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Abstract
The leadership of nationally and culturally diverse teams is a juxtaposition of the leader’s
awareness of different cultures and the skills essential in successfully managing the diverse team.
The purpose of the study was to explore the lived experiences and leadership skills needed to
manage construction projects with multicultural team members from different countries in the
United Arab Emirates. There is a lack of understanding of the leadership skills needed in the
multinational, multicultural construction environment. A better understanding of different
nationalities and cultures opens the door for improved team communication and effective project
management. The research questions focused on the lived experience of participants who
manage multicultural construction project teams and the perceptions of the leadership skills
helpful when doing so. The study employed semi-structured interviews to gather the rich
experiences of those who serve in construction project management roles. The study’s 10
participants were expatriates representing eight countries working in the United Arab Emirates in
construction project management leadership positions. The team members reporting to the
project leaders represented 19 nationalities. Eight themes emerged from the data analysis,
including (1) Culture Shock, (2) Mindful of Cultural Stereotypes, (3) Clarity in Communication,
(4) Share Similarities and Celebrate Differences, (5) Connect on a Human Level, (6) Bridge the
Language Gap, (7) Recognition Champion, and (8) Cultural Competence. Strong management
skills and effective leadership skills are both essential for a project leader’s success. The
leadership skills identified in this study can help project leaders managing nationally and
culturally diverse teams to develop new skills to complement those which make them successful

as managers.
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Chapter 1: Introduction

Strong management skills and effective leadership skills are essential for a project
manager to be successful. While management skills can be gained through practice and
experience, leadership skills can be learned and developed (Kumar, 2009). Understanding the
leadership skills to manage a nationally and culturally diverse team can help develop the relevant
leadership skills to complement the project managers’ management abilities. An in-depth
understanding of people from other countries working on the same project is a challenge faced
by many project leaders managing multicultural teams (Obikunle, 2002). The team members
varied perspectives can be considered a positive aspect of a project and can be embraced by
project managers to improve project outcomes.

Makilouko (2004) distinguished three types of multicultural project teams. The first one
is a project team consisting of members from different national cultures but working together in
the same country. The second type is a project team in which the members are wholly or partly
dispersed but occasionally meet face-to-face when required. The last type is a project team in
which members communicate only via electronic channels and encounter no face-to-face
interactions. This phenomenological study focused on the first type of multicultural project
team, where people from different national cultures work together in the United Arab Emirates.
The results of this study will: (1) allow those with leadership positions over construction projects
(project managers) to identify and develop the leadership skills which help manage multicultural
work teams efficiently and (2) assist construction company leaders in recruiting qualified project

managers.



Just a few decades ago, the United Arab Emirates was a vast stretch of desert, inhabited
by the proud and resourceful Bedouin tribes, fishing villages, and date farms (Morton, 2016). In
contrast, the present United Arab Emirates features the most modern skylines and unparalleled
luxury, which are an outcome of rapid and expansive development plans financed through oil
wealth beginning in the 1970s and early 1980s (Shihab, 2001). Oil exports have transformed the
country’s society and economy. Since the discovery of oil in the region and the rapid growth of
its economy, the country has relied heavily on migrant labor. Labor migration evolved as the
most effective solution for balancing the region’s labor deficit (Hamza, 2015).

Demographically, the United Arab Emirates attracts people from more than 200
countries, which results in a multicultural workforce of people from many different cultures
(Factsheet, 2020). In 2019, the United Arab Emirates population was approximately 9.8 million
people, of which 90% were expatriates (World Population Review, 2019). Expatriates (people
who live outside of the native country) comprise 95% of the workforce in the United Arab
Emirates (Heritage, 2020). Because of the country’s small population, the United Arab Emirates
continues to be dependent on expatriate labor. The rapid growth in the economy, an increase in
the country’s population, and the rise in infrastructure projects have increased dependence on the
expatriate workforce. These factors have led to nationally diverse work teams in the United
Arab Emirates.

According to Mincks (2016), construction project managers require the skills and
strategies to manage people, time, and resources to build a successful project. In the United
Arab Emirates, the construction sector was a key driver of the nation’s economy and created

employment opportunities because the projects required a large number of workers. Similar to



other major private sectors, expatriates coming in from different countries form the majority of
the construction workforce. Companies in the United Arab Emirates depend on project
managers to run projects. The project managers are responsible for leading a project from its
inception to its completion and are responsible for ensuring the successful completion of projects
within the allotted time and budget constraints while maintaining exceptional standards.

The introductory chapter includes the following sections: a background of the problem,
statement of the problem, the purpose of the study, the significance of the study, research
questions, conceptual framework, definition of terms, assumptions, scope, and delimitations,
limitations, and chapter summary. The chapter begins with the introduction of this
phenomenological study and the background of the problem. The problem statement establishes
the need for phenomenological research to fill a gap in the research literature. The purpose of
this study established a connection between the problem and the goals of the research.

The research questions identified the specific objectives this study would address. The
conceptual framework outlined the preferred approach to achieve this study's purpose by
describing the relevant theories. The significance of the study described the usefulness of the
outcomes of this study to project managers and organizational leaders. In this chapter, the key
terms are defined, assumptions, scope, delimitations are identified, and measures are taken to
enhance this study's dependability and transferability. The introductory chapter is concluded
with a summary and an overview of the next chapter.

Background of the Problem
A study conducted by Hofstede (1983) of employees from 53 countries working in

International Business Machines (IBM) found employees are similar to each other on almost all



dimensions except culture. According to Dulaimi and Hariz (2011), project teams in the United
Arab Emirates consisted of people from different countries with diverse cultural backgrounds.
There are many national cultures and orientations which are distinct and differ from others.
Hofstede (1983) found that hierarchy in management is a long-standing tradition in some
national cultures, and, in some others, hierarchy is not readily accepted. To expand further on
cultural differences, Minkov and Hofstede (2011) identified individuals from the United States
tend to be more individualistic and are different from North Korean individuals, who tend to be
more collectivist.

The International Project Management Association (IPMA) individual competency
baseline identified the need for project leaders to be aware of different leadership styles and
select an appropriate style according to the particular project, team members, and project context
(IPMA, 2015). Depending on the situation, different forms of leadership skills may be adopted
by project managers. Some examples of essential leadership skills for project managers include
motivating and inspiring teams, negotiating, communicating, listening, influencing skills, and
team building (Kumar, 2009). Zaccaro, Rittman, and Marks (2001) noted while managing a
diverse work team in the best possible way is critical to achieving optimum results, teamwork
may result from consensus-building between project managers and team members.

As described within the existing literature by Hofstede (1983) and Minkov and Hofstede
(2011), the difference in the cultural perception of hierarchy by different nationalities may affect
the leadership skills expectations, from both the construction project manager and team members
point of view. Zaccaro et al. (2001) argued specific leadership actions employed in particular

contexts and circumstances could result in group effectiveness. Marquardt and Horvath (2001)



stated while the diverse teams' success depends on the same factors as a domestic or national

team, the multicultural element within teams introduced more variables and greater complexity.

The project managers in the United Arab Emirates were facing more significant challenges

arising from the difference in team members’ nationalities and cultural backgrounds.
Statement of the Problem

The problem is a lack of understanding of the leadership skills needed in the
multinational, multicultural construction environment. Project managers in the United Arab
Emirates face challenges in managing a multicultural workforce diverse in nationality and
ethnicity and paid differently based on the individual’s country of origin for doing similar jobs
(Al-Jenaibi, 2012; Hamza, 2015; Shaban, 2016). A significant portion of the world’s gross
national product is spent on projects, including construction, software development,
telecommunications, and production (Anbari et al., 2009). Projects are often conducted in
multidisciplinary and cross-functional environments, making project management of diverse
teams a relevant and crucial topic of study.

In two multicultural studies by Jang (2017), one an archival study of over 2000 teams and
another experiment involving 83 teams of different compositions, found teams were more
creative when the teams had one or more individuals who acted as a cultural broker. Jang (2017)
further defined a cultural broker as a person who has a relatively more multicultural experience
than others in the group and acts as a bridge between other team members. Project managers
may have to take a cultural broker’s role by acclimating to the team member's different cultures

to facilitate creativity and efficiency. As expanded by Nassif (2017), project leadership played a



vital role in minimizing the outcomes of cultural differences and ensured the project team
worked in harmony to achieve the project goals and jointly contribute to the project’s success.

Tan (2004) raised an important question about the steps taken by organizations to
optimize individual and collective performance to harness the cultural diversity of the employees
from around the world. With multicultural work teams having innovative creativity or conflicts
due to different ideas, identifying project managers’ leadership skills helped manage the team
members, recognize common project goals, and ensure successful project completion (Anbari et
al., 2009). Taking existing literature into consideration, there is a need to identify leadership
skills, which may help project managers in the United Arab Emirates achieve project success by
capitalizing on the diverse knowledge and skills that exist within the team.

Purpose of the Study

The purpose of the study was to explore the lived experiences and leadership skills
needed to manage construction projects with multicultural team members from different
countries in the United Arab Emirates. Liickmanna and Férbera (2016) argued engaging team
members from different national cultures was a significant challenge for project managers with
multicultural team members. Research conducted by Oshinubi (2007) in the southeastern United
States identified nine critical leadership traits which had a direct relationship with team
performance in construction projects. This study addressed the gap in the existing literature for a
specific study of leadership skills required to manage culturally diverse team members from
different nationalities in the United Arab Emirates construction industry.

A study of the United Arab Emirates managers by Barhem, Younies, and Smith (2011)

found cultural skills were valued as an important skill among managers, given the diverse



workforce. The study particularly noted awareness of home country culture and the ability to
comprehend cultural dynamics were the most critical skills managers in the United Arab --
Emirates should possess to be successful. As expanded by Al-Jenaibi (2012), managing
workplace diversity was one of the most prominent challenges organizations face in the United
Arab Emirates.

Since the project managers in the United Arab Emirates have to manage a diverse work
team of people with different ethnicities, customs, and backgrounds, project managers need
specific leadership skills, which will help managers be more productive and efficient. A study
by Bealer and Bhanugopan (2014) found a significant difference in leadership style and
behaviors between local managers from the United Arab Emirates and managers from other
cultures from around the world. Bealer and Bhanugopan (2014) further identified a need to
research the leadership skills to manage a diverse workforce in the United Arab Emirates and the
Middle East region. Salas, Burke, and Cannon-Bowers (2000) noted that companies depended
on diverse teams to complete projects due to an increase in the global environment, which
resulted in needing more perspective guidance, specifically with ways to capitalize on potential
synergy and on advantages the diverse teams offer. This phenomenological study's target
population was current project managers in the United Arab Emirates who had a team of two or
more nationalities.

Significance of the Study

The study’s observations and conclusions will be significant to the project sponsors and

the construction companies to use as a selection criterion for hiring new candidates for project

manager positions. The research identified the leadership skills best suited to manage a



multicultural team from different nationalities efficiently, laying the groundwork for current
United Arab Emirates project managers to develop skills and become better leaders of the
multinational teams. This phenomenological study sets the foundation for further research to be
carried out on a larger sample drawn from a broader cross-section of Middle Eastern countries.

This study included interviews of project managers in the United Arab Emirates with the
expectation of identifying the common leadership skills which help manage a multicultural
workforce. Research on cross-cultural issues concerning multicultural project teams revealed
national culture constituted between 25% and 50% of differences in opinions (Gannon, 1994).
An understanding of the common leadership skills of the project managers may help
organizations develop these skills in current project managers to support and manage teams
efficiently. This study will benefit any industry in which leaders manage multicultural teams
consisting of different nationalities.

Companies with diverse teams will benefit from this study by improving the identified
leadership skills of project managers. According to Henkel, Marion, and Bourdeau (2019), when
project managers identified the skills that help efficiently manage diverse teams, employees felt
more valued due to mutual trust, making project managers better leaders. The significance of
this study to company management is by identifying the common leadership skills, and the
research can provide a path for improvements in organization learning by recommending
development and improvements in leadership skills. The skills identified in this study can help
provide a guideline for effective talent acquisition of project managers for future business needs.
The study builds on existing leadership by providing an understanding of the importance of

leadership skills in organizations which consist of multicultural employees.



Research Questions

The study used a qualitative research approach to understand the construction project
managers' lived experiences in the United Arab Emirates and the leadership skills favorable in
managing multicultural teams. The research questions have been framed to guide the purpose of
this phenomenological study, identifying leadership skills of project managers, which help
manage a multicultural workforce consisting of members from different national cultures.
According to Creswell (2014), the right qualitative questions should invite a process of
exploration and discovery. In addition, Creswell noted research questions narrow the statement
of purpose to specific questions which one seeks to answer. The following research questions
will be used to guide this study:

Research Question 1: What are the lived experiences of construction project managers

when managing multicultural teams in the United Arab Emirates?

Research Question 2: What are the perceptions of construction project managers

regarding leadership skills used in managing multicultural teams in the United Arab

Emirates?

Conceptual Framework

Camp (2001) described a conceptual framework as a structure of what has been learned
to explain best the natural progression of a phenomenon being studied. Grant and Osanloo
(2014) stated, in a research study, conceptual frameworks provide the logical structure of
connected concepts, which help one understand how ideas relate to one another within the
theoretical framework. Sometimes conceptual frameworks are referred to as theoretical

frameworks, but these terms hold distinct meanings in research and cannot be interchanged
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(Grant & Osanloo, 2014). A conceptual framework is a system of concepts, assumptions, and
beliefs which support and guide the research plan.

The importance of a leader’s skills in influencing team performance has been
documented in many research studies on leadership (e.g., Hao & Yazdanifard, 2015;
Madanchian, Hussein, Noordin, & Taherdoost, 2017). Clarke (2012) noted leadership roles,
traits, and styles can differ depending on the situation, resulting in difficulty for project managers
to strategically choose the best option. This study sought to identify the leadership skills which
will help project managers to manage and improve the performance of multicultural teams.

According to Muller and Turner (2010), the effectiveness of a particular style of the
project manager’s leadership was influenced by the diversity within the group and the cultural
climate within which the industry operated. The Lewis cultural class model proposed a three-
category division, which consisted of linear-active, multi-active, and reactive dimensions (Lewis,
2014). The project managers from the United Arab Emirates may belong to any one of the three
cultures and sometimes a blended culture. The team members may represent diverse cultures
based on nationality. ldentifying the common leadership skills which help manage a diverse
workforce can be helpful to project managers, leaders, and organizations.

Geert Hofstede (1983) initially developed the five-dimension model for classifying
national cultures and analyzing work behavior. The five dimensions of culture identified by
Hofstede were power distance, uncertainty avoidance, masculinity vs. femininity, individualism
vs. collectivism, and long-term vs. short-term orientation. Furthermore, Hofstede (2001)
identified several layers of culture in a group or category of people: nation, region, gender,

generation, social class, and organization. For this study of managing multicultural teams, only
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differences in national cultures are taken into consideration.

Hofstede (1983) highlighted managers of a multicultural team comprised of different
cultures were unable to change all team members’ mental programming. In addition, the team
members struggled to work in harmony due to the differences in people’s cultures (Hofstede,
2001). Cultural distances among people caused cultural challenges and conflicts. Based on
respective cultures, people may have different mindsets, perspectives, and styles of functioning.
Since the project managers in the United Arab Emirates manage team members from different
national cultures, project managers need to understand the various national cultures' values to
interpret members' behavior, motivation, and expectations.

Definitions of Terms

This study expands on leadership skills to continue the development of the study of
project managers in the United Arab Emirates. This section explains the terms used which
guided this phenomenological research study. The following definitions are needed to lay the
foundation for this phenomenological research study.

Cultural diversity. Watson, Kumar, and Michaelsen (1993) stated that cultural diversity
refers to a group of persons with ethnic and national differences among members. According to
Connerley and Pedersen (2005), cultural diversity differs from diversity, which relates solely to
demographic and personal attributes.

Expatriate. According to Biemann and Andersen (2010), expatriates are self-initiated
migrants who have temporarily left the country of origin to reside in another country, often for

work-related reasons.
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Leadership skills. Northouse (2016) described leadership skills as the ability to use one’s
knowledge and competencies to accomplish a set of goals and objectives. According to Kumar
(2009), project deliverables were completed to achieve project goals, and project objectives were
performed when the right leadership skills were applied to motivate team members.

Multicultural teams. Earley and Gibson (2002) defined multicultural teams as work
teams with members represented from two or more national cultures.

Project manager. According to Russell, Jaselski, and Lawrence (1997), project
managers are responsible for the project’s overall success, including meeting goals related to
cost, schedule, quality, and safety. In this study, the project managers referred to individuals

holding project management roles and not necessarily project manager titles.

Assumptions

Some assumptions affected the validity of the study. The assumption for this
phenomenological study was the leadership skills of project managers help manage a
multicultural work team efficiently. The study assumed the participants understood the concepts
of leadership skills and project management, as defined in the study. According to Chuang
(2013), leaders in a diverse workplace need to acquire specific leadership skills and knowledge
to be successful. The assumption was effective leadership skills are necessary to manage
multicultural work teams. Another assumption made in this study was participants were truthful
when answering the interview questions and describing perceptions and experiences. Since
participation in this study was voluntary, the assumption was made, the participants would not

object to the information shared becoming public knowledge.
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Scope and Delimitations

Weed (2006) noted delimitations in research arise from the limitations of conscious
exclusions and inclusions to the research study plan. This phenomenological study's scope and
delimitations include the focus on a project manager in the construction sector. This study
focused on identifying the leadership skills of project managers in the United Arab Emirates. A
letter requesting participation was be sent via email to project managers recruiting participants
for this study. Purposeful sampling was used to select 10 participants for this study. Zoom audio
interviews were conducted to identify the perception and experiences of these project managers.

While this study focused on project managers' lived experiences and leadership skills,
which help manage culturally diverse teams, the study did not include nationalities, cultures, or
national cultural dimensions as specific variables, units, or subjects of study (Hofstede, 2001).
This study focused on construction project managers in the United Arab Emirates. The
particular population of construction project managers may have had specific shared experiences.
Project managers from different sectors like the infrastructure project manager or the software
project managers may have had different lived experiences.

According to the PMBOK Guide (2017), all project managers' common objective,
irrespective of the type of industry, is to achieve project completion successfully. As further
explained by the PMBOK Guide (2017), project managers should have a thorough understanding
of ways to apply the tools and techniques of quality project management to achieve success.

This study's delimitations included the project managers selected from the construction industry
in the United Arab Emirates and who participated in the study. The recruitment of project

managers from different construction projects in the United Arab Emirates allowed for the
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availability of qualified participants for this study. The study used project managers from a
specific sector located in the United Arab Emirates; this may limit the transferability of the
findings.
Limitations

Creswell and Creswell (2018) stated the limitations of a study are the potential
weaknesses or problems identified during the research process. Similarly, there are limitations
which may affect the validity and reliability of this study. The first limitation was the potential
inability to interpret data collected from the respondents accurately. This limitation was because
some participants may lack the knowledge or understanding of the concept of leadership skills in
project management. To control the extent of this limitation, the participants were briefly
introduced to the concepts of leadership skills in project management before the interview.

The second limitation was the influence of personal experience on interpreting data due
to prior professional relationships with similar participants. According to Merriam and Tisdell
(2016), previous experiences and biases should be disclosed to the reader, so the reader
understands one’s position in the inquiry process. To overcome this limitation, one must behave
in an unbiased manner while gathering and interpreting the participants’ lived experiences.

The third limitation was due to the study being country-specific to the United Arab
Emirates. The project managers in other countries may have different experiences than the
project managers in the United Arab Emirates. A field test was conducted to enhance the
findings' dependability and transferability, making the necessary revisions before the study

occurred.
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Chapter Summary
This chapter includes the problem statement, background of the problem, the research
questions, information on the research methodology, and set the conceptual framework for this
study. The definitions, assumptions, delimitations, and limitations of this study were reviewed.
The following chapter includes the literature search strategy, conceptual framework, themes, and

a comprehensive review of the literature.



16
Chapter 2: Literature Review

In the United Arab Emirates, the construction sector is a crucial driver of the nation’s
economy and creates employment in projects which require multiple workers (Buckley, Zendel,
Biggar, Frederiksen, & Wells, 2016). Similar to other major private sectors in the United Arab
Emirates, expatriates coming in from different countries form a majority of the construction
workforce. The mass recruitment of migrant workers to meet the growing development and
infrastructure projects in the United Arab Emirates has resulted in a rather unique and unusual
population. Only 10% of the population consists of local Emiratis, and the remaining are
expatriates from different countries (The Economist Intelligence Unit, 2014).

The construction companies, which comprise of highly diverse teams, depend on project
managers to run the projects (Atout, 2014). The construction project manager is responsible for
leading a project from inception to completion (Atout, 2014). The presence of many different
cultures and backgrounds creates numerous challenges for project managers in the construction
sector (Baumann, 2013; Ling, Dulaimi, & Ho, 2012). By learning and acknowledging the
cultural differences in team members, construction project managers can mitigate the increased
cost of project completion (Dulaimi & Hariz, 2011). While general project management
practices are the essential skills of project managers, understanding and managing cross-cultural
factors is imperative for smooth project implementation (Dulaimi & Hariz, 2011). Identifying
project managers' leadership skills to manage a diverse workforce can be beneficial to the
success of construction projects in the United Arab Emirates.

The literature review chapter is focused on literature relevant to the leadership skills of

project managers to manage team members from different nationalities. In this chapter, the
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research review search strategy is explained, followed by the study's conceptual framework and
the review of the literature. The review of literature examines past literature in cultural theories,
models, and leadership theories relevant to project managers overseeing a multicultural team.
The review of literature focused on the United Arab Emirates migrant workforce to help
understand the reason for the diversity in the workforce and the project manager’s leadership
skills, which are relevant to manage a diverse workforce. The literature review is organized as
follows: cultural theories and models, leadership theories, labor migration in the United Arab
Emirates, the leadership skills of project managers, and a summary of the literature review.

Literature Search Strategy

This section provides the strategies and tools used to search for, find, and document
articles relevant to the qualitative phenomenological study of the project manager's leadership
skills to manage team members from different nationalities. American College of Education’s
online library was the primary source for accessing the various online materials relevant to this
study. The research for the literature included various peer-reviewed journals, articles, books,
and other online sources.

The EBSCO host platform was used to retrieve most of the relevant literature for this
research. When full texts were not available on EBSCO, Google Scholar and ERIC were used
for additional resources. A search for articles was conducted using keywords related to
multicultural leadership, phenomenological study, qualitative research, cross-cultural studies,
leadership theories, leadership models, managing diverse teams, cultural challenge, the United
Arab Emirates expatriate population, and leadership skills of project managers. The searches

were limited to peer-reviewed and full-text work.



18
Conceptual Framework

The theoretical, or conceptual framework, is the lens through which one approaches the
study (Creswell, 2014). This section provides an understanding of the conceptual framework
used to guide the research to identify project managers' leadership skills, which can help manage
people from different countries. The Lewis cultural class model was selected as the conceptual
framework for the qualitative phenomenological study. This cultural class model, developed by
Richard Lewis, was based on Edward T. Hall’s concept of monochronic and polychronic cultures
(Gates, Lewis, Bairatchnyi, & Brown, 2009).

The monochronic culture refers to an individual attending to one thing at a time, and the
polychronic culture refers to an individual attending to multiple tasks at the same time (Hall &
Hall, 1990). Lewis expanded the monochronic and polychronic cultures to broader concepts of
linear-active and multi-active cultures (Lewis, 2014). Lewis (2014) added a third new concept of
a reactive culture. Hofstede’s cross-cultural theories influenced the development of the Lewis
model (Lewis, 2014).

The Lewis cultural class model divided people’s leadership traits into three categories
depending on the individual’s nationality (Lewis, 2014). People in the linear-active category
tended to be cool, factual, and decisive planners. People in the multi-active category were warm,
emotional, and impulsive, while people in the reactive category were courteous, accommodating,
and good listeners. The Lewis model was based on data drawn from 50,000 executives
representing 68 different nationalities and 150,000 questionnaires. Data helped develop the
tripartite comparison of cultures according to the country of origin, as represented in Figure 1

(Lewis, 2014).
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Figure 1. Lewis Cultural Class Model. Adapted from “When Cultures Collide: Leading Across
Cultures,” by Richard D. Lewis (2014), Boston, MA: Nicholas Brealey Publishing, Copyright
2011 by Richard D. Lewis.

Project managers in the United Arab Emirates manage and lead people from different
countries (Nassif, 2017). Individuals deviate from the national type depending on the work
situation (Lassiter, Norasakkunkit, Shuman, & Toivonen, 2018). For example, engineers tend to
be more linear, and doctors tend to be more reactive irrespective of nationality. The mind map in

Figure 2 illustrates an example of a project manager’s hierarchy with team members from

different cultural dimensions as per the Lewis model (Lewis, 2014).
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Figure 2. Mind Map of a Project Manager’s hierarchy with team members from different cultural
dimensions in the United Arab Emirates as per the Lewis model (Lewis, 2014).

The cultural types model was developed as a practical and visual way to help understand
the causes and consequences of different cultural dynamics across the world and its impact on
business efficiency and profitability (Lewis, 2014). The unique expatriate population in the
United Arab Emirates includes leaders and teams from different countries worldwide (The
Economist Intelligence Unit, 2014). Based on the Lewis model, team members are distinctly
categorized into either of the three cultural categories: linear-active, multi-active, or reactive
(Lewis, 2014). Project managers, based on the level of responsibility, may belong to either of
the three categories. The model guided this study to determine the leadership skills relevant to
these project managers when managing people from different cultures (Lewis, 2014).

Research Literature Review

The purpose of the study was to explore the lived experiences and leadership skills
needed to manage construction projects with multicultural team members from different
countries in the United Arab Emirates. Because multicultural leadership is not without

challenges, it helps organizations and project managers in the United Arab Emirates identify the
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leadership skills that are suitable to manage the teams efficiently (Shaban, 2016). The following
areas were used to guide the study: (1) Cultural theories and models, (2) Leadership theories and
models, (3) Labor migration in the United Arab Emirates, and (4) Leadership skills of project
managers.

Cultural Theories and Models

With new technologies, transportation, and telecommunication, the world is becoming
smaller, and global leaders have played an essential role in organizations' success in the modern
world (Perruci, 2018). Leaders need a clear vision and defined direction to manage the
differences within an organization due to team members' multicultural backgrounds.
Multicultural leadership involves a thorough understanding of different cultures to learn values
and specific contexts (Soo, 2012).

Cultural immersion helps leaders understand the differences and utilize creativity to
impact business strategy positively (Tuleja, 2014). Multicultural leadership can be understood in
two ways. Multinational companies have leaders who manage people outside the company’s
home country or managing culturally diverse people within the company’s country border. This
study focused on the latter form of multicultural leadership, where project managers in the
United Arab Emirates manage people from different cultural backgrounds.

There are various theories of cultural differences which consider the relationship between
people, motivational orientation, and attitudes toward time, risk, control, context, and the
environment (Beugelsdijk, Kostovo, & Roth, 2016). The cultural dimensions model developed
by Hofstede is a five-dimensional model of differences among national cultures (Hofstede,

Hofstede, & Minkov, 2010). Hofstede’s work in cross-cultural studies is considered one of the
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most elaborate and comprehensive studies on how culture impacts workplace values
(Beugelsdijk et al., 2016).

Alfonsus Trompenaars is another renowned scholar in cross-cultural studies and is well
known for the development of Trompenaars’s model of national cultural differences and finite
and infinite games (Kimmel, 2019). Trompenaars and Hampden-Turner (1997), after
researching the preferences and values of 46000 managers in 40 countries, developed the seven
dimensions of culture (Kimmel, 2019). Trompenaars described culture as to how a group of
people solves problems (Trompenaars & Hampden-Turner, 1997). The common factors between
Hofstede and Trompenaars’s models were both models researched multinational companies,
included both employees and managers in the participant pool, and used interviews and
questionnaires for data collection (Kimmel, 2019).

Hall (1976) developed the cultural iceberg model. Hall suggested the culture of society is
an iceberg; there are some visible aspects, and a much more significant portion is invisible or
hidden under the surface. Hall (1976) identified cultures belonging to two ends of the spectrum.
Based on the previous theories by Hall (1976) and Hofstede (2011), Richard Lewis created a new
model of cultural types consisting of three different dimensions of culture (Lewis, 2014).

Culture defined. The definition of culture is not specific, as culture relates to human
behavior (Spencer-Oatey, 2012). Culture is a product of our imagination. In 1952, American
anthropologists, Kroeber and Kluckhohn, reviewed various literature and concluded a list of 164
different definitions for culture (as cited in Spencer-Oatey, 2012). Despite attention from
multiple schools of thought, there is no conclusive or exclusive definition for culture (Salzman,

2018).
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More than 2500 years ago, the Chinese philosopher Confucius observed all people are the
same; only the people’s habits are different (Steers & Sanchez-Runde, 2002). Culture is different
from an individual’s identity (Hofstede, 2011). Culture should be distinguished from human
nature and an individual’s personality (Hofstede et al., 2010). In the late 1960s, Hofstede (2001)
gained access to rich data for studying national cultural differences, which resulted in his various
cross-cultural research studies, books, and publications with theoretical reasoning and
conclusions about the multiple facets of culture (Hofstede et al., 2010). Hofstede et al. (2010)
defined culture as the collective programming of the mind which distinguishes the member of a
group or category of people from another. According to Hofstede et al. (2010), culture is these
unwritten rules about being a good member of the group.

Culture is learned and acquired by individuals from personal experiences since the
individual is born from family, schools, society, and organizations (Spencer-Oatey, 2012). Ina
broader sense, culture can be categorized into five basic levels: national, regional, organizational,
team, and individual (Schein, 1985). For this study, understanding of national and organizational
culture is relevant. Almost 400 years ago, a French mathematician Blaise Pascal noted that
things believed to be true in a country are often considered false in another country (as cited in
Steers & Sanchez-Runde, 2002).

National culture and organizational culture are perpendicular to each other (Hofstede,
2011). National culture is acquired from the moment an individual is born or gets acquainted
with a particular country. The learning an individual acquires in the first 10 years of life is
mostly unconscious. National culture comprises many such unconscious elements (Hofstede,

2011). Organizational culture is acquired from the time a person joins a new company, which is
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at most times after completing education and when the individuals are adults. The learning
acquired in organizational culture is entirely conscious (Hofstede, 2011).

In the United Arab Emirates, the project managers maneuver through a combination of
team members who individually are impacted by both national and organizational cultures
(Baumann, 2013). These are two completely different disciplines and problems because the
national culture is anthropology, and organizational culture is a topic of organizational sociology
(Hofstede, 2011). Project managers and team members benefit by sharing common meanings
and values to effectively communicate with team members and coordinate activities to ensure
successful completion of the projects (Harvard Business Review Staff, 2016).

Theory of cultural dimensions. Dutch anthropologist Hofstede (1983) viewed the
effects of culture as a striking force around us, which is evident in relationships, language,
attitudes, responses to situations, and the way people view or tolerate situations. Hofstede’s
(1983) initial four cultural dimensions include power distance, collectivism vs. individualism,
femininity vs. masculinity, and uncertainty avoidance. He later added a fifth dimension of long-
term vs. short-term orientation and the sixth dimension of indulgence vs. restraint (Hofstede et
al., 2010).

The initial research for Hofstede’s model of cultural dimensions included employees
from IBM and focused on the organization’s culture (Hofstede, 1983). While Hofstede was
conducting his research at IBM, he observed there was a remarkable influence of national culture
on the different groups of employees in the company. The distinct influence of national culture
at IBM prompted Hofstede to explore further the differences in thinking and social action based

upon the employees’ national cultures (Hofstede, 1983). Since the Hofstede study was
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published, various scholars have conducted several studies to examine different attributes related
to national cultures (e.g., Gallego-Toledo, 2015). National culture has an impact on some critical
functions of an organization, including leadership styles and strategic decisions (Top, Oge, Atan,
& Glimiis, 2015).

When working in a multicultural team, Hofstede highlighted the need to understand the
value differences in different cultures since the influence of culture affects all organization
employees, including the leaders and team members (Hofstede, 2011). To further support the
argument about the importance of national culture and culture’s impact on an organization,
Hofstede highlighted nations are rooted in the history of politics, which reap a symbolic value
and creates an emotional and sentimental attachment to the people, which can result in a patriotic
reaction (Hofstede, 2011). Nationality holds a psychological attachment to people, which
connects people to one’s respective childhood and experiences (Brown-Reid, 2018).

Research by Bulgarian scholar Michael Minkov, with data from the World Values
Survey, allowed a new calculation of the fifth and the addition of a sixth dimension (Hofstede et
al., 2010). The six dimensions include:

1. Power distance: relates to how society handles the basic problem of inequalities

among people;

2. Uncertainty avoidance: associated with the level of stress in a society in the face of an

unknown future;

3. Individualism vs. collectivism: relates to the integration of individuals into primary

groups;
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4. Masculinity vs. femininity: associated with the division of emotional roles between

women and men;

5. Long term vs. short term orientation: related to the choice of focus for people’s

efforts, the future or the present and past;

6. Indulgence vs. restraint: relates to the gratification versus control of basic human

desires related to enjoying life. (Hofstede et al., 2010)

The surveyed countries have each been positioned against each other by assigning a score
for each dimension (Hofstede et al., 2010). Hofstede’s cultural dimension is relevant to this
study, as the project managers in the United Arab Emirates have to manage people from different
cultural orientations. For the first dimension, power distance, the less powerful members of the
organization or institution, including society, accept and expect power is distributed unequally
(Hofstede et al., 2010).

Considering power distance as an example, team members may be from countries with
either small power distance or significant power distance. If the team members come from
countries with low power distance, as per Hofstede’s model, the team members expect to be
consulted (Hofstede et al., 2010). If the members come from countries with considerable power
distance, the employees expect to be told what to do (Hofstede et al., 2010). The project
manager needs to be sensitive and aware of the different cultures and manage the appropriate
leadership skills to ensure the project is successful within the triple constraints of time, cost, and
scope (Harvard Business Review Staff, 2016).

The seven dimensions of culture. In the book by Trompenaars and Hampden-Turner

(1997), Riding the Waves of Culture: Understanding Cultural Diversity Business, the authors
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identified seven dimensions of culture to help explain national cultural differences in
organizations. Trompenaars’ study included 8,841 managers and employees from 43 countries.
The range of countries surveyed for this study paralleled those surveyed by Hofstede and added
substantial samples from ex-communist nations (Smith, Dugan, & Trompenaars, 1996).
Trompenaars’ view on culture was more pragmatic, and he was one of the foremost thinkers on
how businesses can understand and manage cultural differences to take advantage of the
situation (Northouse, 2016).

Trompenaars and Hampden-Turner (1997) classified culture into three layers which
influence the behaviors and actions of people. The three layers include the explicit layer - all the
observable features which include language, food, housing, and symbols, the middle layer - the
implicit culture, which includes the norms and values, and the core layer - an assumption about
how to organize life and people to solve problems. In addition to the three layers, Trompenaars
and Hampden-Turner defined seven dimensions of culture: universalism vs. particularism,
individualism vs. communitarianism, specific vs. diffuse, neutral vs. emotional, achievement vs.
ascription, sequential time vs. synchronous time, and internal direction vs. outer direction.
Trompenaars and Hampden-Turner (1997) observed people from different cultures differ in
specific and predictable ways from each other. The model highlights individual cultures are not
superior or inferior to one another, but people from each culture make different choices.

Leaders with a culturally diverse team need to understand the differences between
cultures, so the team is managed effectively and to avoid any miscommunication (Shaban, 2016).
For example, taking into consideration the second dimension of the model, individualism vs.

communitarianism, if the team consists of members from the United States or Canada, the
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countries are defined as individualistic cultures where people believe in personal freedom and
achievement and prefer to make own decisions (Trompenaars & Hampden-Turner, 1997). While
if the team has members from countries in Latin-America, Africa, or Japan, the countries
represent communitarianism or group culture. The people believe the group is more important
than the individual (Trompenaars & Hampden-Turner, 1997). The leader should be able to
identify these cultural differences and manage the teams effectively (Shaban, 2016).

Cross-cultural theory. American anthropologist Edward T. Hall is widely
acknowledged as the founder of intercultural communication (Leeds-Hurwitz, 1990). Hall’s
works in the field of intercultural communication include the Iceberg model, a study on the
monochronic and polychronic cultures, and the theory of Proxemics (Hall, 1976; Hall & Hall,
1990). Intercultural communication is a form of communication which shares information
across different cultures and social groups (Jandt, 2018). The understanding of interpersonal
communication is relevant to this study, as the project managers share information across team
members who are individuals from different national cultures.

A study on the impact of cultural differences on project stakeholders based on Hall’s
Iceberg model identified common differences in the stakeholder and relationship management in
the behavioral part of the model (Luckmanna & Farbera, 2016). Lickmanna and Farbera (2016)
followed two analytical studies and then compared and integrated the results. Some of the
critical differences identified were trust issues in the area of sharing information and knowledge,
misunderstandings in how project relationships were conceived, and the amount of
communication required when engaging stakeholders from diverse cultures (Lickmanna &

Farbera, 2016).
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While Hall’s study indicated societies or countries in each monochronic or polychronic
group, the study did not assign scores like in Hofstede’s study of cultural dimensions (Hornikx &
Le Pair, 2017). The values culture places on direct and indirect communication is captured in the
model of high context and low context cultures (Hall, 1976). While high context cultures rely
heavily on nonverbal signs and implicit communication, low context cultures rely on explicit
communication (Hall, 1976). Some of the high context cultures include the Middle East, Japan,
Russia, and Spain. Low context cultures are the Scandinavian countries, Germany, and
Switzerland (Hall, 1976).

In addition to the theory of high context and low context cultures, Hall categorized
cultures by the people’s attitudes to the concept of time or the individual’s ability to multitask
events (Hall & Hall, 1990). Hall and Hall (1990) described monochronic cultures as the
individuals or societies who do one thing at a time and are dominated by precision, while
polychronic cultures tend to handle multiple things simultaneously, often without precise
planning. People from polychronic cultures value human interaction and relation over time and
material things. Hall and Hall’s (1990) study revealed most cultures are traditionally
monochronic or polychronic. Countries with monochronic cultures include Germany and the
United States, and countries displaying polychronic culture include Russia and the Middle East.
Monochronic cultures are willing to work hard for long hours to achieve productivity and
success, and such countries are considered highly efficient in making money. People within
polychronic cultures enjoy a slow and enjoyable lifestyle, which results in lower productivity.

Based on Hall’s model, leaders can likely face a challenge when the team members come

from extreme monochronic and extreme polychronic cultures trying to accomplish a common
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goal (Hall & Hall, 1990). Building cultural sensitivity and understanding others' points of view,

and using those skills to communicate and work effectively with team members can help the

project manager accomplish goals with a culturally diverse team (Duranti & Di Prata, 2009).

Cross-cultural teamwork is about appreciating the differences of people and adding value

through the diversity which comes along with the people (Misoc, 2017).

Cultural class model. Lewis cultural class model was developed as a practical, visual,

and effective solution to help businesses and other international organizations (Lewis, 2014).

The model helps understand the causes and consequences of different cultural dynamics across

the world and how these impact business efficiency and profitability (Lewis, 2014). Lewis

(2014) classified cultures into three types, linear-active, multi-active, and reactive (see Figure 3).

LINEAR-ACTIVE

MULTI-ACTIVE

REACTIVE

Talks half the time
Job-oriented

Does one thing at a time
Plans ahead step-by-step
Separates the social and
professional

Polite but direct

Partly conceals feelings
Confronts with logic
Dislikes losing face
Rarely interrupts

Sticks to facts

Truth before diplomacy
Sometimes impatient
Limited body language
Respects officialdom

Talks most of the time
Displays feelings

Does several things at once
Mixes the social and
professional life

Plans grand outline only
Emotional

Confronts emotionally
Has good excuses

Often interrupts
People-oriented

Feelings before facts
Flexible truth

Impatient

Unlimited body language

Listens most of the time
Reacts to partner’s action
Looks at general principles
Polite, indirect
Statements are promises
Conceals feelings

Never confronts

Must not lose face

Does not interrupt

Very people-oriented
Diplomacy over truth
Patient

Subtle body language
Uses connections
Connects the social and
professional

Figure 3. Lewis Cultural Types. Adapted from “When Cultures Collide: Leading Across
Cultures,” by Richard. D. Lewis, Boston, MA: Nicholas Brealey Publishing, Copyright 2011 by

Richard D. Lewis.
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Lewis classified the cultures of the world into three groups: (a) task-oriented, highly
organized planners or linear-active, (b) people-oriented, loquacious, or multi-active, and (c)
introverted, respect-oriented listeners or reactive (Lewis, 2014). The Lewis model guided the
study by taking into consideration all significant elements of culture and was helpful to project
managers to understand better and manage different national cultures represented within the
team. A study by Ching Ting (2016) explored cultural differences and how cultural conflicts can
lead to project management issues. Based on the Lewis model, team members were categorized
into three distinct groups: multi-active, linear- active, and reactive (Ting, 2016). The results
demonstrated there are some generalizations on how cultures typically behave, but there is not a
comprehensive platform to judge how different people react when working in a multicultural
team (Ting, 2016). Various other factors influence behavior and perspective, including the
individual’s character and experiences (Ting, 2016).
Leadership Theories and Models

Leadership is neither acquired nor is an individual guaranteed a leadership role because
of seniority or one's position in the hierarchy of the company (Kruse, 2013). Leadership is
different from management, and in the simplest form of explanation, managers manage, and
leaders lead people (Cadwell, 2004). Cadwell (2004) summarized management skills provide a
foundation for developing leadership skills, and effective leaders are those who can apply the
right skills in the right place and at the right time.

There are over 66 theories of leadership which have been the foundation for various
studies (Mango, 2018). Bass (2000) argued a single definition of leadership does not exist. The

definition of leadership depends on the specific aspect of leadership of interest to an individual
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(Bass, 2000). In this section, a literature review of leadership theories which contributed to the
leadership evolution over the past 100 years is summarized.

Great Man theory. In 1847 Scottish historian Thomas Carlyle originally proposed the
great man theory (Northouse, 2016). Carlyle put forth the idea the history of the world is made
up of a collection of biographies of great men. Many of the early theories in leadership were
based on a study of great leaders when the universal belief was leaders were born and not made
(Northouse, 2016).

The older theories, like the great man theory, often portray leaders as heroic and mythic
people who were destined to rise to a leadership role when needed (Khan, Nawaz, & Khan,
2016). This hero worship is evident from historical leaders like Jesus, Mohamed, Buddha, and
later personalities like Churchill and Eisenhower. Certain events unfolded over the years,
challenging the credibility of the great man theory when leaders like Hitler and Napoleon used
dictatorial powers to rise to the top and, in the process, stunted democratization. Carlyle
highlighted the actions of a leader influenced the course of events, and if not for the leader’s
intervention, the course would have been different (Khan et al., 2016).

Trait theory. In some ways, the trait theory is similar to the great man theory. Trait
theory identifies particular characteristics which are common among leaders (Khan et al., 2016).
In the late 1940s, a study of the traits of military and nonmilitary leaders uncovered the
importance of certain traits developing at particular times (Khan et al., 2016). The theorists
emphasized leaders were born and had some physical and personality traits which distinguished

leaders from non-leaders. Potential future leaders can be identified when traits which make them
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successful are known. In addition, the theory focuses on the difference between leaders and
followers (Khan et al., 2016).

The failure to identify all leaders' common traits and the process of determining leaders
versus non-leaders solely based on traits has given rise to many different arguments (Asrar-ul-
Hag & Anwar, 2018). When traits are considered as key features to leaders, scholarly questions
have risen about the people who have the qualities but are not leaders and the great leaders who
do not have these defined traits. There have been inconsistencies between leadership traits and
leadership effectiveness. These questions about trait theory have led scholars to search for new
explanations for effective leadership.

Behavioral theories. Leadership theories progressed from the notion leaders were born
and are destined by nature to rise to the position to a reflection of specific traits which develop a
person to a leadership role (Khan et al., 2016). The foundation of behavioral theories is based on
the assumption leaders are made, not born (Amanchukwa, Stanley, & Ololube, 2015).
Behavioral theorists believe leaders motivate and inspire people by providing the person a vision
and the higher good of the task (Khan et al., 2016).

The focus of the behavioral theory is not on the action (Northouse, 2016). Instead, the
focus is on learning and believing people can be leaders by learning, observing, and following
what other leaders do. The focus in behavioral theory is on what leaders do rather than on the
leaders’ traits or qualities (Amanchukwa et al., 2015). Behaviors and patterns of leaders are
categorized as leadership styles. According to behavioral theorists, there is a direct relationship
between the leader’s behavior, leadership influence, and leadership success (Khan et al., 2016).

The leader’s behavior determines the leadership influence and results in leadership success. The
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important studies and research in the field of behavioral theories included The Ohio State
behavioral studies, University of Michigan studies, role studies, and the managerial grid theory
(Northouse, 2016).

The Ohio State University behavioral studies. The Ohio State University leadership
study, developed in the 1940s, focused on how leaders behave when in charge of a group or an
organization (Halpin, 1956). The study developed an instrument called the Leaders Behavior
Description Questionnaire (LBDQ) to identify common leadership behaviors (Henkel et al.,
2019). Based on this study, two broad-ranging classifications of behaviors emerged - the
consideration behavior and the initiating structure behavior (Halpin, 1956). According to the
survey, a leader can exhibit a combination of consideration and initiating structure behavior, but
the behaviors are not mutually exclusive (Henkel et al., 2019). The leader can display a high
degree of both, a low degree of both, a high consideration and low initiating structure, or a low
consideration and high initiating structure (Henkel et al., 2019).

Consideration or people-oriented behavioral leaders focus on behaviors to ensure people
are satisfied (Ghasabeh, Soosay, & Reaiche, 2015). The leader’s emphasis is on human relations
to achieve results. The common behaviors displayed by people-oriented leaders are coaching,
mentoring, encouraging, observing, and listening. In addition to displaying common behaviors,
people-oriented leaders are friendly, follow open door policy, maintain equality among team
members and leaders, willing to take suggestions and inputs, and are concerned about the
personal welfare of the team members (Ghasabeh et al., 2015).

Initiating structure or task-oriented leaders focus behaviors around objectives,

organizational structure, standard operating procedures, individuals' roles, keeping control of
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everything possible, and goals (Behrendt, Matz, & Goritz, 2016). The common behaviors
exhibited by task-oriented leaders include information gathering, planning, and scheduling tasks.
The leaders emphasize meeting deadlines, clarifying responsibilities and processes, criticizing
poor performance, and offering new approaches to problems to ensure the project succeeds
(Ghasabeh et al., 2015). These leaders focus on setting individual goals for subordinates and
ensuring the group meets organizational expectations at any cost.

University of Michigan behavioral studies. The University of Michigan studies in the
1950s identified two characteristics of effective leadership (Northouse, 2016). The study,
conducted under the direction of the renowned organizational psychologist Rensis Likert,
identified two leadership types, production or job orientation and employee orientation
(Northouse, 2016). The third orientation of participative leadership was later identified.

Employee orientation leaders consider employees as human beings, value the employee’s
individuality, and make reasonable job expectations (Northouse, 2016). Production orientation
leaders exhibit behaviors that focus on improved productivity for the organization. Production
orientation leaders consider subordinates as a means of getting things done (Northouse, 2016).
The findings of the University of Michigan studies are parallel to The Ohio State University
behavioral studies, where employee orientation is similar to the concept of people-orientation,
and production orientation behaviors are similar to task orientation (Northouse, 2016).

The University of Michigan studies focused on the behaviors of leaders and not on the
traits of leaders. The study did not suggest if the behavior is a cause or effect (Behrendt et al.,
2016). Both studies are static since the leader is expected to follow either of the two styles,

people or relationship focused or task or production focused. In reality, leaders do not restrict
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themselves to a particular style and adapt varying degrees from both to suit the need and
particular situation.

Blake Mouton managerial grid. The managerial grid is based on the two fundamental
leadership styles, task structure and people relationships (Burke, 2018). Blake and Mouton (as
cited in Burke, 2018) established the best way to lead and manage is with the right combination
of the manager’s concern for production or task and concern for people or relationships. Concern
for people refers to how a leader is compassionate and provides good working conditions to
subordinates and good social relations. Concern for production refers to a leader who is focused
on process, product development, and increasing sales volumes (Burke, 2018). The managerial
grid displayed in Figure 4 has the two-intersecting axis, the x-axis is a concern for people, and
the y-axis is a concern for production. The two variables have value on the scale of one to nine,

where one refers to low orientation, and nine refers to high orientation (Bratu & Cioca, 2018).
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Figure 4. The Managerial Grid. Adapted from “The Managerial Grid” by Robert R. Blake and
Jane S. Mouton, Houston: Gulf Publishing Company, Copyright 1991 by Grid International, Inc.
(Blake & Mouton, 1964).
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The Managerial Grid (Figure 4) comprises five different leadership styles (Bratu &

Cioca, 2018). The styles referred are directly related to the manager’s concern for people and

production on a 9 X 9 matrix. As per the Blake and Mouton study, there were 81 possible styles

of leadership. The leadership styles associated with this grid are further explained (Bratu &

Cioca, 2018).

Country Club management: leaders in the country club category often display high
concern for people and low concern for production (Bratu & Cioca, 2018). Leaders often
yield and comply with the needs of subordinates, and production can suffer due to a lack
of focus on tasks, the leader functions in a relaxed and accommodating manner.

Team management: team management leaders strongly emphasize both concerns for
production and people (Bratu & Cioca, 2018). Leaders encourage a high degree of team
involvement and commitment to work. Leaders in the team management category make
priorities clear, enjoy working, and stimulate participation.

Middle of the road management: leaders who are compromisers are considered to belong
in the middle of the road management category (Bratu & Cioca, 2018). These leaders
have intermediate concern for production and people. The leaders know to maintain a
healthy balance between getting work done and taking care of team members (Northouse,
2016). Some of the middle of the road leaders' qualities include conflict avoidance,
encourage interpersonal relationships, and emphasize moderate levels of production.
Impoverished management: an impoverished leader has minimal concern for people or
production (Northouse, 2016). These are termed as indifferent leaders, and the primary

concern is preserving employment and seniority. The leaders in these categories lack
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traits, which can be attributed to being considered a successful leader. Leaders in the
improvised management category rise to a leadership position but are often disconnected,
uninvolved, and not committed (Northouse, 2016).

e Produce or perish management: leaders are highly task-oriented and have little concern
for people. The goal is to get work done at any cost and consider people as the tools to
accomplish project success (Northouse, 2016). Leaders in the produce or perish style of
management are often overpowering, controlling, and demanding.

In 1964, in addition to the five categories described in the initial grid, Blake and his
colleagues identified two other leadership behaviors; paternalism/maternalism and opportunism
(Dominic, 2016). Paternalism/maternalism leaders use both country club management style and
produce or perish management style. The leaders are often a parental figure to subordinates and
consider the organization as a family and reward good work and punish disobedience or
noncompliance (Dominic, 2016). An opportunism leader uses any combination of the five styles
depending on the need of the situation and often places self-interest over organizational priorities
(Northouse, 2016). Leaders in the opportunism category, while being adaptable and strategic,
maybe self-motivated as well.

Participative leadership theory. Participative leaders involve employees across levels
of the hierarchy in decision making (Spreitzer, 2007). Organizational development is linked to
the company, including all its employees and relevant goals and decisions. Participative
leadership takes into consideration when people collaborate and work on joint goals, people are

less competitive and self-oriented (Amanchukwa et al., 2015).
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This leadership style results in a higher involvement of employees, improved
commitment, increased quality of decisions, and a more successful business (Northouse, 2016).
Leaders using a participative leadership style invite input from subordinates on almost all
organizational decisions. Participatory leaders allow employees to voice opinions and influence
internal and external strategies (Rok, 2009). Leaders encourage the employees to be empowered
and consider the organization to be transparent and fair.

The importance of participative leadership in the multicultural environment was
highlighted in GLOBE, a cross-cultural leadership project as one of the six interculturally
relevant leadership dimensions (House, Hanges, Javidan, Dorfman, & Gupta, 2004). The
GLOBE study identified 21 leadership scales, which were then statistically reduced to six leader
styles, performance-oriented style, team-oriented style, participative style, humane style,
autonomous style, and self-protective style (House et al., 2004). When leaders are culturally
sensitive and encourage team members' involvement, there is a higher chance of a successful
project.

Situational leadership. Situational leadership is an adaptive style of leadership. The
leader makes a particular type of decision based on the many situational variables (Asrar-ul-Haq
& Anwar, 2018). Leaders’ styles are specific to the situation, which requires the leader’s
oversight or management. Situational theorists believe different leadership styles are needed at
different levels within the same organization (Northouse, 2016). Situational leadership considers
the leader is expected to adapt to the situation, and the employee is not likely to adapt to the
leader’s style of functioning. A review of three situational leadership theories is presented in this

section,
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Hershey Blanchard’s situational leadership theory found there is no single best-suited
style for leadership (Northouse, 2016). For a leader to be successful, the individual has to follow
an adaptive and flexible style. The model proposed the leaders adopt leadership styles based on
subordinates’ needs and abilities. Hershey and Blanchard’s model helps identify a particular
situation and the style of leadership appropriate for the situation.

e Directing/telling style: the leader provides direction to team members to achieve goals
and closely monitors the team member to provide timely feedback to avoid deviations
(Northouse, 2016).

e Coaching/selling style: the leader takes suggestions from subordinates, explains the
reasons for the actions, and motivates the subordinates with praise when work is
progressing in the right direction.

e Supporting/participating style: the leader and subordinates make joint decisions, and the
leader facilitates and supports the team members to drive success.

e Delegating: the leader empowers the team members to make independent decisions by
providing the necessary resources to empower the subordinates.

While the primary focus of the situational theory is on behavior, the situational theory is
different from the behavioral theory, which attempts to understand an individual’s best behavior,
which fits all situations (Kavanagh, 2017). The situation theory is different from the trait theory.
Situation theory best aligns with contingency theory by matching leader behaviors with the
situation (Khan et al., 2016). A previous study indicated the benefits for project managers to

adopt different styles of leadership for different phases of the project (Mulcahy, 2018). To
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accomplish these goals, the project managers have to ascertain the team members’ readiness and
the team members’ strengths and weaknesses (Henkel et al., 2019).

Contingency theory. Contingency theory takes into consideration there is no single best
style of leadership which fits all situations (Amanchukwa et al., 2015). There are special
variables which suit a particular style of leadership, which helps effectively manage an
organization. The goal of contingency theory is to find the situational variable, which best
predicts the leadership style, when followed, can derive the maximum success for the leader and
the organization.

The contingency leadership theory developed by Fiedler (1978) states a leader’s efficacy
is contingent upon two factors, whether the leader is task-oriented or result-oriented. If the
leader is task-oriented, then the leader may not begin the process until all required and relevant
information is available in hand. The leader’s success can be attributed to how the leader
displays the two leadership styles (Law, 2015). Leaders with task-oriented traits often pay
attention to details and are focused on the task. Relationship-oriented leaders tend to take input
from the subordinates and create an action plan to achieve progress based upon team members’
input (Law, 2015).

Transactional leadership theory. Transactional leadership theory, known as
management theory, assumes rewards and punishment motivate people (Bian et al., 2019). The
transactional theory relates to the theories of leader-member exchange and the path-goal theory
of leadership (Graen & Cashman, 1975). Transactional relationship theory relies on a strong
hierarchical structured organization or social group. People agree to do a job, and managers are

given authority to ensure the job is done well. The subordinates rely on managers’ decisions to
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function, and if the subordinates fail, then the subordinates are punished (Bian et al., 2019). The
leader gives rewards and other perks in return for an employee’s loyalty and performance.

In the transactional leadership model, the dealing between a leader and subordinate is
transactional, where an individual gives something directly in return for a favor or progress (Bian
etal., 2019). Something straightforward is taken away when there is a failure or lack of
progress. In transactional leadership, the leaders are expected to create rigid organization
structures and make expectations clear to subordinates (Bian et al., 2019). The leader explains
the consequences of not following the orders and chain of command, which is punishment based
on not meeting expectations set forth by the leader. In project management, transactional
leadership is successful when project managers provide a clear set of objectives to the team
members (Asree, Cherikh, & Baucum, 2019).

Transformational leadership theory. Transformational leadership theory, known as
relationship theory, encourages leaders to work hard, remain motivated, and inspire and
encourage subordinates to grow and align individual goals with the organization’s goals
(Ghasabeh et al., 2015). Leaders who achieve remarkable and unexpected success are
considered transformational leaders. Transformational leaders create a positive change for
followers, and the followers are highly motivated to follow the leaders (Faupel & SiR, 2018).
There is often a connection formed between the leaders and the followers, which results in
increased motivation in both leaders and subordinates.

Transformational leadership plays an important role in the field of organizational
innovation. Ghasabeh et al. (2015) argued transformational leaders generate new ideas and

knowledge by applying intellectual stimulation to motivate employees and make organizational
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problems seem more opportunities for interesting and novel approaches. Leaders of the
transformational style of leadership often exhibit high ethical and moral standards (Magbool,
Sudong, Manzoor, & Rashid, 2017).

Labor Migration in the United Arab Emirates

The migrant population in the United Arab Emirates is exceptionally diverse (Hamza,
2015). The majority of the expatriate populations are South Asians, and then the next largest
population are Arab migrants. A small minority of the population include Western Europeans,
Africans, and other nationalities. The United Arab Emirates has been a destination for such
migrants long before the exploration of oil in the country (Hamza, 2015). In the last 50 years,
the United Arab Emirates has transformed from a small fishing and pearl-based economy to one
of the world's largest gross domestic product per capita economies (Malit & Al Youha, 2013).
As Malit and Al Youha (2013) described, temporary labor is a collaboration between expatriates,
governments, and local citizens. According to the United Nations, an international migrant is a
person who has been living for 1 year or longer in a country other than the country in which the
person was born (International Migration Report, 2017).

Throughout history, people from different countries and different walks of life have
traded and made productive deals while pursuing one’s own individual goals (Hofstede, 1983).
The pearl industry created the first wave of migrant labor to the United Arab Emirates, with
Indian workers migrating and dominating the shop and retail businesses (Nyarko, 2010).
Historically, the connection between the Gulf region and other parts of the world was created
primarily due to the pearl industry, family relationships, trade, religion, and impacted migration

(Gardner, 2010). Even before the British and the Portuguese arrived in the Gulf region, the
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Indian and Persian merchants had established strong trade ties with the Middle East. Merchants
traded textiles, rice, and spices. When the British came, the pre-established trade links between
the countries were formalized.

Gardner (as cited in Hamza, 2015) divided the flow of Indian and Persian migrants to the
Gulf into three categories. In the first phase, dating back to the beginning of known history,
Indian merchants traveled to the Gulf to trade cloth, rice, food, and spices. While most
merchants returned to India, some stayed and established themselves as financiers and bankers.
The second phase of migration was around the 1820s when the British arrived in the Gulf region.
The establishment of the Trucial States formalized the trade link between the Indian subcontinent
and the Gulf region. In the same period, the Gulf began establishing governmental departments
and institutions. The third and important phase was around the 1970s with the booming of the
oil industry in the Gulf. The country’s independence in 1971 and the rapid influx of wealth due
to the oil economy inspired plans for modernization and development, resulting in a need for
importing foreign labor (Nyarko, 2010).

Although expatriate workers stay in the United Arab Emirates for the short term, the
migrating population has made a long term social and cultural impact on the workforce and the
country (Maceda, 2015). Wage discrepancy between migrant workers mostly from Asian
countries, expatriates from Western countries, and the nationals creates a social hierarchy, often
placing migrant workers in the lowest category of the social structure (Malecki & Ewers, 2007).
The diverse population in the United Arab Emirates has resulted in multicultural work teams in

almost all major industries and businesses.
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Leadership Skills of Project Managers

The term ‘imperfect competition’ has been used by economists to explain a wide array of
labor phenomena like race and gender wage gap, agglomeration, and employer size wage effect
(Manning, 2010). There is a direct relationship with the economic progress and growth in
infrastructure projects in the United Arab Emirates, which has resulted in a high demand for
expatriates to execute these enormous projects (Maceda, 2015). Expatriate project managers,
even with sound technical training, can still fail in the United Arab Emirates if unable to adapt to
the foreign culture and the appropriate team dynamics. Cross-cultural training can reduce or
prevent expatriate failure in construction projects (Cerimagic, 2010).

Research conducted by Oshinubi (2007) in the southeastern United States identified nine
critical leadership traits which had a direct relationship with team performance in construction
projects. While Oshinubi’s (2007) research identified managers' leadership traits in construction
projects in the United States, the findings may not apply to the diverse team members from
different nationalities in the United Arab Emirates. Although the literature has given meaningful
insights into the relationship between leadership traits and team performance in construction
projects in the United States, there has been little research into project managers' leadership skills
in the construction sector in the United Arab Emirates. This gap is the basis for developing a
research agenda and establishing a conceptual framework. Based on the work by Oshinubi
(2007), an opportunity exists for researching the leadership skills of project managers in the
United Arab Emirates. The study intends to address the lack of a specific study of leadership
skills required to manage culturally diverse team members from different nationalities in the

United Arab Emirates construction industry.
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Organizations should delegate to project managers who are proactive and able to lead
projects to successful completion (PMBOK Guide, 2017). In the United Arab Emirates, the
organizations are not able to perform a complete assessment or background check of the project
managers before placing the project managers in the respective position (Mohammed, 2016).
Without a good understanding of the project managers' background, it is increasingly important
to provide sound multicultural training. Leadership in the new global era is a multicultural
challenge (Bouncken, Brem, & Kraus, 2015). The right leadership skills are essential to
managing a diverse workforce to achieve organizational results. Project leadership can be
critical in minimizing the challenges of cultural differences and contribute to the project's
success by ensuring all the team members on the project are working harmoniously toward
project goals (Ting, 2016). Project managers with cross-cultural project teams can benefit from
being culturally sensitive, from promoting creativity and innovative thinking, and improve the
chances of project success (Anbari et al., 2009).

Chapter Summary

The literature review revealed a strong relationship between the leadership skills of the
project manager and project success (Novo, Landis, & Haley, 2017). The success of project
management in a multicultural environment can be achieved through effective leadership, mutual
respect, cross-cultural communication, and reconciliation (Anbari et al., 2009). A paper
presented at the Project Management Institute concludes project managers of multicultural teams
should be culturally sensitive and promote creativity (Anbari et al., 2009). In addition, Jiang’s
(2014) analysis supported the existence of the relationship between a project manager’s

leadership style and influence over project success factors.
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Studies at The Ohio State University and the University of Michigan discovered task and
relationship were two separate and distinct leadership attributes (Northouse, 2016), and these two
attributes are not mutually exclusive. In addition, studies have proved there is no one best style
of leadership, and project managers have to adapt leadership styles depending on the respective
team and the environment (Henkel et al., 2019). Project managers who manage multicultural
teams have to adjust leadership styles to maximize the efficiency of the team by being culturally
sensitive and considering subordinate’s points of view (Cullen & Leavy, 2017).

Mulcahy (2018) described the leadership style of a project manager based on the different
phases of the project. At the beginning of the project, the project manager needs to take a task-
oriented approach to give direction and guidance to the team members. During the execution
phase, the project manager may consider a relationship-based leadership approach. The
relationship-based style may include coaching, facilitating, and supporting subordinates to
understand and make the most out of each member’s unique talents and skills (Mulcahy, 2018).

In a people-centric project management environment, the focus should be given to human
dynamics, psychology, and experience instead of only processes (Murthy & Sreenivas, 2017).
Team culture could mean different things to different people. Project managers should
understand the individual cultures of team members and help them acclimate to the culture of the
organization. Upon understanding the cultures of individual team members, the project manager
can adjust the processes to fit human responses rather than adapt human nature to follow
processes (Murthy & Sreenivas, 2017).

Effective leaders use a blend of both task and relationship behaviors (Bass, 2000). The

level of both job and psychological maturity of subordinates determines the suitable leadership
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styles and relates to previous education and training (Bass, 2000). If the project manager is
expected to be the most knowledgeable in the group, then an authoritative style of leadership is
required. If the team comprises of many experts, a democratic style of leadership may be more
favorable to attain project success.

Chapter 3 outlines the research method for the qualitative phenomenological study. The
research methods are based on a review of the literature. The review of the literature is
comprised of cultural theories and models, leadership theories, migration in the United Arab
Emirates, and leadership skills of the project manager. The foundation provided in this chapter
is used to develop the next chapter, including research methodology, data collection, and

research design.
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Chapter 3: Research Methodology

The purpose of the study was to explore the lived experiences and leadership skills
needed to manage construction projects with multicultural team members from different
countries in the United Arab Emirates. The conceptualization of this study was founded based
on project teams in the United Arab Emirates consisting of people from different countries, using
many languages, and having a variety of cultural backgrounds (Dulaimi & Hariz, 2011). The
construction project managers in the United Arab Emirates are responsible for leading a project
from inception to completion. The presence of many different cultures and backgrounds creates
numerous challenges for project managers in the construction sector (Ling et al., 2012).

In this chapter, the purpose of the study is described and discussed. The research
questions, research design, and rationale for selecting qualitative research and phenomenological
methods for this study are reviewed. The research questions seek to highlight the favorable
leadership skills which help project managers in the construction sector and focus on developing
these leadership skills. To understand the project managers lived experiences managing a
multicultural workforce, using a phenomenological approach seemed to be the most appropriate
research methodology to examine the research questions. The phenomenological method of
qualitative research provided the project managers the opportunity to share experiences and
identify leadership skills which help manage a diverse team.

The next sections cover the population, sample selection, instrumentation, and
approaches to data collection. The population for this study was the United Arab Emirates-based
project managers from the construction sector, and a purposive sampling technique was used to

filter data and select 10 participants for this study. As a qualitative study, the instrument for data
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collection was semi-structured interviews with open-ended questions. The following sections
include the approaches to data analysis, reliability, and validity and addresses the ethical
concerns for completing the study.

Data analysis covers the grouping of data and analysis of common themes while
addressing the research questions with data collected. The reliability and validity elements focus
on the appropriateness of the tools used in the study and its consistency. The ethical procedures
section outlines the measures taken to protect human subjects and data collected from the
participants. The highlight of this chapter is on the research methodology and its process to
answer the research questions with an end goal to identify the suitable leadership skills of project
managers. The research methodology chapter is concluded with a chapter summary.

Research Questions

This phenomenological study uses a qualitative research approach to understand both the
lived experiences of project managers in the United Arab Emirates and the leadership skills
which are favorable in managing multicultural teams. Good qualitative questions should invite a
process of exploration and discovery (Creswell, 2014). Creswell added research questions
narrow the statement of purpose to specific questions which one seeks to answer. The following
research questions were used to guide this study.

Research Question 1: What are the lived experiences of construction project managers

when managing multicultural teams in the United Arab Emirates?

Research Question 2: What are the perceptions of construction project managers

regarding leadership skills used in managing multicultural teams in the United Arab

Emirates?
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Research Design and Rationale

This study used the qualitative phenomenological approach as a research design to collect
data from the participants on lived experiences while managing a multicultural workforce. The
phenomena included the experience of the project managers in the United Arab Emirates who
manage a diverse workforce of people from different nationalities. The phenomenological
approach of a qualitative study is the most suitable research method for this study. Qualitative
research is a social phenomenon in natural settings (Teherani, Martimianakis, Stenfors-Hayes,
Wadhwa, & Varpio, 2015). The phenomenological research method helps better understand the
lived experience and leadership skills of project managers in the construction sector to manage
diverse work teams. Edmund Husserl, a German philosopher who is often controversially
known as the father of the philosophical movement known as phenomenology, has emphasized a
phenomenological study should be able to explore the rational interconnection and justify the
basic views (Husserl, 2013).

Phenomenological qualitative research aims to deal with experiences and meanings and
to capture as closely as possible how the phenomenon is experienced within the context in which
the experience takes place (Giorgi & Giorgi, 2008). For this study, only the immediate
experience of the project managers and nothing outside the scope of the same was taken into
account. This process of taking into consideration only immediate experiences helps identify the
‘realities’ as pure phenomena. The phenomenological research method helped encourage
participants to share individual and unique experiences in natural settings and address the two
research questions. During the data analysis, direct quotes from participants were included to

provide better clarity of the participants’ lived experiences.
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Role of the Researcher

In phenomenological studies, researchers attempt to access the lived experiences of the
participants while shouldering the responsibility of safeguarding participants and data gathered
from them (Sutton & Austin, 2015). The researcher for this study was previously associated
with a training institution in the United Arab Emirates and had worked closely with many project
managers. Personal interactions with project managers over the years identified a need for a
study of the leadership skills of project managers, skills which are most suitable for managing a
multicultural workforce.

For this study, Zoom audio interviews with participants were conducted. Participants’
comfort levels were prioritized as the participants’ shared honest feelings and thoughts about
lived experiences. The participants for this study had no past personal or professional
relationship with the researcher. Participants were purposefully selected from the training
institution database or LinkedIn.

Population and Sample Selection

The construction sector project managers in the United Arab Emirates were the target
population of this study. The initial step of the research process was to identify the population
for the study and interview the participants. The study sample was anticipated to be 10 - 12
participants, which was within the recommended size range for a phenomenological study
(Creswell & Creswell, 2018). The target population for this study was drawn from the United
Arab Emirates-based project management training institution’s project manager database.
LinkedIn profiles were used to support further and filter the participants to ensure participation

criteria are met. The participation criteria for this study required: 1) the participants are in
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project management roles in a construction industry/sector in the United Arab Emirates, 2) the
participants have team members from at least two or more nationalities reporting directly to
them, and 3) the participants have a minimum of 6 months experience in a project leadership role
at the time of data collection.

In a phenomenological qualitative study where data are collected using the open-ended
questionnaire, the validity and reliability of the questions cannot be statistically tested (Queiros,
Faria, & Almeida, 2017). A field test was conducted for three subject matter experts who had in-
depth knowledge of project managers’ lived experiences in the United Arab Emirates
construction sector. The feedback from the subject matter experts was used to update the
interview questions and the questionnaire.

Purposeful sampling is a widely used sampling method in qualitative research (Palinkas
etal., 2015). The goal of purposeful sampling is to identify and select information-rich cases
related to the phenomena. Demographic data or LinkedIn profiles were used to purposefully
identify project managers who have experience with managing multicultural teams in
construction projects in the United Arab Emirates. In addition to experience and responsibility,
the project manager’s availability and willingness to participate were taken into consideration
(Palinkas et al., 2015).

Instrumentation

Data for this study were collected using interviews as a research instrument. Zoom audio

interviews were conducted to gather participants’ descriptions of the lived experiences.

Demaographic questions (see Appendix A) and interview questions (see Appendix B) were used
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for a systematic data collection. Before the commencement of the study, a field test was
conducted involving three interviews.

The parameters and selection of subject matter experts for the field test were project
managers with over 5 years of experience managing a team consisting of two or more
nationalities or organizational leaders who were industry experts and had oversight of project
managers with similar experience (see Table 1).

Table 1

Field Test Subject Matter Experts

Subject Matter Experts Reviewed and Approved the

Total Experience*

(SME) Research Instruments
SME 1 30 years Yes
SME 2 15 years Yes
SME 3 29 years Yes

*Experience managing teams consisting of two or more nationalities

These subject matter experts did not answer the questions on the interview guide (see
Appendix B) but identified problems which may be experienced by respondents during the actual
study. The subject matter experts gave letters of review and approval (see Appendix E). The
field testing of the instruments allowed for content validation of the questions in the interview
guide (see Appendix B) before the actual data collection. The objectives of the field test were
aligned with the goals of the subsequent core study. The field test was anticipated to confirm the
strength of the research design by refining the interview questions to establish authenticity.

Non-directive interviews were the preferred instrument for data collection. Non-directive

questions may encourage a free flow of detailed information from the participants without
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creating any guidelines or boundaries. Interview data were first transcribed into written words.
Husserl (2013) outlined natural cognition begins with experience and remains within the
experience. The interview questions focused on gathering information-rich data about the
phenomenon or the experiences as lived and experienced by the participants.

Similar experiences were identified and grouped or coded to understand the deeper
meaning of the lived experiences. Informed consent (see Appendix C) were collected before
gathering the data. The agreements include individual informed consent for responses to be
disclosed. The participant’s identity was protected by disconnecting any identifying information
which relates the participant from the response. In addition, pseudonyms were assigned to the
participants, and, when not in use, data collected were secured in a password-protected
computer.

Data Collection

The purpose of the study was to explore the lived experiences and leadership skills
needed to manage construction projects with multicultural team members from different
countries in the United Arab Emirates. Phenomenological research searches for the meaning of
the lived experience rather than units or measurements of the experience. An in-depth and
thorough interview with the participant was the most appropriate form of data collection in
phenomenological research (Guest, Namey, & Mitchell, 2013).

The main focus of a phenomenological interview is the description of the meaning of the
phenomena (Guerrero-Castafieda, Menezes, & Ojeda-Vargas, 2017). Demographic data were

electronically collected before the formal interview. The demographic data and the interview
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data were maintained separately to avoid any judgmental bias. The demographic data helped to
ensure the participants met all the criteria required for this study.

Three subject matter experts having professional working knowledge with multicultural
teams were identified to field test the research instrument. The interview guide (see Appendix
B) was taken to the field of selected experts. The field testing was conducted face-to-face in a
professional manner to gather information about the interview guide and identify problems
which could be anticipated during the actual study of the lived experiences of project managers.
The feedback from the field test helped to validate the interview guide further and make any
changes to the core interview questions if necessary. The goal of the field test was to ensure the
research instrument was able to get the desired results by answering the research questions.

Recruitment letters (see Appendix D) were sent to potential participants via email
explaining the purpose of the study and the obligations of research participants. Project
managers consenting to participate with signed informed consent agreements were contacted to
schedule an interview time. Upon receiving consent from the required number of 10 participants
for the study, all interviews were conducted using Zoom’s audio feature. To ensure the validity
of the study, interview questions were aligned with the research questions (see Appendix B).
The primary goal of the interview was to ensure the participants had the freedom to articulate
and describe experiences in a non-restrictive environment. Both open- and closed-ended
questions with follow up questions guided the interview process. All interviews were recorded
using a digital recorder. The duration of each interview was 60 to 90 minutes.

Post interview, each conversation was transcribed into a Microsoft Word document. As a

part of the member checking process, the documents were sent to the respective participants in
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an editable format to allow them to review the information, make changes when necessary, and
add additional information which was not shared in the initial interview. Member checking is
the process where the participant confirms the accuracy of the transcribed conversation and
stories and helps improve the credibility of research (Thomas, 2017). This process ensured
accurate information was collected on the project manager’s lived experiences on leadership
skills, which helped manage a multicultural team. The transcribed information was further used
for data analysis.

Data Analysis

As described by Creswell (2014), data analysis begins with the description of personal
experiences to identify personal judgments and prejudices. Identification was required to ensure
there is no effect in the process of analysis. As recommended by Moustakas (1994), the first step
in data analysis was the horizontalization of data. This step required the use of the Epoché
process. Epoché is a Greek term which means doubt and is applied in phenomenological
research in reference to the suspension of judgments of the phenomena under study (The Editors
of Encyclopedia Britannica, 2019). The suspension of judgment or keeping an open mind when
analyzing data ensures objectivity in phenomenological research. During the analysis, data
statements referring to the leadership skills were recorded separately. For this study, these
statements were termed as horizons or units of meaning.

Textual and structural descriptions are an essential part of the data analysis process
(Moustakas, 1994). Textual descriptions refer to what the individual participants experienced
concerning the phenomena. This description refers to what the project managers experienced

when managing a multicultural team. The structural descriptions reveal the essence of the lived
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experiences. The structural descriptions in this study included common leadership skills, which
were repeated in the interviewed project managers’ transcripts.

Qualitative coding software NVivo was used for data analysis. Data were read and re-
read to provide a thorough analysis and identify codes. Codes in the form of headings and
subheadings were assigned to common patterns. Common themes were identified from the
gathered data and grouped in separate sheets for further analysis. This technique included
identifying the word and phrase repetitions, searching for missing information, and comparing
primary research findings to a phenomenon from a different setting, and discussing the
similarities and differences. At the summarizing stage, research findings were linked to the
research objectives. Necessary direct quotes from interviews deemed important were used to
highlight the research and findings' common themes.

Reliability and Validity

The trustworthiness of the study is crucial to the usefulness and integrity of the findings.
Reliability refers to the consistency of the study and its ability to be exactly replicated
(Grossoehme, 2014). To avoid any preconceived judgments, all interviews were conducted
using the same format. Any variations in data may be a direct result of the participants’
differences in lived experiences. The reliability of the study was obtained through the 10
participants from across different construction projects in the United Arab Emirates.
Consistency in identifying leadership skills further provided reliability to the study.

The selected research design was intended to identify the leadership skills needed to
manage construction projects with multicultural team members from different countries in the

United Arab Emirates. Validity in qualitative research refers to the appropriateness of the tools,
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processes, and data (Leung, 2015). The interpretation of the themes and patterns were made
using Microsoft Excel. A review of the results will occur in a two-stage process, with peers in
the classroom, former colleagues, or the dissertation chair and committee members. The study
includes rich and thick verbatim of participants’ accounts to support findings. These factors
increased the credibility of the study. The external validity of the study was ensured by selecting
participants from different construction projects in the United Arab Emirates. In addition, the
phenomena were described in detail with a conspicuous amount of information about every
aspect of the research (Amankwaa, 2016).

Triangulation in research was necessary to promote a comprehensive understanding of
the phenomena under study to increase confidence in the research study (Heale & Forbes, 2013).
Triangulation in this study was demonstrated by the field test, interviews, and member checking.
The field test aimed at ensuring the validity and reliability of the research instrument while
providing an opportunity to refine the interview questions before the main study. In-depth
individual interviews were a preferred method of data triangulation in qualitative studies (Carter,
Bryant-Lukosius, DiCenso, Blythe, & Neville, 2014). In-depth interviews are a powerful tool in
phenomenological research to elicit rich information on experiences and perspectives.

Member checking is the process of returning the transcribed information from the
interviews to the respective participants to allow them to check for accuracy, make necessary
edits, and resonate with experiences (Birt, Scott, Cavers, Campbell, & Walter, 2016). The
research questions focusing on the perception of leadership skills are valid for the desired
outcome of this study. The phenomenological data collection and analysis was appropriate to

study the lived experiences of the project manager’s leadership skills.
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Ethical Considerations

The interview questions (see Appendix B) were submitted to the American College of
Education (ACE) Institutional Review Board (IRB) for approval. All participants for this
phenomenological study were consenting adults who were construction sector project managers
working in the United Arab Emirates. Consent forms (see Appendix C) were sent out to
participants electronically via email before the interviews to ensure the participants are aware of
the information shared during data collection may be published.

Data were collected only from consenting participants, and the participants had the right
to refuse to participate even upon commencement of the study. No participants exited from the
study. The quotes used in the study were not directly associated with the participants, and all
measures were taken to ensure the reader is not able to identify or relate to the participant.
Ethical considerations were taken into account during the research planning, data collection, and
analysis phases of the research study, including keeping the data electronically stored, password
protected on a computer for 3 years.

Chapter Summary

The research methodology chapter includes the methods used to identify the leadership
skills of project managers helpful in efficiently managing a multicultural workforce in the United
Arab Emirates. An overview of the research design and methodology was presented in this
chapter. The study was designed as a qualitative phenomenological study. This study's
population consisted of project managers in the United Arab Emirates, having a team of two or
more nationalities. Ten participants were selected out of the targeted population by the use of a

purposeful sampling technique.
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Data were collected through Zoom, interviews were recorded and later transcribed.
Meaning units were identified from the participants’ lived experiences and assigned codes for
further analysis. All precautions were taken to maintain the confidentiality of data and to avoid
any harm to the participants. The research design, methodology, population and sample
selection, instrumentation, data collection, and approach analysis, reliability, and validity, and
the ethical considerations of this study were presented in this chapter. The results of the
interviews, analysis of data, and the resulting discussions follow in the chapter on Research

Findings and Data Analysis Results.
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Chapter 4: Research Findings and Data Analysis Results

The project managers in the United Arab Emirates manage nationally diverse and
multicultural teams. A diverse workforce made up of different nationalities and ethnicities, paid
differently for doing the same jobs based on the respective variables, poses challenges for the
project managers (Al-Jenaibi, 2012; Hamza, 2015; Shaban, 2016). The purpose of this
phenomenological study was to explore the lived experiences and leadership skills needed to
manage construction projects with multicultural team members from different countries in the
United Arab Emirates. The problem is a lack of understanding of the leadership skills needed in
the multinational, multicultural construction environment.

This study focused on understanding the construction project managers' lived experiences
in the United Arab Emirates and the leadership skills favorable in managing multicultural teams.
Qualitative questions invited the exploration and discovery process and narrowed the statement
of purpose to specific questions which one seeks to answer (Creswell, 2014). The following
research questions guided this study:

Research Question 1: What are the lived experiences of construction project managers

when managing multicultural teams in the United Arab Emirates?

Research Question 2: What are the perceptions of construction project managers

regarding leadership skills used in managing multicultural teams in the United Arab

Emirates?

This study was conducted using a phenomenological approach. Phenomenology was an
appropriate method because participants are allowed to explore the social phenomenon in its

natural settings. This approach allowed for the investigation and identification of meaning
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derived from individuals or groups experiencing a specific phenomenon (Creswell & Creswell,
2018; Teherani et al., 2015). For this study, the groups of individuals studied were participants
in the construction project management position in the United Arab Emirates, and the common
social phenomenon was leadership skills.

Merriam and Tisdell (2016) explained, “Basically, qualitative researchers are interested
in understanding meaning people have constructed, that is, how people make sense of their world
and the experiences they have in the world” (p. 15). Participant demographic questionnaires and
interviews were used to gather data for this study systematically. Zoom, a web conferencing
software, was used to interview participants and gather information-rich data about the
phenomenon and the participants’ lived experiences.

The chapter on research findings and data analysis results is organized into four main
sections. The first section includes an overview of the study, a review of the data collection
procedures, a timeframe of data collection, participant selection, and characteristics. The second
section includes data presentation, coding procedures, organization of patterns, development of
themes, and emergent themes. The third section includes the implementation of strategies for
ensuring credibility, dependability, confirmability, and transferability. The last section
summarizes answers to the research questions and a transition to the next chapter.

Data Collection

In this study, in-depth interviews were conducted using Zoom, a web conferencing
software to gather information about project managers' leadership skills in the United Arab
Emirates to manage team members from different national backgrounds. By conducting

thorough, in-depth interviews, the focus was on the description of the meaning of the phenomena
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(Guerrero-Castarieda et al., 2017). The aim was to identify and understand the themes of the
lived experiences from the project manager’s perspective.

Email invitations were sent to potential participants. Upon receiving the signed informed
consent, a suitable interview time was scheduled, allocating approximately 1 hour for the
interview. The time frame from the first recruiting email until the last interview was
approximately 14 weeks. Informed consents were gathered electronically over one month.
Informed consent and participant demographic information were electronically collected before
the interview. Signed informed consents were collected and filed securely and will be destroyed
3 years after completion of the research. Purposive sampling was used to identify 10 participants
who met all the participation criteria for this study: 1) the participants are in project management
roles in a construction industry/sector in the United Arab Emirates, 2) the participants have team
members from at least two or more nationalities reporting directly to them, and 3) the
participants have a minimum of six months experience in a project leadership role during the
time of data collection.

Zoom interviews were scheduled based on the participant’s availability. Interviews were
conducted over one month. The interviews were recorded, and a web-based transcription
software NVivo was used to transcribe the interviews. Transcripts were reviewed individually to
remove any identifying information. Extraneous words and utterances more acceptable in
everyday informal speech, such as you know, yeah, right, umm, ah, which did not contribute to
the understanding of the interview, were removed from the transcripts. For data validation,

member checking was conducted via email to allow participants to review respective transcripts
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and provide an opportunity to correct any misrepresentations by removing and/or adding
information.

Participant Population

The goal of this study was to include 10 — 12 participants meeting selection criteria and
resulted in 10 participants completing the interviews, which was within the recommended size
range for a phenomenological study (Creswell & Creswell, 2018). Creswell and Creswell (2018)
state the idea behind qualitative research is to purposively select participants who can best help
develop an understanding of the research problem and the research question. Purposive
sampling was used in this study to identify and contact possible participants. Three participation
criteria used were: 1) the participants are in project management roles in a construction
industry/sector in the United Arab Emirates, 2) the participants have team members from at least
two or more nationalities reporting directly, and 3) the participants have a minimum of six
months experience in a project leadership role during the time of data collection.

Following an approved application from the American College of Education (ACE)
Institutional Review Board (IRB), potential participants were identified from the database
provided by the training institution and LinkedIn. Potential participants were initially contacted
by email with an invitation to participate in the research (see Appendix D). Informed consent
containing a written description of the research and participant rights was provided to
participants electronically. Signed documents were obtained from the participants before the
data collection process. As per ACE IRB guidelines, all research data are stored in a secure file

and will be destroyed 3 years after completion of the research.
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The 10 project managers, with varied project management experience, in this study
represented eight nationalities with team members from 19 nationalities reporting to these
participants during the data collection period. The participants had a combined experience of
116.5 years working in the United Arab Emirates and the Gulf Cooperation Council (GCC).
GCC is a political and economic alliance of six Middle Eastern countries with a purpose to
achieve unity based on common objectives and similar political and cultural identities (Yetim,
2020). The six countries include Saudi Arabia, the United Arab Emirates, Qatar, Bahrain,
Kuwait, and Oman. The project managers’ combined experience in the GCC was relevant
because labor migration between the GCC countries is a common phenomenon, and 60 — 90%
of the GCC workforce are expatriates creating a diverse population (Al-Khouri, 2010). Table 2

represents the demographic information of the 10 participants included in the study.
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Experience
Participant Current Position in Experience in in UAE*/
Participant icipa Construction Project Current Position GCC** Team Members Nationality
Nationality - .
Management Field (years) Countries
(years)
P1 Philippines Project Manager 12 12 Egypt, India, Jordan, UK
China, India, Nigeria,
P2 India Construction Manager 0.9 16 Pakistan, Philippines,
Ukraine
. Bangladesh, India, Pakistan,
P3 Ireland Project Manager 35 5.5 Philippines, Sri Lanka
P4 Egypt Project Manager 10 16 Egypt, India, Lebanon
P5 USA Chief Project Manager 3 8 Canad_a, Egypt_, Jo_rdan,
Palestine, Philippines
Bangladesh, Egypt, India,
P6 Palestine Sr. Project Engineer 1 14 Jordan, Nepal, Pakistan,
Palestine, Philippines, Syria
Egypt, India, Pakistan,
P7 Egypt Project Quality Manager 5 18 Palestine, Philippines,
Sudan, Syria
P8 Canada Construction Manager 35 9 Egy_pt, India, _Jordan, Nepal,
Pakistan, Syria
Bangladesh, Egypt, India,
P9 Egypt ELV Projects Manager 3 14 Jordan, Pakistan, Palestine,
Philippines, Syria
Bangladesh, Egypt, India,
P10 Pakistan Project Manager 15 4 Pakistan, Palestine, Sri
Lanka, the UAE
Total 8 Nationalities 116.5years 19 Nationalities

*The United Arab Emirates
**Gulf Cooperation Council Countries
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Conceptual Framework

The project managers and team members represented different national cultures. For
example, Participant P1 was a Philippine national and considered more of a reactive culture as
per the Lewis cultural class model (Lewis, 2014). Although participant P1, based on nationality,
represented a reactive culture, individuals can deviate from the national type depending on the
work situation (Lassiter et al., 2018). Based on the profession, project managers may tend to
belong to a particular cultural type.

P1’s team members represented four nationalities from three categories on the Lewis
model (Figure 5). 1) Egyptians and Jordanians were from multi-active culture, 2) British were
from a linear active culture, and 3) Indians hold a median position between multi-active and
reactive cultures. The idea was to identify the existence of different personality traits within the
team due to the national culture and the leadership skills which help project managers to get the
work done and manage efficiently. The study used the Lewis cultural class model as a practical
and visual way to help understand the causes and consequences of different cultural dynamics

between the project managers and the nationally diverse team members (Lewis, 2014).
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Toam Momber
Joedan, Egypt

Tesam Mambssr
India

Project Manager
Philippres

Team: Membser
(184

Figure 5. Model of Participant 1(P1) and team members cultures based on the Lewis Cultural
Class Model.

Data Analysis and Results
Creswell and Creswell’s (2018) five-step data analysis process were used to analyze data.
The data analysis process began with the preparation and organization of data. Zoom, a web-
based conferencing tools audio feature, was used to conduct interviews. The tool had a built-in
transcription software, which was used to transcribe the interviews. The transcripts were edited
if required while simultaneously listening to the audio recordings. The process ensured the

accuracy of the transcribed information.
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In the next step, each participant’s interview transcript was entirely read to understand the
universal ideas shared by the participant. During the transcript review phase, general ideas
shared by the participants related to their lived experiences were identified. Interview transcripts
were read and re-read multiple times to become familiar with the detail of data and gain an
overall perspective of the meaningful statements about the phenomenon of the study.

The different parts and moments of the experience were revealed through a consciousness
of learning and instinctively making sense of the experience. Different layers of meaning were
added through the unfolding and folding of the noemata and noeses of different horizons until
the ideas became distinct, and there was a feeling of fulfillment (Yee, 2019). Noeses are
intentional acts, and the noemata are the intended objects (Husserl, 2013). Intuitive reflection
was used to perceive the essence of the learning.

The significant statements related to lived experiences and leadership skills were
highlighted. The highlighted significant statements were copied and pasted on a Microsoft
spreadsheet for further analysis. The respective participant number was placed in the adjacent
column against the significant statement. The identified significant statements form the horizon
for this study. Meaning units were identified, ensuring the following criteria: (a) directly related
to the lived experience of the project managers; (b) able to be extracted from the text and
regrouped with other statements; (c) nonrepetitive. Statements which did not meet the criteria
were maintained in a separate sheet.

The two-cycle approach of coding identified by Saldafia (2009) was used for data
analysis (see Figure 6). During the first cycle, the elemental method of initial coding guided the

application of provisional and tentative codes. The meaningful units with similar interpretations



were grouped to form codes. In the second cycle, the axial coding method guided the

development of codes by grouping, sorting, and reducing the number of codes generated from

the initial coding process. It was essential to become grounded in these data to organize data into

meaningful units based on content. A qualitative coding software, NVivo was used for the initial

organization of collected data. Subsequently, a second coding process was conducted using a

Microsoft Excel spreadsheet.

Initial Codes
Give Credit Perosnality & Respect Relationship Build Positive
where it is due Attitude Knowledge Oriented Relations
I
|
Axial Codes
Build Positve Relationships Compassionate Empathy

I

Emergent Theme

Connect on a Human Level

Figure 6. Sample Coding Process. This figure shows an example of the coding process.

A thoughtful deliberation of data analysis resulted in formulating meaning units from the
statements and phrases. Each meaning unit was grouped and regrouped until there was clarity on

the emergent themes. A total of 293 formulated meaning units were constructed from significant

statements, phrases, and quotes. The data analysis process produced numerous codes, enabling

the emergence of themes which aligned with the two research questions.
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A comprehensive analysis of the clustered themes resulted in the identification of eight

emergent themes. The eight emergent themes were: (1) Culture Shock, (2) Mindful of Cultural

Stereotypes, (3) Clarity in Communication, (4) Share Similarities and Celebrate Differences, (5)

Connect on a Human Level, (6) Bridge the Language Gap, (7) Recognition Champion, and (8)

Cultural Competence. Table 3 and Table 4 display emergent themes for Research Question 1

and Research Question 2, respectively.

Table 3

Emergent Themes with Associated Meaning Units for Research Question 1: Lived Experiences

Emergent Themes

Meaning Units

Culture Shock

Mindful of Cultural
Stereotypes

Clarity in
Communication

when | came to this country 14 years ago, it was a shock when we [1] saw
that we [1] have to deal with all these different nationalities. (P9)

when you come over to a new environment, when it’s multicultural, you 're
going to experience alternative methods or practices and procedures and
kind of opens your eyes. (P3)

The culture for every nationality is different from one to another one. (P6)

sometimes it happens that the two countries have a rift between them, and it
reflects in the personalities of these people. (P10)

it is recognized that a project manager uses 90% of his time for
communication at the project. (P10)

it’s about breaking down the whole group into smaller groups. When you
are making smaller groups, it’s easier to monitor, to understand, and how
to improve them. (P8)




Table 4
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Emergent Themes with Associated Meaning Units for Research Question 2: Leadership Skills

Emergent Themes

Meaning Units

Share Similarities and
Celebrate Differences

Connect on a Human
Level

Bridge the Language
Gap

Recognition
Champion

Cultural Competence

this is a multicultural country. There are more than 200 nationalities. Each
country has its strength in something more than others. (P6)

Each nationality has its own strength and weaknesses, and making the best
out of them is the ability of the project manager. (P7)

And for you to connect to them at a human level at an emotional level, you
need to understand them; you need to understand their background where
they 're from. (P5)

As a leader, we also build trust in our team because this is one of the most
basic thing[s] when we are working with the multicultural and the
multinational from different regions. (P10)

I have used somebody with a good grasp of English and a good grasp of the
operative s language to translate ideas and get things to ensure that things
are done right and correct, and quality and speed is maintained. (P3)

The [mis]Jcommunication barrier is the first and the most important thing
we have to overcome with these different nationality people. Sometimes we
have to arrange a translator to intervene and help translate for them. (P10)

reason we left our home countries was for money. If | motivate them money-
wise, believe me, they will not trust anyone rather than you. (P9)

We are displaying them [their names] on the notice board. P(2)

and it’s very important that you are able to capture as much as you can in
understanding their cultural background in order to be able to get the best
out of them. (P5)

For new project managers, cultural training may be relevant, but for
already experienced project managers, this may not add much value. (P6)
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Emergent Themes for Research Question 1 Data

Research Question 1 asked, what are the lived experiences of construction project
managers when managing multicultural teams in the United Arab Emirates? Two interview
questions, Questions 1 and 4, directly aligned with Research Question 1. In addition, Interview
Question 7 on additional comments contributed significant statements to outcomes related to
Research Question 1. The interview questions included questions about the experience of the
participants when executing a project with a team consisting of people from different
nationalities and different cultural backgrounds, helpful practices to close the projects
successfully, and if the participants had any additional reflection or information, participants
would like to share before the conclusion of the interview.

The formulated meaning units were derived from the significant statements and phrases
extracted from the participant responses to the interview questions. The themes for Research
Question 1 include Culture Shock, Mindful of Cultural Stereotypes, and Clarity in
Communication. The research participants were identified by number to maintain anonymity.
Culture Shock

The participants in this study were expatriates from eight countries working in the United
Arab Emirates (see Table 3). Participants discussed experiences when moving from home
country and working with people from one culture to the host country (The United Arab
Emirates) and working with people from different nationalities and cultures. When asked about

the experiences with people from different nationalities having different cultural backgrounds,
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P3, an Irish national, stated:
You kind of revert from watching from home for the first couple of weeks. And it takes
time because that’s what you’ve done for the last couple of years before moving here, so
it takes a while to figure it out that doesn’t work. You almost have to fail before you can
succeed.
An Egyptian national, P9, who came to the host country at a senior level position, explained the
traits which helped to acclimate to the new culture:
| came to this country. The first job for us is that we are dealing with non-Arabic people.
Actually, when | came to this country 14 years ago, it was a shock when we [1] saw that
we [I] have to deal with all these different nationalities. Actually, | came from my
country as a senior from a senior level. But | deal in my country with only my native
people. So, it was very difficult in the beginning. I got lots of experience here based
only on one thing. The most important thing is to respect other people [to] respect their
culture.
P3 described the differences in management styles between the home country and the host
country:
One management style will say in construction, especially back in Ireland, your
management style will be a bit more, how would you say, aggressive almost a bit more
bosses. Whereas when you come over to a different culture and using that same
philosophy doesn’t get the same results, shall we say, so you have to change. Change
your management style to suit the people you are managing, which is interesting but

rewarding. The culture from back in Ireland that’s how everybody, as | said, everyone
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has always done the same thing forever. That’s how it’s done where you come from, but
it’s not how it’s done here ...when you come over to a new environment, when it’s
multicultural, you’re going to experience [to] alternative methods or practices and
procedures and kind of opens your eyes, to different ways of management style and
managing teams and getting results.

Mindful of Cultural Stereotypes
Several cultures were represented in each nationality. The key take-away from research
conducted by Kirkman, Taras, and Steel (2016) was not to assume people from one country
embody the typical values associated with the country. Besides the cultural differences in the
nationalities, there are other factors like religious differences and national political conflicts
between the team members. P6 highlighted the awareness of different cultures existing in the
nationalities:
The culture for every nationality is different from one to another one, and then the
mentality for each one is different. [For] example in India, they have, I think, 27 states,
Pakistan may be five or more and Bangladesh and Philippine. And so many cultures,
Arab are also many cultures and mentalities. It’s not easy to deal with all of those
people.
P3 had little knowledge about the different nationalities and cultures before going to the United
Arab Emirates and talked about the role of experience in learning other cultures:
First, I knew very little about the Emirati or the Lebanese, or even the Indian culture and
having worked with an awful lot of these nationalities over the last few years. | think

we’ve all learned an awful lot more about them.
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P10, a Pakistani national, highlighted the importance of project managers to be aware of the
different religious values and mannerisms which may exist in the team:
The religion [religious] values also matter a lot. Because they have [a] common mess,
they have to live in the same room, and they have different habits, they have [the]
different religious activities. Therefore, we have to mentor them based on these specific
cultures, religions, and [their] geographic locations. We have to explain [to] them how
this country is neutral, how they have to respect [the] others’ emotions, and how they
value [the] each other’s religions or the other cultures. We celebrate some events in our
labor accommodation camp. We make some arrangements for celebrations [celebrate]
their cultural events— like if it is the national day of some country we just arrange a
gathering and invite all of those nationalities people. Similarly, if there are some religious
events like Eid and Christmas Day, we do celebrate as a team.
A Pakistani national P10 outlined the home country national political conflict and differences
seeping into the work environment:
When [the] people come from [a] different backgrounds from the different geographic
locations, sometimes it happens that the two countries have [a] rift between them, and it
reflects from the personalities of these people.
P9 reiterated how the home country’s national political unrest and tension might be reflected in
the team member’s personality:
| have to acknowledge and respect the culture [cultural] differences between me and
others and the between other people, not my culture only. For example, you are dealing

with Indian and Pakistan. You know there is a lot of conflict between them, but they
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have to work with each other, and | have to work with them. | have to get their output. |
have to get the outcome from these people. So, the first thing is to acknowledge and
respect these differences ...after duty, you are Indian, | am Egyptian. When we are in
[on] duty, we are the team. Our nationality is team X or team Y. This is as per my
experience here in the UAE.

Clarity in Communication.

Participants explained the importance of clarity in communication. Intercultural
communication is a form of communication which shares information across different cultures
and social groups (Jandt, 2018). The clarity in communication is relevant to this study as the
project managers share information across team members who are individuals from different
national cultures and speak different languages. P10 outlined communication is one of the most
important roles of a project manager:

As a project manager, it is recognized that a project manager uses 90% of his time for

communication at the project.

P5 had similar thoughts about the project manager’s role in managing communication and
highlighted the importance of the medium of communication:

Ultimately as a project manager, your job is to manage communication, manage project

knowledge, manage you know who’s doing what, when, and where the planning, you do

need to communicate it now ...The form of communication and how you’re
communicating is very important. So, it’s important you know to understand the culture,
understand the team understand how you need to connect with the team. In order to send

your planning, send your message across. If people are on schedule, you’re telling them
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if people are not on [the] schedule. You’re also telling them, so that’s very, very
important.

To ensure an effective flow of communication, P8 described breaking down a large team into

smaller groups which are easier to manage:
It’s about [the] breaking down the whole group to [into] smaller groups. When you are
making smaller groups, it’s easier to monitor, to understand, and how to improve them.

P5 shared similar views about creating a hierarchy and identifying the key people who become

the messenger or carrier of communication:
It is very important that he very quickly identify who are the key people on this project
and very quickly identify how he should communicate with them. So, you need to be
able to, you know, send that message across and make sure that they understand the
commitment.

P9, an Egyptian national with over 14 years’ experience in multicultural work environments in

the GCC, outlined the importance of communicating the objectives of the project to the team:
...we reach [to] the performing stage. We understand each other. We understand [the]
cultural differences. We have a common language. What is our common language? Our
common language is the project completion within scope within time within cost ... the
objectives of this project should be explained to the team. Why we need to take this
project, why we have to complete this project. In terms of completing a project in [a]
successful way.

The role of body language in communication was explained by P5, who is a U.S. national

of Arab descent:
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... let’s say communicating with one of my project managers from a contractor, and he’s
Indian right, and he’s hot-blooded, and I’m hot-blooded right, so we speak, and we’re
moving our hands, and you know, we’re doing [making] all these gestures. And it works
well, and then I go, and that’s another project | have the project managers British. And
that guy doesn’t have the paralinguistics. He doesn’t move his hands. He just speaks,
and he speaks very slowly. And you’re somehow speaking and moving your hands, and
he’s looking at you like, why is he moving his hands. Is he insulting me or not? So, it’s
true you kind of need to adapt, you kind of need to respect the person in front of you,
appreciate what it is they’re doing? Or if you disagree, you also need to communicate that
respectfully.
Emergent Themes for Research Question 2 Data
Research Question 2 asked, what are the perceptions of construction project managers
regarding leadership skills used in managing multicultural teams in the United Arab Emirates?
Interview Questions 2, 3, 5, and 6 directly aligned with Research Question 2. In addition,
Interview Question 7 on additional comments contributed significant statements to Research
Question 2. The interview questions sought information on the kind of reward mechanism
managers use to recognize hard-working, innovative, and successful team members; the steps or
measures taken to get acquainted with the different cultural backgrounds of the team members,
and any specific leadership skill or skills participants found particularly helpful when managing
a diverse team. Participants were asked about the thoughts on leadership training with a focus on
managing a multicultural team [that] would help manage team members more efficiently, and if

the participants had any additional reflections or information to share.
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The formulated meaning units were derived from the significant statements, phrases, and
quotes extracted from the participant responses to the interview questions. The themes for
Research Question 2 include Share Similarities and Celebrate Differences, Connect on a Human
Level, Bridge the Language Gap, Recognition Champion, and Cultural Competence. The
research participants were identified by number to maintain anonymity.
Share Similarities and Celebrate Differences
People of each nationality have a few similar traits or strengths. As P7 highlighted, to get
the best outcome, you need a blend of all different cultures. P6, a Palestinian national with over
14 years of experience in the GCC, provided more insight into the strengths and differences of
people from different nationalities:
...this is a multicultural country. There are more than 200 nationalities. Each country
has its strength in something more than others. Some countries are agricultural, some
countries industrial, and some countries is [are] strong in IT. Some countries are good at
business. So, the culture depends on where they come from and the strength of that
country. That’s why they built the team from multicultural, multi countries. Every
country is strong in the [a] specific field. In each nationality and background. Some
people are strong in their mind, some in their knowledge. How to think how to dealing
how to solve problems, how to behave with the other, how to respect how to it can see
how to manage [with] the problems, how to deal with others. To manage the timing,
everything. Some people are physically strong in their muscles and their body. Right, so
we have to study each person’s strengths and focus on the strengths to get work done

efficiently.
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P7, an Egyptian national, drew attention to some nationalities' strengths and emphasized to get
the best outcome, the team needs a blend of nationalities. P7 mentioned strategically placing the
people based on the national traits as recognized by the participant:
Indians. If they are very good in [at] following the rules, you can put them in the
supervision roles. This is normally what I’m making in my projects. They will follow
up, and you will be supervising the site team or make sure that the rules has [have] been
implemented and followed up. Because they are, they have a good system ... So,
whenever I’m facing a problem in the system, | will put the Arab people. They can talk
very good, they can negotiate with the consultant or with the client, and they will find a
way to overcome this issue. This is normally what I’m making in my projects.
Each nationality has its own strength and weaknesses, and making the best out of them is
the ability of the project manager. If you work with only one nationality, you will fail.
So, you have to work with all of them together to make a good team. To get the best
outcome, you need a blend of all different cultures.
P5, a U.S. national of Arab descent, has spent a considerable number of years in the United Arab
Emirates. P5 reiterated similar experiences as P7 about certain geographical areas having similar
personality traits:
...culture and personality could intertwine. You can realize a certain geographical area
could have similar personality traits. And understanding those traits become important to

you because you can start to empathize.
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P9 highlights the conflicting religious values, which may be prevailing between the people. P9
stresses acknowledging the differences and avoiding talking about religion is a better way to
manage the teams without instigating any conflicts on the matter. P9 reflected:
I’m not talking about religion; | am talking about the culture itself. Know about them.
And not only that, we have to acknowledge their culture. Acknowledge the differences
between those cultures... So, the first thing [I have to say], | have to acknowledge and
respect the culture [cultural] differences between me and others, and [the] between other
people, not my culture only.
.... [when] your religion conflicts with my religion, I have to show [the] openness and
respect to your culture. I accept it or not; this is another thing. But I respect your country
and culture. | have to show that. I will not show the conflict between mine and yours if
we are discussing this point. This is very difficult, by the way. Some traditions in your
culture it is away from my religion as a Muslim. But what and how | will deal with you.
How I will treat you ... | have to avoid talking about it too much.
Connect on a Human Level
Many participants expressed connecting at a human level with words like compassion,
trust, empathy, kindness, being human, and treating team members like family. In addition, the
difference in perceptions based on nationalities was highlighted by the participants. P2, an
Indian national, explained the importance of respecting skill and experience over nationality:
We have to respect the engineers. | am not respecting the nationality. | am respecting the
guys, the engineers, their knowledge, and their skills. Respect plays an important role

like [in] respecting the knowledge and the skill.



84
P5 discussed the importance of emotional intelligence in understanding what is acceptable and
what is not acceptable between different cultures and the role of respect:
To me, it’s more on emotional intelligence, so emotional intelligence which relates to,
people and emotions and relates to their culture, their background, their nationality, so it
is so it’s all kind of, you know, one big bubble with different layers. If you don’t
understand that at a project management level, it means you don’t understand people. If
you don’t understand people, then you don’t understand the value of the team and your
project, and it’s going to be very, very difficult to succeed.
...And for you to connect to them at a human level at an emotional level, you need to
understand them, you need to understand their background, where they’re from, what
they value what they don’t value. And it may or may not be similar to you. Some
people, for instance, are more religious. You need to speak to the [a] certain way. Some
people are older than you, so you need to respect them.
P10, a project manager with 4 years’ experience in GCC countries, elaborated on the impact of
building trust in multicultural teams:
As a leader, we also build trust in our team because this is one of the most basic thing [s]
when we are working with the multicultural and the multinational from different regions.
If we succeed to develop [in developing] the trust with them and our team thinks that they
are trustworthy to us, it matters a lot for them. Because when we develop [the] trust with
them, then they start to work as a team ... When there is a trust between the team, they

understand their responsibilities and their work. They work as a cohesive unit with each
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other, and it leads toward the completion of our project as per our scope and the
timelines.

Bridge the Language Gap
The language barrier is an expected challenge in any multicultural environment. Besides

the differences in languages, there is the linguistic ability of the sender and the receiver. Even

when a common language is being used, the jargon, terminology, and abbreviations may be

misinterpreted by the receiver. As P3, an Irish national outlined, a better understanding of the

language through interpretation would help:
[A] better understanding of the language will help. [And then] when you’re closing a
project. | think sometimes it’s a high-pressure, high-intensity situation, and normally you
are against the clock and against the budget when you’re closing a project. So, and
sometimes things can get lost in translation where you don’t have the time or the budget
not to get everything right [the] first time, so there has [have] been instances of [a]
language barrier. A language barrier at the end of a project when pressures is [are] on
probably the biggest hindrance or is that could be moved that would be probably the most
beneficial If I had something to close the language barrier that will be maybe, an
interpretation or something. | have had situations where | have used somebody with a
good grasp of English and a good grasp of the operative’s language to translate ideas and
get things to ensure that things are done right and correct, and quality and speed is
maintained.

Similar to P3, P10 shared experience about the need to use a translator to ensure effective flow of

communication:
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The main barrier in communication is [the] language. We have to manage this
communication barrier ... It also helps to identify the communication gaps due to
language barriers. The [misjcommunication barrier is [the] first and the most important
thing we have to overcome with these different nationality people. Sometimes we have
to arrange a translator to intervene and help translate to [for] them.
P8, a Canadian national, discussed creating layers in management to ensure effective transfer of
information since the foremen from different countries sometimes do not know either Arabic or
English:
Mainly the language. It’s hard, and then we are facing problem..... We are managing
them through Site engineers and then the Foremen and then the language itself, it will be
through the foremen themselves. Because it’s very hard to contact the laborers or the
skilled or unskilled people directly. So, it will be the information transfer to the site
engineers from the site engineers, it will be to the foremen, and then they can be
coordinating with these people. .... Mainly the foremen are from different nationalities.
They don’t know Arabic, neither English. Okay, so this is the way how we are dealing
with them.
P3 described the process of using positive affirmation and continually finding ways to recognize
and let the team members know when a job is well done. P3 indicated this step is essential due
to the language barrier, and the team member's need to know the work was done right. P3
shared:
So, we have to reaffirming exactly what they’ve done and letting [let] them know they

have done it right. Because a lot of times there’s a language barrier and some, some guys
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are a bit nervous while they’re working. You know they want to get it right, but they’re
not 100% sure. And they just want to do it right. Let them know that they have done it
right, so they gain [the] confidence to go on.

P1, a project manager from the Philippines, mentioned trying to talk in the laborer’s native
language makes the team members happy:
When dealing with people, you get to know each other’s personality, their culture, and
then you become friends with them ...When I go to [the] site and speak to the laborers in
their language [basic]. You can see the smile on their face when they know that you’re
talking to them in their language. Although it’s very basic, it goes a long way in getting
to know them and understanding their culture.
Recognition Champion
Participants highlighted the importance of both intrinsic and extrinsic rewards. The focus
was on making sure other people, like the managers, supervisors, and colleagues, know about the
recognition. Participant 1 mentioned:
...give them 50 dirhams [UAE currency] for their mobile load [recharge] on a monthly
basis. So, this 50 Dirham’s for 10 people each month is not much, but it is appreciated
by the laborers.
P2 shared a similar reward mechanism:
...awarding them like 50 dirhams [UAE currency] telephone Etisalat card for this month.
Like the phone recharge, they can use their phone because they can talk to their family.

P9 explained the significance of monetary reward in the United Arab Emirates:
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But you know in this environment here in UAE, or Saudi Arabia or Qatar or Oman, the
reason we left our home countries was for money [am | right]. The reward should be
tangible ... if I am working construction, in direct manpower, | have to give some
recognition to motivation to [motivate] the site manpower, like workers, technicians,
helpers, charge hands, supervisors, and foreman. Those people are looking for money. If
| motivate them [in] money-wise, believe me, they will not trust anyone rather than you.
P10 indicated the way a reward is delivered is more important than the reward itself. P10
highlighted the importance of public recognition:
The way the gesture is delivered, in my opinion, is more important than the gesture itself,
which is, let’s say, the piece of paper with the signature or the little gift whatever. The
way it’s given, how it is given, the words that are said, etc., etc., when itis given ... I
think the certificate is almost like a token. It’s important that, let’s say, the certificate is
given to the employee in front of his colleagues, workers, and peers. Because that gives
him a self-recognition, it gives him a status of achievement, appreciation, etc., amongst
his team.
P1 mentioned keeping the employee’s superior or manager in the loop when appreciating boosts
the employee’s morale:
then | just copy their superior, their manager, and so they know that this guy did well,
although it won’t be monetized. This will help them boost their morale.
Similar to P1’s views about expressing recognition, P1 stated:
We are displaying them [their names] on the notice board.

P3 echoed a similar display of appreciation:
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If one probably does a good job and you acknowledge it and give them the praise they
deserve, and make sure people know what they’ve done.

P9 emphasized the need to ensure people across the organization are aware of the recognition:
For example, in our head office, | have to put [write] their names on the recognition
board. The people working outside do not know the office team. | have to develop this
culture. I have to put their names, the man of the month, supervisors of the month, the
technician of the month.

Cultural Competence
One of the basic skills which participants reiterated was the ability to be aware of the

different cultures. The importance of cultural training was discussed. P6 explained how two

people understand the same thing differently:
One way, if | have, let’s say there are two different people reporting to me, right. One is,
let’s say, you know, Egyptian, and the other is, let’s say, the Filipino [who works for] and
both are reporting to me. If | said the same thing to each one of them, the reaction could
be very different. Right. Because their perception of what 1’m saying may be different,
so it’s important. | have that emotional intelligence to be able to identify what is
acceptable with this person and what is not.

When asked if cultural training was relevant, P5 elaborated on the need for cultural training for

project managers. P5 highlighted the existence of many dimensions in individual personalities,

including nationality, culture, religion, and historical experiences:
Yes, I’ll tell you why 1 100% believe so. Because you’re managing, we’re saying

managing team members and team members there are not objects they are again, they’re
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humans. Humans are very complex. They have a nationality, there’s culture, there’s
religion, and there is the historical experience in life. There are so many facets and
complexities to that individual, that emotional human, and it’s very important that you
are able to capture as much as you can in understanding their cultural background in
order to be able to get the best out of them and [to] best manage them and best direct
them.

P3 explained cultural training would have been helpful at the start of a career in the United Arab

Emirates:
Culture training would definitely be beneficial because cultures are so vastly different.
And when you come to this part of the world or especially when you come to the UAE,
we are getting from [the] four corners of the globe. So, [and] yeah, cultural training
would definitely [have] been beneficial when I started here as a project manager and
absolutely no culture training whatsoever. And | was put in the high level with 150 or
200 people below me, so I mean | couldn’t speak to any of them. And with the deadlines
and everything against you as well. It’s, it’s a high-pressure situation [right]. You
definitely have a different outlook on this and definitely do things differently.

On a similar note, when asked about the relevance of cultural training, P6 explained how training

may be relevant to new project managers and may not truly add much value to experienced ones:
For new project managers, cultural training may be relevant, but for already experienced
project managers, this may not add much value.

P7 described the role of experience playing a more significant role in understanding the different

cultures that exist in the team:
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But in my opinion, [the] experience is much better than training, so people [so] they can

understand, especially for the culture.

Participant responses were provided verbatim when possible, while some responses are
edited to protect the identity of the organization or the participant. When included, names have
been omitted, or an alphanumeric sequence was used to ensure the privacy of all parties. The
themes are qualitative findings of participants’ lived experiences and perceptions and are meant
to inform readers of these common experiences.

Reliability and Validity

Several steps were taken to ensure the reliability and validity of this study. Triangulation
in research is necessary to promote a comprehensive understanding of the phenomena under
study with an objective to increase confidence in the research study (Heale & Forbes, 2013). In
this study, triangulation is demonstrated by the member check, in-depth interview, and
reflexivity to ensure the collected data and analysis are accurate and trustworthy. To ensure the
validity of data, interview questions were aligned with the research questions. Two former
colleagues conducted a review of the results. The external validity of the study was ensured by
selecting participants from different construction projects. Rich and thick verbatim descriptions
of research participants’ accounts support the findings. Direct quotes from the study have been
incorporated to ensure validity, trustworthiness, and transferability.

The conceptual framework served as a lens through which the analysis was conducted
(Creswell, 2014). The Lewis cultural class model provided the logical structure of connected
concepts, which helped understand how ideas related to one another (Lewis, 2014). The Lewis

cultural class model divides people’s leadership traits into three categories depending on the
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individual’s nationality (Lewis, 2014): (a) Linear-active: cool, factual, decisive planner; (b)
Multi-active: warm, emotional, and impulsive; and (c) Reactive: courteous accommodating, and
a good listener. The research participants were from the construction sector in the United Arab
Emirates. This study's findings could not be generalized since the research participants were
from a specific sector in one country. The potential effect of the scope may affect the
transferability of the study.
Member Check

Member checking is the process of returning the transcribed information from the
interviews to the respective participants to check for accuracy, make necessary edits, and
resonate with experiences (Birt et al., 2016). The member checking process was conducted, as
outlined in the research methodology chapter. Interview transcripts were returned electronically
to all participants and were provided a five-day window to revise, remove, or add to the
information provided. The member checking process confirmed the accuracy of the transcribed
information and helped improve the credibility of the research (Thomas, 2017).
In-depth Interview

In-depth interviews are one of the most powerful tools for gaining a detailed
understanding of human behaviors. Rich perspectives of personal experiences and perspectives
were derived from in-depth interviews of research participants. Considerable time was allotted
to transcribe and analyze the texts to ensure the validity of the information.
Reflexivity

Reflexivity includes setting aside biases, opinions, and viewpoints which can influence or
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shape how data were analyzed and interpretations formulated (Creswell & Creswell, 2018). To
establish the trustworthiness of this research, the section titled “the role of the researcher”
outlines the researcher’s prior experience in the United Arab Emirates. To reduce and eliminate
bias, the participants were identified from a new database or LinkedIn and had no past
relationship.

Chapter Summary

The purpose of this study was to explore the lived experiences and leadership skills
needed to manage construction projects with multicultural team members from different
countries in the United Arab Emirates. The first section included the collection process and
details about the participants’ demographics. The second section detailed the analysis process
and the results of this research study. Eight themes which emerged from the analysis of this
research study were: (1) Culture Shock, (2) Mindful of Cultural Stereotypes, (3) Clarity in
Communication, (4) Share Similarities and Celebrate Differences, (5) Connect on a Human
Level, (6) Bridge the Language Gap, (7) Recognition Champion, and (8) Cultural Competence.

The alignment of the research questions to the interview guide helped focus the responses
to the predetermined topics. The responses were analyzed with the aim of answering the
research questions. Research Question 1 was about the lived experiences of construction project
managers when managing a multicultural workforce in the United Arab Emirates. The emergent
themes for Research Question 1 include (1) Culture Shock, (2) Mindful of Cultural Stereotypes,
and (3) Clarity in Communication. Research Question 2 was about the perception of
construction project managers regarding leadership skills used in managing multicultural teams

in the United Arab Emirates. The emergent themes for Research Question 2 include: (4) Share
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Similarities and Celebrate Differences, (5) Connect on a Human Level, (6) Bridge the Language
Gap, (7) Recognition Champion, and (8) Cultural Competence.
The emergent themes aligned with both the guiding research questions. The overview of
the findings, interpretations, conclusions, limitations, recommendations, and implications for
leadership follows in the discussion and conclusions chapter. The essence of the study will be

captured.
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Chapter 5: Discussion and Conclusion

The purpose of the study was to explore the lived experiences and leadership skills
needed to manage construction projects with multicultural team members from different
countries in the United Arab Emirates. The problem is a lack of understanding of the leadership
skills needed in the multinational, multicultural construction environment. The research was
needed to identify the leadership skills which help project managers to manage nationally and
culturally diverse teams efficiently.

The literature review illustrated the necessity for the study of leadership skills of project
managers managing multicultural teams (Oshinubi, 2007). A review of the literature supported
the study of leadership skills to support this population. A few studies exist that focus on labor
migration and the multicultural nature of the United Arab Emirates expatriate population; a gap
in the literature was identified on leadership skills that help project managers successfully
manage the multicultural workforce in the construction industry. The research by Oshinubi
(2007) identified nine critical leadership traits which had a direct relationship with team
performance in construction projects. Although the literature had given meaningful insights into
the relationship between leadership traits and team performance in construction projects in the
United States, there has been little research into the leadership skills of construction project
managers in the United Arab Emirates to manage a diverse workforce.

While Oshinubi’s (2007) research identified leadership traits of managers in construction
projects in the United States, there existed a gap in the literature for a specific study of leadership
skills required to manage culturally diverse team members from different nationalities in the

construction industry in the United Arab Emirates. The study focused on understanding the lived
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experiences of the project managers in the United Arab Emirates and the leadership skills which
are favorable in managing multicultural teams. The following questions guided the research:

Research Question 1: What are the lived experiences of construction project managers

when managing multicultural teams in the United Arab Emirates?

Research Question 2: What are the perceptions of construction project managers

regarding leadership skills used in managing multicultural teams in the United Arab

Emirates?

In the chapter on discussion and conclusion, key summary findings from the data analysis
and findings chapter are detailed and linked to the two research questions. The emergent themes
have been compared to the relevant studies in the chapter on the literature review. The
conceptual framework provided the logical structure necessary for the analysis and interpretation
of the findings. The limitations of the study are recognized, recommendations for further
research, changes in policies and practices are discussed. The chapter concludes with a
discussion of implications for leadership and a summary of the study findings.

Findings, Interpretations, Conclusions

Research Question 1 asked, what are the lived experiences of construction project
managers when managing multicultural teams in the United Arab Emirates? The themes
identified for Research Question 1 include Culture Shock, Mindful of Cultural Stereotypes, and
clarity in communication. Research Question 2 asked, what are the perceptions of construction
project managers regarding leadership skills used in managing multicultural teams in the United

Arab Emirates? The themes for Research Question 2 include: Share Similarities and Celebrate
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Differences, Connect on a Human Level, Bridge the Language Gap, Recognition Champion, and
Cultural Competence.

The 10 participants in the study were expatriates representing eight countries working in
the United Arab Emirates. The project manager’s multicultural experience in the United Arab
Emirates and the Gulf Cooperation Council countries ranged between 4 — 18 years. The team
members combined represented 19 nationalities. Eight themes which emerged from the analysis
of this research study were: (1) Culture Shock, (2) Mindful of Cultural Stereotypes, (3) Clarity in
Communication, (4) Share Similarities and Celebrate Differences, (5) Connect on a Human
Level, (6) Bridge the Language Gap, (7) Recognition Champion, and (8) Cultural Competence.
Culture Shock

The cultural shock experienced by the participants refers to the cultural transition from
participants’ respective home country culture to the multicultural work environment in the
United Arab Emirates. An expatriate academic study conducted by Rajasekar and Renand
(2013) in the Sultanate of Oman gathered data to examine the different forms of culture shock
which academics experienced while living in Oman. Researchers concluded cultural shock
similarities among the respondents were: a) language, b) differences in religious values, c)
traditional/regional dress of inhabitants, and d) palate reaction to customary foods of the country
(Rajasekar & Renand, 2013).

The participants expressed the home country experience of managing people from a
similar culture and background was vastly different from the experience in the United Arab
Emirates. In the United Arab Emirates, project managers had to manage people from different

countries and cultures. There were usually only a few management styles which worked well
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and were used by the project managers in the home country to get the work done. There were
similar interpretations of the difficulties faced by the project managers at the beginning of the
career. Being open-minded and adapting to different methods and styles of management helped
project managers work with multicultural team members. One of the most important things to be
accepted in a multicultural environment was to respect other cultures. The themes which
emerged were methods of building cultural respect.

Mindful of Cultural Stereotypes

Stereotyping cultures by country is one of the most common mistakes when trying to lead
and motivate a multicultural workforce (Kirkman et al., 2016). There exist several different
cultures in each nationality. Participants mentioned being aware people from one country may
not have similar personalities or traits to others from the same country. Besides the cultural
differences within the nationalities, other factors like the religious differences and national
political conflicts between the team members exist.

The participants gave a subtle insight into the impact of ethnocentrism in multicultural
teams. Ethnocentrism is the belief one’s own culture is far more superior to other cultures.
Some researchers consider ethnocentrism as a universal tendency because all society members
experience ethnocentrism in one form or the other (Fluck, Clouse, & Shooshtari, 2007; Neuliep,
Hintz, & McCroskey, 2007). Ethnocentrism plays an important role in multicultural team
communication. On the one hand, the project managers or team members feel patriotism
towards a religion, country, or ethnicity and behave as positive role models and ambassadors for

the respective groups. On the other hand, ethnocentrism can hinder interpersonal communication
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due to preconceived notions of other cultures, and personal prejudices can be a barrier in
communication.

As outlined in the literature review, Hofstede highlighted how nations are rooted in the
history of politics, which reaps a symbolic value and creates an emotional and sentimental
attachment to the people, which can result in a patriotic reaction (Hofstede, 2001). The findings
of the study reveal team members’ national identities have an impact on the work ethic and
culture. Nationality holds a psychological attachment to people, which connects people to their
respective childhood and experiences (Brown-Reid, 2018). As some of the participants
mentioned, managing people working in a team from politically conflicting countries is
challenging. The study supported the literature on the role of nationality and the people's
sentimental attachment to the national identity.

Clarity in Communication

As one participant highlighted, project managers use almost 90% of the time on
communication. Participants expressed the importance of understanding the team members and
the culture to communicate the project's goals and progress continuously. Reorganizing the
teams into smaller groups helped to communicate the processes effectively. Another strategy for
project managers to communicate effectively was to identify key people on the team and connect
with those team members.

Irrespective of the differences in cultures and languages, the objectives of the project
should be clearly communicated to every team member. The project managers expressed the
need to be sensitive and aware of the different cultures and use the appropriate leadership skills

to ensure the project was successful within the triple constraints of time, cost, and scope. The
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study supports the literature review on the importance of communication and the advantages for
project managers and team members sharing common meanings and values (Harvard Business
Review Staff, 2016).

The facial expression, the loudness of the voice, mannerisms, and gestures are all part of
the body language, which play an important role in communication (Lewis, 2014). Some
participants expressed awareness of body language played a critical role in communicating with
multicultural teams. There is a need to respect and adapt to the other person's communication
style or the receiver of the message. While some cultures could find talking in a loud voice or
tone acceptable, other cultures may deem such mannerisms as rude and may get offended.
Project managers may need to adapt body language and tone based on the receiver and should be
able to accept team members’ mannerisms, which are a part of the national culture.

Share Similarities and Celebrate Differences

Multiple participants explained there are few distinct traits common in people from the
same country. Although stereotyping people based on nationalities is not considered appropriate,
a few common skills can be generalized and used favorably to the project. Most participants
reiterated the importance of assigning work based on individual strengths, which may result from
a combination of the nationality and the individual’s personality. In places where multicultural
workforces exist, working with only one culture may not be helpful to succeed.

Participants’ shared showing respect and being open-minded to other cultures are
important when dealing with team members with varied beliefs and norms. Avoiding talks about
religion and beliefs when there are differences of opinions among team members’ helps project

managers avoid conflict. An important aspect is acknowledging and celebrating the cultural
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differences between the people and making the best out of the creative synergy that arises from
multicultural teams. The laborers in construction projects share accommodations and cafeteria
halls. Participants talked about explaining to the team members the importance of respecting
other cultures and religions. To encourage the cultural exchange of ideas, some project
managers organized joint celebrations of national and religious holidays for the team members.
Connect on a Human Level

Building an emotional connection with the people is another skill highlighted by almost
all the participants. People react differently based on culture, religion, background, and
nationality. The project manager should have the emotional intelligence to identify the different
traits and qualities and connect with the people at a human level. People need to be treated as
humans and not objects to achieve results.

Trust, respect, and compassion play important roles in team development. When people
from different cultures work together, differences and conflicts may arise due to the inability to
understand each other. Project managers behave as role models and instill the values of trust,
respect, knowledge, and compassion in team members. These qualities help in developing
comradeship and a sense of belongingness between the team members and the organization.
Bridge the Language Gap

Language barriers are one of the most common challenges faced by most participants.
The language barrier is an expected challenge in any multicultural environment. Even when a
common language is being used, there may be jargon, terminology, and abbreviations, which

may be misinterpreted by the receiver. The participants explained breaking into smaller groups
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and using an interpreter helped overcome language barriers in communicating the project
processes and goals.

Time is a constraint in large construction projects. Language barriers play a significant
role when the participants are closing the project. The closing phase of the project is an intense,
high-pressure situation, and not being able to communicate effectively can have undesirable
effects on the organization. Bridging the language gaps and finding efficient methods to
overcome the barrier is in the best interest of the project managers and the organization.
Recognition Champion

Intrinsic and extrinsic rewards were identified as a helpful mechanism to motivate people
in multicultural work environments. One participant highlighted that money is the most
important reason people leave the home country to work in a foreign country. In a team with
expatriate members, monetary rewards like cash incentives, salary increments, and phone
recharge cards hold high value. As one participant mentioned, phone recharges are effective in
motivating laborers in the construction field. The laborers leave family members in the home
country and live away for several months and years. Phone recharge cards help people connect
with loved ones.

Participants expressed while intrinsic rewards help motivate people, the mode of delivery
of the reward is equally important. Thanking people for a job well done in front of colleagues
and peers and keeping the supervisor informed about the accomplishments were as important as
the reward itself. Displaying names and achievements on notice boards at a prominent location

helped motivate people and recognize people’s efforts.
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Cultural Competence

Different cultures interpret the same thing differently. For example, if there are deadlines
for a project, some cultures adhere to the deadline, and some others do not take deadlines
seriously and prefer to consider the deadline as a moving number. Cultural competence, or the
ability to effectively understand and interact with other cultures, is an important skill expressed
by many participants.

As one participant mentioned, saying the same thing to people from two different
countries could result in two different results based on cultural backgrounds. The need for
cultural training was examined. While some participants expressed experience is more relevant
than cultural training for project managers, a few shared the need for cultural training for project
managers new to the country or new to managing a multicultural workforce. Participants
suggested that cultural training for project managers can help exchange ideas and experiences
between trainers and other project managers in the training sessions.

Connecting to the Conceptual Framework

The project managers and team members represented different national cultures. For
example, P1 was a Philippine national. The Philippines is considered a reactive culture under the
Lewis cultural class model (Lewis, 2014). P1’s team members represented four nationalities
from three different categories: 1) Egyptians and Jordanians were from multi-active culture, 2)
British were from a linear-active culture, and 3) Indians hold a median position between multi-
active and reactive cultures. The idea was to identify the team's existence of different personality
traits due to the national culture and the leadership skills which help project managers get the

work done and manage efficiently. The study supports the Lewis cultural class model as a
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practical and visual way to help understand the causes and consequences of different cultural
dynamics between the project managers and the nationally diverse team members (Lewis, 2014).

Limitations

The study focused on the lived experiences of 10 project managers in the construction
sector. Smaller samples help develop a rich understanding of the phenomenon of individual
experiences. The demographic region for the study was the United Arab Emirates. If the study
is replicated with the same sample size in another sector, like the retail or oil and gas sectors in
the same region, the study might produce different findings and results.

The study was limited to project managers in the construction field in the United Arab
Emirates. The research participants were from the construction sector in the United Arab
Emirates. The findings cannot be generalized, as the research participants were from a particular
sector in one country. The potential effect of the scope may affect the transferability of the
study.

Recommendations

The findings revealed which leadership skills were helpful when managing people from
different nationalities and cultural backgrounds. Eight major themes emerged from the findings
of the study supporting project managers lived experiences and leadership skills, which include:
(1) Culture Shock, (2) Mindful of Cultural Stereotypes, (3) Clarity in Communication, (4) Share
Similarities and Celebrate Differences, (5) Connect on a Human Level, (6) Bridge the Language
Gap, (7) Recognition Champion, and (8) Cultural Competence. Participants expressed the
intertwined role of cultural adaptation and leadership. Effective communication and overcoming

language barriers played a critical role in the project management leadership of multicultural
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teams. The study finds best practices in leadership effectively guide project managers to manage
multicultural team members.

The study helped narrow the understanding of the perception of project managers'
leadership skills in managing multinational, multicultural team members. Future research,
including a larger sample from different Gulf Cooperation Council countries, would contribute
additional data for analysis to determine the leadership skills to manage nationally and culturally
diverse teams of people. Another recommendation for future study would be to gather the
perceptions of multicultural team members on effective leadership skills used by supervisors or
leaders. A study of such nature may help support the themes identified in the study.

Implications for Leadership

The findings of the study revealed the lived perceptions of project managers and
identified leadership skills for project managers to manage nationally and culturally diverse team
members. The 10 project management professionals interviewed described experiencing culture
shock when initially working with multicultural teams. Recognizing team members’ strengths-
based on nationality and focusing on clarity in communication helped ensure team coordination
and project success.

The significance of the study to corporate leaders is to establish or develop cultural
training for people assigned to managerial positions and are new to working in a multicultural
environment. Leaders of nationally and culturally diverse teams need to be aware of the local
and other cultural practices and gain trust among team members before expecting action or
agreement. People in current leadership roles in a multicultural environment can gain from the

study by developing the identified leadership skills.
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New expatriate project managers managing staff from multiple national and cultural
settings may need an awareness of other cultural practices. While experience is relevant in
gaining cultural competency, providing training focused on cross-cultural understanding at the
beginning of a leadership position in a foreign country can make for more culturally intelligent
leaders. The leadership skills identified by the project managers included Share Similarities and
Celebrate Differences to help build trust, respect, and Connect on a Human Level, Bridge the
Language Gap as people from different countries communicate differently, be a Recognition
Champion, and, most importantly, be Culturally Competent (see Table 3, Table 4). A culturally
competent project manager will be far more productive and achieve tremendous success for the
organization.

Conclusion

Project managers may have to take the role of a cultural broker by acclimating to the
different cultures of team members to facilitate creativity and efficiency. As defined by Jang
(2017), a cultural broker is a person who has a relatively more multicultural experience than
others in the group and acts as a bridge between other team members. Identifying project
managers' leadership skills to manage multicultural team members is relevant to adapt to the
cultural differences in the workforce.

By studying the lived experiences of the project managers in the United Arab Emirates,
managing a multicultural workforce, the Culture Shock of project managers when they first
arrived from the home country was identified as a theme. The shock refers to the feeling of

disorientation when experiencing many different cultures within one team. Project managers
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expressed being Mindful of Cultural Stereotypes, identifying a few similar strengths based on the
person’s nationality, and the importance of assigning jobs based on employees’ strengths.

Clarity in Communication is a priority when managing multicultural teams. Positive
reaffirmation when a job is well done helps motivate team members, especially when there is a
language barrier. Team members want to know when they did well, and the project managers
need to find a way to communicate the message appropriately. Communication is important; it is
necessary to clarify the goals of the project and ensure employee duties and responsibilities are
aligned with the project goals.

The emergent themes in identifying the leadership skills revealed the importance of
appreciating other cultures and celebrating the differences. Project managers should connect
with team members on a personal level. Trust, compassion, respect, and treating team members
like family members are important to achieving project success. Finding ways to overcome the
language barrier is important to the smooth flow of the project.

Both extrinsic and intrinsic rewards help motivate multicultural team members. When
creating a reward mechanism, keeping in mind, people leave the home country and go to work in
the United Arab Emirates for money is important. While non-monetary rewards help motivate
people, monetary rewards may be more attractive. The study highlighted the importance of
praising in public. Cultural competence, or understanding and adapting to other cultures, is a
critical trait for project managers in multicultural environments.

Project management skills and leadership skills are different. Strong management skills
and effective leadership skills are both essential for a project manager’s success. A successful

project manager does not need to start as an effective leader. Successful project managers of
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nationally and culturally diverse teams can develop the relevant leadership skills identified in
this study. Complementing management abilities with the necessary leadership skills can help

multicultural project managers to be effective leaders.
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Appendix A: Participant Demographic Information

What is your current position or job title?

How many months since you are in this job position?

How many years since you are working for your current company?

How many team members report to you?

How many nationalities are represented in your team?

How many years have you been working in the United Arab Emirates or GCC countries?
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Appendix B: Interview Guide

Title: Leadership Skills to Manage Nationally and Culturally Diverse Project Teams: A
Phenomenological Study

Date of Interview:
Time of Interview:
Location:
Interviewer:
Interviewee:

Questions the participant will be asked include —

1.

2.

(RQ 1) What is your experience when executing a project with a team consisting of
people from different nationalities having different cultural backgrounds?

(RQ 2) What kind of reward mechanism do you use to recognize hard-working,
innovative, and successful team members?

(RQ 2) What steps or measures do you take to get acquainted with the team members'
different cultural backgrounds?

(RQ 1) Explain what would help you as a project manager to close the projects with a
diverse team successfully?

(RQ 2) Is there any specific leadership skill or skills you have found particularly helpful
when managing a diverse team? Please explain how the leadership skill helps you to
manage your team?

(RQ 2) Do you think leadership training with a focus on managing a multicultural team
will help you to manage your team members more efficiently? Please explain?

(RQ 1, RQ 2) Do you have any additional reflection or information you would like to
share before we end the interview?
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Matrix Showing Alignment of Interview Questions to Research Questions

Research Question 1: What are the lived experiences of construction project managers when
managing multicultural teams in the United Arab Emirates?

Research Question 2: What are the perceptions of construction project managers regarding
leadership skills used in managing multicultural teams in the United Arab Emirates?

Focus Areas

Recognition

. . Project . Bridgin
Interview Questions RQ1 [ RQ2 Managjemem Leadership " t".‘”dt. the gapg
otivation
What is your experience when executing a
1 project with a team consisting of people X X X

from different nationalities having different
cultural backgrounds?

What kind of reward mechanism do you use
2 | torecognize hard-working, innovative, and X X X
successful team members?

What steps or measures do you take to get
3 | acquainted with the team members' different X X X
cultural backgrounds?

Explain what would help you as a project
4 | manager to close the projects with a diverse X X X
team successfully?

Is there any specific leadership skill or skills
you have found particularly helpful when

5 | managing a diverse team? Please explain X X X
how the leadership skill helps you to
manage your team?

Do you think leadership training with a

6 focus on managing a multicultural team will
help you to manage your team members

more efficiently? Please explain?

Do you have any additional reflection or
7 | information you would like to share before X X
we end the interview?
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Appendix C: Informed Consent Agreement
Informed Consent to Participate in a Research Study

Title: Leadership Skills to Manage Nationally and Culturally Diverse Project Teams: A
Phenomenological Study

Introduction

You are invited to be in a research study. Research studies are designed to gain scientific
knowledge, which may help other people in the future. There are no health risks associated with
this study. Your participation is voluntary. Please take your time to make your decision, and ask
the researcher to explain any words or information which you may not understand.

Why Is This Study Being Done?

The purpose of the study is to explore the lived experiences and leadership skills needed to
manage construction projects with multicultural team members from different countries in the
United Arab Emirates.

How Many People Will Take Part in The Study?
Approximately 10 construction project managers based in the United Arab Emirates will take
part in this study.

What Is Involved in This Research Study?

Each participant completes an interview, which is expected to last 60 to 90 minutes. The
interview will be transcribed and sent to the participant for approval and to ensure there are no
misstatements or errors while transcribing.

What Are the Risks of The Study?
There are no risks associated with this study.

Are There Benefits to Taking Part in the Study?

If you agree to participate in this study, there may or may not be a direct benefit to you. The
researcher hopes the information learned from this study may benefit Project Managers, Human
Resources Managers, and companies to develop the leadership skills to manage a multicultural
workforce efficiently.

What about Confidentiality?

The researcher will try to do the best to ensure your personal information is kept confidential.
However, we cannot guarantee absolute confidentiality. United States federal law states we are
required to keep your study records private.

If the information learned in this study is published, you will not be identified in name or in any
other way. In the event participants are directly quoted, the researcher will contact each
participant for personal approval.
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What Are Your Rights as a Research Study Participant?
Taking part in this study is voluntary. You may choose not to take part, or you may leave the
study at any time. Refusing to participate or leaving the study will not result in any penalty.

Whom Do You Call If You Have Questions or Problems?
For questions about the study or in the event of a research- related injury, contact the study
investigator, || ||| :: B . ou should call the
investigator if you have a concern or complaint about research.
For questions about your rights as a research participant or methods employed, contact the
American College of Education Institution Review Board by email at irb@ace.edu. You should
contact if you have —

e Concerns or complaints about the research.

e The research staff cannot be reached.

e To talk to someone other than the research staff.
You will be given a signed and dated copy of this consent form.

Certificate of Consent

I have read the information about the study, or it has been read to me. | have had the opportunity
to ask questions about the study, and any questions have been answered to my satisfaction. |
consent voluntarily to be a participant in this study

Participant Name (Printed)

Participant Signature Date

I confirm the participant was given an opportunity to ask questions about the study, and all the
questions asked by the participant have been answered to the best of my ability. | confirm the
individual has not been coerced into giving consent, and the consent has been given freely and
voluntarily.

Research (Printed)

Researcher Signature Date
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Appendix D: Research Participant Recruitment Letter
Hello (Potential participant name),

My name is Mitali Mendes, and | am a doctoral candidate at the American College of
Education. My research title is Leadership Skills to Manage Nationally and Culturally Diverse
Project Teams, A Phenomenological Study. The purpose of the study was to explore the lived
experiences and leadership skills needed to manage construction projects with multicultural team
members from different countries in the United Arab Emirates.

I will need participants for semi-structured interviews to participate in my research. The
interview will take approximately 60 to 90 minutes and be conducted face-to-face or via
Skype/Zoom. After the initial interview, | will send you a transcript of the interview where you
will have an opportunity to ensure the information is accurate and add any additional information
that was not shared in the initial interview. This will ensure accurate information is collected on
your experiences with the leadership skills, which help manage a multicultural team. The
interviews are scheduled to be conducted (dates after IRB approval). If you are willing to
participate, please complete the accompanying informed consent agreement and request a
specific interview date and time.

Thank you,

Mitali Mendes

Doctoral Candidate
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Appendix E: Subject Matter Expert Approval Letters

Subject Matter Expert 1

To Whom It May Concern

February 1, 2020

| have held leadership positions in projects. [ have over 30 _years of experience managing
teams consisting of two or more nationalities and had oversight of project managers with
multicultural teams, The researcher Mitali Mendes has explained how and why

the interview questions were developed for the study — Leadership Skills to Manage Nationally
and Culturally Diverse Project Teams, A Phenomenological Study. I have reviewed the research
questions and I found these questions to be:

\E‘ Appropriate for this study

D not appropriate for this study.

Comments (if any):

Subject Matter Expert Signature

Subjéc( Matter Expert Name
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Subject Matter Expert 2

To Whom It May Concern
January 30, 2020

[ have held leadership positions in projects. I have over 15 years of experience managing teams
consisting of two or more nationalities and had oversight of project managers with multicultural
teams. The researcher Mitali Mendes has explained how and why the interview questions were
developed for the study — Leadership Skills to Manage Nationally and Culturally Diverse Project

Teams, A Phenomenological Study. I have reviewed the research questions and I found these
questions to be:

appropriate for this study

D not appropriate for this study.

Comments (if any):

Subject Matter Expert Signature

Subject Matter Expert Namsz
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Subject Matter Expert 3

To Whom It May Concern
January 30, 2020

I have held leadership positions in projects. I have over 29 years of experience managing teams
consisting of two or more nationahities and had oversight of project managers with multicultural
teams, The researcher Mitali Mendes has explained how and why the interview questions were
developed for the study — Leadership Skills to Manage Mationally and Culturally Diverse Project
Teams, A Phenomenological Study. 1 have reviewed the rescarch guestions and T found these
questions o be;

X appropriate for this study

not appropriate for this study.

Comments (if any): Ms. Mitali had an excellent performance.

Subject Matter Expert Signature

Subject Matter Expert Mame




