. 

Local technicians are badly needed to support the overall strategy. They are 
better equipped to understand local culture and subsequently strengthen the 

overall process of product innovation and transfer to the local customers with 
its acceptable form. This proposition was supported. The foreign workforce is 

still needed in the local market in order to provide the know-how and the 
technical background. The respondents/managers have largely admitted that 

the foreign managers' presence is inevitable. 

Proposition Forty-Six: The Arab Organisation is considerably dependent on 
international insurance know-how. 

The results showed: 
Questionnaire 
P46: High dependence on international expertise 

Mean Z Value 
4.02 12.24 

Interview 
P46: High dependence on foreign expertise 

Mean Z Value 
4.20 4.26 

Proposition 46 predicted that the GCC organisation is highly dependent on 
international know-how. The know-how may be provided and this is happening, 
by either hiring foreign workforce and/or being influenced by the international 

companies. Local organisations are having close dealing with the international 

companies either through automatic cessions (this provides an automatic' 
insurance of insurance with an international reinsurance company), treaty 
reinsurance (this is a facility that is being provided by a reinsurance company to I 

an insurance company to insure its insurance) or direct facultative placement 
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(this is an agreement between an insurance company and a reinsurance 
company for a reinsurance placement of a risk). It seems that this makes the 
life of people from owners of the companies to top management down to the 
lowest level in the organisation much easier. What they normally do is that they 

prefer to refer the insurance risks to the international market (be it an 
underwriter, broker or reinsurance company). They then obtain (1) a feedback 

on the cover to apply and (2) the full reinsurance protection needed. By doing 
that, the local organisations need not understand the risk, assess the risk nor 
provide solutions to the risk, but get all they need from the international 
technicians. The local organisations will then lose all the power needed to 

control the risk, or learn about how to deal with similar situations. They remain 
dependent on someone in the international market who has possibly never 
been to the GCC, but all he knows is what his interlocutors are telling him, 

which is by no means sufficient to understand the needs of the market. 

Proposition Forty-Seven: The wider the Media used, the greater the 

insurance awareness is spread within the society. 

The results showed: 
Questionnaire Mean Z Value 
P47: Media plays a major role in spreading 3.88 10.36 

insurance awareness 

Proposition Forty-Eigh : Media to spread insurance awareness are poorly 

exploited within the Arab Organisation. 

The results were: 
Questionnaire Mean Z Value 
P48: Media is well used in the organisation 2.60 -6.56 

Propositions 47 & 48 propose the crucial'role of media in the insurance 
industry in the countries of the GCC. Proposition 47 predicted that media is 
important to spread insurance awareness. Proposition 48 predicted that Media 
is well used in the organisation. Media is important in general in order to 
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support the overall strategy. In the insurance industry it is crucial because it'; 1 

plays a role of informing the society of what the insurance is all about, its 
benefits and its presence in the markets. P47 was supported. Most of the 
managers believe that media is crucial in the insurance industry in order to 

spread awareness. P48 was not supported. The use of media is rather negative", 
in the GCC organisation. This is due to several factors being cultural, ', 

regulations, sufficiency and organisational. The questionnaire and interviews'. 
data reveal that: 

(A) Cultural, because the organisation cannot publicize widely and promote a 
product that is forbidden by Islam and as such this will have to be done in an 
acceptable way. "C' 

(B) Regulations are not yet ready to support the organisation's move towards-ý 

media and spreading insurance awareness. 

(C) The local organisations are making profit and they are financially sufficient. " 
This provides negative attitude towards development. The organisation is 
getting what it needs without further efforts and as such it needs not purs, U, e 
further and move forward towards spreading awareness. 

(D) The managers do not need to put effort to create organisational structures 
appropriate to carry out the operation. The managers are not prepared to follow"' 
up closely on this mission, which is from the way they look at it "hopeless" (as', " 
observed by one of the respondents), as the centre will not accept to make any 
changes. 

Proposition Forty-Nine: Organisation's insurance practices are directly 
influenced by overseas insurance market practices. 

The results showed: 
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Questionnaire Mean Z Value 

P49: Organisations practices are influenced by 3.77 . 8.64 
overseas organisations 

Interview Mean Z Value 
P49: Dependence on international markets 4.07 3.74 

practices 

Proposition Fifty: Products (services) that are locally distributed are derived 

from the International markets products. 

The results were: 
Questionnaire Mean Z Value 
P50: International markets forces influence the 4.07 12.40 

design of the product 

Proposition Fifty-One: Internationally designed products are imposed for the 

distribution in the local markets. 

The results provided: 
Questionnaire Mean Z Value 
PSI: Internationally designed policies are imposed 3.99 11.33 

in the GCC 

The three propositions P49, P50 & P51 focus on international relations. It was 
made clear during the interview that the local organisation is dependent on the 
international market. Under the questionnaire I have put it differently to look at 
this particular matter from several angles. The three propositions were 
supported in different manners. 

I asked the questions in two opposing ways. The first set of questions 
concerned what a local firm (A) may provide to international firm (B) if they 
were to expand internationally through a Strategic Alliance. The second set of 
questions concerned what the international firm (B) may provide to a local firm 
(A) if they were to enter the market through a Strategic Alliance. It is important 
to explore what an international Organisation may bring about when entering 
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the GCC in terms of know-how, and what a local company may provide in "' 
terms of local knowledge when accepting the deal. 

The international insurance and reinsurance companies are greatly influencing 

the local companies to follow certain organisational practices in dealing with 
local customers and the internal day-to-day handling of the operation. 

International market forces influence the design of most of the products that are 
distributed in the GCC. The Z value was 12-40, which means that the 
international forces influence the design and the set up of the product. Being 
the fact that the reinsurance treaty programmes are put together and obtained 
from the international markets, and as such the terms and conditions of most of 
the policies are brought over from those markets. 

The following instruments confirm the level at which the international 

organisations are present in the GCC, while considering the internal and 
external forces driving firms towards concluding an International Strategic 
Alliance, it is vital to assess a set of key criteria. It is suggested that the 
following instruments may represent the key criteria that are commonly used for 
a successful International Strategic Alliance. It is noted that the International 
firm dominates most of the instruments as observed by the respondents, and' 
that the local firms' participation in making the deal would be minimal. It is also 
noted that the dominance of the International firm is apparent because of the 
lack of capability of the local organisation. 

The measures as illustrated in Table 7.7 show the added value of a National 
firm (A) when entered a Strategic Alliance with a multinational firm (B): 
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TABLE 7.7 - Added value of a National Firm (A) to a Multinational Firm (B) 

MEASURES MEAN z N 

" Technology 2.29 -10.36 163 

" Know-how 2.66 -5.58 163 

* Financial 3.02 -1.05 164 

" Marketing skills 3.00 -1.27 162 

" Distribution channels 3.58 6.11 165 

" Cultural values 3.60 6.37 164 

" Organisational practices 2.85 -3.23 163 

" Brand Name 3.00 -1.28 164 

" Product Design 2.66 -5.58 163 

" Research & Development 2.62 -6.12 164 

For further details please refer to Table A-VII-6 under Appendices 

Table 7.7 shows that the added value of a local firm (A) when entering a 
Strategic Alliance with a multinational firm (B) is very low. The added value is 

limited to attributes being distribution channels and cultural values only. . 

The measures as illustrated in Table 7.8 show the added value of a 
Multinational firm (B) when entered a Strategic Alliance with a National firm (A): 

TABLE 7.8 - Added value of a Multinational Firm (B) to a National Firm (A) 

MEASURES MEAN z N 

" Technology 4.12 12.98 163 

" Know-how 4.09 12.70 164 

" Financial 3.43 4.25 161 

" Marketing skills 3.72 7.84 162 
" Distribution channels 3.09 -0.10 163 
" Cultural values 2.95 -1.90 163 

" Organisational practices 3.77 8.64 164 

" Brand Name 3.65 7.06 162 

" Product Design 3.99 11.33 163 
* Research & Development 4.07 12.40 162 

For further details please refer to Table A-VII-6 under Appendices 

Table 7.8 shows that the added value of a multinational firm (B) when entering 
a strategic alliance with a national firm (A) is high. This comprises such 
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attributes as Technology, Know-how, Finance, Marketing skills, Organisational 

practices, Brand name, Product design and Research & Development. 

The Arab Organisations do need the technology of the international markets, as 
the society does not have the means to hold and produce the technology. This 

technology will have to be well exploited through an established local set-up 

with lesser influence of the international market forces. 

The know-how is crucial in the insurance industry. The organisation will have to 
develop local technicians through well-designed educational and training 

systems (ETS) and limit the international influence when employing foreign', 
technicians. 

The organisation in the countries of the GCC is financially independent and 

may not require any international resources. Despite the fact that the local 

resources are sufficient, the international finances should not be ignored. 

The local organisations have the necessary tools for marketing and channels Of 
distribution, which the international firms would possibly need. 

Cultural values are held by the local organisations and it is the key to trigge. r 
organisational change. The international organisation can by no means break, 
through this wall. The local organisations need to wrap up these values to 
establish the necessary control and enter the process of development. 

The brand name is important. The local firm is in need of an international brand 

name. That is what the managers gave as answer to this point. This is a' 
cultural problem that must change. A foreign name always sounds better for the, 
customers, believing that this gives them a better security, a better product and 
a better understanding of the risk. This problem has been dragging for decades 
because no fundamental transformations have taken place in terms'ý"of'- 
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organisational practices, insurance awareness, risk analysis and use of media 
in order for the society to make a proper judgment and accept the change. 

Proposition Fifty-Two: The more extensive the Development training 

programmes, the larger is the contribution to organisational effectiveness. 

The results showed: 
Questionnaire Mean Z Value 
P52: Development training programmes contribute 4.29 15.52 

to organisational effectiveness 

Interview Mean Z Value 
P52: Training programmes are sufficient 2.20 -3.49 

Proposition Fiftv-Three: The more culturally directed the training 

programmes, the better is the understanding of local needs. 

The results were: 
Questionnaire Mean Z Value 
P53: Culturally directed training programmes help 3.84 9.75 

understand local needs 

Propositions 52 & 53 focussed on training. This factor is being developed 

under three different sections. Two sections were designed to confirm or not 
confirm the hypotheses and one section to better understand the actual 
situation relating to training in the insurance organisation of the GCC. The 

questionnaire data confirm that training programmes in the GCC are not 
directed for cultural and local needs. 

Proposition 52 predicted that develop me nt-trai n ing programmes contribute to 

organisational effectiveness. The proposition H52 was supported. Proposition 
63 predicted that culturally directed training programmes help understand local 

needs. The Z value was 9.76 and the proposition was supported. ý' 
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Training programmes that are being carried out in this market are not 
appropriate for organisational effectiveness and market development. The 

managers affirm that it is necessary to provide training programmes for cultural 
sensitivity both intra-organisational and extra-organisational. At the 

organisation's level the target is skill building, as part of the socialization 
process for the cultural sensitivity of the groups, and the practices within the 

organisation that may be positively reflected onto the market. At the market' 
level, training provides better understanding of the local needs, the sensitivity of 
people, their requirements and the level at which a new organisational practice 
may be accepted. The managers are aware of the programmes that are 
currently being undertaken. It is not sufficient to attend normal common place 
seminars about foreign languages or computer literacy or basic management 
courses. It is more complex, and it needs bigger commitment and supportive 
environment for larger specialized training programmes designed reinforce the 
core competencies of the organisation. 

VII- 2.6 Structural 

The following hypothesis and propositions explore the practices undertaken 
under the Structural factor. The variables are: (a) Reward System, this is what 
the managers are looking for be it financial, social or otherwise, (b) Career, ý 
Progress, is performance the only reason for promotion? Are cultura II 

considerations important for the managers' promotion? (c) Performance, this 
can be directly related to the managers' behaviour and discipline regardless of 
any cultural beliefs, but how can the organisational practices be altered leading 
the organisation to bring performance up to standard to be in line with the 
market and organisation development needs, (d) Communication, certain 
cultural groups are distant to others, communication skills need to be improved,, - 
in order to bring all talents from various nationalities and cultures together in 
order to improve productivity, develop the organisation and develop the market , (e) Information, clear instructions have to be given, continuous flow of 
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information (of all nature be it statistical, technical, economic, or social) will 
have to be assured in order to formulate appropriate decisions. 

Hypothesis 6 --- Structural 

It will be perceived that the structural practice efficiencies such as the 

reward system, career progress, communication and information may 
provide a greater contribution to business growth, and that the structural 
practice deficiencies such as cultural groups' distance, lack of 

communication skills, and absence of appropriate now of information 

may be detrimental to market development in the insurance industry in 

the countries of the Gulf Cooperation Council. 

This hypothesis was supported. The results show, based on an average of the 
Z values of the propositions calculated from the data gathered under both the 

questionnaires and the interviews. These are: 

Mean Z value 
Questionnaire 3.46 4.70 
Interviews 3.51 1.58 
Average Mean/ Z value ALAQ UA 

For further details please refer to Table A-VII-2.1 to A-VII-2.6 under Appendices. 

These results are interpreted in the forthcoming sections showing that some 
propositions are supported and others are not, but generally providing an 
overall support to the hypothesis. 

Proposition Fiftv-Four: Managers in. the Arab Organisation find the practices 
as they expected to find them when, first joining the organisation. 

The results showed: 
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Questionnaire Mean Z Value 

P54: Managers find the practices of the 3.46 4.69 
organisation as expected 

Proposition 54 predicted that the managers' expectations have been met,, 

since first joining the organisation. This includes the reward system. The Z 

value was 4.69 and the proposition was confirmed. This reveals that the 

managers find the organisational practices as they first expected. This should- 
provide satisfaction to the managers and position them to be an active party in 
the development process. 

Proposition Fifty-Five: Financial reward is the manager's first and foremost 

objective in the Arab Organisation. 

The results were: 
Questionnaire - Mean Z Value 

P55: Financial rewards are the managers first and 3.30 2.65 
foremost objective 

Interview Mean Z Value 

P55: Financial reward is the most important 4.00 3.49 

Proposition 55 predicted that financial reward is the manager's first and- 
foremost. objective. It is believed that people are coming to the GCC to make 
money. The proposition is supported. People look at the organisation and the 
market as moneymaking machines. They serve the organisation, protect and 
preserve the organisation's interest, in order to serve their own interest. It is a 
noble cause. But if the organisation and the market are also looking at the! 
societal interest and fight for its development, interest should not therefore" 
cease at the individual and organisational levels but should go beyond their 
boundaries. In that sense people are optimising financial outcomes in order to 
boost their financial stature. Quick and short term high earning may beý" 
achievable by the organisation but the cost at the long run would be high. - 
Achieving short term high earning without investing in organisational and 
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market development would hinder the potential of the market and limit wealth 

creation in the market place. 

Proposition Fifty-Six: The better the performance of the managers in the Arab 

Organisation, the greater the chances are for promotion. 

The results showed: 
Questionnaire Mean Z Value 

P56: Managers' promotion depend only on 3.20 1.33 
performance 

Proposition Fifty-Seven: Cultural considerations are vital for managers' 

career progress in the Arab Organisation. 

The results provided: 
Questionnaire Mean Z Value 

P57: Cultural considerations are vital for career 2.43 -8.70 
progress 

Interview Mean Z Value 

P57: Rewards depend on nationality 3.17 0.13 

Proposition H56 proposed that managers are often reminded that their 

chances for promotion depend only on their performance. Proposition 57 

predicted that cultural considerations are vital for career progress. Performance 

represents a significant factor for career progress. But cultural considerations 

are quite important for promotion. Proposition 56 is supported (Z = 1.33). The 

Z values for cultural considerations are questionnaire data -8.70 and interview 

data 0.13. The question about reward system is based on a combination of 

cultural background, performance and nationality gives aZ value of 11.98. This 

reveals that the reward system is not based solely on cultural considerations 
but also on performance and on nationality. 

The Proposition 57 was not supported. The organisation considers several 
factors when deciding on promotions and career progress. During the 
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interviews it was made clear that nationality plays an important role in ý" 

organisation structure of the GCC firms. 

Proposition Fifty-Eigh : The clearer the Organisational objectives are the'. ', 

better the chances for managers' performances. 

The results showed: 
Questionnaire Mean Z Value 
P58: Clear organisational objectives improve the 3.31 2.71 

managers' performance 

Proposition Fifty-Nine: The stronger the Organisation measures for reward'ý 
the better the performance standard. 

The results were: 
Questionnaire Mean Z Value 
P59: Stronger measures for reward improve the 3.26 2.09 

managers' performance 

Propositions 58 & 59 predicted that clear organisational objectives and 
stronger measures for reward improve performance. Both propositions were 
supported. 

It is based all around extrinsic rewards, and around materialistic rewards, the 
purpose for which most of the foreign workforces are in the GCC- Intrin sic 
rewards are those feelings of achievement and self-actualisation. The lack of"' 
intrinsic rewards reflects negatively on development. All the people are getting' 
is extrinsic and this is what they are aiming at. They fear to go beyond what is 
written and what is designed. They are encouraged to perform within 'the 
described framework. This framework is their boundary and includes 
optimisation of profit. None of the organisations includes in their framework 
organisational development and/or market development. They believe that,, ' 
market development is secondary. Investment in market development make' 
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them lose the opportunity to increase the existing portfolio and maximize 

profits. It is like the Samaritan (Good Samaritan Laws in US - Kerr 1975), who 
intends to assist the society but the outcome is not in conformity with what is 
desired, subsequently he is punished. The managers do not enter into 

something, which puts them under threat or be rather less rewarded hence they 

prefer to let down certain approaches for development and stick to what they 

can be rewarded for. 

Proposition Sixty: Effective communication skills enable the managers to 

draw on the vast array of talents available in a multicultural organisation such 

as the Arab Organisation. 

The results provided: 
Questionnaire Mean Z Value 
P60: Effective communication skills bring the 4,04 12.47 

talents within the organisation together 

Information and communications are the subject of the last hypotheses. I put 
them together because they target the same objective, which is sharing and 
appreciating the information. The knowledge that is being circulated within the 

organisation and through a culturally adapted communication system, on the 

one hand, and the information that is being brought into the organisation from 
the outside world, on the other. Proposition 60 predicted that effective 
communication on skills brings talents within the organisation together. This 

proposition is supported. 

Proposition Sixty-One: Consistent communication systems improve 

coordination between the various cultural groups in a multicultural organisation 
such as the Arab Organisation. 

The results were: 
Questionnaire Mean Z Value 
P61: Adapted communication systems help 3.63 7.07 

coordinate between cultural groups 
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Mean Z Value Interview 
P61: Communication systems within the 3.93 3.23 

organisation are efficient 

Proposition 61 predicted that consistent communication systems help improve 

coordination between the various cultural groups. This proposition was 

supported both questionnaire data (Z = 7.07) and interview data (Z = 3.23). 

From the two preceding propositions, we note that people believe in culturally" 
adapted communication systems. They feel free to informally share the 
information and knowledge. The knowledge in multicultural organisations such 
as the organisation in the GCC is diverse as a result of the cultural diversity. A 
proper connection safeguards the unity between the various cultural groups., " 
Communication integrates the various functional areas at all levels. It makes'- 
certain that climate is consistent with the organisation objectives. it 
amalgamates the variety of knowledge emanating from various members of the 
diverse cultural groups and from their broader and richer base of value, beliefs-' 

and experience. It shows the gap among the cultural groups and in particular 
between majority and minority. It ensures that a proper feed-back is being 
assured through flow of information and employee's opinion in order to identify, 
emerging cultural diversity issues. Managers need to improve on, 
communication skills to bring all talents from all nationalities and cultural 
background together in order to improve organisational outcomes. 

Proposition Sixty-Two: The clearer the information systems are within the 
Arab Organisation the better is the operation for the managers. 

The results showed: 
Questionnaire Mean Z Value 
P62: Organisation makes it clear to managers 3.57 6.16 

what to do 
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Interview Mean Z Value 

P62: Employees are well informed 3.53 1.68 

Proposition 62 predicted that the organisation makes it clear to the managers 

what they are expected to do. The questionnaire data, Z=6.16 and interview 

data, Z=1.68. This proposition was supported. It is clear that the organisation 

spells out what it is aiming at and the framework is quite apparent. The 

objectives seemingly exclude development. 

Proposition Sixty-Three: Continuous flow of relevant information is an 
invaluable asset to the Arab Organisation. 

The results were: 
Questionnaire Mean Z Value 
P63: Flow of information is an invaluable asset to 4.35 16.52 

the organisation 

Interview Mean Z Value 
P63: Flow of outside information is apparent within 2.93 -0.65 

. 
the organisation 

Proposition 63 predicted that continuous flow of relevant information is an 
invaluable asset to the organisation. The proposition 63 was supported 
(Questionnaire data Z= 16.52). Respondents believe that statistical figures, 

outside information and markets up-date are essential to the work they are 

doing. The interview data show that Z=-0.65. The flow of outside information 

is not apparent. It is impossible to carry out the day-to-day operation in the 
insurance industry without statistical information of all kinds. 
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Vil -3 THE 80: 20 RULE 

The 80: 20 rule of distribution, also known as the Pareto's Chart/Law (Sluyter - 
1998: 114-115) helps focus on issues that are the most critical for further 

analysis and discussion. Pareto established this law after having observed that 

time after time, the value of a small number of items in a group far outweighs 
the value derived from other items. The formula is now used as a chart in which 
the characteristics measured are ordered in decreasing values (as indicated in 

Table A-VII-3 a/b under appendices) to help identify that account for most of 
the variance in the data presented. Whilst this formula helps identify the most 
important factors/ variables, there are other elements, in this study that need to 
be taken into consideration, for further analysis and discussion. Of these 

elements I cite the following: 

I noticed that the way the variables are structured in this research, in 

relation to the hypotheses suggested and propositions advanced, does,, 

not necessarily provide for the importance aimed. For example, R&D 
(P41) and (P44) are having Z values in questionnaire data of -3.29 and 
12.71 hence not falling within the criteria of the 80: 20 formula, whereas 
this variable is quite important, and forms an integral part of the subjects 
that are raised in the open questions of the questionnaire and during,, 
the interviews, and indeed represent a major issue to the respondents 
and managers interviewed. 

(2) 1 also noticed the nature of questions asked does not always provide for 

a high score, as people tend to disagree with it. For example, the 

question "Government is helping spread insurance awareness" the 
result for this (P 20-b) was Z= -3.76, whereas this variable has been 

extensively raised and discussed with the managers and its importance 
is quite apparent. 

239 ' 



(3) As a final example, I notice also that other variable such as International 

relations (P50) scores high with Z= 12.4 but does not fall within the 

limits of the 80: 20 criteria but needs further elaboration, as this issue 

was closely observed and raised by various participants. 

Obviously, there are variables that need to be further discussed which fall 

within the criteria of the 80: 20 rule, but in order to have a harmony between 

what is available in the 80: 20 and what was raised in the questionnaire and 
interviews data, I made a combination between the two and emphasized the 

points that merit particular attention and discussion in the next chapter. 

VII -4 CONCLUSION 

The practices leading to developing the organisation and the market in the 

countries of the GCC are lacking. The factors enumerated in this section lead 
to possible organisational and market development but no coherence exists 
between the variables that are needed to trigger development. 

The interaction of cultures between what is prevailing within the organisation 
(top management/ owners) and the culture of managers (local and foreign) is 
lacking. Managers can only act within a certain framework imposed by the 

overall culture, which is dominant, by the natural environment. Conflicts 
between the various cultural groups also exist as the diversity of culture within 
the ý organisation interacts negatively with national ideologies. These 
fluctuations of perceptions will have negative impulses on the dynamics of the 

organisation, limit its development, and hinder its move towards business 

growth. Cultural diversity is essential as leveraging the power of diverse 
thinking provides the organisation with greater possibilities to exploit the hidden 
talents. Locals occupy higher managerial levels in the organisation creating 
frustrations to the managers and unproductive atmosphere. 
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Governments are not closely involved and seem to be indifferent to the market. 
Government support is needed to provide a basic contribution to the 
development process, and should be supported by all insurance and 
reinsurance practitioners. Managers' requests include regulatory process such 
as educational programmes, spreading insurance awareness, media and 
sanctions for wrongdoers. The social partners provide willingness to participate 
in the process of changes. Respondents strongly believe that Government-, " 

organisation relationships safeguard business interest. The insurance industry 
becomes more and more intellectual. The need to operate an open system has 
become a necessity to get through to the environment and follow up closely on 
the fast growing and rapidly changing technology. 

Leaders with their charisma and emotional intelligence, play a major role in the 
development process by supporting the managers to boost their feeling of 
belonging - to the market and to the organisation. Lead ers-su bo rd inates" 

relationship is no longer based on cultural grounds, while cultural constraints 
still exist. Respondents believe that a continuous learning process is needed... 
But this process is lacking. A continuous learning process is needed to provide 
a cognitive approach to organisational development. 

The organisation does not put great effort into investing in Research and' 
Development, despite the fact that all factors influencing R&D are available. 
They have the finance and they have the people. But all they need is the 
support from the community. The organisation depends heavily on the 
international markets. This leads to an organisational phenomenon that is, 
lacking local technicians, losing power and control over local risks, and failing 
to keep influence on organisational practices. Training programmes are not', 
sufficient for local needs. They lack culturally directed programmes for cultural - 
sensitivity both intra-organisational and extra-organisational. 

Communication systems, for sharing the information among the cultu'rally 
diverse work force, are essential within the organisation. Information needs to 
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be circulated from the outside environment at the various levels of the 

organisation. The information is required to understand the needs of the 

society, the economic situation, the risks covered and the evolution of 
technology. The result shows that the communication between the groups is 

rather limited, and the information necessary for the handling of the day-to-day 
insurance operation is lacking. 
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CHAPTER EIGHT 

DISCUSSION 

Vill -I INTRODUCTION 

This dissertation set out to explore managers' points of view and perceptions 

regarding business growth and organisational development in the insurance 

sector in the six countries of the GCC. 

In this chapter, I review firstly the outcome of my findings from the 

questionnaires and interviews. Secondly I provide an analysis both quantitative 

and qualitative, as discussed in the previous chapters, of the central issues of 

this research. 

The main theme of this research is to demonstrate culture as a catalyst and 

organisation as an instrument to trigger change within both the individual 

insurance organisation and the industry and bring about desired development. 

Culture as a holistic view rotating on two strands being ideological and 
Institutional, and organisation as the instrument should be playing an' 
interacting role between the various actors within the society such as: (1) the 

organisation, (2) the workforce, (3) the practices, (4) the government and 
community and (5) culture, in line with figure 5.2 under Focal Theory chapter., 

In order to help set the scene and provide a context for understanding the 

cultural and organisational barriers and drivers of development, I used a 
straightforward approach by blending the results of the hypotheses with a- 
content analysis of the main issues (highlighted in the 80: 20 formula of Z value) 
and the data in the open questions (both questionnaire and interview). I also 
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followed a content analysis of indicative words I picked up also from the open 

questions (in Questionnaire) and during the interviews. 

I must first return to the main issue, which initiated this thesis. This is the 

premium potential (sales) that the GCC market represents as a whole. What I 

discussed basically (in chapter Two) was that the actual premium income for 

the year 1994 was USID 1,793 M and USID 2,048 M in 1997. The market 
potential using the formula derived from Arnold & Quelch (1998) represents 
approximately USID 1.940 billions as an average for the years 1994-1997. The 

market potential represents nearly 4 times the actual. I have also elaborated on 
the reasons behind this low level of income and the limitations confronting the 
low volume of market premium income based on both personal observations 
and results I obtained from the questionnaires. For the market potential, 154 

respondents provided answers giving an average of 3.88 (nearly 4 times the 

actual). In chapter Two, I indicated that even if we consider 2 times the actual, 
a 100% growth would have to be targeted. Professionals close to the business 

and heavily involved in the day to day practice believe that 3.88 times is the 

actual premium in the market leading to 388% growth that would have to be 

targeted. 

The, results given in chapter seven relating to the six factors of the two value 
dimensions show a positive relationship between the market and organisation 
development and recipients within the proposed model I set out and described 
in chapter five. As evidenced in the previous set of analysis, the qualitative data 
in both the interviews and the open questions served as a support for 
hypotheses testing. The qualitative data coming from professionals who have a 
great deal of intercultural exposure within their respective multi-cultural 
organisation, also served to substantiate the main theme of this study in 
highlighting the cultural and organisational barriers and drivers for business 

growth and organisational development in the insurance industry in the six 
countries of the Gulf Cooperation Council. 
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Vill -2 RESULTS 

Not all the potential as described in the foregoing paragraph is realizable. 

There are reasons lying behind this low market volume. Table 8.1 shows the 

reasons for low insurance industry volume as obtained from the questionnaire' 

data: 

TABLE 8.1 - Reasons for low market premium volume (questionnaire) 

VARIABLE N MEAN 

(1) Cultural 167 3.71 

(2) Education 168 4.00 

(3) Government support 165 3.43 
Source: Please see Table A- V111-9 under Appendices 

Table 8.1 shows that Culture, Education and Government are playing an 
important role in this low market volume. 

I left one line as an open answer to see whether other reasons for the low 

market volume exist. Table 8.2 explains the reasons behind low market volume 
as obtained from the open question data in the questionnaire: 

TABLE 8.2 - Reasons for low market premium volume (open questions) Cý 

Variable Percentage N 
Religious Constraints & Beliefs 21.34% 15 
Irresponsible Competition / Low Premium 21.34% 15 
Charged 

Lack of Marketing Efforts & Qualified 18.57% 13 
Personnel 
Lack of Government Regulations & 15.71% 11 
Legislation 
Economic & Low Disposable Income 14.29% 10 
Lack of Service Awareness 8.57% 6 
Source: please see Table A- V111- 10 under Appendices 
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People believe that there are other reasons, for this low market volume, of 

which Religious beliefs (Cultural) coupled with Irresponsible Competition 

(organisational) are the most important. 

Table 8.3 explains the reasons behind the low market value as obtained from 

the interviews data: 

TABLE 8.3 - Reasons for low market premium volume (interviews) 

Variable Percentage N 

Religious Constraints & Beliefs 53.33% 8 

Irresponsible Competition Low Premium 
Charged 

20.00% 3 

Lack of Marketing Efforts & Qualified Personnel N/A N/A 

Lack of Government Regulations & Legislations N/A N/A 

Economic & Low Disposable Income 6.67% 1 

Lack of Service Awareness 20.00% 3 
Source: Please see Table A- V111- 17 under Appendices 

Cultural and Organisational constraints are apparent as demonstrated by 

respondents during the interviews. 

VIII- ZI Cultural 

The specific ideas respondents suggested provide an insight to the cultural and 

organisational problems raised. It's proposed that (1) Religious constraints and 
beliefs, (2) irresponsible competition and (3) lack of government regulations are 
frequent themes directly related to those cultural and organisational variables 

within the proposed models. (1) Religious constraints are related to culture. (2) 

Irresponsible competition is related to organisational practices. (3) Lack of 
government regulations are related to community. (4) Qualified personnel are 

related to people. It is to be hoped that the proposed model I put forward, 

together with the quantitative and the qualitative analysis presented, will 
reinforce the recommendations proposed to be followed by professionals and 
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insurance practitioners in the insurance organisation of the GCC. This backs up 
Erez's (1986) interpretation. He argues that, societal values, managerial 
practices and the congruence between the two sets, has increasingly been', 'ý 

shown to influence critical organisational outcome. 

In the discussion that follows, I review the outcome of hypotheses testing and 
how the findings are interrelated with the qualitative results and how they reflect 
on the model. Hypothesis one (1-11) proposing that cultural homogeneity and 
nationality may play an important role in business growth, and that differing 

perceptions may show down market development, was supported. 

Several points merit particular attention. Culture plays a major rol e in the 
process of development. The degree of cultural interaction between the players, 
within the organisation will have an important effect on business directions. 
This is supported with P10 and Z value = 11.71. One of the respondents 
commented under the open questions: 

"No one should fan the cultural differences between different nationalities but a'ý, 
unified synthesis or organisational culture should be evolved in a companY 
where performance criteria should outweigh differences in cultural background 

or nationalities. / feel this awareness should dawn on more and more 
companies in the GCC, as already / see it happening in a few companies". 

Another respondent said: 

"The UAE market is influenced by three cultural groups 

e British 

Subcontinent groups like Indians & Pakistanis & 

The non-local Arab communities. 
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The first lot is mainly brokers with preference for their own companies with the 
least contribution. The second group is the most professionally qualified and 
the most active. The last group because of their culture are influential and 
somewhat dominate the market. There is however little interaction between the 
three". 

Differences in values and perceptions do not create animosity between the 

various cultural groups. But it is apparent that having an acceptable degree of 
interaction remains controversial. It is noted in the above statement that a 
"unified synthesis" is needed within the organisation. This would lead to a 
higher degree of interaction. In the quantitative analysis, managers rejected the 

Proposition predicting that differences in values and perceptions create 

animosity between managers in the Arab Organisation. It is believed that 

difference in way of thinking may not be a determinant element in providing a 

productive collaboration. The degree of interaction is still acceptable and the 

peer group cohesion may be assured. But frustration may also arise when 

people are accepted for what they are there for. They are asked to perform a 

particular job. Their ability in this sense is the combination of their knowledge, 

their qualification, their experience and their sense of creativity. Their disability 

may be their cultural background. 

Another respondent stated: 

"In general terms, the GCC nationals live a comfortable life at less efforts which 
is a basic problem for insurance companies as employers. That is to say, in 

order to attract a national to work for insurance company he may have to be 

paid higher than expatriates who have been in service which creates injustice 
and ill feeling within the organisation". 

In another respondent's statement: 
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"More objective measures of performance supported by equality /independent' 

of racelsex". 

And another one: 

"The organisation must appreciate and reward performance. They must a/SO 
measure the market value for the individual regardless of his race or religion". 

The effect of nationality and the discriminatory approach to the business is 
haunting the organisation. Within a certain framework the managers act freely, 

but the overall dominance of local culture and natural environment leave 

bitterness in the mind of managers. A foreign workforce is still needed since 
local technicians and managers are lacking in the GCC. The following quotation"' 
may elaborate further on my argument: 

"Multinationals are more professional, draw long term business Planl strategy"' 

and have the benefit of vast past expefience. As humanity Progresses and 
communications develop, hopefully cultural differences will minimize". 

Foreigners' ability to gain social power and influence seems critical. Shaw's 
(1990) argument may be supported as despite the long period during which 
foreigners have lived in the GCC they still feel foreigners. As one of the' 
respondents put it: 

"Foreign (non national) workers who constitute a large portion of the Population', ' 
will never be absorbed by the local society. They will never be given nationality 
(or permanent residence) no matter how long they stay in the country. 
Therefore foreigners feel that they are temporary workers, which creates 'a 
sense of insecurity and instability for them. This negatively affects their 
commitment both to the organisation and to the industry". 
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Gaining social power is essential for development. The interaction between the 

community, the workers and the organisation should be significant in order to 

trigger change. People need to become more aware of communicative 
behaviour. Guirdham (1999) argues that people need to be more, "mindful". 

Mindfulness means "turning in consciously to habituated mental scripts" 
Guirdham (1999: 240). She believes that mindfulness is linked to 

resourcefulness and consists of (1) creating new categories (2) being open to 

new information and (3) being aware of more than one perspective. Foreigners 

still feel strangers in the GCC irrespective of the period of time they stay in the 

country. They are serving and they wish to keep serving. A foreign workforce is 

coming from several cultural backgrounds. They built the GCC and their 
diversity helped build the infrastructure of the industry in which they are 
serving. Guirdham (1999) provides an excellent explanation about the benefits 

of cultural diversity. She believes that organisational benefits of diversity are of 
two kinds. The first was defined as "affecting divergent activities" which include. 
those activities where creativity is required. It includes "cross-fertilisation" of 
perspectives from people of different cultural backgrounds and social class 
which helps ferment ideas and filter out the good from the bad. Guirdham 
(1999: 35) also believes that "diversity helps guard against the dangers of over- 
conformity and group-think which are real perils in organisations". The second 
kind gives them an increased capacity for dealing with the variety of forces that 

exist in the environment (Guirdham 1999). The insurance organisation will have 
to leverage diverse thinking as an opportunity to capture a wider variety of 
ideas to support the process of development. Supporting Guirdham 's (1999) 

and Adler's (1997) argument, one manager said: 

"Differing cultural background has helped in development of all economic 
sectors in UAE However, within a company andlor department of a large 

organisation, there is tendency towards having employees of the same cultural 
background. Whilst in most cases, this does not mean employing less qualified 
or below average persons but natural affiliation with persons of same cultural 
background'. 
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Regardless of what being practiced, the inexorable fact is that cultural diversity. " 

is crucial for organisational development in the GCC. This theory is supported 
with P8 and Z value of 7.95. The insurance organisation will have to weigh the 

processes and come up with the right balance in promoting this multicultural' 

environment. Culture is an important element within the society be it in the, ' 
Middle East or elsewhere. It is a phenomenon, as described by Morgan (1997), 

that rehabilitates a system of knowledge within the society. It is also a 
regulative process as argued by Kroeber & Kluckhohn (1952), and it may be 

manipulative (Ray 1986) and influenced by an institutionalised process (Lee 

1962). It may therefore be an ideological and institutional catalyst within the' 

society to trigger a process of change towards organisational and industry 

development in the countries of the GCC. 

VIII- 2.2 Governmental 

Another point to be discussed is government role in the process of' 
development. The results (P12 -Z value: 13.79 & P20b -Z value: -3.76) show 
that governments need to provide support to the insurance industry in 

establishing relevant rules, including organisational practices, and regulations 
by introducing new ones and eliminating others. One of the respondents said: 

"Eliminatelreduce government control on motor insurance tatiff.. The laws of 
the land need to be up-dated to current trend and Practices. Government, 

support is strongly needed". 

In another quotation, I found: 

"Customer awareness 
Benefits of insurance to society 
Religious misinterpretations 
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Govemment support 

9 This is generally lacking throughout the Gulf 

* Tariffs that destroy pricing adequacy 

* Generally defensive stance of the courts in third party liability cases etc. " 

Another respondent noted: 

"Religious scholars need to be educated on what insurance is and that is not 

against Islam". 

In other words, one respondent quoted: 

" "Changing market environment 

" Consumer awareness 

" Developing personal insurance lines 

" Stronger regulatory system" 

Some of the GCC governments impose a ceiling on motor insurance prices to 

which insurance companies must adhere regardless of their technical and 
underwriting results. This is detrimental to the insurance organisation. The price 
has to be adjusted to be above the burning cost, being the break-even point. 
But this law does not permit the insurance firms to fix a rate of a motor 
insurance policy going above the ceiling. 

From another angle, one respondent wrote: 

"A lot of room for improvements; government recognition first, then regulation, 
then increase of standard by way of applying financial ratios and rating 

Awareness is one of the major problems that the Arab Insurance Industry is 

now facing. It is believed that Islam forbids insurance. Several Islamic thinkers 
believe that insurance is not disallowed in Islam provided the element of 
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commercial interest is not undertaken in the overall operation of insurance. One 

thinker is M. N. Siddiqi (1985: 20-27) who suggested the following: 

" It needs to be borne in mind that insurance is concemed with the financial 

implications and measurable pure risks. The system does not provide for the 

elimination or prevention of such dangers through safety precautions against', 

them" (Siddiqi 1985: 20). 

And 

"From what has been said in the foregoing introduction to the basic principles of 
insurance, there does not appear to be anything morally wrong or socially 
harmful in it. On the contrary, it is an indispensable means of collectively 

solving common human problems by mutual co-operation, and, moreover, we 
have no practical alternative to it" (Siddiqi 1985: 27). 

Public policy must work in the best interest of the society. Public policy 
concerning insurance in particular must be worked out in conjunction with those, 

who would be in a better position to inform the legislator of factual, 

circumstances such as described by Siddiqi in the foregoing statements. 

One of the respondents quoted in the open question: 

"The development of insurance on Islamic basis should offer culturally 
acceptable solutions. 
This development must be controlled in a Professional manner to 

ensure credibility and avoid an opportunistic approach that can damage 

customer confidence 
Open market competition that is inevitable from compliance with WTO 

agreements will have positive impact on the quality and service of, 
insurance in this region generally". 
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Islamic basis would not be the solution. But what would be necessary is to 

explain thoroughly the techniques that are linked to insurance principles as 
Siddiqi (1985) did in his book. Government intervention to spread awareness of 
insurance in its proper interpretation is required as results show that 

governments are not helping to spread awareness (P20-b /Z value: -3.76). 

Expatriates face major problems with their residence, and the permission to 

enter, remain and exist the country. It is a multifaceted problem. The following 

three respondents' statements as written in the open questions, may establish 
the frustrations of with the residence problem: 

Statement One: 

"The culture must change to enable insurance not to be classed as anti-Islamic. 
Then and only then will locals be able to train and take up appointments in this 
business. Until then we remain in the situation of not being able to hire locals 
because of the religions problems, and not being able to hire expatriates 
because visas are not granted because we do not hire nationals". 

Statement Two: 

"Although the government is very supportive in encouraging nationals to take 

greater responsibility within the work place the people themselves appear 
reluctant With the improvement in qualifications / am sure the culture will 
change which will see for more 'locals' working in this sector of business. This 

must continue to be encouraged to enable the nationals to be in charge of their 

own destiny". 
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Statement Three: 

"Due to UAE government policy not to allow expatriates to own property or be 

eligible for citizenship or at least permanent resident status-leaves them 

entirely dependent on their employers andlor sponsors for their stay in UAE, 
This causes feeling of insecurity and not being able to plan their future with 
confidence - thus, results in lack of commitment to the organisation and the ' 

country". 

On one side, certain organisations are not hiring locals because they are not 
well trained and are not prepared to be good technicians. On the other, 
governments are pushing for localization of staff in the insurance industry. 
While accepting this reality, the insurance companies are not finding locals to 
take up position, and simultaneously, facing the problem of visas and residence 
for expatriates, hence the important role of government. 

There are other variables that need to be addressed. The environmental forces' 
imposed on the organisation, such as economics, technology and innovation, 

constitute a major threat. Results suggest people will have to accept 
environmental changes but at the same ti me they are resistant to change. 
People fear to lose what is available in terms of comfort and security. 

In one of the statements in the open questions, one respondent raised some . 
frustrations, which are paraphrased below: 

Lack of awareness within the organisation in terms of information' 
technology 

9 Difficulty in accepting change 

9 Resistance to change is normal (but not impossible) 

Adapting to change (WTO, globalisation and free market trade) is 
inevitable, but takes time (knowing the cultural background of the 
shareholders). 
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VIII- 23 International Relations 

Pressure is also coming from the international markets and the need to follow 

up on the international evolution is a must. "Cultural Dualism", as I call it, may 
have to play its role. The Cultural Dualism of the locals who studied abroad 

may help them accept the change and respond positively to the international 

economic and technological evolution. 

One of the respondents wrote: 

"The market's achieved its optimum. There could only be marginal 
improvement under the present circumstances. The market needs to be 

innovative and work on international standards. There is a strong need to open 

up the market which will help in introduction of innovative covers from 

intýrnational market and provide efficiency in service". 

The environmental problems observed seem to be correlated with culture. 
Respondents stressed culture change, and from that end culture as catalyst is 

necessary to counter the hegemony of current practices. 

Another respondent said: 

"Over dependence on direction, knowledge, technical aspects from 
intemational markets, fear of making mistakes, hence referral of leading 

markets. " 

It is apparent that the insurance industry relies heavily on the international 
markets (P50 with Z value: 12.40) that have direct interest in the GCC countries 
through increasing market shares, and optimising profits with a view to 
satisfying their own needs. International organisations do not face any 
difficulties to comply with what they are aiming at. This is determined by three 
major causes. (1) Lack of local resistance to such influence. (2) Fear of taking 
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responsibilities. (3) Lack of local knowledgeable leaders who may defend local ' 
interests. 

Leading markets are those, which possess the necessary influential elements 
to carry the risk. They have both the knowledge and the financial resources to 

retain power and control the risk (property insured). What we can a Iso deduce 

from this statement is "fear". Local organisations do not have the willingness to 

utilize effectively and efficiently its resources so that they may avoid this 
intolerable dependence. The fear of making mistakes comes from several 
factors such as: 

Firstly, know-how is not being up-dated and as such the local' 
technicians do not know whether they can be up to the required 
standard. 
Secondly, their limited financial resources through their treaty 

programmes or own retention, do not allow them to manoeuvre in the 

way they desire. 

9 Thirdly, and most importantly the prevailing culture limits their moves. 

To elaborate on this point, I believe that people at the corporate level do not 
have the required insurance knowledge to supervise those who are at the mid- 
management level. This would lead to a situation where they do not authorize 
keeping the business (insurance risks) locally, as they trust the international 

organisations more than the people they employ. Managers are thus obliged to' 
refer their risks to the international insurance and reinsurance organisations as 
imposed by the top management. 

In another context we can feel the international influence in the GCC market'. 
One respondent wrote: I 

"The wordings of policies are archaic and too legal oriented to be applicable in 
the cultural settings of the Arab World. Should they not be revised to suit the 
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Arab Culture ... ? The improvement must come from the general attitude of 

management of the overseas investors. They must design their products to 

accommodate the market". 

It is clear that a product (a service or insurance policy) that is being used in 

Norway or England can by no means be used in the GCC. The attributes are 

different. The risk itself is different. The people and culture are different. 

Policies in the insurance organisations of the GCC countries, although 

prepared by the local staff, are copied from the international practices and 

reproduced with minor changes for the local markets. On top of that, there are 

risks that are rated and underwritten by people who are sitting far away, who do 

not even know where the GCC is situated. This does not only create problem in 

providing a wrong assessment of the risk but also disturb the whole set up of 

the organisation and its practices. This happens only when the insurance 

organisations in the countries of the QCC could not object. They may object 

and resist to this situation only when they are technically prepared, financially 

and organisationally. 

VIII- 2.4 Research & Development 

Some of the suggestions that people have come up with seem to suit well the 

overall spirit of this research. A few of the participants do insist on changing the 

system and putting a lot of emphasis on Research and Development. 

One has noted down in the open questions in reply to what can be done to 

improve the overall commitment to the organisation and market: 

"The management system. The set-up of statistical and Research Department. 

The development of products and creation of new products, market research, 

salary scale and unbiased remuneration system, training programmes". 

And from a different angle, one participant has commented: 
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"Understanding the market need, designing the product to suit that and getting 
the staff involved, can achieve this within the new prevailing environment". 

Research & Development has become a must for the GCC, be it on individual 

, 
levels, within the insurance industry or at governmental level, as the results 

showed (P42 & P43 - with Z value: 13.94 & 14.57). Employees need to be' 

involved in the production process in order to be provided with a stimulus for 
innovation. Davis, Frederick and Blomstrom (1982) said as much, creating new, 
ideas and concepts bring into society, development and social gains. 
Reproducing ideas and copying from the international markets do not provide 
the desired outcomes because of the following: 

e Firstly, copying may be biased and does not really reflect local needs. 

9 Secondly, it limits employees' ability to search and find new concepts' 

and practices. 

* Thirdly, it eliminates the stimulus to work on new approaches to the 
business. 

The local managers would be the key initiator to carry out such tasks. An in--' 
depth knowledge of local culture would be needed (Kuemmerle 1997) even if 

organisations need to go further and hire anthropologists to assist in providing 
insights about the social and societal structures, attributes and needs of the' 

market place. 

In the quantitative analysis, I found that R&D is vital for new practices and that" 
it is crucial for service cultural needs (P42 -Z value: 13.94). 1 also found in the 

results that the insurance organisations are not pursuing Research and 
Development only for cultural problems (P41 -Z value: -3.29). It is not because 

of lack of ideas or lack of funds but due to inappropriate organisational 

practices, and because of the very little support they have from government. " 
The insurance organisation will have to move forward and create separate 
entities for Research and Development for those managers who are eager to 
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follow, in order to create new products, new tools and new techniques to meet 

the consumers' cultural needs. As defined by Ansoff (1988) R&D is the 

principal agent of strategy implementation. The strategy will be formulated 

when the environmental forces are assessed and the R&D has properly 
determined the process, the product and the practices that go with it. 

To pursue a highly technical assignment such as Research and Development, 

the organisation would need a proper planning, training and education system, 

as one participant said, "need better local educational systems". Lack of 

planning is apparent, as witnessed by one respondent: 

"No clear direction between the board of directors representing the 

shareholders and the top management in respect of planning and support to 

achieve company goals". 

One of the participants has also made it clear in providing the following: 

"Macro level: lack of co-operation between insurance companies in the market. 
They are unable to project a united front. 

Micro leveL (1) Companies' priorities driven by owners, shareholders'concem, 
whereas employees and customers are secondary. (2) More importance to the 
functions of finance and investment. (3) People who claim to be professionals 
(only on account of qualification) do not act or behave professionally". 

It is interesting to note that organisational priorities are driven to serve the 
interest of shareholders irrespective of customers needs. It is a situation in the 
insurance industry of the GCC where the organisation is not consumer or 

market driven but owners' interest driven, hence the lesser presence of the 

organisation in the society in general and in the market in particular. 
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VIII- 25 Training 

It has become a necessity that the industry looks at the problems from a new 
angle. Emphasis is necessary on both learning and training. They constitute a 
system of knowledge that'needs to be nurtured at various levels within the 
industry. Most of the people I interviewed repeatedly mentioned relevant words 
such as "Education, Training, Knowledge etc... " I will give here below a few 
interesting statements and examples and then will carry on with the discussion: 

In one statement: 

"Main problem is the ignorance of the local nationals who are in charge of the 
larger business here" 

In another 

"Training, Training, Training" 

Or 

"Provide training for locals, spread awareness and education 

Planning is necessary at governmental level to prepare future generations., 
Capelli (1997) argues that poor work performance is based on both poor 
education achievement and poor attitudes to work. 

One statement includes a variety of variables: 

"Effective training and reward system is the vital tool to have efficient and loyal 
employees, less dependency on degrees and previous experience should be 
employed, in order to create professional nationals in the field,,. 
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And 

"Insurance industry in this region is controlled by expatriate therefore 

commitment is lacking. More and more nationals should be trained and must be 

involved in policy decision". 

Another respondent puts it in a different way: 

"Because of the inefficient employment market, where market, organisation and 

culture do not reward merit, the result is middle management too often much 
better than top management and this reduces effectiveness in the 

organisations and society at large". 

Also, 

"Train Arabs in English language. This is to enable them to acquire accepted 
professional qualifications and memberships of worthwhile bodies". 

Or, 

"More training and infonnation individuals about risks involved and how rates 
should be fixed for each risk" 

From another angle one participant says: 

"Managersl employees, should be encouraged to leam and practice the local 
language and customs, so as to interact more closely with the nationals to win 
over their confidence". 

It is important to highlight on the following statement as it provides a clearer 
insight about the overall feeling of the managers and how they look at this 

problem in general: 
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"From cultural point of view, cultural element in an organisation is a necessity in I 

this part of the world. Its influence is positive. All companies should practice a 

professional Human Resource Management policy. From the organisational 

point of view not much emphasis is ever placed on the development of 
insurance industry as such; local insurance associations are a mere liaison 

body and lack direction. Short term gains, i. e. annual profit are the main 

concern. This actually stems from the culture of this region. Arabs were and are' 
skilful and shrewd traders. Their outlook on insurance business needs to be 

reengineered. " 

The focus of this research is on the insurance organisation in the six countries 
of the GCC, and all those attributes surrounding that organisation. It is 

important for the organisations to provide training programmes appropriate to 
the insurance industry. Learning is a process that needs to be continuous. This 

can only be achleved when the conditions are right. The programmes should 
include culture sensitivity and awareness of own assumptions (Robock & 
Simmonds 1983, Cox 1994) in order to switch behavioural attitudes to work,. 
(Capelli 1997). From what we have also seen it is important that a supportive 

environment be available in order to prepare such tailor made programmes 
based on large investment rather than on simple and reiterative literacy, as is 

currently the case. 

The results in the quantitative analysis reveal that current training programmes 

are not discerned for. cultural and local needs. The results (P53 -Z value: 9.75)'. ' 

also reveal that development-training programmes contribute to organisational 

effectiveness. Thus, both quantitative and qualitative data suggest that it is 

essential to provide training programmes for cultural sensitivity. Cultural, 

sensitivity may be both intra-organisational and extra-organisational. Skill-ý 
building may be part of the socialization process for the cultural sensitivity. 
Extra-organisational training may provide better understanding of the localý. 

needs, the sensitivity of people, their requirements and the level at which new' 
techniques and practices may be accepted. 
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VIII- Z6 Commitment 

In a system where a multi-national workforce is managing, attitude towards 

work becomes difficult to control. This does not mean that it is impossible to 

control. The situation is complex and it has got to have a starting point at 
stages way before the organisation. People come to the GCC to satisfy their 
financial needs, and that is the overall attitude within the industry. The turnover 
is reasonably high and commitment is low. This is mainly due to the reward 
systems that are applicable within the organisation towards the people who are 
not emotionally attached to the area. This overall attitude is apparent and in 
fact demonstrated by many similar statements such as: 

"Owing to frequent employment turnover as well as policies adopted by the 

powers that we have lead to a feeling of insecurity amongst staff in the 

organisation. Hence, sense of belonging and commitment is called to question. 
The organisation should find a way to instil a sense of confidence into the 

minds of staff. " 

People do expect some kind of recognition and not necessarily financial. 
Although the financial reward seems to be at the top of the priority lists of those 

who come to the area for financial progress, it is apparent that people do not 
always look at this peculiar aspect as their unique objective. 

The results in the quantitative analysis reveal that people are not committed to 
the market and to the country of their employment (P34 -Z value: -1.47). 
Respondents in the statements collected in both the open questions and 
interviews confirmed this. Managers may invest in the work they do to the 

extent of their efforts, time but not financial (P33 -Z value: 4.57). Results 

reveal that managers do care about the performance of their organisations but 

without a link to the country in which they work. They believe that having a 
financial link to the market may limit their flexibility to manoeuvre in going back 
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home or joining another company in another country where opportunities are 

greater. 

One of the respondents quoted in the open questions the following statement. 
This statement reveals that the financial aspect is still a dominant motive to the 

managers in the Arab World. 

"With current wagel incentive structures it is impossible to improve employee 

commitment". 

But despite the fact that the financial element seems to be important it remains 
a situation where they are not rewarded for the work they are doing even if this 

reward goes beyond the financial prospects. People seem to lack this 

psychological tie with the organisation. Their search is lost in an environment 

where no sense of recognition is being exercised. ' People are not accepted for 

more than what they are doing. Their achievement is limited to what they are 
asked to do. When they are not asked to go beyond the boundaries of their 

organisation the sense of developing what needs to be developed would be 
lost. From that stand I argue that the organisation lacks also commitment-' 
towards its people. The following statements by a few respondents have"ý, 

supported this: 

"Arab management (top) especially that in the GCC is not conversant enough 
or aware of the value of interpersonal skills and human relations in managing a' 
company. Focus is only on meeting deadlines and performance not on creating 
the right environment for staff to function properly. " 

Or 

"Organisations with multinational workforce do everything possible to ensure 
that expatriate employees always feel at home and the employee should not be 

allowed to think in terms of being unwanted in the organisation / country of 
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employment This negative feeling is the greatest impediment in achieving 

employees'loyalty to the organisation. " 

And in straightforward terms: 

"To build more trust and to show unlimited commitment to the employee and 
the organisation. " 

Or 

"Human Resources Development Concept is not given its due importance. The 

concept of workforce identifying with the organisation and feeling proud of 
being part of it needs to be developed. Management encouragement is also 

required for achieving this. " 

What I note is that commitment of an insurance organisation to its people is 

equally important. People's commitment to the organisation is questionable 
because of the nature of the area in which they are working. I have noticed that 

a considerable number of respondents have spent a long time in the 

organisation. This cannot be construed as a straightforward commitment to the 

organisation as other factors play a major role in deciding whether or not to 
leave the organisation. Amongst these factors I observed the following: 

People are unable to go back to their countries of origin due to rather 
bad economic, political, social or security situation. 

People are unable to obtain a release from their local sponsors, as the 
latter do not wish to provide staff to competitors. 

* People are unable to find an alternative job providing the same financial 
income. 
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9 People are unable to find an alternative job providing the same cultural 

satisfaction. 

To create such a commitment people are asking for recognition both from the 

organisation and from the government, as this would give them comfort in their 
duties. The government may be able to provide security by modifying its 

approach to the foreign workforce. The organisation may be able to provide a 
security by modifying its organisation structure, and by extending its 

commitment towards its people. Altering the reward systems and strengthening 

its socialization processes may achieve this. 

In one participant's statement, it is clear that altering the reward system is 
indispensable: 

"Organisational set-up should be based on the principles of merit (which' 

includes knowledge, experience and seniority) be given priority, irrespective of 
any multi-cultural background". 

Strengthening the socialization process is also indispensable as noted by one 
participant: 

"Discrimination in rewarding employees on cultural, racial or nationality grounds 
is not a good policy. Rewards should be primarily based on individual 

performances and merit. In GCC countries such discriminations are Practiced 
by almost all companies". 

Or, 

"Nationality plays an extremely important part in terms of remuneration 

rewards. Whilst working in the gulf region, people from third wOrl 'd countries 
(India, Pakistan, Sri Lanka, Philippines, etc ... ) are at a disadvantage even 
when they are clearly better. Language (knowledge of Arabic especially) is also 
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critical. Hence, Americans/ Europeans/ Lebanese are clearly ahead on 

packages. However, despite knowledge of Arabic, Egyptians, Palestinians, 

Sudanese etc... would be clubbed with Third Countty group". 

The socialisation process is a necessity in such an environment. It is needed to 

create an employee excitement through recognition, as it is not always 

sufficient to instil employee satisfaction, as the appeal to emotion as well as 
intellect must be based on more than the prospect of financial gain. 

Vill -3 INDICATIVE WORDS 

A sample of 15 insurance executives, who were selected through personal 
contacts, were interviewed. Content analysis reveals words that have been 

commonly used by the participants during the interviews and in the open 
questions of the mailed questionnaires. This demonstrates the climate of the 

organisation and the people within and around the organisation. This analysis 
is needed to demonstrate the behaviour and the practices within the 

organisation (Marshall 1981, Van Maanen 1983, Weber 1990, Lee 1999). Van 
Maanen (1983: 9) describes qualitative analysis as "an array of interpretative 
techniques which seek to describe, decode, translate and otherwise come to 
terms with meaning, not the frequency, of certain more or less naturally 
occurring phenomena in the social world". The value of data gathered in this 

way is its richness, often observed by the researcher. Marshall (Pearson et al 
1981: 395) talking about gathering qualitative data observed, "it's important for 

me to have been there. I can't imagine doing an adequate analysis of data if I 
haven't participated in collecting it. The benefits of "being there" and thus the 

richness have to be set against the possibility of bias or being subjective. 
Marshall acknowledges this tendency, but feels (ibid: 398-399) that "my feeling 

of rightness is important... it is my translation, what I have found and 
interpreted from the data. My bias is something I appreciate: it's part of me as a 
researcher. And while it is important for me and for others to recognise my bias, 
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it really is what I can give as a researcher, it is my contribution and it is 

coherent and it's felt and it has all these other qualities which make me value it 

more than a detached attempt to be objective". 

The key words were selected whilst I have been there talking to people and 

collecting the necessary data. I also noticed that in the open questions (in the, 

questionnaire) there are words that were commonly used and repeated during 

the interviews. Sensibly objective approach is assured as the key words' 

selected did not only appear in the open questions and come up during the 

interviews but also were backed up by my personal field observation to the 

GCC insurance organisations over the last decade. 

In this context, I note the following: 

Insecure (515) 9 Education (612) 

" Threatened (213) 0 Flexibility (2/1) 

" Personal Risk (212) 0 Culture (1412) 

" Impatient (112) 0 Organisation (jo12) 

" Worried (213) 0 Commitment (7/1) 

" Exposed (313) 0 Awareness (10/1) 

" Ignorant (312) 0 Media (412) 

" Susceptible (311) 0 Communication (413) 

" Concerned (311) 0 Training (13111) 

" Suspicious (212) 0 Dependence (512) 

" Captive (212) 0 Government (1615) 

The figures in brackets show the frequency of the words used by the,, 

respondents in the open questions and in the interviews respectively. Some of 
them are translated from 'Arabic" during the interviews. 

It is quite a long list but the words in this context do have their own influence in 
the process of change. A change that the GCC countries are badly in need. It is 

my translation of what I found from the data collected, and the feelings held by 
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respondents. It would be worthwhile explaining in a few lines each of the above 

words to further elaborate on my discussions. 

VIII- 3.1 Insecure 

People are working in an environment where insecurity, be it psychological 
or social is surrounding them. They may be expelled from the country 
without even going through a proper explanation. 

VIII- 3.2 Threatened 

They are under continuous threat for non-obedience or for a lack of desired 

performance. They may be fired and thrown out for any reason, which 
needs not be discussed. 

VIII- 3.3 Personal Risk 

People come to this part of the word for determined reasons leaving their 

countries where they are close to their families and socially secured, hence 

carrying with them a personal risk that may not be properly measured when 
first arriving. 

VIII- 3.4 Impatient 

Going through a money making process people tend to forget the other 
elements of the work they are in, they become impatient to make more 
money and just leave. 

VIII- 3.5 Worried 

They do not know what will happen to them tomorrow and do not actually 
know where they will in fact be the next day; they remain worried until they 
can read through the future more clearly. 
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VIII- 3.6 Exposed 

People are exposed to environmental impulses be it intra-organisational or 
extra-organisational and are removed from care, abandoned without shelter 
or protection. 

VIII- 3.7 Ign oran t 

Whilst they are highly qualified people are ill informed and still lacking the 

required knowledge and appropriate learning. They are also uninformed of 
some particular technical matters. 

VIII- 3.8 Susceptible 

People are sceptical; they are softhearted being sensitive and easily 
influenced. The fact they are not provided with the right shelter renders 
them vulnerable to outside influences. 

VIII- 3.9 Concerned 

People are anxious as they wish to feel part of the society, the business and 
work they are in, a fact that they can hardly get, their own interest goes 
beyond their expectations. 

VIII- 3.10 Susp icio us 

They are overwhelmed with distrust; they are worried about everything 
going around them. This is coming from the fact that people tend to avoid 
them because simply they come from a different cultural background. 
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VIII- 3.11 Captive 

People are caught in the system they are in, they may be able to transform 

the organisation's administrative heritage, but the heritage attributes are 

stronger as people on the top with their culture are often products of their 

organisation's administrative heritage. 

VIII- 3.12 Education 

It is a system that needs to be reengineered and restructured back from 

early stages, in order to root out what has been buried deep in human 

character. People need to be motivated to learn and accept that all human 

beings can learn at any age, at all levels and regardless of nationalities. 
They must also accept that learning is an active process rather than 

passive, recognizing that there are different levels of learning and that these 
take different times and different methods. 

VIII- 3.13 Flexibility 

This has become a key word in formulating the new version of key success 
factors, such as structural flexibility, organisational flexibility or cultural 
flexibility in order to smoothen cultural shocks caused by an overload of 
unfamiliar expectations and social cues. 

VIII- 3.14 Culture 

Starting a cultural movement in a society is like working on a chemical 
reaction in the sense that a force is needed or a substance of which a 
fractional percentage notably affects a reaction without itself being 

consumed. It therefore needs a catalyst. Catalysts may be organic, a force 
that is necessary to trigger a reaction, to trigger a change both in the 

marketplace and within the organisation. Culture in this sense needs to act 
as ideological and institutional catalyst to trigger change. The driver would 
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be the government supported by the people operating in the organisation 
and in the market. 

VIII- 3.15 Organisation 

The instrument that is needed to implement the change itself triggered by 

culture as catalyst. It is the tool that is to be used to struggle against the 
hegemony of established practices, and as a pivot to abandon all of its past 
to get to the future with a new outlook. 

VIII- 3.16 Commitment 

It is an innate process through which people become psychologically bound 
to a course of action, a feeling that a large number of managers in the 
organisation of the GCC countries are lacking. 

VIII- 3.17 A ivareness 

A self generated high quality relevant input that needs to be instilled within 
the organisation and spread to a greater extent within the society through 
an altered educational system. 

VIII- 3.18 Media 

It is a tool, which should occupy a significant position in the development 

process. Mass media is lacking in the GCC countries. Its importance is, 
apparent, as it may play a manipulative role and influence the behaviours of 
both producers and consumers. 

VIII- 3.19 Communication 

It is a crucial process for passing on a message when properly mastering 
the language. People lack this practice. They are afraid of expressing 
themselves and entering deep technical discussions. They tend to stick to 
simple basic conversations. The message of whatever nature may be 
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passed on, but may well be received differently due to differing perceptions. 
This does nothing but disrupt the process of development. 

VIII- 3.20 Training 

The desired results of the large training programmes within the insurance 

organisation of the GCC Countries were never achieved. Efforts should 

place emphasis on results rather than on programmes. Sensitivity training 

must be consistent with the environment in which organisations live. While 

building know-how and creating innovative thinking, through large 

investment programmes, the organisation must stress the individuals' 

awareness of his cultural assumptions, and develop an intellectual and 

emotional base of knowledge strengthening their commitment to the 

organisation and to the market place, and indoctrinating and inculcating 
.V business values, thus allowing them to enter the process of change and 

development. 

VIII- 3.21 Dependence 

The systems, in which the organisations of the GCC countries are 
functioning, render them heavily reliant on the international insurance and 

reinsurance organisations. They are trapped by the international powers, 

possessing both technical and financial advantages over the local 

organisations that would aggravate the situation by not accepting a culture 

change. 

VIII- 3.22 Government 

It needs to be playing solely a regulator and/or a simplification role. 
Governments are much more influential in less developed countries than in 

developed countries. Appropriate regulations to substantiate handling 

practices, pertinent code of conduct and ethical principles may influence 

consumers' behaviour and trigger the process of change. The government 
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in conjunction with the business community do have common 
responsibilities to act in the best interest of society. 

The content analysis reveals that several features are apparent within the ý 

organisation influencing its behaviour. This leads me to believe that: 

* Managers are frustrated and are not performing in the way needed to 
trigger development. Managers expect recognition from the local 

community and from the organisation. 

Culture is playing a crucial role influencing organisational behaviour in 
the insurance industry. Ideological and institutional culture, as catalyst, is 

needed to trigger change. 
The instrument, or tool, needed to advance what may be triggered by 
ideological and institutional culture, is the organisation. 

Therefore, in order for the organisation to cope with any changes it may face, 

continuous refinement of an organisation's management paradigm would be 

needed. This refinement, as I argue, is called "Transformation" of the way the 
organisation is managed, and of the behaviour of its people. Figure 7.1 
explores some of the aspects of this transformation, as I call it "Transformation 

and Evolution of Management", that proves to be important to bring about 
success. 
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VIII -4 TRANSFORMATION AND EVOLUTION OF MANAGEMENT 

Figure 8.1 shows a key feature developing an interactive paradigm, based on a 
feedback system, wherein the level of interaction between the various functions 

will have to be on the high side. Each function is in need of the support of the 

other. It would be inescapable to link the various disciplines for the overall 

success of model. By cooperating, having a feedback and understanding what 
the others are doing, one can determine what need to be done, for positive 

organisational outcomes, . hence paving the way for changes through 
"Transformation and Evolution of Management". The latter would be the central 

point around which the various organisational functions will be rotating. A 

favourable configuration between these functions (factors operationalised 
through a PEST analysis, and the theoretical model) would be needed in the 
following manner: 

(1) Intra-extra societal environment. Governments will be closer to the 
insurance industry (results show: P13 with Z= 13.4) in providing more 

assistance by establishing relevant rules, regulating the practices, 
insisting on minimum solvency margins and increasing spending on 
R&D and Education. 

(2) Organisational systems will respond positively to these changes with 
higher expectations by providing more commitment (results show: P32 

with Z= 18.56), changing structures (P60 with Z= 12.47), establishing 
plans (P37 with Z=2.39), reinforcing process (P58 with Z=2.71), 

using modern technology (P15 with Z= 20.38) and lessening 
dependence on international organisations (P46 with Z= 12.24). 

(3) Leaders (who have greater openness as demonstrated in P25 with Z= 
22.64) will be more inclined to follow up on getting closer to their 

subordinates, providing and attending culturally directed training 

programmes, and showing greater flexibility of adaptiveness 
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(4) Cultural diversity (strength was demonstrated as P7 with Z=7.95) 

whilst having the desired support within the organisation (leadership 

etc) and from outside the organisation (government etc) will be used 
and exploited to the full in order to create a new favourable, 

environment for favourable organisational outcomes. 

From the way I see it, man is capable of influencing to certain extent 
institutional culture (Law, Rules, Economies, Practices and others), hence 

creating a new environment leading, to a greater extent positive interaction 

between the social actors for the interest of the organisation (at micro-level) 

and of the industry-market/society (at macro-level). 

Figure 8.1 illustrates the interaction process between the various organisational 
functions. 
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FIGURE 8.1 -Transformation & Evolution of Management 

CONCEPTUAL MODEL 

Organisation As an Open System 

Intra-Societal 
Extra-Societal Organisational 
Environmental System & Structure 
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i 

Flexibility 
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ý-ýeadeýrship 

AdaptWeness OF MANAGERIAL EXCELLENCE 

Action & 
Contingency Plans 

Cultural Technology 
Diversity 10.1 

Figure 8.1 does not only provide a summary, and the overall view of the 

discussions, but it also demonstrates the linkage that exists between the 
factors of the theoretical model (figure 5.2 - Chapter V). 
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The results and analysis of both qualitative and quantitative data answered' 
many questions. Although culture differentiation is a constraint in multicultural 
organisations, it still presents benefits in the process of development. To sum 
up what has been discussed, the organisation should adhere to a radical 
change "Evolution and Transformation of Management" as described in Figure 
8.1, which establishes the basis of this transformation. The factors enumerated 
in the figure are interrelated to produce positive outcomes, and thus cannot be 

utilized individually. Any attempts aimed at implementing organisational 
strategies that effectively promote and sustain a targeted level of business 

growth and development must necessarily take into consideration the 
transformation and evolution of all attributes that are described in the preceding 
discussion and summarized in the Figure 8.1. This consists of a cross- 
disciplinary approach, comprising such factors as in Figure 5.2, as follows: 

(1) People representing the workforce, 
(2) The community representing the people within the society, local 

insurance and economic associations and the government, 
(3) The organisation, representing the tool to be utilized to advance what 

may triggered by culture, 
(4) Practices that need to be adopted to influence the prevailing behaviours 

within the society and within the organisation, and 
(5) Lastly the culture that is needed to act as an institutional and ideological 

catalyst in order to trigger a reaction and provoke a desired degree of 
interaction between the various factors of the model and the actors 
within the model. 
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Vill -5 INTERPRETATION 

This research was designed to assess market potential that exists in the 

insurance industry in the six countries of the GCC, and to identify and explore 

organisational and cultural attributes, drivers and barriers for business growth 

and organisational development. 

Whilst it was apparent from the data presented that there is a strong culture 
conflict in the participant organisations there was some evidence of culture 

positive responsiveness to change. 

There were six main areas of interest in this dissertation. In each area the 

pervasiveness of culture was witnessed, confirming the overall idea of this 

research project. The data presented revea. led that there is general 
understanding that culture conflicts play a major role in organisational life. From 
that end there is some contradiction between the managers, from diverse 

nationalities, perceived cultural influence and organisational corporate culture. 

From the data collected in the questionnaires, open questions and interviews, a 
linkage may be established between the dependent variables culture and 
organisation and the various instrumental values as described earlier in this 

research project. This linkage as obtained from the following results confirms 
an interaction between the six factors, and the five features presented in my 
conceptual model (Figure 5.2 - Chapter V). For clarity, the reader should note 
that the results shown in the forthcoming tables were not used to the full in 
Chapter VII (Results). The factors and relevant Z values were taken from the 

questionnaire and interview data to support the main purpose of this thesis. 
There are also useable statements extracted from the, open questions of the 
questionnaire, which were not used in earlier chapter but are of importance to 
support the central idea of the theoretical model (Figure 5.2). This supports 
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culture as ideological and institutional catalyst, and organisation as tool for 
development, as discussed in Figure 5.3 - Chapter V. 

Table 8.4 illustrates the measures provided in the questionnaire and interview' 

data, which further support the results of Cultural -factor 1-, corresponding to 
"Culture" as a feature in the theoretical model (Figure 5.2). 

TABLE 8.4 - Positive Cultural attributes as determining factors for insurance 
business growth in the GCC 

MEASURES (Questionnaire) MEAN Z VALUE -N 

It is satisfying that managers' work in this organisation in order to 
develop the insurance industry 

3.61 6.62 169 

" Difference in way of thinking is due to differing cultural 
backgrounds 

3.97 11.28 171 

" Managers feel they can have higher productivity if they were 
given the opportunity 

3.48 5.00 173 

" Unity of efforts between the various cultural groups help achieve 
the organisation's tasks 

3.98 11.71 176 

" Societal changes such as behavioural socio-cultural, economic 
and political have taken place in the market place 

3.96 111.38 175 

" Positive changes in the market: 

a) Spread of education 
b) People's openness to other cultures (Cultural Dualism) 

3.96 

3.76 
11.27 

8.62 
170 

169- 
MEASURES (Interview) 

Culture plays a major role within the organisation 4.00 3.49 15 
Culture plays a major role within the market 3.73 

- 
2.45 15 

There is a strength in cultural diversity 
I- I T 41 3 4.00 15 

I %JVUI LU. WUUQLIVI li Mill W- #I itUl Vilý VV UULU IJIUUQU QUU fIVIJUI iUiA/ 

Table 8.4 shows that cultural drivers such as cultural diversity, cultural', ' 
homogeneity, integration, spread of education and openness to other cultures 
are important factors for business growth in the insurance industry in the GCC. 

The following statements extracted from the open questions support this' - 
argument. 
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In general terms, the GCC nationals live a comfortable life at less effort, which 
is a basic problem for insurance companies as employers. That is to say, in 

order to attract a national to work for insurance company, he may have to be 

paid higher than expatriates who have been in service, which creates injustice 

and ill feeling within the organisation (Source: Open questions, questionnaire data). 

The organisation must appreciate and reward performance. They must also 
measure the market value for the individual regardless of his race or religion 
(Source: Open questions, questionnaire data). 

Foreign (Non-National) workers who constitute a large portion of the population 

will never be absorbed by the local society. They will never be given nationality 
(or permanent residence) no matter how long they stay in the country. 
Therefore foreigners feel they are temporary workers, which creates a sense of 
insecurity and instability for them. This negatively affects their commitment both 

the organisation and to the industry (Source: Open questions, questionnaire data). 

Table 8.5 illustrates the measures provided in the questionnaire and interview 
data, which further support the results of Environmental -factor 2-, 

corresponding to "Community" as a feature in the theoretical model (Figure 
5.2). 
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TABLE 8.5 - Environmental forces as determining factors for insurance 
business growth in the GCC 

MEASURES (Questionnaire) MEAN Z VALUE N 

Governments should play a crucial role (regulatory, reforms 4.15 13.79 172 
etc ... ) in the insurance sector 

Governments should be more present and co-operate more 4.12 13.40 172 
closely with local companies and associations 

Use of modern technology helps the organisation improve on its 4.64 20.38 176 
productivity 
Information coming from the market helps innovate new products 4.49 18.41 175 
and practices in line with local cultural needs 
Reasons for not pursuing market research work to develop the - --- 7- 

market: 
(a) Lack of ideas 2.66 -5.69 168 
(b) Lack of funds 2.46 -8.27 166 
(c) Lack of know-how 2.81 -3.77 168 
(d) Lack of responsiveness from the market 3.08 -0.22 169 
(e) Lack of qovernment support 3.22 1.57 167 

MEASURES (Interview) 

Governments are closely involved in the insurance sector 2.07 -4.00 15, 

Governments should play a crucial role in the insurance sector 4.47 1 5.29 15 

Societal changes in the market are apparent 3.60 1.94 15 
p; ource: wuestionridifu - IfILUf VIVVV U11111 JUIVd-btf -bUU tij)PUl IUIA) 

Table 8.5 shows that environmental forces such as government back up,,,, 
technology, innovation and market research are important for insurance. 

business growth in the countries of the GCC. 

The following statements extracted from the open questions support this 
, 

argument. 

There is room for improvements, government recognition first, then regulation, 
then increase standard by way of applying financial ratios and rating (Source: 
Open questions, questionnaire data). 

The culture must change to enable insurance not to be classed as anti-Islamic. 
Then and only then will locals be able to train and take up appointments in this 
business. Until then we remain in the situation of not being able to hire locals 
because of the religious problems, and not being able to hire expatriates 
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because visas are not granted as a result of not hiring locals (Source: Open 

questions, questionnaire data). 

Due to government policy not to allow expatriates to own property or be eligible 
for citizenship or at least permanent resident status, leaves them entirely 
dependent on their employers and/or sponsors for their stay in the country. This 

causes feeling of insecurity and not being able to plan their future with 
confidence - thus, results in lack of commitment to the organisation and to the 

country (Source: Open questions, questionnaire data). 

Table 8.6 illustrates the measures provided in the questionnaire and interview 

data, which further support the results of Leadership -factor 3-, corresponding 
to "Workforce" as a feature in the theoretical model (Figure 5.2). 

TABLE 8.6 - Leadership forces as determining factors for insurance business 
growth in the GCC 

MEASURES (Questionnaire) MEAN Z VALUE N 

" Managers can provide a real contribution to the success of this 
organisation 

4.34 16.37 175 

I 

" Managers' work can provide a contribute to the development of 
the market 

4.02 12.21 175 

" Managers' performance results from: 
(a) Job satisfaction 
(b) Self motivation 
(c) Fulfilling my duty 
(d) Financial objectives only 

4.30 
4.23 
4.00 
2.62 

15.76 
14.73 
11.67 

-3.61 

171 
170 
168 
168 

Participation of managers is a device of commitment building 4.57 19.47 175 

" Managers should keep learning for cultural needs 4.81 19.69 176 

" Delegation is limited in the organisation 2.68 -5.56 175 
URES (Interview) 

" Relationships within the organisation are dependent on culture 3.53 1.68 15 

" Learning process is necessary to acquire new knowledge for 
cultural needs 

3.93 3.23 15 

" Leaders set up everything without mid-management involvement 3.20 0.39 15 
I OUUIL; U. WUUWlUflfldlFU - imerview cata piease see Appendix) 
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Table 8.6 shows that positive attributes of leadership such as learning, 

fostering commitment, participation, delegation, and collaboration are important", 

for insurance business growth in the GCC. 

Table 8.7 illustrates the measures provided in the questionnaire and interview, 

which data further support the results of Organisation -factor 4-, corresponding-, 

to "Organisation" as a feature in the theoretical model (Figure 5.2). 

TABLE 8.7 - Organisational attributes as determining factors for insurance 
business growth in the GCC 

MEASURES (Questionnaire) MEAN Z VALUE N 

Managers' willingness to spend the rest of career with the 3.45 4.57 175 
organisation 

Managers' willingness to spend the rest of life in the 2.99 -1.47 173 
country of employment 

Managers' willingness to put in a great deal of effort to 4.50 18.56 175 
help the organisation be successful - 
The organisation always delivers what it promised 3.47 4.95 175 

The organisation now is what had been described when 3.23 1.70 175 
first joined 

Managers do strongly object when the rules of the 3.58 6.39 175 
organisation are broken 

MEASURES (Interview) 

Managers are prepared to spend the rest of life in this market 2.53 2.53 : 
-2.19 15 

Managers are prepared to spend the rest of career in this 27 3 -1.42 15 
organisation 
The organisation is now delivering what it promised when 3.13 0.13 
managers first joined 

I-A- - .. *-... -J-A- -1 -------A 
t %jvul wu. %quC70LIVI it ICAII ý- 11 ltýf V- .. --, - V- 

Table 8.7 shows that positive organisational attributes such as work and,, 
organisational commitment, dependability and discipline are important for 
insurance business growth in the GCC. 

The following statements extracted from the open questions Support this*,,:, 
argument. 
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Owing to frequent employment turnover, as well as policies adopted by the 

powers that we have, lead to a feeling of insecurity amongst staff in the 

organisation. Hence, sense of belonging and commitment is called to question. 
The organisation should find a way to instil a sense of confidence into the 

minds of staff (Source: Open questions, questionnaire data). 

Arab Management (top) in the GCC is not conversant enough or aware of the 

value of interpersonal skills and human relations in managing a company. 
Focus is only on meeting deadlines and performance not on creating the right 

environment for staff to function properly (Source: Open Questions, Questionnaire 

data). 

Organisations with multinational workforce should do everything possible to 

ensure that expatriate employees always feel at home and the employee 

should not be allowed to think in terms of being unwanted in the organisation 
(country of employment). This negative feeling is the greatest impediment in 

achieving employees' loyalty to the organisation (Source: Open Questions, 

Questionnaire data). 

Table 8.8 illustrates the measures provided in the questionnaire and interview 
data, which further support the results of Strategic -factor 5-, corresponding to 
"Practices" as a feature in the theoretical model (Figure 5.2). 
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TABLE 8.8 - Strategic benefits as determining factors for insurance business 
growth in the GCC 

MEASURES (Questionnaire) MEAN Z VALUE N 

" Research & Development is necessary to create new practices 4.16 13.94 1172 7 

" Research & Development is vital to create appropriate product to 
meet local cultural needs 

4.22 14.57 '0 170 

"A separate entity for R&D should be created to provide a 
stimulus for innovation 

3.83 
. 9.52 172 

The number of local technicians is limited in the organisation 3.74 8.43 175 

Media is an efficient tool to spread awareness in the market 3.88 10.36 176 

" Media must be backed up by local regulations to be efficient for 
market needs 

3.93 10-89 174 

" Training programmes for cultural sensitivity are necessary 3.84 9.75 174 

" High dependence on international insurance and reinsurance 
organisations 

4.02 12.24 176 

MEASURES (Interview) 

" R&D is vital for development 4.20 4.26 15 

" Dependence on foreign expertise 4.20 4.26 1 _ 15- 

" The number of local technicians is limited 4.47 5.29 15 

" Training programmes for culture sensitivity are currently being 
performed 

2.20 -3.49 
. 
15. 

(, ý; ource: wuesrionnaira - imurmw udw iippunuix) 

Table 8.8 shows that strategic benefits and capabilities such as Research 

Development, technical know-how, spreading awareness, international 

relations, and directed training programmes are crucial factors for insurance 

business growth in the GCC. 

The following statements extracted from the open questions support this 

argument. 

Local organisations are over-dependent on direction, knowledge, and technical 

aspects from international markets. They fear making mistakes; hence referral 
to international leading markets (Source: Open questions, questionnaire data). 

The wordings of policies are archaic and too legal oriented to be applicable in 
the cultural settings of the Arab World. They should be revisited to suit the Arab 
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culture. The improvement must come from the general attitude of management 

of the overseas investors. They must accommodate the market (source: open 

questions, questionnaire data). 

The management system, the set-up of statistical and Research & 

Development departments are necessary. The development of products and 

creation of new products, market research, unbiased remuneration and training 

programmes must be looked upon (Source: Open questions, questionnaire data). 

Effective training and reward system are vital tools to have efficient and loyal 

employees (Source: Open questions, questionnaire data). 

Table 8.9 illustrates the measures provided in the questionnaire and interview 

data, which further support the results of Structural -factor 6-, corresponding to 
"Practices" as a feature in the theoretical model (Figure 5.2). 

TABLE 8.9 - Structural efficiencies as determining factors for insurance 
business growth in the GCC 

MEASURES (Questionnaire) MEAN Z VALUE N 

" Reward system is based on interpersonal relations 3.20 1.33 168 

" Reward system depends on persons being from the same 
cultural background 

2.43 -8.70 168 

" Reward system is based on nationality 2.66 -5.70 167 

" Reward system is based on a combination of cultural 
background, performance and nationality 

3.25 1.98 171 

" Current managers performance within the organisation is in line 
with organisational objectives 

3.34 3.15 174 

" High communication systems assist in putting the talents 
available together in a multicultural organisation 

4.04 12.47 176 

" Effective information systems are essential to the work within the 
organis tion 

4.35 16.52 175 

MEASURES (Interview) 

" Reward systems depend on nationality 3.17 0.13 15 

" Communication systems within the organisation are needed for 
efficiency 

3.93 3.23 15 

" Managers are well informed of data coming from the 
environment 

2.93 -0.65 15 

tovuiuv. wuttzatumidtiv - inturview oara please see Appenctlx) 
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Table 8.9 shows that structural practice efficiencies such as reward system, " 

career progress, performance, communication and information systems are'' 
important for insurance business growth in the GCC. 

The following statements extracted from the open questions support this 
argument. 

Understanding market needs, designing the product to suit that and getting the 

staff informed and involved, can achieve a success at the new prevailing- 

environment (Source: Open questions, questionnaire data). 

No clear direction is available between the board of directors representing the 
shareholders and the top management in respect of planning and support to 
achieve company goals (Source: Open questions, questionnaire data). 

Organisational set-up should be based on the principals of merit (which" 
includes knowledge, experience and seniority) and be given priority, 
irrespective of multi-cultural background (Source: Open questions, questionnaire data). 

It has become apparent from the foregoing that the general tone of the 
managers was open and communicative. They are eager to learn, to enter the 
process of cultural change, and willing to do more to boost the organisation and 
to develop the market. But because of the apparent cultural conflict their task 
was limited. It was then demonstrated that in order to cross through the 
boundaries of the organisation and reach its external world, an open system is- 
needed for positive interaction with the environment. 

This reveals that culture, ideological and institutional, embracing the other 
environmental factors/ features of the model, being organisation, workforce, 
practices and community, is above all the driveý for the organisation to trigger , 
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change and enter a process of development. This model represents a major 

step toward meeting the goals of this research project. 

The main construct of this dissertation was based on culture and organisation, 

as main macro & micro environmental dimensions influencing insurance 

business growth in the GCC. Convergence is apparent (provided the conditions 

are right) between the management styles in the GCC, and those available in 

the Western World, through the openness of local GCC managers, their dual 

culture and exposure to the west, their level of education, their ability and 

willingness to learn, and the existence of normal western business drivers 

within the organisation. The model presented was supported and the results 

suggested, through a cross-disciplinary approach, that development 

achievement and business growth of the GCC is positive. This is illustrated in 

the following manner: 

Culture as an intra-environmental factor: 

9 Conflict is apparent, but containing this conflict is not impossible and 
becomes a preoccupation to the managers, 

o Diversity exists, but a strength lies in the organisation if this strength is 

used to the full, 

9 Ideologies follow the diverse nationalities of the workforce but when 
embraced under one ideological umbrella, corporate culture will be 

unique. 

Culture as an extra-envi ro n mental factor: 

People attitude towards intangible products is rather negative, but the 

role of government is needed to change this culture, as the quantitative 
and qualitative data suggested, 
Institutional, economic, social and governmental bodies play a major role 
in inducing new culture into the market. 
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Intra-environmental variables are: 

Managers are committed to the organisation, but their commitment is 

vulnerable, and needs to be boosted by new ideologies and regulation of 

practices, 

Practices are based on manager's ideologies and imposed by' 

international practices that need to be limited through new organisational" 

approaches 

* Learning and training, designed by cognitive and cultural sensitivity' 

programmes are needed, as the quantitative and qualitative data' 

revealed. These investments will enhance organisational practices and 
waive large dependence on international practices. 

Extra-e nviro n mental variables: 

* Managers' commitment to the market is lacking 

Interaction with the end-users of the product is also lacking 

The role of the institutions including the economic and local community 
and government is crucial to boost managers' commitment to the market 
and enhance interaction with the end-users of the product. 

Quantitative and qualitative data, in chapter 7 and earlier in this chapter, 
revealed that interaction between organisation and culture as dependent 

variables, and intergroup relations, conflict, diversity, government relations, 
learning, commitment, international relations, training, participation and'4 
communication, as independent variables, exerts influence on organisation 
outcome for development. 
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Vill -6 CONCLUSION 

This research set out to explore organisational and cultural features that exist in 

the insurance organisation of the six countries of the GCC. 

Managers' points of view and perceptions regarding organisational 
development were collected through a set of questionnaire mailed to 396 

respondents and interviews of 15 insurance executives. 

The results as given in chapter Six and earlier in this chapter, relating to the 6 

value dimensions show a positive interaction between the market and 
organisation development and participants within the proposed model I set out 
and discussed in chapter Five. The qualitative data coming from professionals 
who have a great deal of intercultural exposure within their respective multi- 
cultural organisation, also served to substantiate the main ýheme of this 
research in illustrating the cultural and organisational barriers and drivers for 
development. 

It is noted that a unified synthesis for organisational culture should be evolved. 
It is believed that the differences in values do not create animosity between 
managers in the Arab Organisation. It is also believed that the difference in 
ways of thinking may not be a determining element in providing a productive 
collaboration. The degree of interaction is acceptable and the peer group 
cohesion is assured. Thus the pool of talent within the cultural diversity that 
exists in the Arab Organisation will have to be used to the full, and this will be 

crucial for organisational development. 

Governments need to provide support for the insurance industry by establishing 
relevant rules, and regulating organisational practices by introducing new ones 
and eliminating others. As a local power, governments will have to spread 
insurance awareness. It has to be made clear that Islam does not forbid 
insurance if the latter were to be carried out under certain forms where the 
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gambling element is waived (Siddiqi 1985), and this will have to be well 

explained. 

Pressure is also coming from the international markets, which are influencing'' 

the organisational practices. Dependence on international organisations is high. 

This may change when the local organisations are technically, financially and 

organisationally prepared. 

Some of the participants' suggestions suit well the overall spirit of this research, 

and respond positively to the main theme. A few of the participants do insist on, 

changing the system and putting a lot of emphasis on Research and" 
Development. In order for the organisation to be prepared technically and' 

organisationally, it needs to have a proper R&D division. Employees need to be" 

involved in the production process in order to come up with a stimulus for" 

innovation. The local managers would be the key initiator to carry out such 
tasks as an in-depth knowledge of the local culture would be needed even if 

organisations need to go further and hire anthropologists to assist in providing" 
insights about the societal structures, attributes and needs. 

It is important for the organisation to provide training programmes appropriate 
to the insurance industry. These programmes should include skill I bui ding, '' 

socialisation process, cultural sensitivity and awareness of own assumptions in' 

order to switch- behavioural attitudes to work. Large investment is needed to'-" 
cope with these development programmes. 

Foreigners come to the GCC to satisfy their financial needs, and that is the' 
overall attitude within the industry. The turnover is reasonably high and 
commitment is low. People seem to lack a psychological tie with the" 
organisation, as the financial aspect remains the dominant motive to the 
expatriate managers in the Arab World. To create commitment, people are 
asking for recognition both from the organisation and from the government. The', 
organisation may be able to provide such recognition by extending its' I 
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commitment towards its people. The government may be able to provide 
security by modifying its approach to the foreign workforce in terms of 

residence, visas and protection. 

A content analysis has been carried out, which revealed that several features 

are apparent within the organisation influencing its behaviour. These include: 

9 The frustration of managers 

9 Ideological and institutional culture as catalyst that plays a crucial role in 
the process of development and triggers change 

* Organisations are the means to advance such development and change 

In order to embrace any changes the organisation needs to refine its 

management paradigm, and I call it "Transformation and Evolution of 
Management". This consists of a cross-disciplinary approach, comprising such 
factors as: 

" People representing the workforce 

" The community representing the people within the society 
" The organisation representing the means to advance any change 

Practices that need to be adopted to influence the prevailing behaviours 
Culture that is needed to act as ideological and institutional catalyst in 

order to trigger a reaction and provoke a desired degree of interaction 
between the various factors of the model and the actors within the 

model. 
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CHAPTER NINE 

CONCLUSION 

IX -I SUMMARY 

This thesis' contribution is three-fold. It explores managers' points of view and 

perceptions regarding business growth and organisational development in the 
insurance sector in the six countries of the GCC. It builds on existing evidence 
indicating that culture in the Arab World plays an influential role in determining 

organisational outcomes. It demonstrates some convergence between the 

overall management styles in the GCC and those prevailing in the western , 
ývorld. There were six areas of interest: cultural, organisational, environmental, 

leadership, strategic and structural, that this research project covered. Within 

each of the two main dimensions and six sub-dimensions, there were five factor 

types that were discussed to demonstrate the influence of culture and 
organisational practices on change and within the process of development. The 
findings revealed that the countries of the GCC face a major problem because 

of the multi-cultural workforce they are employing. Although culture is a 
constraint in the insurance organisation in the GCC it still presents with its 
diversity an advantage to provide positive business outcomes. Respondents 

suggested that managers coming from various backgrounds are to be accepted 
for their ability (knowledge, qualifications and experience) and not for their 

nationality and for cultural background. 

It was suggested that Government indifference is providing rather negative 
impulses on market development, and that Govern ment-O rg a nisation close 
relations safeguard business interest. It was demonstrated that an open 
systems' approach is crucial for positive interaction of the organisation with its 
external environment. It was revealed that the Media is not overly used which 
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limits the organisation's ability to express itself, spread insurance awareness 
and develop knowledge within society. 

Respondents view that the participation of managers regardless of their cultural 
background is essential for building commitment. Participants observed that 
Leadership development is lacking. However the emergence of a new 
leadership hybrid (this is an evolved type of leadership combining both 

charismatic nature and managerial/technical background, for managing cultural 
diversity in this complex industry) brings a new dimension and new structural 
phenomenon into the development process. 

Results also showed that Commitment is lacking, as the desires of the 

workforce (such as security both financial and social, attachment to the land, 

and cultural values) are not satisfied. Although people tend to accept that they 
may spend the rest of their lives in the organisation, it remains unclear whether 
this is due to their perceptions and attitude towards the organisation and 
towards the market or because of the problems facing, be it political, social or 
economic, their respective home countries. 

Participants stress that no proper Research and Development being carried 
out. This is an essential task that the organisation should look at from all angles 
in the process of learning and development. Research and Development is 

considered to be of crucial importance but is rarely used in the organisation. 
The results show that all factors to pursue R&D are available such as (a) 
Technical infrastructure, (b) Financial resources and (c) Human resources, but 

what they lack is (a) Government facility and (b) Cultural and organisational 
set-up namely structure, practices, process and willingness to carry out such 
tasks. 

It was demonstrated that Local practices are much influenced by overseas 
markets, which are detrimental to both the workforce development and 
market/consumers behaviour. Local insurance organisations are highly 
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dependent on international organisations for' practices, designing products and - 
financial protection, which restricts their local manoeuvrability. 

It was proposed that well designed cultural sensitivity and cognitive training 

programmes are lacking, and without commitment from the organisation to 

sponsor large investment in directed training programmes the process of 
development will be stagnating. 

Results showed that proper communication is needed, as limiting 

conversations and discussions to basics and elementary exchange of ideas, 

does not help advance the insurance organisation or the industry. 

Communication must be based on highly technical issues, through which each 

and every individual may reap the benefits of this exchange of knowledge, and 

move ahead. Flow of information within the organisation is not apparent limiting 

the exchange of direction and ideas to a minimum. Simultaneously flow of 

appropriate information both quantitative (statistical and numerical) and 

qualitative, about the market, the industry and the national economy is very 
limited. In an industry, such as insurance, where figures play a major role in the 
daily transactions of the organisation, it is crucial to keep the flow of such 
information abundant as failing to do so renders the managers' job 

complicated. 

Results suggested that reward system should be altered to take into 

consideration the individual's needs regardless of his or her cultural 
background, as frustration is apparent. This will help build commitment, which" 
subsequently provides a viable contribution to the process of development. 

This research project set out to demonstrate a high degree of interaction 
between the system in the GCC including culture and organisation and the 
actors within this system. The results suggest that organisation and market'-' 
development achievement in the GCC is positive. This study runs a cross_-ý 
disciplinary approach to develop a model of factors for organisational and' 
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market development. Organisational practices in the GCC are conceptualised 

as socially and culturally embedded ways of conducting functions within the 

organisation that have been developed through a wide literature review which 
included a variety of theories about the two main value dimensions, Culture and 
Organisation and their respective factors being culture, organisation, 
environment, leadership, structure and strategy. Added to this literature review 

are my own theories about the organisation and cultural practices in the GCC- 

These have been supported by Hypotheses testing approach based on a 
questionnaire sent out to 396 participants of 80 different nationality, with a 
response rate of 176 (44% of total) coupled with interviews of 15 executives 
and my personal observation as I have been actively participating over the last 

fifteen years in the insurance industry in the Middle East in general, and in the 
GCC in particular. Being a member of this community and having followed up 
on the development of the organisation very closely through various personal, 
academic and professional trips into the GCC over the last two decades, 

meeting , with people of all nationalities and cultures and witnessing 
organisational and cultural evolution, I must add to what I have obtained 
through the questionnaire and interviews my own observations. 

The model has been developed to support the degree of interaction between 

culture, organisation practices, workforce and the community. The results 
suggest that a positive relationship exists between market and organisation 
development success model and respondents. 

The results reveal that several features are apparent within the organisation. 
These include: (a) the frustration of managers, (b) ideological and institutional 

culture as catalyst playing a crucial role in the development process and (c) 

organisations may be the tool to advance such development and change. 

In order to face any changes the organisation needs to refine its management 
paradigm and I call it the Transformation and Evolution of Management. This 

consists of a cross-disciplinary approach comprising such factors as: (a) people 
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representing the workforce, (b) the community representing the people within " 
the society, (c) the organisation representing the tool to be utilised to advance 

such change, (d) the practices that need to be adopted to influence the 

prevailing behaviours and lastly (e) culture that is needed to act as ideological 

and institutional catalyst in order to trigger a reaction and provoke a desired 

degree of interaction between the various factors of the model and the actors 
within the model. 

IX -2 IMPLICATIONS 

In addition to this study's contribution to theory development regarding 
organisational and cultural attributes related to the GCC, the findings will also 
have implications for insurance and reinsurance practice and practitioners in 
the organisation of the GCC. What the organisations should do is intervene to 
improve performance in culture related outcomes. The organisations may 
occasionally be able to arrange for employees, through culturally designed 
training programmes to collaborate with peers who are less culturally distant. 
This assumes that multiple organisation members would be appropriate to 
perform the task without insisting on the culture background and that all other 
aspects of the local managers characteristics (such as local nationality or local' 

cultural values) are to be considered distant. 

The organisation will have to make interventions with governmental bodies and 
local associations to ensure a proper collaboration in order for the governmen It 

to enter a regulative process and facilitate the organisational practices. This'ý 

cannot be construed that the organisation is currently enjoying a complicated - 
set of practices but that a proper code of conduct and financial ratios are' 
needed to oblige the organisation to act in a way where its practices may 
influence the behaviour of its employees, and subsequently the product as well' 
as the end users/consumers within the society. 
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Governments may be a means, surely not an end, for realizing an overall 

appreciation of how institutional arrangements contribute to social growth and 

organisational outcomes. 

The objective would be to create a positive relationship between government 

and organisation. This relationship is needed through a set of behavioural rules 

such as (a) Harmony between the social actors (b) Discouragement of 
individualistic and opportunistic behaviour (c) Engagement in integrated 

societal goals and (d) Encouragement of inter-organisational relations in order 
to enhance productivity of interrelated activities. The human resources are 
being regarded as the pivot of practices, and the government as the regulator 

of practices. The two will have to undertake their mutual responsibilities and 

give rise to a culminative organisational system, in which both may play an 
integrated part each from its own perspectives. People need to be respected as 
they have vasl amounts of unexploited potential. They have the desire and 

capacity to grow, to be creative in organisational contexts, and most importantly 

to be more authentic. It must be noted however that movement towards greater 
authenticity, which leads to culture change becoming more positive, is 

something that takes time, and great deal of both effort and energy. 

Leaders must accept that their role is crucial, and should in fact give an ideal 

example to those who are following. A leader's behaviour is quite important in 

showing respect to the individuals within the organisation, and that he accepts 
that further learning is needed, that the learning process has to be continuous, 
that no discrimination is allowed for both reward and punishment, that he may 
well listen to those who are providing the information, and that the various 
cultural groups are protected under one umbrella that is provided by the 

organisation. The kind of leadership, the new hybrid, I have been trying to 
describe through this study has wider implications. Organisations in the new 
era will have to keep innovating and subsequently constantly reinventing 
themselves, creating flexible and boundaryless structures. Leaders in this ever- 
changing environment will need not be hierarchical strategists and order givers 
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with permanent and endless assignments. They will need to be consultants, 
facilitators, communicators, and listeners to those who maintain and provide 
the information, and finally bridge builders between the various multicultural 
groups that constitute the organisation. This new hybrid leader may represent 
the leader of the future that the organisation in the GCC countries is definitely 
in need, not just in what they do but also in how they do things. These leaders 

not only drive change, they are also subject to change. They would help the 

organisation develop while at the same time learning how to personally 
develop. 

It would be essential and inevitable for the managers (both locals and 
foreigners) to attend intensive workshops to reveal and examine technical 

matters and culture-based assumptions in both mentoring and consumers 
assignments for which they will have to be accountable. Career managers will 
have to be selected for technical expertise as well as managerial competence. 
It has been revealed that these markets increasingly acknowledge the need for 
top quality human resources as a key factor in the development process. They 

can only maintain the high level of progress if they develop their 
professionalism. 

Research and Development is a must, as commitment to Research and 
Development is a key element in the development process. The insurance and 
reinsurance practitioners are obliged to strengthen their Research and 
Development department by appointing people who are not necessary involved 
directly in insurance. In my view, economists, sociologists and anthropologists 
are needed. Their presence will undoubtedly help the insurance practitioners by 
adding certain basic economic, sociological and anthropological elements to 
their core business, as understanding the local culture and designing products 
to meet their needs. The market potential is huge as described in earlier 
chapters and any investment, and the amounts involved need not be modest, in 
this concern will be paid back should the conditions in carrying these tasks be 
right. 

301 



The organisation should be less dependent on the international markets. 

Although this is extremely difficult in the short term, as the organisation cannot 

be ready for several years, I believe it would not be impossible on the long run. 

Less dependence would give a push to the local managers (GCC nationals or 
foreigners) in providing a greater manoeuvrability and indirectly making them 

more committed to the work they are doing, and to the market they are serving. 
They would be closer to the people with whom they are working. They would 
have larger possibility to listen to them. They would subsequently have greater 
flexibility in solving their problems, without having the obligation to refer each 

and every single matter regardless of its importance to the international 

markets, who would not have necessarily the ability to provide them with the 

desired satisfaction. 

Communication is one of the most important variables the organisation should 
intervene in providing its employees with the right tools, such as mastering the 

language and/or good technical background and/or proper flow of information, 

and/or trust, through which the communication between the various employees 

and cultural groups may become more interesting and more educative. Fear of 

expressing themselves, a major part of the employees tend to stick to basic 

discussions through which the , organisation can never develop. The 

organisation will need to ensure that the employees do communicate and that 

the results of their discussions are considered and value is given to the various 

opinions provided. One of the greatest communication challenges in the 

organisation is to find the appropriate level of contexting needed for each 

situation. Any challenge must therefore be translated into a clearly defined 

problem for which an optimal solution needs to be designed. 
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IX -3 FUTURE RESEARCH 

At the end of this research project, some answers to specific questions have 

been produced but many others have been generated. This study undoubtedly 

opens up several directions for future research. One path to go down would be 

to continue to disentangle, as a comparative study with the western world, the 

effects of different aspects of culture on commitment, the behaviour of the 

workforce, and the practices that are being undertaken by the organisation in 

the countries of the GCC. While it is quite important to remain in the field of 
insurance, it is possible to enter other servicing sectors such as Banking or 
Financial institutions, consultancy and the like. One area deserving attention is 

commitment in all its aspects. It would be necessary, in this particular context to 

make reference to Meyer and Allen (1997) when discussing the classification of 
commitment. They developed three component models: (1) Affective 

commitment (Emotional), which refers to the employees' emotional attachment 
to, identification with, and involvement in the organisation. (2) Continuance 

commitment (Cost-based orientation), which refers to an awareness of the 

costs associated with leaving the organisation. (3) Normative commitment 
(Moral), which reflects a feeling of obligation to continue employment. 
Research may be needed to demonstrate the level of commitment of the 

workforce in the insurance organisations of the GCC. It is needed to discover 

and discuss to what extent people are emotionally attached, or morally obliged 
to stay in the organisation and most importantly what would happen in terms of 
cost-based orientation if the employees were to return home where greater 
possibilities and high earnings are available for them. It would be interesting to 
find out in a further study what would be the workforce attitude towards the' 

organisation and what would the business outcomes be, and the level of 
development of both the organisation and the market, following and injection of 
new variables, as cited earlier, into the model. What may also be measured is 
the driving forces and the basic needs of the foreign workforce, and to make 
dissociation between what may be attributed to ones attitude and what may be 
attributed to one's culture. Would it also be possible to assess the managers' 
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behaviour abroad vis-A-vis their behaviour at home? This will help strengthen 
the concept of work, market and organisational commitment in the GCC 

countries. 

What may also be of interest for further research is a comparative study with 
insurance organisations in the industrialized countries to assess and analyse 
financial ratios, Research and Development and training programmes 
expenditure as opposed to premium written, and premium retained. This will 
provide a greater opinion on what is being practiced which is directly related to 
the organisation. Relevant analysis together with appropriate propositions may 
be necessary to improve on the organisation systems, practices and process. 

Opportunities for research may also lie in the area of marketing practices, 
which are directly related to organisational and cultural attributes. It may be of 
interest to ident'ify through a market analysis the changing customer's profile 
and demand. "Cultural Dualism" has evolved putting in place a new apparent 
cultural characteristic in society. The spread of education has reached a larger 

number of the Arab population in comparison with the situation after the 
Second World War. Most graduates have studied at universities in the Western 
World, hence adding to their own culture those acquired in the developed 

countries. This research may be extended to carry out a comparative study to 
demonstrate the cultural attributes within the market and society, and within the 

organisation. It may also be noted that this research be addressed to local 

nationals of the GCC. A newly refined questionnaire and extensive interviews 
by adding new relevant, measures would be necessary to tackle their attitude 
towards change. It may be of interest to understand whether provoking change 
would represent to the local managers a threat, or an advantage to move 
forward in this newly competitive global environment. 

In conclusion, this dissertation moves us one step ahead as it furthers our 
understanding of barriers and drivers of market and organisational 
development achievement in the insurance organisation of the Gulf 
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Cooperation Council countries. The field of studies is large and indeed growing. 
The rapid change in the environment leads me to believe that the potential is 

enormous and opportunities are open ended. It is now up to the organisation to 

weigh both the threats and the potential that are around to move forward and 
provoke change. The whole idea to me is not only to change but also to learn 
how to change. 

IX -4 FINAL OBSERVATION 

The forthcoming final words, which are of interest to close my dissertation, may 
provide a very much concise overview about the organisation in the six 
countries of the GCC. From the way I see it, the insurance organisations in the 
GCC countries may not possibly be doing the wrong things, but that they are 
not indeed doing the right things. 
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Khaffl TALEB 
2 A116e des Platanes 
78870 BAILLY- France 

June 1998 

Dear, 

I am working on an Academic Research Survey of a random sample of various 
managers working in insurance and reinsurance organisations operating in the six (6) 
countries of the Gulf Cooperation Council - GCC. 

This academic survey is aimed at gathering information about the respondents 
attitudes & opinions, and learning about the organisational practices with a view to 
gaining greater understanding of the factors and influences of culture in the market 
place of the service sector in general and the Insurance Industry in particular. 

This is becoming a very dynamic area, in this new global environment, gaining lots of 
allention and generating plenty of questions, but decisions are often being made 
without sufficient data. 

Please find herewith enclosed my brief questionnaire. It should not take more than 15 
minutes to complete which I am confident you will be able to find. Upon completion 
please mail it in the enclosed addressed envelope. 

I must stress that confidentiality is assured. Information identifying respondent will not 
be disclosed by any means. 

If you would like to receive a copy of the results, please let me know and I will be 
pleased to send it to you as soon as possible. 

Your cooperation, opinion, and input as may be completed in the form will be greatly 
appreciated. 

Yours sincerely, 

Khalil TALEB 
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Khalil TALEB 
2 A116e des Platanes 
78870 BAILLY- France 

September 1998 

Dear Sir, 

Three months ago, I sent you a questionnaire asking about your attitudes, opinions 
and the organisational practices that are being undertaken in the market place of the 
Insurance Industry in the GCC. 

If you have filled out that questionnaire and returned it, I sincerely thank you. 

If you have not yet filled out the questionnaire, I would appreciate if you could do so 
and send it back to my above address at your earliest possible convenience. You are 
part of a random sample, and as such your response would be of great help in this 
academic research. 

If you have not received copy of this questionnaire, would you mind telling me and I 
would be pleased to send you another copy. 

The closing date is fixed on the 31't October 1998, receiving the last questionnaires in 
November 1998. 

Your time and attention to this is greatly appreciated. 

Yours faithfully, 

Khalil TALEB 
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AM 

QUESTIONNAIRE 
For Academic Research 

ISECTION I- INTRODUCTION I 

This questionnaire is part of an academic research study. It is being sent out to selected managers 
in Insurance & Reinsurance organizations operating in the 6 countries of the Gulf Co-operation 
Council. Its aim is to gather information, learn about the practices and gain greater understanding 
of the factors and influences of culture within the organization (Service Sector-insurance) and 
within the market. 

I would like to assure you that the contents of this form are absolutely CONFIDENTIAL and are 
solely used for academic research purposes. 

Information Identifying the respondent will not be disclosed under any circumstances. 

This form is designed strictly for your organization (employment) and for your market (country of 
your residence/employment). It should be completed as objectively as possible to reflect your 
origins, based on your national background, social class and family roots, education and life 
experience, and answered fully to adequately serve the purpose of this research. 

it Is also highly recommended that you read the entire questionnaire before answering the 
questions. 

ISECTION 11 - DEMOGRAPHIC INFORMATION I 

Please tick each box as appropriate: 

1) Gender Male U Female 0 
2) Nationality (at birth) Local - GCC U Non-local 0 

3) Marital Status Married C) Single Q Others CI 

4) Age Below 30 0 Between 30-45 U Over 450 
5) Approximate number of employees in your company .......... 
6) Approximate number of nationalities in your company .......... 
7) What is your position/status in management/organization Junior U Middle U Top a 

8) Years of service in the insurance industry 
........ Years 

9) Years of service in your company ........ Years 
10) Education School U Graduate U Post-graduate 0 

(1) 

(2) 

(3) 

(4) 

(5) 

(6) 

(7) 

(8) 

(9) 

(10) 
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ISECTION III - CULTURAL 7-71 

(Please circle one response code from 1 to 5) 

SD = Strongly Disagree, DA - Disagree, N= Neutral, Am Agree, SA m Strongly Agree 

SD DA NA SA 

It is satisfying that I should work in this 
organization because it provides an opportunity 

a) for advancement 
b) for high earnings 
C) for living in an area that I and my family 

like 
d) to develop the insurance industry in this 

country 
e) to work with people culturally related who 

co-operate with one another 
for an attractive cultural environment 

12) From your own experience of culture synergy 
would you agree that difference in way of 
thinking 

a) is due to differing cultural backgrounds 
b) is a source of additional strength in a 

multicultural team 
C) of people from different national 

background leads to difficulties in 
productive collaboration 

13) 1 find that my values and the organization's 
values are similar 

14) 1 was hired to perform only a limited specific 
assignment/job (i. e. I am not required to give 
more than I should) 

15) 1 feel I can have higher productivity if I was 
given the opportunity 

16) 1 do have freedom to adopt my own approach 
to the job 

17) All employees, regardless of their nationalities 
are treated on merit basis within our 
organization 

18) Unity of efforts between the various cultural 
groups helps achieve the organization's tasks 

(PI & P7) 

1 2 3 4 5 (11) 
1 2 3 4 5 (12) 

1 2 3 4 5 (13) 

1 2 3 4 5 (14) 

1 2 3 4 5 (15) 
1 2 3 4 5 (16) 

(P6) 

(pe) 

1 (P2) 

1 (20) (P5) 

(21) (P3) 

(22) (P3) 

(23) (N) 

1 (24) (PO) 

1 (25) (PIO) 

310 



SECTION IV - ENVIRONMENTAL (Political, Economic, Social, Legal) 

(Please circle one response code from 1 to 5) 

SD - Strongly Disagree, DA = Disagree, N- Neutral, 

19) Government involvement in the insurance 
industry 

a) The Government is closely involved 
b) The Government is aware of importance of 

insurance for national economy 
C) The Government is taking appropriate 

measures to: 

i) improve market conditions 
ii) spread awareness and education 
iii) liaise closely with companies 
iv) encourage publicity 

d) The Government should play a crucial role 
(regulatory reforms etc ... ) in the service 
sector (insurance) 

e) The Government should be more present 
and co-operate more closely with local 
companies and local associations 

20) Use of modern technology helps improve 
productivity 

21) Modern technology assists in insurance 
research & development 

22) Information coming from the market helps the 
manager to innovate 

23) Top management are not pursuing market 
research work to develop the market because 
of 

a) a lack of new ideas 
b) a lack of funds 
C) a lack of know-how (expertise) 
d) a lack of responsiveness from the market 
e) a lack of governmental support 

24) 1 believe that societal changes (behavior, 
socio-cultural, economic, political ... ) have 
taken place in the market over the past 15 
years 

A -Agree, SA m Strongly Agree 

SD DA NA SA 

(Pil to P14) 

(26) 

(27) 

(28) 
(29) 
(30) 
(31) 

(32) 

(33) 

(34) (PI5) 

(35) (P16) 

(36) (P17) 

(Pie) 

(37) 
(38) 
(39) 
(40) 

1 (42) (Pig) 
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SD DA NA SA 

25) Positive changes that I can realize in the 
market (country of your employment) are 

a) the spread of education reaching larger 
numbers of the population 

b) the people's openness to other cultures 
C) better communication systems 
d) the liberalization of the economy 

26) From your own experience in the market by 
how many times do you believe that the market 
premium potential is as opposed to current 
market volume 

3 times 4567 

27) 1 feel that reasons behind low market volume are 

a) national culture 
b) lack of customers' education 
C) lack of government support 
d) others ... please specify (optional) 

(43) 
(44) 

1 (45) 
1 (465) 

or ..... times (please specify) (47) 

(48) 
(49) 

(50) 
.............. (51) 

....... 

....... 
........... 
........... 

.......... 

.......... 
... 
.......... ....... 

I SECTION V- LEADERSHIP 
-j 

(please circle one response code from 5 to 1) 

SA so Strongly Agree, A= Agree, N- Neutral, 

28) 1 believe (from my cultural values and 
perceptions) that I can make a real contribution 
to the success of this organization 

29) 1 believe (from my cultural background) that my 
work can contribute to the development of the 
market 

30) 1 have a good working relationship with my 
direct subordinate(s) (or superior) because we 
both belong to the same cultural group 

31) 1 have a good working relationship with my 
direct subordinate(s) (or supefior) irrespective 
of our cultural background 

32) My performance results from 

a) Job satisfaction 
b) Self-Motivation (pride etc... 
C) Fulfilling my duty (reason why I am here) 
d) Financial objective solely 

DA n Disagree, SD m Strongly Disagree 

SA AN DA SD 

(P20) 

(52) (P21) 

(53) (P22) 

(54) (P23) 

(P23) 

(P24) 

5 4 3 (56) 

5 4 3 (57) 
5 4 3 (58) 
5 4 3 (59) 
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SA AN DA SD 

33) 1 feel that we should keep learning in order to 
keep acquiring new knowledge 

34) Leaders should understand new market needs 
through continuous learning as they cannot 
only rely on middle management 

35) Participation of managers in decision-making is 
a device of organizational commitment-building 

36) Leaders in our organization are not listening 
enough to those who provide the information 

37) Authority to take decisions is given to me by my 
manager only because we both belong to the 
same cultural group 

38) Top management always review all decisions 
(strategies, policies, procedures etc) prior to 
final commitment 

39) Delegation is very limited in our organization 

(60) (P25) 

(61) (P26) 

(62) (P27 & P28) 

(63) (P27 & P28) 

5 4 3 (64) (P29) 

5 4 3 (65) (P30) 

(66) (P30) 

SECTION VI - ORGANIZATIONAL 

(please circle one response code from 5 to 1) 

SA = Strongly Agree, Az Agree, N- Neutral, DA - Disagree, SD = Strongly Disagree 

SA AN DA SD 

40) From your own feeling of cultural background 
would you be willing to spend 

a) The rest of your career with your 
organization 

b) The rest of your life in the country of your 
current employment 

41) You are willing to put in a great deal of effort 
beyond that normally expected in order to help 
your organization be successful 

42) You are expected to personally invest 
(financial, time ... ) in the work you do in your 
organization 

43) The organization always delivers to you what it 
promised 

44) The organization now is what it had been 
described to you when you first joined 

5 4 3 (67) (P31) 

5 4 3 (68) (P34) 

(69) (P32) 

5 4 3 (70) (P33) 

5 4 3 (71) (P35) 

5 4 3 (72) (P36) 
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SA AN DA SD 

45) Acton plans defining strategies are well set up 
within your organization 

46) Contingency plans, to look after sudden 
change in the environment, are clear and well 
set up within your organization 

47) The rules within your organization should not 
be broken even when the employee thinks it is 
in the best interests of the organization 

48) You do strongly object when the rules of the 
organization are broken by your colleagues 

(73) (P37) 

(74) (P38) 

(75) (P39) 

(76) (P40) 

SECTION VII - STRATEGIC 

(Please circle one response code from 1 to 5) 

SD = Strongly Disagree, DA = Disagree, N= Neutral, A =Agree, SA w Strongly Agree 

SD DA NA SA 

49) Research & Development is a secondary 
(irrelevant) issue in our organization 

50) 1 feel that Research & Development is vital to 

a) create new appropriate practices within 
the organization 

b) create appropriate product (together with 
relevant characteristics) to meet local 
cultural needs 

51) Research and Developments ultimate 
objective is the customer 

52) Upper level management are not pursuing 
organizational research work because of 

a) a lack of new ideas 
b) a lack of funds 

53) 1 believe a separate entity for Research & 
Development within the organization should be 
created to provide a stimulus for innovation 

54) The number of local technicians is still limited 
within the organization 

1 (77) (P41) 

1 (78) (P42) 

1 (79) (P44) 

1 (80) (P43) 

(82) 

1 (83) 

1 (84) (P45) 
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SD DA NA SA 

55) High dependence on internabonal expertise is 
quite apparent in the market 1 2 3 4 5 (85) (P46) 

56) Media is an efficient tool to spread consumers' 
awareness in the market 1 2 3 4 5 (86) (P47) 

57) Media must be backed up by local regulations 
to be efficient for market needs 1 2 3 4 5 (87) 

58) Media is well used by our organization for 
market education 1 2 3 4 5 (88) (P48) 

59) If we take the determinants of International 
Strategic Alliance (ISA) between a National 
Firm (A) and a Multinational Firm (B) in terms 
of knowledge shared and added value, to what 
extent would you believe that (P49. P50 V51) 

a) Firm (A) provides Firm (B) with the following added values 

technology 1 2 3 4 5 (89) 
know-how 1 2 3 4 5 (90) 
financial capabilities 1 2 3 4 5 (91) 
marketing skills 1 2 3 4 5 (92) 

distribution channels 1 2 3 4 5 (93) 

cultural values 1 2 3 4 5 (94) 

organizational practices 1 2 3 4 5 (95) 
brand name 1 2 3 4 5 (96) 
product design 1 2 3 4 5 (97) 

Research & Development 1 2 3 4 5 (98) 

b) Firm (B) provides Firm (A) with the following added 
values 

technology 1 2 3 4 5 (99) 
know-how 1 2 3 4 5 (100) 
financial capabilities 1 2 3 4 5 (101) 
marketing skills 1 2 3 4 5 (102) 

distribution channels 1 2 3 4 5 (103) 

cultural values 1 2 3 4 5 (104) 

organizational practices 1 2 3 4 5 (M) 

brand name 1 2 3 4 5 (106) 
product design 1 2 3 4 5 (107) 

Research & Development 1 2 3 4 5 (108) 

60) Current training programmes are not sufficient 
for cultural needs 1 2 3 4 5 (109) 

61) More specific training programmes (culture 
directed) are necessary to better understand 
local culture 1 2 3 4 5 (110) (P53) 
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SD DA NA SA 

62) More specific training programmes 
(organization oriented) are necessary for 
organizational effectiveness 1 1) (P52) 

SECTION Vill - STRUCTURAL 

(Please circle one response code from 5 to 1) 

SA = Strongly Agree, A= Agree, Nw Neutral, DA - Disagree, SD = Strongly Disagree 

SA AN DA SD 

63) The reward you are now having is what was 
promised to you when you first joined 

64) The financial reward is that you aimed at when 
you first joined this organization 

65) Reward system within your organization 
depends on: 

a) Interpersonal relations regardless of 
cultural background 

b) Persons being from the same cultural 
background 

C) Nationality 
d) A combination of cultural background, 

performance and nationality 

66) Performance guidelines are clear within your 
organization 

67) Current employees' performance within the 
organization is in line with organizational 
objectives 

68) Your organization provides high performance 
bonuses (i. e. fluctuating rewards) 

69) Your organization provides high built-in 
rewards (i. e. intrinsic rewards) 

70) You can freely have informal communication 
with other employees while at work 

71) Communication systems within your 
organization are efficient enough to bring all 
cultural groups together 

(112) (P54) 

(113) (P55) 

(PS6 & P57) 

5 4 3 

5 4 3 
5 4 3 

5 4 3 

5 4 3 (118) (P58) 

5 4 3 (lig) (Pse) 

5 4 3 (120) (P59) 

5 4 3 (121) (P59) 

5 4 3 (122) (P60) 

(123) (P61) 
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SA AN DA SD 

72) High communication systems assist in putting 
the talents available together in a multicultural 
organization 

73) All employees know clearly what to do through 
clear information systems within your 
organization 

74) Effectiv6 information systems are essential to 
the work you do within your organization 
(statistics, outside info, up-dating etc ... ) 

(124) (P60) 

(125) (P62) 

(126) (P63) 

I SECTION IX -OPEN QUESTIONS (OPTIONAL) I 

The intention of the following two questions is to give you the freedom to express your own 
thoughts about this research. I may have left out some other cultural and organizational elements, 
which, from your own point of view, as a present executive or future potential executive, are 
relevant and need to be further discussed. The following questions are optional, thus you may 
abstain if you wish. 

75) From your own experience and feeling, what are the problems that need to be cited and 
highlighted for assessment, discussions and analysis -a brief comment would suffice 

(127) 

76) From your own experience and feeling, would it be possible to improve on commitment to 
both the organization and market within the new prevailing environment, how and what 
should be done to provide the cure (from cultural & organizational point of view) -a brief 
comment would suffice 

(128) 
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NOTE 

Table A-11-1 & Table A-11-2 (figures for the year 1994 only) are included to show 
the premium potential calculation based on the following formula (Figure 2.1, 
derived from Arnold & Quelch - 1998) 

SD x GDPL 
x 100 

GDPD 

Where, 

Q= Total Market Potential 
SD = Sales in Devoloped Markets 
GDPL Gross Domestic Product in Less Developed Country 
GDPD Gross Domestic Product in Developed Country 
100 = Percentage effect to calculate the amount in monetary terms 

In the attached calculation (Table A-11-2), the averages of the three developed 

countries were taken in consideration. 
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TABLE A- 11-1 
STATISTICAL INFORMATIONIPROFILE OF THE ARAB WORLD 
Figures for the year 1994 

DENSITY PENETRATION 
COUNTRY POPULATION GDP GDPICAP GROWTH ANNUAL PREM INCOME PREMIUM PREM EXP AS A 

Millions Billions USD (Real) INFLATION Millions INCOMEICAP PERCENTAGE 
USD % % USO USD of GDPICAP 

Saudi Arabia 17.40 120.20 6,822 -0.5 0.6 674 39 0.56 
Kuwait 1.62 24.20 14.9U 1.8 1.0 161 101 0.67 
Bahrain 0.56 4.84 8,536 2.3 0.9 98 175 2.45 
Clatar 0.60 7.19 11,983 -2.5 0.9 135 226 1.93 
UAE Z10 36.23 17,570 1.0 4.2 606 289 1.68 
Oman 2.10 11.31 5.386 3.5 -0.7 119 57 1.08 

Iraq 19.90 323 16 
Jordan 5.10 6.11 1,198 5.7 3.6 93 19 1.55 
Syria 13.88 44.23 3,187 6.2 9.2 247 Is 0.56 
Lebanon 2.90 8.03 2,770 7.0 6.8 386 133 4.80 

ti ne Pales 
IMM111111111 

Yemen 12.67 17.66 1,390 6.0 70.0 59 5 0.35 
EgYPt 57.85 51.60 892 3.9 8.2 425 8 0.89 
Sudan 28.90 84 94.9 32 1 
Somalia 9.10 

ti Djibou 

LJbya 4.90 25.08 5,118 210 43 0.84 
Tunis 8.80 15.69 1,782 3.4 4.8 257 30 1.70 
Algeria 27.30 40.42 1,481 -0.9 29.0 274 9 0.60 
Morocco 26.59 27.99 1,053 11.5 5.2 688 26 2.50 

jMaurltanla 1 2.21 1- I 

sources The Arab Insurance Group (ARIG) Directory of Insurance Companies in the Arab World (1996). Information 
was provided by 166 companies in the Arab World through the completion of a questionnaire, 
supplemented with information available in company Annual Reports or In the publications of Insurance 
regulatory authorities or Insurance federation. 
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TABLE A-VII-2a 
SUMMARY OF Z VALUES (per sub-divisions) 

Questionnaire Mean Z Value 

CULTURAL 
PII: Groups of same cultural background are friendly towards each other 3.22 1.49 
P2: Difference in Perceptions create animosity 2.68 -5.46 
PI The Arab Organisation expects the managers to do things they are there for 1.67 -18.91 
P4: Managers feel free to be themselves 3.91 10.81 
P& Managers are encouraged to adopt values they find repugnant 3.51 5.46 
P6: Structure based on ýalue and beliefs provides greater conflict 3.97 11.28 
P7: Cultural Homogeneity provides an integrated workplace 3.11 0.08 
P8: Diverse thinking is achieved through workforce cultural diversity 3.71 7.95 
P9: Managers are accepted for their ability not disability 3.49 5.18 
PIO: Unity of efforts between the cultural groups leads to the accomplishment of tasks 3.98 11.71 

ENVIRONMENTAL 
PI 1: Government indifference may have negative effect on market development 2.82 -3.6 
P12: Government reforms may provide important benefits to the market 4.15 13.79 
P13: Government co-ordination with local partners Is crucial 4.12 13.4 
P14: Govemment-Organisation close relations safeguard business Interests 2.74 -4.61 
P15: Use of modern technology Improves productivity 4.64 20.38 
P16: Use of Modem technology improves R&D tasks 4.64 20.38 
PIT: Inflow of Information is crucial for organisational development 4.49 18.41 
P18: Productive Ideas within the organisation to help the insurance Industry are lacking 2.85 -3.27 
P19: Closer relationship with the external environment helps forecast changes 3.96 11.38 
P20ýa) Forecasting helps organisations take an active role In promoting environmental awareness 3.93 10.77 
P20-b) Government is helping spread Insurance awareness 2.81 -3.76 

LEADERSHIP 
P21: Managers consider that their work is important to the organisation 4.34 16.37 
P22: Managers consider that their work is Important to the market 4.02 12.21 
P23-a) Subordinates and managers (of same cultural background) relationship show high satisfaction 2.75 -4-66 
P23-b) Subordinates and managers (irrespective cultural background) relationship show high satisfaction 4.06 12.63 
P24: Job satisfaction reinforces successful performance 3.84 9.64 
P25: Continuous learning helps leader acquire new knowledge 4.81 22.64 
P26: Continuous learning helps leader understand new market needs 4.59 19.69 
P27: Participation of managers of different cultural background Is a commitment building device 4.57 19.47 
P28: Managers of different cultural background are lacking participation which Is 
a device of self-confidence-building 2.85 -3.29 
P29: Delegation is provided on cultural basis 2.85 . 3.29 
P30: Delegation is limited within the organisation 2.68 . 5.56 

ORGANISATIONAL 

P31: Managers are prepared to spend the rest of their lives in the organisation 3.45 4.57 
P32: Managers do care about the performance of the organisation 4.5 18.56 
P33: Personally invest (effort, time, but some Indicated 'not financial") 3.45 4.57 
P34: Managers are prepared to spend the rest of their lives In the country of employment 2.99 -1.47 
P35: Organisations do what they promised to do when first joining 3.47 4.95 
P36: Managers expect the organisation to be the same as when joining 3.23 1.7 
P37: Action plans are well defined In the organisation 3.27 2.31 
P38: Contingency plans are well defined in the organisation 3.02 -0.94 
P39: Managers respect the rules 3.07 0.42 
P40: Managers react when rules are violated 3.58 6.39 
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STRATEGIC 
P41: R&D is non-existent 2.85 -3.29 
P42: R&D is vital for new practices 4.16 13.94 

P43: R&D's ultimate objective is client 4.22 14.57 

P44: R&D creates service cultural needs 4.06 12.71 

P45: Arab Organisations lack local technicians 3.74 8.43 
P46: High dependence on international expertise 4.02 12.24 
P47: Media plays a major role in spreading Insurance awareness 3.88 10.36 
P48: Media is well used in the organisation 2.6 -6.56 
P49: Organisations practices are Influenced by overseas organisations 3.77 8.64 
PSO: International markets forces influince the design of the product 4.07 12.4 
P61: Internationally designed policies are imposed in the GCC 3.99 11.33 
P52: Development training programmes contribute to organisational effectiveness 4.29 15.52 
P63: Culturally directed training programmes help understand local needs 3.84 9.75 

STRUCTURAL 
P64: Managers find the practices of the organisation as expected 3.46 4.69 
P56: Financial rewards are the managers first and foremost objective 3.3 2.65 
P66: Managers' promotion depend only on performance 3.2 1.33 
P57: Cultural considerations are vital for career progress 2.43 -8.7 
P58: Clear organisational objectives improve the managers' performance 3.31 2.71 
P59: Stronger measures for reward Improve the managers' performance 3.26 2.09 
P60: Effective communication skills bring the talents within the organisation together 4.04 12.47 
P61: Adapted communication systems help coordinate between cultural groups 3.63 7.07 
P62: Organisation makes it clear to managers what to do 3.57 6.16 
P63: Flow of information is an invaluable asset to the organisation 4.35 16.52 
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TABLE A-VII-3a 
DECREASING ORDER 80: 20 RULE 

Questionnaire Mean Z Value 

P25: Continuous learning helps leader acquire new knowledge 4.81 22.64 
P16: Use of Modem technology Improves R&D tasks 4.64 20.38 
PIS: Use of modem technology improves productivity 4.64 20.38 
P26: Continuous learning helps leader understand new market needs 4.59 19.69 
P27: Participation of managers of different cultural background is a commitment building device 4.57 19.47 
P32: Managers do care about the performance oi the organisation 4.5 18.56 
P17: Inflow of information is crucial for organisational development 4.49 18.41 
P63: Flow of information is an invaluable asset to the organisation 4.35 16.52 
P21: Managers consider that their work Is Important to the organisation 4.34 16.37 
P52: Development training programmes contribute to organisational effectiveness 4.29 15.52 
P43: R&D's ultimate objective is client 4.22 14.57 
P42: R&D is vital for new practices 4.16 13.94 
P12: Government reforms may provide important benefits to the market 4.15 13.79 

P13: Government co-ordination with local partners is crucial 4.12 13.4 
P44: R&D creates service cultural needs 4.06 12.71 
P23-b) Subordinates and managers (irrespective cultural background) relationship show high satisfaction 4.06 12.63 
P60: Effective communication skills bring the talents within the organisation together 4.04 12.47 
PSO: International markets forces influence the design of the product 4.07 12.4 
P46: High dependence on international expertise 4.02 12.24 
P22: Managers consider that their work is Important to the market 4.02 12.21 
PIO: Unity of efforts between the cultural groups leads to the accomplishment of tasks 3.98 11.71 
P19: Closer relationship with the external environment helps forecast changes 3.96 11.38 
PSI: Internationally designed policies are imposed In the GCC 3.99 11.33 
P6: Structure based on value and beliefs provides greater conflict 3.97 11.28 
P4: Managers feel free to be themselves 3.91 10.81 
P20-a) Forecasting helps organisations take an active role in promoting environmental awareness 3.93 10.77 
P47: Media plays a major role In spreading insurance awareness 3.88 10.36 
P53: Culturally directed training programmes help understand local needs 3.84 9.75 
P24: Job satisfaction reinforces successful performance 3.84 9.64 
P49: Organisations practices are influenced by overseas organisations 3.77 8.64 
P45: Arab Organisation lack local technicians 3.74 8.43 
P8: Diverse thinking is achieved through workforce cultural diversity 3.71 7.95 
P61: Adapted communication systems help coordinate between cultural groups 3.63 7.07 
P40: Managers react when rules are violated 3.58 6.39 
P62: Organisation makes it clear to managers what to do 3.57 6.16 
P& Managers are encouraged to adopt values they find repugnant 3.51 5.46 
P9: Managers are accepted for their ability not disability 3.49 5.18 
P35: Organisations do what they promised to do when first joining 3.47 4.95 
P64: Managers find the practices of the organisation as expected 3.46 4.69 
P33: Personally invest (effort, time, but some indicated 'not financlall 3.45 4.57 
P31: Managers are prepared to spend the rest of their lives In the organisation 3.45 4.57 
P58: Clear organisational objectives Improve the managers' performance 3.31 2.71 
PSS: Financial rewards are the managers first and foremost objective 3.3 2.65 
P37: Action plans are well defined in the organisation 3.27 2.31 
P59: Stronger measures for reward improve the managers' performance 3.26 2.09 
P36: Managers expect the organisation to be the same as when joining 3.23 1.7 
PI: Groups of same cultural background are friendly towards each other 3.22 1.49 
P66: Managers' promotion depend only on performance 3.2 1.33 
P39: Managers respect the rules 3.07 0.42 
P7: Cultural Homogeneity provides an Integrated workplace 3.11 0.08 
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P38: Contingency plans are well defined in the organisation 3.02 -0-94 
P34: Managers are prepared to spend the rest of their lives In the country of employment 2.99 -1.47 
PI 8: Productive Ideas within the organisation to help develop the Insurance Industry are lacking 2.85 -3.27 
P41: R&D is non-existent 2.85 -3.29 
P29: Delegation Is provided on cultural basis 2.85 -3.29 
P28: Managers of different cultural background are lacking participation which is 2.85 -3.29 
a device of self-confidence-building 
PI 1: Government indifference may have negative effect on market development 2.82 -3.6 
P20-b) Government is helping spread insurance awareness 2.81 -3.76 
P14: Govemment-Organisation close relations safeguard business interests 2.74 -4.61 
P23-a) Subordinates and managers (of same cultural backgroUnd) relationship show high satisfaction 2.75 -4.66 
P2: Difference in Perceptions create animosity 2.68 -5.46 
P30: Delegation is limited within the organisation 2.68 -5.56 
P48: Media is well used in the organisation 2.6 -6.56 
P57: Cultural considerations are vital for career progress 2.43 -8.7 
P3: The Arab Organisation expects the managers to do things they are there for 1.67 -18-91 
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TABLE A-VII-2b 
SUMMARY OF Z VALUE (per sub-division) 

Interview Mean Z Value 
CULTURAL 
PI: Role of culture in the organisation 4 3.49 

P5: Employees'values are similar to the organisations' 2.47 -2.45 
P8: There is a strength in cultural diversity 4.31 4 

P9: Managers are treated on merit basis 3.47 1.42 

PI 0: Culture plays a crucial role for the market 3.73 2.45 

ENVIRONMENTAL 
PI 1: Government is closely involved in the insurance industry 2.07 -4 
P13: Government should play a crucial role in the insurance industry 4.47 5.29 

P15: Technology is largely used 3.73 2.49 

P19: Societal changes in the market are apparent 3.6 1.94 

LEADERSHIP 
P25: Training is needed to acquire new knowledge about organisation 3.93 3.23 

P26: Training is needed to acquire new knowledge about market 3.93 3.23 

P29: Delegation is being provided on personal basis 2.13 -3.74 
P30: As leader, I set up everything within the organisation without mid-management Involvement 3.2 0.39 

ORGANISATIONAL 

P31: Managers are prepared to spend the rest of their lives in the organisation 2.73 . 1.42 
P33: Invest personally, all factors combined 2.53 -2-19 
P34: Spend rest of life In the country/market performance 2.53 -2.19 
P35: Organisation are now delivering what they promised when first joining 3.13 0.13 
P37: Action plans are well defined in the organisation 3.73 2.45 
P38: Contingency plans are well defined In the organisation 3.33 0.9 

STRATEGIC 

P41-a) R&D is a secondary issue 1.53 -6.07 
P41-b) R&D is pursued in organisation 2.8 . 1.16 
P44: R&D is vital for market development 4.2 4.26 
P45: Local technicians are limited In the Arab Organisation 4.47 5.29 
P46: High dependence on foreign expertise 4.2 4.26 
P49: Dependence on International markets practices 4.07 3.74 
P52: Training programmes are sufficient 2.2 . 3.49 

STRUCTURAL 
P55: Financial reward Is the most important 4 3.49 
P57: Rewards depend on nationality V7 0.13 
P61: Communication systems within the organisation are efficient 3.93 3.23 
P62: Employees are well informed 3.53 1.68 
P63: Flow of outside Information Is apparent within the organisation 2.93 . 0.65 
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TABLE A-VII-3b 
DECREASING ORDER 80: 20 RULE 

Interview Mean Z Value 

P45: Local technicians are limited in the Arab Organisation 4.47 5.29 

P13: Government should play a crucial role in the insurance industry 4.47 5.29 

P46: High dependence on foreign expertise 4.2 4.26 

P44: R&D is vital for market development 4.2 4.26 

P8: There is a strength in cultural diversity 4.31 4 

P49: Dependence on international markets practices 4.07 3.74 
4 3.49 

P55: Financial reward is the most Important 
PI: Role of culture in the organisation Is crucial 4 3.49 

P61: Communication systems within the organisation are efficient 3.93 3.23 

P26: Training is needed to acquire new knowledge about market 3.93 3.23 

P25: Training Is needed to acquire new knowledge about organisation 3.93 3.23 

P15: Technology is largely used 3.73 2.49 

P37: Action plans are well defined in the organisation 3.73 2.45 

P10: Culture plays a crucial role for the market 3.73 2.45 

P19: Societal changes In the market are apparent 3.6 1.94 

P62: Employees are well informed 3.53 1.68 

P9: Managers are treated on merit basis 3.47 1.42 

P38: Contingency plans are well defined in the organisation 3.33 0.9 

P30: As leader, I set up everything within the organisation without mid-management involvement 3.2 0.39 

P57: Rewards depend on nationality 3.17 0.13 

P35: Organisation are now delivering what they promised when first joining 3.13 0.13 

P63: Flow of outside Information is apparent within the organisation 2.93 -0.65 
P41-b) R&D is pursued in organisation 2.8 . 1.16 

P31: Managers are prepared to spend the rest of their lives in the organisation 2.73 . 1.42 

P34: Spend rest of life In the country/market performance 2.53 -2.19 
P33: Invest personally, all factors combined 2.53 . 2.19 

PS: Employees' values are similar to the organisations' 2.47 -2.45 
P62: Training programmes are sufficient 2.2 . 3.49 

P29: Delegation Is being provided on personal basis 2.13 -3.74 
PI 1: Government Is closely involved in the insurance Industry 2.07 .4 
P411-a) R&D Is a secondary issue 1.53 -6.07 
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TABLE A-VII-1 
Background Information 
QUESTIONNAIRE RESULTS 
DESCRIPTIVE STATISTICS 

Variable N N* Mean Median Std Dev SE Mean Min Max 

CI-Gender 176 0 1.02 1 0.13 0,01 1 2 
C2- Nationality 176 0 1.81 2 0.40 0,03 1 2 
C3- Marital Status 176 0 1,06 1 0,26 0,02 1 3 
C4- Age 176 0 2,41 2 0,55 0,04 1 3 
CS- No of Employees 170 6 103,26 70 99,07 7.60 6. 800 
C6- No of Nationalities 169 7 11,37 8 15.42 1,19 1 160 
C7. Position 173 3 2.55 3 0,56 0,04 1 3 
C8- Years of service In Industry 175 1 20.17 20 9,09 0,69 4 47 
C9- Years of service In Company 174 2 9.80 7,5 8.19 0,62 1 37 
C1 0- Level of Education 175 1 2.37 2 0.54 0,04 1 3 

Issues 

CI Male (1) & Female (2) 
C2 Local (1) & Non-Local (2) 
C3 Married (1), Single (2) & others (3) 
C4 Below 30 (1), Between 30-45 (2) & Over 45 (3) 
CS Number of Employees in the Organization 
C6 Number of Nationalities In the Organization 
C? Position: Junior (1), Middle (2) & Top Management (3) 
CS Years of Service in Insurance 
C9 Years of Service in Organization 
CIO School (1). Graduate (2) & Post-Graduate (3) 
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TABLE A-V11-2 
Cultural 
QUESTIONNAIRE RESULTS 
DESCRIPTIVE STATISTICS/ Z-TEST 
Test of mu w 3.1 vs mu not m 3.1 The assumed sloma - 1.00 

Variable N N* Mean Median Std Dev SE Mean Min Max z 

Cil 168 8 3.84 4.00 1.03 0.08 1.00 5,00 9,58 
C12 171 5 3.80 4.00 0.82 0.06 1,00 5,00 9,17 
C13 168 8 3,45 4.00 1,15 0.09 1.00 5.00 4,57 
C14 169 7 3,61 4.00 0,93 0.07 1.00 5,00 6,62 
C15 167 9 3.22 3,00 1,01 0.08 1,00 5.00 1,49 
cis 169 7 3,11 3,00 1.00 0.08 1,00 5.00 0,08 
C17 168 8 3,97 4,00 0,79 0.06 1.00 5.00 11,28 
cis 171 5 3,71 4,00 0.95 0.07 1.00 5,00 7.95 
C19 168 8 2.68 2,00 1,10 0.08 1,00 5.00 -5,46 
C20 176 0 3,51 4,00 0,93 0,07 1.00 5.00 5.46 
C21 174 2 1.67 1.00 0.88 0,07 1.00 5,00 . 18.91 
C22 173 3 3,48 4.00 1,33 0.10 1.00 5.00 5,00 
C23 176 0 3,91 4.00 0,88 0,07 1.00 5.00 10,81 
C24 175 1 3,49 4,00 1,25 0,09 1.00 5,00 5.18 
C25 176 0 3,98 4,00 0,88 0.07 1.00 5.00 11,71 

The measures 

C1111 It Is satisfying that I should work In this organization because It provides an opportunity for advancement 
C12 It Is satisfying that I should work In this organization because it provides an opportunity for high earnings 
C13 It Is satisfying that I should work In this organization because it provides an opportunity for living In an area that I and my family like 
C14 It Is satisfying that I should work In this organization because it provides an opportunity to develop the Insurance Industry in this country 
C15 It Is satisfying that I should work in this organization because It provides an opportunity to work with people culturally related 

who co-operate with one another 
C16 It is satisfying that I should work In this organization because It provides an opportunity for an attractive cultural environment 
CIT From your own experience of culture synergy would you agree that difference In way of thinking Is a source 

of additional strength in a multicultural team 
Cie From your own experience of culture synergy would you agree that difference In way of thinking Is due to differing cultural backgrounds 
C19 From your own experience of culture synergy would you agree that difference In way of thinking of people 

from different national background leads to difficulties In productive collaboration 
C20 I find that my values and the organization's values are similar 
C21 I was hired to perform only a limited specific assignment4ob (i. e. I am not required to give more than I should) 
C22 I feel I can have higher productivity if I was given the opportunity 
C23 I do have freedom to adopt my own approach to the job 
C24 AM employees, regardless of their nationalities are treated on merit basis within our organization 
C25 Unity of efforts between the various cultural groups helps achieve the organization's tasks 
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TABLE A-V11-3 
Environmental 
QUESTIONNAIRE RESULTS 
DESCRIPTIVE STATISTICS/ Z-TEST 
Test of mu = 3.1 vs mu not = 3.1 The assumed sluma = 1.00 

Variable N N* Mean Median Stcl Dev SE Mean Min Max z 

C26 171 5 2.77 3,00 1,22 0,09 1,00 5,00 -4,37 
C27 172 4 3.73 4,00 0,91 0.07 1.00 5.00 8,22 
C28 170 6 2,82 3.00 I'll 0.09 1.00 5.00 . 3,60 
C29 170 6 2.81 3,00 1110 0.08 1.00 5.00 . 3,76 
C30 168 8 2.74 3.00 1,01 0.08 1,00 5.00 . 4,61 
C31 170 6 2.69 3.00 1.05 0.08 1,00 5.00 . 5,29 
C32 172 4 4,15 4.00 0.98 0.07 1,00 5.00 13,79 
C33 172 4 4,12 4,00 0,94 0.07 2,00 5.00 13,40 
C34 176 0 4,64 5,00 0.64 0.05 2,00 5.00 20,38 
C35 176 0 4,64 5,00 0,60 0.05 2,00 5.00 20.38 
C36 175 1 4,49 5,00 0,64 0,05 2,00 5.00 18,41 
C37 168 8 2,66 2.00 1,04 0.08 1.00 5.00 -5.69 
C38 166 10 2,46 2,00 1.07 0.08 1,00 5.00 . 8,27 
C39 168 8 2,81 3,00 1,04 0,08 1.00 5.00 . 3.77 
C40 169 7 3,08 3,00 1.07 0,08 1.00 5.00 -0,22 
C41 167 9 3.22 3,00 1,18 0.09 1,00 5.00 1.57 
C42 175 1 3,96 4,00 0.75 0,06 1,00 5,00 11.38 
C43 170 6 3,96 4,00 0,76 0,06 1.00 5.00 11,27 
C44 169 7 3.76 4,00 0,80 0.06 1,00 5,00 8,62 
C45 169 7 4,15 4,00 0,67 0.05 2.00 5.00 13,62 
C46 171 5 3,83 4,00 0,83 0.06 1.00 5,00 9.55 

The measures 

C26 The Government Is closely Involved In the Insurance Industry 
C27 The Government Is aware of Importance of Insurance for national economy 
C28 The Government Is taking appropriate measures to Improve market conditions 
C29 The Government Is taking appropriate measures to spread awareness and education 
C30 The Government Is taking appropriate measures to lialse closely with companies 
C31 The Government is taking appropriate measures to encourage publicity 
C32 The Government should play a crucial role (regulatory reforms etc. ) In the service sector (insurance) 
C33 The Government should be more present and co-operate more closely with local companies and local associations 
C34 Use of modem technology helps improve productivity 
C35 Modem technology assists In Insurance Research & Development 
C36 Information coming from the market helps the manager to Innovate 
C37 Top management are not pursuing market research work to develop the market because of a lack of new Ideas 
C38 Top management are not pursuing market research work to develop the market because of a lack of funds 
C39 Top management are not pursuing market research work to develop the market because of a lack of know-how (expertise) 
C40 Top management are not pursuing market research work to develop the market because of a lack of responsiveness from the market 
C41 Top management are not pursuing market research work to develop the market because of a lack of governmental support 
C42 I believe that societal changes (behavior, socio-cultural, economic, political .... ) have taken place In the market over the past 15 years 
C43 Positive changes that I can realise in the market (country of your employment) are the spread of education 

reaching larger numbers of the population 
C44 Positive changes that I can reallse in the market (country of your employment) are the people's openness to other cultures 
C45 Positive changes that I can realise in the market (country of your employment) are better communication systems 
C46 Positive changes that I can realise in the market (country of your employment) are the liberallsation of the economy 
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TABLE A-VII-4 
Leadership 
QUESTIONNAIRE RESULTS 
DESCRIPTIVE STATISTICS/ Z-TEST 
Test of mu = 3.1 vs mu not - 3.1 The assumed siqma m 1.00 

Variable N N* Mean Median Stcl Dev SE Mean Min Max z 

C52 175 1 4,34 4,00 0.76 0,06 1,00 5.00 16,37 
C53 175 1 4,02 4.00 0,79 0,06 2.00 5,00 12,21 
C54 173 3 2,75 3,00 1,28 0.10 1,00 5,00 -4,66 
C55 174 2 4.06 4,00 0.86 0.07 1.00 5,00 12,63 
C56 171 5 4,30 4.00 0.74 0,06 1,00 5.00 15,76 
C57 170 6 4,23 4,00 0,87 0.07 1.00 5,00 14,73 
C58 168 8 4,00 4,00 0,96 0.07 1,00 5.00 11,67 
C59 168 8 2.82 3,00 1.10 0.09 1,00 5.00 -3,61 
C60 176 0 4,81 5,00 0,54 0,04 1,00 5,00 22,64 
C61 175 1 4,59 5,00 0.64 0.05 2.00 5.00 19,69 
C62 175 1 4,57 5,00 0,64 0,05 1,00 5.00 19,47 
C63 175 1 2,85 3.00 1.12 0.09 1,00 5.00 -3,29 
C64 173 3 1,79 2,00 0,89 0.07 1.00 5,00 . 17,28 
C65 173 3 3,85 4,00 0,88 0,07 1,00 5,00 9,86 
C66 175 1 2,68 2.00 1.10 0,08 1,00 5.00 . 5,56 

The measures. 

C52 I believe (from my cultural values and perceptions) that I can make a real conhibutlon to the success of this organization 
C53 I believe (from my cultural background) that my work can contribute to the development of the market 
C54 I have a good working relationship with my direct subordinate(s) (or superior) because we both belong to the same cultural group 
C55 1 have a good working relationship with my direct subordinate(s) (or superior) Irrespective of our cultural background 
C56 My performance results from job satisfaction 
CST My performance results from self-motivation (pride etc. ) 
CS8 My performance results from fulfilling my duty (reason why I am here) 
C59 My performance results from financial objective solely 
C60 I feel that we should keep learning In order to keep acquiring new knowledge 
C61 Leaders should understand new market needs through continuous learning as they cannot only rely on middle management 
C62 Participation of managers in decision-making is a device of organizational commitment-building 
C63 Leaders In our organization are not listening enough to those who provide the Information 
C64 Authority to take decisions Is given to me by my manager only because we both belong to the same cultural group 
C65 Top management always review all decisions (strategies, policies, procedures, etc. ) prior to final commitment 
C66 Delegation Is very limited In our organization 

349 



TABLE A-VII-5 
Organisational 
QUESTIONNAIRE RESULTS 
DESCRIPTIVE STATISTICS/ Z-TEST 
Test of mu = 3.1 vs mu not - 3.1 The assumed slama = 1.00 

Variable N N* Mean Median Std Dev SE Mean Min Max z 

C67 175 1 3.45 4,00 1.17 0.09 1,00 5,00 4.57 
C68 173 3 2.99 3,00 1,31 0,10 1.00 5,00 . 1,47 
C69 175 1 4.50 5,00 0,61 0,05 2,00 5,00 18,56 
C70 174 2 3.45 4,00 1,10 0,08 1,00 5.00 4,67 
C71 175 1 3,47 4,00 1,05 0,08 1.00 5,00 4,95 
C72 175 1 3,23 4,00 1.17 0.09 1.00 5,00 1.70 
C73 175 1 3,27 3,00 1,03 0,08 1,00 5,00 2,31 
C74 175 1 3,03 3.00 1,02 0.08 1.00 5,00 . 0,94 
C75 175 1 3,07 3,00 1,04 0,08 1,00 5,00 -0,42 
C76 175 1 3.58 4,00 1.00 0,08 1,00 5,00 6,39 

The measures, 

C67 From your own feeling of cultural background would you be willing to spend the rest of your career with your organization 
C68 From your own feeling of cultural background would you be willing to spend the rest of your life In the country of your current employment 
C69 You are willing to put it In a great deal of effort beyond that normally expected In order to help your organization be successful 
C70 You are expected to personnally Invest (financial, time ... ) In the work you do In your organization 
C71 The organization always deliver to you what it promised 
C72 The organization now is what it had been described to you when you first joined 
CT3 Action plans defining strategies are well set up within your organization 
C74 Contingency plans, to look after sudden change In the environment, are clear and well set up within your organization 
C75 The rules within your organization should not be broken even when the employee thinks It Is In the best Interest of the organization 
C76 You do strongly object when the rules of the organization are broken by your colleagues 
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TABLE A-VII-6 
Strat"Ic 
QUESTIONNAIRE RESULTS 
DESCRIPTIVE STATISTICS/ Z-TEST 
Test of mu a 3.1 vs mu not a 3.1 The assumod slama m 1.00 

Variable N N* Mean Median Std Dev SE Mean Min Max z 

C77 175 1 2.85 3,00 1,14 0.09 1,00 5,00 -3,29 
CTS 172 4 4.16 4,00 0.72 0,06 1.00 5,00 13.94 
C79 170 6 4.22 4,00 0,79 0.06 1,00 5,00 14,57 
coo 174 2 4.06 4.00 0,91 0,07 1,00 5,00 12,71 
Call 171 5 2,71 2. DO 1,17 0,09 1.00 5,00 -5,05 
C82 170 6 2,26 2,00 1,02 0.08 1,00 5,00 . 10.97 
CS3 172 4 3,83 4,00 0,95 0,07 1,00 5.00 9.52 
C84 175 1 3,74 4.00 1,08 0,08 1.00 5.00 8.43 
CBS 176 0 4,02 4,00 0,92 0,07 2.00 5.00 12.24 
C86 176 0 3,88 4.00 0,95 0.07 100 5,00 10,36 
CST 174 2 3,93 4.00 0,79 0.06 2,00 5.00 10,89 
CBS 173 3 2,60 2,00 1.02 0.08 1.00 5,00 . 6,56 
C89 163 '13 2.29 2,00 1.03 0,08 1.00 5,00 40,36 
C90 163 13 2,66 2.00 1.08 0.08 1,00 5.00 -5.58 
C91 164 12 3,02 3,00 1,08 0108 0.00 5.00 4.05 
C92 162 14 3,00 3,00 1,09 0.09 1,00 6,00 . 1,27 
C93 165 11 3.58 4,00 0,94 0,07 1.00 5,00 6111 
C94 164 12 3.60 4,00 0,92 0,07 1,00 5.00 6,37 
C95 163 13 2,85 3.00 0.97 0.08 1,00 5.00 . 3.23 
C96 164 12 3.00 3,00 1.03 0.08 1,00 5.00 4,28 
C97 163 13 2.66 3.00 0,98 0.08 1100 5.00 -5.58 
C98 164 12 2,62 3.00 1110 0.09 1.00 5,00 . 6,12 
C99 163 13 4.12 4.00 0,78 0.06 1.00 5100 12,98 
Cloo 164 12 4.09 4,00 0,80 0.06 1.00 5.00 12.70 
Clol 161 15 3,43 4,00 0.96 0,08 1.00 5,00 4,25 
C102 162 14 3.72 4.00 0,87 0.07 1,00 5,00 7,84 
C103 163 13 3,09 3,00 l. 14 0,09 0.00 5100 -0.10 
C104 163 13 2.95 3,00 0,99 0,08 1'00 5,00 4,90 
Clos 164 12 3,77 4,00 0.85 0,07 1,00 5.00 8.64 
C106 162 14 3,65 4, DO 0,98 0.08 1,00 5.00 7.06 
CIOT 163 13 3,99 4,00 0,78 0,06 1100 5.00 11.33 
clog 162 U 4,07 4.00 0,89 0.07 '1100 5.00 12.40 
clog 173 3 3,58 4,00 1,02 0108 1,00 5.00 6.35 
Clio 174 2 3,84 4.00 0.90 0,07 1,00 5,00 9,75 
Cill 171 5 4.29 4,00 0,66 0,05 1'00 5,00 15.52 

The measures (Table A-6 - Strategic I questionnaire_ 

CTT Research & Development Is a secondary Qrrelevant) Issue In our organization 
C78 1 feel that Research & Development Is vital to create now appropriate practices within the organization 
C79 I feel that Research & Development Is vital to create appropriate product (together with relevant characteristics) to meet local cultural needs 
C80 Research & Developmenra ultimate objective Is the customer 
Cell Upper level management are not pursuing organizational research work because of a lack of now Ideas 
C82 Upper level management are not pursuing organizational research work because of a lack of funds 
C83 I believe a separate entity for Research & Development within the organization should be created to provide a stimulus for Innovation 
C84 The number of local technicians is still limited within the organization 
C85 High dependence on international expertiss Is quite apparent In the market 
C86 Media Is an efficient tool to spread consumere awareness In the market 
C87 Media must be backed up by local regulations to be efficient for market needs 
Ces Media Is well used by our organization for market education 

N we take the determinants of Infamational Strategic Alliance (ISA) between a National Firm (A) and a Multinational Firm (B) 
in terms of knowledge shared and added value, to what extent would you believe that 

C89 Firm (A) provides Firm (B) with the technology 
C90 Firm (A) provides Firm (8) with the know-how 
C91 Firm (A) provides Firm (B) with the financial capabilities 
C92 Finn (A) provides Firm (B) with the marketing skills 
C93 Firm (A) provides Firm (B) with the distribution channels 
C94 Firm (A) provides Firm (B) with the Cultural values 
C95 Firm (A) provides Firm (B) with the organizational practices 
C96 Firm (A) provides Firm (B) with the brand name 
C97 Firm (A) provides Finn (B) with the product design 
Cgs Firm (A) provides Firm (B) with the Research 8, Development 
C99 Firm (B) provides Firm (A) with the technology 
Cloo Firm (8) provides Firm (A) with the know-how 
Clol Firm (B) provides Firm (A) with the financial capabilities 
C102 Firm (8) provides Firm (A) with the marketing skills 
C103 Firm (B) provides Firm (A) with the distribution channels 
C104 Finn (B) provides Firm (A) with the cultural values 
CIOS Firm (8) provides Firm (A) with the organizational practices 
C106 Finn (B) provides Firm (A) with the brand name 
CIOT Firm (B) provides Firm (A) with the product design 
CIO$ Firm (B) provides Firm (A) with the Research & Development 
C109 Current training programmes are not sulliclent for cultural needs 
Clio More speafic training programmes (culture directed) are necessary to better understand local culture 
CII, More specific training programmes (organization oriented) are necessary for organizational effectiveness 
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TABLE A-V11-7 
Structural 
QUESTIONNAIRE RESULTS 
DESCRIPTIVE STATISTICS/ Z-TEST+A73 
Test of mu = 3.1 vs mu not = 3. j The assumed sIgma = 1.00 

Variable N N* Mean Median Stcl Dev SE Mean Min Max z 

C112 173 3 3.46 4,00 1,15 0,09 1.00 5,00 4,69 
CI 13 172 4 3,30 4.00 1.10 0,08 1,00 5,00 2,65 
CI 14 168 8 3.20 3,00 1.19 0.09 1.00 5,00 1,33 
C115 168 8 2.43 2,00 0,98 0,08 1,00 5,00 -8,70 
C116 167 9 2.66 2,00 1.13 0.09 1.00 5,00 -5,70 
ClIT 171 5 3,25 3,00 1.06 0,08 1.00 5,00 1,98 
C118 173 3 3,31 4.00 1.03 0,08 1,00 5.00 2.71 
C1119 174 2 3.34 4,00 0,96 O, OT 1,00 5,00 3.15 
C120 174 2 3.26 4.00 1,05 0,08 1.00 5,00 2,09 
C121 IT2 4 2.92 3,00 0,97 0,07 1,00 5,00 -2,30 
C122 175 1 4,05 4,00 0,78 0,06 1.00 5.00 12,59 
C123 175 1 3,63 4.00 0.95 0.07 1,00 5.00 7,07 
C124 176 0 4,04 4.00 0,76 0,06 1,00 5.00 12,47 
C125 1T5 1 3,57 4.00 0,93 0,07 1,00 5,00 6.16 
C126 1T5 1 4,35 4,00 0,66 0,05 2.00 5,00 16,52 

The measures 

C1 12 The reward you are now having Is what was promised to you when you first joined 
C113 The financial reward is that you aimed at when you first joined this organization 
C114 Reward system within your organization depends on Interpersonal relations regardless of cultural background 
C115 Reward system within your organization depends on persons being from the same cultural background 
C116 Reward system within your organization depends on nationality 
C117 Reward system within your organization depends on a combination of cultural background, performance and nationality 
C118 Performance guidelines are clear within your organization 
C119 Current employees' performance within the organization is In line with organizational objectives 
C120 Your organization provides high performance bonuses (i. e. fluctuating rewards) 
C121 Your organization provides high built-in rewards(l. e. Intrinsic rewards) 
C122 You can freely have Informal communication with other employees while at work 
C123 Communication systems within your organization are efficient enough to bring all cultural groups together 
C124 High communication systems assist In putting the talents available together In a multicultural organization 
C125 All employees know clearly what to do through clear Information systems within your organization 
C126 Effective Information systems are essential to the work you do within the organization (statistics, outside Info, up-dating etc 
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TABLE A-V111-8 
Environmental 
QUESTIONNAIRE RESULTS 
DESCRIPTIVE STATISTICS 
Market Potential 

Variable N N* Mean Median Std Dev SE Mean Min Max 

C47- Market Potential 154 22 3,88 4 1,85 0,15 1 10 

TABLE A-V111-9 
Environmental 
QUESTIONNAIRE RESULTS 
Reasons Behind Low Market Volume 
DESCRIPTWE STATISTICS Z Test 
Test of mu = 3.1 vs mu not 3.1 The assumed slqma a 1.00 

Variable N N* Mean Median SIA Dev SE Mean Min Max z 

C48- Culture 167 9 3,71 4 0.96 0,07 1 5 7,92 
C49- Education 168 8 4,00 4 0.87 0.07 0 5 11,67 
C50- Government Support 165 11 3,43 3 1,00 0.08 1 5 4,24 

TABLE A-V111-10 
Environmental 
QUESTIONNAIRE RESULTS 
DATA ANALYSIS 
Other Reasons Behind Low Market Volume 

Variable Reasons N Code 
(to use In this research) 

1 
2 
3 
4 
5 
6 

C51 -Open Religious Constraints and Beliefs 
Irresponsible Competition I Low Rating 
Lack of Marketing Efforts & Qualified Personnel 
Lack of Government Regulations & Legislation 
Economics & Low Disposable Income 
Lack of Service Awareness 

is 21,34 
15 21.34 
13 18,57 
11 15,71 
10 14,29 
6 8,57 

70 100 
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TABLE A-V11-1 I 
Structural 
INTERVIEW RESULTS 
DESCRIPTIVE STATISTICS Z TEST 
Test of mu = 3.1 vs mu not 3.1. the assumed sloma - 1.00 

VARIABLE N MEAN MEDIAN ST DEV SE MEAN MIN MAX z 

clool 15 3,13 3,00 0.92 0,24 2.00 4,00 0,13 
C1002 is 4,00 4,00 0.54 0.14 3,00 5,00 3,49 
Cl 003 15 3,93 4,00 0,26 0.07 3,00 4,00 3.23 
C1004 15 2,93 3,00 1,03 0,27 1,00 5,00 -0,65 
C1005 15 3,53 4,00 0,74 0,19 2,00 5,00 1,68 
C1006 is 2.13 2.00 0,35 0.09 2,00 3.00 -3,74 
C1007 15 2,27 2.00 0,46 0.12 2,00 3.00 -3,23 

The measures 

C10011 Reward systems depend on nationality 
C1 002 Financial Reward Is the most Important of all rewards 
C1 003 Communication systems are efficient within the organization 
C1004 Flow of outside info is apparent within the organization 
C1005 Adi employees at all levels are well informed 
C1006 Media is well used in the market 
C1007 Media is well used in the organization 
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TABLE A-VII-12 
Strategic 
INTERVIEW RESULTS 
DESCRIPTIVE STATISTICS IZ TEST 
Test of mu m 3.1 vs mu not = 3.1. the assumed sloma = 1.00 

VARIABLE N MEAN MEDIAN ST DEV SE MEAN MIN MAX z 

clooll 15 1,53 2,00 0.52 0,13 1,00 2.00 -6,07 
C1009 is 2,80 3,00 0.86 0,22 2,00 4,00 . 1,16 
clolo 15 4.20 4,00 0,68 0,18 3.00 5.00 4,26 
cloll 15 4,47 5.00 0.64 0.17 3,00 5,00 5,29 
C1012 is 4.20 4,00 0,56 0.15 3,00 5,00 4,26 
C1013 15 4.07 4,00 0,46 0.12 3.00 5.00 3,74 
C1014 15 2,20 2.00 0,94 0,24 1,00 4,00 -3,49 

The measures 

C1008 Research & Development Is a secondary Issue 
C1009 Research & Development Is being pursued within the organization 
C1010 Research & Development Is vital for market development 
C10111 Local Technicians are limited In number within the organization 
C1012 The organization Is highly dependent on foreign expertise 
C1013 The organization Is highly dependent on International market 
C1014 Training programmes are sufficient within the organization 
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TABLE A-VII-13 
Organizational 
INTERVIEW RESULTS 
DESCRIPTIVE STATISTICS IZ TEST 
Test of mu = 3.1 vs mu not = 3.1. the assumed slqma = 1.00 

VARIABLE N MEAN MEDIAN ST DEV SE MEAN MIN MAX z 

clols 15 2.53 2.00 0.92 0,24 1,00 4,00 -2.19 
C1016 15 2,73 3,00 0.70 0,18 2.00 4,00 -1.42 
C1017 15 2.53 2.00 0,92 0.24 2.00 5,00 -2,19 
C1018 15 3.73 4.00 0.59 0,15 2,00 4,00 2,45 
C1019 15 3.33 3,00 0.72 0.19 2,00 4.00 0,90 
C1020 15 3.13 3,00 0.83 0,22 1.00 4.00 0,13 

The measures 

C110115 I am prepared to spend the rest of my life in this market 
C1016 I am prepared to spend the rest of my life in this organization 
C1017 I am prepared to Invest personally In the work I am doing 
C1018 Action plans are well defined within the organization 
C1019 Contingency plans are well defined within the organization 
C1020 The organization Is now delivering what it promised when I first joined 
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TABLE A-VII-14 
Leadership 
INTERVIEW RESULTS 
DESCRIPTIVE STATISTICS IZ TEST 
Test of mu = 3.1 vs mu not w 3.1. the assumed siqma = 1.00 

VARIABLE N MEAN MEDIAN ST DEV SE MEAN MIN MAX z 

C1021 15 3,53 4,00 0,52 0,13 3.00 4,00 1,68 
C1022 15 3.93 4,00 0,96 0,25 2.00 5.00 3,23 
C1023 15 2,47 2,00 0,92 0,24 1,00 4,00 -2.45 
C1024 15 2,80 3.00 0,68 0.18 2,00 4,00 -1,16 
C1025 15 3.20 3.00 1.01 0.26 2.00 5.00 0,39 
C1026 15 2,13 2.00 0.74 0.19 1.00 4,00 -3,74 

The measures 

C1021 Relationships within the organization are dependent on culture 
C1022 I am prepared to accept further training to acquire new knowiedge 
C1023 I am aware of market needs without efforts 
C1024 Delegation within the organization is apparent 
C1025 As a leader I set-up everything Within the organization without mid management Involvement 
C1026 Delegation of authority Is being provided on personal basis (same cultural group) 
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TABLE ANIM 5 
Cultural 
INTERVIEW RESULTS 
DESCRIPTIVE STATISTICS IZ TEST 
Test of mu = 3.1 vs mu not = 3.1. the assumed sluma = 1.00 

VARIABLE N MEAN MEDIAN ST DEV SE MEAN MIN MAX z 

C1027 15 4.00 4.00 0.93 0,24 2,00 5.00 3.49 
C1028 15 3,73 4.00 0,80 0.21 2,00 5.00 2,45 
C1029 15 2,47 2.00 0.74 0.19 2,00 4,00 -2,45 
C1030 15 3,93 4,00 1,03 0,27 1.00 5,00 3,23 
C1031 15 4.13 4.00 0.64 0.17 3, OD 5,00 4,00 
C1032 15 3,47 4.00 0,99 0,26 2.00 5,00 1.42 

The measures 

C1027 Culture plays a crucial role within the organization 
C1028 Culture plays a crucial role within the market 
C1029 Employees' values are similar to the organizations values 
C1030 Employees' motivation to work In this organization Is purely financial 
C1031 There Is a strength In cultural diversity 
C1032 Employees are treated on merit basis 
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TABLE A-VII-16 
EnvIronmental 
INTERVIEW RESULTS 
DESCRIPTIVE STATISTICS IZ TEST 
Test of mu m 3.1 vs mu not m 3.1. the assumed slqma = 1.00 

VARIABLE N MEAN MEDIAN ST DEV SE MEAN MIN MAX z 

C1033 15 2,07 2,00 0,80 0,21 1,00 4,00 -4,00 
C1034 Is 4,47 5,00 0.83 0.22 2,00 5.00 5,29 
C1035 15 3,73 4,00 0,59 0.15 3,00 5,00 2,45 
C1036 15 3.60 4,00 0.83 0,21 2,00 5,00 1.94 

The measures 

C1033 Government is closely involved 
C1034 Government should playa crucial role in the industry 
C1035 Hi-Tech is largely used within the organization 
C1036 Societal changes in the market are apparent 
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TABLE A-V111-17 
Environmental (Market Potential & Reasons behind Low Market Value) 
INTERVIEW RESULTS 
DESCRIPTIVE STATISTICS Z TEST 
Test of mu = 3.1 vs mu not 3.1. the assumed sl-qma = 1.00 

VARIABLE N MEAN MEDIAN ST DEV SE MEAN MIN MAX 

C1037 15 2,87 3.00 0,83 0,22 2.00 5,00 
C1038 15 2,47 1.00 2.10 0.54 1,00 6,00 

Interpretation 

C1037 Premium Potential represents 2.87 71mes I. e. nearly 3 times the current market volume 
C1038 Reasons behind this low market volume 

N % Reasons Code (as used under table A-1 0) 

8 53% Religions constraints & beliefs 1 
3 20% Lack of Service awareness 6 
3 20% Irresponsible competition /Low rating 2 
1 7% Economic & Low disposable Income 5 

15 ROM. 
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