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Abstract

The following workshop tries to reach a better amore balanced understanding of the
often quoted “low work motivation” or “rentier megiity” of Gulf nationals. While the
academic literature shies away from these cultrsdinsitive topics, leaving them to
“business guides,” the workshop assumes that thens for many motivational labour
force problems are neither cultural nor religidnstead, there are structural impediments
stemming from the mixture of different businesditians and an extremely rapid and
unbalanced growth process. In most cases, the tsesuke underestimated and
underutilized human resources and employees whonateencouraged to assume
ownership and do not receive enough trust and ressipitity. The workshop, therefore,
will try to tackle the issue of low work motivatidrom the perspective of modern labour
psychology and theories of organisational behavamg project management, as well as
the growing issues of youth unemployment and tlgenir "localisation™ programs that



various GCC countries have adopted in order totergds and their consequences on
private sector costs and productivity. It will alsaderline the cultural and religious
specificities of the region and their potentiakithieve a better and more balanced work
motivation than the West has developed duringdkedecades.

Description and Rationale

Background

A lot has been published recently about the effoftgovernments in the Gulf States to
nationalise their labour force. While the UnitedaArEmirates (UAE), Qatar and Kuwait
can continue to rely on foreign workers for thermfeture given their small populations
of locals, the more populous Gulf States have t&l¢athis issue urgently and take the
issue of employment, especially private sectorleympent, of their nationals, seriously.
Massive investments into education, attracting camgs, institutes and organizations to
the Gulf region, and policies which facilitate ist@ents are just one side of the coin.
Central to most employment policies are quotas @nohibitions, which oblige
companies to employ more Gulf nationals but arerofircumvented.

The use of market mechanisms (as in Bahrain andnpPragher than of binding quotas
and prohibitions might be a step in the right ditec However, treating these topics
from the quantitative perspective of policy anatysend economics alone is not
sufficient. There is also the more qualitative dioes what do employees expect from
their work and what role does work play in theireb? Most literature alludes to low
work motivation and low efficiency but without fber developing on these topics.
Obviously, researchers shy away from making juddmahout putative cultural reasons
for this — and rightly so. Abroad, Gulf national®nk as diligently as their colleagues
from other countries and integrate smoothly in wemkironments.

Workshop goals

This workshop, therefore, tries to shed light oratmesearchers often do away with as
“low work motivation of Gulf nationals” or “rentiementality.” Rather than assuming

often unpronounced cultural or even religious cbods, this workshops aims to

investigate structural impediments to higher woffeaiveness and work motivation

which may have been caused by the rapid and oftgrorted development within the

Gulf region. While some traditions of the regionvéaremained, others have been
imported and grafted on existing practices. Ofthese patchworks of practices are at
odds: They cause miscommunication, confusion, osstdelays and, ultimately, lower

efficiency and work motivation. The following semi illustrates how this situation can

lead to massive inefficiency, while at the sameetohescribing the most important topics
of the workshop.

Topics: Work motivation — a multifaceted problem

Business guides and studies criticize the concegoriraf many functions in the hand of a
few Gulf nationals which makes it impossible foretth to concentrate on and to
personally supervise one company or project. Onother hand, there is mistrust with
regard to employees and a resulting tendency toom@&nage from above and to strictly



control every decision in a company or institutidrhe latter tendency requires an
executive who is an expert of both content and gsses in his or her institution and
within reach for the employees. If his or her wodd makes this impossible, the
executive tends to rely on second-hand opinionsiléithis is not per se problematic, it
appears that these second-hand opinions often ¢mme people who are either not
specialists or are afraid of giving their true apm In this regard, it is important to point
to the fact that the specialists or managers @enommigrants who are in a position of
insecurity: They fear to lose their visa in caseytbomplain or propose comprehensive
changes: If they are asked for their opinion, they most likely to portray a situation
better than it is. The consequences of such a gso@ee wrong, too cautious and often
hesitant decisions. A project may be delayed oewealt down to ultimate ineffectiveness.

This last tendency is aggravated by the strengtbptiown and the weakness of bottom-
up processes. It seems that an innovative appmacteative solutions to problems from
lower levels of an institution go unnoticed by exi@es because there are few
institutionalized bottom-up channels of informatiamd advice. Studies found Gulf
companies and institutions to be highly centralizedwer management levels or just
normal employees tend to have to just carry oueisrd\evertheless, there is an immense
fear of being held responsible in case mistakepém@pTheir task, hence, comes down to
the squaring of the circle: While employees areina position to choose the means to
implement a project, they might be held personadigponsible for a failure. Such a
situation causes fear, precludes ownership, andtaidy keeps work motivation low.

What is more, the top-down processes are often edably incomplete briefings which
leave the subordinate with unclear tasks and neilpidity to clarify his or her questions,
because of a lack of bottom-up mechanisms. On thtevational level, it is crucial that
lower management levels also have responsibilisides a certain degree of liberty and
constant and qualified feedback from his or hemtead superior. Mistakes are partly
inevitable and even necessary for learning and t@be regarded as such. Furthermore,
the personal feedback, be it positive or negatigflects the recognition of one’s work
and cannot be replaced by financial benefits. Aified feedback would ultimately also
lead to the trust which is the prerequisite foredeting tasks and decisions. Personal
feedback costs time rather than money and in tig tBe latter may sometimes be spent
more easily than the former. However, as Stephe@dvey put it, “treat a man as he is
and he will remain as he is. Treat a man as hewdrshould be and he will become as he
can and should be.” Hence, an immaterial rewardh sas feedback, also encourages
employees to seek for immaterial rewards. The pailstulfilment by achieving goals
appears to be within reach, which ultimately lowtesimportance of material benefits.

Another aspect which lowers work motivation is fhace value of secrecy even if there
are no obvious reasons to keep something secréd. sBerecy seems to be part of a
notion of professionality, which reflects militanorms and is quite widespread in the
Gulf region: Professionality does not seem to bépuu oriented but defined by
formalities. The strict respect of hierarchies afiscretion often seem to replace the
interest in content. More often than not, this segrcauses fear among the employees
and miscommunication. Both lead to delays, undépmance and outputs which could



have been achieved more efficiently had the autifoa piece of work been better
informed, not to speak of the frustration of unimfied employees. Not having been
informed about important events inevitably causésehlng of not being valued enough.
Apart from inefficiency, there lies a double riskthvunnecessary secrecy. If only the
head of the information department or the CEO speslout a company or another
institution, the information-seeker will not speaikh the specialists of the topic he is
interested in but with a generalist. As a consegegthe company or institution appears
to be less professional than it could have appdayeallowing the “specialist” employee
to speak. What is more, the “real specialist” icoanpany or institution is deprived of the
satisfaction to speak about his or her work in guahd to gain recognition from this.
Secondly, any secrecy provokes the image that thesemething to hide — in times after
9/11, the suspicion provoked will most likely beeanf links to Islamic terrorism.

Potential remedies: A comprehensive approach

This short and incomplete account has demonstthtgdhe problem of work motivation

is at least partly a result of several intertwiretumstances. Hence, these problems
have to be addressed simultaneously. Even if ygnaduates have taken classes such as
“organisational behaviour” or “leadership” they \ehcounter problems when trying to
apply their knowledge in a strictly hierarchicalngeany. Even good and responsive
leaders will fail if they hold too many positions.

On the other hand, there lies a huge chance in aoctinbalanced situation: In times
when the West suffers from massive psychologicalkwelated problems, developing

countries still have an opportunity to learn fronede mistakes and to channel work
motivation into a healthier direction. Here, retigj both as a spiritual dimension of life

but also as a guarantor of rest periods, can pfasdive role.

Anticipated Papers

Case studies of companies and institutions in the U@ region which focus on
leadership, ownership and work motivation problems

The way in which different business traditions aexpectations can cause mutual
impediments and high costs is best illustrateddsecstudies and examples.

Empirical studies of work motivation in the Gulf

While many Westerners assume that personal fulfitrtte'ough work does not play a big
role for Gulf nationals, the few data sources weehg.g., world value survey) suggest
the opposite. Therefore, there is a need for mooeotigh empirical studies about what
especially young graduates really expect from tjodis.

Successful role models for good and less hierarchiccompany structures

Business culture is widely held to be a huge probie the Gulf region. Both success
stories and unsuccessful attempts can demonswatediorms can become role models,
and the difficulties reformers face. Papers mayerrdb governments, government
institutions, and companies. While this section| veibain encourage case studies,
theoretical models are welcome too.



Roots of “low work motivation” in education and remedies

The educational systems in the Gulf are markechbygbvernment’s attempt to bring the
best education possible to their population. Howewehile there might be many
prestigious universities, teaching based on meingris still widespread. This practice
fails to encourage autonomous and critical thinkamgong the students. Nevertheless,
autonomous and critical thinking are prerequisias future employees who assume
ownership and ultimately leadership.

Islam and its relevance for modern leadership as Wleas for a better work-life
balance

Islam, like other religions, provides believerstwd spiritual dimension in life which
goes beyond all mundane matters. In the Weststirtual dimension has widely been
replaced by work and career. The results are psygival difficulties once problems at
work arise. The Islamic world, where religion plays undoubtedly bigger role than in
the West, may still be able to avoid this painfaetalir. Religion does not only provide
spiritual guidance but stipulates breaks for prajest and enjoyment and can therefore
be an important tool to keep work motivation health

Possibilities for new policy approaches, e.g., leming from other countries

While the problems mentioned earlier are mosthpf@ms of companies and institutions,
policy measures can nevertheless support reforme. stope of such measures could
range from improving visa security for foreign whitcollar workers, installing
committees, founding academies or educational progres or awarding companies with
the most satisfied employees.

Gender differences in work motivation

Anecdotal evidence has it that women in the Gulf lamore diligent than men. While
educational statistics of all Gulf countries prdhis, employment statistics do not reflect
the higher number of women gaining university degreNevertheless, gender specific
approaches towards work motivation may yield aarggting basis for future policies.

Cultural differences between locals and immigrant werkers

The import of labour and education has contribwieddifferent mechanisms to both the
problematic employment and unemployment of Gulfiamatls today. Websites where
expatriates exchange their views testify to thetiplel clashes and negative mutual
perceptions between locals and expatriate workéasy expatriates seem to take a “grin
and bear it” attitude and do not try to change lasingt They are dependent on their
mostly local sponsors, employers, investors or gowent officials and prefer to keep
silent. Hence, relations between locals and foeigr- if they exist at all — are often
marked by indirectness and untruthfulness and spe@ed mutual learning does not take
place.

Localisation policies, their obstacles and success
The introduction of various forms of "localisatiopblicies to replace foreign workers
has assumed more urgency since the advent of twalled "Arab Spring” and the



growing need to create jobs for nationals, espgctak youth. Despite differences in
population structures and reliance on foreign labouhe GCC countries, all the Gulf
governments are pursuing one form of localisationawother. Papers are invited to
identify the major obstacles in pursuing genuinealsation policies and whether the
private sector of the Gulf has grown used to theelocost foreign labour and is,
therefore, inherently opposed to localisation petic and what further policies
governments can apply to meet national employrokjectives.
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Diversification in the States of the Gulf CoopevatiCouncil. An Evaluation and
Systematic Comparison” she also focused on qu#méteand qualitative research
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